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Purpose of the session

1.
2.

Introduce you to Mersey Care NHS, FT

To understand what is Just Culture, Why a Just Culture,
and your culture prompts ?

To understand Mersey Care’s journey
To explore the benefits of implementation

To share how Mersey Care’s learning and practices can
help address the challenges you will face

. To consider the impact and benefits of RJC practices

To highlight what RJC implementation might look like and
include.



* Provider of specialist inpatient 171 sites
and community services that (owned and leased)
support physical and mental
health and specialist inpatient
mental health, learning
disability, addiction and

brain injury services.

....... Income budget
Al £600m e
Z Y 36,856

1 1,340 Staff ‘ <> [') Local, secure and specialist

(June 1 2021) LD service users

Mersey Care
2021

1,805,976

outpatient attendances ol Quality Review
o P e Visits for
309 teams

Mersey Care is one
of the largest healthcare
employers in the north

Life Room visits west

(pre Pandemic activites)
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Mersey Care

What Is Mersey Care? i

11,340 rARGEST = 1= V4

STAFF P ey ers == scDs

1 OF 3 © The biggest

SecireTenicas™ £573 1\ 1LAPT 9B,

Serve a population of
% g e a 171 MIILLION -
'n'".n‘ Over ﬂwm in North vwest England and beyond A on!t_E c_’tf 3:;_‘{_ FIVE NI__|S
inpatient a ictions services
100,000 = iNn the country
LIFE ROOIVIS
VISITORS FOR OUR LOCAL SERVICES - - -
LOCAL N & _‘:.' .
evw prowvider o
AUTHORITIES commMmunity serwvices
= LIWVERPOOL across Sefton
- SEFTON
= KNOWSLEY
t.’ - ST HELENS
r ~ = HALTOMN
- - WARRINGTOMN

Largest provider of
5'ooo+ learning disability
social prescriptions .tforehsic secure Cargl

since January 2012
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Mersey Care’s Culture Merey Care

Community and Mental Health Services
OUR VISION “\R/

Our vision is to strive for perfect, whole person care that helps people live happier, healthier lives.

OUR GOALS STRIVING FOR PERFECT CARE

OUR SERVICES - Combine clinical Care S & ot Stretching goals to keep us at the forefront

excellence with prevention and coordination place to of challenges and maintain our leading
work for all safety status.

care coordination in our services Population
health

OUR PEOPLE - More people choose NSRS S i 5 ZERO acceptance of racism,

to work at Mersey Care and service : discrimination and unacceptable

users feel they have more control ; wc:,';: '\:,e{: ’ behaviours
over their health ef(‘:::;s'(e Our vision is to service users
) strive for perfect, s ZERO restrictive practice
OUR RESOURCES - Use our whols-person care P
buidings, IT and money to enable ; that helps people 22
clinical excellence with prevention live happier, ZERO suicide

and care coordination in our services financial healthier lives.
sustainabliity system In ZERO harm from medication

OUR FUTURE - Be a good partner partnership

organisation and strive for new
advances in care and treatment

ZERO falls in our care

Be digitally
Inclusive

The way we will achieve C Continuous improvement Accountability - Respect - Enthusiasm - Support -

our vision, mission and committed to making taking ownership to how we treat others demonstrate our actively

aoals - built on a solid improvements to our anticipate, develop in an inclusive and passion and pride supporting others
foundation of restorative services for the benefit and deliver high supportive way for what we do with compassion

of all quality care and how we do it and courage
April 2022

just and learning culture.
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What Is Just Culture, Why a
Just Culture & your culture
prompts?




B
Reflect — Have you ever made a mistake?




slido

Have you ever made a mistake?

(@ Start presenting to display the poll results on this slide.
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O How did it make you feel?

(@ Start presenting to display the poll results on this slide.
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What is a Restorative Just Culture Mersey Care

NHS Foundation Trust

Community and Mental Health Services

“Restorative Just Culture aims to repair trust and
relationships damaged after an incident...”

Sidney Dekker

Restorative

* the ability to restore health, strength, or well-being

B Just

* behaving according to what is morally right and fair

Learning

* acquiring new understanding, knowledge, behaviours,
skills, values, attitudes, and preferences through
study, experience or being taught

Accountability

« forward looking accountability. What is needed in the
future to prevent reoccurrence (putting it right) —
rather than backward looking accountability




From Retribution to Restoration e

NHS Foundation Trust

Community and Mental Health Services

Retribution But its counterproductive...

Learning, Team
Which rule is broken? Review , Humanity
Who did it? Compassion, Forgiveness
How bad is the breach? Understanding, Restoration
What should the consequences be? Healing, Trust

Restoration Goals of restoration

Moral engagement
Who is hurt? Emotional healing
What are their needs? Reintegration of practitioner
Whose obligation is it to meet those? Organisational learning
How do we involve the community? Prevention
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Mersey Care
] I NHS Foundation Trust
O | E O R Community and Mental Health Services

N\

Moral engagement — engaged parties in considering the right thing to
do now

\

Emotional healing — helped cope with guilt, humiliation; offered
empathy

Reintegration — done what is needed to get person back into
their role, at their full potential

Organizational learning — explored and addressed systemic
causes of harm

Creating Psychological Safety - Making the conditions for colleagues
to feel safe to speak up without fear of consequence
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How do you know what culture - Memercar
you have?
Hard Soft
« Patient outcomes/ complaints and « Team Dynamics
EXperience survey * Inter departments transfers
* Staif Survey Results - Freedom to speak up function/ cases
* No. Employee Relations/Grievance (Protected disclose)
Cases - Stories — staff/ customers
* No. Suspensions - What do people say about the
« Staff Turnover organisation?
* Sickness Data * Closed cultures
 EXit interviews  How we say sorry
* Regulatory feedback « Story of Denise

Court case outcomes

Employment Tribunals
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Mersey Care

Your experiences of culture - Slido el

3

* Q1 — Is culture important

and why?

Q2 — Does culture impacts
team/organisation safety,
wellbeing,
performance/experience
etc and why?

Q3 - Do you live by your
organisations values and
how are they
operationalised, embedded
in your role modelled
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@ Is Culture Important and why?

(@ Start presenting to display the poll results on this slide.
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Does Culture impact
team/organisation safety,
wellbeing, performance,
experience etc. and why?

(@ Start presenting to display the poll results on this slide.
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Do you live by your organisation's
values and how are they
operationalised, embedded and
role modelled?

(@ Start presenting to display the poll results on this slide.



Why is a having a X | NHS

Mersey Care

good Culture L |

Community and Mental Health Services

iImportant?

« It offers a way for employees to
understand their organisation, to
voice their views, and to
develop connections and
common purpose.

« The organisational purpose and
values will affect the standard of
care and staff morale

* |t effects psychological safety
and trust




Improvement is all about culture,
supported by great process

Why mind sets matter

Existing
outcomes

Existing work
practices

Existing
mind sets

Level of intent ( S
\ Il
Level of behaviour {

D)

Level of cognition {: O

NHS

Mersey Care
NHS Foundation Trust

Community and Mental Health Services

Desired
outcome

New working
practices

Desired mind
sets

e ® seee
— [
ana (@
Compliance Instruction Prescription Deference
Curiosity Involvement Participation Diversity

.

Retribution

Individual
genius

Collective
wisdom

Restoration



To understand
Mersey Care’s
journey
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Mersey Care
NHS Foundation Trust

Retributive the impact on staff

» Fear of consequences,
blame, shame and being
dismissed

B Fear/Blame/Shame/Consequence/
Dimissal

B Mgt/Support & Trust/Culture

B Incident Investigations

« Lack of support or trust,
‘adversarial’

B Process/System/Time
H Training
® No Feedback

 Incident investigations

m Team/Loyalty/Peer Pressure

» Lack of feedback / learning

= Professionalism/Supervision

* Improvements not
maintained or sustained
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Mersey Care
NNNNNNN dation Trust

Staff wanted a staff perfect care goal ....

...they wanted to work in a safe place, be treated
fairly and compassionately, and so our Just &
Learning Culture was born....
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Our Restorative Just and Learning Culture Mersey Care

THE ICEBERG

that sinks organizational change

Visible Organizational Culture

“The way we say

LT,

9=
v - o
O

Shared
ASBmDtioNs

TORBEN RICK - WWW.TORBENRICK.EU

=

Community and Mental Health Services

“A just culture accepts nobody's account as
“‘true” or “right” and others wrong... “

...Sidney Dekker
Developing a non punitive culture

« Leaning can only flourish when responses
to mistakes are compassionate

* Personal responsibility and
professional accountability drives the
organisational learning

 [t's not about 'blame-free' or being tolerant
of absolutely anything

« Aprospective outlook rather than
retrospective bias

« Ask what and how, not who because a
bad system will always beat a good
person.



To explore the benefits of
Implementation
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Organisational Performance & Organisational Health Mersey Care

NHS Foundation Trust

Community and Mental Health Services

1.
DIRECTION
2 5.
J CO-ORDINATION
ACCOUNTABILITY & CONTROL

8. 9.
CAPACITY EXTERNAL LE AD:-RSHIP INNOVATION &

TO RENEW ORIENTATION LEARNING

Quality Assurance

6.
CAPABILITIES

3.
QUALITY OF CULTURE &

EXECUTION CEIMALE

Operational delivery

INTERNAL

ALIGNMENT

McKinsey, 2014 Workforce, cultural &
corporate alignment



Benefits & Challenges

For Senior Leaders

Consider their style &
Impact,

Asking them to move
from an old way to a
new way of leading

Credibility and
humility

For the Workforce

Safe to raise a
concern

Culture that allows the
boss to hear bad news

Empowered to catch
errors

Accountable not
punished

Improve
disproportional
experience

NHS

Mersey Care

NHS Foundation Trust

Community and Mental Health Services

'

For Patients
Accountable staff

Reduce risky
behaviour

Reckless behaviour is
not accepted by
anyone

Staff morale is high as
staff are empowered to
do the best job they
can do



Benefits & Challenges

For the Organisation
See transparency and openness

as allies not enemies;

Sharing good practice stories
Trickle down of restorative culture
In everyday organisational life

To create the best safety culture,
staff have to feel safe themselves

Learning to prevent
Systemising change

NHS

Mersey Care
NHS Foundation Trust

Community and Mental Health Services

For Policies & Procedures

Co-produced approach with staff,
unions, ambassadors and
patients/users;

Reduced in number
We put people before process

We have focused compassionate
HR and patient safety systems
and processes;

Shift in judgemental language
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Sharing Mersey Care’s learnings
and practices to help you address
the challenges you will face?

What we wish we knew at the
start of our journey




1. Leadership, accountability &
discomfort
Why is it hard for
leaders?

- If I say we need a new
way, am | saying the old
way | was harming
people ?

Learning

Comfort zone zone

« Accountability

* Question own values and
beliefs

 Fallibility — causing harm

« Culpability

* Vulnerability i.e., back in
the day




2. Building Psychological Safety

Community and Mental Health Services
[ ] t | | I

Setting Inviting Responding
the Participation = Productively

Stage

Frame the Work Demonstrate Express Appreciation
Set expectations Sitxa}(iona: I-éumility . Listen
about uncertainty, -+ Acknowledge gaps . Acknowledge and thank : .
TR ? - Psychological safety is the

interdependence to .Practice nKulcy Destigmatize Failure belief that you won’t be

_ Ask good questions | . - .
clarify the need for .. ‘Modelintense LonkTonwaird punished, humiliated rejected

e , . . Offer help ) .
listening . Discuss, consider, for speaking up with ideas,
Emphasise Purpose Set Up Structures at”d brainstorm next CIL.IGS'[IOHS, concerns, or
Identify what's at and Processes el mistakes.
take, why it matt .
stake, why i ma ers, _Create forums for SOnCtion Clear
and for whom it input Violations
matters . Provide
guidelines for
discussion

Amy Edmondson
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3. The Importance of Language

Semantics is critical

Why did you make that mistake
Why did you go wrong V
Language in policies critical
Language in dialogue critical — led
from the top

4. Have a framework

Our Just and Learning Culture has
shaped how we have approached
Improvements in our people
processes.

This supports the Trust aim for
Perfect Care for all of our patients
and service users.

TIP3 . MERSEY CAN ATEWAY

p————— R

T EEE

wa STEP 2 - ALWAYS REMEMBER




5. Distinguish between Causality vs NHS

Mersey Care
NHS Foundation Trust

Contribution

Punitive &
Who is responsible adversarial Legal sanction

investigation

Handover

— o T Clinical governance o isati |
) N Staffing level l‘gamsta ll;;lna
Whatis ¢ ) J;csh;::;lnl)apse % accountability

e responsnble? £ ), .
. . ‘ - V4 Supervision Professmp_al
Training/induction accountabmty

Practitioner lapse
(competency or conduct)

Candour Forward

Psychological safety Reflection Looking
De-brief ] accountability
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Mersey Care

u 1 ™
nnnnnnnn ation Trust
I S I g I aS Community and Mental Health Services
] I l

Knowing the outcome of an event or incident increases people
who are outside that incident to convince themselves they would
have handled it differently, made different decision or some other
variable that would have prevented the outcome.

Retrospective bias
Counterfactual bias
Judgemental bias
Proximal bias



7. Work as imagined & work as e

NHS Foundation Trust

| i | Community and Mental Health Services
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Mersey Care

8. Respect & Civility

Community and Mental Health Services

The #IWillSpeakUp campaign
encouraged bystanders to feel
supported to ‘speak up’ if they
see poor behaviour.

This campaign had a direct
correlation on our staff survey
results.

{ Mersey Care FT
Respect and Civility at Mersey Care

The judges found this to be an excellent initiative, addressing
a range of issues using respect and civility. There was clear

impact and commitment to all people from all backgrounds to deliver a just culture. It is
an entirely replicable process and way of caring for staff and staff caring for one another.

#IWillSpeakUp

All MH / : : :
MCT MCT M_CT LD /Comm MCT  Comparison with National
2022/23 2021/22 National North Combined MH / LD and
Rank* Tr sti/ West RankCommunity Trusts
14d The last time you experienced Hiah
harassment, bullying or abuse at work, did Go?) d 64.1% 64.7% 12th 11th 2nd

you or a colleague report it?

Out of 215 Trusts



Team Canvass

Our Team Canvas

<Insert Team Name

Our Purpo se

>

We Dron o8 3 5350 OrvirOMmart Windit W Cliver OMeCtva Cant Instiing NOOS aNd DOMOling oV ary arda

PO OO Ca

Our Objectives

TO MAIMSin CONGESIOE J0OMICNGE SCI0GE SIS QOUDE [N NRoW We MeS00nd 10 3nd care %or ail patares

by Octiober 2020 rvough Care Piars
TO Mewise STLCLNS Of NANGOYSrS and Moaings on T oo by Octodar 2020 with imgl amantaton
fom December 2020
TO CrO380 & OCESS O DA oS 10 amenda Care Toam madtings by November 2020
Ward S8 0 Dagn 10 asens D s clincs by Decombar 2020
TO COMMENCe TRINING SEEons on Ponondiy DIsoner awaranass o 3l st by Novembar 2020
with 3l S22 © compiete by January 2021

Who's in our team:

Rachal. Wara manager. Daaling withcorfiict
Jooy . Oname Nuse. Resilerce

Crander Ohange Nurse. T skilis

Procba. Charge Nuse. Coaching

Ross . ConsJtant. Prodiem saving

Morica Poychaoget Medaaton

Other s we work with

Our mMoGt prooClve Riatonsnps
are with Occupational Thamoy and
Sacunty sorvices

We Nood 10 work ON Our
RIMOrShios with SLfMng sarvcas
NS O DO NABNONS

NHS

Mersey Care
NHS Foundation Trust

Community and Mental Health Services

NHS)

Mersey Care

s Foundation Trust

Commeramty ared Mavtal Vet Serves

Our loacers o toam will oD Morale NN and conssiant and Do
AOIOICHANIS ANG UNSSSIANA NG Of AT and DI oS

We will SLo00R GACH O ANd RCOQMISE Our IOaME STorgins and

WOSK MOsSaE

We CoQrise e 50 Of Numowr In DUldng ROOon and do-ascalaton

Wo will B0 oNisiBEC In e dalvery Of Car0 Or Our DR ONts Twoudh shared
[ =

Wa Wil eoact 3G vAud GICh OINGr IN ONSer 10 Wwork 10 NG DOSt OF O
axlites

Wie will Nave IMommative NANGoY e aNG TRNSONert nrning of e wand on
acaly b

Wo will work 1000ENr 10 Covdop & NuSEng RioNanD Dy Daing resoecthld o
CICH ONGr, COMMUNICAlNG COarly . DOING TaNSOIrent. vaulng d%arenrt views
AN OOINiong and QANING 1O KNOW SN SUDDOR O SOOI

We will Rave doar SN Ias Wwihich will Inflom Our Systams and
PIOCESS0S 10 NAD LS MIANSIN CONS BTy 0066 The ward

We will ombad a Just and Loaming OuJdture 10 RDSta® rofloct loam and
coveiop

SO WHAT/REVIEW

Rofloctive ORcico Wil LKO Dlare ONCo Gvary 2 wooks

Woll 50 2 DOGEW laNQUa00 SOOMIACH N Our Aally Narcovers

Ve Il COMOISto Our MO v I ICMWOn in IMme With QJCSiinas

We ll amnd Safoty HUOUE 36 MOQUENNd ROON NG and CARRIOR

TOMON OMart Diars

We il Rave montly 1oSComsliiD 10am Meclngs and & wholo loam away oy
OGO Dar your

Aoy InGoents Wil DO dECUSE oS Wt The Whole 10am Within T2 Rowrs and well
Camy ot verd analyss
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10. Team Based Learning — the benefits s Al

Community and Mental Health Services

Team based learning has demonstrated assurance when used in conjunction
V with RCA methodology for serious incident learning reviews. Positive feedback
has been received from our ICB on our approach to learning and engaging .

g Team based learning has received positive feedback from those staff involved.
1./— Staff have reported they have found the sessions supportive and an opportunity
- to reflect on practices in psychologically safe place.

The PST have developed a team based learning toolkit which is available to
g support the facilitation of the learning events, this can be tailored to the team
involved and includes specific terms of reference.
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The impact and benefits of
RJC practices
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Mersey Care

The Data Impact

Community and Mental Health Services

Disciplinary Investigations and suspensions

L0

90

r
(%]

At the zame time [2016-2022),
the Trust has increased its
wiorkforce by 133%

ad

* Investigations have
decreased by 71% from
2016 to 2022

Ia

ad

Itera g B 7 5 S S T
-
in

[
=

Rate {irvestigations par 1 0] Feadcaunty

.

Suspensions have 50
decreased by 89% from .
2016 to 2022 '
1570 investigations and a0
669 suspensions have .
been avoided through .
using our RILC processes : l
since 2016. L h
2020

b
(=

-

plis B AME 2031

. g aiiong e § o Rpim gl remshipabicee: per 13 Feadoount)
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Initial reviews for people processes __ ==

mmunity and Mental Health Services

Trust wide comparison - 2022

N nitial reviews

Ty
b
LA
%]
o
[P
o
—
i
=
=
=

I Mew Disciplinary cases

— SUSpENSiONSs

Month of Year
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The Data Impact

Community and Mental Health Services

Staff feel safer in raising concerns

Question: | would feel secure raising concerns about unsafe clinical practice
Liverpool North West
Calderstones join Community Health Boroughs join
Mersey Care join Mersey Care Mersey Care

South Sefton

Community join ‘

Mersey Care : /8 ————s1%
: ' 77% 78 :

0 : : Southport &
67%"'/7 ' : : Formby join
2%—-""";""64 ; Mersey Care

\1" ‘.;’ \:_.‘ \:/ \\;r
2014 2015 2016 2017 2018 2019 2020 2021 2022
| RJC starts |
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Mersey Care

NHS Foundation Trust

Community and Mental Health Services

Serious incidents and Headcount

Serious incidents and Headcount

-

B~
an

I
o

)
)]

0
o

= 8] M
o o 4y}

-
o

Serious Incidents raet (per 1,000 staff)

4]

Acquisition of NWB/Covid

o

17/18 18/19 19/20 20/21 21/22 22123




Incidents reported to NRLS show a positive trend both
empirically and relative to neighbouring MH/LD&A/Community
trusts (Oct 21 to Sep 22)

3,500
3,000
2,500

2,000 Mersey Care NHS FT

1,500

1,000

500

Oct-21 Nov-21 Dec-21 Jan-22 Feb-22 Mar-22 Apr-22 May-22 Jun-22 Jul-22 Aug-22 Sep-22

NB: The National Reporting and Learning System (NRLS) records monthly against the number of incidents uploaded onto the
system, not the date the incident occurred, which causes the spikes in reporting. The linear average lines help to show a
steady/maintained position of reporting, demonstrating a positive safety culture of reporting for MCFT compared to other local
(comparable) Trusts and the NRLS average
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Learning review following a homicide (RCA)

=

The staff said...
“It was the best training session they have ever been to in 20
years of working in the Trust”



Number of Complaints v. Headcount

NHS!

Mersey Care

NHS Foundation Trust

Community and Mental Health Services

Complaints per 1,000 staff

60

50

0
o

N
o

17/18

Complaints per 1,000 staff

Acquisition of NWB / Covid

18/19 19/20 20/21 21/22

22123
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What RJC implementation might
look like and Include




Implementation —what it might look like —~ Merseycare

Community and Mental Health Services

e Accountable lead

« Case for change

« Agree board alignment within strategy / operational plan
« Engage on concept, and meaning:-

« Establish a delivery group

« Agree terms of reference for the delivery group

« Agree priority areas / interventions/ communications
« Agree outcome measures, economic, qualitative

* Formulate Year 1 plan

* Review key policies and processes

« Conduct learning reviews

« Establish framework (4 step process)

* Produce annual report and report process for year 2
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Evidence of a Restorative Just

Culture

* Free flow of information
between hierarchies were
managers are “able” to hear
bad news

* It gets reported
* They welcome it
« They act on it in the sense of
a Just & Learning Culture
 Disputes are discussed and
settled

« Staff feels supported and heard

» Restorative language is used
throughout

* Incidents are used to learn from

 Trusting attitude

Community and Mental Health Services

ITam
listening.
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Mersey Care

NHS Foundation Trust

Community and Mental Health Services

A Call to Action - A Restorative Just
Culture Manifesto

Restorative '®)
Just Culture E ’W [ ﬁ/ @ @
in Practice

Implementation and Practice \ :

Be Incluswe Co Produce Design your Embed Civility, Understand & Learn
' Organisation Compassion &
' Respect
R, @) { /_7 O @
\‘k\ Edited by Create Re-frame the Support Staff & Re-wire Leadership Invest in
Sidnoy Dekker = Joe Rafferty » Amanda Oates Psychological language Patient Wellbeing Organisational

2 Safety Health




Final thoughts

nere are you personally?

nere is your team?

nere is your organisation now?

Unjust

NHS

Mersey Care
NHS Foundation Trust

Community and Mental Health Services
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Where are you personally?

(@ Start presenting to display the poll results on this slide.
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Where is your team?

(@ Start presenting to display the poll results on this slide.
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Where is your organisation now

(@ Start presenting to display the poll results on this slide.
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Mersey Care

Summary

Community and Mental Health Services

Culture that allows
the boss to hear
bad news

We have focused
on concept into
practice

Moving to learning
from our routine
work

Co-produced

side

See your people as
the solution and e
not the problem

Sharing your
vulnerability




