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About AQuA  

Established in 2010 as a NHS health and care quality improvement 

organisation. Based in North West England

Members:  60 commissioner and provider organisations 

Customers: UK-wide

Hosted by Salford Royal Foundation Trust and accountable to 

- AQuA’s Board 

- AQuA members through membership agreements

https://www.aquanw.nhs.uk

https://www.aquanw.nhs.uk/


System approach to improving U&EC

Effective system 
leadership

Improve whole system 
flow for key services

Continuous 
improvement in teams



System leadership 

“The collaborative leadership of a 

network of people in different places 

and at different levels in the system 

creating a shared endeavor and 

cooperating to make a significant 

change”

Source: Systems Leadership, Virtual Staff College



Draw on widely 

diverse 

perspectives

Adopt open 

enquiring 

mindset

Go out of 

your way to 

make 

connections

Tasks & ideas

Be Clear

Be Curious

Be Courageous

Invest in 

promoting 

values

Establish 

compelling 

vision

Embrace 

uncertainty

Distribute 

leadership & 

decisions

Relationships & behaviours  

Source: Welbourn & Fathers (2012)

Effective leadership behaviours



Clarify governance requirements 

Tier Pop size Purpose

Neighbourhoods 50K • Strengthen primary care and network practices 

• Proactive & integrated models for defined population

• Continuous improvement

Places 250-500K • Typically borough/council level

• Integrate hospital, council & primary care teams / services

• Hold GP networks to account

• Co-ordinate multiple improvement initiatives

System 1+m • System strategy & planning

• Hold places to account

• Manage performance and £

• Implement strategic change and agree collective improvement 

priorities 

North Cumbria and 

North East UEC 

Network 

• Standardised agenda across the transformation and locality boards

• Support the development and implementation of regional policy and 

process  

• Agree regional schemes to support winter and support the regional 

surge management team 



Source: Google images



U&EC Sector Board

Sector and 

locality board 

observation

Semi 

structured 

interviews 

System 

leadership 

theory 

Feedback from 

interviews and  

observation

Team coaching 

of U&EC 

Delivery Board

Board self-

assessment 

Board re-

assessment  



Whole System Flow



Bolton Intermediate Tier Service

Length of stay reduced by 

5.3 days/16% 

Average time away from 

home reduced by 9 

days/16% since November 

2017 

Increased number of 

admissions/month by 

9.3/28% 

Increase in average daily 

IMC@Home caseload from 

117 – 142 with no extra 

capacity required



Blog – why integrated teams need positive and collaborative 

leaders 

Leading Integrated Teams 

Programme

“The programme 

helped me as a leader”

Helen Ashton, 

Pennine Care UC Lead

“The programme 

improved the way my 

team works together” 

Vinita Mishra,

Royal Liverpool Integrated 

Planning Lead 

“The programme 

impacted my 

system”

Lica Marchant, Wigan 

Council Locality Manager 

https://www.aquanw.nhs.uk/news/why-integrated-teams-need-positive-and-collaborative-leaders/83502


Leading Integrated Teams 

Cohort 3



Sepsis screening 

https://www.aquanw.nhs.uk/resources/advancing-quality/case-studies/NWAS-

case-study.pdf

https://www.aquanw.nhs.uk/resources/advancing-quality/case-studies/NWAS-case-study.pdf


Early sepsis assessment in 

out of hours primary care

https://www.aquanw.nhs.uk/resources/adv

ancing-quality/case-studies/PC24-Case-

study.pdf

https://www.aquanw.nhs.uk/resources/advancing-quality/case-studies/PC24-Case-study.pdf


Sepsis detect and treat

Quarterly proportion (%) patients admitted to inpatient depts who 

received antibiotics within 1hour of recognition of deterioration

Of patients diagnosed with sepsis…

https://www.aquanw.nhs.uk/resources/advancing-

quality/case-studies/StHK-Case-Study.pdf

https://www.aquanw.nhs.uk/resources/advancing-quality/case-studies/StHK-Case-Study.pdf


Co-production

Co-production

Co-design

Involvement

Consult

Inform / 

educate

Patient 

partnership/ 

leadership

Patient voice/ 

influence

Passive patient

Doing with

Doing for

Doing to

Source: Adapted from Arnstein, Sherry R.(1969) 'A Ladder Of Citizen 

Participation', Journal of the American Planning Association, 35: 4, 216 — 224



Lived Experience Panel and Pool 

To develop a 

lived 

experience  

panel within 

Bolton FT to 

underpin co-

production in all 

improvement 

work  

AQuA Lived Experience Affiliates help Trust  to recruit 

their own Lived Experience  experts and establish a 

Lived Experience Panel  and pool

Bolton  Lived Experience experts buddied by member  

of Bolton professional team . AQuA Lived Experience 

experts provide  coaching for 6 months

Optional QI training for Bolton Lived Experience Panel  



Thank you

Elizabeth.Bradbury@srft.nhs.uk

www.AQuAnw.nhs.uk

AQuA@srft.nhs.uk

mailto:Elizabeth.Bradbury@srft.nhs.uk
http://www.aquanw.nhs.uk/
mailto:AQuA@srft.nhs.uk

