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Em e rg in g  from  th e  p a n d e m ic  in  e a rly 20 22, Ca rilion  Clin ic ’s 
Ch ie f Qu a lity Office r sou g h t  to  a cce le ra t e  q u a lity im p rove m e n t  
e ffo rt s. An  a u d it  o f Qu a lity’s p ro je c t  p o rt fo lio  sh ow e d  it  w a s n o t  
st ra t e g ica lly a lig n e d , w a s p rim a rily op e ra t ion a lly focu se d , a n d  
ou tcom e s w e re  n o t  ke e p in g  p a ce  w ith  n a t ion a l b e n ch m a rks. 
Te a m  ca p a c ity con st ra in t s w e re  a n  issu e .

Background

No one in a position to control the content of this educational activity has relevant financial relationships with ineligible companies.

Disclosures

Learning Objectives
1. Id e n t ify fa c to rs th a t  im p e d e  im p rove m e n t  e ffo rt s a t  you r 

o rg a n iza t ion
2. Exp la in  le a d e rsh ip ’s c rit ica l ro le  in  su cce ssfu l ch a n g e
3. Ap p ly a c t ion a b le  in sig h t s to  im p rove  a n d  su st a in  ch a n g e  

ou tcom e s

• Ob je ct ive  scorin g  crit e ria  h e lp s e lim in a te  b ia s. Use  a g re e d -
u p on  c rit e ria  to  a sse ss fit  t o  st ra t e g ic  p rio rit ie s fo r a ll re q u e st s.

• P la n  fo r su sta in m e n t  o f th e  ch a n g e  a t  p ro je ct  in it ia t ion . Don ’t  
st a rt  w ork u n t il op e ra t ion a l ow n e rsh ip  is ve rifie d  a n d  
(p re fe ra b ly) in  p la ce .

• Le a d e rs m a y n o t  u n d e rsta n d  th e ir ro le  a s ch a n g e  sp on sors.
Exp lic it ly in fo rm  th e m  h ow  crit ica l t h e ir visib le  a d voca cy is t o  
p ro je c t ’s su cce ss, a n d  to  a ch ie ve m e n t  o f e xp e c te d  ou tcom e s. 
P rom ote  ch a n g e  m a n a g e m e n t  a s a  st ra t e g ic  com p e te n cy! 

• Th e  sp on sor m u st  e n force  p ro je ct  focu s/scop e  to  a ch ie ve  
re su lt s. Th is m e a n s g u id in g  a ll st a ke h o ld e rs on  th e  a g re e d -
u p on  g oa ls th rou g h ou t  th e  life  o f th e  p ro je c t  a n d  sa yin g  n o  to  
‘scop e  c re e p .’

Lessons Learned
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• Look a t  you r p ro je c t  p o rt fo lio  … d o  you  kn ow  if you ’re  w orkin g  
on  th e  rig h t  th in g s?  Are  th e  p ro je c t s a lig n e d  w ith  you r ke y 
st ra t e g ie s?

• Are  a ll p ro je c t  ro le s a n d  re sp on sib ilit ie s (in c lu d in g  th a t  o f 
le a d e rsh ip ) c le a rly d e fin e d  a n d  w e ll u n d e rstood ?

• Do you  kn ow  w h o  w ill ‘ow n ’ th e  ch a n g e  on ce  it ’s d e live re d ?  
W h o  is a ccou n ta b le  fo r m a in ta in in g  th e  p rog re ss a n d  d o  
th e y h a ve  w h a t  th e y n e e d  to  su cce ssfu lly su st a in  it ?

• Doe s you r p ro je c t  p la n  a ccou n t  fo r h ow  crit ica l u se r a d op t ion         
a n d  e n g a g e m e n t  is t o  a ch ie vin g  e xp e c te d  ou tcom e s?

Key Takeaways

2021 Quality Projects Portfolio

Clin ica l Ad va n ce m e n t  & 
P a t ie n t  Sa fe ty (CAP S)

Th e  P ro je c t  Econ om y is a  fu n d a m e n ta l p a ra d ig m  sh ift  … on e  in  w h ich  p e op le  h a ve  th e  skills a n d  
ca p a b ilit ie s t h e y n e e d  to  tu rn  id e a s in to  re a lit y.” ~ P ro je c t  Ma n a g e m e n t  In st it u t e

Pandemic Response
84% Operational Focus
44% Non-Strategic to QI

Lagging Outcomes
Project Delays



42% Increase

in project team capacity

48% Increase
in the number of 
projects completed

(Reputational 
Programs)

Management

Source: Vizient Clinical Database
as of 7/24/23

1 h t tp s://h b r.o rg /20 21/11/th e -p ro je c t -e con om y-h a s-a rrive d {Acce sse d  7/20 /23}

Method
Tra n sfo rm a t ion a l st ru c tu ra l ch a n g e , in c lu d in g  t ra in in g  fo r 
le a d e rs to  u n d e rst a n d  th e ir c rit ica l ro le s in  m a n a g in g  ch a n g e , 
h a s cre a te d  sca la b ility a n d  in cre a se d  ca p a city.

Departmental Foundation – Nationally 
Recognized Safety Structures

Initial Transformation Step

Team Transformation Step

Organizational Transformation Step

Leading Through Change Training

www.freepik.com/icons/project">Icon by Freepik

Source: Vizient Clinical Database
as of 8/2/23

Adoption of Project Economy Mindset

Project Management Office (PMO) Structure

mailto:mskraemer@carilionclinic.org
mailto:sablackwell@carilionclinic.org
https://hbr.org/2021/11/the-project-economy-has-arrived
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Carilion Clinic’s Quality Department
Clinical Advancement & Patient Safety (CAPS)

32 c lin ica l a n d  a d m in ist ra t ive  le a d e rs t ra in e d  in  20 22

Leading Through Change Training Feedback

Object Scoring Criteria Use Case (Example)

System
sScience

CAPS Com
petencies

= Gears that are foundational to department 
(patient/staff safety and quality structures)

= Gears CAPS has added that are transformational for optimal 
outcomes for our patients and for the organization

Nov. 2022: Full Day Workshop for  Physician Leaders
Pictured: Dr. Suzy Kraemer, Chief Quality Officer



• Nationally ranked integrated health care delivery system
• 501(c)3 not-for-profit
• $2.4 billion in annual revenue
• Headquartered in Roanoke, Virginia
• ~1,200 employed providers (another 700 private practice)
• ~14,000 employees
• 7 hospitals
• Children’s Hospital
• Urgent care facilities, home health, retail pharmacies, wellness
• Radford University Carilion
• Virginia Tech Carilion School of Medicine
• Fralin Biomedical Research Institute at VTC
• Service area over 1 million people

• #4 Hospital in Virginia (Carilion Roanoke 

Memorial Hospital)

• Top 12% of Hospitals across the nation to earn 

Best Honors and rated “High Performing” in 

16 categories and 2 procedures

• 2022-2023 High Performing Hospital for 

Maternity Care (Uncomplicated Pregnancy)
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