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NQPSD Resources
Join the Q Community

Apply to become a member of Q Community – find out more via
the Q Website

For information on how to apply contact:
qps.improvement@hse.ie

World Patient Safety Day 2023

Access Education and Learning
Find out about courses available to you and your Team 

Listen to our podcast series
Listen to seven podcasts based on the Patient Safety Strategy 
themes.

mailto:Qps.improvement@hse.ie
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Connect with us
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How we are running today’s session
• You will be muted but the chat is open throughout - please post any questions or 

comments there and we will address them after the presentation.

• If your tech fails, don’t worry – we’re recording it so you can watch back on the NQPSD 

YouTube channel and access the slides at your convenience. 

• Audio is available via your PC or dial in: 

+353-153-39982 Ireland Toll 

+353-1526-0058 Ireland Toll 2

Access code: 2730 808 9821

Please feel free to continue the discussion on Twitter / X: @QPSTALKTIME 

| @NationalQPS | @npsoIRL | @mapflynn | @johnfitzsimons9 | @juanitaguidera |

| #QIreland |  #patientsafety |

• Please help us to improve our QPS TalkTime Webinars by completing a short feedback 

form (pop up window before you log out)

• You will receive an email from QPS TalkTime confirming your attendance
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To get started … we invite you to

Share using the chat box 

• Your name, work and where you are joining us from …

• Finish this statements:

How are you cultivating autonomy while 
maintaining accountability in your role?
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Staff Engagement is the greatest indicator of organisational performance
As well as being the ethos we want to create for our staff… where staff engagement is higher 

or services support staff wellbeing the results are:

What does the evidence base tell us?

lower patient 
mortality 

reductions in the 
number of incidents

improved clinical 
care

improved patient 
experience

improved staff 
wellbeing

lower absenteeism 
rates  

improved staff 
retention

reductions in 
financial waste

reductions in hospital 
acquired 

complications

reductions in hospital 
readmissions
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Introducing The Deliberate Irony of

Liberating Structures
with Keith, Rob, Matthew, Bernie, and Juanita

We will use a 

tiny bit of 

structure to 

liberate!



LIBERATING      STRUCTURES

A repertoire of 33+ protocols for shaping next steps and the 
future that include & unleash everyone

LS we will 

use today…



A   G   E   N   D   A

(Re) Connecting 
Participants

Welcome and Introductions

Setting The Context 

Wise Fish 

Action Ideas  

15% Solutions + Mad Tea Party 

Closing + Next Steps

Questions and Evaluation

Wise Fish

15% Solutions

Welcome, 

Introductions

Mad Tea Party

Questions 



Purpose: Liberating Structures exist to…

Replace

unwitting practices 

that exclude, stifle 

innovation, and over-control

Include and unleash

everyone

to work at the top 

of their intelligence





Attributes of Liberating Structures

Expert-less

Results-focused

Rapid cycling

Seriously fun

Inclusive

Multi-scale

Self-spreading 

Modular

Graphics by Barish Golland, UBC



Make an Invitation

Distribute Participation

Configure Groups 

Arrange Space & Materials

Sequence & Allocate Time

DNA: Micro-Organizing Design Elements

Graphics by Barish Golland, UBC



Made available through a Creative Commons Non-Commercial, 

Attribution, Share-and-Share Alike License

You can use ‘em, share ‘em but you can’t sell ‘em



1-2-4-All

Generate and 
sift many ideas 
in rapid cycles

What do YOU 
see or suggest 

or need to 
learn?

Equal time & 
opportunity 
for everyone

Everyone 
starting with 
individuals

Face to face in 
pairs and 

foursomes

1 minute 
alone, 2 in 
pairs, 2 in 

foursomes, 5 in 
whole group

1-2-4-All
Invitation

Space, Materials

Participation 
DistributedGroups 

Configured

Step 
Sequence



Mad Tea Etiquette
Rearrange a richer, deeper, funner context for taking a next step

1. Stay curious, dig deep, have fun.

2. Don’t over think answers

3. Finish each of the open sentences with a short phrase!

4. We won’t mention individuals or specific cases.  

5. If you don’t want to have your name attached in the public 

chat, you can share it in a direct message to Juanita



In Chat
Spelling and grammar 

amnesty is in play!

Wait until you hear “Go” 

before answering the 

next question!

Start your answer with 

the number of the 

question!



#1

One thing I do to spark more 

positive engagement in meetings 

about quality and patient safety is… 

Given our purpose to generate more positive engagement…



#2

One thing that inhibits me from 

engaging with your colleagues at 

meetings about quality and patient 

safety...

Given our purpose to generate more positive engagement…



#3

One thing that helps me get my “mojo” 

back is… 

Given our purpose to generate more positive engagement…



#4

A place where I have more 

freedom and responsibility for 

results is… 

Given our purpose to generate more positive engagement…



#5

All I want is…

Given our purpose to generate more positive engagement…



Microstructural Debrief

What did the 

Mad Tea 

make 

possible?

Where else might you use this Liberating Structure? 



WiseFish
A riff on UX Fishbowl and Wise Crowds



Instructions & Steps

1. Arrange chairs in a fishbowl format - with 4-6 chairs in the inner 
circle and the remainder outside. Invite someone who has a 
challenge they would like help on to volunteer and sit in the center 
circle.  [1 min].  Bernie has volunteered!

2. Invite 3-5 participants to join the center circle as consultants. If 
necessary, the client can describe the challenge / offer context 
around the situation and the help they want [2 minutes]

We will turn video on 

and off and use Chat 

to achieve similar 

results. 



Instructions & Steps

3. Consultants ask clarifying questions only. [3 mins]

4. Client turns their back on the consultants (or turns off camera and 

goes on mute) and listens in on the advice, recommendations, and 

suggestions being generated between the consultants. [8 mins]

5. Client turns back around and shares what was useful or not. [2 min]



Additional instructions & Steps

8. Invite everyone on the outside circle to turn to a partner and discuss 

anything that they want to add or amplify from the initial consultation. 

[4 mins]

9. Outer circle pairs share their ideas. [5 mins]

10. Client finishes by following up on additional ideas that have been 

contributed. [2 mins]
You can invite participants 

to use Chat (private and to 

all messages)





Microstructural Debrief

1. What was 

Liberated 

during this 

LS?

2. What was 

Structured 

about this LS?

3. Where else might you use this Liberating Structure? 



15% Solutions
Discover And Focus On What Each Person Has The 

Freedom And Responsibility To Do Now



A 15% Solution is something you can do right away 

without needing any more freedom, resources, 

permission, authority, or control. 

Given what we’ve talked about today, what’s one 

thing you can do right away where you have 

discretion to act right now.



Machine Metaphor

How To Organize

Ecosystem Metaphor

How To Organize

1. Role defining – specify job and task descriptions

2. Conflict management – restore order in each part

3. Tight structuring – use formal chain of command 

4. Simplifying – prioritize and  limit the number of 

actions

5. Socializing – seek homogeneous values and ideas

6. Decision making – find the “best” or optimal choice

7. Knowing – decide and tell others what to do

8. Controlling – tightly managed execution with 

maximum specs

9. Planning via forecasting – plan and then roll out

10. Staying the course – align and  maintain focus

1. Relationship building – work with & shift interaction 

patterns

2. Uncover paradox – draw out difference as a source 

of creativity

3. Loose coupling – work with informal communities 

of practice

4. Complicating – add more degrees of freedom & 

multiple actions

5. Diversifying – draw out variation & exploit 

difference

6. Sense making – seek many right answers in 

different local contexts

7. Learning – act/learn/plan at the same time

8. Structured improvising – acting in an instant w/ 

minimum specs

9. Co-evolving – gain from surprise and disruption

10. Noticing emergent direction – build on what is 

possible now



Bonus Materials

1. Learning resources

1. Complexity science inspiration 



Learning Resources

● Read the Liberating Structures book

● Join a Liberating Structures User 

Group / Q Community User Group
● https://q.health.org.uk/community/groups/liberating-

structures-in-healthcare/

● Join the LS Slack

● Liberating Structures Website

● Get the LS app
Apple Store or Google Play Store

● Articles by Keith https://keithmccandless.medium.com

● Tiny Tweaks to guide you when using LS article by 

Barry Overeem

https://www.amazon.com/Surprising-Power-Liberating-Structures-Innovation/dp/0615975305
http://www.liberatingstructures.com/user-group/
https://q.health.org.uk/community/groups/liberating-structures-in-healthcare/
https://read.amazon.com/kp/embed?asin=B00JET2S76&preview=newtab&linkCode=kpe&ref_=cm_sw_r_kb_dp_NYOPwb0H9QEMW
http://www.liberatingstructures.com/
https://itunes.apple.com/us/app/liberating-structures/id1206361128?mt=8
https://play.google.com/store/apps/details?id=de.holisticon.app.ls&hl=en
https://keithmccandless.medium.com/
https://medium.com/the-liberators/tiny-tweaks-that-help-you-use-liberating-structures-more-effectively-9b5b8f1b3f66
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Let us know how we did today ….

Reminder: Short questions (pop up) as you sign off, please help us to improve 

our QPS TalkTime Webinars by sharing your feedback

We really appreciate your time, thank you.

Contact: Kris.Kavanagh@hse.ie to be included on our mailing list to receive 

QPS TalkTime invitations 

mailto:Kris.Kavanagh@hse.ie

