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About the speaker - Professor Don Berwick KBE, Bevan Commissioner

•	 Founding CEO of the Institute for Healthcare 
Improvement for 19 years, currently President Emeritus

•	 Former adviser to Barack Obama and administrator of the 
Centers for Medicare and Medicaid Services

•	 Author or co-author of over 200 scientific articles and six 
books

•	 Don currently serves as Lecturer in the Department of 
Health Care Policy at Harvard Medical School

•	 In 2022, Don entered the Modern Healthcare Hall of Fame

The health and social care system in Wales is facing unprecedented challenges in the wake of 
the Covid-19 pandemic, a cost-of-living crisis and the global climate emergency. The objective 
of the masterclass was to bring together health and care leaders in Wales to highlight the 
issues and the opportunities around reducing waste in health, as well as to engage leaders 
with the Bevan Commission’s Let’s Not Waste programme of work and the tools and 
resources available.

Masterclass Key Messages
Prudent Healthcare and Quality

‘Prudent healthcare is a great framework for securing the health and wellbeing of future 
generations’

The four prudent principles form the sound basis for any healthcare system and also for 
reducing waste. The principles are:

1.	 Equity based care, treating greatest need first
2.	 Do no harm – do some measurable good
3.	 Do the minimum appropriate, to achieve the desired outcomes
4.	 Choose the Most Prudent Care, openly together with the patient



Flash Report Professor Don Berwick KBE Masterclass: Reducing Waste in Health and Care April 2022

02

•	 Learning is a process linked to quality improvement – this is critical and takes culture 
change. 

•	 Coproduction with patients reduces waste and increases quality.
•	 Reducing complexity, reduces cost and increases quality.
•	 We must reduce inappropriate variation.
•	 Quality is the work  we do to meet the needs of the people, if it doesn’t meet the needs, 

the work is wasted and imprudent.

There are six markers of quality excellence: 

1.	 Safety (not injuring people) 
2.	 Efectiveness (promising that they will get all of the care that will help them scientifically) 
3.	 Patient centredness (every patient is the only patient) 
4.	 Timeliness 
5.	 Efficiency 
6.	 Equity.
	
•	 The triple aim relates to experience of care, better health for populations and per capita 

cost (reduction).
•	 The quadruple aim includes joy in work, the quintuple aim includes equity.

Waste

‘Waste reduction is strategically important and we must change the culture and challenge --- The 
top-down message needs to be just ‘go for it’! 

‘Reducing/ excluding waste in healthcare would produce far more financial gains than reducing 
services or costs elsewhere’’1

•	 In America, it is calculated that 20% of healthcare costs relate to waste.
•	 Six domains of waste identified by Berwick and Hackbarth (2012): 1. Failures in care 

delivery (safety) 2. Coordination 3. Over treatment 4. Administrative complexity 5. Pricing 
failures and 6. Fraud and abuse.

•	 One of the biggest contributors to waste has been linked to administrative complexity.

1 JAMA. 2012;307(14):1513-1516. doi:10.1001/jama.2012.362)	
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•	 40-60% of nurse time is being sent on non value added activities in health and care, with 
physicians spending on average two hours a day managing records and the record system.

•	 The Toyota production system by Ohno Taiichi is a world-leading example of a system 
focussed on minimising waste, producing cost reduction and quality improvement.

•	 Ohono identified 7 domains of waste: 1. Waiting 2.  Transporting 3. Processing 4. Inventory 
5. Motion 6. Defects/rework, and 7. Overproduction2.

•	 No inventory and no waiting produces a continuous flow system – a perfect system for 
production. Cardiac surgery is a good example of continuous flow, when nobody is boss, 
and everyone is servant working in a continuous flow. 

•	 Waste in most forms disrespects the workforce.

Let’s Not Waste Programme

The Bevan Commission launched a Let’s Not Waste Programme in September 2023 to support 
the actions identified in the Bevan Commission’s What a Waste! paper published last year, 
with the purpose of raising awareness and engaging people working in health and care to 
support waste reduction and decarbonisation.

The Bevan Commission has developed an evidence-based ‘WASTES’ framework for identifying 
and categorising waste in healthcare based on six domains of waste:

1.	 Workforce
2.	 Administration
3.	 Services 
4.	 Treatment
5.	 Energy
6.	 Systems

The Bevan Commission has since produced recommendations based on a comprehensive 
overview of available data in Wales around waste based on the WASTES framework to tackle 
waste in the healthcare sector, (Data Gaps: forthcoming report on the Bevan Commission 
website).

2 https://www.ncbi.nlm.nih.gov/pmc/articles/PMC7775731/

https://bevancommission.org/lets-not-waste/
http://What a Waste! paper
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The Bevan Commission is working with the Welsh Government, health boards and key 
stakeholders from the third sector and industry to produce a compendium of Let’s Not Waste 
- Case Studies related to the six domains of waste to be considered for wider adoption in
Wales.

The Bevan Commission is inviting all those working in health and care to join the LNW 
network to reduce waste in health and care and to receive support and resources! 

Silly Rules

‘If you could break or change one rule in service of a better care experience for patients or staff, 
what would it be?’

The Institute for Healthcare Improvement (IHI) launched ‘Breaking the Rules for Better Care’ to 
identify care rules that get in the way of providing the best possible care and experience, with 
the goal of removing unintended barriers or waste (first launched in 2015). With executive 
support, staff were asked ‘what rules do we have that stand in the way of good patient care?’

• Four kinds of silly rules have been identified: 1. Habits 2. Myths 3. administrative 
Prerogatives and 4. External requirements.

• Silly rules can be identified as rules that need clarity, redesign or advocacy.
• From the most recent breaking the rules survey there were 584 suggested rules from 10 

organisations that participated to break or change rules relating to patient care and staff 
experience.

• Organisations take direct action to identify and address at least one rule, myth, or 
assumption.

• Paramount to this is executive permission to break the rules should they not add value.
• Lots of communication is required.
• The Bevan Commission will be launching a ‘Silly Rules’ project across Wales to build on the 

work carried out in the US.

https://bevancommission.org/lets-not-waste/
https://bevancommission.org/lets-not-waste/
https://forms.office.com/pages/responsepage.aspx?id=LrXKu76f1kOi859mxD3yaCsIfyRu9yNNhRecZ_1h2ERURTBPVU0zSDM0OFlNV1Q2VVIzRlBOT1M1NyQlQCN0PWcu
https://forms.office.com/pages/responsepage.aspx?id=LrXKu76f1kOi859mxD3yaCsIfyRu9yNNhRecZ_1h2ERURTBPVU0zSDM0OFlNV1Q2VVIzRlBOT1M1NyQlQCN0PWcu
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Resources to support breaking the rules for better health and care:

Breaking the Rules to Improve Care and Increase Joy in Work and Well-Being | Institute for 
Healthcare Improvement (ihi.org)
Leadership Alliance Breaking the Rules for Better Care | Institute for Healthcare Improvement 
(ihi.org)
Breaking the Rules for Better Care | Health Care Quality | JAMA | JAMA Network

Participant’s views on waste

Participants were asked for their views on waste during the masterclass. The following are the 
top five responses to the four questions asked.

What are the biggest challenges in reducing waste?

• Culture - shifting organisational culture to prioritise waste reduction
• Complexity and capacity issues
• Lack of accountability/ownership
• Digital infrastructure and lack of integration
• Lack of time to think and act

What’s one thing you could change right now to reduce waste?

• Better communication about the issues relating to waste and the opportunities to reduce
waste in organisations – waste on all agendas

• Do a ‘Break the Rules for Better Care’ event and see what rule staff would break for better
care/ break the rules workshops

• Empower staff to speak up and act on waste initiatives -create a culture of openness,
curiosity and permissions

• Simplify to improve quality and reduce cost
• Trust the public more, rely less on prescribing/ knowing better and centre solutions

around the patient

https://www.ihi.org/insights/breaking-rules-improve-care-and-increase-joy-work-and-well-being#:~:text=For%20these%20reasons%2C%20the%20Institute%20for%20Healthcare%20Improvement,reflection%2C%20do%20not%20benefit%20patients%2C%20families%2C%20or%20staff.
https://www.ihi.org/insights/breaking-rules-improve-care-and-increase-joy-work-and-well-being#:~:text=For%20these%20reasons%2C%20the%20Institute%20for%20Healthcare%20Improvement,reflection%2C%20do%20not%20benefit%20patients%2C%20families%2C%20or%20staff.
https://www.ihi.org/networks/leadership-alliance/breaking-the-rules-for-better-care
https://www.ihi.org/networks/leadership-alliance/breaking-the-rules-for-better-care
https://jamanetwork.com/journals/jama/fullarticle/2624332
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What could you stop doing right now to aid waste reduction?

• Having unproductive meetings without tangible outcomes
• Reduce paper usage - transition to digital formats wherever possible
• Reduce duplication - streamline processes to eliminate redundant tasks and duplication of

efforts
• Improve data management - ensure data collection and reporting processes are efficient

and actionable
• Stop ineffective practices - cease routine tests and follow-ups without clinical necessity

What is one ‘Bicycle Book ’ in your organisation?

• Data – what is accessible and how it is used
• Use of paper for patient letters, appointments, referrals, records for example
• Meetings that don’t lead to action
• Endless completion of reports
• Recruitment and HR processes

Closing thoughts

Reducing waste in healthcare is a collective effort. By taking small intentional steps, we can 
create a more sustainable future for health and care delivery. Join us in this crucial endeavour 
– every actions counts -  join the LNW network to reduce waste in health and care and to
receive support and resources!

‘The solutions are there, they are not being utilised’

https://forms.office.com/pages/responsepage.aspx?id=LrXKu76f1kOi859mxD3yaCsIfyRu9yNNhRecZ_1h2ERURTBPVU0zSDM0OFlNV1Q2VVIzRlBOT1M1NyQlQCN0PWcu
https://forms.office.com/pages/responsepage.aspx?id=LrXKu76f1kOi859mxD3yaCsIfyRu9yNNhRecZ_1h2ERURTBPVU0zSDM0OFlNV1Q2VVIzRlBOT1M1NyQlQCN0PWcu
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