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Equity Overview

• Where are we currently in our equity journey 

at ZSFG?

• What are our targets for the coming year and 

beyond?
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Implementation Plan

Counter-
measures

Activities Measures Owners Start

1 Secure funding
Connect champions with managers
Support with curriculum and facilitation

# unit based learning series
# unit based equity workgroup/taskforces

EC Co-chairs 07/2020

2 Work with DPH Manager of workforce equity on workflow
Anti-racist signage
Collaborate with Care Experience and AOD for response
Data collection and follow up

# of uses of policy
Staff and Patients understanding and 
satisfaction with policy

EC with DPH 
Workforce 
Equity 
Manager

08/2020

3 Secure funding 
Get feedback from B/AA and Latinx staff about needs
Collaborate with HR and B/AA & Latinx council members 
to design program aimed at retention

# of programs
# of B/AA and LatinX staff participants
Retention rate

EC PD Sub-
committee

01/2021

4 Design online learning sessions
Identify champions
Outreach to night staff

# sessions
# participants
Change in understanding

Dir. Equity 09/2020

5 Revise and work with DET to produce module for online 
format

% of completion of online training
Feedback from NEO

Dir. Equity  
Kala Garner

01/2021

6 Revise Pre-PIPS SW and coach PIPS staff
Design follow up methods with departments
Work with KPO office to leverage DMS and improvement 
opportunities to advance and monitor progress

# of follow up sessions
# of countermeasures
# Improvement reported  at PIPS

EC Sub 
committee

12/2020

Countermeasures

Barriers Countermeasure Description Impact Effort

A, B, D 1. Equity Seed program to support champions and 
managers create additional venues for 
communication about equity at department level

If staff can participate in conversations about equity at 
departmental level they can improve their capacity and 
help create accountability structure

H H

B 2. Implement DPH’s respect policy and create 
response team to  track and measure success

A tool to address workplace culture and convey managers’ 
responsibility to maintain positive workplace culture

H H

C/F 3. Create programs to engage and support the 
professional development of B/AA  and Latina/x 
staff

Venues to hear directly from B/AA and Latinx staff about 
their needs and create a pipeline to develop a workforce 
that reflects the communities we serve

M M

D 4. Reboot equity pop-up lounges for night staff Create more space for discussion about equity at 
departmental level

H M

D 5. Implement equity module at NEO and online 
equity training for all staff

Ensuring that all staff have access to the same basic
understanding of equity and the organization’s 
commitment to equity

H H

E 6. Revise Pre-PIPS SW to encourage drivers and 
create follow up session after PIPS with 
departments to assist with countermeasures

If we coach them to use the stratified data to analyze 
disparity and develop countermeasures, then equity will 
become a performance improvement measure

H H

IV. Analysis:

Current Conditions: While there has been progress in our engagement survey since 2019, many opportunities remain untapped.  Notably, only 28% of B/AA 
staff who responded in the 2020 survey responded affirmatively that their department at ZSFG was actively taking steps to improve racial equity. This is the 
lowest in comparison to other divisions in DPH. Further, our workforce does not represent the segmented population we serve. In fact, only 13.4% of ZSFG’s staff 
are Latino/a/x in comparison to 38% of patients.  In 2020, COVID-19 highlighted the health care disparities, evidenced by the outcomes. April 2020, approximately 
75% of ICU cases at ZSFG were Latinx, further adjusting for the 50% positive COVID-19 cases in San Francisco as of Dec. 2020. ZSFG understands that the journey 
of equity requires a multifaceted approach to address the negative outcomes owing to institutional racism and patterns of unequal and unequitable practices. 
Although change is difficult, the strong commitment is palpable towards an equitable solution and inclusion for all.

Problem: Although ZSFG has increased countermeasures to improve the understanding of equity only 45% of all respondents and 
only 28% of B/AA respondents to the employee engagement survey from ZSFG believe that their department is taking active steps
to improve racial equity.

Goal: ZSFG’s organizational commitment to equity will be at Institutional Evolution level where institutional barriers that inhibit 
progress of equitable policies and practices are removed, equity strategies are proactively advanced by committing organizational 
priorities, staff/provider time and financial resources towards developing an environment of belonging.

I. Background:

Both DPH and ZSFG are guided by the principles of the True North.  Equity is the first pillar of the TN goals and permeates all other TN goals.  The definition to 
equity by ZSFG is here there is a fair and adjusted opportunity for all to participate and have applies to health, resources, hiring opportunities, retention, 
workforce development, and overall experience. 

Selected Metrics Baseline Target Target by 

% of dept that have equity drivers with countermeasures through PIPS and/or DMS 30% 50% Q4 2021

% of surveyed employees that respond affirmatively that their department is actively improving  RE 45% 55% Q4 2021

% of surveyed B/AA employees that respond affirmatively that their department is actively improving  RE 28% 33% Q4 2021

• Equity true 
north goal

•Equity 
Council

•Equity 
through 
PIPS

2017

•Equity 
Survey

•Equity 
Newsletter

•Equity 
Townhalls

2018

•DPH 
Office of 
Health 
Equity

•Equity 
champio
ns

2019

•policy

•Equity 
lounge for 
night staff

•PPAR 
equity 
requirem
ent 

20
20

VII. Follow-Up: How will you assure ongoing PDSA?

1. Report out at Exec Committee, Expanded Exec Committee and through quarterly Equity Newsletter

Equity Council Co-chairs 



OVERVIEW:  HIGHLIGHTS
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2017
• Equity as a TN goal

• Equity Council

• Equity data: REAL + SOGI

• Equity through PIPS

2018
• Equity survey

• Equity newsletter

• Equity townhalls

2019
• Director of Equity

• Institution of DPH OHE

• Equity Champions

2020
• PIPS Drivers

• Respect policy

• Equity lounge for night staff

• PPAR equity requirement

2021
• Increase equity sub-councils from 5 

to 10

• Hire new Director of Equity and 
Inclusion

• Align work with the REAP



PROBLEM STATEMENT

• Structural racism is a system in which 

policies, practices and culture 

reinforce racial inequity.  Without 

eliminating structural racism at 

ZSFG, we cannot address health 

inequities among our patients, and we 

cannot address disparities in our staff 

and provider experiences at ZSFG.
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ORGANIZATIONAL APPROACH

• PIPS
• Over 57% of the departments has an equity driver

• Annual presentation on equity metrics at PIPS 
Committee

• KPO
• Teach/coach A3-thinking

• Daily management system (DMS)
• Daily huddles

• Highlight opportunities

• PDSA

• Recognition

• Partnerships to solve common problems 
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Examples of PIPS Equity Driver
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Examples of PIPS Equity Driver
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Examples of PIPS Equity Driver
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TARGET

Increase the percentage of 

departments with equity drivers 

and countermeasures by Q4 

2021 from 30% to 50%
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ANALYSIS

• Communication

• Limited forum for staff to participate in equity work at dept. level 

• Leadership/Management

• Unclear accountabil i ty structure for disparity in health outcomes 
and workforce development

• Hiring/recruitment/retention

• Equity is not a key competency in recruitment and promotion

• Staff competencies

• Inequitable access to equity training

• Organizational commitment

• Not all depts have clear equity metrics

• Community & staff engagement

• Limited venue to hear from community and staff from 
underrepresented communit ies

8/19/2021
Zuckerberg San Francisco General

Hospital and Trauma Center
12



COUNTERMEASURES
No. Categories Proposed Countermeasures Completion 

Date
Status 
Update

1. PIPS Revised PIPS SW to ensure all depts had 
an equity metric

Continuous Ongoing

2. Equity survey Use the equity survey to learn the areas of 
opportunity

Bi-annually Ongoing

3. Director of 
Equity

Hire a ZSFG Director of Equity Pending Pending

4. Equity Seed 
Program

To support equity champions/managers in 
the creation of additional venues of 
communication about equity at dept. level

10/2020 Complete

5. Respect 
Policy

A tool to address workplace culture and 
convey managers’ responsibility to 
maintain a positive workplace culture for 
all

10/2021 Pending

6. Engage B/AA 
and Latin X 
employees 

Space created for B/AA and Latin X staff to 
gain professional development

02/2021 Ongoing
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COUNTERMEASURES CONT’D

No. Categories Proposed Countermeasures Completion 
Date

Status 
Update 

7. Pop-up Lounge Reboot equity pop-up lounges 
for night staff to engage in 
discussions about equity at 
dept. level

09/2019 Completed

8. Equity Module 
at NEO

Ensure that all staff have access 
to the same basic understanding 
of equity and the organization’s 
commitment to equity

02/2021 Completed 
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Equity Sub-Councils
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Equity Council Pictures
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ACHIEVEMENTS

• Surpassed the hoshin strategic goal of 50% of 
ZSFG’s departments with an Equity metric to a 
current 57% of the departments now have an 
Equity metric

• Alignment with the racial equity action plan 
(REAP) 

• Secure the Director of Equity and Inclusion with 
funding for an Equity Department

• More than 12 departments now have Equity Sub-
Councils 
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OHE – REAP ASSESSMENT

Section/Division: ZSFG Plan Year: 2020
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Key Terms Definition
Planning Not yet started

Begun Early stages of implementation
Working In place but not throughout organization (e.g. Pilot 

completed, Documents distributed for first time)
Achieved Successful completion throughout organization
Sustained Successful completion throughout organization and 

consistently ongoing

Normalizing (Priority setting, shared language, training)
Planning

1 point

Begun

2 points

Working

3 points

Achieved

4 points

Sustained

5 points

1. Shared language/definitions around equity/racism 

discussed

X

1. Area Equity statement: Talking points, FAQ’s X

1. Internal visibility/messaging on equity X

1. Baseline assessment of equity performance by staff X

1. Equity in values/strategic plan X

1. Training: Role of government and history X

1. Training: Health disparities and current conditions X

1. Training: Cross-racial conversation skills X

Office of Health Equity
Section Self-Assessment Form

Score:  68%_____



NEXT 

STEPS
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Implement Implement the Respect Policy

Increase
Increase our target from 50% of all 
departments with an equity driver to 65%

Build
Build the ZSFG Department of Equity and 
Inclusion

Hire Hire the Director of Equity and Inclusion


