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Why This Work 

Matters to Me?



What Matters to You?

Think about an experience that you or a 
loved one had in a healthcare setting

– What mattered to you?

– Was it addressed?

– What would have made the experience 

better?



Reflections



Why This Work Matters to Me
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These Are My Patients



Agenda

• Review the Evidence for WMTY

• Share WMTY Stories from Diverse Care Settings

• Provide Insights:
– WMTY & the Social Determinants of Health

– Alignment with Motivational Interviewing

• Share a WMTY Implementation Example

• Share Resources and Tools to Help You Get Started
– Slide Addendum: Tips for Asking, Listening & Doing What 

Matters
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The Evidence
WMTY conversations help healthcare teams understand what is most important to 
patients, leading to high quality care delivery, improved PX, and improved patient-

provider relationships.
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Shared Decision 
Making– The 

Pinnacle of Patient-
Centered Care

2016

“What Matters to 
You?” – A pilot project 

for implementing 
patient-centered care

2017

IHI Framework 
for Improving 
Joy in Work

Key Pillar of 
Age- Friendly 

Health System’s 
4M’s

1 of 5 strategies with 
potential to enhance 
physician presence & 

meaningful connection 
with patients during 

clinical encounter

Zulman DM et.al
JAMA

Age-Friendly Health 
Systems Guide

Perlo J, Balik B, 
Swensen S, et al
IHI White Paper

DiGioia AM, et al. 
PX Journal

Barry M & Edgman-
Levitan S  NEJM

WMTY first applied to 
orthopaedic setting

Evidence for 
Motivational 
Interviewing

Miller & Rollnick
Motivational Interviewing, 

Helping People Change

1991 2012 2019 2020



WMTY Papers



WMTY is a simple and effective way to build 
trust and connections, which form the 
foundations of person-centered care



Patients Staff

Person 
Centered 
Culture

Care Quality

Patient 
Engagement

Patient 
Outcomes

Organizational 
Partnership

Joy in Work

Asking, 
Listening 
& DOing
WMTY

Staff 
Retention

The Power of Asking WMTY



Impact of Asking WMTY

• WMTY was implemented across all units at 

the Royal Free Hospital in London

• Staff surveyed about their experience
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Asking the WMTY question

➢ 67% reported the question led to a change 

in an aspect of their care /intervention

➢ 80% shared the information they learned 

with other professionals

➢ 91% of staff reported their conversations 

with patients were enhanced

* Communication with Karen Turner, Royal Free
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Age-Friendly 
Health System

Assess
 Know about the 

4Ms for each older 
adult in your care

Ask What Matters

Document What Matters

Review high-risk medication use

Screen for dementia

Screen for depression

Screen for mobility

Act On
Incorporate the 

4Ms into the plan 
of care

Align the care plan with What Matters

Deprescribe  or do not prescribe high-risk medications

Consider further evaluation and manage manifestations of 
dementia, or refer

Identify and manage factors contributing too depression

Ensure safe mobility

Guide to Using the 4Ms in Care of Older 

Adults: Ambulatory
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Guide to Using the 4Ms in Care of Older 

Adults: Hospital

Age Friendly 
Health System

Assess:              
Know about the 

4Ms for each older 
adult in you care

Ask What Matters

Document What Matters

Review high-risk medication use

Screen for delirium at least every 12 hours

Screen for Mobility

Act On: 
Incorporate the 

4Ms into the plan 
of care 

Align the care plan with What Matters

Deprescribe  or do not prescribe high-risk medications

Ensure sufficient oral hydration

Orient older adults to time, place and situation

Ensure older adults have their personal sensory adaptive equipment

Prevent sleep interruptions; use non-pharmacological interventions to 
support sleep

Ensure early and safe mobility



Ask    
What 
Matters

Listen to 
What 
Matters

Do      
What 
Matters

Document 
What 
Matters
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Essential 

Ingredients



Ask    
What 
Matters

Listen to 
What 
Matters

Do      
What 
Matters

Document 
What 
Matters
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Communicate WMTY to 

extended care team

- Who? What? Where?

Improve care transitions 

Listen to Learn!

Who? When? Using What Questions?

Build asking WMTY into workflows       

and organizational culture

Essential 

Ingredients

Empower Staff to align care plans

- Meet patients where they are at!

- Address SDH needs

How do we know if that has happened?



Doing What Matters
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• Co-design care plans that help patients meet 

their goals

Document What 

Matters



What Matters May Include. . . 

Social Determinants of Health (SDH)
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What Matters 

to You?

I am being 

evicted.

I don’t have 

access to 

healthy  food
I can’t get to 

appointments

My son uses 

drugs
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Ask, Listen & Do What Matters

Ask 
What Matters?

Listen 
To What Matters

Do 
What Matters

YES

Actionable?
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Ask, Listen & Do What Matters

Ask 
What Matters?

Listen 
To What Matters

Do 
What Matters

YES

Actionable?

NO

?
*Gutnick and McNeilly, Motivational Interviewing is ”Doing’ 
What Matters. Journal of Patient Experience 2025
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*Gutnick and McNeilly, Motivational Interviewing is ”Doing’ 
What Matters. Journal of Patient Experience 2025
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Ask, Listen & Do What Matters

Ask 
What Matters?

Listen 
To What Matters

Do 
What Matters

YES

Actionable?

REFLECT 
On What Matters

NO
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Motivational Interviewing

  

 

Compassion

Acceptance

Partnership

Evocation

Open Ended Questions

Affirmations

Reflections

Summaries

MI SPIRIT SKILLS

Empowerment
*Gutnick and McNeilly, Motivational Interviewing is ”Doing’ 
What Matters. Journal  of Patient Experience 2025
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Ask, Listen & Do What Matters

Ask 
What Matters?

Listen 
To What Matters

Do 
What Matters

YES

Actionable?

Motivational Interviewing

  

 

Compassion

Acceptance

Partnership

Evocation

Open Ended Questions

Affirmations

Reflections

Summaries

MI SPIRIT SKILLS REFLECT 
On What Matters

NO

Doing
What Matters

Empowerment

*Gutnick and McNeilly, Motivational Interviewing is ”Doing’ 
What Matters. Journal  of Patient Experience 2025



WMTY Matrix:

Complex but 
small scale

Very complex, 
requires blue-
sky thinking!

Simple and 
meaningful

Just Do It!

Collaborations 
required 

but do-able

Significant time, planning, structural 
or process changes needed

Requires involvement 
from internal or 
external teams

Minimal planning, structural 
or process changes needed

Involves one 
individual or 
local team

Doing WMTY is easily actionable most of the time!



Simple and 
meaningful
Just Do It!

Being outside. 
matters to me. I‘d 
love to go into the 

garden

Team arranged for 
the patient to be 

taken outside in their 
bed

Collaboration 
required 

but do-able

They said We Did

What we learned and what we did



Top Patient Requests NHS Royal Free London

Complex but 
small scale

Very complex, 
requires blue-
sky thinking!

Simple and 
meaningful

Just Do It!

Collaborations 
required 

but do-able

Significant time, planning, structural 
or process changes needed

Requires involvement 
from internal or 
external teams

Minimal planning, structural 
or process changes needed

Involves one 
individual or 
local team

54%

16% 11%

25%

n=61



Top Requests During the Pandemic by Employees

Complex but 
small scale

Very complex, 
requires blue-
sky thinking!

Simple and 
meaningful

Just Do It!

Collaborations 
required 

but do-able

Significant time, planning, structural 
or process changes needed

Requires involvement 
from internal or 
external teams

Minimal planning, structural 
or process changes needed

Involves one 
individual or 
local team

29%

8% 11%

52%

n=147



Building Momentum: Stories of Impact

Wakefield Hospital, Bronx, NY
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https://vimeo.com/251849220



Person Centered Lens
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Incorporating Patient Voice to Improve PX
Wakefield Hospital Community Advisory Board Embraced WMTY

CO-DESIGN

Bedside Interviews

•  Elicit patient’s 

preferences & Ideas 

re:WMTY



Integrating WMTY into the Orthopedic 
Joint Replacement Care Journey to 
Impact Patient Experience

Montefiore Wakefield Hospital, Bronx , NY

GNYHA Clinical Quality Fellowship Project
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Baseline Proxy Metrics:
Patient Interviews on 6N6E -June 2019

17
16
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0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Do you feel the staff

have been courteous

and respectful?

Did we respond to

your needs in a timely

fashion?

WMTY -

Did your care team

ask you about what

was most important to

you during your stay?

WMTY - Was this info

on the whiteboard?

WMTY -

Did your care team

address what was

most important to

you?

Have we addressed

your concerns/special

needs?

Patient WMTY Interviews at Wakefield June 2019  (n=17)

YES NO

94% 58% 64% 47%100% 0%

Opportunities for Improvement

 58%                     0%                 64%             47%



Integrating WMTY into the Joint Replacement 

Care Journey at Wakefield

“Dancing at my 

daughters 

wedding”

“Being pain 

free”

“Being able to ride 

my bike again”

“Being able to play 

with my 

grandchildren on 

the floor”

“Knowing what 

to  expect next”

“Clean hospital 

bathroom”



Staff Engagement:

A Wakefield Patient Story 

• 70 y.o. presented to ED 

• CC of Hip pain and mass

• PMH:  Total Hip Replacement

• Scheduled for MRI

• h/o Claustrophobia

34

What Mattered:   

For information regarding his 

condition be communicated to 

all members of the care team.



Process Mapping the Patient Care Journey

Outpatient

Inpatient

POD#1

POD#2

Homecare

Rehab



Process Mapping: 

Identified opportunities to integrate WMTY into the Joint 

Replacement Journey

In the Doctors office 
when the patient 
decides to have 

surgery

MD, PA, Social Worker

During the Pre-Surg 
Patient Education 

Session

Patient Navigator

Post Op Day 1: 
Admission to the floor

Nurse

In the Rehab 
Department

Physiotherapist

Post Discharge 

In the Home

Homecare Nurse, PT

Outpatient Rehab

Physiotherapist

PDSA
#1

PDSA
#3

PDSA
#2

TOC

PDSA
#5

PDSA
#4



PDSA Cycles

• Integrate WMTY discussion 

into Pre-Op Education 

Session 

• Create a “common 

language”

During the Pre-Surg 
Patient Education 

Session

Patient Navigator



PDSA Cycles: Transitions of Care

Document WMTY

• Social Worker asks WMTY

• Use Sticky Note to document 

WMTY in the EHR for 

downstream team member 
sharing

During the Pre-Surg 
Patient Education 

Session

Patient Navigator

Transitions 

of Care

Post Op Day 1: 
Admission to the 

floor

Nurse

In the Rehab 
Department

Physiotherapist
What 

Matters to 

you?

WE LEARNED:

 Sticky notes 

disappear from 

chart after 

discharge

Long Term Care

VNS
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WMTY White Boards at Montefiore Nyack Hospital



PDSA

What’s 

important   to 

me

Post Op Day 1: 
Admission to the floor

Nurse



The Right Champion Builds Momentum

• Engage additional staff

– Pre-op 

– Nursing
What’s 

important   

to me



Wakefield: WMTY Impact
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100%
94%

58%

0%

47%

100% 100%

65%

48%

81%

0%

20%

40%

60%

80%

100%

120%

Do you feel the staff

have been courteous

and respectful?

Did we respond to your

needs in a timely

fashion?

WMTY

Did your care team ask

you about what was

most important to you

during your stay?

WMTY

Did your care team

address what was most

important to you?

Have we addressed your

concerns/special needs?

Patient Interviews Proxy Metrics 6E/6W

Baseline Jun-19 Post WMTY Feb-21



MHVC Leadership Donning Person 

Centered Frames

43



Hospital Leadership Executive Rounds:

Changing Group Dynamics at St. Lukes

Asking my leadership team ”What Matters to you?” 
changed the dynamics of our executive leadership 

meeting.  . . .less focus on barriers, . . . more on prioritized 

solutioning - Joan Cusack, Former President & CEO, 

   St. Lukes Cornwall Hospital



WMTY Tools & Resources
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Age-Friendly Health System:

What Matters Toolkit
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Posted on www.ihi.org/agefriendly  

Learn how to get started with key actions to incorporate the 4Ms 

into your plan of care, including: 

• Ask the older adult What Matters– page 31-32(hospital) and 

page 39 (ambulatory/primary care)

• Align the care plan with What Matters – page 34-35 (hospital) 

and 42-43 (ambulatory/primary care)
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Guide to Using the 4Ms

http://www.ihi.org/agefriendly


Montefiore Hudson Valley Collaborative 

WMTY Implementation Toolkit
Available at WMTY.world



Sustainability

• Co-Design 

• Change Management

• Build into Standard 

Workflow

• Build WMTY into EHR

• Don’t squash the 

movement!
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Top tips and pit falls

Find champions

Exec sponsor

Takes time but keep focused 

Don’t get disheartened

Collect stories that show impact

Avoid a tick box at all costs - needs to be meaningful 

Join up with others who are doing the work



Your System is Only Age-Friendly When 

You Act on What Matters to Older Adults

54





Join the WMTY Movement!

• Join our monthly calls

• 3rd Wednesday 10am ET

• Share stories and materials

• Visit our WMTY.world website

• Celebrate WMTY Day!

• Tuesday, June 3, 2025



Questions?

57



Spread

WMTY 

incorporated 

into standard 

hospital 

admission   

intake forms



Diabetes Visit Cards

• The patient sorts the cards to select 
issues that form the agenda for the visit

• Satisfaction is improved and patients 
report more control of their disease



Summary

Nyack WMTY Outcomes

• Enriched relationships between staff & 

the senior leadership team  

• Improved trust & transparency throughout 

the organization.

• Improved 10/11 HCAHPs & Press 

Ganey key indicators.  

• Positive feedback & unique stories 
collected from patients, families, and team 

members.  
60



Nyack Hospital: WMTY Day
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Can not 
Complete at this 
time and here is 

why

They Said We did They Said We didThey Said We did

We ASKED What Matters to You? , You SAID, & WE LISTENED

• Senior Leaders met with 

over 600 employees to 

find out what mattered 

to them. 

• A stoplight report was 

created that highlights 

the actions taken based 

on the feedback 

received from staff.  
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Inpatient HCAHPS Metrics



3 Wishes

https://www.youtube.com/watch?v=ccsWGC35A60

https://www.youtube.com/watch?v=ccsWGC35A60


What can you do?

• Ask one person WMTY

• Really Listen to what they 

say

 and

• Do What Matters!

• Reflect on your experience 

and share with someone 

else!



END



Addendum

66



3 Wishes

https://www.youtube.com/watch?v=ccsWGC35A60

https://www.youtube.com/watch?v=ccsWGC35A60


END
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