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Health Care Today: Rapid Transformational Change 
 

The burning platform: 

•  More diverse demographics 

•  Increasing rates of chronic disease 

•  More informed patients 

•  Advances in medical science 

•  Health Information Technology (HIT) needs and capabilities 

•  Skyrocketing costs 

•  Patient Protection and Affordable Care Act of 2010 (PPACA) 
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Value Population 
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Innovation 
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Social Determinants 
of Health Risk Stratification-

Care Management 



Front-Runner Organizations 

Front-runner organizations have the following: 

•  Great leaders that seek out those with potential; do not wait for them 
to come along 

•  Training for and a pipeline of leaders as a strategic priority 

•  An ability to embrace change 
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Where To Start To Be An Effective Leader 

•  Work in and support inter-professional teams 

•  Become nimble and a flexible leader of change 

•  Become a leader of technical and adaptive change 
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Team-Based Health Care 

Team-based health care is: 

 

The provision of health services to individuals, families, and their 
communities by at least 2 health providers who work collaboratively 

with the patients and their caregivers -- to the extent preferred by each 
patient -- to accomplish shared goals within and across settings to 

achieve coordinated, high-quality health care. 

IOM: Core Principles & Values of 
Effective Team-based Health Care, October 2012 



Principles of Team-Based Health Care 

•  Clear roles 

•  Shared values 

•  Shared goals 

•  Mutual trust 

•  Effective communication 

•  Measureable processes and outcomes 



Where To Start To Be An Effective Leader 

•  Work in and support inter-professional teams 

•  Become nimble and flexible leader of change 

•  Become a leader of technical and adaptive change 
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The Way It Is 

•  Challenges our organizations face are complex 

•  Challenges require the following: 

–  More than application of expertise 

–  Teamwork and the wisdom of all 

–  Changes in the habits, attitudes, and values of people high and low in 
the organization 

–  Adaptive leaders that are skilled to support the new requirements 



Engaged Leadership is Vital to Success in Transformation 

•  Vision, Worth, and Will 

–  At multiple levels 

–  Articulated, public, repetitive, and personal 

–  Expectation of outcomes 

–  Measurement 

•  Change in Values 

–  Autonomy to shared decisions 

–  Authority to teamwork 

–  From disengagement of professionals to engagement 



Engaged Leadership is Vital to Success  
in Transformation (continued) 

•  System View of change 

–  Leader understands his or her role in system transformation  

–  Actively seek evidence, ideas, and innovation  

–  Move from individual health management to population health 
management (care management) 

–  Recognize team performance, not individual performance 

–  Coordinate care across settings 

–  Engage in constant improvement 

–  Seek collaboration and partnership 

–  Welcome in the “outsiders” 

•  Patients 

•  Community 



Engaged Leadership is Vital to Success  
in Transformation (continued) 

•  Execution of Change 

–  Become a Change Leader for technical and adaptive change 



What does it mean to be a 

leader for change? 
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What is Change? 

“To improve is to change; to be perfect is to change often.” 

 
 

-Winston Churchill 



Change Support 

•  The process of preparing for, planning, executing, and sustaining 
organizational change 

•  Includes entire organizational system, with a focus on people 

•  Not something we do to people, but rather something we do with 
them 



A Formula for Change for Leaders to Follow 

C = (abd) > x 

Where: 

•  C = Change 

•  a = level of dissatisfaction with the status quo 

•  b = clear and understood desired state 

•  d = practical steps toward desired state 

•  x = "cost" of changing 

     — David Gleicher of Arthur D. Little 



Ingredients of Effective Change 

•  A change worth making 

•  Leadership committed to the change 

•  Resources sufficient to make the change 

•  A plan to use those resources well 

•  Skills and perseverance to carry out the plan 

•  An ability to learn from doing 

•  Broad participation and engagement in the full change process 



Effective Behaviors in Managing Resistance 

•  Create rapport and build strong working relationships 
•  Establish expectations and provide context 

•  Explain the change in terms of the stakeholder’s WIIFM (What’s In It 
For Me?) 

•  Establish the source of resistance from the stakeholder’s point  
of view 

•  Ask open-ended questions and support and invite  
open expression 

•  Occupy less than 25% of the air time; be quiet and listen 

•  Utilize the stakeholder’s energy to help manage the situation 

•  Create WIN-WIN situations 
•  Repeat the resistance management process 



Where To Start To Be An Effective Leader 

•  Work in and support inter-professional teams 

•  Become nimble and a flexible leader of change 

•  Become a leader of technical and adaptive change 
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10 Skills And Competencies To Be An Effective,  
Adaptive Leader 

1.  Collaboration and teamwork 

2.  Listening skills 

3.  Communication skills 

4.  Change agent 

5.  Humility 

6.  Appreciation for and enabling of others 

7.  Mentoring 

8.  Emotional intelligence – ability to evaluate self and others and act 
and behave accordingly 

9.  Strategic focus and vision 

10.  Key management and business skills 
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What is Technical and Adaptive Change? 

•  Technical change 
–  Change in a system or processes 

–  Training can help you make a technical change (e.g., how to use 
a new Electronic Medical Record [EMR]) 

•  Adaptive change 
–  Requires a change in belief, value, attitude, or habits of behavior 

(e.g., why should I start using this EMR?) 
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The most common cause of leadership 
failure is treating an adaptive problem with a 

technical fix. 



Framing The Issues 

•  Adaptive 

–  Challenge is complex 

–  Need to change/address deeply held beliefs and values 

–  Loss is inherent part of process 

–  Cannot be done within present system 

•  Technical 

–  Problem is well-defined 

–  Answer can be found within present structure 

–  Implementation is clear 



Authority in the Adaptive Work Using Authority  
with a New Focus 

•  Frame and provide tough questions rather than fulfilling the 
expectation for answers 

•  Let people feel the pinch of reality rather than protect people from 
an outside threat 

•  Disorient people so that new role relationships develop rather than 
orient people to their current roles 

•  Draw issues out rather than quell conflict 

•  Challenge the way to do business, distinguishing those values and 
norms that must endure from those that should go rather than 
maintain norms 



Dimensions of Adaptive Change 

•  Leadership capacity 

•  Alignment of behaviors and beliefs 

•  Tools for shaping and supporting the new culture (new change) 

•  Change support by all formal and informal leaders 
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Six Principles for Building Leadership Capacity for Adaptive 
Change 

1.  Get on the balcony 

2.  Identify both technical and adaptive challenges, but focus  
on adaptive 

3.  Keep level of distress tolerable 

4.  Maintain disciplined attention 

5.  Give the work back to the people 

6.  Be supportive and challenging of the change 
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1. Getting On The Balcony 

•  Understand that the model is not linear, but must be done first 

•  See patterns instead of isolated events 

•  See context for change 

•  Identify struggles over value and power 

•  Watch for reactions to change or loss 



2. Identify The Adaptive Challenge(s) 

•  Understand whether dealing with adaptive or technical work 

•  Listen to ideas and concerns of people inside and outside the 
organization or community 

•  Recognize that conflicts are symptoms 

•  Look for a long history of unresolved issues, usually adaptive  
in nature 



3. Regulating Distress and Holding Environment 

•  Provide environment which creates “productive level of distress” 

•  Ensure people feel safe enough to do adaptive work but not so safe 
that they will do nothing and avoid it 



4. Maintaining the Focus 

•  Keep attention on the task at hand 

•  Ensure topic has time to mature 

•  Watch for “work avoidance” 

–  Shifting focus to another topic 

–  Assuming silence is agreement 



5. Give the Work Back to the People 

•  Get people engaged 

•  Resist the temptation to resolve the issue 

•  Place the work with the relevant parties 

•  Ensures “fair process” and need to feel valued and involved in  
a solution 

•  Learn to take the heat 

•  Develop “collective” self-confidence 



6. Interpersonal And Communication Skills 
(Adaptive Skills) 

•  Serve as less “captain of the ship” and more team lead  
and member 

•  Provide empathy and customer service 

•  Focus on time management 

•  Provide conflict management and performance feedback 

•  Understand cultural and economic diversity 

•  Understand emotional intelligence 

•  Embrace and lead change 
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Alignment of Behaviors and Strategies 

•  Define organization’s strategy or new culture (who is the population 
you serve and the mission and culture needed to serve them best) 

•  Assess current norms and behaviors 

•  Gap between current and where you want to be – what does not fit 
and what does support the new strategy 

•  How to get alignment (see slides leadership and tools) 
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Tools to Shape and Support the New Way 

•  Messaging – consistent from all levels of leadership, all the way 
through; what they are focusing on as important, others will too 

•  Setting up clear, mutual expectations for behaviors, participation, 
attitude, and performance expectations (give and gets) 

•  Hardwiring the new ways through policies, training, metrics, work 
redesign, etc. 
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Strategic Steps for New Leadership 

Build adaptive leadership and the tools to help lead: 

•  Understand quality metrics and population health management 

•  Understand contracting and payment methodology and how it drives 
clinical care 

•  Provide recruitment and retention of the right people for  
the change 

•  Engage and develop staff in new changes 

•  Engage consumers, meet expectations, and recognize  
cultural competencies 

•  Understand new technologies 

35 



Questions? 
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Resources 

•  Leadership on the Line – Heifetz/Linsky 

•  The Practice of Adaptive Leadership – Heifetz 

•  Primal Leadership, Realizing the Power of Emotional Intelligence – 
Daniel Goleman 

•  Leading Physicians Through Change – Kornacki and Silvesin 

•  What Leaders Really Do – Kotter 
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