1 v e -
et

L




$

Standardized Practices
Drive Leadership

Opportunity for Leaders to Innovate

15% Rule

® » Engineers given 15% of time
| b to develop projects on their
: own time

* Encourages experimentation

and innovation

7N

Genesis Grants

* Internal venture capital fund gives
up to $50,000 to researchers for
development and testing

* Provides necessary resources to
push innovation forward

MITWTFS[S

‘Own Business’ Rule

* Employees who develop new
products given opportunity
to run business line

* Promotes entrepreneurship
and growth of future leaders



Reaping the Rewards

Developing Innovative Leaders Ensures Long-Term Success
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Engineer Art Fry
envisions adhesive
bookmark while
singing in choir

15% rule allows
him to devote
portion of
working hours
to problem

—

Fry develops the
Post-It ™ note,
creating perennial

revenue stream
for 3M
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The Opportunity Payout

A Worthy Investment

Best Practice Response #9

Best Practice Response #10

Deliberate Role Elimination

By creating redundancy,
organizations protect themselves
from external shocks, while
ensuring that generating leadership
opportunities is not left to chance

Leadership Carve Outs

By allowing individuals structured
opportunities to implement changes
of personal significance, organizations
provide all staff with the opportunity
to develop as leaders



Instilling Right Motivation

Embracing the Opportunities

Motivation
The passion and will to take action
and accept leadership opportunities

Values

The unchanging ideals upon
which actions are based and
" decisions are made

Character

The attributes required

to balance priorities,
engender commitment and
temper extremes

(SN

Skills

The competencies that
must be honed and
deployed to improve
organizational performance
and execute strategies

Knowledge ;

The information and insights _»

that must be discovered, ™~
analyzed and understood in
order to make decisions

Opportunity
The timing and position
that can be exploited to
elevate performance



Finding the Will to Lead

A Simple Way to Look at Motivation

Pain Versus Gain

As long as pain

is less than gain,
individuals will be
motivated to lead

Pain

Gain

> Motivation to lead

N

> No motivation to lead




Challenge #11

Instilling True Commitment

Overview:

Too often, mandates handed down from on high fail to generate sustainable motivation. Leader-
Driven Agendas allow supervisors throughout the organization to focus on initiatives that are of
both personal and strategic importance, maximizing their buy-in and commitment. Through

a three part process—Reveal, Respond, Reconcile—Ileaders across the organization take a turn
in the CEO’s seat, evaluating internal capabilities and external conditions to set the goals and
priorities for their departments. Cascading this process throughout the organization ensures
alignment and taps into the latent Motivation of leaders throughout the organization.



To Do or Not to Do

Breaking Down Motivation to Lead

A Seemingly Simple Equation

Net
Gain Intrinsics
Net
Incentives
“Gain,” or motivation isa  Properties of the job Instruments, such Emotional
complex combination of itself that are valued as salary, benefits, predisposition
basic incentives, embedded and inspire action and bonuses, that to act

intrinsics and morale incite action



Motivation

The Power of Intrinsics
Incentives Have Limited Ability to Incite Action

Maximum Opportunity: , Intrinsics
Unlike incentives, motivation i
continues to increase with s
‘ Biiy 7
added intrinsics %
7
C
7~
7
”~
s -
Threshold Dependent: = '
Incentives need to meet o Incentives
minimum threshold to be | = =
effective
Diminishing Returns:
Response from incentives
reaches plateau beyond which
greater incentives don't lead
to greater motivation
Morale
A %
Reward Morale provides an

uncertain baseline




“Broadcasting” Leads to Confusion

o

Agenda-Setting Pitfall #1

Strategic objective:
Increase margin by 5%

Each unaware of his or her

boss’s agenda, staff at every level
haphazardly attend to the margin
improvement objective

Improve utilization of
imaging capacity by 15%

2
o N Reduce recruiting costs
i by cutting turnover 10%

Director

Reduce costs by
cutting | FTE !
per shift b

Manager



Lose-Lose Situation
Misalignment Prevents Success at Every Level
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Dumbwaitering Priorities Downward
Agenda-Setting Pitfall #2

[
;
{i M Goal: To reduce ED ambulance diversion hours by 10%
CEO l

Goal: To reduce ED ambulance diversion hours by 10% I

|

Goal: To reduce ED ambulance diversion hours by 10% I

Director l

" I Goal: To reduce ED ambulance diversion hours by 10% |

Manager




All for One?

Individual Actions Potentially Unclear

VP fears being
CEO unable to slammed with
report progress all t.he reglon’s
to the board patients if first

off the divert list

Physician fails
to understand
importance of
Il am discharge

Manager continues
to focus exclusively
on bed coordination,
unaware of actual
impact on target




Building Commitment
Relevance and Confidence Key Determinants to Ownership

True Ownership

Efforts

Protected

Efforts

Confidence Supported
Efforts

Valued

Right Right Right
Problem Answer Person

Relevance
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True Cascade Ensures Aligned Action

A

|
I Boss's Reveal

Leader receives goals from

Boss Reveal = boss, achieves necessary clarity
® e around goal context
\ }’.3.‘..
n e P ;
J Boss’s Reconcile
A = Boss assesses confidence in
Reconclle —= r achieving own goals via the
\ support of the leaders' goals
\ \
\ 4 (4)
. ) Leader's Reveal
\ :

\ Leader / Leader passes goals down to
= e subordinates for translation
\_—-_ e |
A :____\R_eveal
/‘ Respond 2 =
Leader’s Response
Leader evaluates all potenval \
contributions to boss's Rcconcile! \
goals, pledges own lavel of T "..
contribution to each goal | &
‘ Subordinate
__~ Respond ’ e ane

e
y

(5)

CrlaTely

A
A -

Subordinates’ Response
Subordinates evaluate all potential
contributions to Jeaders” goals, pledge
levels of contribution to cach goal

nmomn

Leader's Reconcile

Leader assesses confidence n
ach ':'vmg own gﬂ.’l.‘$ via lhi‘ '.‘.",'1')‘.'. rn
of his or her subordinates’ goals




After the Reveal, Before the Reconcile

A Page from the CEO’s Book

Responding to Macroenvironmental Variables

Economic

$

Political/
Legal

Organization’s
Strategic Plan

Socio-
Cultural

Competition

Clinical
Trends

Nad

Finance

$

A

©
[ Y

Personal
Strengths

-

Director

Competition

Leader-Driven

Agenda



A Seemingly Irrelevant Mandate
Disconnect Depletes Motivation

L.

This year our patient safety agenda

'U i will focus on reducing patient falls
-

W\ R = A U\ \\ | Inconsistent and confusing
. b\ - AR\ #\\ | labeling practices

Pediatric
overdoses

Residents’ sleep
deprivation




Handing Over the Reins Entirely

Leader-Driven Agendas Inspire Action

Before

Reducing
patient falls

® ® ®
iy n L

Director, Chief Director,

Pediatrics  Resident  Radiology

CMO frustrated by apparent lack of
motivation to pursue his agenda

After
| ! |
CcMO
Preventing Ensuring Improving
pediatric adequate medication
overdoses resident rest labeling
® @ @
i n il
Director, Chief Director,

Pediatrics Resident  Radiology

Implementation of Leader-Driven Agendas
reveals highly-motivated medical staff




Challenge #12

Learning from Failure

Overview:

Because the fear of failure dooms many initiatives before they get off the ground, hospitals must
create environments in which risk taking and innovation are encouraged. Failure Forums are a
means of openly talking about failure to determine what went wrong and what can be learned
from the experience. Similar to sentinel event analysis, Failure Forums focus on a structured
review of the event with a focus on improvement and prevention. By creating forums for sharing
these experiences publicly, organizations acknowledge that failure is a natural extension of risk
and a prerequisite for innovation, and motivate leaders to challenge the status quo.



The Path of Least Resistance

Incentives Reinforce Status Quo

o
iy

VP, Operations

~
.

T

Implement own agenda

Performance

Maintain status quo

3

High Risk
Greater likelihood of failure
Uncertain reward
Internal resistance
Greater personal risk

Low Risk
Low likelihood of failure
Less investment in outcome
Low internal resistance
Low personal risk



A Psychological Safety Net
Tipping the Scale to Leadership

Implementing a Leader-Driven Agenda

Typical Hospital Innovative Hospital
Risk of : :
Failure : ‘
| |
" Effort | Effort
Required Required
Pain Gain Pain Gain

N /|

By removing the risk associated with failure, organizations

alter the pain/gain calculation, unlocking motivation




Making It Taboo
The Less It’s Addressed, the More It’s Suppressed

Observed Actions:

Omission
@

-l
[

Leaders omit
discussion of failure in
staff communications

Avoidance
e o
AN

Supervisors avoid
discussion of staff and
own shortcomings

Denial

Revenue
Goal
} Actual
Missing targets explained

by circumstances, no
changes to operations

Concealment
Unsuccessful initiatives

“shelved” without
discussion

Mindset Reinforced

* Failure should be avoided
* Failure should not be analyzed
* Failure is not an option

* Failure should not be shared



Attendees: VP, Patient Care Services
Manager, Laboratory
Director, NICU

f0i00:10:18;  EZtebish ground rules or foruny
10:15-11:00:
- Share critical junctures
- Transmit key Jessons
- Discussion
o Createanaction and
15:00-11:30; communication plan




Goal: To understand the causes that underlie an event, increase the general knowledge
of the organization, and to improve patient care and decrease sentinel events in the future

Action Plan




@ Did we complete Did we achieve
the project? our goals?

ol

‘ //j? ' Success

F

Failure




A Forward-Looking Approach

“Productive” Makes the Difference

Productive
Success
Success Unproductive
Success
Outcomes ‘ '
Productive
. . Failure
Failure Unproductive

Failure

Unproductive Productive

Learning



Dissecting Success and Failure

A Forward-Looking Approach

“Productive” Makes the Difference

Any one outcome... ...trending over time
s Unproductive Productive s Productive
HECRS Success Success HEEES> Outcome
Outcomes Outcomes
Failure | Unproductive Productive Failure.| Unproductive
Failure Failure Qutcome
Unproductive Productive Unproductive Productive
Learning Learning
Siiocass Productive
: Success
Unproductive
Outcomes Success '
/ l Productive
Failure : Failure
Unproductive
Failure
Unproductive Productive

Learning



Three Failure Forum Structures

Regular
Meetings

Failure forums where
managers discuss

failed projects, share
experiences and generate
new ideas and insights

Following
Major Events

“Where Learning Hurts,”
an in-depth analysis of a
failed product or launch
to derive insights

CORNING

g

Company

Founded Today

Retrospective
Analysis

Comprehensive review
of the company’s
history documenting
success and failures,
understanding the
drivers of both to set
future direction



Tapping Employee Motivation
Leaders Driving Change

Best Practice Response #11

Leader-Driven Agendas

Instead of simply executing mandates
from above, leaders design their own
agendas, motivating them to succeed in
driving changes they identify as important

Best Practice Response #12

Failure Forums

Performance

P

Openly discussing failure reduces the danger
of innovating and creates an environment
where risk-taking develops; learning from
failure ensures continual performance
improvement; learning from failure ensures
continual performance improvement



Essential Elements Provide Foundation

Academies Model of Successful Leadership
The Leadership Helm

Motivation
The passion and will to take action
and accept leadership opportunities

Values

The unchanging ideals upon
~ which actions are based and
%  decisions are made

Character
The attributes required
to balance priorities, o e
engender commitmentand "~ s/’ |
temper extremes it

Skills
“~ The competencies that
= must be honed and
deployed to improve

Knowledge Yol

The information and insights , X

that must be discovered, —
analyzed and understood in

order to make decisions 1 organizational performance
i and execute strategies
Opportunity

The timing and position
that can be exploited to
elevate performance



ADVISORY BOARD ACADEMIES
Transformational Leadership

SAILING WITH THE WIND
Instilling a Culture of Breakthrough Leadership




