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Culture of Improvement 

The Leader’s Role 

Session Objectives: 

• Identify behaviors that maximize 
employee engagement 

• Describe the most significant  
threats to authentic leadership 

• Develop a plan to reinforce a culture of 
continuous quality improvement 

 



Culture of Improvement  
The Leader’s Role 

Session Objective: 

 

• Share lessons learned from 20 years 
of studying leadership 





Intermountain Service Area 

 









Hospitals 
• 22 hospitals 

• 5,000 affiliated physicians 

• 41% of Utah hospitals, 44% of beds, 54% of 
discharges 



Intermountain Overview 

Insurance (1983) 

• SelectHealth 

• 646,000 members 

• ~23% of market -BCBS is largest in Utah 



Intermountain Overview 

Providers (1994) 

• 185 clinics 

• 1,200 employed physicians 

 



Integrated System: Other Entities 

• Homecare 

• Central Lab 

• Genetics Institute 

• Community Benefit 
Department 

• Rehabilitation services 

• Senior services 

• InstaCare, KidsCare, 
Workmed 

• Life Flight air 
ambulance 

• Blood bank 

• Psychiatric Services 



Intermountain 
Healthcare Mission 

 

Excellence in the provision of 
healthcare services to 

communities in the 
Intermountain region 



Intermountain Healthcare: Vision 

Operational Effectiveness:  We will be wise and 
careful stewards of our resources to enable 
extraordinary care.  

Employee Engagement: We value our employees as 
our most important resource. 
Community Stewardship:  We are committed to 
serving the diverse needs of the Intermountain 
region, and to providing generally available medical 
services to all residents, regardless of ability to pay.  

Physician Engagement:  We will create systems and 
processes that help our physicians best serve their 
patients. 

Service Excellence: We will provide a 
compassionate healing experience. 
Clinical Excellence: We will deliver the best clinical 
care in a consistent, integrated way. 

Be a model healthcare system by continually 
learning and providing extraordinary care in all its 
dimensions: 



Intermountain’s Core Business 
Perfecting the Clinical Work Process 



Best Practice Models 

• Standards of evidence-based care 

• 9 clinical areas 

• Ambitious clinical goals in all areas 

 



Intermountain’s Clinical Programs 

1. Behavioral Health  

2. Cardiovascular 

3. Intensive Medicine 

4. Oncology 

5. Patient Safety 

6. Pediatric Specialty 

7. Primary Care 

8. Surgical Services 

9. Women and Newborns 

 



Our ultimate goal: “The right care  

for every patient every time” 



“As far as I know, 
Intermountain is the 
only health system in 
the country to set – 
much less achieve – 
detailed and 
aggressive clinical 
goals system-wide.” 

Jeff Goldsmith, PhD 
Professor of Health Policy 

University of Virginia 



“We need to build on the 
examples of outstanding 
medicine at places like... 
Intermountain Health in Salt 
Lake City, where high-quality 
care is being provided at a 
cost well below average. 
These are islands of 
excellence that we need to 
make the standard in our 
healthcare system.”  

 

President Obama to the 
AMA 

June 15, 2009 

Chicago, Illinois  



“There are models for efficient care out 
there.  These include the Mayo Clinic 
and Utah’s Intermountain Healthcare.  
Using a coordinated approach to care, 
these systems improved quality and 
reduced per-patient costs by 43 
percent.” 

U.S. News & World Report  
(January 28, 2009) 

 



The Role of the Leader 



•Poor leaders 



•Great leaders 



Qualities 
•Arrogant 

Micro-manager 
Pessimist 

Can’t be trusted 

Poor Leader 

Secretive 

Unscrupulous 

Oblivious 

Goes by 

the book 

Closed-minded 

Demanding 

Demanding 

Self-centered 

Demands respect 

Blaming 

Insecure 

Uninterested 

Dishonest 

Doesn’t see whole picture 

Closed-door Policy 

No Sense of Humor 

Afraid of change 

Knows it all 

Offensive 

Unwilling to get involved 

Timid 

Unbending 

Wavers 

Not open to others’ 

viewpoints 

Incompetent 



Open minded 

Tactful 

Welcomes creativity 

Great Leader 

Responsible 

Caring 

Risk taker 

Trusting 

Problem solver 

Encouraging 

Sense of humor 

Knowledgeable 

Confident 

Flexible 

Optimist 

Encouraging 

Visionary 

Self aware 

Committed 

Respectful 

Inspiring 

Transparent 

Advocate 

Open minded 

Trustworthy 

Mentor 

Humble 

Listens 

Has values 

Competent 



Authentic Leadership 



Purity of Motive 



Trust 



Tax or Dividend? 



Minimum Expectation 

Discretionary Effort 

Minimum Effort 

Noun: effort available for 
activity above and beyond 
the basic requirements 



Team Engagement 



Team Engagement 

30% 
Engaged  

50% 
Not Engaged  

20% 
Actively disengaged  

Loyal, committed, 

productive, more 

likely to stay 

May be productive, but not 

psychologically connected, more 

likely to miss workdays, more 

likely to leave 

Physically present but 

psychologically absent, 

unhappy, complain to 

coworkers 
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• Do I have a best 

friend at work? 

• Does my supervisor, 

or someone at work, 

seem to care about 

me as a person? 

Gallup Questions on 
Employee Engagement 

•At work, do I have 

the opportunity to 

do what I do best 

every day? 

• In the last seven 

days, have I received 

recognition or praise 

for doing good work? 



Listen 



Top Ten on Listening 

10. Listen with empathy 
and compassion 

 

9. Pay attention to the 
environment 

4. Listen for 
understanding 

 8. Listen with an 
open mind 

3. Listen to yourself 

 

7. Be patient and 
present 

 

5. Ask for 
clarification 

 

6. Let the speaker know that you 
have heard them 

 

2. Pause before 
speaking 

 

1. Stop Talking 



Encourage 



Recognize 





 



“AND” Magic of 

Tyranny of  “OR” 



Trust Matrix 

Gullibility 

Blind Trust 

Judgment 

Smart Trust 

Indecision 

No Trust 

Suspicion 

Distrust 
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Analysis 



 

 

 

Nobility of All 



 
All have been 

endowed 
with faculties 
and talents 







Health CARE 



Care Thought Speech Action 



Mid-level Provider Advanced 
Practice Clinician 



What if We Could Change? 



Supervisor to Supporter 

 
Supervisor Supporter 



Language of Humility 



The most difficult subjects can be 
explained to the most slow-

witted man if he has not formed 
any idea of them already;  

But the simplest thing cannot be 
made clear to the most intelligent 
man if he is firmly persuaded that 

he knows already, without a 
shadow of doubt, what is laid 

before him. 
 

                         - Leo Tolstoy, 1897 



Humility 



Appreciative Inquiry 





Two Biggest Threats to  
Authentic Leadership: 
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You Are Here 



Ken Lay 
Jeff Skilling 



Abraham Lincoln 
George McClellan 



Academia Sports 

Healthcare Corporate 





Hour Every Minute Day 

Extraordinary Care 



How do you want to be remembered? 



What would those you lead say about you? 



Potential Takeaways 

• Authentic 
Leadership 

• Purity of Motive 

• Trust 

• Engaged Team 

• Listen 

• Encourage 

• Recognize 
• Mission-driven 
• Care 
• Humility 
• Appreciative 

Inquiry 





 


