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                                                 Desire to Make Change
Several years ago, Elaine Rostovich asked her boss Barb Valdez why she gave up overtime pay and  shift differentials to become a nurse manager.  Barb answered, “The loss in pay does not matter to me as much as the frustration of not being able to make improvements around here. As a staff nurse, I couldn’t change anything that was no longer working. Sure I do a lot more paperwork and face more stress now, but it is satisfying to see that our clinical outcomes are better and our staff and patients are happier because we are now more efficient.”
   Barb’s reasoning finally makes sense to Elaine as she listens to her mentor emphasize the importance of leading change: “Like many healthcare CEOs, I entered the field because I wanted to make a difference in people’s lives. This topic has not been researched a lot, but that desire is the true beginning of improvement. Those who have this passion work hard to make positive changes happen, and they don’t do it for money, praise, or prestige.  They do it because they understand that nothing is beyond improvement. And they use all their resources, skills, and knowledge to accomplish their goals.  They are some of the most well-informed people around, these change leaders.” 
THE DESIRE TO make a change is one of the most distinctive values of a strong leader. Change makers, as these leaders are known, are high achievers. They actively seek out flaws in the system and implement improvements. While scouts abide by the rule “leave a campsite in better condition than you found it, “ change makers initiate upgrades even before they get to the campsites. They are proactive, are innovative, and welcome challenges.
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CHARACTEISTICS OF A CHANGE MAKER

___________________             In the 1960s, motivational theorist David 
Out current success is the                    McClelland posited that individuals who 
best reason the change                      have achievement motivation, as is the
things.                                       case with change makers, are likely to 
     --Iwao Isomura (998)           be goal-oriented and uphold high standards of
                                                    performance. These individuals are most likely to move leadership positions because they can operate well and even flourish despite the high levels of stress and unceasing demands for long hours, critical thinking, and quick turnarounds.
    Change makers have restless discontent—the inability to live with the status quo. They cannot tolerate ineffective processes that force people to muddle through ill-conceived standards and processes.  One CEO defined this discontent as an “ability to sense opportunities.” It is a fitting description, as change makers are constantly on the lookout for new ideas. The discontent peels away as areas for improvement garner attention and the need for chance earns buy-in from others, especially senior management.
      For many leaders, the desire to make a change becomes a professional calling. This is evident in the quality improvement movement in healthcare, which calls on the industry to 
· establish measurable goals and standards,

· develop systems for monitoring progress toward and achieving desired outcomes,

· disseminate lessons learned,

· celebrate successes, and

· continue the improvement efforts.
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THE CONCEPT IN PRACTICE
                                                                          Change Makers Have Achievement 
                                                                                Motivation
Pay Equal Attention to All                   
Measures of Performance                      
                                                                          In his classic text, David McClelland 
                                                                                (1961) posited the following attributes of
                                                                                people with achievement motivation
In flight school, pilots are taught how       1. High achievers address problems
to maneuver their planes with the                rather than leave them to chance.
guidance of merely their instrument         2. The goals of high achievers can be
panel. This technique teaches pilots              accomplished: they are neither too
how to fly safely despite the hin-                   difficult not too easy.
drances that may surround them--            3. High achievers are more interested in
thick fog, utter darkness, raging                     accomplishment than in rewards.
storms, or other conditions that                 4. High achievers seek workplaces and
impair visibility. However, some pilots          positions that offer ample feedback.
tend to pay the most attention to the       5. High achievers constantly think about
altimeter, which tells the position and          improvements, excellence, and perfection.
Although the altimeter is an important        They seek out organizations will allow them
gauge, it is not the only instrument a           to make changes.
pilot should rely on.
Trouble almost always ensues when the other critical measures are overlooked. This is true in healthcare management. 
      All healthcare leader—new or seasoned—have, at one point or another, focused only on the financial report when determining the status of their organization. This is an understandable practice; after all, without funds the operation will cease to exist, and especially salient issue in an environment filled with bankruptcies and acquisitions. However, healthcare is hardly a one-dimensional enterprise. If too much priority is given to revenue, capital, debt, investment, and other elements of finance, then not enough attention is given improvement, physician relations, and the like.
    Change makers understand that the organization is a system and thus needs a system-base approach. Simply, a flaw in one component can cause damage to another, ushering in a cascading effect.
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Turn Satisfied Employees Into Engaged Employees

High-performing organizations tend to have highly satisfied workers. However, satisfaction does not lead to engagement.  Many happy employees walk in and out of their jobs daily without a desire to participate in the activities that cause their happiness. Or they may ignore areas that could use improvement because they think bringing about change is not part of their job responsibilities.
       Gallup (2009b) polls in the past decade, which involved more than 1.2 million healthcare workers, revealed that engaged employees

· “are more productive;

·  are more focused on their patients’ care and treatment;

· are safer, stay with their employers longer, and set a positive example of engagement for others throughout the organization; and 

·  are more profitable for a provider than disengaged employees.”

   Note that more and more human resources firms are conducting employee engagement (as opposed to “satisfaction”) survey s today. This signals a shift in mind-set: Good employees have much to contribute to the viability of the organization. Seeking participation from employees could also bring out the latent change makers among them. Jin Haudan (2009), the CEO of Root Learning, emphasizes that for change and improvement to be fully executed, employees at all levels must be given the opportunity to internalize the thinking and rationale behind the strategy.  Haudan reiterates that the most effective leaders create environments where employees are highly engaged.

Be Objective Driven and Progress Oriented

Change makers are passionate about setting objectives for both professional and organizational purposes.  Doing so helps them measure the effectiveness of their and 
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others’ performance, decisions, and activities. Many leaders fail to set clear goals, delay or impeding progress and achievement and frustrating those involved.
    In addition, change makers admit that ever                        -------------------------------------------
the best organizations (and employees) must                         An effective vision integrates
evolve with the times. Thus, they push to move                    into the organization’s purpose
forward, tracking their steps along the way with                   and into the employee’s job a 
available measurement tools. S.M.A.R.T.—Specific,              sense of contribution to     Measurable, Attainable, Realistic, and Timely -- is                  themselves, to an industry, or to                     
 still the best strategy for setting goals, although it               society. This sense of Worthiness
is now more than a decade old (see Kouzes and                   and influence can lead to greater 
Posner 1993 for more information). S.M.A.R.T. goal            commitment, enthusiasm, and 
allow organizations to focus simultaneously on the             the motivation to work harder.
present and the future.                                                                      –Jay A. Conger (1989)
                                                                                                       ---------------------------------------------

 Welcome Change 
Change makers enjoy new challenges and are not afraid of taking risks. For them, change is a normal part of leadership and presents opportunities. As such, they prefer to err on the side of overstudying or overanalyzing trends than to be misinformed. Being prepared serves as a weapon against the unknown or sudden change that seems unmanageable.
      The fear of making the wrong decision is endemic in healthcare. On the clinical side, an error could result in injury or death and subsequently costly and drawn-out lawsuits.  On the business side, an error could result in loss of customers and consequently revenue.  Certainly, cautious decisions are in order.
       However, this does not mean risks should not be taken. Progress and innovation---two words that most leaders would like to be associated with –are not driven by fear. They are possible only with leaps, albeit calculated, of faith.

Celebrate Accomplishments
As discussed in Chapter 7, people enjoy celebrations, especially if they highlight the product of their hard work. A celebration of accomplishments not only embodies the joy, relief, and pride of the team, it also resounds the gratitude of the leaders. People who are able to see that their efforts have made a difference and are appreciated are likely to repeat their performance in the future and feel empowered. Empowerment is a strong motivation because it makes people feel in control and valued.
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 Celebrations may also be used to improve morale. For example, one executive organized a monthly “Breakfast of Champions” for employees. Individuals and departments who made progress toward goals were recognized during the program and given a box of Wheaties cereal as a token of appreciation.
Establish a Problem-Solving Method
Change makers follow specific approaches, such as the following, to solving a problem:

· Identify the problem and describe it explicitly, including the effects it has on staff, operations, the bottom line, current and future goals, and patients.
· Perform a root-cause analysis.

· Generate (or brainstorm) solutions, and weigh the pros and cons of each option.

·  Select the best solution.

· Develop clear objectives with measures, including timelines and standards.

· Assign clear roles and responsibilities to those involved in the task.

·  Implement the solution.

·  Monitor progress, making corrections or adjustments along the way if necessary.

· Communicate with all stakeholders throughout the process.

· Evaluate the process afterward.

Continue to monitor the cause of the problem to ensure no recurrence takes place.

Learn Contemporary Quality Improvement Concepts
Lean management and Six Sigma are just some of the many tools that leaders can use to improve processes and manage change.  Some instruments, such as those developed by the Institute for Healthcare Improvement, are specific to healthcare, but many are adopted from other industries.  Change makers stay current about modern improvement techniques, aware of their advantages, disadvantages, and applications.
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Be Willing to Do More 
By nature, change makers are always looking for areas to refine, enhance, or study. For some leaders, this could mean increasing the number of their accomplishments for the organizations, participating in task forces or forming new ones, or volunteering for new assignments. For other, this could mean expanding their control or creating a new service line. Those who seek added responsibilities or aim for higher achievements may be accused of feeding the needs of their ego. However, the results of this willingness to do more are often beneficial to the organization. They yield enhancements not previously thought of.
Network and Benchmark
Change makers are competitive, compelled to compare their results and practices with those of others. They are drawn to data and measurement tools, and they keep abreast of current approaches to forecast future standards. As such, they interact frequently with peers and insiders, visit other sites to scope out new technology and initiatives, and attend conferences and workshops. Simply, these leaders take advantage of any networking opportunity to stay informed, competitive, and innovative.
     In contrast, leaders who seldom network and benchmark lose their creative spark and even their perspective. Their strategies and decision making are informed by out dated assumptions.
Learn Change Management
Today one of the most requested attributes of a leader is the ability to manage and bring about change. Change management is a structured process that uses various leadership theories and management models. Although not new, the concept has garnered renewed interest in these times of constant change. Change expert John Kotter (1996, 2002) enumerates the basic components of change management:
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Step 1: Crate urgency
Step 2: Form a powerful coalition
Step 3: Create a vision for change 
Step 4: Communicate the vision 
Step 5: Remover obstacles
Step 6: Create short-term wins
Step 7: Build on the change
Step 8: Anchor the change in the corporate culture
Make a Change for Progress’s Sake, Not Yours
Some leaders get involved in change efforts because of an inappropriate and selfish need to gain personal fame. They take credit for other people’s work and bask in the glory of accomplishment, but they contribute little and pass on the blame if something goes wrong. This is not the behavior of change makers.
      Change makers pursue change and improvement               ________________________
for the sake of progress, not to strengthen their power             Maintaining an unrelenting 
or build up admirers and followers who shower them with       focus on people, performance,
adulation and gifts.                                                                                   and change, however demands
Conclusion                                                                                          courage. When the mechanistic
The leader’s value of wanting to make a change is                        organization gives way to the     admirable, as it benefits the individual, the organization,          profoundly human challenge broad-  and  everyone else in between. Change makers strength          based, behavior-driven change,   
the organization’s competitive advantage and reputation,       managers can no longer rely on and they help keep out mediocre and stagnant practices.                  traditional sources of authority or 
 and strategies                                                                                     the power of decisions.
                                                                                                                               --Douglas K. Smith (1996)
                                                                                                               __________________________
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__________________________Self-Evaluation Questions__________________________


· What have I accomplished that could be my hallmark of service?

· If I were to leave my organization today, how would I be missed? Have 
I left a “mark” in the organizations in which I’ve worked?

· Flood lines along riverbanks indicate the height the water reached. If I used this parallel to measure my achievement, how high is my flood line?

____________________________________________________________________________
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