By J. Daniel Beckham




Tools for Staying Ahead

Management tools that focus, inspire, empower and liberate organizations.

Turbulent environments require new management tools - tools that focus, inspire, empower and liberate organizations so they can respond with flexibility and passion.  Here are 25 tools that can help every health care executive deal with a turbulent future:

Tool 1:  Create Strategic Intent

Strategic Intent is different than mission or vision.  It has a shorter time frame.  Strategic Intent (a) defines a desired leadership position and establishes milestones the organization will use to chart its progress.  Strategic Intent also (b) focuses attention on the essence of winning; (c) motivates people by communicating a relevant target that can serve as a rallying cry; (d) leaves room for individual and team contributions; (e) sustains enthusiasm by constantly defining the next step; and (f) consistently guides resource allocations.  Strategic Intent provides a clearly defined purpose that motivates and sustains an organization.  It focuses on a shorter time horizon than "mission" or "vision," and for that reason is experienced as more tangible and achievable.  It is a milestone on the way to realizing vision and fulfilling purpose.  Komatsu's Strategic Intent was to "Encircle Caterpillar."  Canon set out to "Beat Xerox" and "Bring a copier to market for less than $1,000."  Honda determined to become "a second Ford - an automotive pioneer."  Toyota set an Intent of becoming more productive than Ford or GM.  The Cleveland Clinic's Strategic Intent was to move into the "top three" of U.S. News & World Report's listing of top hospitals.

Strategic Intent often requires organizational ambitions that far exceed current resources and capabilities.  It demands "organizational stretch."  It gives employees a goal worthy of their commitment, "to unseat the best or remain the best."  Strategic Intent requires that an organization:

· Create a sense of urgency.

· Develop a competitor focus at all levels.

· Give employees the skills they need.

· Allow time to digest one challenge before launching another.

· Establish clear milestones and review mechanisms.

Sources and Resources:  (Strategic Intent(, Gary Hamel and C.K. Prahalad, Harvard Business Review, May/June, 1989.

Tool 2:  Cultivate Core Competency

Don't think only in terms of service lines, departments or subsidiaries.  Think about a capability that (a) provides access to a wide variety of customers; (b) makes a significant contribution to their perceived customer benefits; and (c) is difficult for competitors to duplicate.

Honda created a core competency in "internal combustion engine development."  That competency has been extended from motorcycles to lawn mowers, automobiles and dozens of other applications.

This is a tool not only for concentration, consistency and constancy but for organizational design.  The organization should be reoriented and investments reallocated so core competencies can be built and leveraged.  Doing this requires the organization to develop unique operational discipline.
The result is involvement in what may appear to be unrelated markets but in which the same core competencies are brought to bear.  3M has rolled its competency in adhesives and abrasives into hundreds of diverse industries.  

Core competency dismantles conventional notions of how an organization should structure itself and argues strongly against focusing too intensely in one or two markets.  Instead, it suggests developing deep competencies in two or three areas that will be relevant to many markets.  Honda's market is anything that uses an internal combustion engine.

Sources and Resources:  "The Core Competence of the Corporation," Prahalad and Hamel, Harvard Business Review, May/June, 1990.

Tool 3:  Offer a Differentiated Value Proposition

The market doesn't buy quality.  And it doesn't buy price.  It buys a combination of quality and price that, taken together, represents value.  The term "value proposition" has been adopted by lots of consumer products companies and their advertising agencies to simply mean promotion of a unique bundle of benefits to the consumer.  That's a superficial interpretation.  It ignores the need to develop the ability to efficiently and effectively deliver the desired benefits.  This operating discipline is driven by the benefits to be delivered.  So to deliver "low prices every day," Walmart built a unique operating discipline or core competencies in warehousing and distribution systems as well as information technology.  Sam Walton once commented that, "People think Walmart got big by putting big stores in little towns.  Walmart got big by replacing inventory with information."  That information then allowed Walmart to fine tune its inventory to the unique needs of the diverse markets it served and meet those needs at unrivaled price levels.  The value proposition was delivering the products people wanted when they wanted them at the lowest price by building core competencies in warehousing and distribution as well as information technology.  Mayo Clinic provides advanced clinical capabilities that are uniquely patient focused.  What enables these benefits is Mayo's integrated practice model that connects physicians and caregivers through teamwork, standardization and communication linkages.

Tool 4:  Keep Your Customers Close

The Japanese frequently referred to the customer as Kami-sama, or "God."

They don't invest heavily in "traditional" market research.  Instead, they spend a lot of time in the market close to the customer.  According to Kenichi Ohmae, one of Japan's leading business strategists:  "The most successful Japanese consumer-electronics companies send their product design engineers around the world for about six months each year to study the latest customer needs and survey the competitive scene.  They visit customers and dealers.  They attend trade shows.  They hold regional product conferences with dealers and salesmen to get direct feedback on what improvements they can make in the design and marketing of their products - a technique they regard as far superior to sending out questionnaires from corporate headquarters.  In short, these people are sensitive to the use of the product."
Toyota sent its engineers and designers (not its marketers) to California to observe how women use cars.  Long fingernails, they found, presented certain difficulties in using Toyotas so they redesigned their cars accordingly.  Boeing sent its engineers to Third World countries to observe.  They found short runways so they redesigned wings, added low pressure tires to absorb bouncing on short landings, and built engines that could handle quicker takeoffs.  The result was the Boeing 737, one of the best selling commercial jets in history.

When Max Poll was CEO at Barnes Hospital in St. Louis, he would occasionally jump on a gurney and have himself wheeled around the hospital disguised as a patient; he says what he sees isn't nearly as important as what he "hears."  Think about it.  When you're on a gurney, you can't see much.  Just the ceiling.  But your hearing gets sensitized.  In health care, the customer that matters most has always been the patient.  This will not change in the future.
Sources and Resources:  The Regis Touch, Regis McKenna, Addison-Wesley.

Tool 5:  Balance Teeth-To-Tail Ratios

"Teeth-to-Tail" refers to the number of "trigger pullers" in a fighting force vs. the number of "support" troops.  If this ratio gets too out of whack (the tail gets too heavy) then an organization can end up in trouble in a hurry.  Another problem occurs if the tail forgets why it's there.  (The proverbial "tail" can end up wagging the whole "dog.")

"The teeth" in a business enterprise are those folks who directly serve the customer.  The "tail" is all those people who don't directly serve a customer (accounting, for example).  Some people have begun to talk about the importance of turning organizations "upside down."  They see organizations with a dangerously narrow set of teeth and very fat rear ends.  The advice is now well-worn, but it remains too often ignored.  If you're not working for the customer, you better be working for somebody who is.

Every year, Japan graduates twice as many engineers as the United States.  Kenichi Ohmae sums up the value of lots of teeth and a trim tail:  "The traditional approach to product development is to study the market and then have design engineers convert the marketing experts' concept into a product design.  That division of labor has disappeared in many Japanese firms in recent years . . . The engineers do the marketing in a less quantified and less sophisticated say, but move right into product design.  It's more of an entrepreneurial approach where the people close to the market and product create the business . . . Speed has become an important element of strategy."
Sources and Resources:  Mind of the Strategist, Kenichi Ohmae, McGraw-Hill.

Tool 6:  Run Against Competitors

Olympic runners do not record their best times when they run against a clock.  They make their best performances when they feel a competitor's hot breath on their neck.

Paul Kennedy observed a paradox in his book, The Rise and Fall of the Great Powers.  Economic growth appeared to be a direct outcome of war.  In order to have "butter," then you need to be making "guns."  How to explain this paradox?  According to Kennedy, the key to economic progress is the same during peacetime and wartime - increases in productivity.

A leader's responsibility is to create purpose and pride.  But sometimes a leader has a responsibility to define a foe worth fighting.  At Compaq Computer, former CEO Ron Cannion once captured the essence of having a foe worth fighting:  "We're one big team here and the enemy is IBM, the Japanese, whoever you want to pick.  It's the competition.  We drove hard to beat them.  We see what they do.  We anticipate where we might be at a certain time and with what technologies and we want to beat them.  Our people want to beat them.  There's a great deal of competitive spirit here.  You want to direct your negative feelings outside the company, not inside."
Sources and Resources:  Who's Afraid of Big Blue, Regis McKenna, Addison-Wesley.
Tool 7:  Find a Loose Brick

When faced with a brick wall, it helps to find one loose brick.  If you can work that brick out, you've got a good shot at loosening a second brick, a third, a fourth....until, before long, you've created a sizable hole in the wall.

When Honda entered the U.S. market, it found a "loose brick" when it discovered that there were no motorcycles for "nice people."  It built one.  It found a second loose brick when it found that motorcycles were hard to start.  It added an electric starter.  It found another loose brick when it examined the "fit and finish" on American cars.  Honda eventually made a hole in the wall big enough to drive a car through.

Compaq found a loose brick when no other computer manufacturer was able to provide a computer that was 100% IBM compatible.  It created one.  It found a second loose brick when it found that customers wanted a computer they could take home with them.  So it made its first computers portable.

Loose bricks are one way to take on a larger competitor.  Many of today's largest and most successful companies weren't around 50 years ago.  Honda was founded in 1948 but didn't enter the U.S. market until the '60s and didn't begin selling cars until the '70s.  Walmart was founded in 1962.  Microsoft in 1975.  All of these companies prospered by attacking bigger competitors indirectly, a brick at a time.  

Sources and Resources:  The New Competition, Kotler, Fahey, Jutuspripitak, Prentice-Hall.

Tool 8:  Join the Race

Honda soon discovered that racing produced some very real competitive benefits.  Racing keeps an organization sharp.  It forces the rapid development of technology.  Competition incentivizes the search for advantage.  It puts technology to work in a way that keeps an organization pushing the edge of the envelope.  Many of Honda's most significant innovations in engine design were developed and tested on the race track.  Robert Shook captured the importance of the "racing spirit" at Honda in his book, Honda, An American Success Story:  "A strong winner-take-all attitude is necessary to compete successfully in a world class racing event.  In a race, a specific goal is established – to be number one.  With this in mind, all members of the team know they must work together to reach this goal.  And, in a race, the team has a definite, limited framework in which to work, so goals must be reached quickly.  The racing environment is an excellent training ground for developing superior engineers and superior managers."  Racing success provides another benefit.  It generates a halo in which products can bask.
The same is true in health care.  Competition, the desire to stay ahead, pushes the quick development and application of technology.  And, as many successful hospitals discovered, demonstrated clinical leadership in one service line can generate a warm glow for other services.  Hospitals with advanced capabilities in heart surgery were long the beneficiaries of this "halo effect."

Sources and Resources:  Honda, An American Success Story, Robert L. Shook.

Tool 9:  Let Symbols Serve You

Symbols are powerful tools for visible leadership.  Symbols can become the repositories for organizational values and ambition.  They provide the substance for organizational folklore.

At Apple, the MacIntosh development team flew a pirate flag over their work areas.  When Erie Chapman was CEO at Riverside Methodist Hospital in Ohio (now OhioHealth), he worked in housekeeping and most of the hospital's other departments.  At Honda, an in-house attorney spent a week welding on the production line.  At McDonald's, all managers, including the CEO, spent time working behind a grill.  They called it "apron time."  But the real value of "apron time" is symbolic.  It says something very important to every employee about management's willingness to pitch in and get its hands dirty.

Sources and Resources:  The Renewal Factor, Robert Waterman, Bantam.

Tool 10:  Practice MBWA (Management By Walking Around)

This tool, popularized by Tom Peters and Robert Waterman, is fundamental to visible leadership.  Leadership should "wander" outside the executive suite.  This shouldn't be viewed as a suggestion to "micromanage."  Instead, it's a device for increasing informal communication and busting through often bureaucratic reporting relationships.  It provides an opportunity to communicate organizational values and management philosophy at a personal level (as opposed to giving an annual speech).  Finally, it offers a chance to lead by example.  If you "walk the talk," people are less likely to think you're all talk.

At Honda, they call MBWA "on the spot management."  Honda's president began his responsibilities by coming to the plant and talking to "Honda associates" who didn't know who he was.  They'd ask, "Who is that guy who asks so many questions?"  The head of one of Honda's engine plants spent 50% of his time communicating with people on the production line.

MBWA also gets rid of a lot of memos by emphasizing personal communication.
When he was CEO at Baylor University Medical Center in Dallas, every Christmas Eve for 19 years, Boone Powell, Jr., made the rounds at his hospital to fulfill one of a leader's prime responsibilities - saying "thank you."  Hopkins CEO Ed Miller, M.D. asks those he encounters when he wanders what they've done to improve patient safety.
Sources and Resources:  In Search of Excellence, Peters and Waterman, Harper & Row.
Tool 11:  Cultivate Eccentricity

Make your organization a little crazy about important stuff.  Meaningful advantage is not built by meeting customer expectations.  It is built by exceeding customer expectations.  Excellent organizations "excel at the margins" by going beyond the ordinary.  Honda employees have been known to straighten windshield wipers on Hondas they see parked on the street.  Acts of individual heroism add up to organizational passion.  Really excellent performers operate beyond the "fringe."  They're a little crazy by definition because they're off the "fat part" of the bell curve.

To cultivate eccentricity, start at the top.  Soichiro Honda once climbed into a septic tank to retrieve a supplier's false teeth (and then stuck them in his mouth).  At Centennial Medical Center in Nashville, former CEO Bill Arnold took his door off the hinges and hung it in the reception area.  His walls were plastered with flip charts and articles.  He got rid of his desk.  He brewed coffee for visitors.  From such eccentric displays, organizational folklore is made.

Sources and Resources:  Well Made in America, Peter Reid, McGraw-Hill.

Tool 12:  "Power Brand" Your Identity

Services marketing expert, Professor Leonard Berry, emphasizes the unique challenges of "brand identity" in a service business.  He underscores the importance of creating tangible cues to quality.  The turned down bed and the chocolate on the pillow are examples.  So is a car that's washed after it's serviced.

The tangible evidence of quality, the customer's experiences, reputation and differentiation all become embodied in the "brand."  The brand becomes the symbol of everything an organization is.  If an organization has achieved superior performance, a brand solidifies that performance in the customer's mind.

Federal Express is a prime example of a service organization that "power brands."  Who doesn't know Federal Express' bright colors and who can ignore them when they embellish airplanes, trucks, packages, deposit boxes and even people?  McDonald's power brands.  So does Apple.  Although understated, the powerful Mayo brand is consistently and widely used throughout the organization.

Keys to power branding:

· First, you must be differentiated in a way that is meaningful and valuable to your customers.

· Create a brand that is bold and polished.  (Some organizations with long traditions like Mayo can get away with being understated.)

· Extend the brand to your entire range of products and services as well as to your facilities and people. Proliferate it wherever you can.  The name of the game is exposure.

· Always be consistent in your branding.

Harley-Davidson is one of America's most valued brands.  A Citicorp executive once commented on the power of the Harley brand:  "What hit me was that this was the only product I'd ever seen that people had tattooed on their bodies."
Tool 13:  Stay Small While You Get Big

The only way to deal with the disadvantages of large size (without losing its many advantages) is to divide the organization up into smaller autonomous or semi-autonomous pieces.  One of the paradoxes of management is that if you want to stay big, you'd better get small.  Some of America's most successful organizations understand the advantages of "responsive smallness" backed up by "resource rich bigness."  

Johnson & Johnson has hundreds of semi‑autonomous companies.  The Japanese understand the importance of staying small while you get big.  Hitachi consisted of 660 independent companies.  The Japanese also tend to think in terms of "subplants."  They generally regard 300 employees as the maximum number per "subplant."  The average per subplant, however, is only about 30.

When Bob Heyssel, M.D., was CEO at Johns Hopkins Hospital, he found the size and complexity of America's most influential medical center becoming an obstacle to responsive management and innovation so he broke it up by moving decision making to clinical chiefs who ran their areas in partnership with nursing.  Breaking up what had been a highly centralized organization was not without bumps and bruises.  The move paid off in flexibility and responsiveness not common to big academic medical centers.

There's a paradox here, of course - "The only way to stay big is to get small."
Tool 14:  Bend Your Job Descriptions

It's not unusual for a larger U.S. manufacturing plant to have between 50-100 job classifications.  At a similarly-sized Japanese plant, there may only be a couple.  One U.S. firm (National Steel Corporation) reaped a 20% increase in productivity by reducing the number of its job classifications (from 78 to 16) and by expanding employee involvement.

Honda is a big believer in job rotation.  Its rationale is simple.  "When managers have a good understanding about many facets of the manufacturing process, they are able to work with other departments.  And cooperation among departments is essential in a manufacturing plant."

Current hospital organizations are frozen in time.  Various professional interests gird themselves against any potential incursion into their turf.  Yet, in a fluid environment, how long can calcified organizations hope to last.  The Romans had a phrase for it.  Frangi non flecti, "Bend but never break."  Organizations and people must be able to bend or face the prospect of being "broken" by outside forces.

Sources and Resources:  "Time - The Next Source of Competitive Advantage," Harvard Business Review, Jul/Aug, 1988.
Tool 15:  Set the Water Line Low

Think of a ship.  The water line, of course, separates the part of the ship that's above the water from the part that's below the water line.

Consider defining well the water line and giving people a lot of freedom to operate above the line.  Also let them know they're not supposed to go messing around below the waterline (because that could sink the ship).

Mitch Rabkin, M.D., when he was CEO of Beth Israel in Boston, had a variation on this theme.  He talked about defining people's sandboxes very well then giving them complete freedom to operate within that sandbox.

It makes sense to define the range of freedom for people then trust them with that freedom.

Tool 16:  Encourage Entrepreneurs

You've got to have entrepreneurs inside your organization.  The problem is that most established organizations are oriented to hone in on the entrepreneurial personality like a heat seeking missile and destroy it.  So true entrepreneurial personalities often don't last long enough to make a contribution.  Here are some ways to spot the entrepreneur:

· They have intensity.  What Harvard Professor Tom Bonoma once called a "useful aggressiveness and high motivation to succeed."

· They attract followers.

· They're able to articulate a clear concept.

· They make things happen.

· They are often positioned as controversial (frequently as troublemakers).

· They are often somehow disadvantaged (socially or physically).

To cultivate a pool of entrepreneurs in the management ranks and in the medical staff, you need to know how to spot one when you see one and then be willing to create the kind of environment that will keep them involved.  Remember where there is no "smoke," there is no "fire."  So be willing to tolerate a few fireworks.

Sources and Resources:  The Marketing Edge, Thomas Bonoma, Free Press.

Tool 17:  Call in the SWOT Teams

The future will be faster, more uncertain, more turbulent than the present (and the present is pretty wild).  As Prussian Field Marshall Halmuth von Moltke once commented, "No plan survives contact with the enemy."  The same is true of the future.  "No plan survives contact with the future."  Strategic plans need to be flexible to be relevant.  The organizations that execute those plans need to be flexible too.  

The Task Force should be a standard unit of management.  The information-based organization operating in a turbulent environment will depend on small "self-governing" units focused to tasks Peter Drucker describes as "tidy enough for a good man to get his arms around."  Task Forces disband once their objective is achieved.  

A SWOT Team is a Task Force that is assembled and deployed in order to leverage a Strength, shore up a Weakness, exploit an Opportunity or neutralize a Threat.  Task Forces keep the organizational structure highly charged, constantly moving, ready to respond quickly and always in a state of metamorphosis.  Bureaucracy cannot suffocate the organization because bureaucracy never gets a chance to gel and calcify. 

Tool 18:  Collect Cookie Cutters

Americans are heavily invested in the notion of individuality and argue that's what made the nation great.
But what really made America great was mass production - in other words - standardization.  The assembly line made it possible to manufacture goods in huge numbers that eventually flooded world markets.  Japan recognized this advantage and now does it better.  But with a few exceptions, the Industrial Revolution left the medical profession untouched.  It remained, for the most part, a cottage industry - one of the last vestiges of the old European craft guilds.

At the Mayo Clinic, however, standardization is fundamental.  A walk through the clinic's facilities in Rochester, Scottsdale and Jacksonville will quickly reveal the level of commitment Mayo makes to standardization.  All the exam rooms are virtually the same at all three locations and so are the less visible supporting systems and protocols.

There is strong evidence that quality is higher in those hospitals that have the volume to create almost "assembly line" production.  Willis Goldbeck once observed that:  "The human body is not wildly variable by zip code."
Standardization is implicit to all continuous quality improvement initiatives.  You standardize the specifications and the manufacturing process.  To the extent possible, you standardize every motion, every step, every ingredient so the product and the service will vary little from place to place.

But recognize that, although at a macro level the body may not be highly variable, at the individual level it is very much so.  The key is knowing when to standardize.
Sources and Resources:  The Deming Management Method, Mary Walton, Dodd & Mead.

Tool 19:  Swinging a Sharpened Sword

Think of your organization as a sword.  Its lasting strength lies in the center where the blade is thickest.  The lasting strength is built of values, strategic intent, core competencies.  Taken together, all those things make for one powerful value proposition.  But it is the thin outer edges of the sword that does the cutting.  That edge must be constantly sharpened.  The tools to make that sharpened edge have been well defined by people like Deming, Juran and Crosby.  They fall under the broad description of innovation and "continuous improvement."

Japanese cars have gotten continuously better.  That's because the Japanese made a conscious commitment to incremental innovation and process improvement that resulted in a higher quality product at a lower cost.

Top management cannot keep the sword sharp.  Only the people who are close to customers and production can keep the edge sharp.  Top management's job is to equip and empower those at the edge of the sword to keep it sharp.
The quality of the sword is the sum of all its parts.  A sharp edge is useless if the center of the blade has no strength.  A strong center can only be pushed forward by brute force if the edges are dull.

Sources and Resources:  Innovation, The Attackers Advantage, Richard Foster, Summit.

Tool 20:  Apply Your Technology

Technology is a friend, not a foe.  In terms of clinical advances, much progress has been rightly attributed to technology.  The "delivery" of health care, however, is still in the dark ages when it comes to the application of technology.

Federal Express has always used technology in a purposeful way.  Its sorting hub in Memphis was a high risk gamble.  But it worked.  Federal Express was a pioneer in using character recognition devices and computers to track a package from the minute it was picked up until it is delivered.  Small hand-held scanning devices did the job.  

The airline industry used their computers and data bases to "invent" frequent flyer programs.  It used the same technology to provide online reservations, ticketing and to "preprint" boarding passes.

The most promising application for technology in the delivery of care is information.  Hospitals that are able to gain a true advantage in information technology will enjoy a significant competitive edge.  Peter Drucker was one of the strongest advocates of the "information-based organization."  The information-based organization consists of "specialists" and has few middle managers.  Each of these specialists owns a "piece of the puzzle."  There is great interdependence because everyone depends on each other for information.  Computers and software are the catalysts for creating the high-value linkages in the organization.  Computers became as fundamental and commonplace as the ink pen.  And everyone must become computer literate.  (This has become ever easier as technology has become ever more friendly.)
Sources and Resources:  "The Coming of the New Organization," Peter Drucker, Harvard Business Review, Jan/Feb, 1988.
Tool 21:  Build for People

Architecture was one of man's first technologies.

Peter Drucker suggested that "You cannot manage workers unless you realize that the workplace is something for people.  And your biggest problem and your biggest opportunity is that you integrate physical and inanimate objectives."

Corning Glass connected its strategic objectives with the design of its Decker Engineering Building (completed in 1981).  It wanted to get a 15% increase in productivity out of its new building.  In designing the building, it took into account its finding that 80% of an engineer's ideas come from face-to-face contact with colleagues.  So it designed the Decker Center to have "optimum visibility" on every floor.  It put in strategically placed ramps, stairs and escalators to encourage vertical movement and designed in open, informal "gathering places" that encouraged informal communications.

Some architects create a building as a design tour de force or as a shell for the latest technology.  Employees, patients and doctors are too often casual afterthoughts.  Some questions to ask your architect:

· How does this design help people communicate?

· How does this design contribute to efficiency?

· How does this design create light, comfort, energy and hope?

· How does this design say "welcome?"

· How does the design say "we are different and proud?"

Max DePree, former Chairman of Herman Miller, once reflected on the role of facilities:  "A facility should be a place that people can possess.  Taking possession of the facility in which we work is closely linked to the idea of ownership.  There is a fundamental difference, after all, between owners and renters.  It is fair to say that renters are no-fault owners.  Facilities, like managers, should be vulnerable.  They should encourage a rising level of knowledge about corporate life - literacy about business, the competition, relationships, and ownership.  Our facilities must encourage lavish communications."

Sources and Resources:  Leadership is an Art, Max DePree, Doubleday.

Tool 22:  Rip the Walls Down

At Honda, the president shared an office with two other executives.  At most Japanese companies, the offices and work areas are open.  This, the Japanese feel, encourages communication.  Besides too comfortable an office may make people too comfortable staying in their office.

Question every wall in the building.  Why is it there?  What does it keep in?  What does it keep out?  What would happen if you tore it down or moved it?  Would relationships change?  Would communication improve?  What happens if you bust up the executive team and distribute them closer to the action?  (The "action," by the way, is wherever the patient is or where people are serving patients.)

How far is your office from the action?  What if you moved your office next to the operating room or the emergency room?  Where are most hospital CEO's offices?  Next to the board room?  Next to a room that does business only occasionally (while the really important stuff - making and keeping customers - churns on around it 24 hours a day)?  Why not move the board room next to a nursing station?

You can often measure an organization's vitality by the distance between its top management team, front line workers and the customer.

Tool 23:  Invest in Your Dealers

Many organizations depend on dealers to market, distribute and service their products.  You've got to invest in your "dealers'" success if you want to succeed.  Treat them like part of the family.  Recognize that, if they sell your product or service, they're extensions of you.  Feel good about making them rich.  Help them to succeed.  Make the partnership real by getting to know them.  Walk in their shoes.  For hospitals, doctors represent their dealer network.  Here's some advice on dealer investment:

· Involve your dealers in your planning.

· Create a powerful brand and extend it to the dealer network.

· Require operational compliance in order to earn the brand.  (Use a cookie cutter.)

· Create new products and services that allow the dealer (and you) to generate new income.

Sources and Resources:  Who's Afraid of Big Blue? Regis McKenna, Addison-Wesley.

Tool 24:  Penetrate the Periphery

Japan's strategic thinking was shaped by Miyamoto Musashi who in 1645 wrote his classic, The Book of the Five Rings, on strategy and the Samurai warrior's code of behavior.  He observed that it is difficult "to move strong things by pushing directly" so you should attack the "corners."  The Japanese used this thinking when they attacked the American automobile market.  They focused first on the West Coast then the East Coast and only after success in those areas, did they attempt to penetrate the conservative Midwest.
The advice holds for integrating physicians and building networks.  Medical staff relationships are always strongest and most viable at the center of a hospital's service area (around the hospital).  In most situations, high market share is almost guaranteed by the simple power of proximity.  It is on the edges, in the peripheral market, that the real opportunity to grow new market share lies and where its market share is most vulnerable to attack and erode.  Here are some things to keep in mind:

· Operations in the perimeter demand a high level of control.  It makes sense to "own" the network "on the edge."

· In situations where expansion may be politically volatile, help physicians in the core service area extend satellites into the peripheral market.

· Create consistency and power branding in your peripheral practices.

· Put primary care physicians into the periphery.  Keep specialists "close to home."

· Maintain your lines of "communication and supply."

Sources and Resources:  The Book of the Five Rings, Miyamoto Musashi, Bantam.

Tool 25:  Say the Magic Word:  “We”

Eliminate "you," "I," "us" and "them" from your vocabulary.  Do it today.

Start saying "we."

The Mayo Clinic was built on the strength of "we."  "Teamwork" is another way of saying "we" and Charles Mayo summed up the Mayo Clinic's attitude on teamwork:  "The keynote of progress in the 20th century is system and organization - in other words, 'teamwork.'"
When you say "we," something important happens.  Everybody ends up on the same side of the table.  You start to see problems from the same angle and in the same light.

"We" is a magic word.  Like "thank you."

Sources and Resources:  The Doctors Mayo, Helen Clapesattle, Mayo Foundation.
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