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Quick Reminders 

Open and hide your control panel

Join audio:

•Choose “Mic & Speakers” to use VoIP
•Choose “Telephone” and dial using 
the information provided

Submit questions and comments via 

the Questions panel

Note: Today’s presentation is being 
recorded and will be provided within 

48 hours.

Your Participation



Asking Questions 

• Please continue to submit 

your text questions and 

comments using the 

Questions Panel

• Please raise your hand to be 

unmuted for verbal 

questions.

Your Participation
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Agenda

1. Change messages

2. Optimizing team functions

3. Engagement & influence



Change Messages



Change Is Here: 
Is Your Team In Front, In 

Step, or Chasing It?



Adaptive Reserve:

“Transformation occurs not at a steady & predictable pace, 
but in fits & starts.”

Nutting et al. Annals of Fam. Med. 2010

A practice’s ability to make and sustain change.

• Shared vision

• Shift in the ways people think about 

and understand their roles

• Adopting different mental models of 

the work 



Organizations & Change

Why… do we want this change? 

do we exist as an organization?

What… will be the benefits?

does the market want?

How… will things be different? 

will we get there?



Technical vs Adaptive Change
Ron Heifetz, Center for Public Leadership

• Challenge is complex

• Need to address deeply held 

beliefs & values

• Loss is inherent part of the 

process

• Organic = Grow

• Problem is well defined

• Answer can be found 

within present structure

• Implementation is clear

• Mechanic = Fix



EHR, tools, 

staff memos,

process &  workflow 

Leadership support & 

clinical champions

Staff engagement, values, beliefs

Allowing staff to work up to training 
capabilities & testing expanded roles

Shared vision & accountability

The most 

common cause 

of leadership 

failure

is treating an 

adaptive 

problem with a 

technical fix.



Optimizing 
Team Functions



What is 
a High-Performing Team?
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Team-Based Care

• More than just adding a… (care coordinator, NP)
• Reconfiguring front-back office functions

• Cross-training

• Time, effort, trust building

• Standing orders, protocols

Nutting, Annals of Family Medicine 2010



Clear Role Expectations

• Role ambiguity & conflict should be 
discussed right away.  

• Routinely, clearly state who “owns” 
or is “responsible” for a task to 
help foster this thinking.

• The more complex the task the clearer 
roles must be.



Task Your 

role?

Who’s 
role?

Training and/or support 

needs for role

Screening for 

substance use

Medication 

reconciliation

Using 

motivational 

Interviewing

Others…



Relationships

• Specialists vs Generalists

• Workflow refining, including handoffs

• Huddle video example:  
http://www.youtube.com/watch?v=Wttxm7jAnb4

http://www.youtube.com/watch?v=Wttxm7jAnb4


Poll Question #1

Team Huddles occur…

A. Daily

B. Weekly

C. Not yet implemented

D. Unsure/Other



Planning 

meetings 

vs. 

“work” 
meetings

Cross-train

Data is a team member

Contingency 

planning

Create necessary 
redundancies

Strategies



Patient 
ID

Discharge 
date

Primary
diagnosis

Primary 
provider

Short-term 
health goals

Current 
level of 
care

48726 9/22/15 Bipolar 

disorder

Wong, T. Find stable 

housing within 3 

months
3

49399 8/20/15 Substance 

use 

disorder

Clarkson, 

J.

Continued 

sobriety 1

27476 8/31/15 Congestive 

heart 

failure

Kaner, L. Eliminate fried 

foods 4

34022 9/1/15 COPD Wong, T. Identify tobacco 

cessation

resources

2

Systematic Case Review



Case Review Communication

Situation (2 sentences)
Important demographics such as age, gender, culture)
Main Care concern(s) 

Background
Diagnoses, health measures (PHQ-9 scores, A1c, medications, etc.) 
Social circumstances
Values, preferences

Assessment
Challenges & successes
Prioritized care issues

Recommendations
Behavioral, medical, social



Poll Question #2

We use a structured format for case review

A. Yes

B. No

C. Unsure



Systematic Follow-up

• Protocols for step down / step up care

• Relapse prevention 

• Defining success



Engagement 
& 

Influence



Most people won’t really listen 
or pay attention to your point of view 

until they become convinced 

that you’ve heard and appreciated theirs.

-M Nichols



The Spirit of Motivational Interviewing

• Choose 

curiosity

• In what way do 

you contribute 

to the overall 

goals/mission?

• How can we 

work together?

Partnership

Evocation

Compassion

Acceptance



The Spirit of Motivational Interviewing

• Honoring the past 

(“The way we’ve 
always done 

things.”) and 
affirming historians

• Seek to 

understand, then to 

be understood. -

Stephen Covey

Partnership

Evocation

Compassion

Acceptance



Partnership

Evocation

Compassion

Acceptance

Advice



• Elicit: I have some ideas, but first I’m 
wondering what you think?

• Advise: That’s partially correct…in 
addition…

• Elicit: What do you make of that? Where 

does this leave you? 



• What would you like to see happen? (Desire)

• How would you approach this? (Ability)

• Why are the 3 best reasons for our team to do x? (Reason)

• What’s most important to you? (Need)

• What might be your next step? (Commitment, Action)

Engaging in 
“Change Talk”



Amount of change talk is more predictive 
than amount of readiness.

Desire - Ability - Reasons - Need - Commitment - Action



Gordon’s Roadblocks

Roadblock Possible Misinterpretation 

(Hidden Meaning)

Giving advice, making 

suggestions, providing 

solutions

You don’t trust me to work this out on 
my own

Reassuring, sympathizing, 

consoling

You don’t think my problems are 
important

Persuading with logic, 

arguing, lecturing

You think I’m not smart enough to work 
this out

Humoring, changing the 

subject

You think I’m not important

www.Gordonmodel.com

http://www.gordonmodel.com/


Poll Question #3

Which roadblock have you seen most commonly 

misinterpreted in the workplace?

A. Giving advice, making suggestions, providing solutions

B. Reassuring, sympathizing, consoling

C. Persuading with logic, arguing, lecturing

D. Humoring, changing the subject



• Liking

• Commitment



Liking

We are persuaded by people & things we like

“Tobacco cessation” vs “Staff Wellness”



Commitment

We want to show we honor commitments.

“Next I’d like you to…” vs “What is your next step?”



Questions & Comments

Pam Pietruszewski

PamP@thenationalcouncil.org

mailto:PamP@thenationalcouncil.org


Thank you!


