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By Paula Butterfield, PhD, PCC

ost of usgrew up in the land of judgment, of right/wrong,

good/bad, black/white, yes/no. This coffeeisgreat! That

proposal is weak. Why can't you get this right? What's
wrong with those guys in IT? I'm too soft/hard, forgiving/
demanding, open/closed. Judging is so much a part of our world
that wedon't evenrealizeweredoingit. And evenwhenwedorealize,
we don't know how to get beyond it.

Tim Gallwey, author of the Inner Game of \/\/ork,1 offers the
antidotein awonderful story about AT& T telephone operators. Some
AT& T managersasked him to help operatorsimprovetheir " courtesy™
ratings without increasing the time they spent per cal. Gallwey
agreed to work with the operators on two conditions: their
participation in the program was strictly voluntary and the program
did not have to be about courtesy. Reluctantly, the managers agreed.

Gallwey started by observing the operators at work. He
discovered three things: the work wasintensely boring; it was highly
stressful since operators productivity and courtesy were continually
monitored; and it was so prescribed by supervisors and procedural
requirements that operators felt treated like school children. So he
proposed a program to reduce stress and boredom and to increase
operators enjoyment of their work. Yes, it was met with a lot of
skepticism, especially by managers wanting improved courtesy
ratings. But many operators signed up anyway.

He started the training by engaging operatorsin simple awareness
exercises. First, he had them make distinctions about the caller based
on the caller's tone of voice. Did they hear stress or irritation or
warmth in the voice? Next, he had them practice altering their own
voice qualities, like changing its pace or pitch.

When they put the two together, the real experiment began. They
discovered that by altering the qualities of their own voice, they could
influence how the caller was responding. Speaking through a smile
could soften an angry caller. Matching the caller's pace could calm
the latter'sfrustration. Merely listening and responding to the quality
of acustomer's voice gave the operators "a small but tangible impact
on agreat number of peopl e’ Theresult? Courtesy ratings exceeded
management's expectations, stress and boredom went down 40
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percent, and operator enjoyment went up 30
percent!

What happened here? Unlike the AT&T
managers who hired him, Gallwey started with the
assumption that telephone operators already knew
how to be courteous but were in a system that
interfered with its expression. All he did was find
away to help operators reconnect with their own
wisdom.

Each one of us already has the experience we
need to provide great service. Were all customers.
We all make purchases, occasionally get lemons,
want someone to appreciate our suffering, and
resent the callousness we encounter daily with
most customer service systems. We simply lose
sight of it when we're on the operator's end of the
phone or the manager's side of the hospital bed.

So if you want to nurture less stress, more
adaptability, and greater service, hereare someways
to put Gallwey's approach to work in your
healthcare system.

e Look at the assumptions or beliefs you're
working from. Gallwey began with two that
were critical to his success: he believed that
operators already knew how to be courteous
and that his role was to help remove the
obstaclesstanding intheway. What judgments
do your beliefs and actions imply about the
capabilities and motivation of your front-line
providers? How might your own assumptions
about who should do what prevent your staff
from being courteous and sensitive to patient
needs?

e Gallwey started by entering the operators
world with a desire to observe, listen and
understand the current reality of their work
life. Hedidn't assume he knew their work, so

he sought first to expand his own awareness.
How often do you shadow providersor listen
intently to caregivers in order to see and
understand thework from their vantage point?
When wasthelast time you spent aday doing
rather than managing thework? What did you
learn?

e Gadlwey shifted operators attention into the
world of nonjudgmental awareness when he
asked them simply to observe and describe
voice qualities. As aresult, they quit taking
callers moods personally, which opened them
to more naturally helpful responses. So look
for opportunitiesto nurture awarenessinways
that disengage judgment. Invite staff ssimply
to observe how patients respond when they
[staff] say or do things differently. Or have
them guess and log how long they think
patients wait for different services or
procedures, then comparetheir estimateswith
actual wait times.

The sheer act of paying attention to ssmple and
relevant things disengages our judgment and re-
engages our curious and creative spirit. Try
practicing it for a few weeks. You'll likely be
surprised at what you discover.

© PaulaButterfield, PhD, PCC

Dr. Butterfield isaleadership coach,
speaker, and occasional consultant. She
has a Ph.D. in counseling psychology,
an executive MHA from The Ohio State
University, and 20 years of experience
with healthcareleaders. Visit her website
at www.pbutterfield.com. If you have a
leadership challenge you'd like her to
address in EB&E, email her at
paula@pbutterfield.com.

1 Gallwey, W. Timothy. [2000]. The Inner Game of Work: Focus,
Learning, Pleasure and Mobility in the Workplace.  New York: Random
House Trade Paperbacks.

2 Ibid, p. 38.

October 9, 2006 - Page 2



mailto:dlucchesi@cox.net
http://www.ebglaw.com
http://www.womenleadinghealthcare.org
http://www.pbutterfield.com
mailto:paula@pbutterfield.com

— Executive Briefing

A service of Executive Women in Healthcare

Volume 2, Issue 19 - October 9, 2006

Exchange

EB&E Welcomes New Sponsor

ecutiveBriefing & Exchangeisproud toannounce

that ACSHedlthcare Sol utionsisthe new sponsor

f thiselectronic newd etter and amajor sponsor

of the Third Annual National Symposium for Executive
Women in Healthcarein May, 2007.

ACSisaFORTUNE 500 company with morethan
55,000 peopl e supporting client operationsin nearly 100
countriesthat providesbusiness process outsourcing and
information technol ogy solutionstoworld-classpublicand
private sector clients. It offersinnovative and effective
outsourcing solutionsin thefields of communications,
education, energy, financid services government solutions,
hedlthcare, insurance, manufacturing, retail, transportation
and travel. For the past fiveyears, ACS has achieved
record growthwith revenuesclimbing 30 percent annually.

Asan acknowledged |leader inthe hedthcareindustry,

ACSHealthcare Solutions missionistodeliver theright
technology for each client. The group focuses on the
unique needsof each client'shealthcare businessthrough
itsdiversfied serviceofferings.

Themorethan 2,200 professiona sthat comprisethe
ACSHedthcare Solutionsgroup provide market-leading
andyticsolutions, I T and management consulting, revenue
cycleimprovement and transformational outsourcing
servicestoitshedthcareprovider clients. Itsfull suite of
healthcare services enable clients to implement the
technologies and best practices that lead to clinical
transformation and measurablefinancia improvement.

ACS has served more than 4,000 clientsin all 50
states and throughout theworld.

Vist ACSHeathcare Solutionsat www.acs-hcs.com.

Managing and Learning

By Dorothy (Dolly) Bellhouse

ow doyoulearn?Morespecificaly, how doyou

learn and devel op mastery of anew management

skill or anew management approach? Onthe
persond sde, how do you learn and devel op competence
inanew sport or anew game?

In management, acommon approachistointensaly
trainasmall selection of saff, whothen serveastrainers
for therest of the organization. Think of how youlearned
totd quaity management or aserviceexcdlenceagpproach.
Certainly, sx sgmareieson devel oping acadreof master
black beltsto guideorgani zationa improvement projects.
Thisisatried and true gpproach, but whoredly develops
competenceand madery here?Doestraningaoneactudly
Impact management syle?

Let'sconsider how you learnto play golf. You can
read about golf tolearn therulesof thegameand evento
understand the sport's psychol ogy. You can take golf
lessonsto learnthe basics, yet if you do not actually go
out and play golf, you do not devel op competence or
mastery of the game. Consider the professiona golfer.

Heor shecertainly hasread andlearned about golf, taken
lessons, and —importantly — practiced. Yet, theseplayers
have coachesto congtantly improveand refinetheir game
andthey actively consult their caddiesasthey play. "Well,"
youmight say, "they're professional golfers. That'swhat
they need to do to be successful.” | agree.

How doesthisapply to healthcare management?|
consider myself aprofessional manager, don't you? Yet,
until recently, | never considered "practicing” anew
management approach and | certainly did not seek out a
teacher or acoach. But why not? Busynesswascertainly
afactor, yet my colleaguesand | aso believed that we
were capableindividuasand could get thetraining we
needed and, asateam, could then support one another
aswelaunched new initiatives.

Learning anew way to manageislikelearninganew
habit. Any of youwho havetried to changeyour exercise
routineand/or how you eat know it takesawhile before
thenew behavior becomesahabit. Infact, you gothrough

severd stages: (Continued...)
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Firdt, you'reunconscioudy incompetent. Essentidly,
you don't know what you don't know and you need to
learn. (You need to "see" what you have or haven't been
doing or edting.)

Then, as you practice, you are consciously
incompetent. You notice every timeyou aren't applying
your new knowledgeand kills. (Thiscan bediscouraging
and lead to reverting back to old behaviorsunlessyou
haveaway to get yoursalf back ontrack.)

You then moveto the consciously competent stage.
You beginto devel op your new habit, but you haveto
think about it alot. (Youredlizethat you'relearning and
youwill makemigtakes, but you areableto stay thecourse)

L earning to improve your management approach
requirespracticeand coaching. The"learning” of how to
managein order to adapt to our ever-changing hedthcare
environment must be coupled with "doing" thework of
managing—just asprofessond golferscoupletheair learmning
anddoing.

Toyotasrulefor improvement as stated by Bowen
and Spear, says, "...Improvement must be made in
accordancewith thescientific method, under theguidance
of ateacher." Thisstatement signifiesone of thekey
differences between working adaptively usngthemain
tenetsof the ToyotaProduction System. Jeffrey Liker, in
hisbook The Toyota Way, saysthat Toyota" buildspeople
beforethey build cars." Thisappliesto management as
well asfrontlineworkers. "l mprO\{ement must bemade
...under theguidanceof ateacher™ —very different from
how most executivesor management teamswork.

So, asyou and your management team consider how
to makeimprovementsinyour organizationto makecare

moreided for patients, consder how youwill dl learnto
manage differently to support the changingwork. You
can serveasteachersfor your directorsand managers,
but youwill need your ownteachersand guidanceasyou
become consciously competent. While you develop
mastery inyour new habit of managing adaptively, your
teacher will challengeyou for further improvement.

Sincehedthcareisacomplex, dynamicenvironment,
we need to work adaptively. The continuing cycle of
learning and improving isthe essence of adaptivework
andisthekey to sustainableimprovement. Adaptivework
builds resiliency into the organization by building
everyone's capability to respond to changes and adapt
quickly.

I'll closewitha"user" warning. Thisishard work.
Learning to do your work differently requiresan open
mind and the ability to recognize whenyour management
behavior is part of the problem. You need to be
comfortablewith beinga"freshman” again. Youwill need
to recognizewhen you need help and ask for it fromyour
teacher. | encourage you to start learning because your
employeeswant to sustainimprovementsinorder to make
careever moreidesl for patients.

Dorothy (Dolly) Bellhouse is an
Associate at the firm of Kenagy &
Associates. She left a Senior Vice-
President position in the Yale New Haven
Health Systemto join K&A. She holds an
MBA in Health Administration and
Finance from the University of Chicago.
You can share your comments with her at:
dbell house@kenagyassociates.com

1 Spear, S. and Bowen, H.K. "The DNA of the Toyota Production System,"
Harvard Business Review, 1999, September-October.
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