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day in a Kaiser Permanente emergency room recently, sponsoi=. S0 why are sporsors sl in short supply?

and he asked one of the staff members helping him,
=Are you in a unit-based team?™

=(h, yeah,” the staff member said, without much

enthusiasm. “We have one of those.™ 10 Solving the sponsorship bind
The exchange may not have been altopether
surprising, but it underscores the work thar still liss
ahead for those of us who believe—as [ suspect most
readers of this column do—that partnership and
unit-based teams are the right way to do business.

Sponsors coma in far some averdus attention.

Maysayers nurture the old arguments. Partnership I 2

means management caving in to the unions og Lab hailed for cutting taxi costs
conversely, partnership means unions selling out to PDSA = Sae how a taam in tha Northwest saved thousands
LN p Og
management. Some people sit on the fence, dismissing af dollars every quarter.
partnership as a “flavor of the month™ and apparenthy
hoping if they ignore it long enough, it will go away.
Fiftern years after the Labor Management Partnership's
founding agresment was signed—ar 12 flavors a year, + Dtl‘lﬁl’ features
that would be 180 flavors later—whats a partnership
advocate to do? 3 « Around the regions m 13 - Tips and tools
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AROUND THE REGIONS: IN SUPPORT OF SPONSORS

] cotorano

The Ragional Imaging teams in
Colorado are lucky to have two effective
sponsors: Joseph Gonzales, clinical
operafions for Regional Imaging, and
Rebecca "Backy” Tarres, a pharmacy
technician and SEIU Local 105
member. Part of their success, the
pair =ays, is the emphasis they have
placad an =haring infarmation—

with each ather and with their teams.
The pair also figured out a way to
spraad effective practices. Using a
PowarPaint template, the sponsors
askad co-leads to aplain what
they'ra warking on, how it supports
ragional goals, whathar it warkad and
the cutcama. Then, the teams came
togethier far a UET Fair and shared
their PowerPoints.

JEeph Goneales and Rebecia Tomes

LY ceoncin

David Jones, MO, has a tifle unique
at Kaiser Parmanente: assistant ta
thie madical director for wnit-basad
teams. He mabilizes his fellow physi-
cians in the Geargia ragion to gat
inwaheed with LIBTs ard partnership
to improve performance and grow
membership. "The first thing | tell
physicians abaut the UBTs is that it i=
aboutimproving thework that wa're
already daing,” ha =ays. "I's not
about adding mare work, it's about
looking at the work that you're doing
and figuring out hiow ta da it batter,”
Read mare from Jonas—including
hae his exparience with UBTs has
transformed the way he dalivers care
to his patiartz—at LMParinarshipong/
b ecs-wickescea/ oo btz - el p- doc:tore.

wema | MParirarship. g
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& small region, Hawai needad a nowel
approach to sponsorship: Branch aut
rathar than aksays branch up. Initialy,
a five-member unit-bazed team
committes fried o froubleshoct issues
far the region's fledgling teams. Ofien,
thise committes members, who also
had rakes as t2am co-leads or confract
specialsts, were trying to waar too mary
hats and got jammed. Sa the region,
which now has mare than 40 taams,
has tappad 19 people to receive
sporsership fraining. The group
includas middle managers, diractors
and other emacutrees, frontline nurses
wha =erve on the Kaizer Permarante
biaard of the Hawaii Mursas Association,
QOPEIU Lacal 50, and former labor E=am
memkbears ard co-leads.

MID-ATLANTIC STATES

While the Mid-Atlantic States region's
clinical unit-based tzams have
managament and labor co-sparsors,
ancillary departments such as lab ard
radiclogy are spansored in a diffarent
way. & LUBT leadership group mada
up of l[abar and management l2aders
from these areas performs sponsor-
ship functions as a united body.

"We geraerated a vision of cur LIET
sponsorship. We got wary specific on
o wea wiould work together,” says
Jane Lewis, exacutive director of
heath plan regional sarvices and a
member of the group that spansors
eight pharmacy UBTs. The UBT=
rapart their projects and team dynamics
at manthly meetings. The kaderzhip
group reviews People Pulsa, servica
scores, quality results and other
metrics, identifies strugging teams
and recognizes teams that excel,

[] NORTHERN CALIFORNIA

The region has besn on a rall with its
"% Leader's Rok as UBT Sponsar”
fraining. Launched in the spring,

the tutorial gives maragement and
labor leaders an easy-to-understand
yat in-depth lcok at providing
effective support to unit-based tsams
and their performancs improvernent
work. The short, online training
covers everything from outlining

a sporsor's rale and how a sponsar
can model partrership to tips on
developing strong UBT co-leads and
high-perfarming teams. Several
facilties hawe combined the training
with in-person, interactive exercizes,
and early feedback supgesis the
blended approach is striking a chord
with sponsors. The online training
can be found at KP Learn.

"Wy rale as a senior spansor is to
bring the massage of UET= 1o
physician leadership," says Rasjad
Lintz, MD, the region's executive
spansor of LBTs. Linds is especially
interastad in helping teams focus

an autcome matrics—a measure af
thie final result of somsathing, such

as how many patients with hyparien-
sian have thair blocd pressure under
control—and to help ewaryona an
the team understand thatimproving
an process medrics often drives
improwament on cutcomes. Itcan

b= difficult ta zae tha value in
participating in process metrics if team
memberz don't see how it ralates

to the outcome measuras. At the
and af the day, physicians hawa 1o
drive the care,” Lints says. While
warking in UBTs presents physicians
with zama unique challangas, he
beliewas that "if the physicians aren't

angagad, it's a lost opportunity.”

Rersjad Lints, ND

In an effort to improse the quality

of team project information in LIBT
Tracker, the regional LMP suppart
teamn solicited the help of the people
who support the work of teams—
spansors. In Jure, an improsemerit
adwviser mat with Chio's 20-plus
spansors and asked therm bo work
with their teams 1o boost the input of
that data. To illustrate the valus and
rale of quality data in UBT Tracker,
they used the data in Tracker 1o brief
the sponsors on their UBTS' projects
and status. Their approach mads
an impact: The region has reported
an increasse in sponsor engagement,
and several tearrs have raported
performancs and relatiorship
improwamants.

n SOUTHERN CALIFORMIA

The regional Labor Managsment
Partrership department is launching
a new spansor training curriculum
that cowvers the nuts and bolts of what
sponsors do and how they do it.
Tapics include: the rasponsikilities

of sporsaring Eodies {such as halping
define how the teams should ke
structured and guiding =election of
co-leads); coaching skills to help
dewvelop UBT leaders; the similarities
and differences bebasen labor and
management sponsorship; how
managing in partrership differs from
traditional managemant; ard how
the sponsor roke differs from that of
faciliators, project managers, trainers
and consultants. Also included in
the course are basics of the Labor
Management Partnership and
unit-bazed teams, such as the key
elements for UBT success, the roles
and responsibilities of LIBT co-leads
and members, and consensus
decision makirg. For more inform ation,
contact Robart. Fernbach@kp.org ar
Staey.5.Distz@kp.org. (71
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Research bears out what experience shows:
Active sponsors are key to the success of high-
performing teams. How will partnership overcome

the chronic short supply?

E Ii'.! LI

wema | MParirarship. g

If you ask Los Angeles Medical Center sponsors Ilda
Luna and Sanjit Sodhi for the secret to successful
sponsorship, they'll agree it boils down to investment—
of time, tnist and respect—in cach other, in their
teams and in the collaborative work process.

Luna, a family medicine receptionist, and Sodhi,

the chief financial officer for LAMC, didnt know
each other when they were asked to co-sponsor the
Health Information Management, Admitting and
Paticnt Bevenue, and the local business office teams—
teams that were failing to meet performance goals

and were entrenched in mistrust between labor
and management.

=Sanjit said, “Tell me what I need to do to get us

up and running,” ™ recalls Luna, a member of SEIU-
UHW. =1 said, "You need to mest with your teama.

I you invest time in labor, you'll get huge dividends.™

Like most investments, success didn’t happen
overnight—and it wasn guaranteed. But after a year
and a half of perseverance, dedicating time and hard
work to supporting the work of thoss teams, the pair
has watched the departments go from being in the
red in most metrics to secing huge improvements in
areas like attendance and co-pay collection.

*“We're taking on types of projects that we could
never have dreamed of a vear ago,” Sodhi says.

“4nd when you work though relationship issues and
put the focus back on partnership and performance

improvement, it’s highly satisfying.”

What's so special about sponsors?

A 2011 study by Johns Hopkins University,
Rutgers University and Kaiser Permanente identified
five key characteristica of high-performing teams,
including “consistent, aligned and visible sponsorship.”
It confirmed what has been scen throughout the
organization—strong sponsorship and support
from higher levels of leadership are key factors in

a team’s success.

The reasons are straightforward. Many frontline
workers say simply having leaders’ involvement and
support gives their work validation, letting them
know that what they're working on is important,
that their contributions marter. In addition:

» Sponsors mentor unit-based teams and conmect
them with effective practices and other resources
to help them do their wore

= They help break down barders and provide
guidance on setting goals that line up with local

and national peformance goals.
| continues onpages 1----- [
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"You need to meat with vour
teams. If you inwest time in labor,
you'll get buge dividends.”

—ILDA LUMA, recapliontst, ZEIU UHW
memiber and UBT spansar, Los Angeles
Medical Cemer

= They act as role models and advocates for working
in partnership.

*“There are teams that need both management

and labor sponsors to model partnership behaviors,

who can agres to disagres and who can have some

healthy courageous conversations till they get to an

outcome,™ gays Vicki Barkan, the UBT consultant at

the Los Angeles Medical Center. *Sometimes teams

and co-leads haven't experienced that, so they nesd to

o it It really helps to further the team dynamice™

Sodhi agrees.

= As sponsors,” she says, "we have the same common
goals and mutual respect for each other™ that team
members should have, “It trickles down to the resc

of the URT.”

“Sponsorship is a way to help move UBTs forward,™
gays Diane Ochoa, the regional director for Medical
Group Support Services in Morchern California and
a former San Jose Medical Center medical group
administrator. “It’s just like having 2 mentor
somebody you can talk to, to help you with issuss
and celebrare with you, and be there to really
acknowledge the work you’re doing.™

S0, what's the problem?

Yet sponsorship is still a developing area in the
partnership stnacture, even though many regions find
that without active union and management sponsors,
UBTs® performance improvement work: stalls,

SPONSOR PROFILE: PHYSICIAN

TOM HARBURG, MD

Tom Harburg, MD, is the physician in charge at Division Medical Office in the
MNorthwest. He co-sponsors two primary care teams in the medical office along with
the medical office manager and their labor partners. "Doctors can't be cowboys
anymaore,” says Dr. Harburg, referring to physician Atul Gawande's New Yorker
article *Cowboys and Pit Crows.” Harburg agrees with Gawande that doctors need
to work in & team environment and that, as Gawande wrote, “places that function
maost like a system are most successful. ..(where) diverse people actually work

together to direct their specialized capabilities toward a common goal for patients.”
Dr. Harburg talked with LMP communications consultant Jennifer Gladwell about
being a sponsor and the value of having the physician imvolved in the team.

& HANE Fall 2212 | mua 33

Several challenges get in the way, and chisf among
those is time. Sponscrs repeatedly cite the difficulty of
finding time in their regular work to mentor teams.
Labor aponsors face the added challenge of nesding
to cover their dutics when they’re away from their
usual post, lest those duties fall to colleagues.

Even with a commitment from facility and
department leadership to backfill her position when
her sponsorship work takes her away from her
regular job, Luna, who is the union co-lead for
the medical center’s LMP Council, says there isn™t
enotigh time for everything she needs to do.

“But you have to make time,” she says. “T put in my
own time, during lunch and after T clock out.™

Luna’s partner Sodhi agrees. The time challenges has
to be rechooned with—bur its a challenge worch solving.
“I*ve definitely made it a priority,™ she says. “It was
tiring devoting all that time, but I knew that [ nesded
to do that to develop my relationships. In order to
achieve any results, I knew [ had to invest in time.™

*“Capacity”™ iz another word that surfaces when
sponsors talk about challenpes. Identifving people
who can be strong sponsors and ensuring they have
the tools and skills for the role is not casy. Labor
bears the bnint of this barrier, in part because the
unionized workforce typically has a amaller pool
of leaders to draw from than management has.
Many potential labor sponsors lack the consulting
and facilitarive skills required to mentor a team.

What is your role as a sponsor?

As the medical director of the clinic, I work with

the medical office manager and labor partners to help
sponsor the teams. We help facilicare leadership.

I think the strength of the unit-based teams lies with
the grassroots approach. The ideas come from the
front line. My mlk is to help build awareness and
alignment to the goals of the organization and ensure
that our approach is member-centric.

‘We bave to be able
to measure our
rf:'L’."lr'-rJ.FH'.'Jf.'.'.'.'.’ ro see
if what we're doing
has any effect on our
patients.”

—TOM HARBURG, MD
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As a result, union sponsors are in shore supply,
and those few become overwhelmed, with too many

teams to support.

] think that with labog, with so0 much work to do
for our regular jobs, this is too much,™ Luna explains.
=%o a lot of my peers dido®t want to do it {(Or) the
ones who want to do it couldn’t get releassd because
of operational nesds. Patient care comes first, so
operational need is a huge barrier™

Solutions?

Some say succesaful sponsorship won't happen until
aponsors are held acoountable, with their success tied
to performance goals and financial compensation.

But in the meantime, many medical centers and
regions are wrestling with finding other solutions to
these issues. As a first step, some are revamping their
training to clarify roles and responsibilicies, which
many sponsors—both labor and management alike—
say have not been cleac

“It will be helpful for people to understand what they
are suppossd to do and see examples of how that’s
done,” Ochoa says. *This is relatively new for some
labor folks especially, and the more we can give them
the tools to be a good sponsor, we need to do that.”

At the Los Angeles Medical Center, the facility®
LMP Council has made a series of changes in the
last year it thinks will help shore up sponsorship.
Thess include establishing criteria for becoming

What's the bigpest barrier you saa?

The measurement is the biggest barrier. We have to be
able to measure our performance to see if what we're
doing has any effect on our patients.

How do huddles improve the work of the team?

The true benefic of the huddles is communication.
There’s a social aspect to in-person huddles that
allows you to addres issues that pop up. It also
facilitates karning and disseminating information—
like the first day of a new protocol, you can remind
folks at the huddles. I also think it's a morak builder.
Huddles foster good camaradede. We only have
two huddles per week at the clinic, but we hawve
been doing huddles for thres years, We've changed
the time of the huddles based on the clinic howrs,
and now we're going back to mornings.

wma | HParirarship. g

a sponsor, to make sure the right people are in
the role and can model partnership and leadership
behaviors; aggressively recruiting union co-leads
of high-performing teams to become sponsors to
increase the labor sponsor pool; and reassigning
URBTs so a sponsor has no more than five teams.

Ultimately, time and commitment always will be
challenges, but the potential rewards—the culture
change and pedormance improvement work that
come with high-performing teams—make che
imvestment worthwhile. If sponsorship remains a
barder, there is a risk thar teams will get discowraged.

“You have to make the investment, otherwise it won
happen,™ zays John August, the executive director of
the Coalition of Kaiser Permanente Unions. *Kaiser
Permanente was not set up for people to go to work
every day to work 100 miks an houc It was set up to
make an investment in making the system righe.”™

As Luna says, “To be successful, we need sucoessful
sponsors and to build credibility with our teams.
And we want to be successful.™ T3

‘In order to achieve results, I knew I bhad to

invest in time.’

—SANJIT SO0HI, chief inancial oMcer, Los Angeles Medical Centar

What advice do you have for other physician

sponsors to help their teams be successful? WORDS FROM THE FRONT LINE

If anybody is becoming a UBT sponsor or leader, “Dr. Harburg is all abeut
Ithink the training iz good. It% useful for anything the members and is a team
you might do. player. If patients or family
The whole concept of the team versus the individual want to talk to him, h’“ will
iz important. T Atul Gawande wrote a New Yorker ‘mfm’“ that day. His :
article about how doctors can’t be cowboys anymore. Fi“"“"“_“““-"‘ _"‘""" to wait
We have to work in teams. We have to be involved. to see him. He is a good role
We can be leaders. Phiysician invohrement is ultimarely model to others.”
going to be good for patients, and the team helps —RUTH-ANN ERICKSON, RN
make life easier. OFMHP member and tzam
It%s too easy to operate with a silo mentality. In clinical Lo L e
partnier and BT spansar,

practice, we don’t want the lab making a rule that
impacts patient care. We want to maintain leader-

ship of the right thing to do, but having said thar,

Civislon Medical Oifice

you have to involve all the elements to have the team GET IN TOUCH:
imvolved. Are we moving more toward that? 1 &1 Tom Harburg@kp.org
For gure. 71 [p] (A03) TT2-6314
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SPONSOR PROFILE: LABOR

r.

WORDS FROM THE FRONT LINE

“5he's very involved. It's not
like you just see her anca
a month or every other
manth. And you can tell that
she's interested in what we're
trying to say and do. If we go
out of bounds, she'll ask,
“I= this what you meant™"
—LEILANI MEJI&
Heath Irmormeation Management
specialst, OPEIU Local 23
member and uriln co-lesd,
Fremant Medica Cerer

GET IN TOUGCH:
| & kndrea Badallebess @kp.org
[ p] (5100 248-7285
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ANDREA BADELLEBESS

Andrea Badellebess has been a labor co-sponsor in the Greater Southem Alameda
Area (GSAA) in the Morthern California region for seven years. She sponsors 37 teams—
including EVS, Health Management and the pharmacy UBTs, all of which include

about whose job it is.”

First: How do you sponsor 37 teams?

Mostly, [ do it electronically. I look at team meeting
minutes on the shared drive and look at UBT Tracker
to gee where they are on projects. For thoss teams
that are unique and nesd additional pushes, T work
with our UBT consultant and visit them more often.
If they're a Level 5 team, I try to get to mestings at
lzast two to three times a vear Then I have teams
that need a lictle more motivation. I have to visit
thoss teams more often to ket them know they're not
by themsehes S0 it%s kind of hard. But you have to
let them know you're chere.

What's the state of sponsorship today?

The work of sponscrs has evolved slower than

the work of unit-based teams. At one point,

teams thought their consultants were their sponsors.
But that’s the beauty of this whole performance
improvement thing—it is its cwn ongoing small
test of changes. Everyone is learning as they go.
Theres been a whole new culture change.

What about sponsorship needs improving?

Her in the GSAA, we have been taking steps to
improve union sponsorship especially. There ar not
enough people who can wear that sponsor hat.

So now we are looking for stewards who want to—
and have the capacity to—be sponsors. They have
to be capable of seeing the common barriers teams
face. And they have to either know who can remowve
those bamiers or to point their teams in a different

OPEIU Local 29 members—by "spreading myself around as much as | possibly can."
In talking with LMP communications consultants Shawn Masten and Cassandra Braun

about the challenges and rewands of being a labor sponsor, she introduced the idea
of a *family team"—a team that is above even Level 5, when “teams just interact and
do what's neaded...It"s a real partnership. And it's unspoken; it just gets done. i's not

direction. What we're doing is providing the training
and development needed for stewards to succesd as
sponsors. This is a significant shift, and one that we
hope will make a difference.

What do you like most about being a sponsor?

One of my greatest thrills—and sometimes one of
my hardest jobs—is helping UBT members recognize
that if they speak up they will be listened to.

This is still hard for some, especially those skeptical
that this whole unit-based team thing isn just
another experiment that will pass. But this is what
Teell them: *You are the experts. Who knows how o
do your job better than youd™ Once they realize they
are the experts and have a say, and they are heard,
they become a partner. UBTs make the frontline staff
become partners. You're not just a worker, you're

a partner, and you have a say in what’s going on.

Can you give an axample where the workers solved
the problem?

Owur call center operators were having a problem
with elderly members getting hung up on or calls
being dropped after they were transferred. They came
together as a unit-based team and found a solution:
Instead of simply putting such calls through, they
stayed on the line and would talk wich the person at
the other end, explain who the member was and why
they were calling. They had a problem, they sobeed it
and there was no finger-pointing, no blame, 273
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SPONSOR PROFILE: MANAGEMENT

LINDA [ BOLHELT

Linda J. Bodell, a former clinical nurse specialist, spent much of her career in critical
care settings where patient cases often are unstable and complex. She learned to be
watchful and attentive. Today, those lessons define her as a sponsor of four teams at the
Fontana Medical Center. She meets with her teams and her labor partners each month.
Her personal goal is to understand what works and what doesn't—and to get to the
“why." Bodell's teams praise her for guiding them through facility and regional business
goals, yet trusting the teams to find solutions that deliver needed results. She talked
about being a sponsor with LMP senior communications consultant Anjetta McGuean.

Please share one of your best practices.

Show up at team mestings, even if it’s only just ones
15-minute window. It%s once a month per team.

It essential. There is no substitute for being present.
Let your teams tell you whart they are currently working
on. You tell them what’s going on...because they
need it to complete their projects. successfully, They
haven had a bloodstream infection in 16 montha?
They need to hear where they are being successful.

Would you describe an instance when you
removed a barrier?

A wear and a half ago, an R and PCA {personal
care attendant) from one of my teams asked to get

a blood pressure machine that could stay on the unit.
I did that—we had a department closing. I acquired
a unit that could stay in one of the isolation rooms.
It% just those little things that make a difference in
their work experience every day.

Are there aspects of your experience that have
enhancad your sponsorship?

I have served on several nonprofit boards and as

a volunteer, in different areas of health care and in
Oman and South America, and that’s abour taking

a service to people, and it%s the same thing I do here
as a sponsor It my job to serve them so chat they
have everything they need to do their job the best
they can. I know they care about their patients and
their colleagues. They need to know that 1 care about
them and what they do, and that it matters.

wma | HParirarship. g

Have your teams ever solved something you
thought was unsolvable?

Iwould ask them! But the 4 West Med-Surg team
was having a difficult time with workflows and
getting to their supplics. They work where thers are
long halkwrays, where the 34 beds are arranged in

a rectangular shape around the wnit. This did not
look like a process that could be fixed. They did the
spaghetti diagram on how many steps nurses take.
And the scaff, together, made decisions about how
to change, where they have ctheir supplics, and how
they were arranged. They worked on their workflow.
Mow the service scores are phenomenal.

What inspires you each day in your duties
a5 3 Sponsor?

So when you know what the goals are and whar the
actual plans are, and you go out and round on the
department, and you can sse those in living proof—
it’s just exciting to see that this process really affeces
practice and activity at the unit level. =23

WORDS FROM THE FRONT LINE

“She really has an open doar
and an open heart. Linda has
been a wonderful mentor.
She is patient and stays calm
under pressure. She knows
hew to lead you without just
handing you the answers.
She keeps you focused on
what's important.”
—LETTY FISUERDA, RN
Assiskamt dlinical drectar
ard maragement co4dead,
4 East Med-Surg LET,
Fortana Medical Canter

GET IN TOWCH:

¢ Linda.) BodallGkporg
|7 1904 427-4156

‘It’s my job to serve them so that they bhave
everything they need to do their job the best

they can.’

—LINDA J. BODELL
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AS THE EVIDENCE MOUNTS THAT HIGH-FERFORMING
TEAMS DELIVER BETTER RESULTS, FIGURING OUT HOW
TO GET TEAMS THE SPONSORSHIP THEY NEED BECOMES
EVER MORE IMPORTANT

Article by:

CASSANDRA BRAUM

10
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It'E— hardly a secret that sponsers are critical to a

unit-based team’s performance. Look at any high-
pedorming team, and you're likely to find an engaged
sponsor The link is so fundamental that teams can
be rated at Level 4 or 5 on the Path to Pedformance
without sponsors.

That l=aves teams with a Catch-22, however, because

they can't control whether they have sponsors or how
effective thoss sponsors are.

Paradoxically, despite the clear links berwesn
sponsorship, high-performing teams and resules,
gponsorship has not received as much attention as
other areas in the partnership stnicture.

*“We have had a plan for team development but not a
plan for sponsorship,™ says John August, the executive
director of the Coalition of Kaiser Permanents
Unions. But that, he says, is changing with the 2012
Mational Agreement, which took effect Oct. 1.

The agreement cutlines prescriptive measures to
strengthen sponsorship organization-wide, mandating
that “sponsors will receive more comprehensive
support to be effective in their role.™

“TEOMLE PuLiE"
G REST IO

My Fporm. T
| effeninly o o W

-

As a first step, the Office of Labor Management
Partnership conducted a study this summer thar
surveyed mope than 8,700 co-leads, sponsors and
UET consultants and inchided focus groups and
dozens of one-on-one interviews.

“This iz & great opportunicy to impact sponsorship,™
says Janet Coffman, the coalition’s director of education
and transformation. “Sponsorship can feel so far
away when i’ ineffective, but when it works well,

it can be the key to UBTs” success.™

The preliminary results give credence to the

anecdotal, recurrng complaints about sponsomship.

The frequently expresssd concerns documented by

the study include:

= Multiple and inconsistent training for sponsors.

= Limited leadership development training, tools
and resources

= Poor comprehension and inconsistent use of tools
and processes,

= Inconsistent engagement and oversight of sponsors by
execttive management, physician and labor leaders.

s w LEFuinaship. g
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‘Part of the
sponsorship
conversation
is, how can
people at the
front line have
sponsorship
roles?’
— DOMMA LYNNE,

Graup presdant, Kaker

Foundsation Heath Plan
and Hasplals

wma | HParirarship. g
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= Pew opportunities for sponsor-to-sponsor sharing
and networking.

= Limited resources available to assist in addressing
complex UBT issucs.

= Lack of an organizational plan and commimment
to develop UBT sponsorship as a business strategy
across management, physician and labor groups.

» Perception of insutficient funds and staffng
allocated to sponsorship worle

The preliminary report also offers recommendations
ranging from integrating sponsor development into
kadership development and establishing networks
for peer-to-peer coaching. Ocher sugpestions include
eatablishing common standards and measures for
sponsor performance and accountability, assessing
skills and knowledge gaps, holding “successful
sponsor™ town hall presentations, and creating
asponsorship mentorng program to link sponsors
across team levels and roles.

The sudy’s findings and recommendations got a
positive reception when they were presented to the

Y \1\1‘1\‘\‘““ lm

regional presidents and Bernard Tyson, KPP president
and chief operating officer, at an Ocrober mesting,.
“We emphasized that whil we have made good
progress...we've now moved to a different standard,
which is moving to high performance,” says Donna
Lynne, a group president of Kaiser Foundation
Health Plan/Hoapitals and president of the Colorado
region, who presented the findings with August.
“Sponsorship is part of the pathway to get teams to
Level 4 and 5. We said, “You have an obligation as
senior keaders...(to) make sure there’s adequare
sponsorship below you.™

In addition, Lynne says, “Since UBTs allow front
line workers to be involred in how we meet strategic
goals, part of the sponsorship conversation is, how
can people at the frontline have sponsorship rolesd™
The study’s recommendations are still are being
reviewed, 50 it remains to be seen which will become
action irems.

But the problem is clearly in the limelight now. =3
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Article by:

JEMHMIFER GLADWELL

FEATURED CEFARTMENT:
Laboratory, Morth Lancaster

Medical Office
REGIOM:
Morthwest

VALUE COMPASS:

Most Affordable

1%
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Each issue, Hank features a team that has successfully used the “plan, do, study, act”
(FDSA) steps of the Rapid Improvement Model {(RIM). Find out about other teams’
successful practices and learn more about how 1o use the PDSA steps by visiting

LMFartnership.org/ubt.

IREAS "R NS | ANC

SMART goal

Beduce the number of stat specimens—those needing
urgent processing—~chat are transported by taxicab by
80 percent from Q1 to Q2.

Team co-leads

Denise Greenwade, phlebotomist, SEIU Local 49;
Barbara Melson-Whitford, supervisor

Small tests of change

The lab worked with Kaiser Permanente’s internal
transportation couriers to have them make the stat
deliveries part of their regular routes.

Result

The team saw a decrease from an average of 42 cab
fares per month in the first quarter to an average
of three cab fares per month in the sccond quarter,
a 93 percent reduction in the use of cabs that
resulted in a savings of about $2,300 per month
compared with the same time last yeac

h LTt

¢

ey

Background

The Lancaster lab% long standing procedure was to
send stat specimens by cab to the Skyline Medical
Office across town for processing. One day, UBT labor
co-dead Greenwade was handing off a specimen to a
cab driver when Gene Butolph, a KP courier, happened
to overhear her conversation with the cabbie. Butolph
made the suggestion thar the specimens be transported
by the couriers, who have regular routes to Skyline.

Greenwade worked with the couriers’ scheduler
hawe the lab added to the routes. She verified the stat
orders still would arrive quickly enough to meet the
time requirements.

With the new system in place, Greenwade says, “The
couriers cekebrated with us. If%s kind of contagious.™ 71

SHERE YOUR BEST PRACTICE

Has your teem succassfully used the POSA steps to improve samvice,
quality, affordability or the work environment? Enail Hawkabout it st
hank@kp.org,

e w L Farinaship. g



THREE STEPS OF SYSTEMS THINKING

Systems thinking helps break down silos by looking at the interaction of all the pars in
a system whan solving a problam. It takes account of how improvements in one area of
a system can adversely or benaficially affact ancther area. Leaders and spensars of
unit-bazed teams can coach taams foincorporate systems thinking into thair day-to-day
waork and small tests of changa.

3tep back and consider the problem within the bigesr system.

Fezus on patterns of beheviors over time, rather than a
single event.

Frzus on the specific system within the organization's control
that iz responsible for paformance issuss,

IDENTIFY THE
PROBLEM

BRAINSTORM
SOLUTIONS

Lok for the caus= of the problem or insficient workdios.

Understand the fesdback loop and ongoing process that
reinfiorczs the problem.

Take advantage of the collective brainpower of the group to
solvethe problem.

Cragte & list of differsnt poasible solutions.
Evaluate the solutions to s=e whether they ame realistic.
V| Corduct small tests of chanps to s=e whether an imprvement
can k= made.

‘Some people who weren’t participating
didn’t think their voice mattered. I told
them, YES, IT MATTERS!

—DEMISE GREEMWADE, phiabotomist, SEIU Local 49

AVERAGE NUMBER OF CAB FARES PER MONTH

i 42

e T T P PP

% 3 EIEJEH?ETE $2,3ﬂﬂ

SAVINGS PER MONTH
F--- - -*-

wema | MParirarship. g

TIPS AND TOOLS

Ten essential tips for sponsors

Sponsors ara the go-to peopla for UBT co-leads,
providing resources, guidance and oversight for
teams—and effective sponsorship is one of the
most important ingrediants for a high-parforming
unit-based team. If you're a sponsor, provide
your teams with the support they nead to create
an enwironmernt wharz UBT membsars are always
leaming, always improving, always innovating,

1. Make it a priority 1o be involvad. Provide feed back
and hald teams accountable for action plans.

2. Coach and martar co-laads; connact them with
apportunities o devalop needed skills or knowledge.
Deweloping strong team members will 2aza your wark
in tha lang run.

3. Takea time for face time. Walk the floor with team
members and cccasionally attend UBT maetings.

4. Share expactations up front with your co-sponisor and
team co-leads. Define hicw youll maka decizions and
haw you'll communicate—and how aften.

5. Helpteam members build their problem-saking
skills by having them develop salutions, but if thare
are barriars autsida the co-leads' ar team'= scops,
get buzy breaking them down.

5. BEducate your teams about local wark plans and
ragional performance pricrities so thay can work on
thie right projects. Be surs, too, that things team
members care mast about gat addrassed.

7. Celabrate and highlight succes=as, both large and
small, by rewarding individuals and teams in a way
thatis maaningful to them—eahether it's an email,
party, lunch or a parking spot for a maonith.

2. Sacura the resaurcas yaur teams nesad to gat work
dane, such as fima for regular trainings or meetings
and access to data that will help benchmark their
perfarmanca.

9. Esztablizh a basaline Path to Performance rating.
Assist teams in understanding the rating and connect
thiem with resources or successful practicas that will
help them bacama high parfarming,

10, Enzura teams ara documenting thair wark regularly,
accurately and concizaly in UBT Tracker.

Thesa practices are gleared fron reparting done by LMP Communica-
tians acrass Kaizar Parmanents and fron LM education and training
meberials. They are intanded not a3 & definitive list but 23 & starting

point far tean discussions. Go o LMParimership.orgitentips far links
to stories and toola to hel p sponaors. (23

HANK Fal 2012 | ksua 33 13



=1 PARTNERSHIP HISTORY £73 PUZZLES AND GAMES

LMP turns 15 MEET THE FALL LMP STAR!

Zondra Lewis-Brooks, an LVM2 in the Dermatology
department at Southern Califarnia's Anabsim Medical
Canter and a member of SEIU UHW, has been a

Kaiser Permanente employee sinca 1997—but har
azzaciation with KP starbad whan sha was 5 years ald
and became a membar thanks to her dad's employment
with Calirans. “l lowe Kaizer and the parinership and

tha unity,” she says. "One of the things | enjoy is how
they're always ancouraging us to further cur education.
And Kaiser's just 50 into courtesy for patients—io treat
O Oct. 1, as the new national agreement took effect, the patiznt as you'd like to be freated

Kaiser Permanente’s Labor Management Parmership
also officially celebrated its 15th anniversary—
the largest and longest-lasting labor-management

BE OUR NEXT 5TAR! Here's how:

partnership in the United States. In the past decade 1. Complete sach puzzle/game on the NOTE Al E"hi“_ﬂ“t have the mf‘f“”’ F'-‘_'ﬂ“‘r

and a half, it has grown, evolved and chrived. Today, opposite page. E“““;m“t"":llfpl-r:‘“:?jdt' the Tﬁ:‘:f:'“;

the partnership covers 95,000 workers from 29 : round: Qur pane JUdgEs W r the
1 2. Hawe fun filling eut the HANK LIBES. nust creative HANK LBS.

union locals, as well as 20,000 frontline managers and

15,000 phiysicians. The historic agreement and working 3. Mail the page .tu: :
strategy has not just benefited workers” salaries and LM Communicaliona/t nk,
benefits, which Icad the health care indisstry. The 1 Kaiser Flaza 24L, Gakiand CA 94512 TR L e
: B o ard pames at LMPartnership. or gfpuzz les-and-
people who do the " day have 3 viice ar scan it in and email it to hank@kp.org. Eﬂiﬁ ; v

and cwnership in the organization’s pefommance.

Partnership started in 1997, emerging from mounting
atrife between Kaiser Permanente and its unions

that threatened to derail the organization. Instead of
continuing a traditional approach and launching a
campaign against KP that ultimately could damage
it—and the workers it employed—the Coalition of
Eaiser Permanente Unions approached KP leaders
with an idea for how to do things differently.

In forming the partnership, the parties agreed to
work collaboratively to improve the quality of cars
for KPPs members and communities and help KP
lead the market in health care, while providing job
security and the best place to work for its employess.

LMP leaders have described partnerships evolution
as one from LMP 1.0, the carly years of laying the
foundation for working relationships, to LMP 2.0,
which has brought the advancement of performance
improvement through UBTs. But there is still much
work to be done before parmership is a seamless
way we do business.

“The LMP is a journey—it is not a thing,™ says John
August, executive director of the Coalition of Kaiser
Permanente Unions. “The LMP iz labor, management
and physicians transforming KPP so we can transform
health care.. .and we are succeeding.™

For an LMP history timeling, go to LMParmershiporg ard tpe
lenp timeline in the ssarch bex an the hona page. 0

14 HEME Fell 222 | Imua 33 s w LEFuinaship. g



WHO'S THAT PERSON?

In =ach izsua of Hamk, wa will feature
samacna praminant from Kaiser

Permananta on the front cover. GEENEE
CAN YOU RAME THIS FERSONT o = R
THNPGPN

STAMPE

ECMAMPE

CEMMMLC

WHERE'S THE MISTAKE? E ? L ; : I|-|
In 2ach izzua of Hamk, thera will be a purposaful mistake ODEEATS
hidden zomewhera in tha pagas. Can you find it? SEMMETERE
1 FOR EXAMPLE. ETNEME

R LGHNOI

_hlul.d.q_d_hu.huuix._ |l A1 TRER

EELASTE

= YOUR ANSWER FOR THIS 155WE: G OALSA
RETGFE

LSRR ACH

HAMNK LIBS: Calling on sponsors!
DIRECTIOMNS: Befora reading an, hand this ta a fellow amplayes and ask him or her ta

raad aloud the description for each blank and write the answer you give in the spaces.

Cince upon a ime, a unit-bazad team in hit a

[EF reglan ) [ aljesativa |

roadblock. Team members were trying to work on but they couldn't gst

[ peror manos |npnvemsr oplo |

that thay raally had a

the data to thair

[verk )

Someone on the team suggasted thay

[ phral mam { o

out iz their s porsors to see what
[verk

thay might have. Lo and behald, tha sponzar was able

[ phral gam { ol ors: |abor, e egement, pleysobn
to tap into a that gawa the team a baseling metric. Someat mes when
[ rcim )
you get you just need a frash sat of on the problem.
[werhi {mdypart
Sponsors have a key role in tha of LUBT=. With EQOMSE,
[m ] [ aed ety
wa can be a arganization that provides the cara to our
[aijsativ | i nijative |
and is a place to wark far aur
[ phral gam { o nathve [ phral pom )
Jubmittad by PaEkin
Ragln Facitty
Fhame Emall
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WORD SEARCH: Sponsor essentials
DIRECTIONS: Use this word search to unlock the key wards to successful sponsorship.

PATH TO PERFORMANCE
PRICRITIES
ALIGHNMENT
GOALS
REVEARD
RECOGMITION
COACHING
TRAINING
BARRIERS
EXPECTATIONS
REZOURCES
MODEL
ACCOUNTABLE
LABOR
MAMAGE MENT
SPONSOREHIP
EMGAGEMEMNT
ROUMDING

DD rrOoZ2—0Z2C 030 mZE
N —O0OZmMmxETmMO A 4 — 0O = W
—MmMHAoOZ_uaoamMmZEZ o —I =02 —
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MEETING ICEBEREAKER

Aure you my partner?s In praparation for tha activity,

a facilitator comas wp with a list of things that go
togathar in obwious pairs and then writes one of

tha ferms of each pair on separate slips of papar

(e.g., salt written on ane papsr, pepper on anathar).
The list shieuld haws half as mary pairs as thera are
graup members, sa thers is a slip for each persan.

To start the game, the facilitator tapes ane of thesa =lips
on the back of each partici pant without letting them
read it. The facilitator then instructs the partici pants ta
mingle and, asking anly y2s ar na quastions, figure cut
what is written ©n thair back and find their matching
partrier. Once partners hawve found each ather, they sit
down and learn thras inferesting facts about the other
per=on. Then, the faciitator has each person introduce
his ar har partnar o the rast of the group and share
cna af tha interesting facts. Time: 20-25 minutes.

MEDICAL TRIVIA GUESTION

T ar F = Onie of the earliest known prescriptions

for contracaption, capturad on an Egyplian papyrus
dating arcund 2000 BE, recommeanded a combination
af honey, soda ard crocodle dung.

HAHE Foll 2012 | Bsua 33
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SPONSoRe ARE,
AMATING & N TOTS,
COURAGEOUS roa CHESS

s METONS e
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Long ago, Joe D. Bossman was one
competent administrator among many,

dispatching emails and returning phone
calls but seldom

a conversation with two
team co-leads struck him like
a lightning bolt, and he was transformed,
Today, he spends time with al) of his

teams and helps them succeed, earning

his new name of... SUPREME SPONSOR!

BREAKS D0WN BARRIERS

e e

CONNECTS TEAMS WiTH SUCCESSFUL PRACTICES

N o wr

HELPS SECURE NEEDED DATA

i g

MPROVES PROBLEM-SOUVING SIS

e T "
;

e
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s A

stepping from his office.
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COLLECT THEM ALL! o

1)
L spoNson

PHYSICIAN (7 MANAGEMENT (3) LABOR
~ SPONSOR > sponsop

EVERY TEAM NEEDS MORE THAN ONE!

= Sponsors, check CUt &
sponzar-toalkit,

pansor boalkit at

» Teams, learn maore abouyd
ubtiworking.wi th-yo

waorking with your <

Ur-Spansor.

artnership.:rg.ﬂ:mkilsf

Ponsors af

a:tnmhrp.nrgf
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