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Times Are Changing
By John W, Kenagy, MD, MPA

year ago, | started writing abook on healthcareinnovation. My god was
toshow how our struggling hedthcare system coul d benefit from combining

thestrategy of Disruptivelnnovation with theleadership and management
capabilitiesof transformationa companies—particularly Toyota
My godl isgtill thesame. Thebook will be published early in 2009. But, now,
suddenly, timeshavechanged. Asl penthiscolumn, itisno secret that theworld
hasbecomeamuch different place.

Themessageisclear: It'snolonger just astruggle. Facingthefacts, theU.S
hedlthcare system isseverely out-of-baance, if not broken. Ontop of that weare
not going to buy or borrow our way out of thisdilemmabecause, suddenly, the
financial systemsof every devel oped country havebeen, and will befor sometime
inthefuture, severely damaged. Findly, hedthcarereformisnot just anAmerican
problem. Every hedthcare systeminthedevel oped world faces severe challenges
of risng costsand diminishing access. Andtheanswersarenotinsight.

Thesearechdlengingtimes. Thetattered fabric of business, insurance, finance,
hedlthcareand government inherited fromthe 20th Century isunravelinginthe 21<.
Whilethe ultimate consequencesareunknown, onethingiscertain: Theworldin
which wework israpidly changingin complex and unpr edictableways.

But, chdlenging timesal so present great opportunities. History isclear that, in
periods of rapid change, highly adaptive organizations have great competitive
advantage. They dowonderful things. They makeadifferencel

If youwant to makeadifferencein healthcare, thisbook iswritten for you.
Entitled Designed to Adapt: Leading Healthcarein Challenging Times, it shows
how you (and peoplelikeyou) can becomedifference-makers.

Centered on healthcare specifically, each chapter developsand trandatesthe
evidence-based and redl-life experiencesthat show how successin changing times
isdependent on recognizing and then acting on three cong stent lessons|earned by
successful adaptiveinnovators:

1. TheChalenge—Your futuresuccessisnot dependent on what you have
doneinthe past or are doing now, but rather on how you adapt what you
aredoing to acongtantly changing environmern.

2. TheWarning—Thestructuresand syslemsof your current organization and
thehabits, behaviorsand va uesof the peopleembedded withinthem dways
dow, stdl and usudly stop adaptive change (Disruptivelnnovation).

(Continued...)
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Times Are Changing (Continued...)

3. The Opportunity — Those few organizations
drategically and operationaly " designed to adapt”
have competitive advantagein arapidly changing
world (Adaptive Design’).

Therefore, the evidence is clear on what to do.
Achievinglagting resultsmeansmuch morethan holding your
ground or just changing "things," likefacilities, processes,
product lines, technology or org charts. Sustainable
competitive advantage a so requires changing mindsand
developing peopleto continually adapt by rapidly cresting,
testing and validating new waystowork.

Thosearethefacts. Now thehard part: Howtodoit.
Thedifficulty isalwayshowto cons stently executeinthe
faceof organizationd barriersand theinertiaof people(eg.,
gaff, phys cians, management, government, even patients)
who don't want change. But thereisatested solution. As
youwill discover inthisbook, AdaptiveDesignistheproven
"how-to" method for making adifferenceinhedthcare.

Adaptive Design isbased on Disruptive Innovation
strategy and the leadership and management principles
Toyotadevel oped to continually adapt. What's Toyota's
"disruptive" secret? Surprisingly, itisnot "better process
improvement” but rather their unique leadership and
management methodsthat are"designedtoadapt.” While
formerly stronger companiesfail, Toyotaadapts, survives
and growsby building into their organizational DNA the
capability to change mindsand devel op peopleto adapt to
meet complex, dynamic, unpredictableopportunities.

Thisbook showshow that same adaptive capacity can
work for youin hedthcare!

The chapters offer instruction on how to lead in
chdlengingtimes. Butitisnot just for senior management.
InAdaptive Design, everyoneisempowered and everyone
isaccountablefor taking thelead in adapting their corner of
the organizationto thenew reditiesthat surround them.

For healthcare, leading in challenging times means
revitdizingtrugt, optimism, high performanceandinnovetion
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that makesadifferencefor patients. That'severyone'sjob.
It'satough uphill journey, but you candoit. Designedto
Adapt: Leading Healthcarein Challenging Timeswill
show you how.

Contact mea jkenagy @kenagyassociates.comand you
will be notified as soon asthebook isavailablein early
2009. Timesarechanging. Now isthetimetolearnto
adapt.

Dr. Kenagy is busy finishing his book
that will be published soon and ashiscolumns
inthisnewd etter indicate, it will focuson how
management createsorganizational capacity
for innovation. You can contact him at
jkenagy@kenagyassociates.com. ©2008 John
W. Kenagy, MD, MPA, Director, Kenagy &
Associates, LLC (K&A)
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About
TrendLeader ]
[ Connections

FYA - For Your Advantage is brought
to you by TrendL eader Connections. The
function of TrendLeader Connections is
producing educational materials and
seminars that help healthcare executives
differentiate between fads and trends; and
making connectionswith "Trend L eaders®
within the healthcare industry.

We are committed to delivering new
perspectives and ideas, creative and
innovative hedthcare solutions, provocative
concepts and quality educational materials
to today's healthcare leaders. We want to
concentrate on "what comes after what
comes next."
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Are You Participating in Obama's Healthcare Reform Discussions?
By Rick Kneipper, Chief Administrative Officer and Co-Founder of PHNS

re you participating in the healthcare
A dialogue invitation from President-elect
Obama? Mr. Obama is encouraging
interested Americans to host informal gatherings
between December 15-31, 2008, to brainstorm about
how to improvethe U.S. healthcare system (see his

transition website at www.change.gov and click on
the"Health Care Discussions' box):

"In order for usto reform our health care
system, we must first begin reforming how
government communicateswith theAmerican
people. These Health Care Community
Discussionsareagreat way for theAmerican
people to have a direct say in our health
reform efforts.”

Tom Daschle, Mr. Obamasnomineefor secretary
of health and human services, expects to attend at
least one of these healthcare discussions, and will
prepare adetailed report for President-elect Obama
on the discussions.

President-elect Obama has made healthcare
reform one of histop priorities. During the election
campaign Mr. Obama emphasized that his major
healthcare priority would beto ensure broader access
to healthcare for the uninsured. He stated that his
plan "builds on the existing healthcare system, and
usesexisting providers, doctors, and plans." Heaso
has stated that " Under the Obama-Biden plan, patients
will be able to make healthcare decisionswith their
doctors, instead of being blocked by insurance
company bureaucrats.”

However merit-worthy and necessary healthcare
reform might be, there are several blockbuster issues
that may make it extraordinarily difficult for the
Obama administration to enact any major healthcare
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reform. First and foremost, our continuing economic
meltdown is and must be the number one priority
until itisresolved or at least on theright path, which
unfortunately most think won't happen until at least
late in 2009 or in 2010. Secondly, Mr. Obama's
healthcare reform proposals are going to require
major new monies, and it is doubtful that there will
be any monies left after the hundreds of billions/
trillions of dollars being thrown at our economic
mess. Andfinaly, true healthcarereformwill require
major actions by Congress, which repeatedly inthe
past has been unwilling or unableto adopt the needed
fundamental reconfiguration of our entire heathcare
system and instead has tended to adopt small,
cosmetic band aids.

Nevertheless, Mr. Obamais the President-elect
because the A merican peoplewant major changesin
our country and believe that he is the one who can
makethat happen. And he might just be ableto pull
off major healthcare reform, so shouldn't all of you
hospital CEOs be participating directly this month
in his grassroots healthcare reform
discussions so that you can have a
significant voice in any such
reform?

I would like to hear your comments.
Send them to:
Richard.Kneipper@phns.com

-

Season’s Greetings from FYA!

We wish you a joyous holiday season,
a prosperous New Year
and good health to enjoy both.

"
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Uninsured Put a Strain on Hospitals

s increasing numbers of the unemployed and
A uninsured turn to the nation'semergency roomsas
amedical last resort, doctorswarn that the centers
— many already overburdened — could have even more

trouble handling the heart attacks, broken bones and other
traumasthat definetheir coremission.

The New York Timesreports even beforetherecession
became evident, many emergency roomsaround the country
were already overcrowded, with dangerously long waits
for some patients and the frequent need to redirect
ambulancesto other hospitals.

"We haveno capacity now," said Dr. AngelaF. Gardner,
the president-elect of the American College of Emergency
Physicians, which represents 27,000 emergency doctors.
"There's no way we have room for any more people to
cometothetable."

Inanew report, her group warnsthat the nation'ssystem
of emergency roomsisin"seriouscondition.” Dr. Gardner
arguesthat any public discussion of overhauling the current
health system must include the nation's emergency
departments.

The number of patients coming to emergency
departments has been steadily increasing. Hel ping push up
that volume have been the growing ranks of the uninsured.
But eveninsured patientswho have no quick accesstoregular
doctors are al so showing up —among them older people,
who represent thefastest growing popul ation of emergency
roomyvisitors.

Sofar, therearenofirmfiguresontherecent influx. But
even two years ago, when agovernment survey found that
theannual volume of visitsto emergency departments had
reached 120 million—athird higher than adecade earlier —

doctors considered many emergency roomsoverburdened.

Now therecession, whosefull impact isyet to be seen,
threatens to make conditions even worse, emergency
doctors say. Hospital sare absorbing increasing amountsin
unpaid medical bills, and some are already experiencing
much higher numbersof patientswithout insurance.

Some patients are people who have delayed seeking
medica careaslong asthey can, likethosewho arriveduring
an asthmaattack after deferring treatment. Doctorsaround
the country arereporting treating people who seemto have
no other option. Astherecession continues, many officials
of the college of emergency physicianspredictitisonly a
matter of timeuntil therising number of uninsured and the
delaysin getting primary carecreateacrisis.

Oneof thedoctors major concernsisthelong waitsby
patients requiring a hospital bed. The doctors group,
surveyingitsmemberslast year, learned of at least 200 degths
related to the practice of "boarding" —inwhich patientson
stretcherslinethe corridorsuntil they canbemovedintoa
bed.

"Crowdingisanationa public hedthproblem,” said Dr.
Jesse M. Pines, an emergency physician in Philadel phia.

Dr.AnnS. O'Malley isaphysician and senior researcher
for the Center for Studying Health System Change, a
nonprofit group in Washington that has studied emergency
sarvicesindifferent communities. While some hospitashave
taken steps to reduce crowding and move patients more
efficiently from the emergency department into rooms, Dr.
O'Malley said, others have responded by expanding their
facilities—attracting more patients.

"Emergency departments,” she said, "are a kind of
barometer of the general health of therest of the system.”
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PHNSisan innovative hedthcare services company providing strategic outsourcing
servicesin information technology, health information management and receivables
management to over 400 hospitals. PHNSisnot aconsultant, vendor or software company
but a partner, a solution. PHNS understands healthcare because our partners are

'

healthcare and healthcareonly. Unlikeitscompetitors, PHNSstrategicaly aignsitself with ahospita'sclinical and
financial goalsand objectives. Throughitsuniquebusinessmode, PHNS reduces costsby aggregating, consolidating
and sharing resourcesamong its participating hospital partners. PHNS hel pshospitals manage information systems,
computer technol ogy, patient records, coding and patient billing toimprove patient care, safety and efficiency and
increase profitability and efficiency. For moreinformation, visit www.phns.com.
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