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Objectives

• 1. Understand the three competencies that must be mastered to 
“Lead with Excellence” in todays data and analytics based digital 
work environments

• 2.  Understand the basics of data and analytics literacy and 
excellence

• 3.  Understand the basics of leading change – introduction to 
change management and adaptive leadership principles



Background

• Been in Healthcare since 1984 – EMT, Paramedic, Paramedic 
Educator, Emergency Physician, Medical Director of EMS Systems, 
Flight Programs

• Chief Medical Information Officer (CMIO) since 2014

• Interim Chief Information Officer (CIO) from 6/2016 – 1/2019

• Chief Health Analytics Officer (CHAO) – since 1/2019

• Finishing up Masters of Science in Data Science (MSDS) with 
specialization in Artificial Intelligence through Northwestern 
University



Audience backgrounds

• Students – what fields

• IT – technical

• Informatics

• Data and Analytics / Business Intelligence

• Health Care Professionals

• Leadership

• Other



Why this topic?

• Knowledge Workers – Most of you

• Peter Drucker – “The founder of modern management”

• Thomas Davenport (Competing on Analytics, Thinking for a Living) defined :

“Knowledge workers have a high degree of expertise, education or experience, and 
the primary purpose of their jobs involve the creation, distribution, or application of 
knowledge.”

• The foundational elements of knowledge in todays digital healthcare environment are 
literacy in the realms of data and analytics.  

• To be an effective knowledge worker – you must apply the insights obtained from the 
analysis of the data to understand whatever you are looking at or trying to improve – and 
this requires literacy in Leadership – change management, outcomes improvement.   This is 
the hardest and most important realm.

• Knowledge workers also need to “own” helping the organization to become more data and 
insight driven, and actually use the insights to improve outcomes.



DIKW Pyramid

By Longlivetheux - Own work, CC BY-SA 4.0, https://commons.wikimedia.org/w/index.php?curid=37705247



DIKW Flow
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Healthcare 
Organizations 
are “digital” 

businesses now

Every business is a digital business 

Every business is a technology business

Every business will become a software 
business

All Healthcare Organizations are digital, 
technology and software businesses now



Intelligence is 
the core of a 

digital business 
platform

https://blogs.gartner.com/bill-

swanton/2018/02/08/you-cant-buy-

a-digital-business-technology-

platform/





Data Literacy 
and 

Excellence



Data Literacy

Data literacy is “the ability to read, write and communicate 
data in context, including an understanding of data sources and 
constructs, analytical methods and techniques applied, and the 
ability to describe the use case, the application, and the 
resulting value.”

Duncan AD. (2018, January 22). Data-Centric Facilitators are Crucial for Enabling Data 
Literacy in Digital Business. Gartner research article.



VIA Model

• VIA Model concept

• Information as a Second Language = ISL





Data - People

• Deep skill sets in acquiring, transforming, storing, and retrieving data.

• Data Engineers
• Responsible for establishing and maintaining the data and data systems 

architecture,  master data management and data quality.

• Have to have capability to manage data wherever it resides
• source systems

• enterprise data warehouses

• data lakes 

• logical data warehouses



Data - Processes

• Ability to manage the data in your organization

• Organization-wide philosophy of moving from collecting data to 
connecting data.



Data - Technologies

• Data source systems – where the data is created

• Data storage systems – where the data is stored

• Master Data Management

• Metadata Management

• Data Catalogs



Master Data Management

• Master data is the core data that is essential to operations 

• Data that needs to be well defined, agreed upon, and understood across 
the enterprise

• Data that needs to be extremely trustworthy and undergo very robust 
validation procedures

• Master data management (MDM) is defined as a comprehensive method 
of enabling an enterprise to link all of its data to a common reference 
point

• Data dictionary – place where the master data elements are defined

• Examples – what is a patient “encounter”, length of stay, admission, 
discharge, observation, etc.



Metadata Management

• Metadata is "data that serves to provide context or additional 
information about other data. It may also describe the conditions 
under which the data stored in a database was acquired.“

• Metadata is the key to cataloging, identifying and evaluating an 
organization's information assets and how they are managed



Data Catalogs

• Data catalogs maintain inventories of data assets through the 
discovery, description and organization of data sets.

• Metadata is used in these catalogs

• How many different places do you have data stored in your 
organization?



Analytics Literacy and Excellence

• All Healthcare Organizations need to develop the analytics 
capabilities of their organizations.

• They need to be able to analyze the data to obtain actionable 
insights and apply these insights to business questions and needs –
to be data or insight driven
• Want to move away from being “HiPPO driven” (Highest Paid Person’s 

Opinion) to …..











Analytics - People

• Report Writers

• Data Analysts

• Data Scientists

• “Citizen Data Scientists”

• Need to work on internal development programs with your current 
staff to develop these competencies since it can be so difficult to 
recruit and retain staff with these capabilities.



Analytics - Processes

• Analytics report request process – give them what they need, not 
what they ask you for.
• Meet with the person requesting and spend time getting to understand their 

problems

• Assign the appropriate level analytics personnel.

• Types of Analytics that could be delivered















Analytics - Technologies

• Analytics Tools
• Excel

• Power BI

• Software – Python, R, SAS, SPSS, etc.

• Visualization Tools
• Power BI, Qlik, Tableau

• Modern BI and Analytics Platform





Leadership Literacy and Excellence

• The most difficult of the three areas of excellence.

• The area where there is the most value. 

• Your role – provide leadership to the organization enabling it to 
use the insights obtained from analysis of the data to drive 
outcomes improvements initiatives.

• Don’t have to be a formal “Leader” to provide this leadership





Leadership - People

• Data and Analytics Leadership
• Data Analysts in the Data and Analytics Department

• Data Analysts deployed to other Departments

• Organizational Leadership
• Helping the organization be more data and insight driven

• What does the data tell us and how can these insights be used to improve 
things?

• VIA model – what is the value that the insights bring the 
organization?



Leadership – Processes 

• Organizational Change Management

• ESCAPE Model  for Change Management

• Outcomes Improvement

• Adaptive Leadership



Organizational Change Management

• Organizational Change Management (OCM) "describes any set of best 
practices for introducing and guiding specific, defined changes in the 
current environment.“

• Gartner has identified seven OCM best practices:
• Define the change

• Build executive support

• Communicate to the organization

• Develop the plan

• Execute the plan

• Persist through the challenges

• Reinforce adoption



ESCAPE Model for Change Leadership

• Gartner’s ESCAPE model is person centric.

• Helps individuals understand the impact of changes on themselves 
and others, see their role in the future vision, embrace change 
opportunities rather than view changes as a threat, and feel a 
sense of ownership and responsibility for the change success.

• The goal in a change culture is to "integrate this thinking and 
these practices into the culture through daily activities, language 
and interactions", so that change is seen as something normal and 
acceptable, rather than something that is negative and "done to 
them".



ESCAPE – Inspire Phase

• Envision
• Individuals need to be Inspired to change by helping them Envision the 

change and imagine what life will be like after the change.

• Share 
• The vision needs to be Shared repeatedly and often

• Compose
• The new vision needs to be succinctly Composed and then communicated



ESCAPE – Engage Phase

• Attract
• Early adopters need to be Attracted (recruited)

• “Think big, start small (early adopters), move quickly” - Mayo

• Permit
• A growth mindset needs to be Permitted, and opportunities for 

experimentation and new behaviors Permitted

• Enable
• Building, supporting and training for new structures, processes and thinking 

must be Enabled



Example

• High Reliability Organization – Clinical Decision Support Project



Outcomes Improvement

• Top Five Outcomes (Quality, Process) Improvement Essentials
1. Adaptive leadership, culture, and governance

2. Analytics

3. Evidence- and consensus-based best practices

4. Adoption

5. Financial alignment



Health Catalyst 7-step Outcomes Improvement 
Process and Guiding Questions

Start with a directive from executive leadership based on high-level 
opportunity analysis and readiness assessment

1.Analyze the domain opportunity and define the problems.
? – Do we understand the problem?

2.Scope the opportunity and set SMART outcome goals
? – Do we know where we want to be?

3.Explore root causes and set SMART process aims
? – Do we know the cause?



Health Catalyst 7-step Outcomes Improvement 
Process and Guiding Questions

4.Design interventions and plan initial implementation
? – Do we know what to change?

5.Implement interventions and measure results
? – Have we applied and measured the change?

6.Monitor, adjust and continuously learn
? – Did the changes result in improvement?

7.Diffuse and sustain
? – Are we sustaining the goals?



Adaptive Leadership

• Theory developed by Ron Heifetz, Alexander Grashow and Marty Linsky

• Adaptive leadership defined: adaptive leadership is a practice of 
mobilizing people to tackle tough challenges and thrive.

• The practice of leadership, like the practice of Medicine, involves two 
core processes: diagnosis first and then action.

• The process of diagnosis and action begins with data collection and 
problem identification (the what), moves through an interpretive stage 
(the why) and on to the potential approaches to action as a series of 
interventions. (The what next).

• Typically, the problem-solving process is iterative, moving back and forth 
among data collection, interpretation, and action.



Adaptive Leadership

• In most organizations, people feel pressure to solve problems quickly, to 
move to action. So they minimize time spent in diagnosis, collecting 
data, exploring multiple possible interpretations of the situation and 
alternative potential interventions.

• To diagnose a system or yourself while in the midst of action requires the 
ability to achieve some distance from those on-the-ground events. The 
metaphor of "getting on the balcony" above the "dance floor" to depict 
what it means to gain the distanced perspective you need to see what is 
really happening.

• Mobilizing people to meet their immediate adaptive challenges lies at 
the heart of leadership in the short-term.



Technical Problems versus Adaptive 
Challenges







The productive zone  of disequilibrium (PZD)

• To practice adaptive leadership, you have to help people navigate 
through a period of disturbance and sift through what is essential 
what is expendable, and allow them to experiment with solutions 
to the adaptive challenges at hand. This creates disequilibrium
that can catalyze everything from conflict, frustration, and panic 
to confusion, disorientation, and fear of losing something dear.

• Your goal should be to keep the temperature within what we call 
the productive zone of disequilibrium (PZD): enough heat 
generated by your intervention to gain attention, engagement, 
and forward motion, but not so much that the organization 
explodes.











Observe, Interpret, Intervene

• Adaptive leadership is an iterative process involving three key 
activities: 
• observing events and patterns around you 

• interpreting what you are observing (developing multiple hypotheses about 
what is really going on)

• designing interventions based on the observations and interpretations to 
address the adaptive challenge you have identified



The Adaptive Leadership Process





Adaptive Leadership References

• Heifetz R, Grashow A, Linsky M.  2009.  The Practice of Adaptive 
Leadership.  Tools and Tactics for Changing Your Organization and 
the World.  Boston, MA: Harvard Business Press.

• Ulstad , Val.  5 Principles of Adaptive Leadership and Why It’s a 
Critical Skill for Healthcare Leaders.   6.22.2015. 
https://www.healthcatalyst.com/why-adaptive-leadership-is-
critical-skill-healthcare-leaders



Recommendations

• Don’t jump to solutions too quickly

• Don’t give people what they want, give them what they need 
(understand the problem)

• Don’t treat adaptive problems with technical solutions

• Be an advocate for data and analytics – “What does the data tell 
us?” 
• Don’t be a HiPPO (if you practice using data and analytics consistently you 

will be more likely to go from being the LoPPO to a HiPPO



Books



Books



Recap

• 1. Understand the three competencies that must be mastered to 
“Lead with Excellence” in todays data and analytics based digital 
work environments

• 2.  Understand the basics of data and analytics literacy and 
excellence

• 3.  Understand the basics of leading change – introduction to 
change management and adaptive leadership principles





Questions

• Contact Information

• ERDataDoc@Outlook.com


