Reality Check: Is Your Behavior Aligned
With Organizational Goals?

By Arthur Lazarus, MD, MBA, CPE, FACPE

Organizational behavior is the study of human

behavior in the workplace, specifically the interac-

tion between employees and the organization.
Although organizational hehavior has been studicc

for over a hall=century, health care leaders only recently
began 1o understand the steps physicians can take to
improve organizational cffectiveness and how o engage
physicians in support of organizational goals.

some physicians fail 1o appreciate the importance of
alighing their behavior with the goals of organizations
they work in or come in frequent contact with, Medical
training fosters autonomy and physicians often work
independently. Indeed, major reasons for failure among
physician excecutives include inadequate interpersonal
skills, lack of concern for others as individuals and poor
role models for subordinates.!

Even physicians in solo practice have been forced to
recognize the significance of organizational behavior, at
lcast the importance of connecting with people.

According to Ronald N. Yeaple, author of 7he Siccess
Principle, solo practitioners should think of themselves as
CEOs of a “company of one.™ Yeaple writes: “As CEO
ol your company ol one, you recognize that your effec-
tiveness is determined in farge part by your ahility to get
things donc with and through other people. The old
command-und-control model of management—-do it
because 'm the boss™ is becoming less prevalent, and
managers are increasingly dependent on their own
personal leadership skills o get things done.™

Richard 1. Reese examined the effect of managed
care on physician organizational behavior and concluded
that “physicians don’t necessarily have to become an
cmployee” of an outside entity, or be herded into an
organization to which they don't want o belong. But
they do have o become stronger financially, more collah-
orative, better organized, and more business-like.™
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IN THIS ARTICLE.

Disillusionment sets in

Results of a study conducted by David A, Kindig and
collecagues over a decade ago revealed that non-physician
executives often valued the contribution of physician
exeeutives to organizational performance more than the
physicians did themselves.

Some ol the most highly ranked objectives included:

« Improving quality assurance activitios
o Bstablishing cffective relationships with medical staft
e bvaluating practice patterns for efficiency

e Defining goals, prioritics and directions for the
organization

The investigators believed that physician executives
would be reassured to know that lay managers in their
organizations value their role.

However, changes in the health care field sinee the
time of Kindig's rescarch further croded relationships
between physicians and organizations. Physiciuns are
increasingly disillusioned by the practice of medicine and
organizations are constantly changing as socictal values
and the composition of the workforce change.

Organizations are more diverse and competitive, and
they are affected by technology’s influence on behavior.
Allempts 1o engage physicians in mutually beneficial part-
nerships frequently result in frustration and disappoinument.

Organizational behaviors are a key part of o compa-
ny's people strategy. These behaviors are essential to the
success of the organization and help form the basis of its
long-term growth. Organizational hehaviors speak to how
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the company intends to succeed;
they need to be brought to life by
ach employee incorporating them
into his or her daily work and
interactions with customers and
colleagues. All parties need 1o be in
alignment to achieve maximum
business impact.

Here are seven critical organiza-
tional behaviors that should be a
high priority for you and your organ-
ization, even il your organization is a
company of one. Each behavior
includes descriptive statements to
henehmark your performance:

. Demonstrate Technical and

Professional Proficiency
Organizations cannot succeed with
mediocre employees. When Jack
Welch ran GE, under-performing
employees who did not improve
despite coaching and development
opportunitics were asked to leave
the company.® You must possess
the medical and technical knowl-
cdge required of your position,
enhance your role through presen-
tations, publications or innovation,
and facilitate knowledge transfer
when interacting with key stake-
holders. Communication skills are
essential and you must gain insight
from listening to others,

2. Focus on Customers

Ask whether you are focused on
internal and external customers,
Think of a “customer” in the broad-

est sense—a patient, colleague,
administrator, vendor, ete. Do you
build and maintain relationships
with key customers, understand
their needs and deliver conerete
solutions that mect the needs of
both the customer and the business?
Recognize the diversity of yvour
customers and consider thenu in
virtually all decisions you make.

3. Drive Business Performance

Performance and development of
people are high on the agenda for
just about any company. Successful
companies [carn how to develop
high-pcerforming employees and
align them with their business strat-
cgy. Your personal goals and objec-
tives should closely match those of
your organization and contribute to
its success. Work with a sense of
urgency to deliver quality results
faster, effectively and efficiently.
Learn from your experience and
share best practices with colleagues
to improve output and business
results. Take informed risks and set
examples for others: il you make
mistakes, make sure someone else
can learn from them,

4. Show Passion in Teams
Do you work with collcagues on

shared goals and celebrate your
wins? Do you support and encour-
age cach other, consider diverse
perspectives, and present a united
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front when there are difterences of
opinion?  Arc vou able o lead mul-
tidisciplinary work groups to devel-
op medical strategies and action
plans? - Only by leveraging the
talents of teams can organizations
continue o be innovative and thrive
in @ competitive environment,

5. Solve Problems Effectively
Problem solving requires @ combi-

nation of analytical thinking and
strategic thinking, The former
involves gathering and evaluating
information as a framework for
examining an issuc, whereas the lat-
ter considers the organizations’
competitive positioning when mak-
ing strategic decisions, Ask whether
you can respond to medical crises
hased on a deep understanding of
the issues and medical facts. Can
you create meaningful analyses of
medical and market data that drive
the organization in a new, more
productive, direction? Can vou help
your company pursuce and maxi-
mize cutting-cdge opportunities that
may have broad. long-term business
implications. ¢.g., @ merger, product
extension. or expansion ol serviees?

6. Plan and Organize Activities
Around SMART Goals

In a truly unified company, people

will have aline of sight 1o the busi-

ness strategy as they work towards

common goals. Understanding how

to align personal and organizational
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godls requires planning along a time
horizon. But much of what physi-
cians have been trained 1o do s reac-
tive rather than proactive. Developing
personal goals and business plans
requires appropriate resource alloca-
tion, anticipation and adaptation to
change, and timely and successful
execution of objectives. Objectives
must be prioritized to reflect current
resources and forecasted demands.
Your gols must be SMART—specific,
meastirable, attainable, realistic, and
time-bound. People tend to procrasti-
nate setting goals, but goal setting is
the foundation for personal and busi-
ness success. nfact, you should con-
sider additional goals beyond SMART

goals,

e S mcans specific, but stretehing,
systematic, synergistic, significant
and shilting are appropriate.

e M stands for measurable, hut
meaning{ul, memorable, motivat-
ing and cven magical round out
the picture,

e A is an attainable goal, but A
also needs 1o stand for achicy-
able, action plans, accountability,
acumen and agreed-upon.

¢« R mcans realistic, but it also
stands for relevant, reasonable,
resonating, results-oriented,
rewarding, responsible, reliable,
rooted in facts and remarkable.

o T mecans time-bound and it also
represents timely, tangible,
trackable and thoughtful.

. /

7. Exhibit Leadership and
Influence Others
Both you and your organization
want to be viewed as leaders in the
ficld. Ask yourself whether you
exemplily the core values of your
company. Do you build awarceness
of issues and gain support for your
idcas? Arc you a mentor to junior
colleagues and a source of advice
to others?  Are you recognized as a
thought leader in the community
and within your organization? 1f
not, what steps do you need to take
to achieve distinction?  Your goal is
to exert strong influence on behalf
ol your company using facts, logic,
and credible personal presence in
the service of leadership, inspiring
others to embrace your vision and
develop a plan to get there.

tlealth care organizations have
begun to sharpen their focus on the
critical behaviors necessary for suc-
cess. Inorder to succeed in a
changing and challenging environ-
ment, an organization must have an
aligned workforce and be able to
regenerate itsell through its people.

The way we behave and han-
die our responsibilities really does
have a dramatic impact on the com-
pany and the patients we serve,
Knowing the clements that have the
greatest impact on physician behav-
ior is essential to understanding and
improving both patient and busi-
ness outcomes. This information
can be used to achieve optimum
alignment between physicians and
health care organizations.
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Thanks to Glenn Gornilley, MDD,
PhD, for clucidating several of the
organizational behaviors discissed
in this article.
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