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Who We Are 

• Academic: 

• Texas College of Osteopathic Medicine (TCOM) 

• Graduate School of Biomedical Sciences 

• School of Public Health 

• School of Health Professions 

• PA Studies 

• Physical Therapy 

• 1579 Students  

• 411 Fulltime Faculty 

• $42 million in research dollars awarded in 2010 

• UNTHealth patient services had 588,574 patient encounters in 2010 

• Campus square footage has doubled in the last 10 years 



Learning Outcomes 

Participants will understand: 

• Why the Leadership Development Institute (LDI) was 

developed and implemented 

• How the LDI evolved based on a changing culture 

• LDI successes and opportunities for improvement 

 

 



It is easier to ride a horse in the 

direction it is going. 

     Confucius 

 



Transformational Leadership 

Dr. Scott Ransom, DO, MBA, MPH – July 2006 

UNTHSC was faced with the following challenges: 

• Declining enrollment trends in School of Public Health 

• Declining reimbursement for healthcare 

• Declining federal funding for research 

• Increasing competitive pressures in healthcare and education 

• Increasing demands for accountability and transparency 

 

  

 

 



Transformational Leadership 

• Five year strategy map approved by BOR – 

September 2006 

• Upcoming legislative session – January 2007 

• Bottom line – business as usual would NOT work 

• Sense of urgency 

• Need for change 

 



 

• Strategy 

• Values

• Vision

• Consistency

• Creating change

•Organizational learning

• Mission

• Adaptability (e.g. customer   focus)

• Consistency (e.g. coordination and integration)

• Involvement (e.g., team orientation)

Organizational ICEBERG



Culture is slow to change because it serves a basic survival 

function: 

• Each assumption serves as a fence post – a stake in the ground for one part 

of our “reality.”   

• The pattern of assumptions, our collection of fence posts, is our view of 

reality… “how things work around here.” 

• Without assumptions, we would literally 

   “lose our minds.” 

• Hence....we cling firmly to our assumptions. 

 
UNTHSC “reality” 

WilsonBrooks based on E.Schein’s concepts 

Culture is Slow to Change 



Leadership Challenge 

• Some Executive Team members, chairs and 

department heads and most faculty and staff DID 

NOT embrace the sense of urgency and need for 

change. 

• Some key leaders DID NOT have the skills and 

knowledge to assist in the effective implementation 

of our mission and strategic plan.  







Create a Sense of Urgency 

Leaders get the right people on the 

bus (and the wrong people off the 

bus) and set the direction. 

       Jim Collins 

  

 
        

 



Develop a Guiding Team 

• Executive Team 

• Deans 

• Vice Presidents 

• Department Heads 

 

 



In God we trust; all others must 

bring data. 

     W. Edwards Deming 

 



Develop the Vision and Strategy 



Develop the Vision and Strategy 



Develop the Vision and Strategy 



Denison Organizational  

Culture Survey: What It Is 

• 60-item survey that measures specific aspects of an 
organization's culture 

• Culture is assessed through twelve management 
practices/indices grouped into four traits: 

• Mission 

• Adaptability 

• Involvement 

• Consistency 



UNTHSC Denison Results 2007 



Understanding the Five 

Dysfunctions of Your Team 

The following questionnaire is a straightforward diagnostic 

tool for helping you evaluate your team’s susceptibility to 

issues that contribute to a high functioning team. 

Instructions 

Use the scale below to indicate how each statement applies 

to your team.  It is important to evaluate the statements 

honestly and without over-thinking your answers. 

Patrick Lencioni, The Five Dysfunctions of a Team, c. 2002 



3 – Usually   2 – Sometimes   1 – Rarely 

____1. Team members are passionate and unguarded in their discussion of issues. 

____2. Team members call out one another’s deficiencies or unproductive behaviors. 

____3. Team members know what their peers are working on and how they contribute to 

 the collective good of the team.  

____4. Team members quickly and genuinely apologize to one another when they say or 

 do something inappropriate or possibly damaging to the team. 

____5. Team members willingly make sacrifices (such as budget, turf, head count) in  

 their departments or areas of expertise for the good of the team. 

____6. Team members openly admit their weaknesses and mistakes. 

____7. Team meetings are compelling, and not boring. 

 

Patrick Lencioni, The Five Dysfunctions of a Team, c. 2002 

Understanding the Five 

Dysfunctions of Your Team 



3 – Usually   2 – Sometimes   1 – Rarely 

____8. Team members leave meetings confident that their peers are completely  

 committed to the decisions that were agreed on, even if there was initial disagreement. 

____9. Morale is significantly affected by the failure to achieve team goals. 

____10. During team meetings, the most important – and difficult – issues are put on the table to be 

 resolved. 

____11. Team members are deeply concerned about the prospect of letting down their peers. 

____12. Team members know about one another’s personal lives and are comfortable  

 discussing them. 

____13. Team members end discussions with clear and specific resolutions and calls to  action. 

____14. Team members challenge one another about their plans and approaches. 

____15. Team members are slow to seek credit for their own contributions, but quick to point  

 out those of others.    

Patrick Lencioni, The Five Dysfunctions of a Team, c. 2002 

Understanding the Five 

Dysfunctions of Your Team 



Scoring  

 

Patrick Lencioni, The Five Dysfunctions of a Team, c. 2002 



Culture Change and  

Leadership Development 



 



Expanding Leadership Collation  

• Leadership Team – Summer 2007 

• Strategic Thinking Councils – Summer 2007 



“It is difficult to get people to think 

their way into a new way of acting.  

Instead, people must act their way 

into a new way of thinking.”  

     

     John Kenagy, MD 



Refreezing New Culture 

Leadership Team Programs 

FY 2007 

• Role of Strategic Thinking Councils 

• Faculty and staff evaluations 

• Budget resource allocation model 

• Change management 
• Change Style Indicator Tool 

• Organizational alignment and strategy maps 

• Denison Culture Survey Results 

• Leadership 

• Empowering financing 

• Strategy implementation 

 

 

 





Value-Based 
Leadership 

Competency 
Based 

- Knowledge 

- Skills 

- Attitudes 

Focus on 
Excellence 

Quality Decision 
Making 

Leadership 
Courage 

Lead 
Organization 

Refreezing New Culture -  

Leadership Development Model 



Refreezing New Culture - 

Leadership Development Institute 

FY 2008 

• Communication 

• Leadership Team Building 

• State Budgeting Process 

• Government Affairs 

• Building Productive Relationships 

• The Power of Persuasion 

FY 2009 

• Quality Improvement 

• Performance Improvement 

• Team Building – MBTI/FIRO-B 



Refreezing New Culture - 

Leadership Development Institute 

FY 2010 

• Crucial Conversations 

• Performance Management 

• Strategic Planning Workshops 

FY 2011 

• Chair Development 
• Transition to Academic Management 

• Legal Issues 

• Working Effectively with Conflict 

• Budgeting and Planning 

• Recruitment, Retaining, and Development 

 



Refreezing New Culture 



UNTHSC Denison Results 

2007 2009 



Characteristics of New Culture 

• Clearly defined mission, vision, values, and goals 

• Increased degree of: 

• Accountability 

• Customer focus 

• Communication 

• Empowerment 

• Organizational learning 

• Teamwork 

• Transparency 



Characteristics of New Culture -  

Alignment and Accountability 

Performance 
Assessment 

Plans 
 

Tactical 
Initiatives 

UNTHSC 2011-
2015 

Five Year 
Strategic Plan 

UNTHSC 
Tactical 

Initiatives 

Departments 
and 

Programs 

Clinical Affairs
Put People First

Expand and Consolidate Clinical Operations

Research
Invest in Faculty

Enhance Facilities and Infrastructure

Expand Technology Commercialization & Industrial Partnerships

Increase Community and University Partnerships

Academic Affairs
Enhance Quality and Grow Academic Programs

Enhance Academic Support and Academic Technology

Enhance and Expand Faculty Development and Retention Activities

Maximize Use of Educational and Research Facilities

Administration
Create a Culture of Excellence, Performance Improvement and Accountability

Ensure Best Utilization of Current and Future Facilities and Space

Diversify Funding Sources

Enhance Technology to Support all Mission-Centric Areas

Promote Diversity Among Faculty, Staff and Students

Enhance the Institution’s Human Capital Management

Community Engagement
Create Optimal Positive Awareness of UNTHSC

Create an Environment That Provides the Recognition of the UNTHSC as a World-Class Institution Worthy of Support

Rapidly Increase Philanthropic Revenue for our Institutional Priorities

FIVE YEAR STRATEGIC PLAN FOR UNTHSC: FY 2011 - 2015

Develop Capacity for Interdisciplinary Academic, Research, and Clinical Centers of Excellence in:
· Aging and Alzheimer’s 
· Cancer
· Physical Medicine & Rehabilitation
· Primary Care 

To improve the health and quality of life for the people of Texas and 

beyond through excellence in education, research, clinical care, 

and community engagement and to provide national leadership in 

primary care

To become a top 10 health science center
Compassion Excellence Innovation

Integrity Pride Teamwork

Mission Vision Values

VP/Dean 
Tactical 

Initiatives 

Strategies 

Goals 

Tactical 

Initiatives 

Goals 

Tactical 

Initiatives 

Goals 

Value added: 

• Linkage of goals to tactical initiatives increases opportunity to impact behaviors that 

maximize resources and execute strategies 

• Increases accountability by providing line of sight from faculty/staff to departments and 

programs 

Faculty & 
Staff 

Evaluation 

Annual 
Performance 

Review 
 
 
 

Goals 



Refreezing New Culture 

• Organizational Development – Human Resources 

• Executive Team 

• 360 degree evaluations for Executive Team 

• Leadership Development Institute 

• Management Development Program 

• Supervisor Development Program 

• New employee orientation & faculty orientation 

• Two days 

• Meeting with President Ransom 



Leadership Development Bridges 

Culture & Educational Excellence 

Mission

· Vision

· Goals & Objectives

· Strategic Direction & Intent

Consistency

· Core Values

· Agreement

· Coordination & Integration

Involvement

· Empowerment

· Team Orientation

· Capability Development

Adaptability

· Creating Change

· Customer Focus

· Organizational Learning

Leadership

Strategic Planning

Student & Stakeholder

Programs & Services

Faculty, Staff & 

Workplace

Assessment – Closing 

the Loop

Achievements & 

Results 

Denison Traits
Educational 

Excellence

Leadership

Development

Institute



 

• Strategic direction 

• Values

• Vision

• Consistency

• Creating change

•Organizational learning

• Mission (e.g., goals)

• Adaptability (e.g. customer   focus)

• Consistency (e.g. coordination and 

integration)

• Involvement (e.g., team orientation)

Organizational ICEBERG



Refreezing New Culture 

Strategic Thinking Councils 

• Academic 

• Research 

• Clinical 

• Community Engagement 

• Administration 



Refreezing New Culture 

• Annual faculty and staff performance evaluation with 

personal goals 

• Faculty/Staff Survey 

• Student Survey 

• Denison Organizational Culture Survey 

• Follow-up with faculty and staff 

• Center for Learning & Development 

• Support for faculty development  

 



Refreezing New Culture 

Expansion of Dept. of Marketing and Communications 

• Daily News 

• Progress Report 

• Communications Team 

• Facebook 

 

 



Refreezing New Culture 

• President luncheons with opinion leaders 

• Service Directors 

• President Town Halls 

• Quarterly faculty, staff, and student town halls 

• Board of Visitors 

 

 

 



None of us are as smart as all of us. 

    Japanese Proverb 

 



Successes and Opportunities for 

Improvement (OFIs) 

Successes 

• Contributed to creation and freezing of new culture  

• Increased knowledge and skills of faculty and staff 

• Key leaders better able to drive change at their level 

• Increased awareness of interdependency of all 

departments and units 

• See how they fit into the big picture 

• Sequence of development and topics is important! 

 

 



Successes and Opportunities for 

Improvement (OFIs) 

OFIs 

• Balancing needs of individuals vs. speed of driving 

change 

• Maintaining momentum in challenging economic 

environment 

• Optional vs. required development programs 

• Dealing with sacred cows 

 

 



There is NO Team in I 



Sources 

• Denison Organizational Culture Survey 

• http://www.denison.org  

• Leading Change 

• My Iceberg is Melting 

• http://www.kotterinternational.com/ 

• The Five Dysfunctions of a Team  

•  http://www.tablegroup.com/ 

 



We have not succeeded in answering all of your 

questions…Indeed, we feel we have not answered 

any of them.  The answers we have found only serve 

to raise a whole new set of questions.  In some ways, 

we feel we are as confused as ever, But we now 

believe we are confused on a higher level and about 

more important things. 

Questions? 



Thank You! 

UNTHSC Office of Strategy & Measurement 

• www.hsc.unt.edu/departments/osm 

• Thomas.Fairchild@unthsc.edu  



There is NO Team in I 







Outcomes & Achievements 











When you come to a fork in 

the road, take it. 

     Yogi Berra 

 



The significant problems we face, cannot be 

solved with the same level of thinking we 

were at when we created them. 

       Einstein 

 



Even if you’re on the right track, you’ll get 

run over if you just sit there. 

 

       Will Rogers 

 



The time to repair the roof is when the sun is 

shining. 

  

       John F. Kennedy 

 



Change Management 

• Resistance to change 

• Leadership 

• Teamwork 

• How to produce needed change 

The future ain’t what it used to be. 
    Yogi Berra 



Strategy, goals, and measures are being defined. 

Which one is PACS? 

 
Strategic and 
Operational 
Goals and 
Measures 



Leadership 

• Leadership Groups 
• President’s Advisory Council – 2nd & 4th Mondays 

• Executive/Guiding Team  – 1st & 3rd Mondays 

• Leadership Team – 2nd Monday 

• Strategic Thinking Councils – Quarterly 

• Board of Visitors – semi-annual 

• Leadership Development Institute, Chair Training 

• Information dissemination 
• Communications Team 

• Service Directors 

• Town Halls 



Health Institutes of Texas 

• Cardiovascular Research Institute (CRI)  

• Center for Community Health (CCH)  

• Center for Commercialization of Fluorescence Technologies (CCFT)  

• Focused on Resources for her Health, Education and Research (FOR HER)  

• Institute for Aging and Alzheimer’s Disease Research (IAADR)  

• Institute for Cancer Research (ICR)  

• Institute for Investigative Genetics (IIG)  

• Mental Sciences Institute (MSI)  

• North Texas Eye Research Institute (NTERI)  

• Osteopathic Research Center (ORC)  

• Primary Care Research Institute (PCRI)  

• The Texas Center for Health Disparities (TCHD)  



National Recognition 

• Top performer nationally in COMLEX  

• 94% 1st time USMLE pass rate  

• 3rd in percentage of graduates entering  

primary care residencies in the nation 

• 12th in Hispanic medical education 

• Hispanic Business Press 

• US News & World Report Rankings 

• 11th  in Family Medicine 

• 15th in Geriatric Medicine 

• 19th  for Primary Care Med Schools 

• 22nd for Rural Medicine 

• 34th  in Physician Assistant Studies 

• Best in Texas on “Social Mission” list   

• Annals of Internal Medicine 

 



Eight Steps for Change 

1. Create a sense of urgency 

2. Develop a guiding team 

3. Develop the change vision and strategy 

4. Communicate for understanding and buy-in 

5. Empower others to act 

6. Produce short-term wins 

7. Don’t let up 

8. Create the new culture 

 



Strategy and goals are poorly defined.  Measures are not defined or tracked. 

Which one is PACS? 

 
 

Strategic and 
Operational 

Goals 



Educational Excellence  

and Culture 

  Source:  Ransom, Elizabeth R., Maulik S. Joshi, and David B. Nash, eds. The Healthcare Quality Book : Vision, Strategy, and Tools. 2nd  ed.   

  2008. p 352 

3 

Customer 

Focus 



Educational Excellence  

and Culture 

  Source:  Ransom, Elizabeth R., Maulik S. Joshi, and David B. Nash, eds. The Healthcare Quality Book : Vision, Strategy, and Tools. 2nd  ed.   

  2008. p 352 



 



 




