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What Drives Culture Change..
•

Wise Leadership.

•

Commitment to the Journey.
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Three Types of Transformation

Transformation
• Personal: Shifting our views of ageing and
envisioning the creation of a caring community, by
working together to put living first.
• Physical: Living environments that support the values
of home and support the well‐being of all.
• Operational: How decisions are made, fostering
empowerment, how communication occurs, how
conflict is resolved, creation of care partnerships,
rethinking job descriptions and performance
measures, etc., etc.

Leadership Role:
Personal Transformation
•
•
•
•
•
•
•
•

Embrace and model values.
Be visible and curious.
Stimulate people’s imaginations.
Collaborate.
Build trust and self‐esteem.
Provide an anchor.
Promote growth.
Share thanks and praise.
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Embrace and Model Values
• Whom can we change??
• “Let him that would move the world first move
himself.” (Socrates)
• Discover and take responsibility for how others
perceive you.

Be Visible and Curious
• Be accessible to team members.
• Close the “open door”.
• Visit team members regularly, not just when
there’s an issue.
• Be respectful
• Ask Questions:
o
o
o
o

“Why do we do this?”
“What’s difficult in your daily work?”
“How would you do things differently?”
“What keeps you from doing things differently?”

Stimulate People’s Imaginations
• Small Picture

o Look at discrete processes that can be changed to improve the
work of the team members, residents and/or families.
o Look for small, attainable victories, especially early on

• Big Picture
o Give regular inspiring glimpses of a brighter future (“Where will
we be down the road on our journey?” “What kind of world will
we create?”).
o Help people look up from their day‐to‐day struggles to see
where they are going and to look back at what they have
already accomplished.
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Collaborate
• Enable high involvement in discussions and projects,
even the little ones!
• “What do you think?”
• Use huddles and learning circles as often as
possible.
• Learn and apply the conditions of empowerment
(information, parameters, training/skills, additional
resources, supportive environment).

Build Trust and Self‐Esteem
•
•
•
•
•
•
•

Do what you say you’ll do.
Explain any deviations if you don’t.
Admit any errors.
Earn trust by giving trust.
Give thanks and praise—honest, timely.
Earn respect by giving respect.
Fill each person’s “self‐esteem vault”.

Jane Verity
“Every person has a bank vault with a
certain level of self‐esteem, like poker
chips. Whenever you give praise, respect,
and empowerment, you add a few chips to
their vault. Whenever you scold, belittle,
ignore, or disempower them, you remove
a few chips. At the end of the day, month
or year, each person will be left with the
balance of what you have provided or
taken away.”

4

7/17/2019

Trust and Self‐Esteem
• Change will not occur if team members feel they
cannot trust you. Change involves risk, and team
members need to feel that you have their backs and
will support their efforts when the going gets tough.
• Change also involves failures, and it takes trust and
self‐esteem to be willing to make mistakes and to
know you can learn from them.
• Change will not occur if people do not feel good
about themselves, or do not feel they are valued by
others.

Provide an Anchor
• Leaders have a major role in “calming the system”
(Dr. Murray Bowen)
• They need to:
o
o
o
o
o
o

Be self‐aware
Examine their emotions
Be clear
Engage others
Pay attention
Empower others

Promote Growth
•
•
•
•

Treat each initiative as an adventure.
Seek meaningful challenges for yourself and others.
Question the status quo.
Use tools that move teams toward outside‐the‐box
thinking.
• Create high involvement.
• Renew and reinvigorate your teams .
• Create a tolerance for reasonable risks to achieve big
rewards
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Growth Through Incremental Steps
• Start with low‐risk projects likely to create “small wins”
o Less downside risk means less fear and reluctance.
o Small operational shifts build a foundation for the larger
initiatives.

• Give people choices (“There is more than one right
answer!”).
• Always measure results.
• Learn from mistakes (Shift from “win/lose” to
"win/learn”).
• Promote psychological hardiness.

Give Thanks and Praise
• Find the good in every effort, regardless of results.
• Reflect on shared values and acknowledge when
they are displayed.
• Compliment honestly and often.
• Explain specifically how the team member helped
you and the organisation with their actions.
• Smile, laugh, and find joy in the journey.

Question #1
Choose one practice that you feel is a particular
area of strength for you:
•
•
•
•
•

Embrace and model values OR Be visible and curious
Stimulate people’s imaginations
Collaborate
Build trust and self‐esteem OR Provide an anchor
Promote growth OR Share thanks and praise
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Question #2
Choose one practice that you feel is an area where you
need to grow:
•
•
•
•
•

Embrace and model values OR Be visible and curious
Stimulate people’s imaginations
Collaborate
Build trust and self‐esteem OR Provide an anchor
Promote growth OR Share thanks and praise

Leadership Role – Operational Transformation
• Monitor the climate of your organisation, starting with
formal leadership
• Promote well‐being for team members
• Understand frost
• Nourish and recruit the early adopters
• Understand the stages of readiness and give people
what they need to progress

Culture vs. Climate
Culture—The prevailing attitudes, beliefs and
practices of a group of people
Climate—The underlying values that drive people’s
actions
Generosity <> Stinginess
Optimism <> Pessimism
Trust <> Cynicism
Climate is largely determined by the modeling of the
formal leadership!
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Eden Alternative Warmth Surveys
• What they are not: Satisfaction surveys, QI
measures.
• What they are: Three snapshots of your
organisation’s current climate as experienced by
residents, family members, and team members.
• Example of “climate change”: St. John’s Home’s
Leadership soil warming process—2003.

Team Discussion: Warmth Survey Sample
How do you think your team members would
respond, on a scale of 1 to 5, to the following
questions:

Warmth Survey Sample:
How do you think your team members would
respond, on a scale of 1 to 5, to the following
questions:

1. My work has meaning and purpose.
(from 1=low  5=high)
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Warmth Survey Sample
How do you think your team members would
respond, on a scale of 1 to 5, to the following
questions:

2. I regularly hear co‐workers make
negative remarks about other
employees.
(1=always/usually  5= rarely/never)

Warmth Survey Sample
How do you think your team members would respond,
on a scale of 1 to 5, to the following questions:

3. I have an opportunity to grow.
(1=low  5=high)

Warmth Survey Sample
How do you think your team members would respond,
on a scale of 1 to 5, to the following questions:

4. I spend too much time in unnecessary
activities.
(1= always/usually  5= rarely/never)
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Warmth Survey Sample
How do you think your team members would respond,
on a scale of 1 to 5, to the following questions:

5. I can trust the people I work with to
lend me a hand if I need it.
(1=low  5=high)

A Well‐Being Framework for All

Understanding Frost
• Frost is an inevitable part of the culture change
journey.
• Change consumes warmth, which must be steadily
re‐infused into the community
• Life happens (leadership changes, other transitions,
Ministry/inspection issues, illness, renovations,
getting “stuck”…)
• Frost doesn’t kill a garden or a culture change
journey. Loss of faith does.
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Leadership Role in Overcoming Frost
• Debrief and listen to all
• Be humbled
• Forgive (others and yourselves)
• Reaffirm values
• “Warm the soil” and recommit to the journey

Rogers’ Diffusion of Innovation Curve

Everett Rogers’ Innovation Theory
• Only 10‐25% need to embrace a new idea, in order
for a “tipping point” to be reached.
• Initial energy is best spent focusing on the Innovators
and Early Adopters—“Preach to the choir!”
• Build a coalition of believers to help you educate and
inspire the others.
• Understand how change readiness evolves…
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Change Curve Lessons
• Everyone sits at one point on the curve.
• No point represents a ‘good’ or ‘bad’ person.
• People do not generally jump stages, but rather
progress one stage at a time.
• Assess where your team members (& residents,
families) are along the curve.
• People need different resources at different stages
(e.g., education, what’s in it for me, how it will benefit
residents, building self‐esteem, trust, empowerment,
etc.)
• St. John’s leadership example.

Personal (Take‐Home)Reflection
What is one key learning point that you
will take back, to strengthen your role as
a leader and improve the well‐being of
those in your LTC home?
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Thank you!! Questions??
“If we want things to stay as they are,
then things will have to change.”
‐ Giuseppe di Lampedusa
The Leopard
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