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My Perspectives

Research Perspective
• Why do some people gel, 

while others clash, at work?

• Why do some people have 
more influence than others in 
the workplace?

• Why are some teams great 
and others are ghastly?



My Perspectives

Practice Perspective
• Healthcare analytics company

– Patient safety & medical error
– Head of product development

• Multigenerational and 
multidisciplinary company
– Millennials, Gen X, and Boomers
– Business, software engineering, 

MD, RN, PhD



An Opening Example



• At this time, roughly a quarter 
of new mothers died of 
“Childbed Fever” 

• According to Klein, who was 
Semmelweis’ boss, this was 
“The price God has put on the 
great gift of bearing a child.”











“Because of my convictions, I must here confess that 
God only knows the number of patients who have 
gone to their graves prematurely by my fault…”

Semmelweis, as quoted in Nuland, p. 104



“The two camps were separated by the wide gulf 
existing between the burgeoning investigative science 
and the fuzzy theoretics that had characterized 
medical thought for centuries. And they were also 
separated by age…Into this setting—the new versus 
the old; the intellectually liberal versus the 
conservative; the scientific study of disease processes 
versus staid adherence to increasingly discredited 
notions—the Semmelweis Lehre figuratively 
exploded.”

Nuland, p. 105



A More Contemporary Example

“The Checklist: If something so 
simple can transform healthcare, 
what else can it do?”
The New Yorker

“Peter Pronovost had a brilliantly 
simple idea: Use a short 
checklist…”
Wall Street Journal

Peter Pronovost, Johns Hopkins



Michigan Keystone Project

In the first 3 months:
• Statewide infection rate down by 

2/3
• Modal unit infection rate down to 0

In the project’s first 18 months:
• Statewide modal rate better than 

90% of US ICUs
• Estimated savings of $175 Million
• > 1500 lives saved

Pronovost et al. (2006). An intervention to decrease catheter-related 
bloodstream infections in the ICU. NEJM.



The Challenge of Scale

“As easy as 1-2-3? Checklists 
can reduce infections 
dramatically. The trick is getting 
doctors and nurses to use 
them.”
Wall Street Journal

“Checklists alone won’t change 
health care. The full story.”
Huffington Post



Implementing Checklists

“The impact of surgical safety 
checklists on patient outcomes 
is likely to vary with the 
effectiveness of each hospital’s 
implementation process.”

Conley et al. (2011)



New Initiatives Often Trigger Political Tension

• Interdepartmental coordination
• Disciplinary actions
• Promotions and transfers
• Hiring
• Delegation of authority
• Grievances and complaints
• Facilities/equipment allocation
• Pay
• Performance appraisals
• Budget allocation



New Initiatives Often Trigger Political Tension

• Top-down adoption, bottom-up 
implementation

• Altered roles, routines, or 
norms

• Organizations are inherently 
stabilizing forces



Peer Consultation:
Situations Charged with Politics
• Describe one program, initiative, 

or change effort you have led or 
participated in that was politically 
charged—where people seemed 
to jockey for influence over the 
outcome

• Across the situations described 
at your table, what 
commonalities do you see? Why 
are some issues so politically 
charged?



Politics Emerge from a Few Conditions

Necessary Conditions

• Disagreement
– Do people hold different 

perspectives or opinions about 
an issue?

• Interdependence
– Must those who disagree 

coordinate with one another?

Amplifying Conditions

• Resource issues
– Are resources relatively scarce 

or zero sum? 

• Stakes
– How high up the chain does this 

issue run? 
– Is this a publicly facing issue? 



In preparing for battle, I have 
always found that plans are useless 

but planning is indispensable.

Dwight Eisenhower



Map the Political Landscape of an Issue

• Practical exercise for 
understanding political 
dynamics

• Resulting map of the 
landscape is a living document

• Requires making assumptions 
and updating those 
assumptions as you learn new 
things

Map 
Political 

Landscape

Who?

What 
Stakes?

How 
Powerful?



Map the Political Landscape

• Who are the relevant 
stakeholders for this initiative?
– Formal
– Informal

• Discover hidden stakeholders:
Who stands to be impacted in 
terms of power, status, or 
ability to achieve personal or 
departmental goals?

Map 
Political 

Landscape

Who?

What 
Stakes?

How 
Powerful?



Map the Political Landscape

• How invested in the outcome 
is each stakeholder?
– How motivated is someone to 

either support or resist it? 
– How much capital is someone 

willing to spend on this issue?

• Score on a -5 to +5 continuum
– Negative = resistance
– Positive = support
– Zero = apathy

Map 
Political 

Landscape

Who?

What 
Stakes?

How 
Powerful?



Common Psychological Reactions to Change

What will life be like if 
this moves forward? 
People avoid change 
because ambiguity and 
lack of control breed 
anxiety.

Why this change? Why 
this change now? 
People don’t understand 
the reason why a given 
problem or solution 
warrants resources and 
attention. 

What does this mean for 
me and my value?
People worry that change 
will redistribute power 
and status or devalue their 
identity.



Peer Consultation:
Understanding Motives
• Revisit the political situations 

that you have already shared 
with one another

• Discuss your perspective on 
others’ motivations: 
– Why do you think any key 

stakeholders resisted the new 
program, initiative, or idea? 

– What leads you to make this 
inference? 



An Exercise for Discerning Others’ Motivations

• Mentally walk through a typical 
work week with a person

• Sample questions
– What does she wake up feeling 

worried or excited about? 
– What is waiting for her when she 

arrives at work? 
– Whom does she depend on at 

work? Who depends on her?
– What does she ruminate about 

when going home each day?
• How would life change?



Map the Political Landscape

• How powerful is each 
stakeholder?
– How able is someone to resist or 

support it?  
– What is someone’s capacity to 

shape the outcome?

• Score on a 0 to +5 continuum
– 0 = No power
– + 5 = 100% control

Map 
Political 

Landscape

Who?

What 
Stakes?

How 
Powerful?



Multiply Stakes × Power to Estimate Net Force

Stakes
-5 (negatively) to 5 (positively)

Power
0 (none) to 5 (significant)

Net Force
Stakes X Power

CEO 1 4 4

You (PSO) 5 1 5

CFO -2 4 -8

Chair of Surgery -1 5 -5

Rebecca Johnson 0 3 0

Dr. Mark Franklin 2 2 4



How Politically Charged is the Issue?

Stakes
-5 (negatively) to 5 (positively)

Power
0 (none) to 5 (significant)

Net Force
Stakes X Power

CEO 1 4 4

You (PSO) 5 1 5

CFO -2 4 -8

Chair of Surgery -1 5 -5

Rebecca Johnson 0 3 0

Dr. Mark Franklin 2 2 4

Across the landscape, compute the sum of the positive and negative values: +13

* Balanced values suggest a politically charged issue. -13



Changing the Map and Gaining Buy-In:
Try to Speak to a Stakeholder’s Motives

• Use an approach that provides 
evidence and shows urgency

• Illustrate alignment with core 
mission or strategic problems

Logic
• Must provide sound evidence
• Frame the problem and 

solution to speak to strategic 
issues

Emotion
• Rich description paints a clear 

picture of a possible future
• Anecdotes depict what life will 

be like if this doesn’t move 
forward

Why this 
change? Why 
this change 
now?



Changing the Map and Gaining Buy-In:
Try to Speak to a Stakeholder’s Motives

• Use an approach that 
provides a sense of control 
and agency

• Must quell anxiety stemming 
from ambiguous potential 
future state

Involvement
• Provides a feeling of 

investment and voice
• Gives insight into details of 

change effort

Emotion
• Anecdotes help audience 

see and feel the problem
• Connect to beneficiaries

What will life 
be like if this 
moves forward?



Changing the Map and Gaining Buy-In:
Try to Speak to a Stakeholder’s Motives

• Use an approach that 
highlights trust and 
inclusion

• Must overcome the view 
that the change is being 
done “to me”

Involvement
• Provides a sense of voice
• Gives the feeling that one is a valued 

contributor

Rapport
• Builds and emphasizes trust
• We don’t harm our close ties—we help them

What does this 
mean for me 
and my value?



A Few Final Thoughts



Low High

Vision & strategy; 
evidence & analysis

Excellent

Poor

Delayed
Impact

Little 
Impact

Unsustainable
Impact

Transformative
Impact

Hard Skills

Political savvy; Influence & persuasion

Soft Skills



“I have come to recognize the 
irony in avoiding politics as a 
matter of personal integrity. For 
in this world, to avoid politics is 
to concede the outcome of all 
difficult decisions to others. 
There is little integrity in that.”

-- Senior Executive
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