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INTRODUCTION
&UHDWLQJ�D�FXOWXUH�WKDW�LV�XQL¿HG��LQWHJUDWHG��DQG�DOLJQHG�DFURVV�WKH�YDULHW\�RI�
VHUYLFHV�RIIHUHG�LQ�DQ�RUJDQL]DWLRQDO�V\VWHP��OLNH�3UR0HGLFD��LV�QR�HDV\�WDVN��
3UR0HGLFD��D�IXOO�VSHFWUXP�KHDOWKFDUH�V\VWHP��VWDUWHG�D�VXFFHVVIXO�RUJDQL]DWLRQDO�
WUDQVIRUPDWLRQ�SURFHVV�E\�HTXLSSLQJ�WKHLU�OHDGHUV�ZLWK�WKH�VNLOOV�WR�DOLJQ�DURXQG�
VWUDWHJ\��PRGHO�FRUH�YDOXHV��JURRP�WDOHQW��DQG�FUHDWH�FKDQJH�ZLWKLQ�YDULRXV�OHYHOV�
RI�WKH�RUJDQL]DWLRQ��3UR0HGLFD¶V�JRDO�RI�DFKLHYLQJ�DQ�LQWHJUDWHG�V\VWHP�ZLWK�RQH�
FOHDUO\�DUWLFXODWHG�YLVLRQ��PLVVLRQ��DQG�VHW�RI�FRUH�YDOXHV��UHTXLUHG�OHDGHUV�WR�FRPPLW�
WR�LQWHQWLRQDOO\�DGRSWLQJ�QHZ�ZD\V�RI�GHYHORSLQJ�OHDGHUV�DW�WKH�LQGLYLGXDO��WHDP��DQG�
RUJDQL]DWLRQDO�OHYHOV��

(VWDEOLVKHG�LQ�������3UR0HGLFD�LV�D�ORFDOO\�RZQHG��QRQSUR¿W�KHDOWKFDUH�RUJDQL]DWLRQ�
VHUYLQJ�QRUWKZHVW�2KLR�DQG�VRXWKHDVW�0LFKLJDQ��3UR0HGLFD�KDV�H[SHULHQFHG�
H[WHQVLYH�JURZWK�DQG�FXOWXUDO�FKDQJH�WKURXJK�PXOWLSOH�DFTXLVLWLRQV�WR�IRUP�D�
FRQVRUWLXP�RI����PHPEHU�DQG�DI¿OLDWH�KRVSLWDOV��$ORQJ�ZLWK�H[WHQVLYH�JURZWK��WKH�
KHDOWKFDUH�LQGXVWU\�KDV�IDFHG�QXPHURXV�FKDQJHV�ZLWKLQ�WKH�FRQWH[W�RI�SHQGLQJ�
KHDOWKFDUH�UHIRUP�UHTXLUHPHQWV��,Q�OLHX�RI�VXFK�FKDQJH��WKH�OHDGHUV�RI�3UR0HGLFD�
KDYH�UHFRJQL]HG�WKH�SRZHU�DQG�YDOXH�RI�PRYLQJ�WRZDUG�WKHLU�YLVLRQ�RI�One 
ProMedica��7KLV�YLVLRQ�ZLOO�HQDEOH�3UR0HGLFD�WR�EH�DQ�RUJDQL]DWLRQ�WKDW�GHYHORSV�
OHDGHUV�DW�DOO�OHYHOV�WR�KDYH�WKH�HVVHQWLDO�VNLOOV��NQRZOHGJH��DQG�DELOLWLHV�QHHGHG�WR�
QDYLJDWH�DQG�DGDSW�WR�DQ�HYHU�FKDQJLQJ�KHDOWKFDUH�HQYLURQPHQW��
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LEADING UPSTREAM
$V�D�UHVXOW�RI�3UR0HGLFD¶V�UDSLG�JURZWK��OHDGHUV�DW�DOO�OHYHOV�
KDG�WR�OHDUQ�WR�OHDG�ODUJHU�WHDPV�RI�HPSOR\HHV�KDLOLQJ�IURP�
GLIIHUHQW�RUJDQL]DWLRQDO�FXOWXUHV��$W�WKH�VDPH�WLPH��OHDGHUV�KDG�
WR�QDYLJDWH�QHZ�SROLFLHV�DQG�SURFHGXUHV��ZKLFK�FKDQJHG�WKH�
H[LVWLQJ�PHWKRGV�RI�SURYLGLQJ�KHDOWKFDUH�DFFHVV�WR�SDWLHQWV��7KH�
ODFN�RI�LQWHJUDWLRQ�DFURVV�WKH�RUJDQL]DWLRQ�UHVXOWHG�LQ�D�YDULHW\�
RI�FKDOOHQJHV��LPSDFWLQJ�TXDOLW\�RI�FDUH��FRVWV��DQG�DELOLW\�WR�
LQFUHDVHG�DFFHVV��3K\VLFLDQ��HPSOR\HH��DQG�SDWLHQW�VDWLVIDFWLRQ�
OHYHOV�ZHUH�QRW�PHHWLQJ�H[SHFWDWLRQV�DQG�QHHGHG�LPSURYHPHQW���
,Q�RUGHU�WR�FRQWLQXH�WR�PHHW�TXDOLW\�VWDQGDUGV�LQ�DQ�HYHU�FKDQJLQJ�
HQYLURQPHQW��OHDGHUV�QHHGHG�WR�IRFXV�RQ�OHDGLQJ�ZLWK�DJLOLW\�DQG�
WKH�PDQDJLQJ�FKDQJH�H[FHSWLRQDOO\�ZHOO��

7RJHWKHU��D�WHDP�IURP�JRWKDP&XOWXUH�DQG�'HQLVRQ�&RQVXOWLQJ�
SDUWQHUHG�ZLWK�3UR0HGLFD��WR�GHYHORS�D�SODQ�WR�HYROYH�WKH�
FXOWXUH�RI�WKH�RUJDQL]DWLRQ�WR�H[FHO�LQ�WKLV�QHZ�HQYLURQPHQW��
:KLOH�WUDQVIRUPLQJ�RUJDQL]DWLRQDO�FXOWXUH�FDQ�EH�D�WLPH�LQWHQVLYH�
DQG�GLI¿FXOW�SURFHVV��WKH�WHDP�ZRUNHG�WR�GHVLJQ��GHYHORS��
DQG�VXSHUYLVH�WKH�LPSOHPHQWDWLRQ�DQG�PHDVXUHPHQW�RI�WKH�
HIIHFWLYHQHVV�RI�D�XQLTXH�OHDGHUVKLS�GHYHORSPHQW�PHWKRGRORJ\�
DLPHG�DW�FUHDWLQJ�KLJKO\�HIIHFWLYH�OHDGHUV�FDSDEOH�RI�DFKLHYLQJ�WKH�
IXOO�SRWHQWLDO�RI�WKH�One ProMedica�YLVLRQ��

WHY START AT THE TOP?
'HYHORSLQJ�D�VWURQJ�JURXS�RI�OHDGHUV��FDSDEOH�RI�PRGHOLQJ�WKH�EHKDYLRUV�QHFHVVDU\�IRU�IXWXUH�
VXFFHVV�LV�FULWLFDO�WR�WKH�SURFHVV�RI�FUHDWLQJ�EX\�LQ�DQG�PRWLYDWLRQ�IRU�RWKHUV�DFURVV�WKH�RUJDQL]DWLRQ�
WR�FRPPLW�WR�FRQWLQXRXV�LPSURYHPHQW��$V�VHQLRU�OHDGHUV�SRUWUD\�WKHLU�ZLOOLQJQHVV�WR�FKDQJH�WKURXJK�
PRGLI\LQJ�WKHLU�OHDGHUVKLS�VW\OH��RWKHU�OHDGHUV�DQG�HPSOR\HHV�EHJLQ�WR�VHH�WKH�QHHG�IRU�FKDQJLQJ�
WKHLU�RZQ�DWWLWXGHV�DQG�EHKDYLRUV��6WURQJ�OHDGHUV�VHUYH�DV�SRVLWLYH�UROH�PRGHOV�IRU�WKHLU�GLUHFW�UHSRUWV�
WR�HPXODWH��$�KLJKO\�HIIHFWLYH�DQG�VNLOOHG�OHDGHU�FDQ�UHVKDSH�WKHLU�UHODWLRQVKLSV�ZLWK�WKHLU�HPSOR\HHV��
LPSDFWLQJ�WKH�UHODWLRQVKLS�EHWZHHQ�HPSOR\HHV�DQG�FXVWRPHUV�RU�SDWLHQWV��7KLV�WULFNOH�GRZQ�HIIHFW�
KHOSV�LPSURYH�XSRQ�PDQ\�RI�WKH�RUJDQL]DWLRQDO�FKDQJH�PHWULFV�LPSRUWDQW�WR�3UR0HGLFD¶V�FXOWXUH�
WUDQVIRUPDWLRQ��LQFOXGLQJ�HPSOR\HH�DQG�SDWLHQW�VDWLVIDFWLRQ�VFRUHV��

,Q�RUGHU�WR�IDFLOLWDWH�WKH�WUDQVIRUPDWLRQ�IURP�WKH�WRS�GRZQ��3UR0HGLFD�LV�XVLQJ�D�WKUHH�OD\HUHG�
OHDGHUVKLS�GHYHORSPHQW�SURFHVV��/'3��WKDW�DGGUHVVHV�OHDGHUVKLS��VWDUWLQJ�DW�WKH�WRS�ZLWK�WKH�
([HFXWLYH�&RXQFLO��(&���WKHQ�SURJUHVVLYHO\�PRYLQJ�LQWR�GHHSHU�OD\HUV�ZLWKLQ�WKH�RUJDQL]DWLRQ�WR�UHDFK�
URXJKO\�������OHDGHUV�WKURXJKRXW�WKH�V\VWHP��
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APPLYING THE INTENTIONAL CHANGE APPROACH* 
TO LEADERSHIP DEVELOPMENT
3UR0HGLFD�NLFNHG�RII�LWV�/'3�LQ�)HEUXDU\�RI������ZLWK�WKH�(&�OHDGLQJ�WKH�ZD\���7KLV�JURXS�RI�VHQLRU�
OHDGHUV�SDUWLFLSDWHG�LQ�WKH�'HQLVRQ�/HDGHUVKLS�'HYHORSPHQW�6XUYH\�������WR�GHYHORS�D�IRXQGDWLRQ�
IRU�XQGHUVWDQGLQJ�WKHLU�SHUVRQDO�VWUHQJWKV�DQG�DUHDV�RI�RSSRUWXQLW\��7KH�FRDFKHV�XVHG�WKH�����GDWD�
WR�KHOS�JXLGH�WKH�OHDGHUV�LQ�GHWHUPLQLQJ�WKH�DUHDV�RI�RSSRUWXQLW\�LQ�UHDOL]LQJ�WKHLU�LGHDO�VHOI��$V�VRPH�
����GDWD�PD\�EH�GLI¿FXOW�WR�UHFHLYH��OHDGHUV�SDUWLFLSDWHG�LQ�UROH�SOD\V�VR�WKH�OHDGHU�PD\�EHJLQ�WR�
XQGHUVWDQG�WKH�³ZK\´�EHKLQG�WKH�³ZKDW´�RI�WKH�IHHGEDFN�WKH\�UHFHLYHG��ZKLFK�SURYLGHV�FODULW\�DQG�
DFFHSWDQFH�DURXQG�WKH�OHDGHU¶V�FXUUHQW�VWDWH�RI�OHDGHUVKLS��

7KH�UROH�RI�WKH�FRDFK�ZDV�WR�SURYLGH�D�GLIIHUHQW�SHUVSHFWLYH��KRQHVW�IHHGEDFN��DQG�JXLGDQFH�LQ�D�
VDIH�DQG�VWULFWO\�FRQ¿GHQWLDO�HQYLURQPHQW��7KH�NH\�WR�WKLV�FRDFKLQJ�DSSURDFK�LV�WKDW�WKH�FRDFK�FDQ�
LQVSLUH�DQG�SURYRNH�WKH�OHDGHU�WR�SXVK�KLP�KHUVHOI�WR�EH�FRXUDJHRXV�DQG�WR�PRYH�RXW�RI�WKHLU�FRPIRUW�
]RQH�LQ�RUGHU�WR�HVFDODWH�WKHLU�GHYHORSPHQW�DV�DQ�H[FHSWLRQDO�OHDGHU�IRU�3UR0HGLFD��7KH�FRDFKHV�RI�
JRWKDP&XOWXUH�FROODERUDWHG�ZLWK�HDFK�OHDGHU�WR�HVWDEOLVK�WKHLU�LQGLYLGXDO�YLVLRQ�IRU�WKH�³LGHDO�OHDGHU´�
DW�3UR0HGLFD��ZKLFK�JURXQGV�WKH�OHDGHU¶V�GHYHORSPHQW�LQ�D�SRVLWLYH�ZD\��0RUH�LPSRUWDQWO\��LW�FUHDWHV�
WKH�PRWLYDWLRQ�WR�WUDQVIRUP�LQWR�RQH¶V�EHVW�VHOI��ZKLOH�HPSOR\LQJ�DSSUHFLDWLYH�LQTXLU\�SURFHVVHV�DQG�
WHFKQLTXHV��(QYLVLRQLQJ�RQH¶V�LGHDO�VWDWH�RI�OHDGHUVKLS�ZDV�D�QRYHO�FRQFHSW�DQG�LQVSLULQJ�SURFHVV�IRU�
WKH�OHDGHUV�RQ�WKH�(&��

7KH�FRDFKHV�IURP�JRWKDP&XOWXUH�ZRUNHG�ZLWK�HDFK�VHQLRU�OHDGHU�RYHU�WKH�FRXUVH�RI�¿YH�PRQWKV�WR�
FUHDWH�LQWHQWLRQDO�FKDQJH�WKURXJK�DSSUHFLDWLYH�LQTXLU\�DQG�SRVLWLYH�VHOI�OHDUQLQJ��IRFXVHG�RQ�DUHDV�
HVVHQWLDO�WR�HIIHFWLYH�OHDGHUVKLS�DW�3UR0HGLFD��7KH�FRDFKHV�KHOSHG�HDFK�OHDGHU�LGHQWLI\�WKHLU�SHUVRQDO�
UHDVRQV�IRU�FKDQJH�DQG�KHOSHG�WLH�WKHLU�LQGLYLGXDO�JRDOV�WR�3UR0HGLFD¶V�VWUDWHJ\�IRU�DFKLHYLQJ�One 
ProMedica��7KURXJK�PXOWLSOH�DQG�LQWHQVLYH�FRDFKLQJ�HQJDJHPHQWV��OHDGHUV�ZHUH�SURYLGHG�WKH�
RSSRUWXQLW\�WR�SUDFWLFH�QHZ�EHKDYLRUV�DQG�WR�REWDLQ�IHHGEDFN�RQ�WKHLU�SURJUHVV�GXULQJ�IROORZLQJ�
VHVVLRQV��7KLV�DOORZHG�WKH�FRDFKHV�WR�KHOS�OHDGHUV�WZHDN�FHUWDLQ�DVSHFWV�RI�WKHLU�QHZO\�HVWDEOLVKHG�
EHKDYLRUV�DV�WKH\�HYROYHG�WRZDUG�WKHLU�GHVLUHG�IXWXUH�VWDWH��

$�NH\�DVSHFW�WR�PDNLQJ�WKH�GHYHORSPHQW�VWLFN�IRU�HDFK�OHDGHU�ZDV�WKH�HVWDEOLVKPHQW�RI�D�SHUVRQDO�
ERDUG�RI�GLUHFWRUV��(DFK�OHDGHU�DVVHPEOHG�D�ERDUG�WR�SURYLGH�UHDO�WLPH�IHHGEDFN�EDVHG�RQ�WKH�
OHDGHU¶V�VSHFL¿F�DUHDV�RI�GHYHORSPHQW��7KH�ERDUG�SURYLGHG�DFFRXQWDELOLW\�DQG�KRQHVW�IHHGEDFN�LQ�
RUGHU�WR�HVWDEOLVK�D�FRQWLQXRXV�DFFRXQWDELOLW\�IUDPHZRUN�WR�VXSSRUW�WKHLU�GHYHORSPHQW��0RUHRYHU��
FUHDWLQJ�D�FXOWXUH�ZKHUH�ERWK�SRVLWLYH�DQG�FRQVWUXFWLYH�IHHGEDFN�LV�HQFRXUDJHG�LV�D�FUXFLDO�DVSHFW�
IRU�DGYDQFLQJ�WKH�FKDQJH�SURFHVV�DQG�VXVWDLQLQJ�3UR0HGLFD¶V�QHZ�FXOWXUH��%\�SXWWLQJ�LQ�SODFH�D�
SHUVRQDO�ERDUG�WR�REVHUYH�EHKDYLRUDO�FKDQJH�LQ�OHDGHUV��FXOWXUH�FKDQJH�ZLOO�EH�VXVWDLQHG�HYHQ�DIWHU�
WKH�FRDFKHV�DQG�FRQVXOWDQWV�KDYH�GHSDUWHG�

*  The Intentional Change Approach is based on Richard Boyatzis’ Intentional Change Theory.
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HOW WAS THE COACHING PROCESS RECEIVED  
BY PROMEDICA’S LEADERS?
,Q�RUGHU�WR�DVVHVV�WKH�LPSDFW�RI�FRDFKLQJ�RQ�WKH�OHDGHUV�ZLWKLQ�WKH�(&�DW�3UR0HGLFD��JRWKDP&XOWXUH�
DGPLQLVWHUHG�D�IROORZ�RQ�VXUYH\�WR�SDUWLFLSDQWV�ZKHUH�WKH\�SURYLGHG�PRUH�WKDQ�IDYRUDEOH�UHYLHZV�
RI�WKHLU�GHYHORSPHQW�H[SHULHQFH��(YHU\�OHDGHU�FRPSOHWLQJ�WKH�VXUYH\�DQG�LQGLFDWHG�WKHLU�FRDFK�
HVWDEOLVKHG�D�WUXVWLQJ�UHODWLRQVKLS��SUDFWLFHG�FRQ¿GHQWLDOLW\��DQG�GLVSOD\HG�KLJK�OHYHOV�RI�HPRWLRQDO�
LQWHOOLJHQFH��$OO�RI�WKH�IHHGEDFN�SURYLGHG�E\�WKH�SDUWLFLSDQWV�LQGLFDWHG�WKDW�WKHLU�FRDFKHV�ZHUH�
HIIHFWLYH�LQ�JXLGLQJ�WKH�OHDGHUV�LQ�WKH�FUHDWLRQ�RI�WKHLU�GHYHORSPHQW�SODQ�EDVHG�RQ�WKHLU�LQGLYLGXDO�
YLVLRQ�RI�WKH�LGHDO�OHDGHU�IRU�3UR0HGLFD��

CONCLUSIONS AND NEXT STEPS
7KH�FXOWXUH�FKDQJH�SURFHVV��WKURXJK�OHDGHUVKLS�GHYHORSPHQW��LV�D�MRXUQH\��$V�WKH�OHDGHUV�RI�WKH�
(&�FRQWLQXH�WR�SURJUHVV�WRZDUGV�WKHLU�LGHDO�VWDWH�RI�OHDGHUVKLS��WKH\�ZLOO�UHFHLYH�IHHGEDFN�IURP�
WKHLU�SHUVRQDO�ERDUG��,Q�VXSSRUW�RI�WKLV�IHHGEDFN��D�IROORZ�XS�����VXUYH\�LV�SODQQHG�IRU�������7KH�
GDWD�IURP�WKLV�VXUYH\�FRPSDUHG�ZLWK�WKH�¿UVW�URXQG�RI�WKLV�VXUYH\��ZLOO�SURYLGH�YLVLELOLW\�DURXQG�WKHLU�
SURJUHVV�DQG�DOORZ�FKDQJHV�LQ�HDFK�RI�WKH�OHDGHU¶V�GHYHORSPHQW�SODQV��

7KH�WHDP�IURP�JRWKDP&XOWXUH��'HQLVRQ�&RQVXOWLQJ��DQG�3UR0HGLFD�LV�ZRUNLQJ�WRJHWKHU�WR�FDVFDGH�
WKLV�DSSURDFK�WR�SURYLGH�UHDO�WLPH�OHDGHUVKLS�GHYHORSPHQW�IRU�WKH�QH[W�OHYHO�RI�3UR0HGLFD�OHDGHUVKLS��
&KDQJHV�ZLOO�EH�PDGH�WR�WKH�GHOLYHU\�EDVHG�RQ�IHHGEDFN�DQG�UHFRPPHQGDWLRQV�IURP�WKH�(&��
2UJDQL]DWLRQDO�FXOWXUH�FKDQJH�FDQ�EH�D�OHQJWK\�SURFHVV��+RZHYHU��3UR0HGLFD�KDV�WDNHQ�FULWLFDO�VWHSV�
WKURXJK�HQVXULQJ�WKDW�WKH�VHQLRU�OHDGHUV�KDYH�D�YLHZ�RI�WKHLU�SHUVRQDO�OHDGHUVKLS�DQG�DUH�PRYLQJ�ZLWK�
LQWHQWLRQ�WR�EHFRPH�WKHLU�EHVW��%\�UHFRJQL]LQJ�WKDW�OHDGHUVKLS�DQG�FXOWXUH�DUH�WZR�VLGHV�RI�WKH�VDPH�
FRLQ��3UR0HGLFD�LV�ZHOO�RQ�WKHLU�ZD\�WR�DFKLHYLQJ�WKHLU�YLVLRQ�RI�One ProMedica�

gothamCulture helps clients achieve exceptional organizational performance through the lens of culture and leadership.  
The gothamCulture team is comprised of seasoned professionals from a broad array of professional backgrounds who support client 
change efforts with precision and focus on achieving tangible performance gains.

My coach was 
ÀH[LEOH�DQG�
supported me 
in creating a 
development plan 
that I embraced. He 
provided good ideas 
and suggestions to 
be effective. 
– ProMedica Leader


