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a new place reinventing itself. “Ours” means
that the company is the responsibility and
under the control of the teammates who work
for it, who have the opportunity to make the
comparny what they would like it to be. This
leads to the last question. Note that the execu-
tives do not ask what “is” the company, but
rather, “What could’it be?” The answex, “spe-
clal,” captures in a word the aspirations for
building an organization that is truly unique in
its culture and its results for its patients, while
“could” reflects the fact that the development of
the organization is a journey, and although it
has achieved great things, its aspirations are for
more, and that being special is something vet to
be fully achieved.

We Said, We Did

Accountability is an important value at DaVita.
So is measurement—the company measured
not just clinical outcomes, costs, and labor uti-
lization, but almost everything that was related
to dimensions of performance. In addition,
there is an emphasis on systematic, planned
thinking and actions. All of this came together
in the idea of follow-up, something that began
at the very top of the organization. As Richard
Fontaine, one of the directors an the company’s
board, explained, at virtually every board meet-
ing Thiry would present a list of issues and ques-
tions from the preceding meeting, and then
go through them one at a time and explain
what the company and he had done about
each. This included, for instance, progress on
building a succession planning process and pre-
paring back-up people ready for senior-level
positions. Similarly, at DaVita Academies, if the
company had made assurances or promises to
the workforce—to get an answer 10 some ques-
tion, to address some concern or problern—
Thiry would explain what had been done and
end with, “We said, we did.”

The implication was that the company and
each person in it was accountable for meeting
its commitments—for addressing issues and
explaining how another important value,

continuous improvement, was occurring, As
several people noted, if someone was in a
position of often having to say, “We said, but
we didn’t do,” that person would probably not
last long at an organization that stressed
accountability and getting stuff done,

One for All, All for One

This idea, from the Three Musketeers books and
movies, was a prominent theme in the com-
pany. Thiry’s office at corporate headquarters
in El Segundo, California, near the Los Angeles
airport, had a movie poster from The Man with
the Iron Mask, and has hanging in it the sword
that Thiry brandishes—in full Musketeer
uniform—at DaVita Academies and other
meetings. The phrase represents one way o
understanding the idea of community and
shared obligations and responsibility, “On
for all” means that it is the obligation of every
DaVita teammate to contribute what they:¢
1o the whole, to expend their best effo
behalf of the collective, and to take resp
bility for the company and each of its.me
bers. “All for one” means that just’as the
individual should devote himself or herself to
the group, the group has a responsi
help that individual develop and succee
surmount difficult setbacks and transi

An example of this care and communi!
fund called the DaVita Village N
which DaVita teammates contribat
others out with, for example, unex_p{:
cal expenses or other financial needs. T
contributions to the DaVita Villag
were matched by contributions: mia
company out of its profits.

The Village—Not Just a Compan
But a Community o

Related to the idea of “one fo
was the idea of DaVita as.a
represented in the word “villag
headquarters in El Segundo was rel
“Casa DaVita” (the house: 0




606

PART 6  Strateqic Change Interventions

a new place reinventing itself, “Ou.rs.”. meancsE
that the commpany is the respensibility ank
under the control of the teamates who WC%‘
for it, who have the opportu.mty.to make F;hje
company what they would like it to be. ]
jeads to the last question. Note that the exe;u:[
tives do not ask what “is” the Company:l u
rather, “What could it be?” The an‘svvt.ar, S};f)e—
clal,” captures in a word Ih'e asplrau(?ns gr
building an organization that is truly umqu;:1 1112
its culture and its results for its patients, whi :
“could” reflects the fact that the developmen}t] qt
the organization is a journey, @d _althoug fz
has achieved great things, its asplranor.ls are for
more, and that being spedial is something yet to
be fully achieved.

We Said, We Did

Accountability is an important value at DaVﬂ:zi.1
So is measurement——the company rneasurt:‘
not just clinical outcomes, gosts, and lab(ni u 1d
lization, but almost everything that was rel a‘lte
to dimensions of performance. In addmon(,{
there is an emphasis on syst'emauc, plamllle
thinking and actions. All of this came together
in the idea of follow-up, someﬂ-am_g that })egaxcli
at the very top of the organization. As Rlchar’
Fontaine, one of the directors on the company’s
board, explained, at virtually every board meet-
ing Thiry would present a list of issues and q&lles-
tions from the preceding m(?etmg, and le'n
go through them one at a time and explain
what the company and he had done about
cach. This included, for instance, progress on
building a succession planning process z'ﬂrldipre-l
paring back-up people ready for senior- exlfle
positions. Similarly, at DaVita Acadermes,. ift te
company had made assurances or promises to
the workforce—to get an answer to some ques-
tion, to address some concern or problem—d
Thiry would explain what had been done an
end with, “We said, we did.”

The implication was that the company gnd
each person in it was accountal.)le fc?r meetlncg1
its commitments—for acidr‘essmg 1ssges lan
explaining how another bmportant value,

continuous improvement, was occurrh‘}g'. As
several people noted, if someoﬂne Wa.sdlrll) a
position of often having to say, “We said, but
we didn’t do,” that person would probably noc‘;
last long at an organizatim‘l that stresse
accountability and getting stuff done.

One for All, All for One

This idea, from the Three Muskereer.s books and
movies, was a prominent theme in the com-
pany. Thiry’s office at corporate headquartflzrs
in Bl Segundo, California, near the Los Ange .e; _
airport, had a movie poster frorp ifhe Man wit :.
the Iron Mask, and has hanging in it the sword.
that Thiry brandishes—in fgli Musketeer:
upiform-—at DaVita Academies and othe
meetings. The phrase represents one ‘way of
understanding the idea of com.n}u-.nltyﬂ and
shared obligations and requn511?111ty. On
for all” means that it is the obligation of ever
DaVita tearnmate to contribute what they C
to the whole, to expend their best efforts o
behalf of the collective, and to take ‘respogm
bility for the company and each c?f its m.eg :.
bers. “All for one” means that just as'the
individual should devote himself or lr}e.rs.e]f.tf
the group, the group has a responsﬂ)ﬂfit '-[d-
help that individual develop and succ‘e;e an

surmount difficult setbacks and transition

An example of this care and Commumty-v;a
fund called the DaVita Village. Networ! - L
which DaVila teammates contributed t ..e
others out with, for examplt.a, unexpected. me
cal expenses or other financial ngeds. Te
contributions to the DaVita Village Ne
were matched by contributions mad¢ by
company out of its profits. :

The Village—Not Just a Company, -
But a Community

Related to the idea of “one for all, a_}_ __
was the idea of DaVita as a COj’I:IIIlu
represented in the word ”vﬂlage._f@_
headquarters in El Segundo was reiers

: Titm.
“Casa DaVita” (the house of DaVita n

:Quantitative data showing how

“ending with the phrase, “No bra
It was a way of cementing the id
at the company should attempt to anchor

SELECTED CASES

village language and imagery were used
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Fact-based decision making was reinforced in
the Company’s measurerment System. Clinic

. managers received monthly, multipage reports
the people rush up the hill 1o put out the fire, showing how their performance compared to
they are saved from the flood. The word goals or budgets, to their own prior results,
“worker” was never used and scldom was the and to other facilities in their region, in their
word "employee”—ﬁinstead, people  were division, and in DaVita as a whole. Annual
referred 1o as “teammates” or “citizens” and, surveys of employees provided information
consistent with the village imagery, language

that evoked the jdeg of
mutual obligations of citizens and t

“citizenship” and the

heir com-
munity was emphasized. Tn the words of Gina

Randolph, a group vice president, “We think

on satisfaction and engagement, as well as
perceptions about the extent to which people

felt the company was living up to its Mission
and Values.

of ourselves as a village where each facility is a But what was most interesting, and what
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tant these distinctions were, she responded, , measurement-rich culture,
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No Brag, Just Facts

DaVita was committed to a fact-based approach
to management and decision making, to talk-
ing to people about the facts, and to using
tacts and evidence as much as possible for
every decision and staterment. So, when Thiry
stood up at a DaVita Academy meeting and
stated that DaVita provides the best care for
dialysis patients in the industry——a statement

-that, on its surface, was not unlike the typical
- Corporate claim about its quality,

service, or
N provided
DaVita was
€ measures,
g, just facts.”
ea that people

leading edge technology--he the

doing on specific clinjcal outcom

avid Robbins, http:!/srarchitects.cmn/health%z Ocare,

; were in the hospi i
ely alive and nothe hospital or on vacation made

scheduling labor more difficult and affected
labor productivity. But this indicator could not
be captured systematically given current man-
dgement information systems, Therefore, the
ncasure was included in the monthly reports
as a blank graph with the notation, “Not
Available.” As Joe Mello explained, if there
WEre some important critical data that could
not yet be assessed, the company included
them anyway on the reports, showing they
were not available, This presentation of a miss-

ing measure, month after month, encouraged
people to figure out ways 1o measure what
might have first been viewed and dismissed as
“unmeasurable,” and therefore the availability

of data useful for making decisions kept
improving.

We Are Here

DaVita wanted to €ncourage its teammates to be
fully involved and Dresent in the company, not
Just physically but also emotionally. There were
“We Are Here Awards,” which were $1,000 in
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vacation. expenses given to randomly selected
non-exempt (hourly paid) teammates who had
perfect attendance (no unplanned absences
during a 90-day period. At DaVita meetings,
teams would be asked if they were here, and
would respond with a cheer, or chant, or yell, or
some combination that indicated not only physi-
cal presence but also involvement and commit-
ment. In Thiry’s office, painted on the wall was
the saying, “This is not a dress rehearsal, this is
my Life.” There was an emphasis on having
people fully engaged in their work and with the
company, so they could find meaning and fullill-
ment in their jobs and in their associations with
tearmmates.

The Shining Star

The “i” in DaVita was dotted as a star, referred to
as a “shining star.” Thiry would say that the star
lived in a lush green valley and only came out to
sit on top of the “i” when a DaVita teammate did
something special for a patient or a fellow team-
mate. Because at any given moment there was
always someone doing something special in the
company, the star was always “out.” At the
national awards ceremony, the highest awards
were called “Shining Star Awards,” for people
who not only performed their jobs with excep-
tional proficiency, but who also exemplified the
DaVita values and who contributed to the well-
being of the team.

DAVITA MANAGEMENT PRACTICES

Values and beliefs, ways of being, and the
organizational culture had to be produced and
reproduced every day to be real and meaning-
ful. DaVita did a number of things to ensure
that its Mission and Values would infuse the
day-to-day behavior of its teammates and to
help ensure that it operated in ways consis-
tent with its aspirations. Many of its manage-
ment practices seemed (and were) like
common sense. All were products of exten-
sive discussion by people inside the company,
and all were talked about regularly, practiced,

and were embedded in everything the com-
pany did.

The DaVita Way and the DaVita Way
of Managing

DaVita thought that it was beliefs that drove
behaviors that, in turn, produced performance.
As Thiry explained it, the “DaVita Way” was
“what (who) we are: our Beliefs (which have
been introduced and articulated over the past
few years), as well as the consisiently practiced
Behaviors (which are derived from those
beliefs).” The company articulated and lived its
beliefs through talking about its history, its sym-
bols and traditions, the idea of the village, com-
munication, talking about the future, and caring
and sharing for members of the community.
The DaVita Way of Managing defined a set of
behaviors and competencies that the company.
sought to promote and produce, and which-
formed the basis of all of its selection and perfor--
mance management practices, and were rein-:
forced in its educational activities. There were:
four behaviors critical to the DaVita Way of
Managing: Tt (1) gefs the right stuff done
(2) fosters team, (3) stewards resources; and
(4) builds relationships. S
There was one other aspect to the Da
management approach—an emphasis:;0
execution. When the leadership, includin
Mello, Vichek, and Thiry, had been togethe
at Vivra, they had noticed that even thoug
they had an extremely talented execut

working hard, things were not happen
They went to on an off-site meeting and

build operational excellence and anal
get things done at DaVita, where the
very much a part of the fabric of the
ment approach. '




