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interaction, singing together, acting sitly together,
and working together to compete against other
teams, helped break down barriers and build
energy and spirit.

Academy i

Academy II was a newer program attended
by all teammates from a specific region,
designed to “take facility performance to the
next level by fostering mutual accountability
amongst the team.”” Because the program
involved all tearmmates from a reglon, centers
were completely closed on that day, requir-
ing that dialysis treatments be rescheduled.
By emphasizing how to hold difficult and
honest conversations among the teammates
to resolve interpersonal issues, the course
fostered better and more productive interac-
tions. The course also contained numerous
activities designed to impart skiils for team
building and joint planning for operatior al
improvement at the facilities.

There was every indication that the commit-
ment to training and development at DaVita
was increasing in scope and reach. Evaluation
of all DaVita University activities was taken
very seriously and the programs and mate ials
were constantly being tweaked to make them
better. In June 2005, Training magazine (DOW
Training & Coaching Today) awarded DaVita the
“Training Top 100 Award,” which recognized
the company’s commitment to learning and
performance improveiment.

Recognition and Communications

Another way in which people learned about
the DaVita way, felt attached to the company,
and learned what was going on was through
communications and recognition. There were
himonthly conference calls with all of the facil-
ity administrators; more than 10 different news-
letters including DaVita News and Views, the
overall company publication; an intranet and

-

DVY Course Catalog, p. 3.

email system, and voice mails and emails to
celebrate special events and company mile-
stones. Thiry personally answered every email
he received from anyone in the company, and
he received a number of them, particularly fol-
lowing his appearance at an Academy or train-
ing program or a visit to a facility. Facility
administrators were encouraged to hold infor-
mal meetings with their teams on a regular
basis to checlk in with each other, engage in
joint problem solving, and to share information
about the facility and the company. It was a
company-wide policy that a “town-hall meet-
ing” had to be held whenever an executive at
the level of vice president or director or higher
visited with a group of teammates at a facility or :
business office. These meetings gave tearnmates
the opportunity to interact informally with the
executive and to ask questions about whatever
was on their mind about the company. 5
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Benefits and Pay

DaVita offered 2 comprehensive benefits and
pay package that was somewhat unusual for g
company that had a reasonably large number
of relatively low-paid, hourly employees, Pay
was pegged against competitive benchmarks,
Thiry would say, “With
respect 10 wages and healtheare benefits, we
intend to be fair and competitive. We must be
consistent with the market, With respect to
ceverything else, we want 1o be superior.” There
was a broad-based profit-sharing program that

At cach Academy,

covered virtually all team members, ba
the idea of sharing the village’s good
success with all of its citizens.

Good Morning and Happy Holidays! 1 would
like to say THANK YOU for the check
Ireceived this morning in homeroam. This
Was an unexpected gift from the Village. This
will help with Christmas for my family. we
have many to help and feed that day. I am
almost in tears right now writing this to you
thinking of the extra things that I will be able
to get for my danghter and husband and the

extended family that is living with me. This

thank you comes from the heart and [iI]
wanted to express my gratitude for it.

here were also benefits that provided people
an opportunity to invest in
Personal growth. The brochu
its for teammates was cal

ss schools, including
he intention was to
who would go fairly
quickly into general manager roles such as
overseeing a number of
d that it was important to
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iving them.
f the senti-

professional and
re listing the ben-

ts.” Imside it
id, “The strength of our team is the founda-

-- In our quest to be the
Nployer of Choice in the healthcare industry,

we have developed a comprehensive program
of benefits that are focused on your health and
welfare, investing in your future and special
programs that are unique to the DaVita Village
In describing this mvestment, Thiry noted that
“it is not only in education for their jobs, but
also in helping everyone advance their leader-
ship skills and thejr Own sense of self.”®

Health and welfare benefits included a com.-
brehensive package of medical, dental, and
vision benefits, extended illness leave, both
short-term and long-term disability insurance,
Iife insurance, and a flexible spending account
Lo set aside pre-tax dollars for health or child-
care expenses, and an employee assistance
program. Investing in the teammates’ future
included a 401(k) retirement program, a
teammate stock purchase program, profit
sharing, the internal training the company
provided, and various forms of educational
assistance, including tuition reimbursement

up to $3,000 per year, and an RN scholarship
program that permitted people to work for
DaVita while attending nursing school, with

all tuition and fees paid up to a maximum of
$5,000 per year,

Unique to the village were also two programs
that provided tuition assistance for the chil-
dren and grandchildren of teammates. The
DaVita Children’s Foundation provided some
college scholarships for children and grand-
children of teammates, selected on a competi-
tive basis. And the KT Family Foundation,
funded by Thiry and others, provided money
to be used for educational expenses for the
children and grandchildren of DaVita team-
mates attending grades 6 to | 1, again selected

On a competitive basis.

NEXT STEPS

Thiry was a person incapable of being compla-
cent. If you talked to him about what DaVita
was doing right, he seemed almost disengaged.
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It was only when you brought out problems
that he seemed really interested in the conver-
sation. Although DaVita had enjoyed a remark-
able transformation and success along multiple
dimensions since he and his coileagues had
arrived in late 1999, he wondered what else he
and the company could be doing to make it
even more successful'and special. For instance,
the team’s goal had been to make DaVita “The
Greatest Dialysis Company the World Has
Bver Seen,” an objective that it mentioned on
its Web site and repeated in virtually every
gathering ol DaVita people, whether execu-
tives or front-line caregivers.

It was clear that DaVita had gone a long way
toward that goal in six years and was a unique
organization with a distinct style and approach.
DaVita had been largely successful in a quest
10, at least for a time, eliminate the apparent
conflicts between the interests of sharehold-
ers, teammates, and patients. The company
had created a management system in which
the interests of each were coincident. Led by
Thiry, Mello, Viceck, and others, the company’s

deliberate culture-building efforts had paid

dividends in terms of reduced turnover and
improved performance.

However, challenges remained, including
integrating Gambro teammates, continuing to
improve operating performance, ensuring
continuity and growth into the future, man-
aging governmental relations, and maintaining
the commitment and passion of teammates
doing difficult work in a very competitive
labor market. At the top of Thiry’s “to do” list
was the integration of Gambro’s 500 centers
and 12,000 people.

Questions

1. How would you characterize DaVita's. .
strategy? S

2. What advice would you give Kent Thiry in
terms of leading and managing the inié_'_
gration of the Gambro organization?

3. What would be included in your “first 100
days” action plan? -

4. How could you preserve DaVita's culty

in the face of an acquisition that includs
Thiry’s former organization, Vivra.




