This is an excerpt from a Physician Empowerment Physician feedback report. The actual document is 11 pages long and contains much more specific information. This shortened version is provided to “give the flavor” of the document and to portray our data reporting system.
Charles Baxter, MD 

Feedback and Interpretation

Interpretation


Reference is made throughout to a March-April 2000 Harvard Business Review 

article “Leadership that Gets Results,” by Daniel Goleman.

Managerial Styles are described in the box on page 82 of Goleman’s article.  The importance of these managerial styles is clarified on page 81, where you will find a table that matches leadership styles with the six “drivers” of corporate climate.  Note that two of the leadership styles, Coercive and Pacesetting, have a negative correlation with a healthy corporate climate. 

………………………………………………………………………..

Your Results

Feedback Groups

You received feedback from groups composed of the following:

Group Name
Constituents

Self
You

Subordinates
People who report to you

Peers
Physicians with whom you work

Hospital
Hospital Administrators

Clinic
Clinic Administrators

Your Graph*
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What follows is an interpretation of the results displayed on your chart.

Context

One leadership role that you fulfill is that of Bellows Clinic Physician.  Here you have the traditional relationships between physician and staff with the attendant responsibility on the part of the physician and need for support staff to do what they are asked to do and to function as competent, decision making professionals.   A major facet of this role is the relationship with medical colleagues.  As is typical of most Physicians, you do not have direct command and control over their actions, but you do desire to have them behave in a certain fashion.  This is true in the context of patient care and in the day to day functioning of the Clinic.

A second leadership role you fulfill is as a medical staff member of the Saint Michael’s Board of Trustees.  The culture of the Hospital demands that one must take into consideration the ebb and flow of the political environment of the hospital and of the medical staff.  While Trustees have overall policymaking power and authority, they do not directly manage the non-physician staff and the day to day operation. This means that most of the leadership power available to you as a trustee is the power to influence. Hospital Trustees are charged with creating vision, and leading people toward the vision using personal influence.

Both of your leadership roles are “influencing” roles, characterized by the need to influence followers, including peers and subordinates, to behave appropriately.

[image: image2.wmf][image: image3.wmf][image: image4.wmf]0

10

20

30

40

50

60

70

80

90

100

Coercive

Authoritative

Affiliative

Democratic

Pacesetting

Coaching

Managerial Styles

Percentiles

%ile Self

%ile Subordinate

%ile Peer

%ile Hospital

%ile Clinic

This power relationship may be depicted as follows:


Our interpretation of your survey results takes in to consideration both your practicing physician role and your Trustee role.

Coercive

“Do what I tell you to do”
Leaders who use the Coercive style expect immediate compliance.

Hallmarks include:

· Giving clear directives to followers without soliciting input or listening to reactions

· Maintaining tight control of others through frequent visits, reports, and other forms of close monitoring

· Relying on negative corrective feedback to emphasize what is being done wrong and what must be corrected

· Using occasional attention-getting strategies (ridicule, or name-calling) to embarrass one into compliance

· Clearly indicating the negative consequences of an one’s failure to comply

All groups ranked your style as moderately high on the coercive scale—between the 50th and 60th percentile with the exception of Hospital Administrators who ranked it at the 75th percentile.  This style is seen as tending to demand immediate compliance with a command. Goleman sees it has having a negative correlation with healthy work environment, although he states that leaders should be able to use it when appropriate.  For instance, a crisis situation, an immediate safety problem, or a performer who is in the final steps of a discipline system might warrant use of the coercive style.

With Physician Peers

The Coercive style can be counterproductive in an environment where one is dealing with peers, such as on a board, or in practice groups.  As Goleman’s says “… the style undermines one of the leader’s prime tools, motivating people by showing them how they fit in to a grand, shared vision.  Such a loss, measured in terms of diminished clarity and commitment, leaves people alienated from their own positions wondering, ‘how does any of this matter?’”  

Another consideration of heavy use of coercive style is the possible impact on one’s colleagues.  If one attempts to demand compliance from one’s political equals, or suggests negative political consequences to them for failing to comply, the interactions may be characterized by extended conflict rather than problem solving and mission accomplishment.

With Subordinates
Although the dynamic is quite different, the use of coercive style with staff may still produce negative results. Goleman: often “people feel so disrespected that they think ‘I won’t even bring my ideas up – they’ll only be shot down.’  Likewise people’s sense of responsibility may evaporate; they may be unable to act on their own initiative and they may lose sense of ownership.”  Desirable staff initiatives such as creative problem solving and providing high quality customer service may suffer as a result.

…………………………………………………………………………….

Similar analysis is provided for the other five (Authoritative, Affiliative, Democratic, Pacesetting, and Coaching) styles identified by Goleman.

A Physician Empowerment consultant goes over the report one-on-one in private with the Physician client.  Based on feedback from the report and the results of our interview with the Physician client, the consultant suggests a proposed individualized curriculum.  If the Physician client likes the approach, Physician Empowerment makes the necessary arrangements.  If the Physician client wishes to go a different route, our computerized data base  <Curriculum Search Engine> allows us to modify the approach “on the spot.”  
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		Physician/ID Number		Whitehill 10

				Coercive		Authoritative		Affiliative		Democratic		Pacesetting		Coaching

		Self		5		7		3		8		6		7

		%ile Self		60		50		30		60		70		28

		Subordinate		4		8		2		7		5		10

		Subordinate		2		8		5		7		7		7

		Subordinate		6		8		3		5		7		7

		Subordinate		7		8		1		6		6		8

		Total		19		32		11		25		25		32

		Average		4.75		8.00		2.75		6.25		6.25		8.00

		%ile Subordinate		52.5		93		17		33.5		65		70

		Peer		3		9		6		6		6		6

		Peer (void)

		Peer		5		9		2		8		5		7

		Peer		7		9		6		4		6		4

		Total		15		27		14		18		17		17

		Average		5.00		9.00		4.67		6.00		5.67		5.67

		%ile Peer		60		95		69.06		28		49.44		12.38

		Hospital		5		6		2		5		9		9

		Hospital		6		6		1		7		5		11

		Hospital		8		8		2		5		5		8

		Hospital		4		8		3		5		10		6

		Total		23		28		8		22		29		34

		Average		5.75		7.00		2.00		5.50		7.25		8.50

		%ile Hospital		75		50		8		24		83.5		80

		Clinic		5		6		9		7		4		5

		Clinic		4		8		2		5		10		7

		Clinic		4		6		4		8		9		5

		Clinic		7		11		3		3		8		4

		Total		20		31		18		23		31		21

		Average		5.00		7.75		4.50		5.75		7.75		5.25

		%ile Clinic		60		74		66		26		90.5		6.5

				d=23		I=8		s=3		c=23		creative
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