
V O L U M E  9

I S S U E  11 2

languageofcaring.com APRIL 2018

RESHAPING
THE CULTURE
OF CARE

© 2018 Language of Caring

INSIDE 
THIS 
ISSUE

1 Soapbox:  
Making ChangeS StiCk 

2 beryl inStitute  
px 2018 ConferenCe

3 i love thiS Short video!

4 Quoteworthy

5 newSbyte

6 Staff Meeting idea

7 CoMpliMentary webinar -  
Making ChangeS StiCk

8 free webinar overview of 
 language of Caring prograMS

Insights, tips, tools and resources to help you achieve 
the unparalleled patient, family and employee experience

Soapbox: Making Changes Stick
By Wendy Leebov Ed.D., Partner; Language of Caring, LLC 

Please indulge me and try this 10 second experiment. 
Cross your arms. When 
they are comfortably 
crossed, undo them and 
cross them the other way. 
How hard was it to make 
the change? Making the 

change once is very uncomfortable for most people. 

Now, imagine being encouraged or expected to 
make the second way (the uncomfortable way) your 
habit—your natural inclination. What would it take? Will, discomfort,  
deliberateness, practice, and more practice. And it wouldn’t hurt to have a  
friend keep an eye on you to make sure you do it the new way when you’re  
not focusing on it and appreciate you when you do so successfully.

In our efforts to lead and support improvements, is it any wonder that we have 
trouble turning short-term successes into sustainable change? Our teams invest 
so much time and care to developing and implementing improvement plans,  
only to end up demoralized when the initial improvements fizzle over time,  
calling into question the return on our investment and the wisdom of undertaking 
other change initiatives in the future.

Sustainability: When new ways of working and improved outcomes  
become the norm. 

“Sustainability means holding the gains and evolving as required - 
definitely not going back.” 

 --National Health Service-UK (2014)

“The challenge is not starting, but continuing after the initial 
enthusiasm has gone.”
 --Ovretveit (2003) 

The Challenge of Sustainability or Making Changes Stick

Why don’t changes stick? The literature abounds, citing a multitude of  
reasons. Drawing on my personal experiences, I want to emphasize five 
reasons for you.

http://languageofcaring.com
http://www.languageofcaring.com/resource-center/heartbeat-e-newsletter/
https://www.linkedin.com/grp/home?gid=4215290
https://www.facebook.com/pages/Language-of-Caring/383439288436890
https://twitter.com/languageofcare
https://www.youtube.com/user/languageofcaring
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1. The desired change is not concrete enough. A key to making change 
stick is a focus on BEHAVIOR. 
Many Language of Caring clients seek a culture change. They want  
to establish and sustain an enduring “culture of caring.” Some think,  
“Create a culture of caring” and then caring behavior will spread like  
wildfire. Change guru John Kotter thinks the opposite. He says,  
“Creating a new culture happens naturally as long as there is continuity  
of behavior and success over a sufficient period of time. That’s just the 
way culture is…” 
In my experience, to effectively create culture change, we need to first  
articulate the culture we want and then focus on the concrete behaviors 
and processes that support this culture. We need to engage people in 
mastering these behaviors, reinforcing them, and making them habit— 
the way we do things here. As we do that, the culture changes and,  
in turn, supports sustainability.

2. We think whale, not dolphin. 
When you think 
“whale”, the change 
does not last. Change 
needs to be managed 
as a process, similar 
to the dolphin’s 
swimming pattern. 
Dolphins surface often 
to take short breaths, 
to communicate and 

to connect with other dolphins in their pod. Each breath requires very little 
effort. Whales are different. They take long breaths. Then, they dive deep 
and stay under water for a long time. It takes a huge effort to surface for 
another breath. Change strategies need to have multiple action steps, 
consequences, course corrections and more action steps that unfold over 
time. Without managing change as a long-term process, you’re vulnerable 
to employee fatigue, cynicism as resources are diverted to other initiatives, 
and also lack of interest and attention as the novelty wears off. 

3. We stop short. 
When we do a great job of explaining and promoting the changes we  
want and we see people (even those who were disbelievers initially)  
being receptive, we celebrate success prematurely. To make new skills 
and processes “the way we do things here,” we need people to practice 
the new skills and processes, master them and consistently use them in 
their everyday work. And we need to build into our strategies verification 
that people are using the new skills and processes. Also, we need to  
focus further practice and coaching on supporting mastery, making the 
changed behaviors an “always” event, and moving forward with even more 
improvements. If we don’t push for mastery and consistent performance, 
some people let up and tradition takes over. The changed behavior and  
processes do not become second nature, because we stopped short. 

4. “If it is to be, it’s up to you, not me.” 
Too often, leaders convey this message, exempting themselves from  
personally mastering and living the changed behavior. Some behave in 
ways that directly violate the new norms but, because of their power or  
position, they feel no pressure to change themselves or hear feedback 
about the double standard they are setting. Some delegate the entire 
change and sustainability process to champions, implementers and  
planning teams. They assume “I’m done with my part” and they move 
on to other priorities. “If it is to be, it’s up to you,” needs to change to the 
message, “If it is to be, it’s up to me.” This emphasizes the responsibility  
to start with oneself.

“ ...we need to first  
articulate the culture 
we want and 
then focus on the 
concrete behaviors 
and processes that 
support this culture.”

http://languageofcaring.com
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5. We under-communicate our commitment and expectations by a 
factor of 10. 
My 8th grade English teacher taught me how to write a good essay.  
She said, “Tell ’em what you’re going to tell ’em. Then, tell ’em. Then,  
tell ’em what you told ’em.” This wise counsel has served me very well  
over the years. Well, the same advice applies to making changes stick. 
Executives, department managers, and supervisors need to revisit and 
repeat their expectations that people will stay with the changed behavior, 
which means giving the changed behavior conscious attention until it 
becomes automatic. And of course, leaders need to model the behaviors 
themselves or their “do as I say, not as I do” message will breed  
resentment and non-adherence. In addition, existing communication  
channels (newsletters, leadership meetings, staff meetings, employee  
updates, physician briefings, “About Us” on the organization’s  
website, etc.) should make the change a thread woven into the  
fabric of the organization, with essential information about the vision, 
progress, plans and related stories.

“ ...giving the 
changed behavior 
conscious attention 
until it becomes 
automatic.”

Assess Your Organization’s SustainABILITY

Ah,  
So True 
of Us

Partly True  
of Us, 

Partly Not

That’s 
Not Our 
Problem

Tips

1. The desired change is 
not concrete enough.  
We don’t go far enough 
identifying the BEHAVIOR 
change needed.

Define behaviors.  
Map processes. 
Get utterly specific.

2. We think whale, not 
dolphin. The rollout is the 
big event. We don’t craft 
our strategy as a series of 
smaller steps that we do 
over the long-run.

Develop strategy as a 
series of short steps  
that go on long-term.

3. We stop short. We don’t 
do enough to push for the 
practice, mastery, and 
consistent adherence that 
make the changes second 
nature.

Include in your grand  
plan a concrete strategy 
for ensuring mastery and 
testing for it.

4. Leaders convey, “If it is 
to be, it’s up to you, not 
me.” We don’t do much 
to ensure that they take 
responsibility, starting  
with themselves.

Assess leaders for  
personal commitment,  
behavioral mastery and  
key leadership actions. 
Make embracing the 
behavior, role-modeling 
and key team leadership 
actions job expectations  
for leaders.

5. Leaders under-communi-
cate their personal com-
mitment and expectations 
by a factor of 10.

Stop filling your 
communication vehicles 
with ho-hum information. 
Replace it with refreshers, 
reminders, results, kudos, 
and stories related to the 
change.

http://languageofcaring.com
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“ I remain a tireless 
optimist about the 
impact we can 
have as change 
champions on 
patients and families, 
our communities, 
our organizations, 
our customers,  
and ourselves.”

One Final Suggestion: Plan Backwards!
Plan your sustainability strategy first. Assume that your entire  
implementation plan is highly successful (whatever that plan will be). 
Yes, before you work out your initial implementation plan and commit 
to it, address this question in depth: What do we need to do to make 
effective changes STICK? If you can’t answer that upfront, then don’t 
start!

Making Change Stick is a desire, intention, and challenge to change 
agents and leadership teams everywhere. To support you in achieving 
improvements that stick, the Language of Caring team will be focus-
ing on this theme for a few months. So, watch HeartBeat and your 
email, and also register for our June webinar for great tools, guides 
and other resources related to this challenge. 

Ending with a Note of Optimism
In one way or another, I have been a change agent for over 40 years.  
I have a long line of heroes whom I admire because they spearheaded 
lasting changes that have inspired and empowered people and  
communities, enhanced people’s well-being, and advanced the  
values I hold dear. Despite some false starts, occasional setbacks, 
and disappointments, I remain a tireless optimist about the impact we 
can have as change champions on patients and families, our commu-
nities, our organizations, our customers, and ourselves. 

Malcolm Gladwell says in his great book The Tipping Point,  
“The tipping point is that magic moment when an idea, trend,  
or social behavior crosses a threshold, tips, and spreads like wildfire.”  
By focusing our wisdom, creativity, time and resources to sustainability, 
we can ensure that our hard-won improvements reach a tipping point 
and become a consistent feature and powerful force in our organiza-
tional culture.

The Language of Caring team is proud to be exhibiting at The Beryl 
Institute PX 2018 Conference in Chicago, April 16 - 18th. Please stop 
by our booth (#6) to say hello — we would love to connect!

This video, A Bridge Across Time, gives a moving glimpse into how 
music can elevate the spirits of people in hospitals and long-term 
care. Click here to watch a participant in the program Music and 
Memory talk about her life and explain that “When I hear the music 
my heart is filled…it reminds me of a different time, a better time.”

 RM Gracia Gozalo et al., Medicina Intensive; 2018

http://languageofcaring.com
https://www.youtube.com/watch?v=0fAcE1Hjr20
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“If I look at the mass, I will never act.  If I look at the one, I will.”
--Agnese Gonxhe Bojaxhiu

 

Apologies Reduce Lawsuits
Erlanger Health System of Tennessee has reported a 66 percent drop 
in lawsuits along with a 51 percent drop in defense litigation costs  
and 53 percent drop in time to close cases over a 12-year time period 
(F LeCraw et al., J Patient Safety and Risk Management 2018, Vol. 23(1) 
13–18).  How? By instituting a strong process that involves disclosure and 
apology when there are patient complaints and errors. These findings,  
that apologies work, are in line with results achieved by the University 
of Michigan, University of Illinois Health Systems, and the VA.  
The “Blameless Apology” is one of the concrete skills physicians  
and staff strengthen through the Language of Caring program. 

Purpose: Identify concrete ways to show caring in the context of people’s jobs.

Instructions:

1. Start by making these points:

• “Most of us chose healthcare professions because we  
want to make a difference---because we care about other people.  

• Yet, these days, with so much stress and pressure, oftentimes, 
patients and families might not feel our caring. After all, being  
caring on the inside and communicating caring are two different things.”

2. Then, engage your team in a brainstorm of specific ways they can make 
caring visible to patients, families and each other in their specific jobs.  
Ask them to complete this sentence and share their response with the 
group: “In my job, I can show my caring by ______________.”

3. Finally, ask them to compliment a coworker on the team about a time in 
the last week when they saw this coworker make their caring visible.

4. End with a sincere THANK you to people for making their caring felt  
and encourage them to consciously communicate their caring in the  
future so people will realize how much they care.

Note: The Language of Caring team is dedicated to helping providers and  
staff make caring visible in every interaction. The result: A heartwarming and 
distinctive culture of caring.

STAFF
MEETING
IDEAS

STAFF
MEETING
IDEA

http://languageofcaring.com
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LANGUAGE OF CARING 
WEBINAR SERIES PRESENTS...

Making Changes Stick

WEDNESDAY,  
JUNE 13th, 2018  

1–2 PM EST

Complimentary
Registration

REGISTER NOW!

WEBINAR FACULTY 

Presented by the Language of Caring team: 

Rhonda Williams, M.S.N., M.B.A.,  
VP, Client Services

Kimberly Carson, M.Ed.,  
Director, Client Services

Webinar description coming soon. 

http://languageofcaring.com
https://languageofcaring.zoom.us/webinar/register/WN_KSBgyw1cQCu7RU6O03N_CA
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Achieving an unparalleled patient experience and a culture 
of caring through exceptional communication.

Spread the Resources 
• Forward this month’s HeartBeat email to others.
• Share and tweet the following link:

Making Changes Stick
https://www.languageofcaring.com/wp-content/uploads/2018/04/making-changes-stick.pdf

Jill Golde, MS, Dorothy Sisneros, MS, MBA 
and Wendy Leebov, EdD—partners at 
Language of Caring.

Contact Us!

314 300 7701

PLEASE FOLLOW US!

Join our LinkedIn Group “Patient Experience & Communication” 
and add to the rich discussions.

Join the 200+ organizations who are transforming their cultures with the Language of Caring 

WE CAN HELP! TO LEARN MORE
Attend a Live Webinar Overview on April 24 or Contact Us

Imagine an enduring culture of caring… 
where staff engage, physicians prefer to practice, 
and patients rave about the people and their care.

Making Caring Visible

http://languageofcaring.com
https://www.linkedin.com/grp/home?gid=4215290
https://www.facebook.com/pages/Language-of-Caring/383439288436890
https://twitter.com/languageofcare
https://www.youtube.com/user/languageofcaring
http://languageofcaring.com/contact-us/
http://languageofcaring.com/contact-us/
http://www.languageofcaring.com/webinars/intro-to-communication-skill-building-solutions/
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