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Organization Talent and Effectiveness (OTE)

“Create an extraordinary work
experience Inspiring our
associates to create an

extraordinary care experience’



Health Care is Qur Ministry

Video Link
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The Change Pyramid is an effective tool to begin a conversation with your team
about what it will take to accelerate meaningful and sustainable change across
the Unified Enterprise Ministry® (UEM).

To be successful, we need to be intentional about engaging all four levels of the
Change Pyramid: Technical, Process, People and Culture. Most organizations are very
adept at managing the change, which typically occurs at the Technical and Process
levels of the pyramid. At Trinity Health, we understand managing the change is not

UNIFIED

ALIGNMENT

ENTERPRISE

Culture

Why We Do It
Collectively: Mission, Core Values, Vision, Guiding Behaviors
Individually: Attitudes, Beliefs, Thoughts, Purpose & Meaning

MINISTRY

Technical

What We Do
Toals, Technology, Outcomes

‘ People
How We Do It Through People
Behaviors, Development, Training

Adapted from Schein, Edgar H. Organization Cullluﬂ-nri Leadership. San Francisco: John Wiley & Sons, Inc, 2004

A common approach to change
Change is the event. Transition is the impact of change on People and Culture.

enough; we must also /ead'the change, which means becoming equally skilled in
navigating the transition — the impact of change on People and Culture.

The gray arrow on the left of the pyramid indicates that in order for us to become
a UEM, we must align our change efforts across all four levels. And although
none of the levels are without its challenges, the gray arrow on the right of the
pyramid indicates that the deeper you go, the more difficult it is to influence and
lead change.

Least Difficult

WHAT

ABILITY TO INFLUENCE

Most Difficult




1. OTEUSO: Create a framework within which the UTRO and other OTE
functional USOs will operate (‘frame out the house’)

Supporting Our Busi

Trinity OTE Framework

w2
<Q>
PeA o

2. UTRO: Compensation Policies and Workforce Planning
Create a Practices Future
Unified Total TalentAcqmsmunfRecrunment USOs:

Rewards
Organization Health and Welfare Benefits ASSDEIatEfLeadEI’ShIp Development > %t!‘r‘l‘::'r

model wﬂrkfurce Tec:hm::l-::g:n.r Performance Management Functional

Areas

TalentManagement

Retlrement Prugrams

\5 Dwersny & Inclusion J
Foundation HRIS Platform Time & Attendance Service Centers & Standardized Benefits &
Enablers: (PeopleSoft) (Kronos) Centers of Expertise Pay Practices/Policies
Build these
V;hﬂte f’l°s]l“29 Culture Transformation, Stakeholder Engagement, Associate
arts

Communications and Change Leadership



Trinity Best People [ Spiritual Workplace Model

Transformation Projects:
Workforce Planning
TalentAcquisition

Talent Development

Performance Excellence
Job Profiles (KSABs)
UEM Collaboration

Workforce
Planning

o ohwhRA

Talent
Development

Talent
Acquisition

Performance
Excellence

Our four core processes of
workforce planning, talent
acquisition, talent development,
and performance excellence all
work within the context of our

6 organizational culture.



Strateqy Map - The OTE Value Equatior

Intangible Asset Internal Customer Financial
Perspective Perspective Perspective Perspective

Workforce Physician : )
Planning Alignment Outstanding Solid

Clinical Financial
QOutcomes Outcomes

Talent Highly Skilled

1= & Engaged
Acquisition Workforce

Savings from
Acquisition
Integration

Culture of
Safety and
Quality

Talent
Development

Serve the
Poor and

Und d
Performance Efficiency & NAErserve
Excellence Productivity

Attractive to
Philanthropy

Culture Speed of
Guiding Acquisition
Behaviors Integration




Steering Team

Tom Karel, Vicky Hilliard, Cynthia Hines, Kirsten Korth-White,

Scott Pegg, Heather Sprague, Mike Stebbins, Sam Tower, Aaron Austin

Workforce
Planning

Talent
Acquisition

Talent
Development

Performance
Excellence

* Mike Stebbins

+ Julie MacFarland
« Vicky Hilliard

* Mike Johnson

* Sandy Lewis (ext.)

* Tina Filoromo (ext.)

* Cynthia Hines

+ Alexis Howard

* Faith Shovein

* Camile Van Dyke

* Tom Reynolds (ext.)
* Mike Stebbins (ext.)
« Katrina Back (ext.)
« Kathy Clark (ext.)

* Scott Pegg (ext.)

» David Luna (ext.)

+ Jene' Allen (ext.)

» Scott Pegg

* Mary Rosser

« Sarah Bankard

« Sandy Lewis

* Judy Herrick (ext.)
* Heather Sprague (ext.)
* Cindy Hines (ext.)

» Deb Rockey (ext.)

* Dawn Klem (ext.)

» Heather Sprague

« Judy Herrick

+ Kirsten Korth-White

* Deborah Guyton

« Sarah Bankard (ext.)
» Scott Pegg (ext.)

* Robin Belcourt (ext.)
» Ken Uganski (ext.)




Levers of Transformational Change

1. Evidence-Based Advancement* Decisions

2. Closed-Loop Process Control for Consistent Quality of Hire
3. Personal Responsibility for Career Literacy (and IDPs)

4. Pull System to Balance Supply-Demand with Analytics

5. Standard Taxonomy of Occupations to Leverage Job Data

*Note: Advancement includes hiring and promotion. It is the task of filling a position from
inside or outside the organization.



1. Evidence-Based Advancement Decisions

- Evidence of cognitive skills task performance
Evidence of behavioral skills GB & patient loyalty
Evidence of occupational skills clinical outcomes

Evidence of personal responsibility for career development
and progress

OTE parallels the clinical discipline of evidence-based
medicine

10



Patient Values

Optimal
Decision

Research
Evidence

Evidence Based Medicine: when best evidence
from research meets clinical information and
patient values, optimal decisions are possible.

11



2. Closed-Loop Process Control for
Consistent Quality of Hire Outcomes

* Process controls anchored in job performance

« Job performance based on supervisor rating of
performance

 Performance based on clinical outcomes, teamwork,
patient loyalty, and guiding behaviors

 Scientific validation of OTE processes reduces variation
and improves compliance

12



Trinity Talent Acquisition Process

Stages: —

Sourcing

Screening
Selection
Hiring

On Boarding

N hoObdN=

Development

13



3. Personal Responsibility for Career Literacy
with Extraordinary Supports for Development

» Defined expectations for evidence of career literacy
communicated to education and community partners

« Evidence-based process for: (1) self-understanding, (2)
career exploration, (3) career decisions, and (4) action

« Evidence-based outcomes: career portfolio of
assessments, plans, and progress

14



Career Coaching Process

1 SELF UNDERSTANDING

WorkKeys / NCRC

* Reading for
Information

* Applied Mathematics

* Locating Information

Personal Skills

Assessments (PSAs)

» Performance (risky
behaviors)

 Talent (personal traits
and attitudes)

e Fit (interests and
values)

Homework —

DISCOVER

* Interest Inventory
* Abilities Inventory
» Values Inventory

CAREER OPTIONS

Group—3 Hours

2 EXPLORE CAREER OPTIONS

Overview of hig
demand jobs in our
region

Reading and research
(O*Net) on three
best fit career
options
Informational
interviews (call three
people in occupation)

DISCOVER resources
and tracking

Homework
assignment

sDecision Making Scorecard

THREE BEST FIT
OCCUPATIONS

Individual — 30 Minutes

3 DECISION - MAKING

15

including 14 job fit
criteria
Review exploration

Coaching for written
plan
*Research

s Education
*job
Homework
assignment

*Prepfor Written Plan
session

ONE BEST FIT
OCCUPATIONAL
TARGET

Individual — 30 Minutes

4 ACTION PLAN - EDUCATION & CAREER

Appropriate
educational institute
or program and
details (location, cost,
timing, pre-
requisites)

Educational funding
plan

Job search and
resume writing
advice

Further research
Follow Up

Portfolio

WRITTEN PLAN

Individual — 30 Minutes




4. Pull System to Balance Supply-Demand
with Workforce Analytics

« Goal: right person, right skills, right behaviors, right
place, at the right time

 Clear requirements defined for “Quality of Hire”
» Clear Taxonomy of occupations to enable planning

« Strategic workforce planning and analytics drive a
proactive talent system

 Clear schedule of quarter-by-quarter hiring
communicated to education and community partners

16
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Pre

Tier 4 Tier 3
K Primary Seconda
(K-8) (9-12

)

OEM
Employer

Push or Pull?

17
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Trinity Workforce Planning Process

Stages:

1. Annual Strategic Planning

2. Operational Planning and Stakeholder Communication
3. Continuous Workforce Intelligence Analytics

4. Monthly Reporting

18



5. Standard Taxonomy of Occupations to
Leverage the Nation’s Best Job Data

« Standard Occupational Classification (SOC) codes as
the taxonomy

 O*NET the nation’s largest database for job
descriptions, competencies, and wages

« ACT Job Pro database the world’s largest empirical
database on job skills

« Easy to cross-walk to local job descriptions

19



Worker-oriented

Worker
Characteristics

Abilities
Occupational Interests
Work Values
Work Styles

l

Worker
Requirements

Skills * Knowledge
Education

Experience
Requirements

Experience and Training
Skills - Entry Requirement
Licensing

Cross

ENE Occupation __
Occupation

Specific

Occupational
Requirements

Occupation-Specific

Information
Workforce

Characteristics

Tasks
Tools and Technology

Generalized Work Activities
Detailed Work Activities
Organizational Context

Work Context

Labor Market Information
Occupational Outlook

Job-oriented

20



Regional

Workforce
Planning

Workforce
Development

21

Employers

Workforce
Planning

Talent
Acquisition

Talent
Develop-
ment




Health Care Employer Council

MISSION: Collectively act as caretakers of the West
Michigan health care labor shed. We all draw from the same
pool of workers, therefore we must all work together to build the
guantity and quality of workers in the pool. To act as joint
caretakers we must forecast needs, communicate our
requirements, solve regional problems, and work collaboratively
with our talent supply-side partners to improve our workforce
and education systems.

VISION: Create an adequate pipeline of qualified,
competent and compassionate health care workers to meet
the needs of the region for the next 15 years.

22
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Note: The lowa organizations are part of
Mercy Health Network, a joint operating
arrangement between Trinity Health and

46,000 full-time equivalent employees
Catholic Health Initiatives.

* More than 8,000 active staff physicians

* 19 Ministry Organizations, encompassing 46 hospitals (34 owned, 12 managed)

e 379 outpatient clinics/facilities, 33 long-term care facilities, numerous home health and hospice programs
in nine states

e Revenues of $7 billion in FY10

* More than $455 million in community benefit ministry

25



Primary Secondary .
Pre-K . ©-12) Secondary Employer

(Various)

? - Evidence-Based Hiring and Promotion

* Evidence of Cognitive Skills
o Reading, Math, etc.

NCRC

O Reasoning — Critical Thinking & Problem Solving

Personal Skills
Assessments

* Evidence of Behaviors
o Integrity

o Personality Traits and Characteristics
O Interests & Values

* Evidence of Work-Related Content Knowledge
o Degrees, Licenses, Certificates

Career

_ * Evidence of Personal Responsibility
Coaching

o Resume, Career Plan, Education Plan

* Analysis to Correlate Competency Evidence to Outcomes
o Valid Reliable Performance Feedback

26



Contact Information

Tom Karel, VP Organization Talent & Effectiveness
Saint Mary’s, Grand Rapids, Michigan
kareltl@trinity-health.org
616-685-6362 office phone

Mike Stebbins, Human Resources Manager
Trinity Cadillac, Cadillac Michigan
mstebbins@trinity-health.org
231-876-7323 office phone
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