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Ruben J. Azocar, MD, MHCM, 
FCCM, FASA
Professor and Chair
Department of Anesthesiology 
and Perioperative Medicine 
Tufts Medical Center and 
Tufts University School of 
Medicine 

E You would be the 5th Chair in 7 years

E Surgical Services have had 11 directors in 10 years

E Alignment between Department and Institution 
seems lacking 

E Your sense is that the Department is fragmented 

You are asked to become the Chair in the 
Department where you have been the Executive 

Vice-Chair for little over a year

Diagnose: STARS

ü Change in unavoidable 
o Internal vs External Leader 
o Making changes 

Managing Up Lateral Down Self

Turnaround : Save a business or an initiative that is 
in serious trouble

Realignment : Reorganize a previously successful 
business that now has some problems

Watkins, M: The First 90 days 

Turnaround Realignment

Making effective 

decisions under time 

pressure

Going deep enough 

with cuts and difficult 

personnel choices

Re-energize 

demoralized 

employees and other 

stakeholders

Carefully restructuring 

the top team and 

refocusing the 

organization

Convincing employees 

that change is 

necessary

Watkins, M: The First 90 days / Picking the Right Transition to Strategy 

Turnaround Realignment

Everyone recognizes 

that change is 

necessary

Affected 

constituencies offer 

significant external 

support 

A little success goes 

long way 

The organization has 

significant pockets of 

strength

People want to 

continue seeing 

themselves as 

successful 

Watkins, M: The First 90 days / Picking the Right Transition to Strategy 
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• Figure out what you need to 
learn, from whom an how you can 
best learn it

Organize to 
Learn: 

• Develop and communicate a 
compelling vision for what the 
department will become. 

• Outline a clear strategy for 
achieving that vision

Define 
Strategic 
intent: 

Watkins, M: Picking the Right Transition to Strategy 

• Identify a few vital goals and 
pursue them relentlessly 

• Think on what you need to 
accomplish by the end of year 
one in the new position

Establish A-
Item 

Priorities: 

• Evaluate the team you inherited
• Make necessary changes: Balance 

between bringing talent or 
elevating people from within

Built a 
leadership 

team:

Watkins, M: Picking the Right Transition to Strategy 

• Think how you plan to “arrive” 
to your new post/organization

• Find ways to built personal 
credibility and energize the 
ranks

Secure Early 
Wins

• Identify how the organization 
really works and who has 
influence

• Create key coalition in support 
of your initiatives 

Create 
supporting 
alliances

Watkins, M: Picking the Right Transition to Strategy 

Organize to learn: Prepare to act 
quickly and focus on logistics and results

Define strategic intent: Concentrate in 
key expectations and acute issues 

Establish A-type priorities: Make fast 
moves

Built the team: Prepare to changes at 
top and to recruit external talent 

Secure early wins: Shift the mindset 
form despair to hope 

Watkins, M: Picking the Right Transition to Strategy 

Organize to learn: Focus in cultural and 
political learning and act deliberately

Define strategic intent: Leverage existing 
capabilities, stimulate innovation

Establish A- type priorities: Make slow 
deliberate moves, focus on systems, skills 
and culture 

Built the team: Make few important 
changes, promote high potentials from 
within

Secure early wins: Shift the mindset from 
denial to awareness

Watkins, M: Picking the Right Transition to Strategy 

In Any 
case

CHANGE is 
inevitable 
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Gabarro, JJ :HBR January 2007

Gabarro, JJ:HBR Jan 2007

The very first Good to Great 
principle is:

Get the right people first, 
because being great at 

something demands talent. 

(Jim Collins)

The positive attrition (addition 
by subtraction) happens 

spontaneously

Gabarro, JJ :HBR January 2007
Collins, Jim: From Good to Great 

Gabarro, JJ :HBR January 2007

Diagnosis: 
ü Turnaround with a touch of 

Realignment

New Chair:
ü Insider 
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OTL
• Ask CEO for 

clear & “must 
do” expectations

• Deep dive into 
finances

• Bi-monthly 
Faculty meetings 
first 6 months 

• Met with all 
Faculty, surgical 
Chairs and 
surgical services

DSI
• Addresses acute 

issues

• Keep academic 
and education 
mission

• At 6 month 
started plans for 
retreat

• Strategic plan at 
nine months

A-Priorities
• Up & Lateral: 
Access

• Down: 
Transparency &  
Fairness: New 
comp plan at 6 
months

B. the Team 

• Structural 
changes within 
six months

• Elevated 
internal talent

• More changes 
at 18 months 
(after SP) 

SEW 

• Staffing model 
changes

• Changes in 
clinical 
leadership

• (Try hard to) 
Align resources 
with Surgical 
Services 

Alliances 

Monthly report 
to CEO: Data 
driven

Close relation 
with CMO: 
Quality issues 

Key influential 
Surgeons and 
CVC Director  

Lack of urgency (complacency)

Failure  to create a powerful coalition

Failure to create a compelling vision

Failure to communicate the vision clearly

Failure to achieve early wins

Declaring victory too soon

Failure to anchor change in the culture

Kotter: Why transformation efforts fail? 

ALIGNMENT

Thinking positive…

� Influence is more important than power

What are the expectations of you and 
your role?
• Be clear in the job you were hire to do, and do it 
• Understand what job your boss was hired to do
• Remember people you work with are not family
How many bosses you have?

• Are their expectations aligned? 

•Advocacy
•Empathy 
•Servant and Humble Leadership 
• Built Trust 

- What are the 
expectations of 

you and your role? - Alliances 
- Built Trust

MANAGING UP

MANAGING DOWN

MANAGING ACROSS
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Remember 
your life 
outside 
work

• Knowing one’s strengths, 
weaknesses, drives, values 
and impact on others

Enhancing 
Self 

Awareness

• Controlling or 
redirecting disruptive 
impulses and moods 

Exercising Self-
Regulation 

• You can’t do it allBuild Team

Diagnose situation

Changes are inevitable 

Manage: up, across, down and self

• Organize to Learn
• Define Strategic intent
• Establish A- type priorities
• Built the team
• Secure early wins
• Create supportive alliances

Watkins

• Establishing a Sense of Urgency
• Forming a Powerful Guiding Coalition
• Creating a Vision
• Communicating the Vision
• Empowering others to Act on the Vision
• Planning for an creating short term wins
• Consolidating Improvement &Producing more change
• Institutionalizing New Approaches

Kotter


