
Imagine a world in which everyone worked together as
one team to make patient care exceptional. 

What if…  Every day you had great 
ideas to change your world for 
the better?

Here comes a guide to assist you in your 
personal pursuit to lead hospice into an 
amazing and rewarding future.  

If “every act of creation
is �rst an act of 
destruction” 
then get your sledge 
hammer out and 
lets start smashing!  
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What is Thinking Reimagined? 
 Over the course of your life you have inadvertently and naturally 
crafted a thinking process that has become a critical part of who 
you are today. This process is a result of your natural talents, your 
culture, and most importantly the environmental elements of 
your life. Your hometown, your friends, your career, your family, 
your financial pressures, and the demands upon you by others 
all serve to influence the way ideas come into your mind on a 
daily basis. These strong influences create either creative thought 
or critical thought. You may have experienced a high level of 
life and career success because your current thinking is already 
perfectly aligned with your daily expectations and demands. 
As a result of your strong critical thinking skills you quickly and 
accurately identify problems but struggle with finding unique 
and innovative solutions to those problems. Furthermore, you 
may have been rewarded for strong critical analysis in your 
thinking. Many high achievers, like you, would like to continue 
to learn, explore and innovate but find themselves bound by 
invisible limitations to their thinking. 

 The human capacity to continue to grow and develop mentally 
has no bounds outside of self-imposed limitations. Critical 
thinkers can become highly creative thinkers given the right tools 
and environmental modifications. People who doubt the value 
of their ideas can become real innovators within organizations 
and communities by simply learning how to employ their ideas 
into a system. Impactful ideas for growth, change and success 
are already in the corners of your mind waiting to be discovered.   
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What is a Highly Creative Individual? 
 A person who aligns their daily life to take advantage of ideas 
and insights into situations and opportunities is known as a 
Highly Creative Individual. These people are not necessarily 
brilliant or unique, they are often the average person who learns 
to use their brain in a brilliant manner. They are known, not for 
their ideas, but for their ability to turn ideas into something real. 
They are innovators.  
 
This book will unveil many of those established habits that 
limit your ability to optimize your creativity. Together we will 
challenge the manner in which you live, work and play. Only 
by changing small elements of your daily life can you truly 
reimagine and permanently change the manner in which you 
think. Now, consciously aware of your natural thinking process, 
you can begin to reimagine your thinking. Changing simple 
daily behaviors can lead to better thought and therefore better 
routines. As you learn to change your personal habits and 
mental processes, you become prepared to lead others in a 
similar journey toward growth in creativity. Your leadership can 
inspire the world you influence to think differently and enjoy a 
life of creativity and real innovation.
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A bit about your change guide author: 
 Mark Lewandowski is an entrepreneur, teacher, husband, 
father, and author. After completing an MBA in finance, Mark 
finished a Ph.D. in Idea Generation and Creativity. He later 
studied at Loyola Chicago in Mergers and Acquisitions to help 
organizations grow through critical acquisition and integration. 
Mark completed study in Innovation and Entrepreneurship at 
Stanford University. 

Mark’s work in creativity and innovation led to success in a 
national podcast series and a weekly radio talk show. Now, 
focused exclusively in matters of healthcare and post-acute 
care, Mark is spreading the message that creativity is a result of 
a focused attention on serving others by first understanding their 
needs. Simple ideas put into action can and will change the face 
of the hospice industry, making it the envy of all in healthcare. 
In short, radical innovation comes in the form of lots of simple 
ideas working together to change our world.

Mark Lewandowski, Ph.D.
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 Mark’s first experience with Hospice was in 1995 when one 
of his closest and dearest friends suddenly and inexplicably 
was hospitalized with a terminal disease. Mark watched as his 
friend, Mike, died under the careful and gentle care of hospice. 
It was life-changing. Years later Mark’s friend, Larry, died of brain 
cancer. As a young man, Larry was the tight end of the football 
team, President of the Class of 1983 and a wonderful father and 
friend. At the hospital and at Larry’s bedside Mark asked Larry’s 
wife, “Have you considered hospice so that Larry can be home 
at the ranch with his kids, his dog and his cattle that he loved?” 
Larry’s wife was not given the option of hospice and didn’t know 
their rights as a family. 

Mark was heartbroken and in two days it was too late. Mark has 
been an advocate of hospice education and awareness  
ever since.  

Mark’s firm belief is that you and your hospice can be innovators 
that raise the level of care for all you serve. 
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Are you right for this guide book? 
The great question: What if…

What if… Your hospice could become such a creative 
organization that you were the envy of every business in your 
community, not just your industry? 

What if… Your hospice did such an amazing job caring for 
patients, families, employees and referring facilities and 
physicians that: 
 

 Employee retention was 100%
 Recruiting top people was easy
 Referrals came to you 
	Funds	flowed	into	your	charity	or	foundation
	You	loved	every	day	serving	others

What would it take to have that kind of success? 

   Yes  Is that a question you are willing to ask? 

  Yes  Are you open to considering change in the  
    face of success? 

   Yes  Are you humble enough to believe you could   
    improve as a person, as a leader, as a part of   
    a real team? 

   Yes  Can you envision yourself as a change agent   
    inside your agency? 

   Yes  Are you ready to embark on a life-changing   
    journey? 
 
Great!  Let’s get started.
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Introduction

 Imagine a world in which every day you and your employees 
worked together to improve care and processes in your hospice. 
Each small improvement embedded itself deeply into the fabric 
of the culture of your organization to create something special, 
almost magical. Each small change was like a springboard to 
better patient care, employee retention, census growth and 
financial sustainability. What if it was not a “program” but an 
ongoing process of continuous innovation. Each year you would 
look back at your successes and envision what next year could 
and should be. Your ability to examine your strengths and find 
resources to self-educate would start the process of innovation 
all over again. Each time better than the one before it. 

It would look something like this:  
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Self-learning and Continuous Innovation
 This book is all about the reader’s commitment to becoming a 
continuous, lifelong, learner. There is no way this short guide 
book can be the complete work on creativity and innovation. 
It is a start. A launchpad for your journey to personal creative 
growth and leading the innovation process.

The book is a guide with a video library and supplemental 
suggested reading. From this point on you will begin your 
journey to discover the best way for you to become an 
innovative leader in your industry. It is now upon you (the 
reader) to grab the basic knowledge of creativity and innovation 
and add to it. Each reader will find different and unique personal 
“Eureka’s” to launch innovation in their hospice. After a short 
time, you will be ready to self-assess your strengths and shore up 
your weaknesses to continue your journey onward.  

This is YOUR starting point. 
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Chapter 1

The Change Agent: You

Change in any organization does not 
happen because of you; it happens 
through you. 

 When you embark on a journey of change and truly desire 
to become a creative and innovative person you become, by 
virtue of your metamorphosis, an agent of change. You cannot 
successfully mandate change within an organization, you 
can only inspire change. Therefore, a person who wants to be 
a change agent has to make a commitment to constant and 
permanent change. You must be ready to keep going, keep 
improving, keep innovating in the face of obstacles, criticism, 
gossip, and self-doubt. 

 Part of my dissertation was a study of engineers who are required 
to daily come up with creative ideas for innovation. My study 
was exciting and eye-opening and I met a lot of great people. 
One of the companies I analyzed for my dissertation hired me 
to deploy innovation throughout their large organization and 
it started in the engineering department. My first day on the 
job I was shocked by the comments from the engineers. “Just 
another program.” “We tried that before.” “This is the same 
old same old.” Had I let the negative people change my focus 
and excitement for what I knew was right we could have been 
a huge failure. Two years later that company was first in their 
industry and won the Deming Quality Award. It wasn’t easy to 
overcome that adversity, but our shared success was worth all 
the effort.     

1
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 Becoming a change agent is a life’s calling that is based upon 
your deep desire to serve others. You must push, struggle, 
succeed, fail, and survive. In the midst of your passion to keep 
going and never give up, you will find that others, who are 
watching the change in you will voluntarily and eagerly decide 
that they want “in.” They want to be part of something special. 
They want life to be meaningful and extraordinary and they see 
your example as a model. Now, not alone, you will find synergy, 
leverage, and results like you never imagined. 

   Yes! Are you ready? 
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The change agent vow

I, _________________________________, 
 dedicate to myself and my community 
that I will endeavor to become an Agent of 
Change wherever I serve. I will strive to grow 
in my influence by study, examination of self, 
change of my habits and thought processes, 
and the depth of my service to others. As a 
result, I will find ways to continue to improve 
myself and others around me. I will make my 
world a better place. I will not quit nor will 
I be altered from this calling. I will surround 
myself with optimistic and positive people. I 
am the change that is needed. 
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Change starts with me:  
 

The Best Ideas aren’t in someone else’s head. 
 It is a natural occurrence in most people to believe that the best 
ideas are in someone else’s head. It is not true. The best ideas 
for your business, agency or organization are found in your 
mind because no one knows your business like you do. The 
change occurs when a person like you examines your unique 
challenges and uses new techniques to apply creative solutions 
to those challenges. No one is better suited for changing your 
organization for the better than you. You are the catalyst that 
your organization needs. 

Outside consultants too often 
try to apply a standard fix to 
your unique challenges. Their 
best intentions seem to fall short 
and, worst of all, they take their 
check and leave. As soon as they 
walk out the door, you are left to 
pick up the pieces of an altered 
organization that is not yet ready 
for independence. 

If you become the change 
agent that is needed then, and 
only then, will the organization 
continue to evolve and improve 
for years to come. Even better, 
the organization starts to learn to 
change without your direct input 
or oversight. 
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The key is that you have to be the first to grow in your creativity 
and then take the concepts to your team to integrate into the 
organization. You will first become the change agent your 
organization needs and then you will inspire others to eagerly 
follow your example. 
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 In order to accomplish great change in your organization, we 
must start with you. You have to become more creative and 
innovative FIRST. 

The success or failure of innovation is based upon the success 
that you have as a person, and the scope and scale of the 
success is based upon the growth that you achieve individually. 
Therefore, we are about to embark on a journey that will change 
you a bit at a time. This change will become part of who you 
are naturally because we are going to learn how to use your 
natural talents, experience and skills in a more effective manner 
to yield creative insight into your organization and its processes. 
The result will be lasting innovation. These innovations will be 
rewarding at a level you have yet to know. You will experience a 

new way of thinking; Thinking Reimagined
To optimize your success, we must start with the direction of 
your thinking.
 
Setting your thoughts in the right direction to be ready to accept 
ideas is the key to individual creativity. These new and creative 
ideas put to action are your great work. They are what will make 
work matter and your day extraordinary. Just like any journey 
of significance you have to start out on the right foot and in the 
right direction. Success is strategy, not accident. 

Are you excited? 

 Yes! 
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The Right Start:
 Each day begins a brand-new opportunity to influence your 
world. Whether you lead the whole of an organization or are 
charged with a smaller part of your organization’s success, you 
will have a great influence on others. But first you must be in the 
correct mindset. 

 Getting off to the right start in the morning is fundamental to 
creativity. Too many people miss the mark because they start the 
day badly, which alters the way they think about life, work and 
their ability to make an impact on their world. 

 As a young married couple with a precious family, we thought 
it was very important to have church as a part of our family life. 
Every Sunday morning was a challenging experience. We would 
get up early with the best intentions of having a great attitude by 
the time we all got ready and got to church. The reality was that 
each week someone didn’t want to go. We would be running 
late or having trouble finding the right outfit to present ourselves 
at church. By the time we fed the kids, let the dogs out, made 
certain everyone was dressed and ready we would be running 
late. The stress associated with being late killed the whole vibe of 
a great church experience.  By the time we dropped off the kids 
and scrambled to the service we were exhausted and “freaked 
out.” The opportunity to truly value the experience was reduced 
simply by the stress it takes to get everyone ready, prepared, and 
in our seats on time.  
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 The same thing happens to many people as they get ready for 
the work day. We hit the snooze, hit the snooze again, and then 
burst out of bed already behind wishing we would have gotten 
up when the alarm first sounded. Rushing around in a panic, 
we find that something doesn’t go as planned and the stress 
of the day is already upon us like a 100-pound weight on our 
back. Stress is an enemy to great idea generation and creativity. 
Hurried and frazzled, we lack kindness to those we love, we 
leave the house without everything we need and we worry that 
there may be more important things we have forgotten. Our day 
is off to a start but not a good one. Before we know it, we are on 
the road to work stressed, angry, frustrated, afraid and unraveled. 

 Many of you can relate to this 
work day example. It is opposite of 
everything we want to do to start 
the day out on the right foot. There 
must be a better way to start the 
day. There must be a way to break 
the chain of frustration and point 
our minds toward free and clear 
thinking.  

Set your mindset immediately and 
purposefully and you will start your day in a new and rewarding 
direction. The three words to focus upon to start your day out 
properly are:

1. Calm
2. New 
3. Positive

Let’s examine them together. 
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Be Calm and Present
 Being in a calm state of mind is critical to creativity. Stress, 
pressure, frustration and anger are mortal enemies to creativity. 
Get up a bit early so that you avoid the pressure of a time crisis. 
Make your snooze button only something you use on a Saturday 
or a special day off. 

Don’t RUSH!

A person in a morning rush is always behind. 

Getting behind causes worry and anxiety. 

Anxiety never results in ideas, creativity, or innovation. 

Slow down and set your mind for a great day.  

Take	a	little	longer	shower	than	usual,	taking	time	to	actually	
feel	the	shower	water	on	your	body. 

Have	a	cup	of	coffee	or	tea,	really	experiencing	it	and	savoring	
its	flavor. 

Listen	to	soft	music	that	is	soothing	and	familiar.

Take	five	short	minutes	to	write	in	your	journal.	
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Take five short minutes to journal. 
Say	something	nice	and	loving	to	everyone	you	can	before	
you	leave	the	house.  

Write down these simple thoughts: 

1.	Three	things	you	are	grateful	for.

2. One	thing	that	would	make	today	amazing.

3. What	kind	of	person	you	will	be	today.

(I	highly	recommend	The	Five-Minute	Journal.	It	helped	
improve	my	life	and	I	believe	it	can	help	you	too.)

1. Three things you are grateful for.

Example:
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2. One thing that would make today amazing.
Example:

3. What kind of person you will be today.

Example:

I	am	only	asking	for	a	15-20-minute	positive	head	start	to	your	
day.	You	deserve	it,	and	it	is	time	well	spent.	

You won’t believe what these simple things will do to help you 
set the stage for a great day that 
impacts your world.
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Staying present in the moment is the way to make your morning 
exceptional. Focus on you and your family and avoid thinking 
about your work. Build the discipline to start thinking about 
work only when you get into your car or after you drop off the 
kids. Travel time is amazing idea generation time. 

Travel time will yield the best results when you stay present in 
the moment. 

Being present is all about making certain that the time you spend 
before work is optimized.
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The WORRY STOP

 One of my great creative mentors had a location on the way to 
work and on the way home from work where he picked up the 
job and where he left the job behind. He called it the  
Worry Stop. It was a bus stop on the commute to work that 
acted as a trigger for transitioning his thinking from work to 
family and back again. No matter what was going on in his 
mind he purposed to transition thinking at that spot in order to 
be certain he was present. When he was home, he was home. 
When he was at work, he was at work. The trigger (Job stop) 
helped him achieve focus on the important matters. He was 
present. 

 Choose a stoplight or a special building that you use as a trigger 
to start thinking about your day. Once you 
hit the light, start thinking about your day 
in a positive mindset of solutions and 
improvement. Do the opposite on the 
way home. Once you get to that light, 
turn off your mind towards business 
and be ready to focus on fun, food, 
loved ones, or a great book. 

Think about anything other than work 
giving your mind a chance to recharge.



Thinking Reimagined

Mark Lewandowski14

Distraction Frustration Wheel:
Many people know the frustration of thinking about business 
in the morning when you should have been focusing on your 
family, your dog or yourself. You feel guilty later in the day that 
you could have been a better person this morning. You spend 
too much time wishing you could go back and do it again, only 
better. You would be more kind, more patient and more focused. 
This frustration hurts your work life and creativity because the 
remorse of regret haunts you through the day.  
 Your frazzled mind is trapped in regret, leaving no room for 
creative thought. To make matters worse, you might go home 
and be more focused and loving but regret how ineffective you 
were at work today. The regret is now focused upon your efforts 

at work and their impact on your career and the people that 
rely upon you. The cycle is never ending… unless you end it. 
Therefore, stay present early in the day so that you can be free 
to be creative and focused later at work without regret and all its 
frustrations. 

 The best part of focus during the day is that you will feel great 
about your contribution to the job and can easily release it to be 
present again after work. This takes practice and you might not 
be successful every day. But the good news is that tomorrow you 
get to start again; new and fresh.    

Vs.
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Open your mind to new thoughts

Small	changes	open	your	Mind	to	things	that	are	NEW

 Try to do something NEW every morning so that you don’t fall 
into a static routine of habits. Too much structure can lead to 
limited thinking and a closed mind. Simple things can and will 
help you to open your thoughts and awareness to new ideas and 
opportunities. 

Here are a few simple actions designed to open your thinking:

Leave	your	phone	in	the	other	room	and	don’t	start	your	day	
with	emails.

Drink	your	coffee	in	a	different	chair	with	a	different	viewpoint	
than	normal.	

Have	breakfast	outside	on	the	patio.

Walk	around	your	yard	and	look	at	your	plants	before	starting	
your day.

Take	a	different	route	to	the	office	noticing	architecture	and	
beauty.	

Park in a different space.

Choose	a	different	hot	sauce	for	your	eggs	each	day.

Read	an	article	from	a	magazine	instead	of	the	paper,
Listen to a podcast.

Sit	quietly	and	listen	to	that	soft,	still	voice	in	your	head.

Have a second cup of coffee.
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Be POSITIVE on purpose
Many people start their day out with the news. At home early 
or in the car, the news is filled with misery, murders and 
disappointment that hurt your positive vibe. Avoid any person 
or media source that is critical and negative. Critical thought 
narrows your awareness and limits ideas. There are people that 
pride themselves on being the “voice of reason” in any situation. 
These people believe that critical thought is the key to intelligent 
living. 

Critical thought is not as powerful as creative thought. 

It is easy to see the problem…it is life-changing to see a solution. 
Critical thinkers are rarely creative innovators. Those people 
and their thoughts can hinder your ability to be creative and 
insightful. Your morning is a great time to avoid the national 
news and focus on yourself as a person that is capable of great 
impact on others. In order to be your best, you must be in the 
right state of mind. 

Not everyone is their creative best in the morning. Some are 
great at night. Regardless of whether you are a morning person 
or a night owl you must avoid mental disruption during your 
creative time.
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 Be mindful of what comes out of your mouth. You will be 
tempted every day to say things that are not constructive or 
positive. You must learn to control those urges and focus your 
morning on the positive. It is a lifelong struggle to be positive 
and optimistic, but it clears the way for your creativity.

People make fun of me all the time for being an optimist. I 
always try to see the good in people and in situations. I have 

been teased as being unrealistic. I don’t want to be realistic in 
the morning … I want to be creative, optimistic and full of life. 

Each morning you should say nice things to everyone you 
connect with. 

Strong and genuine appreciation for others, “Thank You” to the 
coffee shop worker, 

Loving words to people that are important to you, “I love you 
and I think you are wonderful.” 

Positive statements to yourself and about yourself “I look and 
feel good in this outfit.” “I am happy with who I am today and 
who I am becoming.” 
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If you are a morning person and have ample time you would 
also benefit greatly from:

Meditation

Yoga 

A brisk walk or cardiovascular exercise

Prayer and study
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 These three focus words (CALM, NEW, POSITIVE) are not “a 
cute idea,” they are strategic. They are part of setting your mind 
to work from the creative and innovative hemisphere of your 
brain. We don’t really need to go over all the study, research and 
literature to support these actions, we simply need to focus on 
altering the way we start each day. 

All of these actions have been an important part of your 
thinking. By slowing down, moving our bodies, experiencing 
new sensory inputs, and focusing on positive thoughts, you have 
been engaging your brain’s activities in a purposeful manner. You 
are now using both sides of your brain, and, more importantly, 
you have been limiting the influence of the left side of your brain 
that loves and craves patterns and habits (linear thought). 

We have been tricking our brain 
into using the right side of the 
brain in conjunction with our 
linear thought processes. We 
are activating the creative side 
to connect new ideas to the 
structured side of the brain. The 
combination of new ideas into a 
linear process only occurs when 
we integrate both sides of our 
brains to generate ideas for change and innovation. 

Now let’s focus on how your brain works. 

VIDEO: Creative	From	The	Start

We are 
activating the 
creative side to 
connect new 

ideas…

https://www.pdcrx.com/thinking-reimagined


Thinking Reimagined

Mark Lewandowski20

Use your Brain: 
You were made in a very special and unique way. Your brain is 
an amazing tool at your disposal. Leveraging your brain to its 
potential, you will be able to think more clearly, solve problems 
more quickly, and be more creative than ever imagined. You 
have two sides of your brain (hemispheres). 

The left side of your brain holds information that is orderly 
and systematic while the right side of your brain is relational 
and unstructured. When you combine systematic thought with 
relational thought, you generate ideas that change processes, 
break habits and solve problems. The best way to do that is 
to activate both sides of your brain simultaneously. Going for 

a walk, taking a shower, 
stretching or doing yoga 
stimulates both sides of your 
brain at once, resulting in lots 
of ideas. 
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The most common question in 
creativity: 

“Why do I get my 
best ideas while in the 
shower or going for a 
walk?” 
The answer is simple: when 
you are engaged in these types 
of activities you are combining systematic thought (left brain) 
with relational thought (right brain). Because the body is cross-
connected via the corpus callosum (center part of the brain), 
your right body actions stimulate left brain activity. 

Similarly, the left body movement stimulates right brain process 
resulting in “ideas.” Therefore, creativity is enhanced when you 
activate your body to stimulate both sides of your brain. 



Thinking Reimagined

Mark Lewandowski22

Right Brain
+

Left Brain

IDEAS= SOLUTIONS
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 Starting your day out moving and engaging your mind in a 
positive manner results in the foundation for great ideas. But...
don’t let it stop there. 

All through the day you can use this little trick to optimize 
your thinking. Get up during the day and take a walk while 
considering the solution to a problem. Many creative people 
work from a standup desk or sit on a ball to stimulate right and 
left-brain activity. 

A note from Mark:

I	like	to	stand	and	write	left-handed	on	my	dry	erase	board	in	
my	office	when	thinking	of	the	answers	to	a	problem.	Some	
people	who	sit	on	a	ball	at	their	desk	with	a	desire	to	activate	
the	core	muscles	find	they	are	more	creative	as	a	bonus.	 
The	activation	of	their	core	muscles	results	in	excellent	
engagement	of	both	brain	hemispheres.	

VIDEO:	Getting	the	most	out	of	your	Brain!

https://www.pdcrx.com/thinking-reimagined
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Applying yourself to a task using your brain to 
your advantage:
You will find that you become creative while driving your car. 
That is because while doing an activity that is auto process 
(without conscious thought) you allow the brain to move freely. 
Mowing the lawn, painting a wall and taking a walk are all auto 
process activities similar to driving. You are using both sides of 
your body which stimulates hemispheric brain integration while 
auto processing. You are in a perfect scenario for creativity to 
occur.

Don’t speed
 Driving to the office in the morning can be one of the best 
times for creativity. However, if you speed you eliminate auto 
processing because you have to be cautiously aware of your 
surroundings and your threats. Worrying about a speeding ticket, 
yelling at people to “get out of the way!”and slamming on your 
breaks to avoid a Sunday driver all require conscious thought 
that keeps you from experiencing a positive wondering of your 
mind. If you slow down you not only minimize risk and stress, 
you allow your powerful brain to freely wander and create 
solutions to problems and strategy toward opportunities. 
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Play soft and repetitive music 
Familiar music in the background allows your mind the comfort 
of stress-free thought. Loud music and jazz are fun but don’t 
allow your brain to relax into preconscious thought that yields 
ideas. Save loud music and jazz for a different time.   

Pause before you go in
Before you leap out of the car and run into your office, stop… 
and pay attention to the amazing thoughts you had on the way 
into the office in your relaxing and idea friendly drive time. Jot 
down your thoughts before you forget them. 

Because many of your thoughts 
were during preconscious idea 
flow you may forget them if you 
don’t write them down. Many of 
us have had the experience of 
having a great idea, but later can’t 
remember what the idea was. 
You only remember that you were 
excited about a great idea.   

Don’t rush…write.  

Don’t rush…
write.  
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You are Your Own Creativity Advisor
You have been well trained in your career, and consider yourself 
an expert. You have risen to the level of accomplishment and 
leadership because you were really good at your job. You 
were dedicated and diligent, but now you need to expand 
into creative idea generation and innovation. You have to think 
outside of your training and the regimen that got you to this 
accomplished place. You must become different than who you 
were yesterday. 

In order to think differently you have to fill your mind with new 
inputs. Understanding your natural talents and traits is a great 
start to growing as a person. Understanding who you are and 
how you are wired is a great way to understand where you need 
to grow and expand. Start with some personality tests that help 
you understand who you are as a unique and special person. 
There are many fun and insightful tests for free online.

I recommend:
1. http://www.123test.com/disc-personality-test/ 
 (DISC	Test)

2.  http://www.123test.com/jung-personality-test/
 (Jung	Personality	-	Test,	ISTJ,	ENFP	etc...)

3. http://www.123test.com/big-five-personality-theory/
 (Big	Five	personality	Test	Traits)
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Take	time	to	examine	and	think	about	your	results.	

What	are	your	strengths	as	a	person?	

What	are	some	of	your	weaknesses	that	would	be	great	to	
strengthen?		

What	kind	of	people	should	you	be	around	to	balance	your	
strengths	and	weaknesses?	

Are	there	articles	about	my	results	to	help	me	understand	
more	deeply	who	I	am	and	why	I	act	as	I	do?	

 Next, do some research on creativity and innovation and start 
reading three books that will help you understand the creative 
process that exists inside you. Feel free to pick a resource that 
you think will help you as a unique person. With your new 
knowledge of your strengths from the personality profiles you 
can choose creativity resources that more accurately focus on 
your unique traits. 

Don’t worry about what you picked and if it’s perfect. Go with 
your interest. Even if it is not perfect, it will have thoughts and 
concepts for you to consider that will expand your thinking on 
creativity. 
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Here are a few of my favorites that are sure 
to open your thoughts on creativity, idea 
generation, and the innovation process.

1. Steal Like An Artist by Austin Kleon

2. Big Magic by Elizabeth Gilbert

3. Creativity in Business by Michael L. Ray
 and Rochelle Myers

4. Creative Confidence by David M. Kelley
 and Tom Kelley

5. The Business of Paradigms by Joel Barker
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Read, watch or listen:
Be certain to leverage the learning style and what works best for 
you. Some people love to read, while others learn and discover 
best by listening to an audio book. Many great resources are 
videos and podcasts found for free online. Combining your early 
morning walk with an audio book on creativity will do wonders 
to your thinking and create real excitement about your work life. 
This is great drive time material as well. 

Try Something Brand New:
 Now that you are expanding your mind about creativity, live 
a little. Read something outside your norm. I love American 
literature and poetry. Literature helps me see the world from 
the eyes of another person. That skill is key to expanding your 
thinking and will be very important in thinking from someone 
else’s perspective, which we call “switching shoes.” Switching 
shoes is the ability to understand life from another person’s 
perspective and it is a skill we will focus on a bit later in  
this book. 

Some of my favorites include classic literature, poetry, Mindful 
magazine, and  The New York Times. 
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Expand Your Personal Capacity: 
In order to become a truly creative person, you must expand 
your personal capacity to think outside yourself and grow as a 
person. 

Personal Capacity: the ability of an individual to make a 
meaningful and positive impact on their environment

Story:	The	Missing	Money	

I	once	spoke	at	a	conference	in	which	a	man	asked	me	for	
advice	afterwards.	He	had	purchased	a	business	that	would	
add	$150,000.00	of	new	revenue	to	his	existing	$250,000.00	
revenue	business.	After	only	a	year,	he	told	me	he	was	back	
down	to	$250,000.00.	He	asked	me	to	assess	the	problem.	
The	answer	was	simple	and,	to	him,	alarming.	He	had	a	
$250,000.00	capacity.	He	couldn’t	run	a	bigger	business	
because	he	wasn’t	prepared	to	run	something	that	large.	He	
had	to	first	grow	in	his	personal	capacity	before	he	could	lead	
at	that	new	level.	
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There is a direct relationship between a person’s personal 
capacity to make an impact on their environment and the size 
of an entity that they can influence. The relationship between 
capacity and growth cannot be ignored. 

A note from Mark:
You	must	grow	as	a	person	before	you	can	lead	at	a	higher	
level.	There	are	no	exceptions	to	this	principle.	If	you	want	
to	be	a	creative	leader	you	must	first	start	the	process	of	
becoming	a	more	creative	person	yourself.	As	you	grow	in	
your	understanding	of	the	creative	process	and	its	impact	on	
your	organization	you	will	be	building	your	capacity	to	make	a	
creative	impact	on	your	organization	and	your	world.	

You have to be personally in charge of your growth. This 
book cannot be your complete work on creativity. It is a start, 
designed to get you moving in the 
right direction. It is up to you to 
build your own skill set, but... The relationship 

between 
capacity and 

growth cannot 
be ignored
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Rethink Your Friends.
Part of your journey may be to thoughtfully consider the people 
that are around you. You can grow as a creative person or be 
completely crushed in your confidence simply by who you are 
around and their impact on your thoughts. This may be the best 
time in your recent life to really think about your peers and their 
impact on a positive and creative mindset.   

Story: The	Last	Supper	Lunch

	Years	ago,	I	had	a	small	business	that	I	cherished	and	loved.	
Each	day	I	would	take	my	employees	to	lunch	where	we	
would	eat,	laugh	and	talk.	One	of	my	employees	was	my	
college roommate and dear friend. He was funny and 
hardworking	and	easy	to	be	around.	One	day	during	lunch	I	
announced	with	excitement	and	nervous	laughter	that	I	had	
been	accepted	to	a	university	to	earn	a	Ph.D.	

“Ph.D.?,”	he	uttered,	“You	can’t	get	a	Ph.D.	You	barely	got	
through	undergrad.”		

I	will	remember	that	day	all	my	life.	It	was	a	defining	moment	
in	my	life	and	led	to	a	consideration.	Are	these	the	kind	of	
friends	I	need	to	build	me	up	and	help	me	achieve	my	goals	in	
life?	Are	these	the	kind	of	friends	that	will	tear	me	down	and	
try	to	derail	my	dreams?

I	knew	the	answer	immediately	and	acted	upon	it.	I	have	not	
had	lunch	with	them	again,	and	it	has	been	almost	30	years.	
I	had	to	align	myself	with	the	kind	of	people	that	can	help	me	
achieve,	not	struggle.
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The Average of 5
What if I told you that you are the average of the five people 
you spend the most time with?  

 Would that thrill you or alarm you? Take a moment to consider 
who you spend time with and imagine your personal average. If 
you are like me, you are often lonely, yet surrounded by people. 
If you lead in your organization, you are likely to work around 
people but not always included in social events. You are the 
boss and your presence seems to limit employees’ freedom, 
expression and fun. 

 You need to be around people who make you better and help 
you succeed. You may have to reach out to others who are also 
very busy and make a point to connect and share best practices. 
If you aren’t yet a leader but want to make an impact on your 
world in a better way, you must start by considering your 
peers. If they are negative, gossipers, lazy, or entitled, then you 
need to find a nice way to leave them in your past. You cannot 
become a person of great thought, creativity or innovation while 
surrounding yourself with negative people. 

What are the first names of the five people that you spend the 
most time with? Are they helping you achieve your growth goals 
in life or holding you back?  

Person Influence (next page)
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Person Influence

Influence Grow/Hold

1.

2.

3.

4.

5.
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Find a mirror.
 A mirror is a person whom you love and 
trust who will tell you the truth about 
yourself so that you can grow. Having 
a mirror can be tough but also very 
rewarding. I highly recommend this growth 
strategy as it is proof that you have what is 
required to grow in your capacity to lead 
the creative process. Look for the following 
characteristics of your mirror:
 

 Honest
 Gentle
 Purposeful communicator
	Trustworthy
	Non-Competitive	

Who could be a good mirror for you? (List Three)

 1.

 2.

 3.
My youngest son is my mirror. He is disciplined and intelligent. 
He knows me and cares for me. He is also tough enough to 
call me out for poor decisions and actions. Most importantly he 
holds me accountable to what I say I am going to do or not do. 
He is the reason this guide book is in your hands.  

You may not be able to use a family member, but I am certain 
you have someone you can ask to be your mirror. This is really a 
great strategy. I hope you will have the courage to try it.  

Wonderful: You are becoming more creative. 
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You are starting your day out on the right foot

You are surrounding yourself with the right 
people and influences

You are growing in your knowledge of 
creativity as a self-motivated learner

You are paying attention to your thoughts

You should have now been experiencing more ideas and 
more creative solutions to problems or opportunities. 
This is happening because you are more 
aware of your environment, your 
body and their connection to  
your mind. 

If you haven’t stopped and paid close attention 
to your thoughts, that means you are speeding 
through this book.  Don’t do that.  It is ok to 
read this through, but we really don’t want to begin the process 
of changing your organization until you have started to truly 
change your habits and experience  
more creativity. 
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Story: The	Artful	Gardener 

I	was	watching	a	gardener	outside	my	hotel	window.	His	
slow	and	steady	approach	to	snipping	off	dead	leaves	and	
smoothing	the	soil	under	the	plants	seemed	painstakingly	
tedious.	However,	the	slow	and	steady,	small	adjustments	to	
the	plant	bed	left	the	bedding	area	beautiful.	It	looked	like	a	
piece of artwork. 

The	process,	like	creative	innovation,	was	bit	by	bit.	That	is	
how	creativity	begins	for	the	person.	Day	by	day,	bit	by	bit,	
we	become	more	aware	of	our	thoughts	and	the	small	insights	
that	yield	beautiful	results.	

Be patient and be aware!
Paying attention to your own growth progress is the key 
to building a strong, creative person. You can and will be 
successful. If you are a doubter, simply keep a journal of your 
ideas and watch them build over time. You are the artistic 
gardener of your own mind. 
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Chapter 2

Changing Your Culture

  
  
  
  
 Culture change in your organization is 
both simple and complex. It is simple 
because people understand deep down that they must change in 
order to survive in a dynamic and fast paced society. Change is 
complex because change occurs though people, and it may be 
our greatest challenge to manage our human resources. 

 To your face people will embrace change, but behind the 
scenes they are doubtful it will last. They operate out of fear 
of uncertainty. The status quo may be frustrating, slow, and 
sometimes miserable, but people are comfortable in an 
environment that does not change. It is your job to make that 
fear and uncertainty a thing of the past. You must be prepared 
with a solid strategy to minimize fear and create an environment 
ready for the acceptance of change. Acceptance, buy-in, 
endorsement (whatever the word) is critical to long term change. 

Change is like building a 
sand castle near the ocean. 
Without a defined strategy 
to keep it standing, the 
waves and winds will erode 
it, making all your efforts 
disappear without a sign that 
they were ever there. 

2
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Leading Change
Take time to adjust your culture and you will find you have built 
the foundation of true cultural reinvention.

There are four key practices that you the leader of change must 
employ to make certain your team will accept change and truly 
embrace it.

1. Listen carefully.

2. Explore comments and ideas. 

3. Set aside judgment. 

4. Be grateful for input.
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Practice 1: Use your ears, not your mouth

Listen Carefully

 Listening carefully is a purposeful and strategic action. Before 
beginning this next part of the process, you must be ready in 
your heart and mind to be open to others and their comments. 
Sometimes the comments will hurt your feelings, frustrate or 
disappoint you. But listening with purpose is critical to the 
success of the cultural renovation. You are not committing to 
change every detail of your organization according to the whims 
of your staff, you are simply committing to yourself that you are 
eager to listen to your staff for understanding. 

STOP NOW … Don’t do anything until you have had a 
few minutes to meditate on your willingness to risk and be 
vulnerable. 

Being	vulnerable	to	ideas,	
opportunities and criticism 
is	a	solid	beginning	to	
engaging	others	in	the	
creative process.  
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Changing the culture with a small step in the right direction:

 Start your cultural change with a small test group. Identify four 
or five employees within the organization that might be a part 
of your initial idea sharing group. This may or may not be the 
people you want to start the cultural change, but you are about 
to find out if these are some of the unique people that can help 
you make it happen. 

 Identify	the	candidates,	

 Call	for	a	short	30-minute	meeting,	

 Select	a	location	that	is	safe	and	private	for	the	dialogue		
	 and	select	a	time	when	there	is	no	rush	or	interruptions.

How to start the dialogue:

“I	have	called	this	group	together	because	I	value	you	and	
want	to	explore	your	thoughts	about	ways	to	creatively	
improve	our	hospice.	This	is	an	idea	sharing	meeting	in	which	
you	can	say	anything	that	you	have	been	thinking	about	to	
improve	our	organization.	I	am	going	to	listen	to	your	ideas	
without	comments	or	judgment	as	I	truly	want	to	hear	your	
thoughts.	 

Every	person	will	get	a	chance	to	share	ideas	and	I	really	
appreciate your time and efforts. I would like to focus on 
changes	that	you	could	make	that	would	impact	your	daily	
effort	to	serve	patients	and	not	changes	that	require	lots	of	
integration	between	people	or	lots	of	resources.	

“Who will be the first to share what you have been  
thinking about?” 

(You	may	have	to	wait	a	second	for	the	participants	to	think	
about	what	they	want	to	say	and	how	they	are	going	to	craft	
their	comments.)	
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Look every person in the eyes

 Nod	your	head	as	if	you	are	tracking	their	thoughts

 Don’t	say	anything	until	they	have	completed 
	 their	thought

 Never	interrupt	or	allow	others	to	interrupt

A note from Mark:

	My	future	son	in	law	gave	me	a	Talking	Stick.	It	is	part	of	
his	Native	American	culture	and	it	was	a	wonderful	and	
thoughtful	gift.	The	idea	of	the	talking	stick	is	that	as	long	
as	you	hold	the	stick	you	have	the	floor	uninterrupted	to	
share	your	ideas.	Think	about	the	meeting	as	if	everyone	
speaking	has	the	talking	stick	and	that	it	is	critical	to	allow	
the	participants	to	share	uninterrupted.	Everyone	is	watching	
you	and	wondering	if	they	will	also	get	a	chance	to	share	
uninterrupted.	Be	certain	to	suppress	your	tendency	to	“jump-
in”	and	share	your	thoughts.	It	is	not	yet	your	turn.		
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Practice 2: Explore Comments:
 Explore your staff’s comments and ideas like a scientist looking 
for a breakthrough. It is not the whole idea that might be special, 
but it may be a small comment or word that really acts as the 
springboard to something special. Therefore, it is really important 
to focus like every word is critical and valued. 

Once the member has had a chance to share, openly explore 
these early ideas by asking probing questions to get “idea depth” 
understanding of their ideas and from where the idea originated. 
Ideas may come from a host of sources which include: 
frustrations, eagerness to get better, or an outside influence. It is 
the probing that will yield sparks of creative idea generation and 
trust within the group. Ask simple questions like: 

“Can you tell me more about that?”

“How do you see that happening?”

“What would that look like in your day?”

“Who would benefit from that idea?” 

Continue to suppress your desire to solve the problem or share 
your ideas. Keep the dialogue about their ideas no matter how 
frustrating it might be. If the ideas get too deep into the “weeds” 
you can refocus by asking, “For today can we try to stay on track 
with simple ideas and save that idea for a future session?” If an 
idea has merit and should be discussed later, write it down and 
commit openly to returning to this topic. 
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Use your Mornings:

Target one or two of the ideas for your early morning thoughts 
over the next several days. Using your best creative time to 
consider their ideas then sharing your experience with them will 
demonstrate the importance of their ideas to you. It will also 
give you a chance to share your excitement about the creative 
process you are building together. 
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Practice 3: Put Aside Judgment:
Put on your steel-toed boots in your mind to protect yourself 
from insult and create a willingness to be open to anything. 

Being open to ideas is really about openness and offering a 
judgment free zone. Offering this risk-free environment will 
yield huge downstream results for you as the participants trust 
you and excitement will grow. You have to pretend you have 
steel toed work boots on. No comment, idea for change or 
criticism will hurt your feelings (or toes) because you know that 

you are the agent of change searching 
for underlying truths that may be 
hidden in uncomfortable comments 
from your team.   
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Practice 4: Be truly grateful for all input:
Smiles are worth a thousand words. Stay positive and grateful for 
every comment. 
 
Be certain to prepare your mind to be positive, earnestly curious 
and grateful. Making eye contact with the person and truly being 
curious will result in building confidence and trust. Sometimes 
the ideas will be weird and unrealistic, but you must listen with 
empathetic interest as everyone’s watching to see if your interest 
in their ideas is real. Don’t be a part of or allow criticism within 
the group. Stay positive by saying: 

“Wow, that is very interesting!”

“That idea done properly could be amazing.”

“That may be the beginning of something really good.”

“Thank you for sharing that idea. That must have been  
 hard to say.”

“I really appreciate your comments.”

You don’t have to commit to anything 
right now. You only have to show 
your team that you listen, care and 
are open to creative suggestions. 
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Ouch !!!  
If something that is said hurts your feelings, you can laugh 
openly and say ”Wow that hurt.” It will demonstrate you are 
real, you heard them and that you are truly open to any thoughts 
from your staff. 

My sister, Debbie, is the best at handling conflict. When 
someone says something that could hurt her feelings, she 
addresses it immediately and moves on. It’s amazing to watch 
her handle potentially hurtful statements as if they roll right off 
her back. She doesn’t give the negative person any power in her 
life and she says, “I decided that I am not going to let them hurt 
me.” We could all benefit by learning how to protect ourselves 
by not getting too connected to other people’s words.

Wrap up the meeting with 
a positive thank you and 
a time to reconvene to 
continue these thoughts. 
This is the perfect time 
to ask for research from 
participants and a future 
report of findings. 

Making a strong plea for follow up does two things for you:

 Confirms	your	leadership	through	the	directive	 
 for action.

	 Demonstrates	you	heard	and	care	about	the	idea.	



Your  Guide to Hospice Creativity and Innovation

Mark Lewandowski 49

Follow up: 
Now is the important part. Follow up with a group email briefly 
outlining what was said, who is going to follow up, and a thank 
you for improving the organization. The result will strongly 
support the participant’s trust and excitement about strategic 
change. 

Here is an example of a team email that will be just what 
you need: 

To:	Steve	Jones,	Linda	Ward,	Sam	Still,	Ellen	Marks
Cc:	Bob	Hurd,	Tom	Peal

Dear	Team,

Thank	you	for	your	interesting	ideas	to	improve	the	patient	
enrollment process. Your ideas are important as we seek to 
best	serve	our	new	patients.	I	look	forward	to	exploring	your	
ideas	more	deeply.	Please	jot	down	any	additional	items	to	
share	next	time	when	we	continue	this	important	discussion.	

Sam,	please	be	ready	to	report	on	your	research	when	we	
meet	next	Tuesday	morning	at	9:30am.	

Thank	you,	
Sharon
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Soon we’ll be adding tools to help your team think better and 
more creatively. But right now, we are only creating a foundation 
to build upon. When the foundation is built, the team will 
be ready to use tools to tackle bigger challenges and explore 
significant opportunities. Don’t rush. Be patient and strategic. 
Going too fast will result in frustration and participant cynicism. 
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Give it a Month
 Get this group together every week for a month. A month 
of meetings that are brief and positive will set the stage for 
innovation. A new wave of optimism will begin to move quietly 
through your staff. Because you are going slowly and patiently, 
you are changing culture, and that is something that cannot be 
hurried or forced.

If you have selected the right 
people, the word will get around 
that you are listening to their ideas, 
asking questions, and truly care. 
This is an important part of the 
cultural transformation process. 

Keeping meetings short (twenty 
to thirty minutes) will be enough. 
Small team meetings will be 
just right. The key to leadership is to explore, listen with 
curiosity, and follow up with true gratitude even to the negative 
comments. Anger will destroy all trust being built.  

Stay positive and patient. 

 The key to 
leadership is to 
explore, listen 
with curiosity
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Difficult People…Handled
Lots of good writing exists to explore how to handle those team 
members that always seem negative or pessimistic. Most of 
the time those people think they are only “doing their job” or 
“keeping it real.” They rarely know they are a killer to creativity. 
Too often these people yield influence because others around 
them are afraid to share an idea that might get “shot down.” 

Move slowly and positively in all your early dealings with 
negative people. You are setting the stage to appropriately 
address their negative influence. If all goes as planned, the 
negative people have had a chance to get their concerns off their 
chest and you will find them falling in line with your creative 
process. If they continue to be disruptive, you can employ some 
tricks to keep negativity in check. 

VIDEO: Difficult	People	-	The	Sandpaper	of	Culture

https://www.pdcrx.com/thinking-reimagined
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Stubborn Steve
If you are unlucky enough to have a good team member who 
can’t be open to ideas, you may have to handle them directly 
and with care. A strong but compassionate approach is best. 

“Steve,	I	have	noticed	that	when	others	share	ideas	you	are	
quick	to	respond	without	really	considering	their	idea.	We	
may	find	that	an	idea	is	the	beginning	of	a	process	that	could	
turn	into	something	special.	Are	you	able	to	listen	without	
judgment	and	explore	change	together	as	a	part	of	the	group?	
How	can	we	work	together	to	get	you	involved	in	a	more	
positive	manner?	We	are	all	one	team	and	want	your	positive,	
creative	insights.”		

This is a soft approach that corrects behavior while supporting 
the person. We may need Steve to tweak and modify a new idea 
to work within our process, therefore, we want his input in a 
positive manner. Try to avoid your raw instinct to tear his 
head off. 
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The Quiet Secret:
The secret of idea generation in teams is found in the  
quiet people.

 Many of your best ideas will come from your quietest people. 
The listeners, who rarely talk in a group, many times have great 
ideas but won’t share aloud due to fear of rejection, shyness or 
lack of confidence in their ideas. Over many years I have found 
that great ideas come from those that listen and think instead of 
blurting out and trying to dominate. It is your job to create an 
environment that gently pulls ideas from those participants who 
are not eager to share. Every team has them. They are a great 
resource.  

Ask them for ideas in an email string
Have a meeting in which ideas are shared in writing and then 
read aloud by you in a group setting. Hand out post-its or index 
cards for members to privately express their ideas and then you 
read them aloud.

Go privately to the person and ask 
for their ideas.

Once again, you can get the 
best results by listening with 
interest, exploring with curiosity 
and thanking them without any 
commitment to immediate change. 
Building your foundation of trust is 
much more important than actions 
at this point. 

 Many of your 
best ideas will 

come from your 
quietest people.
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Consider the Power of Four:  

 

Four team meetings per week a max of 
30 minutes

Four weeks in a row without exception

Four follow-up emails for each meeting

Four-ever change your culture
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Encouragement from Mark: 

Change	is	a	slow	process	that	yields	results.	You	must	lead	by	
the	discipline	of	a	strategist	and	the	patience	of	a	saint.	You	are	
the	key	to	building	a	creative	organization	that	will	transform	
your company. You can do it. You can patiently lead and not 
give	up.	You	must	let	the	progress	of	change	happen	through	
your	team	and	not	by	your	own	efforts.	If	you	jump	in	too	
early	and	try	to	solve	every	problem	you	could	crush	your	
cultural	change.	Your	best	approach	is	to	listen	and	respond	to	
the	team	with	supportive	guidance.	Positive	encouragement	
and	thoughtful	emails	will	act	as	a	great	motivator	for	your	
team to please you. 

Slowly and steadily you are crafting a cultural change. 
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The Launch
 There has to be a moment in which you act upon one or more 
of the ideas offered in the short idea meetings. Waiting too long 
will result in frustration eroding all that you have built.  

Do what you have to do to make a few changes that will make 
this process a proven team success story. Be certain to choose 
a first change that will work so that you have a “win!!” This will 
build confidence and excitement. Focus your attention on the 
process toward the finish line and the successful celebration of 
the idea no matter how small. The stage is set for you to carry the 
change of culture through your organization. 

It is the process of innovation that must be the focus, not the 
small success. When we celebrate the process we get long term 
change.  
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The Strategic Rumor:
You have done something special by learning to listen and 
creating a new culture in which you are getting a reputation 
for embracing change. The rumors are out about changes in 
the organization and your excitement about embracing those 
changes. This is the time to announce to your first participant 
group that you intend to take this concept further in the 
organization and that you may need their help. Those early 
participants (early adopters) will be your best allies in sharing 
their excitement about the future and about positive change. 

You do not have to use your current participants for your first 
creative idea generation team. This new team (FIT Team) will be 
the first team that goes beyond idea sharing and learns how to 
generate creative ideas for positive and successful innovation. 
It will be up to you whether or not to use some, all, or none of 
the same participants to leverage their excitement to engage 
more participants. However, by simply sharing with your first 
participants that you intend to move on from here into a deeper 
level of creativity and innovation the rumors will get out and 
people will be curious and excited.  

Let’s examine how to build a FIT team. 
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Chapter 3

The FIT Team

  
  
  
  
Well done! You have started a culture 
change that has set the foundation for a 
creative organization. To build an organization that yields idea 
after idea, you need to increase creative knowledge within your 
staff. You have to begin to develop your staff just like you have 
been developing yourself as an innovative leader. 

FIT Team (Your Early Adopters) 
It is time to select your early adopters 
and change agents who will become 
your accelerator for change and be the 
members of your First Innovation Team 
(FIT).  Early Adopters are those fun and 
optimistic people that embrace change 
early in any process. These people 
drive electric cars, hybrids, or scooters. 
They love technology and always have 
cool new toys. They are the fun people 
always looking for the newest and 
greatest change to their lives. They look 
up and around instead of looking down 
at the ground. You know the type I mean. 

Change Agents are key people within your organization that 
want to see change for the good and they are eager to encourage 
others to join in. These select people are dedicated to the 
organization as well as their own work product. In short, they 
take the job seriously and are dedicated to the team. 

3
Early Adopters 
are those fun 
and optimistic 
people that 
embrace change 
early in any 
process. 
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They are the ones that love to come to work and are excited 
about anything new. 

Select your FIT
Pick only five people who are positive and embrace change.

Get a firm commitment from each member before you 
announce anything. 

Don’t worry about the politics of not picking certain people. 

Spread the power among senior, 
junior and lower level staff. Everyone 
is important in this process. The 
mix of work roles across all levels 
of the organizations helps informal 
communications flow in all directions.

Choose an early time and define the 
time commitment. 

Allow people to opt out if they are not 
excited and can’t be fully engaged.

Announce the team and your goal in an email to all staff before 
you begin.

TEAM FIT!!!

Don’t worry 
about the 

politics of not 
picking certain 

people.
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Ex. Email to the staff:

Dear	Friends,

In	an	effort	to	become	the	very	best	organization	we	can	be,	
I	have	decided	to	build	upon	our	successes	by	training	our	
employees	to	become	more	creative	in	our	journey	to	become	
the	most	innovative	hospice	in	our	industry.	

I	will	be	selecting	a	team	of	five	to	be	the	first	to	go	through	
a	specialized	training	that	will	help	our	organization	to	learn	
how	to	be	innovative	in	every	area	of	our	processes	and	
service to patients. 

I	believe	that	with	the	right	tools	we	can	improve	our	
organization	to	ensure	a	long	and	successful	future.	Down	the	
line,	everyone	in	your	organization	will	learn	valuable	tools	to	
help	us	improve	everything	we	do	to	serve	others	and	build	
something	we	can	all	be	very	proud	of.	

Sincerely,

Executive	Director	
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Cast the Vision to your Team
 It is critical for you to set the stage correctly right away. You 
have hand selected a team that will increase your probability 
of success. Be prepared with a 3-5-minute introduction of what 
the goal is for this team and what you want your hospice to be 
known for in the industry and look like in the future. 

Items to include in your 5-minute speech:

 Your	honest	vision	for	the	future	
	 Why	change	in	the	current		

  culture is needed

 How	each	person’s	individual		
	 contribution	makes	this	happen

 Your commitment to training  
  and education for all staff

 The	reality	that	creativity	and		
 innovation is a process

 Your	commitment	to	change	long-term
	 How	today’s	success	can’t	be	the	reason	to	remain	the		

	 	 same	(status	quo)

I cannot give you the exact words for the introduction because 
it has to be organic. It has to be your words that are part of the 
culture you have already built. Any diversion from your personal 
approach to the presentation will not feel genuine. Therefore, be 
yourself and just share your heart. Your FIT team will love and 
embrace it. 
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Define the scope of the FIT: Staying in  
your lane (2 minutes).
 What area is their focus? Be specific and make the focus narrow 
enough to successfully implement change. Using the concept 
of staying in their lane will be a clear way to describe staying 

focused on changes that are in their direct scope of control 
(lane). It is critical to keep focused on items directly related to 
the employee’s role within the organization.

Can they reach into other areas of the organization? Start with 
things that they can manage without 
too much involvement from too 
many areas. 

The goal is “ideas” not change, 
yet each idea must be strategically 
considered and has to be within 
realistic resources. 

Who do they report their ideas to? 
They report to you for final approval 
on what ideas are worth innovative 
focus.  

The goal is 
“ideas” not 
change, yet 
each idea must 
be strategically 
considered …
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Important: Consider	how	you	will	communicate	the	
authority	the	teams	have	to	implement	ideas.	Each	leader	
launching	a	team	approach	to	innovation	has	a	different	level	
of	comfort	giving	authority	without	direct	accountability.	Your	
clear	statements	early	in	the	process	will	determine	a	level	
of	comfort	for	the	participants	to	know	to	what	extent	they	
are	able	to	implement	ideas	that	could	yield	change	without	
prior	approval.	The	best	changes	at	this	level	are	small	iterative	
adjustments	to	processes	that	are	under	team	participant’s	
immediate	oversight.	Changes	should	be	focused	on	the	
manner	in	which	they	perform	their	unique	function	within	the	
organizational	framework.	Some	teams	(or	individuals)	may	
be	given	freedom	to	try	changes	while	others	may	need	to	
have	approval	and	oversight	prior	to	making	changes.	You	will	
need	to	think	this	through	and	make	it	part	of	your	 
communication strategy.
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Getting your team started:
Explore the scope of the focus:
Within the narrow scope you have defined, ask for open 
dialogue. 

Ask Strategic questions:

What is going great? 

What is going well but could be made 
better?

What is not going well and needs 
immediate attention?

What is going so badly that it could 
permanently damage our organization?

Using your earlier training, ask probing questions to get a deeper 
understanding of their thoughts, but don’t solve anything yet. 
Ask someone to join the group as a scribe to come in and write 
down the comments and concerns addressed in your scope 
questions. You will need this list in the next weeks.

Remember:
1. Listen carefully.
2. Explore comments and ideas. 
3. Set aside judgment. 
4. Gratitude.
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Wrap up with the Buy-in process: 

 ASK

 THANK

 ACT
Ask	if	this	team	is	ready	to	be	a	part	of	the	change	that	could	
help	resolve	problems	or	take	advantage	of	opportunities.	

“Are you ready to be a part of a team 
that helps us put our creative ideas 
into action?”

Once you get buy-in, you are ready to end the meeting and 
allow their positive energy to spread around the organization. 

Thank your team: “Thank	you	again	for	being	a	part	of	this	
special	group.	I	am	excited	about	each	person’s	involvement	
and	what	you	can	do	as	a	team.”

Before you end, tell the team that you are going to help them 
build their creativity over the next several weeks.

Act: “You	are	going	to	watch	some	short	videos	each	week	
at	your	meetings	that	will	help	you	learn	to	use	your	ideas	to	
improve	our	organization.”
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  Now you need to get ready to connect to the video 
portal that is the training supplement to this book. Each week 
you can take your team through a short, online video training 
that will introduce a new creativity tool for their individual tool 
box. The idea is to prepare each employee over time to have 
immediate access to the resources they need to generate ideas 
and apply these ideas to problems. 

Ideas put into action is innovation. 
 Make certain that your team 
has the resources needed to be 
creative. Those resources include 
paper, pens, markers, pencils, 
and tape. Don’t focus on any 
technology that can get in the way 
of thought. Ideas don’t come out 
of computers: they come out of 
people.  

Ideas don’t 
come out of 
computers:  
they come out 
of people.
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FIT team weekly agendas:
 Each week for the next two months, the FIT team will gather 
together with you as the leader to watch a video and use that 
video as the stimulus to generate more ideas. Your role is to keep 
the team on track using the creativity tool to generate ideas to 
improve the problems they identified in week one’s meeting. 
Keeping them on track and using the tool is important because 
your team will be learning a skill to stimulate more ideas and 
better innovative thinking. The tools will improve their natural 
way of thinking about problems and effective solutions. 

Agenda: 

 Welcome	the	team

 Watch	the	video	assigned	for	the	week

 Ask	how	the	team	could	use	the	tool	to	change	the	way		
	 they	think	about	the	problem	you	have	identified	for		 	

	 	 today’s	discussion

 Ask	if	this	tool	makes	them	think	of	an	idea	for	any	other		
	 challenge	or	opportunity	identified	in	the	focus	session

 Record	the	ideas

 Celebrate	the	idea	process	as	the	most	important	element		
	 of	the	session

Spend the last few minutes discussing real ways to implement 
small, iterative changes to one or two ideas for improvement.
Be specific about actions and time lines for change. 
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 Many leaders ask the whole team to get it done, which is a 
mistake. If you leave any element out of the delegation process, 
you will not get the results you or your team desires.  Using the 
wrong accountability words, like “we need to do this,” or “let’s 
work together to accomplish this,” is a guarantee of failure. 
Make one person responsible to be certain that action occurs. 

The components of delegation in this 
environment must include all of the 
following: 

1. Accountability - who is responsible 
 by name? 

2. Action – What exactly are they to do?

3. Detail – what specifics are critical to  
 the success of the change?

4. Time – when is it to be completed?

VIDEO : The	Power	to	Leverage

https://www.pdcrx.com/thinking-reimagined


Thinking Reimagined

Mark Lewandowski70

You will find the video resource library at www.drmarklew.com, 
www.PDCRx.com, or www.SONOHS.com. 

The resources you will find in the library will include personal 
creativity videos, team idea generation techniques and 
additional supplemental resources to support the content of  
this workbook.

Week 1  Every Act of Creation
Week 2  Empty Your Cup
Week 3  Trust is Questioning
Week 4  Switching Shoes: The Power of   
    Empathy
Week 5  Thinking in Opposites
Week 6  The Genius of What If
Week 7  The Third Right Answer
Week 8  Premortem

https://www.pdcrx.com/thinking-reimagined
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Leveraging Team 1: The launch of  
additional teams
 Your First Innovative Team should have 
been a wonderful initial experience. 
You hand-picked your team. You were 
able to objectively to listen to ideas 
and make slight modifications that 
led to true innovation. You applied 
creative ideas to real challenges and 
opportunities. You began the process of 
cultural change. 

We hope that these early participants 
will later become team leaders and 
culture bearers. 

 A culture bearer is the key staff member, at any level, that buys 
into the vision and the culture of the organization. These special 
people are the heart and soul of the organization and care 
deeply about success. Culture bearers are unique employees 
in that they are internally charged and do not require a lot of 
oversight or management. They believe that the organization 
is valuable and that all employees should care as deeply as 
themselves. They work to maintain the culture because they 
have embraced it as part of themselves. 

I am hopeful that your organizational change will increase the 
number of employees who are internally committed to your 
success and start to protect the special and unique culture you 
are building. 
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Team Leaders:
It is time to turn your first team into several teams and take 
innovation deeper into your organization. Examine your initial 
team members to determine if they are ready to lead a team 
within their work-related focus area. Although it is not required 
to have a team for every area of focus within your organization, 
it is important to influence several different elements of the 
organization.   
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Chapter 31/2

The FIT Team

FROM ONE 
TO MANY

FIT Teams transitioned to Organization-wide Innovation Team 
with coordinators chosen from your workforce.
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The Innovation Team Coordinator - ITC 

Four Step Launch Process

Step 1:
Ask the members of your FIT to submit a letter to you about 
their readiness to take their knowledge and excitement about 
innovation to their peers as an Innovation Team Coordinator 
(ITC). Not everyone will be ready or willing. Some will need 
to start as co-coordinators with a stronger communicator and 
leader. 

Each letter from your early adopters should outline what area 
of innovative focus they want to explore, their self-identified 
strengths they bring to the team, and who should be on the 
team. 

Step 2:
You will approve the team focus and participant list. Be certain 
to suggest an additional member to the team that you feel 
would be helpful, but try to limit the team to no more than six 
total members. The teams should be somewhat cross-functional 
and have members from different levels of the organizational 
hierarchy. 

You may want nurses, social workers, chaplains, aides, 
administrative staff, perhaps a highly dedicated volunteer all on 
the same team to ensure that the employees understand that this 
approach to change, creativity, and innovation is going to be 
pervasive throughout the entire organization. 
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Step 3: 
Ask the Innovation Team to set a date, time, length of meeting 
and location for their endeavor. 

Once you have the letters, read them carefully and meet 
separately with each participant in your early adopter team. If 
one or two individuals are not ready or willing to lead, then be 
honest with them. The message is not “no,” but “not yet.” Let 
them know that they will be a support to the team and will be 
next to break off and start a new team. 

There is no shame in being a support while they get better or 
more comfortable leading a team. 

Step 4:
Gather your group together and announce the teams, locations, 
times and focus. Be certain to state the focus of the team so that 
there is not overlap or redundancies. 

Set a date to begin and allow each ITC to feel free to talk to the 
candidates you have approved for participation. Send an email 
to each team letting them know the reason for the team, the 
importance of each team, the focus of that team, the coordinator 
and the time commitment. 

Ask each ITC to use the standard launch message you craft to 
share the charge of each team. 

NONOT YET
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The message: 
Each of you have been uniquely selected to be members of our 
innovation teams. These teams will change our organizational 
culture to help us be a leader in hospice care through constant 
innovation. Together we will seek to improve our patient care 
and operational processes to become known as the best hospice 
in our state. Building upon our previous work and successes 
we will take this new and innovative approach to our entire 
organization so that we all work together with one goal: Great 
care and service to our community. 
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Team Coordinators and Number of Teams
 Each ITC will be given a coordinator guide sheet to direct their 
meeting, which is a part of the video series. They will have your 
full support and endorsement to operate under their focused 
area. They are charged with identifying areas of improvement to 
care and processes but not able to make large changes without 
approval from you. Their role is to focus on small, iterative 
changes to what they do each day and how they interact with 
internal peers to accomplish their goals. Each team will be 
required to report to you each week on creative ideas and how 
those would be implemented into the organization. Budgets for 
materials or resources will be entirely up to you but their job 
should focus on innovation through existing resources. 

How many teams should you have? 

The number of teams relies upon how advanced your team is in 
the innovative process as well as the number of employees you 
have. 

 Hospice Size (staff)  Teams

  5-10  2
  11-40  4
  41-80  6
  81-200  10 

You	will	find	an	ITC	Guide	Sheet	in	your	online	resource	library
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30 Minute Power Meeting
 Considering that each RN is expected to make an average 
of 6 visits per day (24 in a week allowing time for IDG team 
meetings which occupy 4 hours every other week), average case 
load per hospice RN ranges from 12-24 patients depending on 
the staffing model. Each Hospice Aide is to make 6-8 visits per 
day with average caseloads ranging from 10-20 patients. Social 
Workers and Chaplains average caseloads from 50-100. It is 
critical that not only are the meetings done at a time and place 
appropriate for the team, but the time demands on the team  
do not exceed 30 minutes. 

Why?  
This short time limit for each meeting is challenging, but it sets 
a tone that innovation is not in place of the job but a part of the 
job. Tight time constraints help people: 

   Be on time 

   Start on time

   Get right to the business at hand    
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Coordinator Guide
Objective of the Team: Innovation through small meaningful 
changes.

Unique Team Focus: ____________________________________

Expectations: Look for ways within our jobs and coordination 
with others to improve our care for patients and our success as a 
company.

Training: Each week we will watch videos helping us learn new 
ways to think about problems and opportunities. 

Resources: Most changes to our service are about processes and 
communication. The goal is to improve within the resources we 
have. Some ideas may require additional resources that must be 
approved. 

Rewards: Our reward is to see our patients receive the very best 
care. Our pride in service and our joy of improvement is our 
sole motivating factor. 

Reporting: Each month our successes and improvements will be 
published for all to see, celebrate and add to. 

Commitment: Each member of the team will look for ways to 
improve their own efforts, processes, and communication to 
see innovation occur. Innovation starts with each team member 
and is not expected to be forced upon others. Together we can 
accomplish great things but innovation starts with me. 
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The Pledge:

I commit to _________________________ 
Hospice to improve my own efforts, processes, 
and communication to serve our patients 
and our organization. I understand that my 
small efforts to improve is innovation and that 
when we all seek patient care at the highest 
level and dedicate our efforts toward this end, 
we will accomplish something very special. I 
want to be a part of this and I pledge to do so.

____________________       ___________
  Participant  Date

Note from Mark:
This	is	the	time	when	we	ensure	that	every	person	in	the	
process	knows	that	the	goal	is	small,	interactive	adjustment	
put	into	action.	It	is	not	yet	time	to	try	to	solve	problems	in	
other	people’s	area	of	focus.	They	have	to	stay	in	their	lane.	
Taking	time	to	communicate	expectations	and	focus	will	
eliminate	problems	in	the	future.	
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The First 2 Months
Each team will meet for 30 minutes each week to talk about 
their focus area. They will be charged with sharing ideas and 
finding support within their team to test and prove ideas for 
improvement and innovation. Each meeting will be timed so 
that the team is accountable for getting started immediately and 
focusing on tasks. During the first eight weeks the team will 
view one five-minute video that will help them learn about their 
charge. 

Creative Idea Generation 
 Team Videos

Week 1  Every Act of Creation
Week 2  Empty Your Cup
Week 3  Trust is Questioning
Week 4  Switching Shoes: The Power of   
    Empathy
Week 5  Thinking in Opposites
Week 6  The Genius of What If
Week 7  The Third Right Answer
Week 8  Premortem

After 8 weeks, the team should be ready to keep improving. 
Sometimes the dynamics of a team just isn’t working and the 
team needs to pause. Pausing is ok but allow excited participants 
to move to another team or start as a coordinator. 
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Special note:	One	hospice	I	work	with	told	me	that	70%	of	
their	staff	start,	end	and	work	all	day	in	the	field,	many	times,	
as	far	as	50	miles	away	from	the	office.	Some	of	these	staff	are	
only	“in	the	office”	once	every	14	days	or	2	days	per	month.	
Sometimes	the	remote	staff	are	in	the	office	a	third	day	for	an	
“All	Staff	meeting.”	You	may	find	that	it	is	necessary	for	you	
to	include	these	people	in	a	manner	that	is	consistent	with	
their	ability	to	contribute.	Using	technology	to	meet	via	Skype	
or	conference	call	may	be	just	what	is	needed	to	keep	these	
special remote employees included in a very important part of 
the	process.

Ongoing Innovation:
The next step, should they want to continue, is to get training 
on integrating with other teams. Integration is all about best 
methods to improve the work process that occurs between 
multiple elements of your organization. Understanding how to 
coordinate activities under one common goal is challenging 
and requires a commitment to good communication and 
understanding of limited resources. 
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Rewards:
Because this process is about the pride of excellence and its 
intrinsic rewards, we have not focused upon reward structures 
or external value. Once you break into rewards it is hard to pull 
back. Be strategic in your reward structure. A special lunch or 
celebratory cake should be all the recognition the right team 
needs. Alternatively, recognition in the form of emails to the 
organization or ideas showcased on a bulletin board are perfect 
for our purposes. 

The	Gallop	Organization	found	
public	recognition	of	individual	and	
group successes in email form is a 
best	practice.
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Chapter 4 

Process / Workflow 

If I gave you $5.00 every time you gave 
me a $1.00 bill, how long would you 
stand next to me doing that exchange?  

Would you stay a minute? Would you stay all day? Would you 
call a friend to bring you more one-dollar bills? 

Understanding workflow process in a creative environment is 
like the $1.00/$5.00 exchange. Every investment you make in 
understanding or implementing workflow processes in your 
organization results in huge returns. 

Your next step is to find ways to integrate members of specific 
teams into a process that helps everyone understand how to 
coordinate the efforts of teams across functional 
areas. Up until this point, you have designed 
the team to focus on their specific areas of 
concern and not bridge the gap into 
change across functions. In order 
to truly change the culture 
of your organization, 
the staff needs 
to 

4
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understand how changes in one area impact the organization 
and how they can work together to innovate across functions. 
The best way to craft changes across functions is through 
communication found in the form of a workflow process. 

The best innovators understand that great ideas put into action 
is innovation. And, the deeper the integration of ideas into a 
system, the more powerful the results. 

Innovation on Post-Acute Care
Last	year	I	was	working	with	a	group	of	innovators	and	status	
quo	disrupters	who	were	focused	on	palliative	care.	Palliative	
care,	being	a	hot	topic	in	post-acute	care,	is	getting	a	lot	of	
attention,	and	many	of	you	know	it	is	an	answer	to	a	crisis	in	
healthcare	costs	as	well	as	patient	care.	

Ideas	were	flowing	everywhere	and	excitement	was	high.	The	
problem	was	that	the	moment	the	idea	session	was	over,	the	
group	was	energized	and	incredibly	frustrated.	

How can a group turn ideas and energy into a solution 
for patients? (Innovation)

I	jumped	up	to	the	dry	erase	board	and	began	to	build	a	
workflow	process	model.	I	used	a	simple	model	that	everyone	
could	understand,	since	the	key	was	not	to	overwhelm	but	to	
communicate.	The	model	allowed	everyone	in	the	room	to	
see	a	prototype	of	palliative	care	embedded	into	a	hospice	in	
a	way	that	was	operationally	effective	and	easily	understood.	
Now,	questions	or	ideas	could	be	implemented	into	the	model	
at	the	right	stage	in	the	process	to	maximize	efficiencies,	
outcomes,	profit,	and	patient	experience.	The	workflow	
diagram	was	simply	the	vehicle	for	group	understanding.	
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The unexpected surprise for me was that since I was the one to 
craft the workflow (a simple graphical depiction of their ideas), I 
was perceived to be the expert in palliative care implementation 
into a hospice organization. 

The genius was not the workflow, the genius was the ability to 
pull people and ideas together to achieve basic results. 

No matter how simple the workflow, the 
results in a group are the same; excitement 
and a sense of accomplishment. 
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There are several reasons to use a workflow to design an 
innovative solution: 

1. Communication: Everyone has a good idea 
of what the process for innovation would look 
like. 

2. Accountability: Every person in the 
organization knows who the innovation 
impacts and who is responsible for action. 

3. Process Improvement: Gives the team a 
way to examine weak areas of the organization 
or process to correct or improve. 

4. It’s static: Until the workflow is changed, 
the model is etched in stone. No changes in 
thought or perception can alter the model 
until the actual workflow is changed. 
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5. It’s Transferable: The process model in a 
workflow can be easily given to another site or 
shared effectively with others. 

6. Collaboration: You can share the 
model with vendors to get “buy-in” and 
collaboration to achieve results. 

7. Satisfaction: All parties working on the 
model feel an important sense of achievement 
that their time is yielding real change. 

Once	the	model	is	finished	and	your	team	has	“buy-in” 
regarding	this	process	for	innovating,	it	is	time	to	roll	it	out.	
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Workflow Integration (WFI) Teams
 Select one member strategically from more than two teams to 
focus on a single project. Give them specific focus on what 
it is that is to be improved. Encourage the use of creativity 
techniques learned early in the process to add value and unique 
perspective to the WFI team.  

Notes about integrated workflow teams:

 It	is	truly	disruptive	for	the	team	to	allow	too	much	time	to		
	 go	by	without	implementation.	Time	erodes	confidence.		

	 	 Don’t	wait	for	the	perfect	day	or	time	to	launch.	Set	the		
	 	 nearest	date	to	start	and	have	the	courage	to	launch.	

	 You	will	have	process	challenges	but	you	want	to	get	them		
	 identified	early	when	your	team	is	still	focused	 

	 	 and	excited.	
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First meeting:
Build a simple workflow according to the team member’s 
collective perspective on how the process works. 

Have the team review the model aloud together, asking 
members to help the others in the room get clarification of what 
really happens.

Build excitement about them understanding more about the 
global process.
 
Break each element into responsibilities and timelines. 

 Who	is	responsible?

 When	is	it	due?

 Who	relies	on	this	information?

Identify key areas of “hand off.” These are the times when 
departments or subgroups must work together to achieve success 
in the smooth exchange of data, actions or results. 

Break out

Have the members go back to their departments and share what 
they have learned.
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Second meeting:
Gather your team again on the next week to review the model 
and discuss ways to make integration and outcome more 
effective based upon what they have learned back in their 
departments. 

Be clear about the results you want to achieve. 
Ask for feedback on what areas of weakness still exist. 
Write down the failure points on the board and explore your 
solutions to minimize failure. 

Work on those possible failure points by clearly identifying:  

   Who is responsible…       Accountability
   What you want done…  Action
   How you want it done…  Detail
  When it is due…  Time

Discuss	creative	solutions	to	the	challenge	you	have	identified.

Break out

Members go back and discuss the ideas with their teams with 
the sole intent of coming back next week with additional 
information to make the creative ideas shared in the group part 
of a new workable solution (innovation).
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Week three:
 Start the new process with changes to your workflow as soon as 
you have these steps completed.

Ask	the	team	to	lead	the	changes	and	track	results,	making	
note of unintended consequences and successes. 

Continue	to	track	and	integrate	slight	changes	to	make	the	
innovations a success.

Allow	the	team	to	keep	meeting	until	they	have	exhausted	
their	workflow	improvement	ideas.	
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Mistakes are Important
Two important principles about mistakes for us  
to consider:

1.  Every mistake or failure is temporary. 

2.  Do not overly criticize any mistake except  
   “failure to act.” 
Never make the penalty for failure greater than the penalty for 
doing nothing.

VIDEO : Your	Philosophy	is	Failosophy

https://www.pdcrx.com/thinking-reimagined
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A Note to the Leader
You are embarking on a culture of innovation that requires 
change. Every change will have growing pains. It is critical to 
stay focused on the end result and a positive culture. 

Once you have success be certain to celebrate successes openly 
and verbally. Be sure to brag about the achievements, no matter 
how small, to your entire organization as well as the community 
you serve. In other words: Tell your story loudly and proudly to 
everyone you meet. Your team will love you for it. 
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Chapter 5

Outcomes

Every workflow for process 
improvement and innovation inside a 
hospice should result in measurable 
outcomes. 

Outcomes are the evidence that actions are impactful. 
Sometimes the results will shock you. Great results often follow 
innovation, but sometimes (often) the results show weaknesses 
you didn’t know you had. Be ready for both. 

Successful outcomes and negative outcomes both point you 
strategically toward great innovation. Before you go too much 
further you must sit down and think about what outcomes you 
want. The critical phrase to remember about outcomes is simple:

 “What you measure is what you will get.” 

Therefore, be ready to build 
a system that yields the 
results you truly desire. 

5
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What are five measurable outcomes you hope 
to achieve through process innovation?

1.

2.

3.

4.

5.
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Referral Community Example: 

In hospice, if you are building a referral network innovation 
workflow, you must achieve the right results. Bad referrals are 
often worse than no referrals at all. There are a host of troubles 
that follow bad referral sources and the downstream results they 
provide. Your marketing staff must provide opportunities for you 
to grow and offer an opportunity to be successful financially. 
Don’t focus on a total census goal without considering a specific 
type of census growth that will yield great results. 

Take time to consider exactly what you want and tweak  
your model. 

 Focus	on	items	such	as:	communication,	vendor		 	
	 agreements,	referral	and	marketing	strategies	to	achieve		

  optimum results. 

 What	do	I	want	from	my	referral	community	and	how	can		
	 I	measure	it?		

 What	is	the	best	method	to	communicate	with	my	referral		
	 community	and	how	can	I	track	that	 

	 	 successful	communication?	

 What	is	the	best	way	to	measure	the	actions	from	my			
	 marketing	staff	that	will	yield	optimal	results?	

VIDEO :	Referral	Strategies	That	Work.

https://www.pdcrx.com/thinking-reimagined
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What You Measure... You Will Get
 There is an old and trusted statement outcomes strategy that says 
“what you measure you will get.” No statement has ever been 
more true in outcomes management. Your staff wants to achieve 
measurables as a way to compete, validate their existence, or 
safeguard their job. No matter what their motivation, here is an 
opportunity for you to achieve great results, but first you must 
know what you want to achieve.  

You must build an outcome tracking model that supports 
gathering and reporting data that keeps your whole team 
focused on optimum results, not just results in general. Have a 
manageable number of measurable outcomes in the beginning. 
Strategically add new measurables as ideas and opportunities 
come your way. Five new outcomes would be a great start. Add 
a few as the team gets better at measuring and adjusting the 
organizational system according to the desired outcomes. This 
is the very nature of INNOVATION. You are applying ideas into 
your system. Innovation is ideas put into action.  

This again is the $1.00/$5.00 principle. Every minute you spend 
on identifying optimum outcomes will save you lots of time, 
effort, and heartache in the future. 

Questions to ask about your outcomes: 

What	do	I	really	want	to	achieve	from	this	innovation	strategy?	

How	can	I	make	certain	we	are	successful?	

What	could	go	wrong?	

How	can	I	eliminate	barriers	to	success?	

What	are	three	possible	unintended	consequences	of	 
our	actions?	
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Once you have answered these questions you should have a 
good idea of the outcomes you want to achieve. Share these 
outcome goals with your team as well as the process you will 
use to monitor and report. 

The following are some good resources you 
may want to review to help you craft your 
outcome strategy. 

Outcomes Resources: Visit these Weblinks

1.  LeadingAgile.com - Compass

 http://www.leadingagile.com/our-compass/

2. LeadingAgile.com  - How to Define Metrics

 http://www.leadingagile.com/2018/05/how-to-define-   
metrics-to-reach-better-business-outcomes/

3. Urban.org - Key Steps in Outcome 
Management.PDF (43 page booklet)

 https://www.urban.org/sites/default/files/ 
 publication/42736/310776-Key-Steps-in-Outcome-   

 Management.PDF
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Chapter 6

Partners (aka Vendors)

Being truly innovative shouldn’t stop at 
your doorstep nor should it be limited to 
your staff. You have taken your valuable 
time and energy to embark on a process of creativity put into 
action yielding an innovative workplace. Your employees, 
patients, their family members and friends are all benefiting from 
your ideas.

In order to take it to the next level, you must engage your 
strategic partners (vendors) in this process. You have a vision for 
what your hospice could be and should 
be, you shouldn’t let anything or anyone 
stop your progress. Look to your vendors 
to see where you can integrate great 
process and care innovations into your 
workflows outside your hospice. 

6
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These are your Partners/Vendors 
 Your partners/vendors are not ideal if their systems limit your 
innovation. 

You must choose partners/vendors that truly have a passion to 
serve you through dynamic solutions to your ideas. 

Their ability and desire to help you achieve your goals should 
outweigh all other decision criteria in selecting and embracing 
a vendor. Many vendors are chosen because they are the best 
known vendor in their sector. But if you are a growing hospice 
inside 150 census you may not get the personal attention you 
need or want to innovate. 
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Getting Partners/Vendors Involved: 
 Start by examining the most 
important areas to innovate. 
Contact those partners/vendors 
and request a meeting in your 
offices to discuss the future of 
your hospice and your desire to 
innovate. 

Tell the partner/vendor up front the 
reason for the meeting so that they 
are prepared and bring the right 
people to the meeting. 

Knowing your agenda sets a proper tone and gives the partner/
vendor an opportunity to prepare and possibly share ideas and 
solutions already in place to assist in your innovation. Using 
their experiences leverages your innovation. 
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Great innovators do not always start 
from scratch. Many great innovators 
borrow or steal ideas from others and 
implant them into their unique culture. 
A borrowed idea coupled with your 
unique culture is brilliant innovation.

Set the meeting with clear objectives: 

1. We are an innovative hospice 
seeking the very best in-patient care 
and efficient processes. 

2. We are committed to building lasting 
relationships with partner/vendors who share our passion to 
innovate for the sake of patients. 

3. We would like you to engage with us at a deep level to set a 
new standard of care for patients and innovation in processes. 

4. Here are three areas we are 
focused on that need improvement 
to accomplish our goals.

5. How can you help us achieve 
these important innovative goals in 
the next few months?

Many great 
innovators 
borrow or  
steal ideas
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 Be certain to establish specific time parameters to hold 
partners/vendors accountable to their promises. Too often the 
partner/vendor will do a lot of head nodding without a strong 
commitment to dedicate resources to make change occur timely. 

Setting time parameters and expectations are critical to success. 
There will be a lot of ideas shared that will excite you and your 
innovative team. Do not let it stall on the desk of the partners/
vendors. Too often the solution relies on the technology team 
to make changes to their system. This is where breakdowns and 
frustrations occur. It is important to be ready and willing to move 
on to a new partner/vendor should the current vendor fail to 
deliver as promised. 

End all partner/vendor innovation 
meetings	with	the	following	
directions:

1.	You	told	me	you	would	be	able	
to	do	the	following:	List	them	
clearly	and	specifically.	

2. You assured us you were 
committed	to	this	endeavor.	

3.	We	expect	you	to	make	these	alterations	without	any	
additional	cost	to	our	hospice.	

4.	As	a	response	to	your	efforts,	we	will	extend	our	contract	
with	you.

5.	Are	we	agreed	on	these	matters?	

time parameters 
to hold 

partners/
vendors 

accountable
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 You will now get a very clear understanding of your current 
vendor’s commitment to your success. Are they a partner/
vendor? Be ready to make slight changes to the deal points but 
not to the timing of the solutions. Your team and your patients 
are relying upon you to get this done on time. 

Remember innovation is action. Without action you cannot 
change your hospice. 

Set a schedule for updates on progress and be certain to hold 
them to the progress. It is always best to identify one very strong 
person on your team to hold the parter/vendor accountable to 
these actions and report them to the group. 

A Sad note:
Many times, the changes will not come in on time. Give the 
vendor one chance to modify the due date, but no more. The 
second they do not perform as promised is the moment you 
should start the search for the true innovative strategic partner 
you need and want. 

Everyone deserves a second chance… 
but not a third. 
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Here are some strategic vendors you should look to in order to 
keep innovation moving through your hospice: 

EMR 
	 Medical	supplies
	 Medication	solutions
	 DME
  HR systems
 Staff recruiters
 Supplies vendor
	 Office	Equipment,	Supplies	and	Administrative	Services	
	 Group	Purchasing	Organizations	(GPOs)
	 Media	Relationships
		 IT	Support	and	Phone,	Devices	Technologies,	 

   Hardware and Software
  Logistics and travel
	 Uniforms
	 Marketing	and	social	media
	 Public	relations
 Insurance 
	 Health	Insurance	for	your	most	valuable	assets	–	your	staff
 Legal / Contract Reviews
	 Accounting,	Budgeting	and	Tax	Services
	 Banking
	 Building	and	other	Leases
	 Print	and	Printed	Brand	Related	items
	 Ambulance	/	Transport	Services
 Contracted Patient Services

 Your Ideas + Partner/Vendor support = WOW
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Final thoughts:

No	partner/vendor	is	going	to	innovate	into	your	culture	
without	your	guidance	and	drive.	You	can	do	this,	and	it	will	
make	a	huge	impact	on	your	staff.	A	good	partner/vendor	
seeks	organizations	like	yours	because	it	reflects	well	on	them.	
The	partner/vendor	is	trying	to	grow,	and	innovation	is	critical	
to	their	value	proposition	in	the	market.	Your	business,	no	
matter	how	big	or	small,	should	drive	great	partner/vendors	
to	innovate	with	you.	They	should	align	their	goals	with	yours.	
These	are	true	strategic	partners.	





Mark Lewandowski 111

7Chapter 7

Reputation

A hospice reputation in the market is 
beyond important: it is critical. 

Too many hospices rely upon great care and compassion to do 
the talking for them. That philosophy relies too heavily on luck. 
“Luck is not a strategy.”

The best innovators use positive change and their results as a 
reason to get their story out in the market. However, in order to 
get the story of your innovations and care out to the market you 
must be proactive, NOT reactive. 
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When you have innovative successes, it is incumbent upon you, 
the hospice, to tell your story in a manner that yields results. A 
little-known strategy of great public relations is to write the story 
of your success and present the story to the media. Newspapers, 
local television and radio are always looking for human interest 
stories. Now you have an important new message of innovation 
that resulted in improved patient care in the community. 

  You may have noticed a great human-interest article about a 
company or organization in your community. At the bottom 
of the article it says “staff writer.” That means the article was 
submitted by someone like you or your public relations firm. The 
reader doesn’t know this and reads the article as if an unbiased, 
third-party found the story and wrote it. That is rarely true. It is 
generated strategically and put in front of the community to be 
good reading or as a great short television news story. Getting 
great public relations coverage is important and is purposeful. 

A great story: 

1. Excites your employees.

2. Thrills the referring physician community.

3. Gets more public interest in your hospice.

4. Results in organic growth.

5. Attracts high quality staff. 
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Everyone wants to be a part of success. People love innovators 
and winners. You have done the work to improve your hospice 
and your patient care and that is special.

Remember: 

   You have a great new story.

  People want to hear it.

  Your employees love being a part of  
  great things.

  You have to finish strong by getting  
  your story out. 

  You will grow and succeed because of 
  your efforts. 

You have a 
great new story.
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A quick guide to media:  

Television news is very short and you cannot control the 
message. Your great efforts can be lost in a short news story that 
only gives you one sentence of controlled content. This is good 
coverage but can’t be the only media for telling your story.  

Print media gives you the best chance to control the message 
and be thorough. You will want to write the article and push to 
get it printed. Newspapers want stories but need a push to get it 
told. This is really good coverage and worth the effort.

Radio is best leveraged in the talk show environment, but it 
comes and goes quickly. This is your last resort unless the radio 
host is a close friend who can showcase your story. 

Local magazines work hard to find interesting stories and seek 
you out for bigger coverage. You will need to make certain they 
know you have a great story. Placing an advertisement in their 
magazine will allow you to leverage better story placement 
which might include the cover. Because these magazines are on 
coffee tables and waiting rooms you will get a good value for 
your investment.  

Digital marketing and social media require your efforts and 
direction, but it is important.
The modern generation uses social media to validate hospice 
selection. Stories and family feedback is your best source for 
great PR. This is an absolute “must” in today’s market and 
requires your emotional and financial commitment. 
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Because of all the great work you have done, you are now ready 
to change part of your message to reflect your innovation to 
improve patient care and satisfaction. You can now describe 
yourself by a different phrase. Go ahead and champion your 
success by stating your successful innovation. 

Examples: 

Atlanta’s Innovative Hospice Leader 

The Best Hospice Care in Chicago

Green Bay’s Leader in Hospice

The Most Innovative Hospice in the Bay Area

Passion, Compassion, Innovation
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 You have heard it said, “If not me, then who?” That phrase 
reflects many great efforts, but today it is about you. If you won’t 
tell your story, chances are no one will hear it. You cannot sit 
back and hope your story gets covered, you must control your 
destiny. Remember... Luck is not a strategy. 

WHY?
Dr. Hall Thorp, the President of Qualis DME Solutions says, 
“Humanity needs us!”

This is more true in hospice than any industry I know; Humanity 
needs you and all your innovation. 
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Chapter 8

Influence
 
 
 
 
 Congratulations! You have done a 
lot of work to get to this point in your 
transformation from a member of the 
hospice community to a real influencer within the hospice 
sector. 

It is time to leverage all that you have done to position yourself 
into an industry influencer. You are an organization that leads 
the thought process about how care is best delivered and how 
operational excellence can be achieved. 

You are now the thought leader the industry has been waiting 
for. It is time to act upon that leadership position. 

8
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The next step for you, in order to complete the process of 
transformation, is to use what you and your team have done 
to change how your organization is perceived among your 
competitors. Like pressing your value in the market in order 
to achieve growth, you now can wield influence about your 
industry sector and the legislative changes needed to continue to 
succeed. 

Outside agencies listen to three types of influencers: 

1. The biggest organizations

2. Organizations with powerful leaders

3.  Innovators

You may not be the biggest or 
the most powerful, but you are 
an innovator. 

   Change Agents 
+ A Meaningful Story ______________
= Industry Influence
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 Your story of past success and meaningful change creates an 
opportunity for you to influence others who need information 
and help. People who legislate the industry don’t truly 
understand the industry. They need your insight in order to be 
successful. Consider these ways for you to create influence in 
your community and your industry: 

 Create	a	press	release	to	showcase	your	innovation		 	
 and its impact upon people. 

  Send	that	press	release	to	all	state	representatives	to		 	
	 showcase	what	you	have	done	and	how	you	are	a		 	

	 	 thought	leader	in	your	space.

  Offer	contact	information	so	that	political	leaders	can			
	 connect	with	you	to	get	critical	information	they	need			

  to make decisions. 

  Find	out	who	in	your	state	lobbies	politicians	in		 	
	 healthcare	and	connect	with	them	via	your	press		 	

  release. 

  Contact	the	state	governor’s	office	to	showcase	your		 	
	 hospice	and	its	success.	

  Ask	for	a	meeting	with	your	governor	to	offer	industry			
	 knowledge	assistance	to	him/her.	

 Get your story online via the landing page of your website. 
Every person who reads your press release will look at your web 
page to help validate you and determine if you can assist them 
in achieving their goals. Be confident in your innovation and 
showcase it as the special achievement that it is.  

Add comments on your site from family members, employees 
and referring physicians about how your process has changed 
care for patients. This critical addition to your site validates what 
you have done and your story of value. It creates influence. 
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 Choose someone on your team to be the champion of your story 
at your state and national conferences. It doesn’t have to be the 
executive director, but could be a nurse who has seen firsthand 
how these changes have influenced people you serve. The use 
of a staff member will be fresh and exciting to the conference 
attendee. They want application, not theory. They love to hear 
from those “on the ground.” 

Critical Note:	Most	people	don’t	want	to	tell	others	about	
their	ideas	because	they	are	afraid	others	will	steal	the	ideas	
and	use	them	to	compete.	Yes,	they	will!	They	will	try	to	be	
like	you.	However,	they	have	not	changed	their	process	
so	their	achievements	from	borrowing	your	ideas	will	be	
short-lived	and	inauthentic.	Your	new	process	is	internal	and	
transformational.	The	fact	that	people/hospices	are	following	
you	give	you	true	influence.	You	are	now	a	thought	leader.	

 In our industry of hospice, employees are highly frictional 
(change jobs and bounce from hospice to hospice). Your 
leadership will attract best in class nurses, aides and support 
staff that want to be a part of something special. They also yield 
influence in their community. They will begin to tell your story to 
referral sources and influencers they know. 

 But none of this will happen without an effort to get the message 
out. Nothing great happens by luck. Luck is not your strategy. 
Effort and commitment to results is part of your transformation 
strategy to achieve long-term, sustained success. 

 Add a monthly innovation update to your website so that your 
followers will look to you for a source of ongoing innovation. 
When people look to you for ideas you have succeeded in 
becoming an Innovative influencer. Your transformation is a 
game changer for your hospice, your patients, their family, your 
referring physicians and yourself. 
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Boom! 
 Don’t forget to send the press release to every physician in your 
service area that could be a positive referral source to you. You 
will now find success among the physician community who 
don’t properly refer patients on a timely basis. 
You have real leverage. Use it!



Thinking Reimagined

Mark Lewandowski122

 Don’t stop even if you don’t see immediate results. There is an 
old phrase that is remarkably true: “After years of hard work, 
they became an instant success.” 

Success from innovation takes lots 
of effort that is viewed from the 
outside as easy and instant. That 
is an advantage to the innovator 
because the secret is in the effort 
and consistent messaging. Nothing 
great happens without your efforts 
and the consistency of messaging 
and communication. 

Nothing 
great happens 

without 
messaging and 

communication
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The secret of influence is leverage. 

Your efforts 

to showcase your ideas 

lift your organization to new levels. 
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Start again. But this time better. 
Your change process has completed its first cycle. Now you must 
start again, considering your personal newfound limitations and 
weaknesses. You have a better understanding of your strengths 
and areas you could improve. Stop to consider ways to keep 
your personal development going. You are starting cycle number 
two and it starts with you but it continues. Rethink your culture, 
employee creativity tools and resources, the workflows you built 
and the outcomes that are a result of those workflows. Take a 
moment to examine your partner/vendors and how they are 
doing aligning with your goals. And finally, are your showcasing 
your successes to the world around you?  

You can only grow your organization to the point you are able to 
lead it. A strong and dedicated focus on your personal capacity 
to make an impact on your organization must continue to 
expand. You have to build yourself into the leader you want to 
be.

Story: Teaching	an	Old	Dog	New	Tricks

When	I	turned	50,	I	sat	back	and	examined	my	ability	to	lead	
several	organizations	that	were	tied	deeply	to	technology.	
I	was	alarmed	at	the	pace	of	change	in	software	and	data	
integration.	I	knew	that	my	current	knowledge	was	insufficient	
to	lead	in	the	the	future.	Would	I	be	ready	to	lead	in	five	years?	
Ten	years?	The	answer	was	“no.”	So	I	examined	my	options	
and	settled	on	advanced	training	at	Stanford	University	in	
Innovation.	It	was	a	gift	to	me.	I	loved	it	and	it	helped	me	
catch	up	with	changes	in	the	global	marketplace.

Is it ever time for us to stop learning and stop growing?
  
Have we ever learned all there is to know about our industry?   
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The Wheel of Transformation
You have embraced a transformation process that will yield 
results like you have only imagined. You have learned that you 
must first grow as a person before leading your team. 

The innovation team you have created is like an army who 
needs fed to win battles. Your team needs consistent feeding 
of tools and training to resist the possibility of stagnation. An 
innovative team needs a process 
to deploy their innovative ideas 
so that real results are achieved. 
The very best innovators pull in 
partners/vendors to stimulate 
additional innovations and solidify 
changes. 

Once you have done these things, 
your reputation and influence in 
your community will  
forever change.
 

keep going 
and never stop 

innovating
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The key is to keep going and never stop 
innovating. You must drive the process 
through efforts and determination.  

Luck is not your friend.  

Strategy and communication  
are your friends. 
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Friends, 

I	am	certain	that	the	hospice	that	changes	their	culture	and	
implements an environment of creativity put into action will 
succeed and survive. 

The	hospice	industry	is	one	of	the	most	demanding	and	
challenging	industries	in	our	society.	Those	that	choose	to	lead,	
embark	on	a	difficult	but	rewarding	endeavor.	

It	is	a	labor	of	love	that	changes	lives,	and	yours	is	the	first 
life	changed.	

-	Mark



Imagine a world in which everyone worked together as
one team to make patient care exceptional. 

What if…  Every day you had great 
ideas to change your world for 
the better?

Here comes a guide to assist you in your 
personal pursuit to lead hospice into an 
amazing and rewarding future.  

If “every act of creation
is �rst an act of 
destruction” 
then get your sledge 
hammer out and 
lets start smashing!  
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