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Bill Barberg: So Jim, could you start by sharing some of the challenges you have typically had with 

strategic planning, and how things have been different with this most recent round using Strategy 

Aligned Management? 

Jim Livingston:  The challenge we’ve had in the past is we’ve gone through strategic planning processes 

… but there was no way to monitor the progress towards achieving the strategic plan.  It was just more 

of a check off thing: “Yeah, we have one.”   

What we’ve done with the Strategy-Aligned Management initiatives is go through a process where we 

engage the business, create a plan that the business bought into and meets their objectives and then 

bring all that together into a strategy map with the objectives and that type of thing that brings crystal 

clear focus to how you’re going to accomplish that strategy.  And then measuring yourself and your 

progress along the way to make sure that you’re on track is the critical piece.  So, there is no question 

whether you’re going to achieve the strategy or not.  And the other thing too, is everybody in the 

department knows what the strategy is.  They can go, they can see exactly what it is we are trying to 

accomplish and how we’re doing it.  We have the projects that are aligned with the objectives. We’re 

measuring our progress all along the way.  And that is something that has become part of our culture.  I 

don’t know how many times I’ve referred to the measures and shown the progress of certain things that 

we’re working on.  It has become just a real fantastic ways of communicating exactly what it is we are 

doing.  … Everybody knows what they’re supposed to be doing, and everybody knows what the priorities 

are.  It’s really nice living in this world.  

Now it didn’t just stop there.  In our leadership meetings, we used this tool to review our progress.  We 

used it as a communication method.  We used it as items on the agenda.  We used it in our management 

meetings.  We used it to communicate with our staff.  So the strategy map and the measures are always 

in front of people.  It’s something that we use constantly.  And because of that, it has become part of 

the culture now.  … So many times [without a strategy management system,] it’s hard for people to 

explain what it is that we’re accomplishing in our department and how we’re bringing value to the 

organization.  What this tool does in having all this work encapsulated into the map and the measures is 

that it gives us that ability to communicate very effectively what it is that we’re doing.  

Bill Barberg: One of the typical challenges is that organizations feel they don’t have enough time to go 

through the work of deploying a strategy management system.  Could you share a little bit about the 

value you’ve seen from making that investment in time? 

Jim Livingston: It’s a time commitment that is worth every amount of effort that you can put in.  There 

is the initial effort, but once it’s engrained into your processes, it’s not that much effort to maintain this 

stuff ongoing.  I mean you go in, you update the measures when they need to be updated, and away you 
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go.  You make sure you’re projects are updated and there’s certain information you’re tracking along the 

way, but if you just stay on top of it, it’s really not that much effort.  And that’s something that people 

just don’t get--is the value that comes from it. The effort is so worth investing. 

Bill Barberg: So what are some of the ways that Strategy Aligned Management helps save time for 

your organization? 

Jim Livingston: Well it saves time for the whole department because it allows the whole department to 

focus and be more effective with what we’re doing instead of going off in every direction. I mean that’s 

the beauty of this whole thing.  ...  Otherwise you spend a lot of time spinning your wheels. That’s where 

it saves you the time.  

Bill Barberg: Could you comment on how strategy management systems can be helpful in today’s 

health care environment where there is a lot of change, in the regulatory environment, changes in 

technology, and other changes that are being faced in health care? 

Jim Livingston: That’s a really good point, and it also drives home again the importance of the tool 

because with all the change that’s going on, the biggest challenge you have is managing change.  And in 

order to effectively manage change, you have to be focused in a crystal clear manner on what the 

priorities are and what needs to be moving forward when.  Without that, you’re just going to fall flat on 

your face because there is so much going on.  ...  We’ve taken on some major initiatives that have 

moved forward very quickly that have actually been mind-boggling to me that we’ve been able to move 

it forward and be so successful so quickly with some of these initiatives.  It’s all because of that crystal 

clear focus and having the ability to measure what it is that we’re doing, and knowing how that aligns 

with the organization and the overall strategy.  ...  A tool like this really helps keep that focus.  

Bill Barberg: Could you share an example of a large effort at a hospital that was made much more 

successful because of the focus you had from using strategy aligned management? 

Jim Livingston:  We basically replaced all the systems managing our revenue cycle with Epic and did it 

very quickly.  In my mind, it’s been the most successful project I’ve seen in this organization.  And the 

financial benefits have just been phenomenal.  Other organizations that have tried this type of thing 

have not been nearly successful as we have been. 

Bill Barberg: One of the things that Jim Turnbull said was that if he left, or if you and he both left, the 

rest of the IT leadership team and staff would step in and insist that they maintain the use of Strategy 

Aligned Management and InsightVision because it helps them understand how they work together. 

Would you agree? 

Jim Livingston: Well, I agree 100%.  If we left and a new CIO came in and wanted to do something 

different, I think there would be some serious conversations that would occur between that CIO and the 

rest of the leadership team saying, “Look, you’ve got a proven methodology here, don’t change it.” 

Bill Barberg: So how has working with these techniques and tools changed your opinion on strategy 

management and the value it can bring to an organization? 
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Jim Livingston: You know the interesting thing about all this, Bill, is that I’ve had my opinion of strategy 

management over the years and it wasn’t until we went through this process and got this tool in place 

that I really understood the power of strategic planning and strategic management.  ... I think it is a 

beautiful concept and it’s something that every organization should make a top priority.  And people 

just don’t understand the extent with which you need to take strategy management in order to be 

successful. 

Bill Barberg: The UUHC System has been recognized in a number of areas such as being ranked #1 in 

quality among academic medical centers and the CIO, Jim Turnbull, got the 2012 Health Care CIO of 

the Year award. To what extent do you think the Strategy Aligned Management tools and techniques 

contributed to these successes? 

Jim Livingston:  We’ve done a lot of great things and the organization recognizes that.  And I mean, 

there’s just no doubt that our success is attributed to the whole Strategy-Aligned Management 

approach. 

Bill Barberg: Would you be willing to share about the value that you saw coming out of the consulting 

and facilitation work that Insightformation did for the IT team there? 

Jim Livingston: The consulting piece is critical because it’s the training.  I mean, there’s a right way to 

embark on this journey.  You need to know how to go about it.  You need to know how to communicate. 

The consulting piece that was absolutely critical.  Now what you guys did was train us.  You didn’t just 

come in and feed us.  You trained us to fish and feed ourselves and so that’s the other value that came 

out of the consulting side of things.  Now we can manage this stuff ourselves.  The other piece is the 

[InsightVision] tool itself.  I don’t know how else you would manage all this data effectively without that 

tool. To be able to go into a system and have the strategy map there, all your objectives and measures 

and your projects all capture within one system and to be able to drill in and see the graphs and see the 

progress and see the trends. All that kind of stuff, the comments, without that I just don’t know how you 

could effectively manage this process to the extent that you need to. 

Bill Barberg: Well thank you Jim, I really appreciate your time and comments. We wish you the best 

and look forward to continuing to work with you. 


