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Strategy-Aligned Management for Hospital IT Organizations 
By Bill Barberg, President, Insightformation, Inc.  (June 2013)  

Using Powerful Techniques and Tools to Successfully Manage the Complexities of Today’s Fast-
Moving World of Healthcare Information Technology 

A BRIEF HISTORY OF STRATEGY-ALIGNED MANAGEMENT FOR IT ORGANIZATIONS 

Jim Turnbull, CIO of University of the Utah Health Care System, was recently named the 2012 
Health Care CIO of the Year by CHIME and HIMSS.   One important contributor to his success 
over the past several years has been his adoption of “Strategy-Aligned Management” 
techniques and software.   At both The Children’s Hospital (TCH) of Colorado and at University 
of Utah Health Care (UUHC), this approach and technology platform have been central to the 
way Turnbull successfully engaged his team to achieve extraordinary results.  This paper 
provides background on Strategy-Aligned Management and the use of the InsightVision 
Strategy Management System at two organizations where Turnbull has been CIO.  

The Birth of Strategy-Aligned Management at The Children’s Hospital of Colorado 
In 2005, The Children’s Hospital was experiencing an 
exceptional set of challenges and pressures.  In addition to 
factors stressing most hospitals--implementing Electronic 
Medical Records, telemedicine, “Pay for Performance” and 
consumer-driven healthcare—TCH was building an entirely 
new campus in Denver’s suburbs.  Nearly everyone was 
feeling overwhelmed, and Turnbull was put in charge of 
finding a better set of strategic management tools to guide the organization on their journey. 
Turnbull reflected on that time: “To say our IT plates were full is an understatement.”  To 
address this set of needs, Turnbull began working with a team of consultants from 
Insightformation, Inc. to introduce an innovative set of techniques and a pioneering strategy 
management platform.   The phrase “Strategy-Aligned Management” (SAM) was chosen to 
describe this unique blend of services and software. In a 2007 case study that looked back at 
that project, Turnbull made an insightful comment: “We started off calling our project an 
‘Executive Dashboard’ but quickly realized that it was much more than that.”   Rather than put 
the emphasis on the existing operational data and on developing a complex system to integrate 
and analyze that data, SAM puts the focus on clearly defining the strategic objectives and the 
organizational changes that will be required to execute the strategy.   Turnbull explained: “With 
the Strategy-Aligned Management approach and the InsightVision software, we didn’t need to 
embark on a major IT initiative.  The amount of IT effort in deploying this software has been 
very modest. Rather than ‘rip and replace’ the things we had been working on to meet JCAHO 
or other reporting needs, we are able to integrate them with the strategic framework and 
InsightVision software.” 
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Jerry Howell, the Vice President for Quality, Patient Safety and Compliance, was a leader in 
embracing both SAM and InsightVision at The Children’s Hospital.  In the case study, Howell 
said, “The process that Insightformation has guided us through has been very constructive.  It 
takes time, but everyone agrees that these are the conversations that we need to be having.  
And the framework provided us with a common language.  At each step of the way, the 
software provides helpful structure that allows us to see our progress.”  

Under Turnbull’s leadership, The Children’s 
Hospital in Denver received Most Wired 
honors by Health Forum and H&HN 
magazine.  Children’s was also recognized 
for its advancement of EMRs by KLAS as the 
Most Integrated Children’s Hospital in 2007.  
The success of that deployment of Strategy-
Aligned Management went beyond the 
benefits for alignment and performance 
management in the IT department.  Jena 
Hausmann, Vice President of Strategic 
Planning and Network of Care for The Children’s Hospital explained benefits she saw from the 
process in that same case study. “Our strategy is much more clearly defined, and we’re making 
much better progress in defining, communicating, managing and measuring how we will 
execute that strategy.”   

When The Children’s Hospital began to focus on strategic management tools in 2005, it was 
ranked 7th in U.S. News and World Report’s annual ranking of children’s hospitals.   When the 
2007 rankings came out, The Children’s Hospital of Denver was ranked #4.  “No one tool or 
technique can take the credit for that improvement,” said Hausmann.  “But the work we did 
with Insightformation, the SAM process, and the InsightVision software helped significantly 
improve our approach to strategic planning and execution.”  

The most compelling evidence of the value of this pioneering deployment of “Strategy-Aligned 
Management” at The Children’s Hospital is that when Jim Turnbull took on the role of CIO at the 
University of Utah Health Care System in 2008, he engaged Insightformation and purchased the 
InsightVision software on the very first phone call he received from Insightformation’s 
President, Bill Barberg.  Mr. Barberg shares about this conversation:  “A few minutes into our 
discussion, after I had congratulated Jim on his new role, he said, ‘We need to get you out 
here.’  After we picked a date for my initial trip out, and I asked a clarifying question about the 
purpose of the trip.  Jim replied, ‘It will be a kick-off meeting to launch Strategy-Aligned 
Management here.’”  
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The Strategy-Focused IT Organization 
Robert S. Gold introduced the concept of the Strategy-
Focused IT Organization in a 2001 article in The Balanced 
Scorecard Review entitled “Enabling the Strategy-Focused 
IT Organization.”   Unlike many “flavor of the month” 
concepts, these practices and techniques have 
demonstrated significant value across many IT 
organizations across the globe.  Examples this concept and 
Robert’s work have been featured in many articles and 
books, including Robert Kaplan and David Norton’s book 
“Strategy Maps,” which was the third book in their series 
on the Balanced Scorecard and strategy management.    

In 2012, Wiley Publisher’s review of Research and Best 
Practices, Global Business and Organizational Excellence, 
featured an extensive article by Gold entitled ”The 
Strategy-Focused IT Organization: a Ten-Year Track 
Record of Success.”     

Strategy-Aligned Management at University of Utah Health Care 
The initial work that Bill Barberg led for the UUHC IT 
Systems team in 2008 and 2009 was primarily to bring a 
greater sense of understanding to the many different 
programs and activities that were going on when 
Turnbull arrived.   There are so many interdependencies that it was overwhelming for anyone to 
understand.  The process of developing an interactive strategy map helped the IT leadership 
and staff to better understand their roles and how they contributed to the overall success of the 
portfolio of projects that were being undertaken.   A few months into that effort, Turnbull 
confirmed in a conversation that the process and use of InsightVision had played an important 
role in him getting his arms around all the IT work there and had aligned the team around 
important projects such as the launch of CPOE.  

In spite of the value that the Jim, as CIO, was seeing from the early adoption of Strategy-
Aligned Management at UUHC, it became clear to him that even greater value would come 
when a clear IT strategy was integrated with the overall health care system strategy.   Since 
Strategy-Aligned Management primarily about strategy execution, it would be most valuable 
after an investment in developing a clear strategy for IT that supported a larger UUHC strategy.   
Over the next 18 months, those strategies were developed. 

Strategy-Aligned Management Marries the Strategy-Focused IT Organization 
Within weeks of completing the strategic plan for IT Services, Turnbull had once again engaged 
Insightformation’s consulting team to support the implementation of the new IT strategy.   The 
consulting team was led by Robert S. 
Gold, the IT Strategy Management 
Thought Leader who had developed the 
concept of the “Strategy-Focused IT 
Organization” several years earlier while 
working with the Balanced Scorecard 
Collaborative, where he worked for 7 
years as a Vice President and as the 
leader of the Information Technology 
Strategy Management practice.  “I had 
gotten to know Robert over the years,” 
explained Insightformation’s President, 
Bill Barberg, “and I was confident that 
his extensive experience in leading 
strategy management engagements for 
IT organizations would help take 
Strategy-Aligned Management for IT 
organizations to the next level.”    



  

 PAGE | 4 

The UUHC Journey Continues 
The experience that the UUHC team already had with Strategy-Aligned Management, combined 
with the upgraded InsightVision 2.0 platform and the valuable contributions of Robert Gold 
created a new best practice approach for managing complex IT organizations.   Gold, who had 
previously been frustrated with attempts to use scorecard software, quickly came to appreciate 
the value that appropriately-designed software could have on the efficiency and sustainability of 
the entire process.  He had a much more positive experience with InsightVision, stating, “Of the 
many BSC software I’ve worked with, InsightVision stands alone for its ease of use and 
effectively enabling Strategy-Aligned Management processes.” 

UUHC did not add any additional staff to support the deployment of InsightVision and Strategy-
Aligned Management.  Instead, it became part of how they all worked together.  Jim Livingston, 
the Associate CIO, took on the role of leading the process.   

Success at the University of Utah Health Care System 
The evidence of the success of this new, improved approach and software is abundant.  In 
September of 2011, Jim Livingston, the Associate CIO of UUHC co-presented with Bill Barberg 
at the national meeting of the American Hospital Association’s Society for Healthcare Strategy 
and Market Development.  Their topic was “Strategy-Aligned Management, Measurement and 
Execution.”   In February of 2012, Jim Turnbull presented to a group of Utah’s IT leaders on the 
topic of “If you Think it’s Bad Now…”  In the announcement for that presentation, Turnbull 
shared about the challenges of the growing complexity and pace of change in IT—especially in 
Healthcare IT.  “As Information Technology executives, we occasionally lapse into a state of 
believing that ‘if we can just get past the next three major projects’ things will slow down and 
once again be manageable.  But, as we’ve learned through bitter experience, changes in the 
market, competitive pressures, new government regulations and many other possible scenarios 
add to the portfolio of projects…and the pace continues to accelerate.”  He offered his peers a 
pathway to hope, by sharing, “Fortunately, there are management practices and tools that can 
help us manage the chaos and stay focused on our objectives.”  The presentation focused on 
SAM practices that IT Services leadership at University of Utah Hospitals and Clinics used as 
they worked on approximately $90 million in I.T. projects, tracked over 75 key measures and 
monitored over 140 initiatives.  Turnbull states: “The philosophy of Strategy-Aligned 
Management is the foundation upon which a disciplined approach to leveraging strategy maps 
and balanced scorecards makes order out of chaos as we move into the future.”  

In that presentation, Turnbull described both the process and value of adopting Strategy-
Aligned Management Practices and the value that he and his organization have experienced.  
The use of the InsightVision software had become an integral part of how he managed his team 
and how his leadership team worked with the rest of the IT organization.  Turnbull described 
their use of InsightVision: “We use InsightVision at almost every weekly IT Leadership 
Meeting—sometimes focusing on individual objectives, sometimes a single perspective, and 



  

 PAGE | 5 

sometimes a single theme.”  It is also used to review important aspects of our strategy at the 
bi-monthly manager’s meeting, at the bi-monthly IT staff meeting, at many other presentations 
to IT governance committee meetings, and at other UUHC leadership meetings. 

Turnbull concluded that presentation by noting four key benefits of this approach to 
management and use of this technology platform, describing InsightVision as a: 

x Communication Tool 
x Diagnostic Tool 
x Value Reporting Tool 
x Sanity Retention Tool. 

The adoption of Strategy-Aligned Management and InsightVision by IT Services at UUHC has 
contributed to the continued success of their organization.  Jim Turnbull was named the 2012 
Health Care CIO of the Year by HIMSS and CHIME.  Under Turnbull’s leadership, UUHC  
received Most Wired honors by Health Forum and H&HN magazine.  In 2011, UUHC was rated 
#1 in Quality among Academic Medical Centers.  The adoption of the Strategy-Aligned 
Management techniques and software was featured in May of 2013 at the Association for 
Strategic Planning’s national meeting, where Jim Livingston and Bill Barberg co-presented on 
the topic of “How Strategy Management Systems Improve Alignment and Execution.”     
 

View a Recording of our  April 17, 2013 Webinar  
An April 17 Webinar provided more details on the adoption of Strategy-Aligned Management 
and the use of the InsightVision platform at UUHC.    It also highlighted other examples of how 
Strategy-Aligned Management has helped CIOs achieve dramatic improvements in performance 
of their departments and organizations.  To view the recording of this Webinar, contact Bill 
Barberg at 763-331-8361 or send an E-mail to bill.barberg@insightformation.com.    
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