
[image: cover]


 

PRAISE FOR ALL PHYSICIANS LEAD



“Fascinating. In All Physicians Lead, Dr. Leon Moores refutes the concept that the surgeon operating on you is simply a highly skilled technician. The West Point graduate and paratrooper-turned-medical-doctor argues persuasively that physicians must be effective leaders who shape our healthcare experience on almost every level, and that our institutions must reflect this requirement. More than a leadership handbook, it is an invaluable roadmap.”

STAN MCCHRYSTAL, CEO and Chairman, The McChrystal Group; Best-selling Author, Team of Teams: New Rules of Engagement in a Complex World

“All Physicians Lead is a must read for every medical student, young and mid-career physician, and medical educator. It is a reference for self-improvement, advanced curriculum development and ensuring physicians are prepared for the future to lead in increasingly complex times. Dr. Moores draws on his lifelong experience as a military officer and physician leader to define the essentials of physician leadership development that is important in driving positive change in healthcare. Dr. Moores shows how great physicians lead with vision and purpose, helping organizations pivot and remain competitive and relevant to the future. All Physicians Lead will be a trusted reference which readers will return to often.”

JONATHAN WOODSON, MD, MSS, FACS

“A refreshingly practical and well-written book with the powerful ideas that all physicians are leaders, that leadership can be taught, and that better physician leadership produces better patient outcomes. All Physicians Lead should be incorporated into every medical curriculum. Dr. Moores’ insightful work reflects the synthesis of his impactful careers as a physician and as a military leader in this must-read book.”

JAMES K. STOLLER, MD, MS, Professor and Chairman, Education Institute at Cleveland Clinic; Author, Better Humans, Better Performance

“In All Physicians Lead, Dr. Leon Moores delivers a revelation I wish I had encountered on my very first day of medical school. With captivating insights drawn from his military and medical backgrounds, Dr. Moores masterfully portrays every physician as a leader, regardless of their formal role. All Physicians Lead is a catalyst for personal and professional growth that leaves a mark on our medical practice and the lives we touch.”

J. STEPHEN JONES, MD, FACS, President and CEO, Inova Health System

“I urge you to read All Physicians Lead and allow its timeless wisdom and eminent practicality to seep into your mindset. Leon Moores writes with the voice of an authentic and accomplished practitioner. The most compelling aspect of this seminal work is not simply that Leon can articulate these principles, it is that he lives these principles. It is said the measure of integrity is how one acts in adversity, and I can assure you Leon Moores has faced every adverse situation imaginable and led himself and others through those moments with dignity, grace, and resolve. All Physicians Lead is not the latest output from think-tank academics or once-removed consultants, it is the accounting of indelible truths from one who honored them by living them.”

DANIEL J. PORTER, Executive Coach; Best-selling author

“Physician leaders are needed around the world more than ever. All Physicians Lead shows every physician how to be a better leader every day and is a must read for them and for the health systems that employ them.”

AMANDA GOODALL, Professor of Leadership, Bayes Business School London; Author, Credible: The Power of Expert Leaders

“This book is a must-read for any physician looking to elevate how they show up as a leader. Dr. Moores offers a timely and practical guide for navigating a new vision for leadership, one that is wholehearted, empathetic, and inclusive. The health care industry has no shortage of challenges and opportunities, and a new cadre of physician leaders is critical to the transformation.”

RENEE DESILVA, CEO, The Health Management Academy

“Dr. Moores is to be congratulated on a unique concept of physician leadership. It is brilliant because it is simple, logical, and inspirational. As a physician and soldier, you will admire that he has taken the most egalitarian route imaginable towards leadership. Dr. Moores beautifully inspires us with the observation that we all lead with our patients. He demonstrates how each of us can do the same with our organizations and health care system. And, I am convinced that Dr. Moores’ concept can be practically extended beyond the physician job description. I cannot think of a more hopeful and practical solution, to the leadership challenges that face us in medicine.”

RICHARD G. ELLENBOGEN, MD, FACS, Professor and Chairman of Neurological Surgery, University of Washington School of Medicine; Theodore S. Roberts Endowed Chair in Neurological Surgery; Chief of pediatric neurological surgery, Seattle Children’s Hospital

“Leon Moores has crafted an excellent book on physician leadership that makes an important contribution to healthcare. His major premise is that it is just as important for a physician to influence treatment teams to achieve desired results as it is for a physician to have good clinical skills. He notes that good leadership should be exercised by all physicians regardless of their formal title. All Physicians Lead is well written and is as enjoyable to read as it is impactful. It should be a must-read by clinicians committed to improving medical practice and health outcomes.”

S. ROBERT HERNANDEZ, DrPH, Distinguished Service Professor and Director, Executive Doctoral Program in Healthcare Leadership, University of Alabama at Birmingham

“All physicians are leaders, right? After all, they make decisions directing others—staff, patients, payers, and the like—to do various activities. So what’s the problem? As Dr. Leon Moores describes in his book, All Physicians Lead, the premise is correct, but, while physicians may be leaders, many do not realize it and even fewer are trained in it. Dr. Moores convincingly argues that making leadership training an integral part of medical education will result in better decisions, more effective teams, and ultimately higher quality patient care!”

RONALD R. BLANCK, DO, MACP, Former Lieutenant General, US Army; Former Army Surgeon General

“Leon Moores’ book, All Physicians Lead, is an excellent reference for leadership education for physicians. Making the points that all physicians are leaders, leadership is a learned skill, improving physicians’ leadership skills makes healthcare function more robustly and efficiently, and perhaps most importantly, the chief beneficiary will be the patients, Moores offers leadership education in a very practical and straightforward way. In today’s world of rapidly changing healthcare delivery physicians must recognize their leadership role and improve these skills. Given the legislative and judicial challenges to the principles of evidenced base care and the challenges to the sanctity of the physician/patient relationship, physicians must provide leadership to our communities. Physicians must accept their personal social responsibility in leading in these issues of importance.”

JOHN STUDDARD, MD, FCCP

“Leon Moores’ unique combination of leadership training and experience provides him with the ability to clearly communicate a proven path for physician leadership development at all organizational levels. His new book is concise and easy to follow, using examples and vignettes to convey his message. A must read for all physicians on their journey to becoming tomorrow’s healthcare leaders.”

NANCY BORKOWSKI, DBA, CPA, FACHE, FHFMA, Distinguished professor, University of Alabama at Birmingham

In All Physicians Lead, our colleague Leon Moores has highlighted an opportunity that is so crucial for todays physicians. In convincing language, Leon shows how every physician leads every day and how recognizing and reflecting on that can improve patient health. His passion for this subject and his personal experience combine to give us a valuable resource for these key issues. I trust in him and all he has to offer with education in physician leadership, and I wholeheartedly commend his work to you.

DOREEN J. ADDRIZZO-HARRIS, MD, FCCP Professor of Medicine, Associate Director, Clinical and Academic Affairs, NYU Grossman School of Medicine; 2023 President, American College of Chest Physicians (CHEST)
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I humbly dedicate this book to all my pediatric patients and families whose strength, grace, and trust under unfathomable pressures have taught me so much about compassionate leadership. Making it all better for you is what this book is about.
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All physicians are leaders. That may not sound like a profound statement, but it really is. And it has vast implications for our healthcare industry. All physicians lead, not just those with designated leadership titles, such as Department Chief, Chief Medical Officer, or CEO. Leadership is foundational to the role of doctor. Fortunately, leadership is a learned skill. Improving physicians’ leadership skills results in better healthcare. When everyone involved in medicine, particularly physicians themselves, comes to embrace this idea, the entire healthcare system will reap the benefits—nurses, technicians, administrators, finance departments, HR professionals, and doctors themselves. But the chief beneficiary will be patients.

Yes, patients. Better patient outcomes are always our goal. And improved physician leadership leads to better teamwork, higher morale, and improved decision-making at every level of the healthcare delivery system. This leads to higher-quality medical treatment, which leads in turn to better health outcomes—for patients.

This simple but powerful idea is the premise of this book: better physician leadership leads to better patient health. But this idea has not yet been institutionally embraced by the medical community. I hope this book plays some small part in changing that. All Physicians Lead is more than a book title; it is the foundational concept to drive important changes in medical education and training.

A Bit of Background

How did I come upon this notion that all physicians are leaders and should consciously and deliberately hone their leadership skills? And where do I get the “credentials” to talk about physician leadership? It started at an institution that focuses on leadership development, the United States Military Academy at West Point.

I was fortunate enough, as a young man, to be accepted to West Point. One of the first things that strikes you upon entering this historic institute is how seriously the US Military takes the concept of leadership and leadership training. When you enroll at West Point, regardless of your background and experience, you start at square one in your leadership development. Every West Point cadet receives a comprehensive four-year program of increasing knowledge, training, and experience in how to lead. By the time you graduate, you’ve been given four years of continuous leadership education and training, each year built on the foundations of the year before.

And it doesn’t stop there. The expectation is that you will continue to grow in your leadership education and development throughout your military career. Specifically, you’ll spend about one-third of your career in command, one-third in staff jobs, and one-third in leadership schools. One-third. That’s how strong an investment the military makes in training its leaders. For someone with a twenty-year career, that amounts to more than six total years invested in learning the next level of leadership.

I chose the Infantry branch upon graduation and I did a tour as a small unit leader in the 82nd Airborne Division. That’s when I was able to experience, firsthand, the leadership structure embedded in every level of military life. Leadership training is an ongoing, daily thing for an officer. Your superior officers constantly find “teachable moments” to reinforce your strengths as a leader, as well as to point out the things you could be doing better. Your skills are reviewed, both formally and informally, on a continual basis.

The Army’s definition of leadership is “the process of influencing people by providing purpose, direction, and motivation while operating to accomplish the mission and improve the organization.” They train you to that definition.

I went straight from active duty in the 82nd Airborne Division to physician training when I was accepted into the Uniformed Services University School of Medicine. The USU SOM is an excellent four-year medical school, accredited like other medical schools. The only distinction is that every student is a commissioned officer in the Army, Navy, Air Force, Public Health Service, or Coast Guard. When students graduate and finish their residency, each has a seven-year obligation to serve in their respective service.

“America’s Medical School,” as the USU SOM is sometimes called, gave me a terrific medical education, but I noticed one thing right away that surprised me. It was the absence of the structured leadership training I’d become so accustomed to. This seemed a bit odd to me, but I explained it away as, “Well, I guess they’re not really training leaders here; they’re training physicians.” (This has changed dramatically at USU, for the better, see Chapter 9, page 178).

And then I went out into the real world, as a doctor.

I completed a neurosurgery residency and a pediatric neurosurgery fellowship, served as an attending neurosurgeon at Walter Reed and Bethesda Naval Hospital, and was deployed to combat as a neurosurgeon. I saw what physicians do every day. I saw the way we mobilize treatment teams, calm frightened patients, and direct the allocation of resources. I saw the way others look to us to make and execute critical decisions.

An insight dawned: physicians lead all the time. It’s in the very nature of what we do. We are constantly “influencing people by providing purpose, direction, and motivation, while operating to accomplish the mission (i.e., saving lives).” Almost everything a physician does is a leadership event of some kind, whether in the military or in civilian life.

Physicians are leaders. Period. But we aren’t routinely trained as such. To worsen matters, we aren’t even explicitly told we are leaders unless and until we are promoted to an “official” leadership position. I believe this lack of leadership awareness limits us and, as we will see, blocks much of the reflection and growth that would improve our healthcare system and health outcomes for our patients.

Fortunately for me—owing to the leadership training I had already received—I was given the privilege of serving in increasing levels of “official” leadership within the Army Medical Corps: Chief of Neurosurgery at Walter Reed, Chairman of the Department of Surgery at Walter Reed, Deputy Commander (senior vice president) of the National Naval Medical Center, and Commander (CEO) of the healthcare system centered at Fort Meade, Maryland, which operated fourteen healthcare facilities in four states and had several thousand employees.

As I continued to grow in traditional leadership roles, developing my own leadership skills, I also continued to practice medicine. And I became more and more convinced of the obvious (to me) truth that all physicians are leaders, though we rarely train them as such. Consequently, we end up with hit-or-miss results—some physicians who carefully develop their leadership skills, others who don’t; some who are well trained in leadership, some who are partially trained, some who are hardly trained at all. A random assortment of skill levels, a random assortment of functionality.

We could do better than that, I believed. Our patients deserve it. Many studies show that unwarranted variation in care results in poorer health outcomes, and this book will connect the dots between physician leadership and patient outcomes.

Doing Something About It

I decided to try to do something about the issue. When I attained Colonel rank, I went to see a man I had come to know, Major General Richard “Tom” Thomas, the two-star general in charge of the Army Medical Corps. He oversaw all 4,200 physicians in the Army.

I laid out my agenda to him in San Antonio, Texas, over cigars (and maybe a margarita): “I believe all physicians are leaders and should be educated and trained that way. I’ve been working on this idea for years, and I’d like to put together a program for physician leadership in the Army.”

He gave the project his stamp of approval. Over the course of the next year and a half, forty-two leader-contributors and two dozen very experienced senior advisors came together to hash out ideas and ultimately create “All Physicians Lead,” a 2013 document that became the Army’s core template for physician leadership development and training.1

The paper made the case that a cultural change was needed, one in which the Army should begin to view and train physicians as the leaders they are. It then proposed several LOEs (lines of effort) creating a comprehensive, “lifelong” learning environment, in which physician leadership is developed throughout a military doctor’s career.

This Book

My hope is that this book will, in some modest way, spur the same kind of change within the nonmilitary medical community. I hope to convince you that physicians are leaders, and as such, should be trained in leadership as a core competency from the start of medical school. This training should continue throughout their residencies and their entire careers. When physicians become better leaders, the healthcare system works better for everyone—and most notably, for patients.

For whom is this book written? Primarily, it is for doctors themselves. If you are a physician, my goal is to help you start viewing yourself as a leader. When you make that mental shift, something profound happens. You begin to see the connection between your leadership skills and the outcomes you are seeking—high-performance teamwork, lower-stress work environments, and better patient care. You begin to realize that you are a crucial vehicle of transformation at every position you hold, at every level of your career.

Sections I and II of the book, therefore, are aimed primarily at physicians themselves. Each chapter starts with a short character vignette, based on real-life events, and then explores an important aspect of leadership development for physicians.

This book is also for anyone involved in the education, training, or employment of physicians—medical school deans, residency and fellowship program directors, hospital administrators, healthcare executives. Section III explores the LOEs (lines of effort) that can be undertaken to develop physician leadership as a core competency from day one of a physician’s career. It then looks at specific ways leadership skills can be developed in medical schools, in residencies, in hospitals and healthcare systems, and by physicians’ organizations.

These lessons, by the way, apply to any profession where practitioners spend years or even decades perfecting their craft and are then promoted to positions of authority within the organization. I write about physicians because that’s the world I know from personal experience, but the principles apply equally well to engineers, attorneys, IT professionals, and many others. This book is for you as well.

Back to healthcare: keep in mind we are talking about changing a culture here. So, this book is for anyone involved in or interested in healthcare, not just doctors and administrators. As I hope to show you, developing physicians’ leadership qualities can have positive ripple effects across the entire healthcare industry. And the most important effect is improved outcomes for our patients.

Imagine, if you will, a healthcare world in which all physicians show up on the ward, in the ER, or in the lab, skilled in the leadership essentials of sincere caring, excellent communication, consistency of message and actions, professionalism, conflict resolution, and mobilizing high-performing teams.

With your permission, allow me to lead you onward…
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Leadership Scenario 1

After a mishap in the operating room, an attending surgeon slams down his instruments and barks at the OR staff:

“Well done, idiots. This patient will probably die, or at least get a serious infection, because you people can’t do your G*******d jobs!”2

Leadership Scenario 2

An attending surgeon addresses his OR staff after a sixteen-month-old patient has a cardiac arrest from uncontrollable hemorrhage and dies on the table:

“Quiet, please. I just want to take a moment before you leave to thank each of you for your heroic efforts here today. Things didn’t end the way any of us wanted, but no one should leave this room feeling anything but proud of what we did here. This case will be reviewed, certainly, but given what we know today, we did everything we possibly could. You will grieve, as I will, but there should be no shame. None whatsoever. You did excellent work here, and that’s the only thing any of us can control. I’m proud to work with you.”







Leadership Defined

I google the term “physician leadership,” and I get 183,000,000 hits in 0.45 seconds. There are seemingly endless numbers of courses and programs devoted to developing physician leadership. Similarly, if you do a book search on Amazon under “physician leadership,” you’ll be shown dozens of titles. There’s no shortage of attention to the topic out there.

Almost uniformly, however, the books and courses approach the topic from a similar angle. That is, physician leadership is something that occurs when physicians reach a point in their career where they are ready to ascend above their everyday role as doctor and lead a department or join the C-suite of an organization. Good physician leadership is seen (rightly) as a vital force for transforming healthcare, but it is almost always viewed from the same perspective: physician leaders are those mid- to late-career doctors who graduate to positions such as clinic chief, department head, or CMO.

Try looking up “leadership” without the “physician” qualifier. You’ll find countless definitions of the word, but almost all of them contain some version of this idea: leadership involves an attempt to influence the behavior of others to achieve a desired outcome. With that in mind, allow me to propose a general definition of leadership we can all perhaps accept:



Leadership is the process of using learned attitudes, skills, and knowledge to influence others’ thoughts and behavior to achieve desired results.





We can compress this even more:



Leadership is influencing thought and behavior to achieve desired results.





Can we agree on this definition? If so, then it’s easy to see that leadership isn’t something physicians aspire to or work toward as a “someday” career goal. Leadership is something physicians do every day. We influence thought and behavior to achieve desired results. Whether we are persuading a patient to stop smoking, a lab to return speedy results, an insurance company to cover a procedure, or a surgical team to understand what needs to be done in the OR today, physicians lead. Leadership is baked into our job.

And the truth is, people already look to physicians as leaders. They expect us to make critical decisions, inspire treatment teams, influence patients’ behaviors, present complex concepts in relatable ways, rally patients’ families around medical decisions, communicate honestly and empathetically, and be exemplars of professional conduct (and even, yes, of human virtue).

Few roles in society carry as many built-in leadership expectations as that of physician.

However, the current accepted connotation of “physician leader” is overly limiting and refers to doctors in named, obvious positions of authority within the medical hierarchy. I want to convince you to change the conversation and stop viewing physician leadership only through the lens of organizational structures. Let’s recognize that all physicians are leaders now, not just some doctors later in their careers. Our role requires us to influence others’ thought and behavior to achieve desired results every day. And those desired results couldn’t be more vital: the survival and improved health of our patients.

All physicians lead. Not just Department Chairs, Chief Medical Officers, and hospital CEOs.

The Minute You Put on That Long White Coat

If you are a physician, then from the moment you put on the long white coat on your first day you are engaged in a series of leadership events. You are influencing thought and behavior to achieve desired results.

You lead patients

Almost every encounter with a patient
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The one quality that can be developed by

studious reflection and practice is. .. leadership.
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