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Objectives

Identify Key Components of Effective Leader Communication

Learn tools for effective communication and display progress in a 
concise manner to other leaders

Recognize common pitfalls and challenges in leader 
communication 
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WHO WE ARE

Froedtert & the Medical College of Wisconsin 
health network:

•Partnership between Froedtert Health and the 
Medical College of Wisconsin

•Operates eastern Wisconsin’s only academic 
medical center and adult Level I Trauma Center

•Respected research facility with 2,000+ studies 
each year
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WHO WE ARE

The Froedtert & the Medical College 
of Wisconsin health network 

provides care for patients at 5 
hospitals and 45+ locations in 

Southeastern Wisconsin

The Medical College of 

Wisconsin is located on the 

Milwaukee Regional Medical 

Center Campus and has two 

regional campuses in Wausau 

and Green Bay
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WHO WE ARE
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Entities

• Medical College Physicians Group 
(MCP)

• Community Physicians (CP)  

• Froedtert Memorial Lutheran 
Hospital (FMLH)

• Community Hospital Division 
(CHD) 

• Froedtert Health (FH)

Executive committees

• Froedtert Health Board

• MCW Board

• Clinical Executive Committee

• F&MCW Healthcare Value Council 
(HCVC)

ORGANIZATIONAL SUMMARY



SPHERE OF WORK

Access Communication Data

Engagement Huddles Idea generation

Length of stay
Operational 

effectiveness
Operational 

planning

Patient flow ROI Scorecard

Staffing model Workflow
Visual 

management

FOCUS AREAS



Does Anyone 
Feel Like 
This?
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Communicating with Leaders

Regardless of methodology, leaders need to:

1. Make decisions

2. Execute

3. Reflect
“Rinse and Repeat”
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Key Communication Skills of Leaders

Adapt Your 
Communication 

Style
Active Listening Transparency Clarity

Ask Open-
Ended 

Questions
Empathy

Open Body 
Language

Receiving and 
Implementing 

Feedback



Components of Leader 

Communication

Choose Choose delivery methods

Identify Identify communication preferences

Develop Develop key messages

Understand Understand the audience



Understanding 
your Audience 

Role 

(Management 
System)

Current 
Understanding 
or Perspective 

on Issue

Current 
Environment 
(Barriers or 
Objections)
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What is the Audience’s Role?

Management System

EXECUTIVE 
SPONSOR

SPONSOR CHAMPION FRONT LINE
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• A management system is a purposeful 
connection between stakeholder groups, which 
are defined as front-line staff, champions, 
sponsors, executive sponsors and senior 
influencers. 

• It requires a cadence, structure, reporting tools, 
as well as each stakeholder group performing 
their roles. 

• Information and data flows up and down the 
management system through sponsor report 
outs, project meetings, and huddles. 

MANAGEMENT SYSTEM

Executive 

Sponsor(s)

Sponsor(s)

Champion(s)

Front line 

staff

Senior 

influencer(s)



Attend meetings at key milestones during the project

Describe how the change will benefit our patients, our 

staff, and our organization

Actively solicit and remove barriers

Celebrate success, and recognize those who have made 

significant contributions

WHAT IS THE ROLE OF A SPONSOR?
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Communicate

• Employees prefer to hear messages 
about change directly from their 
manager or supervisor

Advocate

• If the manager opposes the change, 
chances are the team will too

• Making sure the leader is on board 
is an important step for the change 
management team

• The change outcome depends on it

Coach

• Helping employees through their own 
personal transitions is the essence of 
change coaching by managers and 
supervisors

Liaison

• Interaction with the project team, taking 
direction and providing feedback

Resistance Manager

• Research shows the best intervention 
for resistance is the manager

What is The Role of A Champion?
Manager/Supervisor
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Management System Concept

Front Line Staff
• Team members
• Idea generators
• Problem Solvers
• Customer (patient) contact

Champion
• Provides Leadership
• Communication
• Resistance Management
• Recognition and Celebration

Sponsor
• Provides Resources
• Removes Barriers
• Go to Gemba to learn
• Celebrates with Team

Executive Sponsors

Local Sponsors
Director, Chair, Dept. Administrator

Local Champions
Manager, Provider Leader, Administrator

Report out
Cascade
Strategy

Report out

Front line staff
Clinical staff, Providers, Administrative staff

Assign 
work

Huddle
Execute

work

Executive Sponsors
• Determines strategy
• Provides Resources
• Accountability to the timeline
• Celebrates with Team

Triad framework

Weekly 
Triad Meeting

Monthly 
Sponsor Report 

Out

Leader 
Rounding

Weekly Team 
Huddle

Project 
Teams

Leader 
Rounding
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Mapping Your Management System

Froedtert Hospital Medical College of Wisconsin

Sponsors

Champions

Executive 
Sponsors

John Ernst
VP, Operations

Ian Martin, MD
Chair, Emergency Medicine

Steve Camp
Department Administrator

Patrick McNally
Executive Director

John Ray, MD
Senior Medical Director

Dina Derocher
Sarah Jasti

Nursing Managers

Tina Nielson
CNS

Jamie Aranda, MD
Matt Chinn, MD

Nancy Jacobson, MD
Medical Directors

Front Line
Staff

Nurse
Tech

Health Unit Coordinator
Social Worker
Case Manager 

Attending
Fellow

Resident
Nurse Practioner

Physician Assistant
Administrative 

EMERGENCY 
DEPARTMENT 
MANAGEMENT 
SYSTEM

Tool
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GUIDING PRINCIPLES

A successful management system is the foundation

Alignment to strategic priorities and measures

Develop and assess the effectiveness of each level of the management system

Engage front line staff in problem solving efforts

Defined report out cadence and use of standardized report out template and scorecard



Audiences' 
point of view

Clear

Accurate

Concise

Persuasive

Goal

Develop Key 
Message 
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The Ask
What do you need from the Leader?

Awareness Guidance Resource Decision Action
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Adjusting your Style and 
Approach for the Audience

Not all executives are built the same

Tool



Identify 
Communication 
Preference

Frequency

Level of 
Detail

Tools

Delivery 
Method
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Leader Defined Frequency vs Project Defined Frequency



Choose 
Delivery 
Method

In-
person 

One on 
one 

In 
group 

settings 

Online

Email



Communication Tools

SBAR
Work 

Inventory

Project 
Action 

Tracker

Traffic 
Light 

Report
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SBAR
• Historically a Clinical Tool

• Effective tool for proposals

• Supports Solution-Based Thinking

Tool
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Work Inventory

• Helps your leader assess your capacity

• Portfolio Management

Tool

86.5, 12%

275, 39%

343.65, 49%

OAP Domain Summary - Overall

APP Practice

Operations

Workforce
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Project Action Tracker

Tool



31

Traffic Light Report
Rating system for evaluating the performance in relation to a goal

Tool

https://citoolkit.com/category/articles/understanding-performance/
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KEY PERFORMANCE METRICS

Access

Cost

Patient 
Experience

Quality

Safety



Goal Setting
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- Connect with Institutional Goals and Values

Goal Setting



Change Management
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ADKAR®: Five Building Blocks of Successful 
Change

Awareness 
 

Desire Knowledge Ability Reinforcement 

What is 
changing and 
why 
 

Desire to 
participate 

What is going 
to change 
and how 

Build new 
skills and 
behaviors 

Sustain change 
over time 

Why? What’s in it 
for me? 

What new 
skills will I 
need? 

Demos Celebrate new 
success 

How big is 
this? 
 

How will it 
help me? 

How will I get 
them? 

Deliver 
training 

Recognition 

When? How can I 
help? 

Who will help 
me and 
when? 

Remove 
barriers 

Shut the back 
door 

 
Prosci® ADKAR Model:  To help individuals and teams manage change 

successfully.
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Awareness

• Create/revise change message & 
communication plan (why, what, 
and how)

• Leverage sponsorship 
(leadership)

Desire

• Manage resistance

• Engage Sponsorship 
for coaching and feedback

Knowledge

• Create/revise training plan

Ability

• Execute training plan

• Identify barriers and coach staff

Reinforcement

• Communication Plan

• Engage Sponsorship 
for coaching and feedback

Common Countermeasures For ADKAR GAPS
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Change Management KEY Takeaways

• Change Management is the people-side of planning, 
executing, and sustaining change

• Sponsors and champions play critical leadership roles 
to enact successful change

• Resistance is normal and expected



Common Pitfalls
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Matching the 
communication 

channel with 
message/ask

Defining the 
Problem

Concise and 
Clear

Consider Timing

Communication Takes Planning
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• Listen

• Engage

• Align

• Drive

• Evaluate

• Respond

Don’t Forget about Bi-directional Communication
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Additional Resources
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1. What are some tools you have used to communicate with executive leaders?  

• What has worked well? 

• What is a limitation of the tool you used?

2. What is the most challenging step of Change Management (think ADKAR steps)?

3. Share a unique way you turned a general goal into a SMART goal.

Break Out Questions



Thank you!

Jamie Silkey, PA-C |  jsilkey@mcw.edu


