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... 

[11:45 A.M.]

>> I WANT TO THANK YOU ALL FOR THE WONDERFUL INTRODUCTION. MADE ME SOUND A LOT MORE GLAMOROUS THAN I AM, A LITTLE BIT OF A ROGUE SOMETIMES AS PEOPLE CALL ME. I DO KNOW THAT I'M SUPPOSED TO SPEAK. IT'S NOT THE FIFTH ANNUAL VOCATIONAL REHAB PROGRESS EVALUATION, BUT PROGRAM EVALUATION ON QUALITY AND QUALITY ASSURANCE. SO, I KNOW I'M IN THE RIGHT PLACE. ALTHOUGH THIS MORNING AS I WAS CHECKING OUT THE LOCATION AND COMING DOWN, I THOUGHT I HAD SHOWED UP IN FAYETTEVILLE, ARKANSAS 12 DAYS EARLY. 

[LAUGHTER] 

>> I'M A ALABAMA GRADUATE AND WE GET TO PLAY IN FAYETTEVILLE IN ABOUT TWO WEEKS AND GET TO PLAY THE UNIVERSITY OF ARKANSAS. SO -- WHAT? 

>>> BUT ANYWAY, SO, I KIND OF THOUGHT MAYBE I WAS IN THE WRONG SPOT AND KEPT LOOKING AROUND AND FINALLY SAW JUDY GARRETT AND RECOGNIZED THE NAME AND KNEW I WAS IN THE RIGHT PLACE. WONDERFUL CITY TO BE IN. HOPEFULLY YOU'RE GOING TO ENJOY THE WEEK. I'M DELIGHTED TO BE HERE AND GET A CHANCE TO TALK WITH YOU GUYS. ALTHOUGH AS I LOOK AT THE VARIOUS PROGRAMS YOU'VE BEEN ATTENDING TODAY, IT SOUNDS LIKE MANY OF ARE ALREADY EXPERTS IN SOME OF WHICH I'M GOING TO TALK ABOUT. YOU'VE HAD PROGRAMS ABOUT SCORE CARDS, DASHBOARDS ALREADY. YOU HAVE MORE PROGRAMS ABOUT EVALUATING IMPACT AND PILOT PROGRAMS, ESTIMATING ROI. YOU'VE GOT PROGRAMS ON LONG-TERM RETENTION. THAT'S SOMETHING I UNDERSTAND REAL WELL, RETENTION OF STAFF. I'LL SPEAK TO THAT MAYBE A LITTLE BIT IN ONE OF MY WAR STORIES, WORK FORCE DEVELOPMENT, A TOPIC I SPEAK ON FREQUENTLY ACROSS THE COUNTRY, AND HOW I ENDED UP ON YOUR PROGRAM IS YOUR GROUP CONTACTED THE ROI INSTITUTE WHICH WAS FOUNDED BY DR. JACK PHILLIPS. SOME OF YOU MAY HAVE READ HIS BOOKS AND HIS WIFE DR. PATTY PHILLIPS. THEY PUBLISHED MORE THAN 100 BOOKS ON ROI IN MANY, MANY INDUSTRIES, I COAUTHORED A BOOK WITH THEM IN HEALTH CARE, FOR HEALTH CARE APPLICATIONS. YOU WOULDN'T THINK HEALTH CARE APPLIES ROI, BUT LIKE MANY ORGANIZATIONS WE HAVE A TENDENCY TO SOLUTION JUMP AND DO NOT ALWAYS CALCULATE THE ROI ONCE WE KIND OF DETERMINE THERE'S A POSITIVE IMPACT, WHETHER THE POSITIVE IMPACT HAD A FINANCIAL RETURN ON NOT SOMETIMES WE SKIP THROUGH IT. I'LL TALK A LITTLE ABOUT THAT. YOU'RE ALSO GOING TO GET A CHANCE TO LEARN ABOUT GEOVISUALIZATION TOOLS. SOME OF YOU GUYS PROBABLY ARE SIGNING UP FOR THAT. THAT'S A REALLY INTERESTING CONCEPT AND HOPEFULLY YOU GUYS WILL LEARN HOW TO USE THAT TO EVALUATE AND ACTUALLY HAVE IMPACT AS YOU TALK TO PEOPLE, AND ALSO LEARN A LOT ABOUT BARBERS, SOMETHING OUR ORGANIZATION IS CURIOUS B HAS NEVER REALLY PURSUED ALTHOUGH WE HAVE QUITE A FEW RECOGNITIONS THAT WE'VE RECEIVED OVER THE LAST NUMBER OF YEARS. ONE OF THE REASONS SCRIPPS HAS REACHED SOME OF ITS DISTINGUISHED DESTINATIONS, PARTICULARLY OVER THE LAST 10 YEARS, IS WE'VE REALLY APPLIED THIS ROI TECHNOLOGY LITERALLY TO ANYTHING HAVING TO DEAL WITH PEOPLE. AND THROUGH THAT, OVER A VERY SHORT PERIOD OF TIME, WE THEN ENDED UP ON THE FORTUNE 100 LIST OF THE TOP 100 WORKPLACES FOR THE PAST FIVE CONSECUTIVE YEARS. WE'VE BEEN ON THE WORKING MOTHER TOP 100 LIST FOR NOW THE PAST EIGHT YEARS. AND THEN AARP TOPPED THE LAST THE LAST EIGHT YEARS AND WE'RE NUMBER ONE FOR WORKERS OVER 50 FOR THE PAST TWO YEARS. WE'VE BEEN NUMBER TWO A COUPLE OF OTHER YEARS, LOST OUT TO CORNELL AND WE KIND OF WORKED OUR WAY BACK. NOW, WE DON'T DO THAT JUST FOR THE AWARDS. AND THE AWARDS ACTUALLY ARE SOMETHING THAT ARE OUTSIDE RECOGNITION OF THE SORTS OF THINGS WE DO. AND AS I'VE SPOKEN FROM TIME TO TIME -- IN FACT, IN ONE OF MY PRESENTATIONS, FOLKS AT BOEING JUMPED UP AND SAID, YOU KNOW, IT'S EASY IF YOUR BUSINESS IS DOING WELL. AND I THEN REMINDED THEM THAT WHEN WE STARTED, THE CFO AND I CAME AS A TEAM. WE DO NOT HAVE A COO IN THE ORGANIZATION. WE KIND OF SHARE THAT ROLE. WE HAD A NEGATIVE OPERATING MARGIN AS AN ORGANIZATION. BUT RATHER THAN DO WHAT MOST ORGANIZATIONS DO WHEN THEY HAVE A NEGATIVE MARGIN, WHICH IS EXTRACT IT FROM THE PEOPLE IN SOME FORM OR FASHION, AS THEY TRY TO DO A TURN AROUND, OUR PEOPLE COSTS ARE ABOUT 50 TO 60% OF THE COST OF OUR ORGANIZATION OF DOING BUSINESS ON AN ONGOING BASIS. WE INVESTED IN PEOPLE AND THAT MADE A HUGE DIFFERENCE AND CHANGE IN TURN AROUND. AND YOU GUYS AUTOMATICALLY CAN BEGIN TO THINK OF WHY THAT INVESTMENT MIGHT WORK. YOU ALREADY WORKING WITH HELPING PEOPLE BECOME EMPLOYABLE, HELPING PEOPLE IN DIFFERENT KIND OF SITUATIONS BECOME MORE PRODUCTIVE. AND AS YOU IMPROVE THE PRODUCTIVE CAPABILITY OF THE TALENTS OF ANY ORGANIZATION, IT GENERALLY BEGINS TO ADD VALUE. I'M GOING TO TALK A LITTLE BIT ABOUT HOW TO BEGIN TO MEASURE THAT AND CAPTURE THAT BECAUSE INTUITIVELY WE ALL KNOW THAT. BUT WHAT HAPPENS WHEN YOU BEGIN TO TALK TO A CFO?  HE SAYS, SHOW ME THE MONEY.

 PARDON, GRAB THAT PHRASE FROM A TOM CRUISE MOVIE. SO, I'M GOING TO TALK A BIT ABOUT THAT. AND THE REASON THAT'S DIFFICULT FOR ALL OF US AS WE MOVE THROUGH THIS, LOTS OF TIMES WE DON'T NECESSARILY HAVE THE BEST BUSINESS ALIGNMENT AS WE GO THROUGH THINGS. SO, I'M GOING TO TALK A LITTLE BIT ABOUT BUSINESS ALIGNMENT. I'LL TALK A LITTLE BIT ABOUT RIGOR IN TERMS OF HOW WE GO ABOUT IT. YOU GUYS ARE THE MEASUREMENT FOLKS. YOU UNDERSTAND RIGOR. IT HAS ITS PROS AND CONS, BUT WE'LL KEEP COMING BACK TO IT. TALK A LITTLE BIT ABOUT SIMPLICITY OF THIS. THERE'S REALLY NOT A LOT OF VERY DEEP SCIENCE AROUND ROI. IT'S VERY SIMPLE, BUT IT'S SO SIMPLE THAT I'VE HAD SOME BOARD MEMBERS DESCRIBE IT AS ELEGANT AS THE WAY IT KIND OF ALIGNS AND MOVES THROUGH TO DEMONSTRATE ITS EFFECTIVENESS AND EFFICACY. AND THEN I'M GOING TO TALK A LITTLE BIT ABOUT THE WORK SETTING BECAUSE THAT'S REALLY WHERE YOU GUYS ARE GOING TO GAIN THE MOST EFFICACY FROM DOING ROIs, HOW DOES IT IMPROVE THE PRODUCTIVITY NOT ONLY FOR THE INDIVIDUALS YOU'RE INVOLVED WITH, BUT FOR THE BUSINESS OR THE EDUCATIONAL ENVIRONMENT OR WHEREVER YOU'RE TRYING TO APPLY THIS. MOST OF THE INFORMATION ON ROI CAN BE FOUND IN THE VARIOUS BOOKS PUBLISHED BY JACK, INCLUDING THE ONE HE AND I HAVE COMING OUT. I WON'T GIVE YOU A COMMERCIAL ABOUT WHO IS PUBLISHING AND WHEN IS IT COMING OUT BECAUSE HE HAS ALREADY SOME EXCELLENT BOOKS. IN FACT, ONE TITLE, SHOW ME THE MONEY, WHICH IS OUTSTANDING, THOSE OF YOU WHO WOULD LIKE THAT INFORMATION, IF YOU COLLECT SOME NAMES AT THE END, I WILL FORWARD THAT TO YOU WHEN I GET BACK TO THE OFFICE AND GIVE YOU THE PUBLISHER AND HOW YOU CAN ORDER AND ACQUIRE THOSE BOOKS FROM JACK OR PATTY AND OTHERS. SO, MOST OF THAT INFORMATION WILL COME FROM THERE. THERE IS OTHER INFORMATION THAT COMES FROM YOU, AN ECONOMIST AROUND THE COUNTRY. I'M GOING TO TALK A LITTLE ABOUT THE BUSINESS I KNOW A LOT ABOUT, WHICH IS HEALTH CARE AND WHY YOU NEED TO KNOW A LOT ABOUT HEALTH CARE. AND I'M ALSO GOING TO TALK A LITTLE BIT, WHICH THE DOCTOR HAS I'LL REFER TO, AROUND KIND OF EMPLOYMENT IN GENERAL AND WHERE THE JOBS ARE AND WHY YOU SHOULD BE PAYING ATTENTION TO THAT. IT'S SOMETHING CERTAINLY WE ARE IN OUR ORGANIZATION -- BECAUSE AS I WILL SPEAK TO FROM TIME TO TIME, THERE'S CONSTANT CHANGE GOING ON IN HEALTH CARE, EVEN MORE SO IN THE NEXT DECADE THAN THE LAST DECADE. AND WE'VE HAD MORE IN THE LAST TWO TO THREE YEARS THAN WE'VE HAD IN MY CAREER ACTUALLY, AND I'VE ACTUALLY UNFORTUNATELY NEED TO UPDATE MY BIO. IT'S A COMPLIMENT TO THINK I'VE BEEN DOING THIS 35 YEARS. I'M IN MY 36th YEAR AS OF THIS MONTH. UNFORTUNATELY TIME ESCAPES ME AS THIS KEEPS GOING ON AND ON. SO, OUR ROAD MAP FOR THE DAY IS WE'RE GOING TO TALK A LITTLE BIT ABOUT THE CHANGE ACROSS AMERICA, THE TALENT THAT IS NEEDED IN AMERICA, AND A LITTLE BIT ABOUT HOW IT GOES GLOBALLY. TALK A LITTLE BIT ABOUT THE HEALTH CARE ACCOUNTABILITY DEBATE. IT'S AFFECTING ALL OF US AND MOST OF ALL WHY IT'S AFFECTING WHAT YOU DO AND WHY YOU SHOULD BE PAYING ATTENTION. WE'LL THEN DIVE INTO SOME BASIC DEFINITIONS OF ROI RIGHT NOW, SOME USES AND SO FORTH. WHY NOW WE'LL ALSO TALK A LITTLE BIT ABOUT HOW WE DEFINE ROI AND HOW TO DO CALCULATION, AND I'LL HAVE A CASE STUDY FOR YOU, KIND OF A HARD NUMBERS CASE STUDY, ONE WHICH THE DOD KIND OF JUMPED OUT AND TOOK AND EXTRAPOLATED A PILOT STUDY AND IMPLEMENTED SOMETHING NATIONWIDE FROM SOMETHING THAT WE DO AT SCRIPPS. THAT'S KIND OF THE ROAD MAP IN WHICH WE'LL GO. I HAVE A LITTLE OVER AN HOUR TO DO THIS BECAUSE I WANT TO LEAVE TIME FOR QUESTIONS. I HAVE MORE SLIDES THAN WE CAN COVER SO I'M GOING TO MOVE QUITE QUICKLY. AGAIN, IF YOU'D LIKE COPIES OF THE SLIDES, THE LIST OF NAMES, REFERENCE BOOKS, COPIES OF SLIDES, AND ONE OF THE REASONS THIS IS IMPORTANT IS FRANKLY WHEN WE GET INTO THE ROI PORTION, JACK AND PATTY WILL CONDUCT A FIVE DAY SEMINAR TO TEACH SOMEONE HOW TO DO THE ROI PROCESS BECAUSE THEY ACTUALLY TAKE YOU THROUGH A VERY LABORIOUS PROCESS TO MAKE SURE YOU UNDERSTAND THE PRINCIPLES AND MOVE THROUGH IT. JUMPING TO THE BACKGROUNDS, PROBABLY MOST OF THE STATISTICAL BACKGROUND ALREADY, COULD PROBABLY DO IT IN TWO DAYS IF YOU WANT. WHAT'S THE ISSUE WITH KIND OF THE WORLD AT WORK?  WHEN WE KIND OF LOOK ACROSS THE WORLD, ABOUT 2020 WE'LL HAVE A SURPLUS OF WORKERS. NOW, THAT'S A SURPLUS OF LOW-WAGE WORKERS. THAT IS A LOT OF WHAT WE'VE COME THROUGH IN THIS RECENT RECESSION WHICH -- SOME OF WHICH PEOPLE SAY IS OVER, OTHERS WHICH SAY IS NOT QUITE OVER. I'D SAY IT'S PROBABLY CLOSER TO NOT QUITE OVER, BUT SLOW RECOVERY. WE STILL HAVE A LOT OF PEOPLE UNEMPLOYED, BUT THEY ARE TYPICALLY THE LOW SKILLED INDIVIDUAL. AND, IN FACT, WHAT WE HAVE IS A SHORTAGE OF SKILLED WORKERS. AND IN DEVELOPMENT COUNTRIES IT'S EVEN WORSE THAN THAT. IN FACT, I WAS COMING THROUGH MOST RECENTLY "THE WALL STREET JOURNAL" AND HAPPENED TO STUMBLE UPON AN ARTICLE THAT ACTUALLY -- THIS IS AUGUST 29TH. THUMBING THROUGH GAP HURTS JOB HUNTERS. THIS IS A LADY UP IN PORTLAND, PEOPLE UP IN PORTLAND WANT TO MOVE THROUGH THAT. LET'S TALK ABOUT IT. IT TALKS ABOUT THE EDUCATION GAP BETWEEN THE AVERAGE EDUCATION OF THE JOBS POSTED VACANT AT THIS POINT IN TIME AND VARIOUS CITIES ACROSS THE UNITED STATES VERSUS THE AVERAGE EDUCATION LEVEL OF THE PEOPLE WHO LIVE IN THAT COMMUNITY. AND, OF COURSE, WHERE HOUSING HAS BEEN HIT THE WORST, MANY WEST AND CALIFORNIA AND PHOENIX, LAS VEGAS, THE GAP IS SIGNIFICANT, ALMOST A TEN-YEAR DIFFERENCE IN EDUCATION LEVEL BETWEEN THE AVERAGE OF THOSE INDIVIDUALS. ACROSS THE COUNTRY THE GAP IS FIVE YEARS, MEANING THE JOBS POSTED REQUIRE FIVE MORE YEARS OF EDUCATION THAN THE AVERAGE EDUCATION OF THE POPULATION. NOW, ONE OF THE WAYS GAPS ARE MOST NARROW, WASHINGTON, D.C., RALEIGH, DURHAM, PLACES OF THAT NATURE THE GAP IS ONLY ABOUT TWO YEARS. SO, YOU CAN SEE, YOU GUYS PROBABLY SEE THIS TODAY AS JOBS OPEN UP, AND PARTICULARLY AS THOSE OF US IN THE BABY BOOM POPULATION BEGIN TO RETIRE AND MORE OF US ARE BEGINNING TO DO THAT ON AN ONGOING BASIS, ALL OF A SUDDEN OUR FORMER JOB REQUIRES MORE EDUCATION AS THEY LOOK TO REPLACE. IN HEALTH CARE, FOR EXAMPLE, THAT IS HAPPENING IN SPACE. A LITTLE POSITION WE CALL SPECIAL PROCEDURES TECH, SPT, T TECH, WHICH IN THE PAST HAS BEEN KIND OF THE DISHWASHER, SO TO SPEAK, OF HEALTH CARE. THEY WASH ALL THE INSTRUMENTS THAT ARE USED IN HEALTH CARE AND EQUIPMENT AND IS KIND OF THOUGHT OF AS TO BE AN ENTRY LEVEL, FAIRLY LOW WAGE LEVEL TYPE OF JOB. THAT HAS OCCURRED THROUGH TIME AND CONTINUED TO OCCUR AS WE MOVE IN AND AS WE BECOME MORE INTERESTED IN INFECTION RATES IN HEALTH CARE AND OTHER KINDS OF THINGS. BUT THE FLASHING OR THE WASHING OR THE HIGH STERILIZATION OF THOSE PIECES OF EQUIPMENT ARE PARTICULARLY VERY COMPLEX PIECE OF EQUIPMENT, ONE MIGHT BE USED SUCH AS A SCOPE THAT MIGHT BE USED TO DO AN ARTHROSCOPE AND THINGS OF THAT NATURE WHICH COMES IN AND MINIMALLY INVASIVE FASHION, YOU REALLY WANT TO HAVE ALL THE PIECES NOOKS AND CRANNIES WASHED WELL. THERE HAS BEEN INFECTION FROM INSTRUMENTS. WHAT WE HAVE NOW SEEN, FOR EXAMPLE OUR ORGANIZATION, WE NOT ONLY REQUIRE A HIGH SCHOOL DEGREE, WE REQUIRE CERTIFICATION. SOME LEVEL OF COLLEGE OF A TRADE SCHOOL, SOME CERTIFICATION FOR THESE INDIVIDUALS IN ORDER TO OCCUPY THAT JOB. NOW, THAT'S A SHIFT IN JUST A SLIGHT DECADE PERIOD OF TIME THAT THOSE INDIVIDUALS WHO DIDN'T KEEP UP ARE NO LONGER EMPLOYABLE IN THAT VERY SAME JOB. AND IN OUR ORGANIZATION, AS WE NOW MANDATED THAT FOR ALL INDIVIDUALS AS OF OCTOBER 1, THERE ARE FOUR PEOPLE OUT OF ABOUT 50 IN OUR ORGANIZATION WHO HAVE REFUSED TO GET THE CERTIFICATION AND THEY WILL GET A CHANCE TO WORK IN OTHER OPPORTUNITIES WITHIN SCRIPPS. 

>>> NOW, I SAY THAT -- AND MANY OF YOU SAY WHY DON'T YOU LAY THEM OFF. WE HAVE KIND OF A NO LAYOFF POLICY IN OUR ORGANIZATION AND I'M ABLE TO JUSTIFY THAT WITH AN ROI. AND OVER THE LAST 10 YEARS, MORE THAN A THOUSAND JOBS HAVE BEEN ELIMINATED IN SCRIPPS, BUT MORE THAN 98% OF THE PEOPLE AFFECTED HAVE BEEN RETRAINED AND REPLACED IN OUR ORGANIZATION BECAUSE WE HAVE THAT PARADOX. WHILE WE MAY HAVE ELIMINATED ABOUT 150 JOBS WITHIN SCRIPPS OVER THE LAST 12 MONTHS, WE ALWAYS HAVE BETWEEN 3 TO 500 VACANCIES IN AN ORGANIZATION OF 14,000 PEOPLE. SO, IT MAKES NO SENSE FOR ME TO GO OUT TO THE LABOR MARKET TO RECRUIT WHILE I HAVE PEOPLE WHO ARE EMPLOYABLE IN OUR ORGANIZATION WHO JUST NEED NEW SKILLING AND NEW TALENTS. MUCH OF WHAT YOU'RE DOING IN VOCATION REHAB MAY BE NOT QUITE AS DIFFICULT, BUT IN SOME CASES IT IS BECAUSE PEOPLE DO HAVE LEARNING DISABILITIES. WE HAVE PEOPLE WHO ARE EMPLOYED WITH OTHER SORTS OF DISABILITIES THAT DO HAVE TO LEARN NEW SKILLS AS WE MOVE FORWARD. SO, THE ACTUAL EDUCATION SHIFT IS AN ITEM WE ALL SHOULD PAY ATTENTION TO. THERE IS A SHORTAGE OF WORKERS OUT THERE TODAY. WE PAY SIGN-ON BONUSES STILL. SOUNDS ODD BECAUSE WE CANNOT FIND THE SKILL LEVEL -- SKILLED FOLKS. SO, HOW DOES THAT TRANSLATE AS YOU BEGIN TO APPLY THAT TO INDUSTRY?  ONE OF THE THINGS I THINK IS REALLY PROBLEMATIC WHEN WE BEGIN TO LOOK AT THIS IS THAT WE'RE ALSO LOOKING AT WHAT IS DRAGGING ON PRODUCTIVITY OR DRIVING PRODUCTIVITY. AND IN HEALTH CARE YOU NOTICE WE HAVE A NET LOSS OF PRODUCTIVITY IN THAT PERIOD OF TIME AND MANY OF US IN OTHER SORTS OF EDUCATIONAL INSTITUTIONS, UNFORTUNATELY HAVE TO SAY THAT SITTING HERE WITH THE UNIVERSITY OF ARKANSAS, BUT MOST EDUCATIONAL INSTITUTIONS HAVE A LOSS OF PRODUCTIVITY. BUT PRODUCTIVITY BEING DRIVEN, OF COURSE, ON THE INFORMATION SYSTEM SIDE AS WE KIND OF SEE THAT EXPLODE. AND FOR US IN HEALTH CARE, WE ARE NOVICES AT APPLICATION OF INFORMATION SYSTEMS AND I WILL SPEAK TO A LATER MASSIVE RETRAINING UNDERWAY. 

>>> SO, WHY IS THAT IMPORTANT?  AS WE BEGIN TO LOOK AT WHERE ARE THE JOB OPENINGS GOING TO BE?  WHEN YOU LOOK AT OUR ECONOMY. AND THROUGH 2020 WE WILL GROW OUR INDUSTRY ALONE BY ABOUT 30%, TWICE AS FAST AS THE NATIONAL ECONOMY. SO, IF YOU'RE LOOKING FOR A PLACE TO PLACE PEOPLE, HEALTH CARE IS THE PLACE. NOW, THERE ARE A LOT OF FACTORS THAT'S DRIVING THAT. BUT HEALTH CARE IS THE SECOND FASTEST INDUSTRY IN TERMS OF ADDING JOBS. SO, IT'S AN AREA THAT YOU WOULD WANT TO FOCUS ON. SO, WHEN YOU BEGIN TO THINK ABOUT ROI, ROI AND VOCATIONAL REHAB, WHERE DO PEOPLE NEED JOBS, WHERE ARE THEIR JOB GROWTHS, AND WHAT TYPES OF SKILLS DO THEY NEED AS I WILL TALK IN JUST A MINUTE. AS YOU CAN SEE, ALL JOBS IN THE ECONOMY, THE PERCENTAGE GENERALLY IN THE ECONOMY COMPARED TO HEALTH CARE AND SOCIAL ASSISTANCE. BUT WHEN YOU ACTUALLY LOOK AT EDUCATIONAL LEVELS, 83% OF THE JOBS WE'RE GOING TO CREATE IN HEALTH CARE ARE GOING TO REQUIRE A POST SECONDARY EDUCATION. SO, IT IS NOT NECESSARILY THE SERVICE WORKER THAT WE'RE ON AN ONGOING BASIS LOOKING FOR, AND THAT'S DRIVEN BY A LOTS OF THINGS, HIGH TECH BEING ONE, TO WE'RE BEING DRIVEN AS AN ORGANIZATION IN AN INDUSTRY IN WHICH HEALTH REFORM AND OTHER FACTORS AS AN EMPLOYER AS PEOPLE WHO HAVE INSURANCE AND WANT HEALTH CARE YOU COME TO US FOR OUR KNOWLEDGE BASE. YOU DON'T COME TO US TO SPEND THE NIGHT. IT'S MUCH NICER TO SPEND THE NIGHT HERE THAN IT IS TO SPEND THE NIGHT IN ONE OF OUR HOSPITALS, AND IT'S CHEAPER TO SPEND THE NIGHT HERE THAN IN ONE OF OUR HOSPITALS. YOU CAN ACTUALLY GO DOWN TO THE SPA AND GET A MASSAGE AND IT'S STILL CHEAPER TO SPEND THE NIGHT HERE THAN IN ONE OF OUR HOSPITALS. YOU CAN WALK OUT AND HAVE GOOD NECKS CAN FOOD AND IT'S CHEAPER. THE FOOD IS BETTER THAN IN ONE OF OUR HOSPITALS. SO, WHICH WOULD YOU RATHER DO?  WELL, YOU REALLY COME TO US FOR THE KNOWLEDGE BASE AND THAT KNOW HOW IS WHAT'S DRIVING OUR INDUSTRY AND IT'S DRIVING MANY OF THE OTHER INDUSTRIES. AND, SO, IT'S THAT INTELLECTUAL TALENT BASE THAT WE HAVE TO DEVELOP. 

>>> SO, WHAT IS HAPPENING WITH KIND OF OBAMA CARE, IF YOU WANT TO CALL IT THAT, YOUR POLITICS, WHETHER YOU HATE THIS OR DISLIKE IT OR LOVE IT?  FRANKLY, WE NEED SOME LEVEL OF HEALTH REFORM. I CAN TELL YOU FROM AN INSIDE IN THE INDUSTRY, WE'VE GOT TO HAVE IT. WE'RE NOT HAPPY WITH HOW IT WORKS AT ALL, AND I CAN CITE MANY, MANY REASONS OF WHY WE'RE NOT HAPPY. IT'S GOING TO COST US MORE THAN IT'S GOING TO GENERATE REVENUE. SO, IT IS GOING TO COST US, AND THAT'S SOMETHING WE SHOULD BE PAYING ATTENTION TO BECAUSE IN A FEW MINUTES WE'LL LOOK AT WHAT DOES THAT IMPACT, THAT COST?  AND IT IMPACTS US. AND WHO PAYS FOR THAT?  MARGINALLY IT'S GOING TO REDUCE THE NUMBER OF JOBS IN THE COUNTRY AND WE'LL LOOK AT ONE OF THE REASONS WHY. WHY WOULD EMPLOYERS REDUCE THE NUMBER OF JOBS?  WHY WOULD THEY BEGIN TO DRIVE PRODUCTIVITY TO USE LESS AND LESS PEOPLE, AND THAT'S IMPORTANT FOR YOU GUYS AS YOU GUYS KIND OF LOOK THROUGH THAT. ALTHOUGH HEALTH CARE, IT'S LARGELY GOING TO BE A MUTUAL IMPACT ON US. WHILE WE'LL HAVE IMPROVEMENTS, WE'LL DO SOME INNOVATIONS, WE'LL ALSO HAVE A PERIOD OF TIME, THE BABY BOOMERS ARE MOVING INTO THE AGE WHEN THEY WILL CONSUME MORE OF THEIR HEALTH CARE THAN THEY'VE EVER CONSUMED IN THEIR LIVES. THAT DEMAND WILL COUNTERACT ANY NEGATIVE COUNTER OF THIS ACT ON SUPPLY -- EXCUSE ME, ON DEMAND. SO, DEMAND, WE LOOK AT IT IS GOING TO BE JUST FINE AS WE MOVE FORWARD. BUT IT'S HOW WE PAY FOR AND WHAT WE LOOK FOR. SO, WHAT I'D LIKE TO CALL, WE HAVE A HEALTH CARE PACMAN. IT'S EATING EVERYTHING IN SIGHT. IF YOU DON'T -- IF YOU HAVEN'T SEEN THE NUMBERS -- AND I KNOW YOU HAVE, AND I'M GOING TO GO OVER THEM QUICKLY -- WE'RE BEGINNING TO QUESTION WHAT MANY OF US AS INDUSTRY EXPERTS WOULD SAY WAS THE GROSS SOCIAL VALUE ADDED BY HEALTH CARE SYSTEM. WE DO A LOT FOR PEOPLE. PEOPLE LIVE WHO WOULD DIE IN THE PAST. PEOPLE LIVE BETTER LIVES. WE CAN HAVE STORY AFTER STORY, OTHER HEALTH CARE SYSTEMS ACROSS THE COUNTRY HAVE STORY AFTER STORY, MANY GREAT THINGS. HOWEVER, THERE IS A SOCIAL OPPORTUNITY COST FOR THAT AND MANY OF US ARE BEGINNING TO QUESTION THAT. YOU HEAR THAT IN TERMS OF WHEN WE SHOULD STOP PERHAPS PROVIDING CARE AND MOVE INTO PALLIATIVE CARE VERSUS OTHER TYPES OF CARE WHEN YOU'RE LOOKING AT SOMEONE WHO IS 90 YEARS OLD AND NEEDING SOME SORT OF CARE. AND THE REASON THAT THE SOCIAL OPPORTUNITY ISSUES ARE CRITICAL IS IT WILL CAUSE US TO NEGLECT THE EDUCATION OF OUR YOUNG. IT IMPAIRS OUR GENERAL STANDARD OF LIVING AND I'LL SPEAK RIGHT TO THAT IN JUST A MOMENT. IT'S CHEWING UP OUR NATIONAL SECURITY AND OUR INFRASTRUCTURE. AND MORE AND MORE HEALTH CARE ORGANIZATIONS ARE MOVING AWAY FROM R&D, ALTHOUGH IN THE BIOSCIENCES THERE'S SOME REALLY POSITIVE THINGS TAKING PLACE IN GENETICS AND WIRELESS AND DIGITAL THAT I THINK WE'RE GOING TO SEE BE REALLY OPPORTUNITY. SO, WHAT'S HAPPENING?  THE NATIONAL HEALTH CARE EXPENDITURES ARE EXPLODING IN TERMS OF GROWTH COMPARED TO THE GDP. AND, OF COURSE, WE'RE KIND OF IN A DIP RIGHT NOW BECAUSE OF WHAT'S HAPPENED WITH THE RECESSION. EVEN IF IT MOVES BACK INTO THE POSITIVE GROWTH MARGINS, HEALTH CARE GROWTH SPENDING CONTINUES TO OUTPACE THE GDP BY SIGNIFICANT MARGINS. THE GROSS DEBT OF THE COUNTRY CONTINUES TO EXPLODE. AND WE'RE ALL WATCHING WHAT'S GOING TO HAPPEN WITH THE FINANCIAL CLIFF AT THE END OF -- WITH OUR BUDGET AT THE END OF THIS YEAR AND WHETHER CONGRESS WILL KICK THE CAN DOWN THE ROAD A LITTLE BIT LONGER, OR WILL WE BEGIN TO HAVE SEQUESTRATION AND OTHER KINDS OF THINGS TO BEGIN IMPACTING SERVICES THAT WE'VE TAKEN FOR GRANTED JUST TO MAKE A BALANCED BUDGET. THIS IS AN AREA THAT IS INSIDIOUS FOR ALL OF US AS A COUNTRY. YOU HEAR OUR DEBT BEING APPROXIMATING VERY CLOSE TO WHERE GREECE WAS IF WE CONTINUE MOVING DOWN THE PATH THAT WE'RE MOVING. AND THIS IS AN AREA THAT'S DRIVING IT UNFORTUNATELY. 

>>> SO, WHAT'S HAPPENED?  WHEN YOU LOOK AT REVENUES VERSUS OUTLAYS, WE HAVE THE RECESSIONARY PERIOD RIGHT AS OBAMA TOOK OFFICE, WHICH WE HAVE A HUGE GAP. THAT GAP IS CLOSING AGAIN NOW AT THIS POINT IN TIME. BUT YOU STILL SEE THAT OUTLAYS FOR OUR ECONOMY OUTSTRIP REVENUES ON AN ONGOING BASIS. NOW, YOU'RE WONDERING, WHAT DOES THIS HAVE TO DO WITH US?  WE'LL TALK MORE ABOUT COMPETING FOR DOLLARS BECAUSE YOU ARE COMPETING FOR DOLLARS AND MOST OF YOU ARE EITHER LOOKING FOR GRANTS, LOOKING FOR FUNDING, WANT TO DO THINGS TO HELP INDIVIDUALS MOVE THROUGH, KIND OF RETOOL THEMSELVES IN THE VOCATIONAL REHAB WORLD. YOU ARE COMPETING WITH EVERYONE ELSE FOR DOLLARS. WHEN YOU THINK OF THIS IN TERMS OF HEALTH CARE EXPENDITURES, IN TERMS OF RETIREMENT, WHAT ARE YOU NOW MORE WORRIED ABOUT THAN RETIREMENT INCOME?  I SERVED ON FIDELITY'S BOARD A FEW YEARS BACK. THEY WERE MORE WORRIED AT THAT TIME -- AND THIS WAS ALMOST 10 YEARS AGO -- THAT YOU HAD TO PLAN FOR $250,000 ADDITIONAL INCOME TO COVER HEALTH CARE EXPENSES OVER AND ABOVE MEDICARE AFTER THE AGE OF 65, LET ALONE WHAT YOU NEEDED TO LIVE ON. WELL, MOST OF US NEVER THOUGHT THAT WE HAD TO PLAN FOR $250,000 IN THAT PERSPECTIVE. WHEN YOU LOOK AT THE DISTRIBUTION OF HOUSEHOLDS, YOU CAN SEE AT THE MEDIAN OF 50,000, THERE ARE A LOT OF FOLKS WHO HAVE LIMITED INCOME. THAT 1% OR 4% OVER 200,000, THE MAGIC NUMBER OF FOLK, THAT'S REALLY NOT THAT MANY FOLKS. WE'LL LOOK AT HOW -- WHY HEALTH CARE TRANSLATES AND WHY EMPLOYERS LOOK AT THIS AND I'M GOING TO BRING IT BACK TO YOU IN VOC REHAB IN THAT PERSPECTIVE. WHO IS ACTUALLY PAYING FOR THIS EMPLOYER PREMIUM COSTS?  EMPLOYERS LOOK LIKE THEY'RE PAYING ABOUT 12,000 A YEAR. THIS IS KIND OF AN AVERAGE ACROSS THE UNITED STATES. I CAN TELL YOU OUR EMPLOYER PREMIUM, WE HAVE CADILLAC COVERAGE, CADILLAC COVERAGE TO COMPETE IN THE MARKET. WE'RE THE ONLY NONUNION ORGANIZATION IN SOUTHERN CALIFORNIA. ACTUALLY LITERALLY IN CALIFORNIA, HEALTH CARE ORGANIZATION. BUT WE HAVE TO BE COMPETITIVE WITH OTHER UNION EMPLOYERS. WE'VE NEGOTIATED SOME FAIRLY RICH HEALTH BENEFITS. OUR COSTS ARE OUR COSTS, NOT THE EMPLOYEE'S PORTION, ABOUT $17,000 A YEAR VERSUS THIS 12,000, FOR EXAMPLE. EMPLOYEE PREMIUM 5,000 A YEAR AND EMPLOYEE OUT OF POCKET -- WELL, WHO REALLY PAYS THAT?  WELL, ALL OF US. EMPLOYER DOESN'T PAY THAT. THE GOVERNMENT DOESN'T PAY THAT. THE GOVERNMENT TAXES US TO PAY THAT FOR THE GOVERNMENT EMPLOYEES, BUT THEY HAVE NO OTHER SOURCES OF MONEY. THE EMPLOYER CHARGES IT IN HIGHER COST OF GOODS AND SERVICES TO YOU, EITHER A CAR OR IN OUR CASE THE COST OF HEALTH CARE GOES UP TO COVER THE COST OF HEALTH CARE FOR OUR EMPLOYEES AS WE GO THROUGH THIS. SO, WE PAY THIS IN SOME FORM OR FASHION. IT COMES OUT OF OUR WAGES. 

>>> SO, AS AN EMPLOYER, WHEN YOU KIND OF LOOK AT THIS CHART AND YOU LOOK ON AT LEAST IMMEDIATELY TO YOUR RIGHT, THAT'S THE TOTAL AMOUNT OF COMPENSATION SOMEONE IS GOING TO GET WHEN THE EMPLOYER LOOKS AT IT. SO, AS I LOOK AT MY 14,000 PEOPLE, THAT'S EVERYTHING THAT I HAVE TO PAY. SO, THAT ADDS UP TO WHAT I HAVE TO PAY FOR EMPLOYEE HEALTH INSURANCE AND FOR US THAT'S A BIGGER BITE THAN THE OTHER. HAVE TO PAY BENEFITS AND TAXES. TECHNICALLY COMING OUT OF THE EMPLOYEE PORTION, BUT IT'S OUT OF WHAT I PAY THE EMPLOYEE. IT'S THE WITHHOLD TAXES BECAUSE ACTUALLY THE EMPLOYEE GETS TO TAKE HOME IS FAR LESS THAN WHAT I PAY THEM. WE ALL KNOW THAT. HEALTH INSURANCE, WHAT WAS WITHHELD FOR HEALTH INSURANCE, THEIR OUT OF POCKET HEALTH CARE SPENDING. NOW, THIS IS KIND OF AN AVERAGE ACROSS THE COUNTRY, BUT LET'S TAKE THIS PERSPECTIVE IF YOU HAVE A LOW-WAGE PERSON AND LET'S JUST SAY THAT MAYBE THEY MAKE $20,000 A YEAR. SO, FOR $20,000 A YEAR, SCRIPPS HEALTH PAYS AN ADDITIONAL 17,000 FOR THEIR HEALTH INSURANCE FOR FAMILY COVERAGE. SO, NOW AS AN EMPLOYER, IT'S NOT $20,000 A YEAR I'M PAYING FOR AN EMPLOYEE AS YOU TRY TO GET PLACED TO DO VOC REHAB. WHAT'S IT COSTING ME?  $37,000, NOT $20,000 A YEAR, 37. AND THAT'S BEFORE I ROLL IN TAXES, THIS, THAT AND THE OTHER AND SO FORTH. SO, THE EMPLOYER IS LOOKING AT THE TOTAL. YOU'RE LOOKING AT MAYBE BASED ON 20,000 OR SOMETHING OF THAT NATURE. THAT'S WHY THE HEALTH REFORM WILL BEGIN TO HAVE SOME SHRINKAGE AND THE SMALL EMPLOYER MARKET MEANS THEY'LL GO TO HEALTH EXCHANGES, THEY'LL DO OTHER KINDS OF THINGS. THAT'S THE REASON HEALTH CARE REFORM HAS SOME ISSUES FOR ALL OF US TO FACE. WHO PAYS FOR THAT?  IF YOU'RE A SMALL EMPLOYER, I'M NOT SURE I CAN AFFORD IF I'M RUNNING THE MAILBOX, THE LOCAL RETAIL MAILBOX STORE IN YOUR LOCAL STRIP MALL. I'M NOT SURE I CAN AFFORD TO PAY TWO TIMES THAT MINIMUM WAGE JUST TO KEEP SOMEONE, SO, I JUST WON'T HAVE HEALTH INSURANCE. I'LL PAY A FINE AND LET THE PERSON DID THROUGH THE EXCHANGE. BY THE WAY, WITH SCRIPPS, WERE TO NOT PROVIDE HEALTH CARE INSURANCE UNDER THE HEALTH CARE REFORM, I CAN PAY THE FINE, HER EMPLOYEE, AND SAVE $75 MILLION A YEAR. NOW, WE WON'T DO THAT AS AN EMPLOYER, BUT THERE WILL BE EMPLOYERS WHO LOOK AT THAT NUMBER AND SAY, I'M GOING TO GET OUT OF THE BUSINESS OF PROVIDING INSURANCE FOR MY EMPLOYEES. THEY'RE ALL GOING TO GO TO THE STATE EXCHANGES. I'M GOING TO PAY THE FINE. THEY GET TO SPEND THE SUBSIDY AND THEY'LL GET INSURANCE. THEY'LL STILL BE COVERED. THEY'LL STILL BE COVERED. MANY EMPLOYERS WILL NOT, THOSE WHO MAYBE HAVE UNIONS, THOSE WHO ARE LIKE US WHO WANT TO HAVE AN ENVIRONMENT TO ATTRACT THE BEST TALENT. THAT'S ONE OF THE THINGS THAT WHEN WE BEGIN TO LOOK AT THIS THAT THE MEDIAN FAMILY INCOME HAS RISEN OVER THE LAST DECADE OR SO, A VERY SIGNIFICANT INCREASE FROM 76,000 IN '99 TO 100,000. THEY STRIPPED ALL THAT OUT. SO, THE BUYING POWER FOR AN INDIVIDUAL HAS BEEN STRIPPED OUT IN TERMS OF ANY WAGE INCREASES PURELY FOR HEALTH CARE. THAT DOES NOT INCLUDE OTHER KINDS OF TAXES AND SO FORTH. SO, WHAT'S REALLY HAPPENING?  ERNIE MILLSTEIN CAME UP WITH THIS. HEALTH CARE SPENDING, THE GDP GROWTH IS EATING UP EVERYTHING. AND I SAY THAT BECAUSE THAT'S CRITICAL AS WE BEGIN TO LOOK AT ROI BECAUSE WE'RE DEALING WITH AN ECONOMIC CRISIS IN OUR COUNTRY THAT'S DRIVEN BY A HEALTH CARE PACMAN. AND AS WE DO THAT, THE SHEER COSTS IN OUR GOVERNMENT, THE SHEER COST WE SEE WITH THE ECONOMIC CLIFF IS IN ORDER TO GET FUNDING TO DO THINGS THAT WE KNOW ARE GOING TO DRIVE PRODUCTIVITY, WE'RE GOING TO HAVE TO SHOW ROI IN SOME FORM OR FASHION. SO, I THINK IT'S MORE COMPELLING NOW. IT'S HARD TO SAY NO TO HEALTH CARE. SOME OF US IN THIS ROOM THINK IT'S A RIGHT. OTHERS THINK IT'S A PRIVILEGE. WE'RE NOT GOING TO WIN THAT DEBATE. THAT DEBATE IS GOING TO GO ON IN THIS COUNTRY ON AN ONGOING BASIS. WE ALL KNOW WE NEED HEALTH CARE. WHEN WE'RE SICK WE WANT IT. AS A COUNTRY WE WANT THE BEST. SO, WITH THAT MEANS THAT THE KIND OF THINGS THAT WE WANT TO INVEST IN TO IMPROVE THE PRODUCTIVITY OF THE COUNTRY AND IMPROVE THE PRODUCTIVITY OF THE COUNTRY, WE WILL NEED TO BE FOCUSING ON ROI AND THE KINDS OF THINGS WE'RE DOING TO GET THE INVESTMENT SO THAT WE CAN DEMONSTRATE HOW OUR COUNTRY CAN BEGIN TO MOVE THROUGH THE PROCESS. YOU'RE GOING TO BE COMPETING FOR DOLLARS. THE IMPORTANCE OF MONEY. AND IF YOU CAN DEMONSTRATE WHETHER IT BE A POLITICIAN, WHETHER IT BE STATE REGULATORS, IN MY CASE A BOARD -- IN MANY OF YOUR CASES, A GRANT FUNDING AGENCY WHETHER IT BE THE FEDS OR ANYONE ELSE OF THAT NATURE, WHEN YOU CAN DEMONSTRATE THAT YOU HAVE NOT ONLY A POSITIVE IMPACT, BUT YOU HAVE A POSITIVE ROI IN A PROJECT, THE FUNDING IS MORE LIKELY TO FLOW IN YOUR DIRECTION THAN SOMETHING THAT INTUITIVELY LOOKS CORRECT. AND I'VE USED THAT AS AN EXAMPLE IN A MOMENT IN WHICH WE HAD AN INTERNAL DEBATE ON AN AREA THAT INTUIT -- PEOPLE'S JOBS CHANGING DRAMATICALLY, MAJOR IMPACT ON HEALTH CARE. BUT WE STARTED WITH NO ROI. I'LL TALK ABOUT THE IMPACT OF THAT. 

>>> EVIDENCE-BASED MANAGEMENT, WE SAID MANAGEMENT IS AN ART. WE BELIEVE IT'S A SCIENCE. IN OUR ORGANIZATION WE'VE PROVED IT'S A SCIENCE. ONE OF THE THINGS THAT I'VE BEEN FORTUNATE ENOUGH TO BE ABLE TO DO IS BEING ABLE TO DISTINGUISH THE DIFFERENCE BETWEEN HIGH PERFORMING MANAGERS AND LEADERS AND LOW PERFORMING EVEN TO THE DEGREE OF HAVING CORRELATIONS RUN IN WHICH WE HAVE CERTAIN MANAGEMENT PRACTICES THAT IF CERTAIN INDIVIDUALS ARE FOLLOWING THOSE, THEIR RESULTS BY A FACTOR OF THREE ARE BETTER THAN THOSE IN THE FIRST QUARTILE OF WORST PERFORMING LEADERS. THOSE IN THE TOP OUTPERFORM THOSE IN THE BOTTOM BY A FACTOR OF THREE. AND THERE ARE SOME KEY PRACTICES AND THOSE KEY PRACTICES WE CAN INVESTMENT IN LEADERSHIP, THAT LEADERSHIP AND THOSE INDIVIDUALS CAN THEN TRANSLATE THAT FROM DEPARTMENT TO DEPARTMENT, OPERATING UNIT TO OPERATING UNIT. MAKES NO DIFFERENCE, ALL IN THE SAME ENVIRONMENTS.

 WE LOOK AT THE VALUE EQUATION. VALUE EQUATION IS IMPORTANT. IT'S NOT JUST THE ROI. IT'S PERCEPTION, TOO, BECAUSE MANY OF THE THINGS WE DO AS A COUNTRY, MANY OF THE THINGS WE DO, PEOPLE DO NOT PERCEIVE THE VALUE ONE WAY OR THE OTHER. THAT'S CRITICAL ASPECT. IT'S KNOWLEDGE SO WE CAN REPEAT IT. IT'S ALSO AN ITEM OF ACTION AND IMPLEMENTATION. WE'LL TALK ABOUT IT. UNFORTUNATELY MANY TIMES -- THIS IS AN INTERESTING THING WHEN WE DEAL WITH IS PROJECTS. MANY TIMES WE MEASURE THE EFFECTIVENESS OF AN I-S PROJECT AS WELL. GO WIDE. WE RENT WIDE. IS THAT AN EFFECTIVE IS PROJECT?  FOR MANY LARGE ORGANIZATIONS THAT'S A BIG DEAL. GO THROUGH, YOU BUY THE SOFTWARE, YOU GO THROUGH, YOU PUT IT IN, IT GOES LIVE AND IT RUNS. BUT WHEN YOU SURVEY THE PEOPLE USING IT, WHAT'S THEIR PERCEPTION?  I CAN TELL YOU WHAT OUR NATIONS THINK OF AN ELECTRONIC HEALTH RECORD RIGHT NOW IN OUR ORGANIZATION. MORALE HAS GONE DOWN BECAUSE WE PUT IN AN ELECTRONIC HEALTH CARE BECAUSE THEY PERCEIVE IT'S TAKING THEM AWAY FROM PATIENTS. CERTAINLY THE KNOWLEDGE AND CAPABILITY OF THEM HAS INCREASED BECAUSE OF THE AMOUNT OF INFORMATION AT THEIR DISPOSAL, BUT IT HAS TAKEN TIME AWAY FROM THE PATIENT THAT THEY HAVE TO GO TO THE COMPUTER AND INPUT. SO, WHAT'S THE IMPACT?  WE'LL TALK ABOUT HOW THAT APPLIES WHEN YOU LOOK AT THOSE KINDS OF THINGS. REASONS TO USE ROI. ONE OF THE FUN THINGS, I NOTICED IN YOUR BROCHURE -- ACTUALLY, LET ME FIND IT. THE BROCHURE THAT DESCRIBES YOUR ORGANIZATION AND DESCRIBES NOT ONLY WHAT IS PROGRAM EVALUATION, BUT PURPOSES. AND I THOUGHT, WOW, YOU GUYS MUST HAVE READ THE BOOK BECAUSE YOUR PURPOSES FOR PROGRAM EVALUATION MIRROR MANY OF THE THINGS I'M GOING TO TALK ABOUT AND I'M GOING TO MOVE THROUGH THEM QUICKLY TODAY BECAUSE YOU KNOW THEM ALREADY. BUT WHEN WE THINK OF REASONS, THEY'RE JUST THE SAME WAY, SAME TYPES OF THINGS YOU COME UP WITH WHEN YOU DEFINE WHAT THE VALUE OF PROGRAM EVALUATION IS. WHETHER IT'S TO BE IMPROVED QUALITY OF PROJECTS AND OUTCOMES AS YOU MOVE THROUGH, OR IT'S TO DETERMINE WHETHER YOU'VE ACCOMPLISHED WHAT YOU NEED ROI TO ESTABLISHING PRIORITIES IN PROJECT FUNDING WHICH IS PROBABLY ONE OF THE MORE DIFFICULT THINGS FOR MANY ORGANIZATIONS TO DO BECAUSE WHEN YOU GET INTO POWER AND POLITICS, WHICH I'LL SPEAK TO IN A FEW MINUTES, PET PROJECTS MOVE TO THE FRONT, MANY TIMES WITHOUT ROI. AND THEN WE WONDER WHY WE ARE NOT REFORMING. BUT THEY'RE LABELED QUITE A FEW THINGS. SO, WHAT ARE SOME OF THE USES OF ROI AS YOU MOVE THROUGH?  AGAIN, MUCH LIKE THE PROGRAM EVALUATION AND PROBABLY ONE OF THE THINGS THAT'S PROBABLY THE MOST IMPORTANT THING FOR YOU TO PAY ATTENTION TO AND I WILL SPEAK TO A COUPLE OF TIMES IS REALLY ALIGN YOUR PROJECT WITH YOUR BUSINESS OUTCOMES. SOUNDS INTUITIVE. SOUNDS LIKE LOGICAL CONCLUSION IF I WERE LOOKING AT THINGS. MANY TIMES WE GET CAUGHT UP WITH RIS, RIS PEOPLE, THEIR OBJECTIVE IS GO LIVE. WE'RE INVESTING $150 MILLION IN IS PROJECTS THIS YEAR. AND IF THEY JUST GO LIVE, THAT'S A WASTE OF $150 MILLION BECAUSE ME NEED TO PRODUCE SOMETHING EITHER FOR OUR PATIENT OR FOR OUR ORGANIZATION IN SOME FORM OR FASHION. SOMEONE HAS TO SEE SOME VALUE OUT OF THAT. IT CAN'T JUST BE A FASTER MACHINE THAT THINKS A LITTLE FASTER. IT'S GOT TO BE SOMETHING OF GREATER VALUE AS WE MOVE THROUGH. IT MAY BE JUST TO ENHANCE THE BUDGET. REGARDLESS OF HOW EFFECTIVE OF WHAT YOU'RE DOING IS, EVERYTHING COMES UNDER QUESTION FROM TIME TO TIME. AS OUR ORGANIZATION VERY EXTREMELY SUCCESSFUL AS WE'VE BEEN OVER THE PAST DECADES IN DOING A TURN AROUND, WE HAVE KIND OF NOTED IN ONE OF THE ITEMS THAT WE NOTE IS WHEN WE GO TO THE BOND MARKET THESE DAYS -- AND THIS IS ANOTHER MEASURE OF EFFECTIVENESS IN MANAGEMENT -- IT'S ONE OF THE INTANGIBLES I'LL SPEAK TO LATER, WE HAVE THE TENDENCY TO SELL OUR BONDS QUITE RAPIDLY. AND WHEN I TALK ABOUT A TANGIBLES, I'M GOING TO GIVE YOU A HARD LINE EXAMPLE OF HOW THE TANGIBLES OF A MANAGEMENT TEAM, THE RECOGNITION OF 2008, ONE OF THE TOP HEALTH CARE TEAMS, ADDED TREMENDOUS VALUE TO OUR ORGANIZATION. BUT IT JUSTIFIED WHAT WE DO. IT WAS JUSTIFIED IN THE RATING AGENCIES, IN THE BANKING INDUSTRY, AND IN THOSE WHO ARE GOING TO BUY OUR BONDS. IT JUSTIFIED WHAT WAS TAKING PLACE. SO, WHEN WE WENT TO ASK FOR MONEY, THEY WERE WILLING TO AWARD IT. IT ALSO BUILDS PARTNERSHIPS WITH PEOPLE, PARTICULARLY WITH EXECUTIVES AND OTHERS WHO ARE YOUR FUNDING SOURCE AS YOUR CHAMPIONS. THEY LIKE TO BE AROUND SUCCESSFUL STUFF. I MEAN, WHEN PEOPLE BRING ME THINGS THAT AREN'T GOING TO BE SUCCESSFUL, I'M NOT REAL EXCITED ABOUT MOVING IT FORWARD. THAT MAY SOUND -- IT MAY SOUND A LITTLE ODD, BUT UNLESS -- IF I'M GOING TO PUT MY REPUTATION TO IT, I WANT TO BE ABLE TO MAKE SURE IT HAS SOME IMPACT ON THE ORGANIZATION, NOT JUST BECAUSE IT'S THE RIGHT THING. ALTHOUGH THE RIGHT THING IS THE RIGHT THING TO DO. MANY TIMES, WE'LL TALK ABOUT THAT UNDER INTANGIBLES. 

>>> CHALLENGES FOR ROI, THERE ARE A LOT. PROBABLY ONE OF THE BIGGEST CHALLENGES WITH ROI IS THE COMMITMENT DILEMMA. AND YOU WONDER WHAT I MEAN BY THAT. MANY OF US TALK ABOUT WANTING TO DO ROI, BUT WE'RE REALLY NOT COMMITTED TO THE PROCESS. IT TAKES WORK. AND I KNOW MANY OF YOU HAVE PROBABLY BEEN INVOLVED IN VARIOUS DISCUSSIONS MEANING PROJECTS, WHATEVER IT MAY BE, WHERE SOMEONE SAID, WE JUST DON'T HAVE TIME TO DO THAT. THEY WANT TO HIT OBJECTIVES BUT THEY'VE TOLD YOU WE DON'T HAVE THE TIME TO DO THAT'S CORRECT WE DON'T HAVE THE RESOURCES TO DO THAT. AND THOSE ARE TYPICALLY IN AN ENVIRONMENT WHERE SOMEONE IS NOT REALLY COMMITTED TO DEMONSTRATING AN ROI FROM SOME FORM OR FASHION. THEY JUST MERELY WANT TO GET THE WORK DONE OR THEY MAY HAVE OTHER AGENDAS. AND THAT'S A REAL CHALLENGE. AND THAT COMMITMENT OF DILEMMA COMES -- IT HAS TO BE OVERCOME IN A NUMBER OF WAYS AND I'LL GIVE SOME SUGGESTIONS IN A MOMENT. CORPORATION SKILLS, MANY PEOPLE IN THE TEAM DON'T HAVE SKILLS TO TO THAT. I'M TALKING TO A ROOMFUL OF PEOPLE WHO HAVE THE SKILLS. IN SOME CASES WHEN I'M WORKING WITH A BUNCH OF HR FOLKS, MOST OF THEM DON'T. THEY'VE NOT BEEN TRAINED IN THOSE AREAS. AND MANY OF THEM DO NOT HAVE THAT INTEREST. WHEN I COME TO LOOK AT KIND OF THEIR PERSONALITY TYPES AND WHAT ARE THEIR PREFERENCES IN TERMS OF THAT, I KIND OF ASSESS PEOPLE. MOST OF THEM COME OUT AND WANT AN ASSESSMENT, WE CALL I-PATH. EVERY HR PERSON COMES OUT AS A CONNECTOR, THEY LIKE TO CONNECT PEOPLE. SOUNDS SMART, RIGHT?  HR PEOPLE ARE GLAD HANDERS, THEY LIKE TO CONNECT PEOPLE. IF WE CAN'T DESCRIBE THE MEASURABLE RETURNS OF THINGS, HOW TO QUANTIFY IT TO PEOPLE IN FINANCE AND OPERATIONS, THEN IT DOESN'T MATTER WHAT WE DO. AND, SO, THAT'S WHERE PREPARATION OF SKILLS AND MAKING SURE YOU HAVE PEOPLE ON THE TEAM THAT YOU'RE WORKING WITH, WHETHER YOU HAVE TO BORROW THEM FROM FINANCE OR YOU GO OVER INTO MAYBE SOME ANALYTICAL AREAS WHERE PROJECT MANAGEMENT, ENGINEERING FOLKS COME AND JOIN YOUR TEAM TO MAKE SURE YOU HAVE THE PREPARATION SKILLS OR THE SKILLS BY WHICH TO MOVE THREW THROUGH IT. BECAUSE ONE OF THE WORST THINGS YOU CAN DO IS ACTUALLY APPLY VERY POOR SCIENCE AND MATHEMATICS AND TRY TO SIT DOWN IN FRONT OF A CFO WHO LOOKS AT YOU AND SAYS, YOU DON'T KNOW WHAT THE HECK YOU'RE TALKING ABOUT BECAUSE ONCE YOU'VE DONE THAT ONCE YOU PROBABLY ARE THROUGH UNFORTUNATELY. NOW, SPEAKING TO THE CHOIR, THE NEXT MOVE IS A FEAR OF ROI. WHY WOULD PEOPLE FEAR ROI?  BECAUSE THE ROI MIGHT BE NEGATIVE AND I WANT MY PET PROJECT TO GO THROUGH BECAUSE I KNOW IT'S THE RIGHT THING TO DO. AND, SO, MANY OF US FEAR ROI BECAUSE IT IS KIND OF COLD AND CALCULATING WHEN YOU BEGIN TO TAKE THE VALUE OF INPUTS AND THE VALUE OF OUTPUTS AND MEASURE THEM, IT KIND OF DOESN'T LIE. IT'S UNFORTUNATELY A LITTLE BIT LOOKING AT YOUR PORTFOLIO AND YOUR 401(K) AND DID IT GO UP, DID IT GO DOWN?  DOESN'T MATTER WHETHER THE MANAGEMENT TEAM WAS GOOD OR NOT. DID IT GO UP OR DID IT GO DOWN?  YOU MAY LOVE THE COMPANY AND LOVE THE PRODUCT, BUT DID IT GO UP OR DID IT GO DOWN?  AND YOU WANT TO HOLD ONTO THAT STOCK BECAUSE YOU LOVE THE PRODUCT AND YOU LIKE THE MANAGEMENT TEAM. IF IT'S GOING DOWN, IT'S A NEGATIVE ROI FOR YOU, WHATEVER YOU INVESTED. AND MANY OF US FALL IN LOVE WITH THOSE THINGS. I FALL IN LOVE WITH THINGS. I STRUGGLE WITH THOSE THINGS. TIME FOR ANALYSIS. I SPOKE TO THAT EARLIER, I WON'T SPEAK TO IT ANY FURTHER. POWER AND POLITICS. THERE ARE PEOPLE WHO CAN SPEAK WITHIN AN ORGANIZATION TO DRIVE SOMETHING THROUGH WITHOUT AN ROI. AND AS THAT BECOMES MORE A PATTERN THAN LESS, THEN THE CHALLENGE FOR ROI IS VERY DIFFICULT AS YOU GO FORWARD BECAUSE AS YOU THINK OF THAT CAPITAL ALLOCATION PROCESS AND WHEN YOU'RE LOOKING FOR CAPITAL AND LOOKING FOR DOLLARS AND YOU'RE COMPETING WITH OTHERS AND SOMEONE WALKS IN AND SAYS I WANT TO ACCOMPLISH THIS FOR THIS BECAUSE I WANT TO GROW MARKET SHARE, IS IT GOING TO HAVE AN ROI?  IT'S GOING TO GROW MARKET SHARE. IS IT GOING TO HAVE AN ROI?  FOR SOME REASON IT SEEMS TO BE THE POWER AROUND CERTAIN POSITIONS AND CERTAIN INDIVIDUALS THAT DEVELOP -- AND ALL ORGANIZATIONS WHAT PEOPLE ARE. WHETHER THEY GAIN CREDIBILITY YEARS BEFORE BECAUSE OF THINGS THEY'VE DONE OR THEY'RE PURELY PERSUASIVE OR THEY HAVE THAT PERSONALITY THAT JUST GATHERS -- WANT TO SPEAK LIKE I'M DOING AND HAVE YOU GUYS BOUNCING OFF THE WALLS. OR THERE IS THE SUSTAINABILITY OF IT. ROI IS, AS MANY OF YOU KNOW, REQUIRES A CONSTANCY OF MEASURING AND STAYING WITH IT WHICH FOR ME, PEOPLE, GETS TEDIOUS. AND THEREFORE, THEY DON'T WANT TO SUSTAIN ACTION AS THEY GO FORWARD. SO, ROIs ARE KEY CHALLENGES AS YOU GO FORWARD. SO, ISSUES, I WON'T GO THROUGH THOSE, BUT THEY'RE GOING TO BE CONVERSE OF WHAT WE TALKED ABOUT AND THE USES AND REASONS WAS AS WE GO. SO, ROI DEFINED, WHAT ARE WE LOOKING FOR?  I'M GOING TO TALK A LITTLE BIT ABOUT METHODOLOGY. SO, THERE IS A DISTINCT METHODOLOGY THAT THE ROI INSTITUTE RECOMMENDS WE USE. CERTAINLY YOU CAN MODIFY THOSE, BUT THIS METHODOLOGY PROVIDES AN INTEGRITY TO THE PROCESS THAT IF USED ON A CONSISTENT BASIS YOU CAN HAVE SOME CONSISTENT RESULTS THAT YOU CAN THEN USE OVER TIME AND BUILD CREDIBILITY WITH THOSE THAT YOU WORK WITH. THERE IS A PROCESS MODEL WHICH I'LL SPEAK TO, WHICH APPLIES THE METHODOLOGY. VERY DISTINCT PROCESS THAT YOU SHOULD GO THROUGH. THERE IS A BUSINESS ALIGNMENT APPLICATION WHICH IS CRITICAL. IT'S A LITTLE BIT LIKE STEPHEN COVEY SAYS. WHAT DOES A LEADER DO? CLIMBS TO THE TOP OF THE TREE AND LOOKS OUT AND SAYS, WE'RE AT THE WRONG FOREST. BUSINESS ALIGNMENT LETS YOU DO THAT TO DETERMINE WHAT YOU'RE TAKING ON IS THE RIGHT OR WRONG SOLUTION FOR WHAT NEEDS TO TAKE PLACE. NOT ALL THINGS NEED TO BE DONE UNIVERSITY FORTUNATELY, ALTHOUGH WE WOULD LIKE TO DO THOSE. UNFORTUNATELY THERE ARE GUIDING PRINCIPLES. MANY OF THEM YOU WILL READILY ADAPT BECAUSE YOU ALREADY USE THEM IN YOUR STATISTICAL ANALYSIS AS YOU GO THROUGH. THERE ARE SOME BASICS AS WE GO THROUGH. AND MUCH OF THIS IS RELATABLE NOW TO FINANCE AND FINANCE IS ONE OF THOSE AREAS THAT MANY PEOPLE ARE AFRAID OF. SOME OF YOU MAY BE FINANCIALLY TRAINED OUT THERE AND I COMPLIMENT YOU. ONE OF THE GREAT THINGS YOU'LL LEARN AND SOME OF THE BEST BOOKS YOU'LL READ IS YOU'LL LEARN THAT FINANCE OR ACCOUNTING IS NOTHING MORE THAN A SERIES OF ESTIMATES. THERE IS NOTHING CERTAIN ABOUT FINANCE AND ACCOUNTING. WHAT THEY HAVE BEEN AS A PROFESSION, THOUGH, IS SPENT TIME DELIBERATING AND AGREEING UPON RULES CALLED GAAP, GENERAL ACCEPTED ACCOUNTING PRINCIPLES. ALL ACCOUNTANTS TREAT EXPENSES, THOSE REVENUES, THOSE PRACTICES IN A CONSISTENT WAY. THERE IS ALSO A FEDERAL ACCOUNTING STANDARDS BOARD, FASB WHICH ALSO SETS OUT RULES AND GUIDELINES DIFFERENT THAN WHAT WE MAY HAVE HERE IN THE MEASUREMENT WORLD, THEY HAVE SOME CONSISTENT THINGS. SO, GIVEN THAT, THEIR SERIES OF ESTIMATES ARE LOOKED AT TO BE MORE ACCURATE THAN MAYBE WE COME UP WITH ALTHOUGH WE FOLLOW SOME SIMILAR PRACTICES IN OUR MATH AND IN OUR STATISTICAL APPLICATION. THE KEY THERE ON SOME OF THOSE BASIC THAT I'LL POINT TO IS PARTNERING WITH PEOPLE IN FINANCE. THEY WILL READILY ADOPT AND LOOK AT YOUR STATISTICAL ANALYSIS. AND SAY, YEAH, THAT LOOKS GOOD, THAT LOOKS RIGHT. THEY'LL HELP YOU CONVERT THAT OVER TIME TO THOSE GAAP RULES, OR FASB RULES. FROM A CEO PERSPECTIVE YOU CAN SHOW THEM THE MONEY. CALCULATION IS RELATIVELY SIMPLE. METHODOLOGY, REALLY DEALING WITH ABOUT SEVEN LEVELS OF INPUTS AND OUTPUTS AND WE'LL SPEND SOME TIME IN THOSE. THEY'RE REALLY BROKEN INTO TWO AREAS. THE INPUTS ARE KIND OF A LEVEL ZERO SO TO SPEAK. YOU HAVEN'T REALLY STARTED EVALUATING ALL YOU'VE DONE IS WHAT YOU'VE DONE IN TERMS OF ACCESS AND COSTS. BUT IN OUTCOMES, MEASURING REACTION, LEARNING, APPLICATION AND IMPLEMENTATION, IMPACT AND FINALLY OUR ROI IS A VERY SYSTEMATIC PROCESS OF MOVING THROUGH AND IT'S CRITICAL TO BE ABLE TO DEMONSTRATE IN AN OVERALL ROI. THE LAST LEVEL IS KIND OF THE SEVENTH IF YOU MOVE THROUGH IT ARE THE INTANGIBLES. AND I SAY THE INTANGIBLES, MANY PEOPLE SAY WHY EVEN WORRY ABOUT THE INTANGIBLES?  GO BACK TO THE POWER AND POLITICS. MANY BUSINESSES MAKE DECISIONS ON THE INTANGIBLES. THEY ARE TYPICALLY THE DRIVERS OF WHAT THEY WANT TO DO. THEY THEN FIND WAYS TO JUSTIFY AN ROI IN OTHER WAYS. EXAMPLE: SCRIPPS OPERATES IN CALIFORNIA WHICH HAS SEISMIC LAWS AND HEALTH CARE, MEANING HOSPITALS AT SOME POINT IN TIME HAVE TO COMPLY WITH SOME LEVEL OF SEISMIC STANDARDS DUE TO THE DAMAGES OF HOSPITALS IN THE '80s AND '90s DURING THE EARTHQUAKE AT NORTHRIDGE AND OTHER PLACES OF THAT NATURE. NO ONE PAYS US TO REPLACE THOSE HOSPITALS. WE HAVE ONE, HAPPENS TO BE ACROSS THE STREET FROM OUR CORPORATE OFFICES. HAS TO BE REPLACED. BECAUSE OF THE CONSTRUCTION IN CALIFORNIA IT'S ABOUT 3 MILLION A BED TO BUILD A HOSPITAL. OTHER PARTS OF THE COUNTRY IT'S ABOUT A MILLION DOLLARS A BED. SO, WE WILL SPEND ABOUT $600 MILLION REPLACING THE HOSPITAL. THERE IS NO ROI ON THAT OTHER THAN IT'S A SAFER HOSPITAL IF THERE IS A 6.5 EARTHQUAKE IF THERE IS NO ROI. HOW DO YOU CREATE?  THE INTANGIBLE IS WHERE THE SAFETY OF THOSE POTENTIAL PATIENTS WHEN THEY'RE IN THE HOSPITAL WHEN THERE IS AN EARTHQUAKE, BECAUSE WE REALLY CAN'T PUT A DOLLAR FIGURE ON THAT. BECAUSE BY THE TIME YOU WORK THE PROBABILITIES AND ESTIMATIONS, YOU'RE GOING TO GET A VERY LOW LEVEL OF RETURN BECAUSE THE PROBABILITY OF THAT EARTHQUAKE IN SAN DIEGO, BLAH, BLAH, BLAH, WHEN YOU DISCOUNT ALL OF THOSE FACTORS, SO HOW ARE JUSTIFIED?  AND AS OUR SENIOR TEAM JUSTIFY SPENDING $600 MILLION?  THE LAW SAYS WE HAVE TO DO IT. THAT'S NOT A JUSTIFY. YOU LOOK AT REDEFINING THE WHOLE HEALTH CARE INSTITUTION SO IT'S A GREATER VALUE TO THE PATIENT POPULATION YOU'RE SERVING, AND TO THE CORPORATION THAT SERVES THEM. AND WE'VE DONE THAT BY CONSOLIDATING ALL CARDIOLOGY SERVICES IN OUR ENTIRE CORPORATION WHICH AS IT OPENS, WE'LL BE THE LARGEST CARDIOLOGY PROGRAM ON THE WEST COAST. WHEN WE CONSOLIDATE THAT, WE'LL CLOSE CARDIOLOGY PROGRAMS IN OTHER HOSPITALS. WE'LL GAIN EFFICIENCIES. INSTEAD OF HAVING FOUR CARDIOLOGY PROGRAMS AT FOUR DIFFERENT HOSPITALS, WE'LL HAVE ONE. WHAT HAPPENS WITH QUALITY AND HEALTH CARE, PARTICULARLY WITH OUTCOMES WHEN PEOPLE ARE DOING MORE AND MORE PROCEDURES, SAME GROUPS OF POSITIONS?  IT IMPROVES DRAMATICALLY. YOU WOULD RATHER HAVE A PHYSICIAN WHO HAS DONE A THOUSAND PROCEDURES THAN ONE WHO HAS DONE 10 IN A YEAR. SO, THOSE KINDS OF THINGS WE CAN THEN COME UP WITH KIND OF A HARD DOLLAR ROI TO JUSTIFY SPENDING $600 MILLION IN THE INTANGIBLES. THAT'S JUST MODEL. HOW DOES IT WORK?  IN THE EARLIER STAGES AND EARLIER INPUTS, YOU'RE IN YOUR EVALUATION PLANNING AND THIS IS A CRITICAL ASPECT THAT MOST OF US SKIP. NOW, SOME OF US HAVE A TENDENCY TO DO IT. I WOULD BET YOU DID IT FOR THIS MEETING. YOU SAT DOWN AND SAID, WHAT ARE OUR OBJECTIVES FOR THIS MEETING?  AND YOU DO THAT IN TERMS OF YOUR INPUTS AND WHAT YOU WANT TO ESTABLISH YOUR BASELINE DATA ON, WHAT ARE YOU TRYING TO ACCOMPLISH. MANY OF US DO SIT DOWN AND TRY TO SAY, WE'RE GOING TO HAVE A MEETING, WHAT'S THE PURPOSE?  WHAT ARE WE GOING TO TRY TO ACCOMPLISH?  BUT I CAN TELL YOU EVEN THE BEST OF US HALF THE TIME SAY WE NEED MEETINGS. GET THOSE 7 PEOPLE HERE, WE'LL MEET FOR AN HOUR AND TALK ABOUT THIS KIND OF STUFF. WELL, LIKELY WHEN YOU'RE BEGINNING TO MOVE TO THOSE STAGES YOU ARE PUTTING YOUR OUTCOMES AT RISK, THAT ONE YOU'RE GOING TO ACCOMPLISH WHAT YOU NEED TO ACCOMPLISH. SO, VERY CRITICAL STAGE IS BEFORE YOU EVEN START EVEN WORRYING ABOUT MEASURING AN ROI IS WHAT ARE YOU TRYING TO MEASURE, WHAT IS YOUR OBJECTIVE, WHAT ARE YOU TRYING TO ACCOMPLISH THROUGH THAT PROCESS?  AND THEN AS YOU MOVE INTO YOUR DATA COLLECTION, YOU'VE GOT DATA COLLECTION AT MELT PULL LEVELS. FIRST OF ALL, JUST AROUND REACTION AND LEARNING, DO PEOPLE KNOW HOW TO USE -- GO BACK TO THE I-T SYSTEM WE TALK ABOUT, PUT IN A ELECTRICAL RECORD FOR OUR NURSES. THOSE THAT AREN'T TRAINED CAN'T USE IT. SO, THE LEARNING HOW TO USE IT MEANS LIKELY WE WON'T GET USE OUT OF THE SYSTEM IF IT'S DEFINE TO ELIMINATE ERRORS OR IMPROVE WORK FLOW OR WHATEVER THE OBJECTIVE OF THAT SYSTEM WAS. CERTAINLY THE PERCEPTION IS GOING TO BE BAD IF THEY HAVEN'T BEEN TRAINED ON HOW TO USE IT, CORRECT?  PART OF OUR ISSUE WHEN WE LOOK AT IT IN OUR ORGANIZATION, WE WENT HOW WERE PEOPLE TRAINED?  NOT WELL. SOME PLACES NOT AT ALL. NOW YOU HAVE A NURSE CARING FOR YOU WITH A MEDICAL RECORD SYSTEM THEY'RE NOT TRAINED ON. I'D BE SCARED. NEXT, WHEN YOU LOOK AT THE IMPLEMENTATION AND APPLICATION, YOU BEGIN TO MOVE TOWARDS BUSINESS IMPACT, BUT YOU'RE MORE INTO PROCESS. AND COLLECTION OF DATA HERE IS CRITICAL. THE MILITARY IS PROBABLY ONE OF THE BEST TO ASSESS HERE. WHEN YOU STUDY WHAT THE MILITARY DOES, TYPICALLY THOSE INDIVIDUALS ARE TRAINING ON A CONSTANT BASIS. IF THEY'RE NOT DEPLOYING, THEY'RE TRAINING. THEY'RE GOING THROUGH EXERCISES AND TRAINING. SO, WHAT HAPPENS WHEN THEY BECOME DEPLOYED?  THEY'RE INTO THE IMPLEMENTATION AND THEY'RE INTO THE APPLICATION OF WHAT THEY'VE LEARNED. SO, WHAT THEY DO, AND MANY OF YOU HAVE STUDIED IT IS, THEY HAVE AFTER-ACTION REVIEWS. WHAT ACTUALLY HAPPENED ON THE GROUND, YOU KNOW, WHEN THEY DEPLOYED?  THE THINGS DEPLOY AS THEY PLAN IT TO DEPLOY. AND HOW OFTEN DO WE PUT THINGS IN AND PEOPLE BEGIN TO DO WORK AROUNDS AND THEN DON'T TELL US BECAUSE WE'RE NOT REVIEWING AND DOING THE ACTION, ACTION REVIEW?  SO, WE'RE WONDERING ABOUT RESULTS BASED UPON AN IMPLEMENTATION OF SOMETHING THAT MAYBE SOMEONE HASN'T BEEN TRAINED ON AND THEY DO A WORK AROUND TO CREATE A RESULT. SO, YOUR MEASUREMENT NOW IS CONTAMINATED WITH ERROR. A VERY CRITICAL STAGE OF THE PROCESS YOU BEGIN TO MOVE THROUGH. THINGS THAT YOU GUYS I KNOW DO SINCE I'M SPEAKING WITH EXPERTS IS ISOLATE THE EFFECTS OF THE PROJECT. IN OUR INDUSTRY WE HAVE A TENDENCY, UNLESS IT'S DOCTORS DOING PRIMARY RESEARCH, WE HAVE A TENDENCY TO SKIP THIS PROCESS. SO, WE MAY HAVE THREE OR FOUR INTERVENTIONS TAKING PLACE AT THE SAME TIME, AND THEN ATTRIBUTE THE RESULTS TO ONE INTERVENTION WITHOUT ISOLATING THE IMPACT. AND, SO, IT'S AN IMPORTANT STEP TO GO THROUGH IN YOUR DATA ANALYSIS TO FINALLY MOVING TOWARDS CALCULATING A RETURN ON INVESTMENT AND THAT DOES INCLUDE CAPTURING OF COSTS WHICH YOU SHOULD BE ABLE TO DO BECAUSE YOU KNOW YOUR OBJECTIVES, IDENTIFYING INTANGIBLES AND GENERATING SOME LEVEL OF IMPACT STUDY. AND AGAIN, THIS VALUE CHAIN IS PREDICTABLE AND THEN USED OVER TIME AND IN EVERY AREA CREATES CONSISTENT RESULTS AS WE MOVE THROUGH. SO, AS WE MOVE INTO THE BUSINESS LINE UP, PROBABLY ONE OF THE MORE CRITICAL THINGS FOR YOU TO PAY ATTENTION TO IS WE'RE NOT STARTING WITH A PROGRAM OR PROJECT. AND UNFORTUNATELY I'M AN IDEAS PERSON. SO WHEN I WORK WITH MY TEAM I FILL OUT THE PROJECT OR INITIATIVE. I'M RIGHT THERE, RIGHT AT THE BOTTOM. INSTEAD OF STARTING IN THE UPPER LEFT HAND, YOUR UPPER LEFT HAND THERE OF WHAT DOES THE ORGANIZATION NEED, WHAT IS THE PAYOFF NEED THAT WE REALLY NEED IN THE ORGANIZATION?  AND HOW DOES THAT FIT WITH OUR BUSINESS?  AND WHAT KIND OF PERFORMANCE HAS TO TAKE PLACE?  AND WHAT KIND OF LEARNING -- AND THIS ALL SEEMS RATHER ELEMENTARY TO MANY OF YOU, BUT THINK OF IT WITH THE PROJECTS THAT YOU'RE WORKING ON OR THE PROJECTS THAT YOU'RE INVOLVED WITH OR THE PROJECTS THAT AFFECT YOU THAT OTHERS HAVE DONE, OR THOSE THAT YOU OBSERVE. AND MOST OF THE TIME THESE ARE STEPS FOR SKIPPING. WE HAVE A SOLUTION. AND, IN FACT, OUR TEAM, BUNCH OF TYPE A'S, SIT AROUND, SOMEONE STARTS TO SAY, THE BALANCE SHEET IS STARTING TO LOOK YOU UGLY. WE JUMP RIGHT TO THE BOTTOM OF THE SOLUTION. SOMEBODY'S GOT A SOLUTION. AND THAT'S A DANGER FOR US AS A SENIOR TEAM. WE KNOW THAT. ONE OF THE WAYS WE KIND OF DEAL WITH THAT IS WE SET ASIDE SOME KIND OF SPACE OF PULLING AWAY AND SPENDING TIME AWAY FROM WORK AS A TEAM TO GET INTO A VERY DETAILED DISCUSSION TO WORK OUR WAY THROUGH STARTING AT THE LEFT HAND, TOP OF THE LEFT HAND PAGE DOWN TO WHERE THE SOLUTION MIGHT BE. SO, THEN WE CAN WORK OUR WAY THROUGH THE MEASUREMENT ON THE UPPER RIGHT-HAND SIDE, MOVING TO THE UPPER RIGHT HAND, WHERE WE CAN MEASURE THE INPUTS AND DETERMINE IF THERE IS AN ROI TO WHAT WE'VE TALKED ABOUT. SO, WE MOVE THROUGH A VERY DELIBERATE PROCESS TO MAKE SURE THAT WHAT WE'RE GOING TO DO HAS BUSINESS ALIGNMENT TO WHAT WE'RE TRYING TO ACCOMPLISH. AND THIS IS AN IMPORTANT STAGE -- I COME BACK TO IT BECAUSE IT'S BACK TO THE LEADER WHO LOOKS UP, CLIMBS TO THE TOP OF THE TREE AND LOOKS OUT AND SAYS, WE'RE AT THE WRONG FOREST. SOMEBODY HAS TO BE ABLE TO SAY THAT. AND THAT'S A CHALLENGE WITH MANY TEAMS BECAUSE, BACK TO POWER AND POLITICS, BACK TO ONE OF THE REAL STRUGGLES IN CHALLENGES WITH ROI IS SOMEONE MAY -- MEANING THE CEO WHOSE VOTE -- THERE ARE SIX OF US IN THE ROOM AND HE HAS SEVEN VOTES.

 [LAUGHTER] 

>> SO, THE CEO CAN JUMP TO A SOLUTION, AND WHAT DO WE DO?  WE FOLLOW THE CEO'S ROLE. WHY DO THAT?  WE'RE ECONOMIC BEINGS. ALTHOUGH WE MAY TRY TO GET US TO MOVE THROUGH THESE OTHER KINDS OF STEPS. NOW, TYPICALLY WHAT A CEO IS DOING, IF YOU REALLY UNDERSTAND HOW THEY'RE THINKING THROUGH, THEY KIND OF GOT A SOLUTION. THEY EXPECT YOU AS THE TEAM TO FILL OUT THE UPPER LEFT-HAND SIDE ALL THE WAY DOWN. THEY'RE EXPECTING YOU TO WALK THROUGH THAT STEP TO HELP TO MAKE SURE. GENERALLY WHEN YOU SAY THE CEO CHANGED HIS MIND, HE CHANGED HIS MIND BECAUSE NEW INFORMATION POPPED UP OUT OF THAT LEFT-HAND SIDE. PERHAPS THE PERFORMANCE NEEDS WEREN'T CLEARLY ARTICULATED OR THE INPUT NEEDS WERE SO GREAT THE IDEA NOW DIDN'T SEEM TO PENCIL -- AS WE SAY THAT DOESN'T PENCIL. A LOT OF TIMES WE DON'T HAVE AN UNDERSTANDING OF THE INPUT NEEDS TO GO WITH IT. AN IMPORTANT STAGE TO GO THROUGH, AS YOU CAN SEE AT EACH ONE OF THOSE LEVELS YOU OUGHT TO BE DEVELOPING OBJECTIVES. WHAT KIND OF LEARNING OBJECTIVES ARE YOU TRYING TO ACCOMPLISH?  WHAT APPLICATION OBJECTIVES SHOULD TAKE PLACE AS WE GO THROUGH THOSE THINGS?  SO, FOR OUR ORGANIZATION, ONE OF THE WAYS WE MOVE THROUGH CHANGE IN A LARGE ORGANIZATION, YOU CAN DO IT A COUPLE OF WAYS. YOU CAN TRY TO TAKE IT ON WHERE EVERYBODY DOES IT ALL AT ONCE. I'VE GOT TO GET ALL 13,000 AND ALL FIVE BUSINESS UNITS WHICH, OF COURSE, EVERY BUSINESS UNIT IS THE SAME, RIGHT?  YOU UNDERSTAND THAT WORKING IN LARGE ORGANIZATIONS, EVERY DEPARTMENT IS THE SAME. THEY TELL YOU THE CUSTOMERS ARE DIFFERENT, THE CLIENTS THEY SERVE ARE DIFFERENT, FUNDING SOURCE IS DIFFERENT, MANAGERS DIFFERENT, WE WORK IN A DIFFERENT STATE, WE HAVE DIFFERENT LAW, EVERYBODY HAS SOMETHING DIFFERENT. EVERYBODY WHO IS DIFFERENT TO COME TOGETHER TAKES A LONG PERIOD OF TIME TO MOVE THROUGH THAT AND DIFFERENT ROI APPROACH, VERSUS TAKE ON A PILOT, WHICH WHAT WE WILL DO. WE'LL TAKE ON A PILOT, VERY SMALL. IT'S A GOOD WAY OF FORECASTING -- AND I'LL GET INTO FORECASTING IN A MINUTE BECAUSE THAT'S WHERE MANY OF US ARE, IS WE'RE FORECASTING SOMETHING ABOUT A PROJECT THAT WE WANT TO DO. THIS IS TALKING ABOUT A PROJECT YOU ALREADY HAVE UNDERWAY. WE'RE FORECASTING THAT WE EXPECT IF WE DO X WE'RE GOING TO GET Y. AND WE'LL SPEAK TO THAT. SO, KEY STEP AS YOU MOVE THROUGH -- AND I'LL GIVE YOU AN EXAMPLE OF, FOR OUR ORGANIZATION, ABOUT SIX YEARS AGO I TOOK ON A PROJECT FOR THE ORGANIZATION OF IMPROVING THE PRODUCTIVITY OF THE ENTIRE SYSTEM. AND WE HAD SOME VERY LOW HANGING FRUIT. AS WE BEGAN TO LOOK AT THE PAYOFF NEEDS IT WAS A DISCUSSION BETWEEN THE CFO AND I WHICH IS AT SOME POINT IN TIME WE KNEW THAT TOP LINE REVENUE WAS GOING TO FLATTEN OUT. WE HAD BEEN HAVING CLOSE TO DOUBLE DIGIT INCREASES IN TOP LINE REVENUE. THAT'S GREAT, GREAT WORLD TO BE IN BECAUSE OUR COST INCREASES WERE ONLY ABOUT 4 OR 5, 6%. WE HAD A MARGIN OF 4 OR 5% EVERY YEAR BETWEEN HOW REVENUE WAS GROWING VERSUS COST. VERY EASY TO DEAL WITH. BUT AS WE LOOK OUT INTO THE FUTURE, WE COULD SEE TOP LINE REVENUE WAS GOING TO FLATTEN. BUT WHAT WAS NOT WAS HOW WE DEAL WITH TALENT. TOP LINE AND THOSE COSTS WERE GOING TO CONTINUE AT SOME LEVEL THAT WAS FAIRLY SIGNIFICANT. AT THAT TIME, 6 OR 7 OF THE OF THE YEAR. SO, HOW DO WE CONTINUE TO BE A GREAT FORCE OF WORK AND CUT THAT LABOR COST TO WHERE IT NOW RUNS 2 TO 3% A YEAR?  WELL, WE DID THAT BY A SERIES OF THINGS DETERMINING WHAT OUR PAYOFF NEEDS, PERFORMANCE NEEDS AND WE STARTED WITH LOW HANGING FRUIT AND WORK OUR WAY TO THE MORE DIFFICULT THINGS WHERE WE ARE TODAY. AND THE LOW HANGING FRUIT AT FIRST WAS, WELL, IF WE CHANGE CERTAIN POLICIES AND ELIMINATED DOUBLE TIME OR WEEKEND WORK, THAT IS A VERY SIGNIFICANT CULTURE CHANGE TO COMMUNICATE TO LOTS OF FOLKS WHO ARE GETTING PAID DOUBLE TIME FOR WEEKEND WORK THAT THEY'RE NO LONGER GOING TO GET DOUBLE TIME FOR WEEKEND WORK. BUT SUCCESSFULLY WORK OUR WAY THROUGH THAT PROCESS, WHERE PREMIUM PAY AT ONE POINT CLOSE TO 18% OF OUR COST, LABOR COST OF THE ORGANIZATION, IS NOW DOWN TO UNDER 6%. WELL, ON A BILLION DOLLARS PAYROLL THAT'S REAL MONEY. THAT REAL MONEY GETS REINVESTED BACK IN PEOPLE AND THAT'S WHERE I FIND MONEY, FOR EXAMPLE, FOR INVESTMENT IN PEOPLE. WHEN WE LOOK TOWARDS REDEVELOPING PEOPLE IN TERMS OF OUR CAREER RESOURCE CENTER, THOSE WHO HAVE LOST THEIR JOBS, WHERE DO I FIND THE MONEY?  I FIND THE MONEY BY THE REDUCTION IN TURN OVER COSTS, THE REDUCTION IN OUTPLACEMENT AND SEVERANCE COST, REDUCTION IN PREMIUM PAY FOR OFFSET WHAT I WOULD NORMALLY PAY IN SEVERANCE TO RETRAIN AND PLACE SOMEONE BACK IN THE ORGANIZATION. WE HAVE A VERY ACTIVE STAGE RETIREMENT PROGRAM, PROBABLY SOME OF YOU WOULD LIKE TO HAVE IT WHICH IS YOU GET TO WORK PART TIME AND STILL GET FULL-TIME BENEFITS AND STILL CONTRIBUTE TO RETIREMENT PLAN AND GET A PARTIAL WITHDRAWAL FROM YOUR RETIREMENT PLAN. SO, YOU CAN ESSENTIALLY GET 100% INCOME. WE HAD TO CHANGE OUR ENTIRE PLAN. WHY WOULD I DO THAT? WHAT WAS THE BUSINESS NEED?  THE PAYOFF NEED I WAS DOING A FOCUS GROUP AND [SPEAKER NOT UNDERSTOOD] IF I STAY I CANNOT GET MONEY OUT OF MY RETIREMENT PLAN. SO, I CAN QUIT, GET MONEY OUT OF MY RETIREMENT PLAN, GO WORK FOR YOUR COMPETITOR AND EMPLOY ME SINCE THERE IS A SHORTAGE OF NURSES WHO WILL EMPLOY ME AND I CAN DOUBLE DIP AND GET MY EMPLOYMENT. I WOULD RATHER WORK WITH YOU AND GET SOMETHING OUT OF MY RETIREMENT PLAN. I THOUGHT, WHAT'S WRONG WITH THAT PICTURE?  I'M DRIVING PEOPLE OUT OF MY ORGANIZATION. IT'S GOING TO TAKE ME A LONG PERIOD OF TIME TO FIND A TRAINED ROI NURSE TO COME N. BY THE WAY OF AVERAGE AGE OF AN ROI NURSE IS UNDER 50 SO THERE ARE NOT A LOT OF YOUNG ONES AROUND. THERE'S NO PIPELINE, NO PIPELINE. THE OLDEST AGE AVERAGE AGE PROFESSION IN THE UNITED STATES. SO, THERE'S NO PIPELINE OF THESE PEOPLE BECAUSE THEY'VE BEEN IN THESE JOBS NOW FOR 20 AND 30 YEARS, MANY OF THEM HAVE WE'VE AND HUSBANDS AT THE TABLE. NURSING FILLED UP IN THE '60S ACROSS THE STATES. WE SHIFT THAT HAD AND SAVES ME MONEY TO PAY THEM FULL-TIME BENEFITS VERSUS WORKING PART TIME VERSUS HAVE THEM LEAVE AND ME HAVE TO REPLACE THEM. THAT'S THE ROI. AND THAT WAS THE BUSINESS NEED WHICH DROVE ALL THE WAY THROUGH. AND CERTAINLY THE INPUT AND REACTION NEEDS, WHAT DO YOU THINK THOSE PEOPLE THINK OF AGE 65 OR 66 OR 62, OR 61?  HEY, I LOVE CUTTING BACK A LITTLE BIT AND STILL GETTING TO WORK. THE REACTION TO THEM IS TREMENDOUS, REACTION ON MANAGERS. BASIC, AS MOVE THROUGH, THE SIX LEVELS MOVING TO THE SEVENTH LEVEL OF INTANGIBLE BENEFITS OF MEASURING THESE VARIOUS ASPECTS OF THE INPUTS TO THE PROJECT THROUGH THE REACTION, ROI THROUGH CALCULATING THE ROI AND THE INTANGIBLE BENEFITS. NOW, THE INTERESTING THING ABOUT INTANGIBLE BENEFITS IS OVER TIME WE HAVE A TENDENCY TO LEARN HOW TO CONVERT THEM TO MONEY. INITIALLY WE DO NOT. BUT OVER TIME WE HAVE A TENDENCY TO FIGURE OUT HOW TO DO THAT. FOR EXAMPLE, PATIENT SATISFACTION IN OUR INDUSTRY IS AN INTANGIBLE. HOWEVER, OVER TIME WE'RE ABLE TO DEMONSTRATE THE LIKELIHOOD TO RETURN OF THAT PATIENT AND WHAT IS THE COST TO ACQUIRE A PATIENT TO REPLACE THAT PERSON IF THEY DON'T RETURN?  AND WHAT IS THE AVERAGE CONTRIBUTION OF THAT PATIENT WHEN THEY ARE IN OUR HOSPITAL?  SO, WE CAN BEGIN TO COME TO AN ROI CALCULATION, BUT THAT MEANS AT SOME POINT IN TIME I HAVE TO BE COLLECTING DATA AT SOME DIFFERENT LEVELS WHICH GETS TO SOME EXAMPLES OF THE VALUATION, AND I'M GOING TO GET TO SOME. THIS IS ONE THAT DEALS WITH INFLECTIONS AND YOU CAN SEE WHEN WE BEGIN TO LOOK AT REACTION DATA, DO PEOPLE EVEN THINK WHAT YOU'RE DOING IS NECESSARY?  AND MANY TIMES WE TAKE ON PROJECTS THAT I'VE GOT TO TELL YOU THAT A LOT OF THE ORGANIZATION DO NOT THINK IS NECESSARY. ON THE OTHER ASPECTS IT'S THE IMPACT. THE MORTALITY RATES GO DOWN. IN THIS CASE, ICU COSTS GO DOWN. EVEN IF THOSE GO DOWN, I STILL HAVEN'T CALCULATED AN ROI. I STILL HAVE TO GO THROUGH SUMMING THE INPUTS AND ACTUALLY SEEING IF THE OUTPUTS EXCEED THE INPUTS THAT HAVE AN ROI AS WE MOVE THROUGH. SO, GUIDING PRINCIPLES, YOU GUYS KNOW THIS FROM COLLECTING DATA AT A HIGHER LEVEL OF EVALUATION, YOU'RE GOING TO HAVE TO COLLECT THE DATE AT A LOWER LEVEL. IF I'M LOOKING AT PATIENT SATISFACTION, FOR EXAMPLE, I HAVE TO BEGIN TO COLLECT DATE AT LOWER LEVELS FOR PATIENTS TO RETURN, CONTRIBUTION FOR THE PATIENT, COSTS FOR THE PATIENT WHICH WE HAVE, SO FORTH. ALL THE WAY THROUGH HOW TO DO AT LEAST AN ISOLATION EFFECT OF THE PROJECT ON ONE ITEM. YOU GUYS TYPICALLY KNOW HOW TO DO THAT, OR DOING ESTIMATES FOR IMPROVEMENT AND USING ESTIMATION AND PROBABILITY OF ERRORS, POTENTIAL OF ERRORS, INCLUDING IN SOME CASES IF YOU'VE GOT MONEY OVER TIME USING DISCOUNTED CASH FLOW PERSPECTIVES IN WHICH YOU'VE GOT CASH WHICH IS COMING IN OVER A PERIOD OF TIME, YOU KNOW THE CASH IS WORTH MORE TODAY THAN IT IS TOMORROW WITH INFLATION AND OTHER KINDS OF ASPECTS. SO, YOU HAVE TO DISCOUNT IT OVER TIME WHEN CASH RECEIPTS COME IN OVER TIME. SO, THOSE TYPES OF RIGOR WHICH YOU PUT INTO THE PROCESS DO NEED TO BE PUT IN FROM A FINANCIAL PERSPECTIVE. THERE IS A TENDENCY, THOUGH, FOR MANY OF US TO LOOK AT MULTIPLE YEARS. AND IN ROI YOU LOOK AT ONE. NOW, YOU CAN LOOK AT MULTIPLE YEARS WHEN YOU'RE DOING A FORECAST. WE'LL SPEAK TO THAT IN A MINUTE, SUCH AS HOW DO I PREDICT THE ROI OF A BUILDING?  THAT'S $600 MILLION THAT I GET APPROVAL FOR AND FUNDING IN 2011, START CONSTRUCTION IN 2011, BUT DOESN'T OPEN TILL 2016 AND THE REVENUE STREAM DOESN'T START TILL 2016, BUT I ACTUALLY BORROW MONEY IN 2012. SO, THOSE PROCESSES CAN BE DONE OVER TIME USING DISCOUNTED CASH FLOW AND OTHER KINDS OF ITEMS. SO, THESE PRINCIPLES, 12 PRINCIPLES AGAIN, LIST OF NAMES FOR THOSE WHO WANT A COPY OF THE PRESENTATION, REFERENCE BOOKS TO JACK PHILLIPS AND OTHERS THAT THIS CAN HELP GUIDE YOU AS YOU GO THROUGH. AND ONE OF THE KEY PRINCIPLES, IF YOU'LL LOOK AT NUMBER 6 WHICH WE ALL STRUGGLE WITH, IF THERE IS NO IMPROVEMENT AVAILABLE, DATA AVAILABLE, WE HAVE NO IMPROVEMENT. YOU'VE GOT TO SEND THEM IN. YOU HAVE TO APPLY JUST AS RIGID PRINCIPLES AS A FINANCIAL OFFICER WOULD TO RECOGNIZING REVENUE AND REALIZING EXPENSE. 

>>> SO, THE CALCULATION, KIND OF THE HOLY GRAIL. REALLY WE'RE GOING TO LOOK AT THREE, THE TOP THREE. BENEFIT COST RATIO, VERY SIMPLE. ROI FORMULA AND PAY BACK PERIOD, DISCOUNTED CASH FLOWS AND THAT'S A LITTLE MORE OF A FINANCIAL CALCULATION, BUT THOSE WHO ARE INTERESTED IN THAT WE CAN PROVIDE OUR INTERNAL RATE OF RETURNS WHICH ARE KIND OF AN INTERNAL DECISION-MAKING PROCESS. BUT VERY SIMPLE. BENEFIT COST RATIO IS NOTHING MORE THAN YOUR PROJECT MONETARY BENEFITS DIVIDED BY YOUR PROJECT COSTS. DO YOU HAVE MORE BENEFIT THAN YOU HAVE COST?  THAT IS NOT AN ROI, THAT'S YOUR BENEFIT COST. YOUR BENEFITS EXCEEDED YOUR COSTS. SO, HOPEFULLY YOU'RE LOOKING FOR SOMETHING GREATER THAN ONE. IF IT'S LESS THAN ONE, YOU DO NOT HAVE BENEFITS THAT EXCEED THE COSTS. YOU PROBABLY NEED TO BE LOOKING AT THE INTANGIBLES AND OTHERS TO SEE IF YOU'RE REALLY GOING TO DO THAT FOR WHATEVER THE REASONS MEANING INTANGIBLES ARE SO OVERWHELMING. YOU'RE UNABLE TO MEASURE THEM. YOU KNOW IF YOU COULD THEY WOULD DRIVE YOU OVER THAT RATIO AND YOU KNOW THERE WOULD BE A POSITIVE IMPACT IN THAT CASE. 

>>> SO, ROI FORMAT, IT'S A PERCENTAGE. THE NET PROJECT BENEFITS, IT GETS A LITTLE MORE DIFFICULT. YOU'RE TAKING PROJECT COSTS -- BENEFITS, EXCUSE ME, MINUS YOUR PROJECT COSTS -- DIVIDED BY PROJECT COST. THIS IS AN ANNUAL NUMBER TIMES 100. SO, A VERY SIMPLE CALCULATION. WHAT YOU'RE LOOKING AT IS WHAT IS THE NET ADD AT THIS POINT IN TIME. IF YOUR BENEFITS WERE $100 AND YOUR PROJECT COSTS WERE $100, AND YOU DIVIDE IT BY $100, YOU HAVE NO ROI. YOU'VE GOT ZERO. AND THAT'S A HARD ONE TO TAKE, BUT YOU HAVE NO ROI. DOESN'T MEAN YOU WON'T DO THE PROJECT, BUT -- AND THAT'S WHY SOME PEOPLE FEAR THIS AND THEY SAID I DON'T WANT TO SHOW THIS. I'M WORRIED ABOUT IT. WELL, AGAIN, YOUR INTANGIBLES, MOST BUSINESSES MAKES LOTS OF DECISIONS BASED ON INTANGIBLES. AND THOSE INTANGIBLES CAN BE SO OVERWHELMING IN TERMS OF CONTRIBUTION TO THE ORGANIZATION AND IN TERMS OF WHO THEY SERVE, BUT YOU MIGHT WANT TO MOVE THROUGH. WHEN WE LOOK AT PAY BACK PERIOD, YOU LOOK AT THE TOTAL INVESTMENT, THAT'S YOUR TOTAL COST, ANNUAL SAVINGS, DIVIDED BY YOUR ANNUAL SAVINGS. HERE YOU MIGHT BE LOOKING FOR MULTIPLE YEARS. YOU'RE COMING UP FOR A NUMBER OF YEARS FOR PAY BACK. TYPICALLY LOTS OF FOLKS LIKE TO LOOK A AT THREE-YEAR PAY BACK PERIOD. ANYTHING MORE THAN THAT PEOPLE GET NERVOUS. WE CERTAINLY LOOK AT THREE YEARS AND SHORTER IN OUR ORGANIZATION IN DOING THAT. SO, A LITTLE BIT ABOUT MEASUREMENT, I'M GOING TO MOVE A LITTLE MORE RAPIDLY HERE. REACTION AND LEARNING APPLICATION AND IMPLEMENTATION IMPACT. REALLY THESE FIVE AREAS, THIS HELPS YOU WITH SUPPORT. PARTICULARLY MEASURING REACTIONS. AS YOU'RE MOVING THROUGH, IF YOU'VE GOT NEGATIVE REACTIONS YOU'RE PROBABLY GOING TO HAVE A TOUGH TIME COLLECTING DATA BECAUSE THOSE WHO ARE NEGATIVELY IMPACTED BY A PROJECT, I'M PROBABLY NOT GOING TO SPEND THE TIME COLLECTING THE DATA YOU'RE GOING TO NEED AND THE IMPLEMENTATION STAGE, AND THEN THE IMPACT STAGE AND THE ROI STAGE. AND THAT'S A CRITICAL ASPECT. SO, KIND OF A FIRST STEP, IF PEOPLE ARE NOT EXCITED ABOUT WHAT YOU'RE DOING, YOU'RE PROBABLY NOT GOING TO HAVE THE COOPERATION FROM THEM TO MOVE FORWARD. IT ALSO ALLOWS YOU PARTICULARLY IN THESE STAGES, ALLOWS YOU TO ADJUST THE PROJECT. IF YOU SEE IF IT'S OFF TRACK, OR PERHAPS PEOPLE, THERE IS A LEARNING GAP THAT YOU NEED TO ADJUST, IT ALLOWS YOU TO DO THINGS THAT CAN HELP YOUR PROJECT BE SUCCESSFUL AS YOU GO. HAS TREMENDOUS PREDICTIVE CAPABILITY. YOU BEGIN REAL QUICK, WHEN PEOPLE SAY THIS MAKES NO SENSE, I DON'T THINK IT RELATES TO WHAT WE'RE DOING. WELL, YOU PROBABLY HAVE A PROJECT THAT MAY NOT BE VERY GOOD OR MAYBE THEY JUST DON'T UNDERSTAND WHAT'S TAKING PLACE AND IT ALLOWS YOU TO MOVE THROUGH THOSE KINDS OF STEPS. IT ALSO ALLOWS YOU TO MAKE SURE YOU'RE MEASURING THE CRITICAL LEARNING FROM THE PROJECT WHICH IS ABSOLUTELY CRITICAL. WHEN YOU'RE MEASURING APPLICATION AND IMPLEMENTATION, PROBABLY THE MOST KEY THING HERE IS YOU'RE DEALING WITH DATA THAT'S GOING TO BEGIN TO RELATE TO THE SUCCESS OF THE PROJECT BECAUSE IT IS GOING TO RELATE TO IMPACT, WHETHER IT'S IMPACTFUL. AND IT'S REALLY THE TRANSITION PROCESS BY WHICH YOU KIND OF ARE GETTING THE OUTPUT DATA BECAUSE YOU'RE NOT INTO OUTPUT AT THIS POINT IN TIME. YOU'RE MEASURING ON THE PROCESS. YOU'RE MAKING SURE THE PROCESS IS CONSISTENT AND THE SYSTEMS ARE CONSISTENT IN ORDER TO GET THE OUTCOMES THAT YOU'RE LOOKING AT. MANY OF THE ORGANIZATIONS SKIP IMMEDIATELY TO OUTCOME HERE AND THE PROCESSES ARE KIND OF NOT REALLY FOCUSED ON WHAT THE IMPLEMENTATION IS FOCUSED ON AND THEN WONDER HOW COME THEY DON'T HAVE OUTCOMES. VERY CRITICAL STAGE OP A PROJECT YOU'RE MOVING THROUGH. ALSO IT'S A GOOD WAY OF REWARDING EFFECTIVENESS. IT'S A GOOD WAY OF GETTING THE STAKEHOLDERS, THOSE INVOLVED IN THE REACTION PIECE. YOU CAN HAVE ACTION PLANS SINCE THEY'RE NOT CONCENTRATING ON OUTCOMES, ACTION PLANS ARE VARIOUS MILESTONES YOU WANT THEM ON AND PERFORMANCE CONTRACTS YOU CAN REWARD THEM ON TO MAKE SURE THEY'RE ADHERING TO THE SYSTEMS AND PROCESS YOU HAVE IN PLACE. AND YOU CAN KIND OF MOVE THROUGH THAT PROCESS PRETTY QUICK. BARRIERS TO MEASUREMENT. SOME OF THE KEY MEASUREMENT IS WHEN THEY DON'T HAVE AS MUCH AT STAKE AS YOU, IN FACT THEY HAVE ALL THE RISK. THAT IS ONE OF THE THINGS I HAVE A HARD TIME REMEMBERING, I COME UP WITH SOMETHING AND I WANT TO IMPLEMENT IT AND I NEED ALL THE OPERATIONS LEADERS TO IMPLEMENT IT IN THE ORGANIZATION. IF IT'S SUCCESSFUL, WHO GETS ALL THE ACCOLADES?  IF IT'S NOT SUCCESSFUL, WHO GETS HAMMERED?  ROI OPERATIONS PEOPLE BECAUSE THEY DIDN'T DO IT RIGHT. SO, IT'S VERY, VERY CRITICAL THAT YOU GET YOUR SUPERVISORS ENGAGED AND THAT ONE OF THE THINGS I LIKE TO DO IS I REALLY -- I HIGHLIGHT THEM AS THE SUCCESSORS REGARDLESS OF WHAT RECOGNITION MAY TAKE PLACE, I LIKE THEM BECAUSE THEY'RE THE ONES DOING THE WORK. AND ONCE THEY DO THAT'S CORRECT THE SYMPATHIZERS HAVE A TENDENCY TO GET MORE ENGAGED. IF YOU'VE MEASURED REACTION APPROPRIATELY AND YOU'VE DONE BUSINESS ALIGNMENT, THEY HAVE A TENDENCY TO SEE WHAT'S IN IT FOR THEM. THEY'RE LIKE ANY OTHER PERSON. WHAT'S IN IT FOR THEM IS ABSOLUTELY CRITICAL. AND YOU CAN SEE THE OTHER ASPECTS WHICH MANY PROJECTS IN THE RESOURCE DON'T HAVE THE TECHNOLOGY. KEY PEOPLE INVOLVED IN THE PROJECT CHANGE JOBS IN THE MIDDLE OF IT AND YOU WONDER WHY YOUR PROJECT IS NOT WORKING WELL. AND THAT IS A CRITICAL ASPECT IF SOMEONE LEAVES OR GETS TRANSFERRED OR GETS PROMOTED. YOUR EXECUTIVE SPONSOR ITSELF CAN HAVE -- OR MAYBE YOU LOSE FUNDING. SO, KEY THINGS. 

>>> USES FOR MEASURES, YOU KNOW THOSE. I WON'T GO THROUGH THOSE. THEY'RE MUCH LIKE USES OF ROI. BUT THERE'S THREE LEVELS OF BUSINESS IMPACT THAT YOU WANT TO MEASURE THAT PEOPLE REALLY PAY ATTENTION TO. STRATEGIC OPERATIONAL AND TACTICAL. MOST OF US ARE WORKING ON THE OPERATIONAL AND TACTICAL MOST OF THE TIME BECAUSE STRATEGIC HAS A TENDENCY TO BE KIND OF YOUR ORGANIZATION WIDE TYPE OF METRIC. I'VE WORKED ON BOTH. MOST OF US IF WE'RE REALLY WORKING WITH AN OPERATING ORGANIZATION, ARE FOCUSED IN AROUND THE BUSINESS UNIT OR HOSPITAL LEVEL. FOR YOU IT MIGHT BE YOUR SECTION CHIEF OR IT MIGHT BE A UNIVERSITY LEVEL. COULD BE THE VERY DEPARTMENT YOU'RE WORKING IN AND THOSE HAVE A TENDENCY TO BE MUCH MORE TACTICAL. WHAT DO THOSE LOOK LIKE?  WELL, THERE'S ALL SORTS OF APPLICATIONS. I WON'T SPEND A LOT OF TIME ON THIS, BUT YOU CAN LOOK AT THEM FROM CLOUD COMPUTING AND HOW YOU CALCULATE THE COSTS OR THE SAVINGS OR THE INPUTS OR THE OUTPUTS ON KEY MEASURES. YOU CAN LOOK AT COMPLIANCE. THAT'S EVEN A KEY AREA FOR MANY OF US TODAY IN WHERE WE WORK. THERE ARE PENALTIES, FINES, CHARGES, SETTLEMENTS, LOSSES, DISCREPANCIES FOR US, SOMETHING CALLED RAC AUDITS. YOU SAY WHAT THE HECK IS A RAC AUDIT?  WELL, THE GOVERNMENT IN ITS INFINITE WISDOM IS TRYING TO LOOK FOR FRAUD AND ABUSE UNDER CMS AND MEDICARE, SO WE HAVE RAC AUDITS. RAC AUDITS IS WHERE THEY HAVE PAID US ALREADY FOR MEDICARE SERVICES BUT THEY DENY THE PAYMENT RETROSPECTIVELY AND TAKE THE MONEY AWAY FROM US. IT'S UP TO US TO GO THROUGH THE AUDIT TO PROVE WE DID THE SERVICE AND GET THE MONEY BACK. WE GET BACK BETWEEN 75 AND 90% OF ALL DOLLARS THEY'VE TAKEN AWAY. BUT A GROUP NOW HAS A PAYROLL OF $2,000,000 THAT DOES NOTHING DO RAC AUDITS. IS IT SAVING MONEY OR NOT?  THE $2,000,000 GETS CHARGED BACK TO EVERYBODY. BUT IN THAT, THE LESS WE LOSE IN THAT PERSPECTIVE AND THE GREATER COMPLIANCE WE HAVE WITH REIMBURSEMENT AND THE FEDERAL REIMBURSEMENT SYSTEM WITH CMS, THE GREATER RETURN THAT WE HAVE. SO, THAT'S KIND OF WHERE YOU MOVE THROUGH THAT RETURN ON INVESTMENT BECAUSE THE LESS OF THAT RAC AUDIT THAT HAPPENS, SIMILAR ORGANIZATIONS IS MUCH WIDER THAN THAT AS WE GO THROUGH. AS YOU MOVE INTO OTHER AREAS, YOU CAN GET INTO OTHER AREAS THAT AFFECT EMPLOYMENT IF YOU GET INVOLVED. THINGS SUCH AS FLEXIBLE WORK SCHEDULES, LEARNING. IT CAN BE LEADERSHIP DEVELOPMENT, AND I CAN TELL YOU THAT WE'VE BEEN VERY EFFECTIVE IN THAT AREA. IT CAN BE EVEN MEASURING LEAD SIG SIGMA. IT CAN BE PHYSICIAN ENGAGEMENT, OUTSOURCING, ORIENTATION AND ON BOARDING. ON BOARDING HAS TREMENDOUS ROI WHEN YOU LOOK AT EARLY TRAINING TIME JOB SATISFACTION. YOU CAN MEASURE HOW FAST SOMEBODY COMES UP TO SPEED THROUGH THOSE PROCESSES AS WE GO THROUGH. AND THEN FROM RISK MANAGEMENT TO SAFETY PROGRAMS THERE'S A WHOLE WIDE ARRAY OF ITEMS. AND I WON'T GO THROUGH SELECTION PROCESSES AND SO FORTH. SO, ISOLATION, YOU KNOW HOW TO DO THIS VERY EASILY, PROBABLY THE EASIEST WAY IS HOW TO CONTROL GROUP VERSUS AN EXPERIMENTAL GROUP. WE DO THAT ALL THE TIME. OTHERS IS USING TREND LINE ANALYSIS, WHICH IS I THINK VERY EFFECTIVE TO INTRODUCE A SPECIAL INTERVENTION AND BE ABLE TO DETERMINE WHETHER YOUR TREND LINE IS CHANGING OR NOT OVER TIME. FORECASTING AND MATHEMATICAL INTERPRETATION, WE DO THAT WITH OUR WELLNESS PROGRAM. WE'RE ABLE TO RUN CORRELATIONS AND R SQUARED ON THE BASIS OF REDUCTION OF RISK FACTORS WITHIN THE POPULATION. BUT WE'RE ALSO ABLE TO RUN CORRELATIONS ON OTHER VARIABLES AND ELIMINATE THE IMPACT OF THAT VARIABLE, KIND OF MOVING THROUGH THAT ISOLATION PERSPECTIVE, THAT VARIABLE COMPARED TO THE OVERALL CHANGE THAT HAPPENED DURING THAT PERIOD OF TIME. YOU CAN ALSO USE PARTICIPANT AND EXPERT ESTIMATES AND FRANKLY ACCOUNTING DOES ALL THE TIME THEMSELVES. YOU JUST HAVE TO WORK WITH THEM. SO, WHAT DOES THE CFO LOOK FOR?  SHOW ME THE MONEY. AND REALLY WHAT THEY'RE AFTER IS VALUE EQUALS MONEY. IT'S NOT THAT DIFFICULT TO COME UP WITH BECAUSE EVERY UNIT OF MEASURE OF SOMETHING HAS SOME LEVEL OF VALUE. THE TRICK IS CONVERTING IT TO DOLLARS AND, SO, WHAT YOU WANT TO DO IS FOCUS ON THE UNIT OF MEASURE. YOU WANT TO FOCUS ON THE VALUE OF THE UNIT. YOU WANT TO CALCULATE CHANGE AND EVENTUALLY CALCULATE THE ANNUAL VALUE OF IMPROVEMENT. VERY EASY TO DO, BUT IT TAKES TIME. AND THIS IS WHERE I WOULD SEEK OUT A FINANCIAL OFFICER TO MOVE IT THROUGH. TIPS FOR DOLLARS, YOU PROBABLY KNOW THESE, BUT I WOULD NOT SPEND A LOT OF TIME, BUT THERE ARE LOTS OF STANDARD METRICS YOU CAN FIND ON THE DOLLARS WHETHER THEY ARE INPUTS AND OUTPUTS. BUREAU OF LABOR STATISTICS HAS TREMENDOUS AMOUNTS YOU CAN USE IN THE WORLD OF EMPLOYMENT. HISTORICAL COSTS ARE GREAT. EXPERT INPUTS, DATABASES, USING CREDIBILITY TESTS, ADJUSTMENTS OVER TIME, TIME VALUED MONEY. THIS IS DISCOUNTED CASH FLOW. ALL ARE GREAT. THE INTANGIBLES, I WON'T SPEND A LOT OF TIME, BUT THEY ARE DRIVERS OF PROJECTS MOST OF THE TIME. THEY'RE DOMINANT. THEY ARE THE DOMINANT WAY BUSINESS MAKES AN INVESTMENT. SO, UNDERSTANDING THOSE WHEN YOU GO THROUGH THAT BUSINESS ALIGNMENT IS CRITICAL, BUT YOU WON'T ALWAYS MEASURE THOSE, BUT MAKING SURE YOU COME BACK TO THOSE. LOTS OF INTANGIBLES LISTED WHETHER THEY BE AWARENESS FROM PURCHASING INTENTIONS TO CUSTOMER SATISFACTION TO LOYALTY. YOU CAN CERTAINLY CONVERT THOSE AND YOU CAN FIND LOTS OF RESOURCES. FOR EXAMPLE, SEARS HAD A DEFINITIVE STUDY IN THE LATE '60S IN WHICH THEY MEASURED THE IMPACT ON EMPLOYEE SATISFACTION TO CUSTOMER SATISFACTION AND SALES PER SQUARE FOOT IN THEIR STORES. AND THEY WERE ABLE TO DEMONSTRATE THAT TO KNOW THAT IF THEY RAISED EMPLOYEE SATISFACTION TO X, THEIR SALES WOULD GO UP TO Y. SO, WHEN FORECASTING, YOU CAN APPLY ROI METHODOLOGY HERE. THE DIFFICULTY YOU HAVE IS YOU HAVE THE SHEER EXPENSE, TYPICALLY HIGH RISK AND CERTAINTY WHEN YOU MOVE INTO THIS AREA. YOU HAVE TO DO A PRE- AND POST MODELS AND TIMING. THE STEPS ON YOUR RIGHT-HAND SIDE, A LITTLE MORE METHODICAL, PARTICULARLY WHEN YOU BEGIN TO DO THINGS SUCH AS CONFIDENCE INTERVALS, INTERVALS AND ESTIMATES AND MAKING SURE THAT YOU DO SENSITIVITY ANALYSIS, MEANING THAT YOU PROBABLY ARE GOING TO HAVE MULTIPLE SCENARIOS THAT YOU'RE GOING TO FLOW OUT IN A FORECAST.

 YOU HAVE YOUR BEST CASE, YOU HAVE YOUR INTERMEDIATE CASE AND YOUR WORST CASE. THAT'S REALLY CRITICAL BECAUSE FRANKLY NONE OF US CAN PREDICT THE FUTURE THAT CLEARLY. AND EVEN WHEN YOU GET GOOD AT IT AND HAVE SLIGHT VARIATION, YOU STILL WANT TO ACCOUNT FOR VARIATION AND ALWAYS TAKE THE LOWEST ESTIMATE WHEN YOU'RE MOVING THROUGH THAT. THAT BUILD CREDIBILITY WHEN YOU'RE SAYING SOMETHING IS AN ROI OF 107% WHICH I'LL SHOW YOU ON A CASE STUDY. SO, SOME TYPE OF MODEL, YOU'RE ESTIMATING AND ANTICIPATING AND CONVERTING. I WON'T SPEND TIME ON THAT MODEL. BUT TWO EXAMPLES, I'LL GO THROUGH TWO OF THESE QUICKLY AND SPEAK TO THE THIRD BECAUSE I WAS ASKED TO. VISIONS, ONE YOU SHOULD HAVE PERSPECTIVE ON, L A WELL DEFINED APPROACH. IN OUR ORGANIZATION HELPING PEOPLE FIND AND KEEP COMPETITIVE EMPLOYMENT WITHIN THEIR COMMUNITIES. DIFFICULT TASK. THIS IS SOMETHING WHERE UNFORTUNATELY IT HAS SUCH A STIGMA ABOUT IT. MOST EMPLOYERS DO NOT WANT TO EMPLOY SOMEONE THAT THEY THINK MAY BE DISRUPTIVE IN THE WORKPLACE FOR THINGS THAT THEY WON'T QUITE UNDERSTAND TOO WELL. THE RESEARCH ON IT, THOUGH, IT'S INTERESTING, IS THAT 70% OF THE PEOPLE WHO HAVE NO ILLNESS DESIRE WORK AND 60% CAN BE SUCCESSFUL. AND THIS PROGRAM THAT WE BEGAN TO MOVE THROUGH WITH VISION HAS SOME SIGNIFICANT ADVANTAGES OVER OUR TRADITIONAL APPROACHES. AND THE RECOVERY IS BETTER AND HAS POSITIVE ECONOMIC IMPACTS. OUR CONCEPT WAS IT'S BASED ON CONSUMER CHOICE, MEANING THE INDIVIDUAL HAS GOT TO WANT IT. WE DO NOT ASK THEM OR TELL THEM THEY NEED TO PARTICIPATE. SOME INDIVIDUALS SAY, I'D LIKE TO BE IN THE A BUSINESS PROGRAM. I WANT TO TRY TO DO THIS. IT'S INTEGRATED WITH TREATMENT. PROBABLY MANY THINGS YOU DO TODAY IN VOC REHAB YOU INTEGRATE WITH SOME SORT OF TREATMENT, WHETHER IT BE A DEVELOPMENTAL DISORDER OR IT BE PHYSICAL LIMITATIONS. YOU'RE WORKING IN THOSE CATEGORIES ALREADY. OUR GOAL IS COMPETITIVE EMPLOYMENT AND THE JOB SEARCH STARTS AS SOON AS THEY EXPRESS INTEREST. BECAUSE THIS IS A PROCESS AS WE ALL KNOW THE JOB IS NOT EASY. SUPPORTS ARE CONTINUOUS. WE CONTINUE WITH JUST AS WE DO WITH ANYONE WITH MENTAL ILLNESS, WE CONTINUE TO SUPPORT AS WE GO THROUGH. OR OBJECTIVES WERE SELF-RELIANCE AND INDEPENDENCE, ON-THE-JOB TRAINING, IMPROVE SOCIALIZATION SKILLS, IMPROVE VOCATIONAL SKILLS AS WE MOVE THROUGH. WE REALLY HAVE THREE STAGES, ASSESSMENT OF EVALUATION OF THE INDIVIDUALS, JOB READINESS PREPARATION, JOB PLACEMENT PROBABLY SOUNDS FAMILIAR TO YOU. OVER AN EIGHT YEAR PERIOD WE SCREENED 351 PEOPLE THAT SAID THEY'D KIND OF LIKE TO PARTICIPATE. 99 OF THEM, 99 OF THEM ACTUALLY GOT TO PARTICIPATE IN SOME FORM OR FASHION. SOME OF THEM FINISHED, SOME OF THEM DIDN'T. THAT'S THE REASON WE CALL IT PARTIAL PARTICIPATION. WE STARTED OFF WITH SUCCESSFUL JOB VOLUNTEER OR VOLUNTEER POSITIONS, MEANING WE NEGOTIATED IN THE COMMUNITY AND WITHIN OUR ORGANIZATION EMPLOYERS OR DEPARTMENTS OR MANAGERS THAT WERE WILLING TO TAKE SOMEONE AS A VOLUNTEER FOR A PERIOD OF TIME. DURING THAT VOLUNTEER PERIOD, THEY WERE GETTING VOCATIONAL TRAINING. THEY WERE IN THE REAL WORKPLACE. THEY WERE BEGINNING TO ACCLIMATE AND THE TYPES OF WORK AND BEHAVIOR THAT THEY NEEDED TO DO. PLUS THE MANAGERS AND THE STAFF AND EMPLOYEES BEGAN TO KIND OF DEAL WITH THE STIGMA OF SOMETHING SOMEONE WITH A MENTAL ILLNESS WORKING ALONGSIDE THEM. 38 HAD BEEN EMPLOYED AND THEIR AVERAGE COMPENSATION, ALMOST 72,000. TOTAL INPUTS, NOT TERRIBLY EXPENSIVE OVER THAT PERIOD OF TIME. JUST BASICALLY SOME STAFF MEMBER TIME. BUT WE ALSO WERE ABLE TO GET SOME GRANTS. THOSE GRANTS WERE COUNTED AS INPUTS BECAUSE THOSE WERE DOLLARS THAT COULD HAVE BEEN USED SOMEWHERE ELSE. SO, THE OPPORTUNITY COSTS OF THOSE DOLLARS. SO, ABOUT $174,000 A YEAR ARE OUR INPUTS AS YOU LOOK. SO, OVER TIME IT'S A LITTLE BIT. SO, RECOGNITION, THE PROGRAM RECEIVED LOTS OF RECOGNITION OVER THE PAST EIGHT, NINE YEARS, 10 YEARS. WHERE WE HAVE MEASURED, WE HAVE MEASURED IN REACTION AND LEARNING IN THAT WE HAVE INCREASED PARTICIPATION LITERALLY, EVERYBODY NOW MOVING THROUGH -- THEY WILL HELP YOU WHO CAN QUALIFY FOR A VISION WANTING TO PARTICIPATE IN SOME FORM OR FASHION. WE GO THROUGH SCREEN TOG MAKE SURE THEY CAN BE SUCCESSFUL. WE CONTINUE TO GROW THE NUMBER OF SUCCESSFUL VOLUNTEER POSITIONS. MORE AND MORE PEOPLE ARE WILLING TO HAVE FOLKS VOLUNTEER IN THE DEPARTMENT. SO, AS YOU KNOW, YOU GUYS WORK. HAVING A VOLUNTEER IN YOUR DEPARTMENT IS NOT EASY. I MEAN, ONE, THEY'RE NOT REALLY WORKING FOR YOU. THEY TAKE TIME. MANAGER TIME, SUPERVISOR TIME, AND STAFF TIME. SO, FOR LOTS OF FOLKS IT'S KIND OF LIKE HAVING STUDENTS AROUND. THEY'RE OKAY, THEY'RE FREE LABOR, BUT THEY ALSO GET IN THE WAY. YOU'VE GOT TO BE DEDICATED TO DOING THAT. SO, WHAT WE'VE HAD IS MORE AND MORE SUCCESS WITH VOLUNTEER POSITIONS AND A POSITIVE PERCEPTION AND OF COURSE THE COMMENDATIONS AND RECOMMENDATIONS OF PEOPLE. WHAT WE'VE HAD IN THE IMPLEMENTATION AND MEASUREMENT IS WE TRACK AN OUTCOME DAY ONE SEE HOW THEY'RE DOING, DAY 60, AFTER 60 DAYS, 120. WE DO THE ONE-YEAR SATISFACTION SURVEY BOTH ON LEARNING AND SATISFACTION AND CRISIS RESOLUTION, MEANING WE KIND OF LOOK AT, WE DON'T MEASURE THE IMPACT OF THIS. THERE ARE OTHER FACTORS THAT COME INTO PLAY. THERE ARE ONLY THREE WHO MOVE THROUGH THE PROGRAM WERE HOSPITALIZED WHILE MOVING THROUGH THE PROGRAM. OUT OF THAT 99 PARTICIPANTS, PARTIAL PARTICIPATION. ONLY THREE WERE HOSPITALIZED. THAT'S SOME SIGNIFICANCE IN AND OF ITSELF BECAUSE THE HOSPITAL ADMISSION PROCESS, READMISSION PROCESS IS FAIRLY SIGNIFICANT FOR FOLKS WHO HAVE MENTAL ILLNESS. AND THEN WE USE AVAILABLE ASSESSMENT FUNCTIONAL SCALE AS WE MOVE THROUGH. SO, THE INTANGIBLES FOR US IS WE'RE GETTING GREAT ACCOMMODATIONS. THAT'S GOOD. OUR PARTICIPANTS LOVE IT, AND THE PERCEPTIONS ABOUT PEOPLE WITH DISABILITY IS CHANGING. IN OUR ORGANIZATION AND OTHERS. WHERE OUR CALCULATION COMES IN, WE LOOK AT THE ANNUAL NUMBER OF SUCCESS FOR PARTICIPANTS. WE HAVE ABOUT FIVE. THEIR SUCCESSFUL EMPLOYMENT, MEANING THEY NOW ARE EARNING 72 GRAND A YEAR. MEANING THEY ARE MOVING TO A NEW INDEPENDENT -- THEY CAN LIVE ON THEIR OWN IN THAT PERSPECTIVE, MINUS THE ANNUAL INPUTS, WE GET 107% ON THAT PROCESS. THAT IS A PROJECT WE'RE CONTINUING AND EXPANDING AS WE GO WITH MORE INTEREST. 

>>> REHAB, THIS IS ONE THAT UNFORTUNATELY AS WE WENT THROUGH THE PILOT, THE DOD JUMPED ON AND TOOK OFF WITHOUT MOVING TO FINAL EVALUATION. SO, THIS IS ONE WHERE IT WENT TO THE OUTCOME MEASURE AND IT GOT TO -- THAT HAPPENS ALL THE TIME. SO, WHEN HE WE TALK, IT'S A BRAIN INJURY TREATMENT PROGRAM. IT EVOLVED FROM NONCOMBAT INJURED MILITARY. WE ESCALATED IN 2006 TO INJURED PERSONNEL BECAUSE THE TVI, IT'S THE SIGNATURE INJURY -- IF YOU'RE FROM THIS AREA, YOU'RE PROBABLY FAMILIAR BECAUSE OF PEOPLE GETTING TREATED ALL ACROSS THE UNITED STATES. AND IN SOUTHERN CALIFORNIA WE HAVE THE LARGEST GROWING POPULATION. IT HAS TO DO BECAUSE WE'RE OVERLOCATED IN THE MARINE BASE, CAMP PENDLETON RIGHT NEXT TO WHERE THE HOSPITAL IS. WE WERE AWARDED THE NEXT CONTRACT -- FIRST CONTENT, I NOTICED. FIRST CONTRACT FOR THIS BRAIN INJURY PROGRAM. WE'VE TREATED MORE THAN 100 COMBAT PEOPLE, MOST OF THEM TRANSFERRED DIRECTLY FROM WALTER REED, WALTER REED AFTER STABILIZATION. AND WE ALSO HAVE ONE OF THE LARGEST GME PROGRAMS WITH OUR NAVY HOSPITAL, WILL BE THE LARGEST BALBOA HOSPITAL HERE SHORTLY. WE PROVIDE A THERAPIST FOR WOUNDED WARRIORS IN THEIR BARRACKS AND CASE MANAGEMENT PROCESSES. WHAT WE'RE LOOKING FOR IS RETURN TO WORK, FIVE DAYS, SIX HOURS A DAY, INTEGRATIVE PT, OT, ST, THAT'S SPEAK THERAPY, OCCUPATIONAL THERAPY, PHYSICAL THERAPY, AND RIGHT NOW WHAT WE'RE FINDING IS 75% OF OUR PATIENTS ARE RESTORED MEANINGFULLY BACK TO THE COMMUNITY. WE HAVE LITERALLY TEACHERS, PILOTS GONE BACK TO FLYING, NURSES CARING, AND THE VA HAS ADOPTED IT ACROSS THE COUNTRY. THEY SAY THAT IT'S GOING TO SAVE THEM $76 MILLION GETTING THESE FOLKS BACK TO WORK. THAT'S THEIR NUMBER, NOT OUR NUMBER. WE'RE JUST LOOKING AT THE 75. SO, INDIVIDUAL VERSUS WORK OR THE MASS. BECAUSE SOMEONE HAD ASKED ME TO SPEAK TO INDIVIDUAL. I THINK WHEN YOU BEGIN TO TAKE A LOOK AT THE APPLICATION OF ROI, ONE OF THE MAJOR CHALLENGES THAT YOU'RE GOING TO HAVE ON APPLYING TO AN INDIVIDUAL IS YOU'RE GOING TO LITERALLY BE SPENDING EXTENSIVE TIME MEASURING ON AN INDIVIDUAL LEVEL VERSUS A GROUP LEVEL. AND AT THAT PERSPECTIVE, LIKELY YOU'RE GOING TO HAVE A DIMINISHING RETURN IN TERMS OF INVESTMENT ON MEASURING INDIVIDUAL ROI ON ONE CASE VERSUS MULTIPLE CASES OVER TIME, AND THAT IT MAY REQUIRE, FOR EXAMPLE, FOR ALL $174,000, TO GET ONE PERSON TO WORK VERSUS FIVE A YEAR. AND IF WE ONLY GOT ONE TO WORK, THE ROI WOULD HAVE BEEN FAR DIFFERENT AND WOULD HAVE BEEN NEGATIVE IN THAT CASE. SO, BE CAREFUL APPLYING ON AN INDIVIDUAL BASIS, ALTHOUGH YOU CAN USE A PRO FORMA AND FORECAST AND ESTIMATE HOW AN INDIVIDUAL MIGHT APPLY TO A LARGER GROUP WITH APPROPRIATE ESTIMATIZATION. WITH THAT I'M GOING TO CLOSE. I WENT WELL PAST MY TIME. AGAIN, I GAVE YOU FIVE DAYS WORTH IN AN HOUR AND A HALF.

[LAUGHTER] 

(APPLAUSE)

>> ANY QUESTIONS, AS YOU GUYS GET UP TO LEAVE? 

[LAUGHTER] 

>> [INAUDIBLE]. 

>> JUST COME UP. 

>> [INAUDIBLE]. 

>> MY WHAT? 

>> [INAUDIBLE]. 

>> [INAUDIBLE]

[1:13 P.M.]
