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If you can find a path with no obstacles 
it probably doesn't lead anywhere



Culture 
eats 
strategy



¬And I really don  t think

there is much we can do
so it s not really a factor

during the flight because 
there is not much
we can do about it.º

Linda Ham, MMT Leader
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www.phillipskay.com

Why do good 
intentions
generate 
unintended 
consequences ?





The process we use to get to the future is the 
future we get.
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Provi sions
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  11 0 2 , 1 201 ,  2 0 0 6,  31 3 7 , 3 201 , 33 0 1 , 

6 0 01 ,  90 0 1, 90 1 0 , 9 014 , 90 2 3,   1 02 0 1 , 

1 0 31 7 , 1 0 32 3,  1 03 2 4, 1 0 50 2 ,   1 0 6 01 , 

1 090 1 , 1 0 905 ;  HCERA   1 1 0 1,   110 3 ,

1 1 06 ,  12 0 3, 1 40 6

BENEFI CI ARI ES: 

Mut ual of  Omaha (NE);
Drug Cos; N J Drug Cos;

AARP; Libby  Montanans;

Physician-Owned H ospit als;
Un iv. of  CT; Medigap Plans;

Longshoreman Health Plans;  
Medicaid: HI , LA, MA, TN, VT;    

Medicare: CT, FL, MI , MT, ND

New Governm ent

AGI: Adjusted Gross Income

AHRQ: Agency for Healthcare Research and Qual ity

CDC: Centers for Disease Control & Prevention

CHIP: Childrenõs Health Insurance Program

CLASS: Community Living Assistance Services & Supports

CMS: Centers for Medicare & Medicaid Services

CO-OP: Consumer Operated & Oriented Program

FFS: Fee-for-Service

FSA: Flexib le Spending Arrangement

GAO: Government Accountabili ty Office

HCERA: Health Care & Education Reconcil iation Act

HHS: Health & Human Services Department

HSA: Health Savings Account

IPAB: Independent Payment Advisory Board

IRS: Internal Revenue Service

MA-PD: Medicare Advantage Prescr iption Drug

MedPAC: Medicare Payment Advisory Commission

MERD: Medical Ear ly Risk Detection

EALORS: Executive Auxiliary Linked Office Regional Systems 

MEWA: Multiple Employer Welfare Arrangement

NAIC: National Association of Insurance Commissioners

NIH: National Institutes of Health

PCORI: Patient-Centered Outcomes Research Institute

PPS: Prospective Payment System
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Out-of-Pocket 

Expenses
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Mandates, Regulations,
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òExcessive 
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ÄÄ1001, 10101

Pati ents

Medicare

Payroll Tax

Increase: 0.9%
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HCERA Ä1402

Flexib le Spending 

Arrangement
Ä9005, 10902; HCERA Ä1403

Only 

Medical Expenses
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Ä9013

FSA 

Contr ibution

Limit: $2,500
ÄÄ9005, 10902; 

HCERAÄ1403

Risk

Corridors
Ä1342

Large Business 

Employees
Ä1511, 1512

Small Business 

Employees
Ä1512

MEWA

Health Plans
ÄÄ1301, 6605

Self-Insured 

Health Plans
Ä1301

Small Group 

Market
Ä1301, 1304, 1342Individual Market

Ä1201, 1301, 1304, 1342

10% 

Tax On 

Indoor Tanning 

Services:
ÄÄ9017, 

10907

W2 

Health 

Insurance

Disclosure
Ä9002

I ndi v i dual  

M andate: 

Buy Health 

Insurance
ÄÄ1501, 10106;

HCERA ÄÄ1002, 1004

Em pl oyer  

M andate: 

 Provide Health 

Insurance
ÄÄ1513, 10106; 

HCERA Ä1003

Mandatory 

Worker Auto-

Enrollment
Ä1511

Small 

Business

Health Insurance 

Tax Credit
ÄÄ1421, 

10105

I nsurance 
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Health Insurance 

Companies

Mandates, Regulations,  

Required Benefits, & 

Taxes
ÄÄ1001, 1201, 1252, 1301, 1334, 1341, 

3311, 9001, 9010, 10101, 10104, 10901, 

10905; HCERA ÄÄ1401, 1406

Employers

Mandates, Regulations, 

& Taxes
ÄÄ1511, 1512, 1513, 9001, 9002, 

10106, 10901; HCERA ÄÄ1003, 1401
Demonstra-

tion Program

Ä3001

Pub lic Data 

Disclosure 

System

Ä3006, 

10301

FFS 

Accountable 

Care 

Organizations 

Program
ÄÄ3022, 10307

Community-

Based Care 

Transitions 

Program
Ä3026

Hospital 

Quali ty 

Reporting 

Program
Ä3004, 3005

Medicaid 

Health Home 

Program
Ä2703

Federal 

Coordinated 

Health Care 

Office
Ä2602

Medicaid 

Quality 

Measurement 

Program
Ä2701

State-

Specific Adult 

Health Quality 

Measures
Ä2701

Medicaid 

Expansion: 

+16 mil lion
ÄÄ2001-2004

CBO Cost Estimate,

3/ 20/ 10

State 

Medicaid 

Agencies
ÄÄ2602, 2701, 2703, 

3011

Medicare

Cuts: $528.9bn
(includes MA cuts)

Title III; 

CBO Cost Estimate,

 3/ 20/ 10

Medicare 

Advantage 

Cuts: $205.9bn
ÄÄ3201, 10318; HCERA 

Ä1102; CBO Cost 

Estimate, 

3/ 20/ 10

Subsidy: 

Medicare Part D 

Drug Program 

òDonut Holeó
Ä3301; HCERA 

Ä1101

Hospital 

Compare 

Website

Ä3001

Hospi tal

Value-Based 

Purchasing  

Program
ÄÄ3001, 10335

Center

for Medicare

& Medicaid 

Innovation
ÄÄ3021, 10305, 

10306

Physician 

Value-Based 

Payment 

Modi fier
ÄÄ3007

Annual Fee
Ä9008; HCERA 

Ä1404

Hospitals
ÄÄ1311, 3001, 10335

Skilled Nursing 

Facili ties
ÄÄ3006, 10310

ÄÄ3006, 10301

Ambulatory 

Surgical Centers
ÄÄ3006, 10301

Home 

Health Agencies
Ä3006

Medical Device 

Manufacturers
ÄÄ9009, 10904; 

HCERA Ä1405

Pharmaceutical 

Companies
Ä9008; HCERA Ä1404

Inpatient 

Rehabi li tation 

Facili ties
Ä3004

Hospice 

Programs
Ä3004

PPS-Exempt 

Cancer Hospitals
Ä3005

Medicare 

Administrative 

Contractors
Ä3311

Health Industry

Mandates, Regulations, 

Taxes, & Payment Cuts
ÄÄ1311, 3001-3006, 3311, 9008, 9009, 

10327, 10331, 10335, 10904; HCERA 

ÄÄ1404, 1405

Long-Term

Care Hospitals
Ä3004

Medical 

Device

Excise Tax
ÄÄ9009, 10904; 

HCERA 

Ä1405

I PAB
Ä3403, 10320

IPAB 

Consumer 

Advisory 

Council
ÄÄ3403, 10320

Medicare 

Part A Trust 

Fund
Ä3026, 3403, 

6301,9015

Medicare 

Part B Trust 

Fund
Ä3026, 6301

Public

Health Quali ty & 

Efficiency Measures 

Development

Program
ÄÄ3013, 10304

Hours of Service 

Determination 

for  Calculating 

Employer Mandate 

Penalty
ÄÄ1513, 10106

Rules for 

Insurance 

Claims Appeals
Ä1001, 10101

Health 

IT Policy 

Committee
Ä1561

Office of 

Personnel 

Management
ÄÄ1334, 10104

President
ÄÄ 3012, 3024, 3403, 4001,

 8002, 10320

Cures 

Acceleration 

Network 

Review Board

Ä10409

National 

Diabetes 

Report Card 

Program

Ä10407

CLASS 

Independence 

Benefi t Plan
Ä8002

CDC
ÄÄ1001, 4003, 4004, 

4102, 10407

NIH
ÄÄ4305, 6301, 

10409

National 

Partnership on 

Prevention & 

Heal th 

Promotion
Ä4004

National 
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How do systems work?



Structure

ProcedurePolicy

In traditional change programmes, we tend to focus on the material forms of the system 

we seek to change. Reorganisation of structure, new policies, or the imposition of new 

procedures.  This tends to produce unintended consequence of the wrong kind.

© Myron Rogers 1997

The phenomena of 
organisation:



All structure is interpreted through Identity. We make sense of the world through who we are 

and what really matters to us.  Our actions are congruent with this Identity.  Transformative 

change is therefore a change in Identity.  To truly achieve this change means changing the 

quality of our relationships, our access to information, and generating a shared sense of 

what is significant, what really matters. 

Identity

RelationshipsInformation

© Myron Rogers 1997

Emerge from the 
dynamics of organizing:



Meaning

TrustAction

With a shared identity, a sense of what matters and why, people can make sense of their 

world and take action that is congruent with the outcomes we desire.  Trust emerges as 

people work together as peers in shared work.

M

Which create the 
capacity for change and 
organization:



Structure

RelationshipsInformation

© Myron Rogers 2012

Policy Procedures

Meaning

Action Trust

Identity
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Self-Organising Systems: 
The Dynamics of Living

A living system preserves its identity.

It will change in order to preserve it.
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What are 
Communities of 
Practice ?



CecosesolaVenezuelan Cooperativa



Communities of Practice:

ωNothing newτhow practice is already created, 
developed and transmitted.

ωLearning seen as social and contextual 

ωAffirmative:  works with what s working

ωMakes the invisible visible (tacit knowledge becomes 
explicit)

ωWorks with the power of peer-to-peer networks



domain

communitypractice

Communities of 
Practice The attractor

Purpose & Identity
The field of inquiry

What do we do?
Methods, tools, 
processes
Innovation, experiment

The network of 
knowledge and 
relationships



People 
with a 
passion 
for 
practice.



Communities of Practice

come ALIVEwhen they 
ŎƻƴƴŜŎǘΧ

Passion

for 

Practice

to

Service



Some Principles:

ωPractices are best learned by 
peers doing in shared work.

ωCoP s reside in authentic work 

ωCoP s nourish the network of relationships.

ωCoP s eliminate fragmentation by connecting the 
system to more of itself.

ωCoP s provide members with access to the 
intelligence that is already in the system.



The content and 
qualityof the 
conversation among 
the adults in the 
system determines 
the quality of care 
for those we serve.
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Questions about Identity

WhatΩs the system?

Does it know itself as a system?

Does it have access to itself?

What really matters?
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DǊŜƎƻǊȅ .ŀǘŜǎƻƴΥ ά¢ƘŜ ǊǳƭŜǎ ƻŦ ǘƘŜ ǳƴƛǾŜǊǎŜ ǘƘŀǘ ǿŜ ǘƘƛƴƪ ǿŜ ƪƴƻǿ ŀǊŜ ōǳǊƛŜŘ ŘŜŜǇ ƛƴ ƻǳǊ 
ǇǊƻŎŜǎǎŜǎ ƻŦ ǇŜǊŎŜǇǘƛƻƴέΦ

Cognition
How do we know what we know?

© Myron Rogers, John Atkinson 2005, 2015
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Self-Organising Systems: 
The Dynamics of Living

! ƭƛǾƛƴƎ ǎȅǎǘŜƳ ǇǊŜǎŜǊǾŜǎ ƛǘǎ ǇŀǘǘŜǊƴ ƻŦ ƻǊƎŀƴƛȊŀǘƛƻƴΧ
its network of relationships



Myronôs Maxims
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People own what they help create

Real change happens in real work

Those who do the work do the change

Connect the system to more of itself

Start anywhere follow it everywhere

The process you use to get to the future is the future you get

© Myron Rogers 



Ce quôon cr®e nous appartient

Le vrai changement se fait dans le vrai travail

Côest ceux qui travaillent qui font le changement

Multiplier en permanence les connexions internes

Commencer nôimporte o½ mais continuer partout

Le processus pour arriver au futur est le futur qui arrive

The Phillips Kay Partnership Limited
www.phillipskay.com

Myronôs Maxims
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Χǘƻ ŎǊŜŀǘŜ ǘƘŜ ŎŀǇŀŎƛǘȅ
for people to do for themselves
most of what has been
done to them



Thus the work is to enter 

into a world of 

shared significance.
Francisco Varela,

neurobiologist



The Design Café

What are we trying to do?

How do we need to do it?

Who needs to do it?

How will we know?





© Myron Rogers, 2005



© Myron Rogers, 2005



© Myron Rogers 2005


