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The importance of “team mentality” ASIS

+ Transplant leads the way in a team-
based approach

¢ Your program cannot survive without
teamwork

+ Transplant teams are much more than
the surgeons
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What Is a team?

Definition — Merriam Webster

lteamn noun \tém\ P
1. 2 or more animals harnessed to the same vehicle or
Imstrument

2. agroup of animals: as
a) A brood especially of young pigs or ducks
b) A matched group of animals for exhibition
3. A number of persons associated together in a work
or activity
a) A group on one side (as n football or a debate)

b) Crew, Gang

I @ Penn Transplant Institute



What Is a team?
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Definition — Merriam Webster

lteam noun \tem\




What is a team? 7 o\ - ASTS»

Definition — Merriam Webster Merriam-
Webster

2team adjective \tém\ m-w.com

1. Of or performed by a team <a team effort>; also:
marked by devotion to teamwork rather than
individual achievement <a team player>

I & Penn Transplant Institute 6



What i1s a team? ASTS
Definition — (

, BusinessDictionary com

4 Cryer 20,000 Terms. Clear. Concise. Comprehensive

¢ feam

« A group of people with a full set of complementary skills
required to complete a task, job, or project.

« Team members (1) operate with a high degree of
Interdependence (2) share authority and responsibility for self-
management, (3) are accountable for the collective
performance, and (4) work toward a common goal and shared
rewards.

« A team becomes more than just a collection of people when a
strong sense of mutual commitment creates synergy, thus
generating performance greater than the sum of the
performance of its individual members

I & Penn Transplant Institute 7



ARS Question A5

*|f you were in a
human pyramid,
would you rather
be
« Ontop
* On the bottom
* In the middle
* None of the above

I & Penn Transplant Institute
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Building a team

LEVELS OF TEAM BUILDING

I & Penn Transplant Institute



Transplant team levels

erican Soe

Surgical
team

I & Penn Transplant Institute
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What Is a team?




What is a team? ASTSJ

* When you are fresh out of fellowship...

I @ Penn Transplant Institute 12



What Is a team?
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ARS Question 2

1. In my career | wish to

Lead a kidney/liver/pancreas program
Run a lab and do clinical surgery
Become a division chief

Become a department chair

Just get and keep a job

Go to the International Space Station

~® 20T

I @ Penn Transplant Institute
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Building a team AST>>

*Soon...
« You will be asked to lead a project
* You will be asked to fix a problem or improve results
 you will want to do some research

* Eventually...

* You may be asked to lead a
kidney/liver/pancreas/intestine program

* You may be asked to chair an institutional or
national committee

« You will want to organize a new Initiative
*+ Someday...
* You may want to be a chief, director, or chair....

I @ Penn Transplant Institute
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Multidisciplinary clinical teams ASTS**

¢+ “Offensive Line” + “Specialty” teams
transplant teams - Living donor
« Kidney * Incompatible
* Liver * Oncology/HCC
* Pancreas * Vascular access
* |Intestine « Bariatric

16
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Program Leadership

Table of Organization

Dr. Abraham Shaked
Director, Penn Transplant Institute

Diane
Jakobowski
Administrator

Denise DuPont
Mgr. Outreach &
Communicg®

Stacey Doll
Director, Quality
& Regulatory
(Direct Reports = 6)

Kelly Patton
Manager, Support
Operations

Kathy Kratowi
Surgical staff sup.
(Direct report - 3)

Program Clinical

(Direct Reports = 16)

Geri LiBetti,
Director Abdominal
Organ Programs
Direct Reports = 33.5

Lung & Heart/Lung
(Direct Reports = 6)

Heart, H/L & VAD
(Direct Reports = 10)

Heart Lung
Transplant Transplant
Program

Lee Goldberg, MD

Medical Director Primary Surgeon

Abraham Shaked,
MD, PhD
Surgical Director

Rajender Reddy,
MD

Pavan Atluri, MD

Surgical Director Primary Physician

Michael Acker, MD
Primary Surgeon

Medical Director

Transplant
Program

George Makar, MD

Mary Shaw

Clinical Research
Coord. (reports=3)

Pancreas
Transplant
Program

Transplant
Program

Ali Naji, MD, PhD
Primary Surgeon
Surgical Director

Peter Abt, MD
Primary Surgeon

Ali Naji, D

Primary Physician

Medical Director Primary Physician



“Administrative” teams ASTS**

* Administrators are always part of every big team, but
often are a “team within a team”
« Marketing and outreach
* Finance/Budget/Managed care
* Quality improvement
* Regulatory requirements
« Qutcomes analysis and review
« Database, EMR, and IT systems
* New program development

I & Penn Transplant Institute 18



ransplant Operations
‘able of Organization

Diane Jakobowski
Transplant Administrator

Kelly Gallagher

Admin. Assistant

Donna Chojnowski

Director, Clinical
Operations - Heart

Andrew Haas
Manager, Financial
Coordinators

Stacey Doll
Director, Quality
& Regulatory

Kelly Patton
Manager, Support
Operations

Denise DuPont
Mgr. Outreach &
Communication

Transplant . . Patient Service
UNOS &a)lta staff Community Liaison Financial Representatives

)y Coordinators (3) ©) (6.5)

Data Entry Clerks
Scanning

@)

RN Coordinators
(1.5)

Medical Assistants

@

Nurse Practitioners

Nancy Blumenthal
Director, Clinical
Practice - Lung

Nurse Practitioners

4)

Transplant
Assistants

@)

Geri LiBetti
Director Abdominal
organ transplant

Nurse Practitioners

Penn Transplant Institute

@ Penn Medicine

Transplant
Clinical Staff

On-Call Night
/weekend
(3.5) Procurement

Coordinator (3

RN Coordinators PA First Assist
a7 2

Living Donor
Coordinators (3)

Transplant
Assistants



Research teams | ASTS

+ Mentors

¢ Collaborators

+ Students

+ Residents

+ Biostatisticians

¢ Epidemiologists

¢ Technicians

¢ Study coordinators
* Biorepository directors
¢ |IRB submission

¢ Microsurgeons

¢ Lab managers

+ And more....

I & Penn Transplant Institute



Beyond local team: “Team Science” ASTS»

+ Important to think outside the university/institution

+ Partnerships with industry and gov’t organizations

+ Involves young faculty and advances their ideas

+ Must ensure success of junior faculty

¢+ Team science is now being recognized by university COAPs

+ Requires a distributive leadership model

« Team science leaders must sublimate ego and self interest and have
transformative leadership skills
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Team approach to research ASTS

¢ Transplant surgery science research lends

itself to many different approaches using a
team mentality:

» Technical innovations

* Bioengineering

* Public policy e o e
* Business practice

* Global health

* Bioethics

» Education

* These require collaboration beyond the

Department of Surgery and very often
beyond any School of Medicine

I & Penn Transplant Institute 22




The rewards of finding the right team ¢ ASTS

WI55& Murray
1954

LES PRIX NOBEL
1990

THE l' IRST SUCCESSFUL ORGAN TRANSPLANTS
NNNNNN

ooooooooooooo
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Teamwork outside of your little world ASTS

¢ Transplant *Government

organizations - FDA

+ OPO/DSA * HRSA

+ UNOS/OPTN * DHHS

+ SRTR * DoT

. ASTS * CMS

« AST * NIH

. AOPO * Managed Care
* Organ-specific * BCBS

societies * UHC
*International * Kaiser

* More....

socleties



Team building in National/International ASTS 2]

socleties, organizations, studies:
A chance to make a difference

+ Always an opportunity to ﬁ

get involved e
* Meet interesting people g

American Sociely of Transplant S-rgun:

* Expand your horizons OPTN
* Opportunities to see the " [u-

world and see “how they LIFE
do it”

+* Make a difference on
transplantation ]'7

.......

Adult to Adu It
|..|vmg Donor iver
nsplantatio

C h rt Study

I & Penn Transplant Institute 5



Building a team

HOW TO BUILD THE BEST TEAI\/I

I & Penn Transplant Institute
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Looking for the “it” factor ASTS

+ \What are those elusive group
dynamics that characterize high-
performing teams?

+ How do you assemble teams that are
blessed with energy, creativity, and
shared commitment to surpass other
teams?

I & Penn Transplant Institute 27



Getting the right people on the bus ASTSJ

* Find the “right” people already there
« Known strengths and weaknesses
« Determine what they bring to the table
* Find hidden resources and talents

* When looking for new “right” people:

« Resumes and interviews only tell half the story
« Candid references important

I & Penn Transplant Institute 28



Who should be on the bus? ASTS

* Know when to get rid of the “wrong” people
« Know your HR guidelines and rules
* Probationary periods
« Good people on the wrong team
* Find them another area

I & Penn Transplant Institute
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1 S IS-,P‘“J?

an Sociely of Transplant Surgeen

Building a team
FINDING YOUR ZEN...
5 STRATEGIES FOR THE PERFECT TEAM

Freely plagiarized, modified, and added to from

Forbes article by Glenn Llopis
http://www.forbes.com/sites/glennllopis/2012/10/01/6-ways-successful-teams-are-built-to-last/

I & Penn Transplant Institute 30



1. Know how you work

¢ | eadership is the key to
a great team

+ Know your personality

* Know your leadership
style

+Hold yourself
accountable

*Be flexible and modify
your approach if
necessary

Cautious
Precise
Deliberate
Questioning
Formal

Caring
Encouraging
Sharing
Patient
Relaxed

Competitive
Demanding
Determined
Strong-willed
Purposeful

I @ Penn Transplant Institute
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Know your leadership style

ASTS2

American Sociely ol Transplani Swrgeens

Where you
focus your
attention

The way
you take in
information

The way
you make
decisions

How you
deal with the
outer world

ISFP

Performer Composer
Nt ore n A et Cranty hamoncss with wordd
it Ay v BSF TS Vory chmar g, Sorewaart
0 your gty The st PO o) wors wil) et e
Seeut of W oem Ve, . WO B0 SO0 geoteesen
Vrly VOO poope  Excoter? OfF Ve (VOO SOl
W OMIAT W NOMesess. S0EN Targm
| ESFJ ISFJ
Mo A tomemaes. Graoous | ANgn semse of Ouny Uphosion
Pt of TR NI TkaE e of vy yoamon Ofen Y in
bt TR WG (s
coordratng. Mg Do dexctwes, YEALING (UG sty
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sion tend to focus their

d of ideas and impressions.

tend to take in information

* bicture and focus on future

tend to make decisions

and on subjective
2red concerns.

ing tend to like a flexible

jh to life and prefer to keep

I & Penn Transplant Institute
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ARS Question ASTS

*Who used “The Pyramid of Success” to
become one of the best coaches of all time?
* Vince Lombardi
« Sparky Anderson
« John Wooden
« Bobby Knight
 Don Shula
* Scotty Bowman

I @ Penn Transplant Institute
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o A )

John Wooden’s approach to leadership

ican Sociely of Transplant Swrgeens

Success is peace of mind which is a direct result of
self-satisfaction in knowing you did your best to
become the best that you are capable of becoming.

John R. Wooden
Head Basketball Coach, Emeritus, UCLA

COMPETITIVE
GREATNESS

Be at your best when your best
is needed. Enjoyment of a
difficult challenge.

CONFIDENCE

Just being yoursell. Being at Respect without fear. May

ease In any situation. Never come from being prepared and
fighting yoursell, keeping all things in proper

perspective.

CONDITION

Mental-Moral-Physical. Rest,
exercise and diet must be
considered. Moderation must
be pracliced. Dissipation must
be eliminated.

SKILL TEAM SPIRIT

A knowledge of and the ability A genuine consideration for
1o properly and quickly execute others. An eagerness 0
the fundamentals, Be prepared | sacrifice personal interests of
and cover every little detail, glory for the wellare of all.

INTENTNESS

Set a realistic goal.
Cencentrate on its
achievement by resisting all

templations and being
determined and persistent.

ALERTNESS INITIATIVE

Be observing constantly. Stay Cultivate the ability to make

en-minded. Bo eager to learn Jif decisions and think alone. Do
and Improve. not be alfraid of failure, but

learn from it

Practice self-discipline and
keep emotions under control,
Good judgment and common
sense are essential,

LOYALTY

To yourself and to all those
depending upon you. Keep
your sell-respect.

COOPERATION
With all levels of your
co-workers. Listen if you want
1o be heard. Be interested in
finding the best way, not in
having your own way.

ENTHUSIASM

Brushes off upon those with
whom you come In contact,
You must truly enjoy what you
are doing.

Comes from mutual esteem,
respect and devotion. Like
marriage it must not be taken
for granted but requires a
joint effort.

THE PYRAMID OF SUCCESS

There is no substitution for
work. Worthwhile resulls come
from hard work and careful
planning.

@ Penn Transplant Institute
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Know your leadership style ASIS»

There is no one right style of leadership

sér
+ » Stable

° Delegative
Environment

'a High
growth or -
changing Authoritarian

environment

Environment Authoritarian Authoritarian
in crisis

Inexperienced Capable Expert
subordinate subordinate subordinate

The leadership style that you use depends on the needs of the

person you are leading and the needs of the environment.

I & Penn Transplant Institute 35



2. Get to know your team ASTS

¢ Food and drink builds
camaraderie

+ Care about their needs ,
Learn their talents
¢ Foster ideas

& Penn Transplant Institute 36



Pieces of the puzzle

ASTS 4

an Sociely of Tran

I % Penn Tra (2 o=

Visionar

__aPress.. IT
ccretary Nerd

Program
builder

Topnotch Energizer

Teacher 3 Ybunny

Amazing
Techni
Surge_o»n

Downlo: dfm

Dre: rntlm m

Brilliant
scientist

Superb |
Comedian_ Jigflef: _
 physician |

| Q‘\(’ G 34485818

Aarrows | Dreamstime.com

*The creative (and fun) part of team building
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3. Define goals, roles, respon5|b|I|t|esASTS

+ Get everyone excited about a common goal

* Determine which puzzle pieces are needed

« Example: Starting a new outreach clinic
— Why do it?
— Physician, nursing, coordinator roles
— Building collaborative partnerships
— Financial assessment
— Time management
— Organizing clinic space
— Marketing of the new program
— Implementation

*Once you know the goals and needs you can
then assign roles and determine team
members (because you know the players)

I & Penn Transplant Institute 38



4. Give feedback, acknowledgement ASTS*’

*Be proactive and generous with
feedback (formal and informal)

+ Glve constructive criticism,
advice, and praise

*Don’t wait until it is just
negative feedback

*No cookie cutter approach

« Everyone handles feedback
differently

+* Also GET feedback

« Don’t get defensive

* Be ready to change to make
things better

I & Penn Transplant Institute
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5. Always celebrate success ASTS»
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Building a team

SO WHAT?

P

4
Ay
|

I & Penn Transplant Institute

41



Final thoughts from an (almost) dead president

+ Join a well-balanced team
* Find your “niche” in that team
* Learn from successful team leaders within that team
« Keep eyes open for opportunities that highlight your strengths

+ Within that team, create your own team(s)
« Build teams that address your goals and make your efforts successful
* Find the strengths in others
« Be flexible in your approach

¢ There are always positions for well-trained, talented,
Innovative transplant surgeons who are team players
« Academic productivity improves marketability
« Versatility improves marketability
« Leadership opportunities improve marketability
« Collaborative efforts demonstrate team player mentality
« Your first position is not your final position, initial impressions matter

I & Penn Transplant Institute 42



Questions?

DEAD

PRESIDENTS
LSOCIETYI

I @ Penn Transplant Institute
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