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Introduction

 25+ years of business and culture transformations experience in 15 countries

 Mechanical and Electrical Engineer  Passion for knowing how things work

 Exposed to many different cultures  People can behave differently (environment)

 MBA specialized in Organizational Behavior  How to design/transform cultures

 Responsible for airline merger (55K employees) Worked with Disney Institute

 Disney Training  Read Fred Lee’s “If Disney Ran Your Hospital: 9 ½ Things…” 

 9 ½ Things  Introduction to Healthcare (similarities to the airline industry)

 Mount Sinai Medical Center  Patient Experience (HCAHPS) Improvement

 “Hardwiring Magic”  Human-Centered design, execution and monitoring

Jorge Ismael Torres
Culture Architect
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The Health 
industry is 
experiencing a 
challenging 
environment, 
driven by 6 
major trends

Demographic and workforce changes
Baby boomers retiring while Millennials are joining the workforce

Higher Patient Expectations
Informed, empowered and entitled: Demand personalization and care effectiveness

Innovation
New models like telemedicine, RPM, artificial intelligence for diagnosis, etc.

Competition
New players/business models (e.g., startups + technology with new mentalities)

Integration and Regulation
Worldwide trend towards a closer relationship between insurer and provider

Steady growth of health costs 
National health spending to grow at ~5.4%/year for 2019-28 ($6.2 trillion by 2028)
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Patient expectations continue to increase
Expectations of Healthcare vs. Other Industries
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Nurses attitude toward your requests

How well staff worked together to care for you

Overall cheerfulness of the hospital

How well nurse kept you informed

Response to concerns/ complaints made during your stay

Amount of attention paid to your personal and special needs

Staff’s effort to include you in decisions about your treatment

Staff sensitivity to the inconvenience of hospitalization

Skill of the nurse

Friendliness of the nurse

Behavioural drivers 
Skill drivers

Mail-in survey questions (out of 48) that correlated most highly with “likely to recommend”

Top 10 drivers of Patient Satisfaction

Patient perception is driven by interactions with employees
We depend on all stakeholders in a patient’s treatment to behave properly
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Engaging Patients and Employees in the 5th Revolution

Bridging the Gap

Human-Center Designed mechanisms ensure effective interactions to create an empathetic, 
compassionate and engaging experience for both patients and employees

Addressing the relentless 
business challenge of 

demographic and 
workforce changes
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Engaging Patients and Employees in the 5th Revolution
In the last 230+ years, humans have lost the sense of what being humans is supposed to be 

Before 1st Revolution
• Strong sense of purpose and belonging
• Expected Outcomes
• Personal time (fam/friends, community, spiritual)

• Enjoyed the fruit of their work

1st Revolution
Mechanization

~1784
Steam Power

2nd Revolution
Mass Production

~1870
Electricity and 

Combustion Engine

3rd Revolution
Automation

~1969
Electronic Systems

and Computers

4th Revolution
Cyber Physical

Today
Information as commodity

Internet of Things

De-humanization

5th Revolution
Humanistic

Near Future
Relational vs. Transactional

Technology in service
of humanity

Re-humanization

5th Revolution
• Strong sense of purpose/relevance 

(greater purpose)

• Strong sense of relationships
• Personal time

1st – 4th Revolution
• Loss of sense of purpose
• Short-term relationships 

(HR implies humans are just a commodity)

• Everything is a transaction

https://real-leaders.com/a-5th-industrial-revolution-what-it-is-and-why-it-matters/
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Engaging Patients and Employees in the 5th Revolution
To compete, organizations must systematically evolve from transactions to transcendental 
purposeful relations in order to motivate and engage patients and employees

From
TRANSACTIONS

“You give me your hours and I’ll give you a check” 
“Anyone is replaceable” 

To
PURPOSEFUL RELATIONS

“We’ll help you in your road to your personal purpose while 
you also help us achieve our organization’s purpose”

1970’s
Family Focused

1990’s
Healthcare provider focused

2000’s
Patient focused

Now
Relationship focused
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“MAGIC” happens when perception is better than Expectation

Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Human-Center Designed mechanisms are required to effectively manage these Gaps

Systematic Human Understanding in the 5th Revolution
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Understanding each patient helps the design of processes that “individualize” experiences 

Gap 0: Human Understanding

Customer 
Perception

Process Design 
and Resources 

Performance 
Outcome 

(from the company’s 
point of view)

Customer 
Expectation

Human Understanding
What are our patients’ expectations?
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Understanding expectations is key to design robust processes for individualized experiences

Gap 0: Human Understanding

Customer 
Perception

Process Design 
and Resources 

Performance 
Outcome 

(from the company’s 
point of view)

Customer 
Expectation

Copyright © NRC Health

Human Understanding
What are our patients’ expectations?

Patient Journey and touchpoints mapping
vs. individual needs and challenges
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Copyright © NRC Health

Gap 0: Human Understanding – Personalized care
Understanding Aly’s goals, preferences, and perspectives turns the visit into a meeting between experts.
The personal connection builds trust and real engagement, enhances care, and returns joy to practice.

Biggest pressure or worry (population view)

41,262 segments from 30,021 responses 

7%
10%

14%
17%

29%

COVID
Finances

Work
Health Issue

Family/Friends

Showed care and concern+ 16
Showed interest in my ideas+ 14
Treated me with respect+ 13
Spent the right amount of time with me+ 11
Randomized controlled trial (JGIM 2021)

absolute 
percentage 
point gains
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Gap 1 and 2: Process Execution Performance

Customer 
Expectation

Robust systematic processes are needed to efficiency performance and results sustainability  

Customer 
Perception

Process Design 
and Resources 

Performance 
Outcome 

(from the company’s 
point of view)

GAP 1
Processes designed 
to meet customers’ 

expectations?

GAP 2
Employees

always perform
as expected?
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Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Recipe

Ingredients

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 

Gap 1 and 2: Process Execution Performance
Robust systematic processes are needed to efficiency performance and results sustainability 

Aptitude

Attitude
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Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Gap 2: Process Execution Performance
We must understand who our employees are in order to create engagement and motivation

Aptitude Attitude
Consistent 
execution

“Love,” care and 
dedication+

Human Understanding
What are our employees’ expectations? 

• Who are our employees?
• What do they need/want?
• What motivates them?

• What perception do they have?

Consistent execution 
of the recipe+

“Love,” care and dedication 
while executing the recipe 



2022 NRC HEALTH SYMPOSIUM

Gap 2: Process Execution Performance
We must understand who our employees are in order to create engagement and motivation

Human Understanding
• What motivates our employees?

The ally within: activating employees in the battle to 
engage consumers – Ryan Donohue

25th Annual NRC Health Symposium – Nashville, Tennessee – Aug 14─16, 2019

Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Consistent execution 
of the recipe+

“Love,” care and dedication 
while executing the recipe 
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Gap 2: Process Execution Performance
Organizations must focus on “motivation drivers” instead of “Satisfiers”

Factors for Dissatisfaction

M
ot

iv
at

io
n

- +-

+

1) Sense of Belonging
2) Sense of Relevance                                  
(Purpose, Mission, Role’s responsibility) 

3) Sense of Achievement               
(Accomplishing Goals, Recognition, Growth)

Factors for Motivation

• Salary
• Work conditions
• Relationships

• Supervision
• Company policies
• Job security

Satisfaction

Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Consistent execution 
of the recipe+

“Love,” care and dedication 
while executing the recipe 
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55-
65

Daily/Weekly Dialogues

Guiding Principles & Behaviors

Process Confirmation

Employee Barometer

Rewards and Recognition

You talked… we listened 
(improvements)

26%
46%

35% 24%

70%
80%

54%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Before Hardwiring Magic
Always Usually Sometimes Never

65%
76%

66% 69%
79%

87%
77%

20%

30%

40%

50%

60%

70%

80%

90%

100%

After 12 months of Hardwiring Magic

There is a great 
environment. 

The team trusts 
and respects 

everyone. 
There is open 

communication

My leader 
spends time to 

listen to my 
suggestions 

and helps me 
to improve my 

skills

My leaders 
recognize me 
when I do a 

good job. There 
is an incentive 

to improve

I receive the 
necessary 

training to do 
my job. I feel I 
keep learning 
and growing 

professionally

I clearly 
understand the 
impact my job 
creates in the 

performance of 
my Company

I am proud to 
tell my family 

and friends that 
I work at my 

Company

I have all the 
required 

resources, tools 
& equipment   
to do my job 
the best way

Basic Needs Leader’s 
Support Team Recognition Development Work 

Relevance Commitment

Basic Needs Leader’s 
Support Team Recognition Development Work 

Relevance Commitment

G
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l: 
“A
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” a
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 8
5%

Gap 2: Process Execution Performance
We need systematic mechanisms that address sense of belonging, relevance and achievement

Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Consistent execution 
of the recipe+

“Love,” care and dedication 
while executing the recipe 
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Gap 2: Process Execution Performance
Process Confirmation: Developing sense of growth and achievement one employee at a time

Process Confirmation
Customer 

Expectation
Customer 

Perception
Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Consistent execution 
of the recipe+

“Love,” care and dedication 
while executing the recipe 
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Gap 2: Process Execution Performance
Process Confirmation: Developing sense of growth and achievement one employee at a time

Example of Laura, a formerly “Low Performer” PCT, who 
is now one of the best employees in her unit

Process Confirmation Scores

Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

GAP 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

GAP 2
Employees

always perform
as expected?

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

GAP 0
Customer Expectations 

are known to most front-
line employees?

Consistent execution 
of the recipe+

“Love,” care and dedication 
while executing the recipe 
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Process Design 
and Resources 

Performance 
Outcome 

(from the company’s 
point of view)

Gap 3: Customer Perception

Customer 
Expectation

Ongoing results and feedback tracking is key for effective Continuous Improvement

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

Customer 
Perception
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Process Design 
and Resources 

Performance 
Outcome 

(from the company’s 
point of view)

Gap 3: Customer Perception

Customer 
Expectation

Reputation is a “Big Three” Selection Factor for Consumers

GAP 3
Customers perceive 
a great outcome and 

are satisfied?

Customer 
Perception

57.9

76.5

76.6

83.7

85.1

86.8

Family/Friends Recommend

Previous Experience w/ Hospital

Conveniently Located

Your Doctor Recommends

Reputation of Hospital

Hospital Accepts Insurance

How important would the following factors be 
to you when selecting a facility? 
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Gap 3: Improve Experiences – Ensure follow-up
The experience that Aly shares helps the organization learn and improve within 48 hours.
Service improvement and focused recovery contribute to personalized experiences, individually and at scale.

Alissa (Aly) Sample

Receptionists shouldn’t call out 
personal information so loudly!

7
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Process Design 
and Resources 

Performance 
Outcome 

(from the company’s 
point of view)

Systematic Human Understanding in the 5th Revolution

Customer 
Expectation

Customer 
Perception

• Catalyst (CAHPS)
• Real-Time Feedback
• Transparency

Human 
Understanding

NRC provides tools that generate full understanding of our patients and their perceptions
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Patient Experience
Human Understanding – Proven Results

75.2

67

80.6

71.9

Nurse Communication Overall Rating

Six-hospital NRC Health partner HCAHPS results: 
Pre/post clinical outreach in the IP setting
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Patient Experience
Human Understanding – Proven Results

  

   

   

  

Overall ED Promoter
(Top Box)

Overall ED Satisfaction
(NPS)

MD Comm - Promoter

MD Comm NPS

50

55

60

65

70

75

80

Apr May Jun Jul

Overall ED Satisfaction (NPS) vs. MD Communication

+17%
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Human Understanding – Proven Results
HCAHPS at Mount Sinai Medical Center 
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Human Understanding – Proven Results
HCAHPS at Mount Sinai Medical Center 
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P e r f o r m a n c e  Y e a r s 2 0 1 4  - 2 0 2 2 *
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Human Understanding – Proven Results

NPS
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In Summary

• The 5th Revolution (Humanistic) is coming very fast

• Human Understanding provides a competitive advantage 
by engaging and motivating patients and employees

• Human Understanding provides systematic mechanisms to 
permanently evolve from transactions to relations

• It’s much simpler than some believe - There is no need for 
a major “transformation/reengineering.  
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Getting Ready for the 5th Revolution

Jorge Ismael Torres | Culture Architect 

Human Understanding as a 
Key Competitive Advantage 
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Human Understanding Program

She is known by 
everyone in the 

organization

“I’m a little worried 
about how diabetes will 
affect my pregnancy.”

She can share 
how to do better 

next time

“It’s frustrating when 
people assume I have 

a husband.”

She gets
help when

she needs it

“I never got my test 
results. Can someone 

please call me?”

She can help others 
find the same great 
care she received

“Would you be willing 
to share your review 

on Google?”

…to help everyone at your organization    
treat each patient as a unique person.

Capture what matters most before, during, 
after, and outside of clinical encounters…

She can help design 
services that matter 

most to her

“Would you provide 
feedback on ideas for our 
new maternity service?”

© NRC Health 33
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Gap 3: Customer Perception
A standardized process across Mount Sinai 

ISSUES 
RESOLVED

EDUCATION ABOUT 
DISCHARGE CALL

Specific Patient 
Issues Resolved

DATA AGGREGATED FOR PROCESS IMPROVEMENT

Staff are Engaged 
Through Recognition

Root Cause and Sentiment Analysis to Improve 
Delivery of Care for Future Patients

PATIENT 
DISCHARGED

PATIENT CALLED 
WITHIN 72 HOURS

HIGH RISK PATIENTS 
TRIAGED (15-20%)
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Readmissions
Human Understanding – Proven Results

11.5
9.4

System
Readmission Rate

Hospital 1 Hospital 2 Hospital 3 Hospital 4 Hospital 5

Readmission rates pre/post clinical outreach in the IP setting 
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The value of being treated “as a person, not a number”
Human Understanding – Proven Results
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ENABLED PRESCRIPTIVE 
PROCESS IMPROVEMENT

Reports gave clear path to improve –
HCAHPS Care Transitions 

Composite improved 5.6% points.

CONTACTED 100% 
OF PATIENTS 

Leveraged technologies to contact 
100% discharged to home within 24-

72 hours – 52% response rate.

Instant alerts and workflow created 
efficient follow-up and 15% fewer 

readmissions among participants.

RESOLVED ISSUES AND 
REDUCED READMISSIONS

“Where Transitions is really valuable to me is in it’s data. We don’t have to 
guess anymore at problems. We can identify them with quantifiable precision.” 

—Karen E. Doyle, SVP, Nursing and Operations

University of Maryland: Clinical Outreach Impact on HCAHPS and Readmissions 



2022 NRC HEALTH SYMPOSIUM

Houston Methodist: Clinical Outreach Impact on Readmissions 

© NRC Health 38

PARTICIPANT

8% 
Readmitted

NON-PARTICIPANT

12.5% 
Readmitted

Patients that receive the Transitions call are 32% less likely to readmit

“Through this program, we have been able to 
identify and resolve medication-related issues 
in a timely manner through patient education 
and collaboration with physicians, retail 
pharmacies, and insurance companies, to 
address medication concerns and provide 
financial assistance.” 

—Rafael Felippi, PharmD, BCPS, Houston Methodist



2022 NRC HEALTH SYMPOSIUM

The importance of being treated “as a person, not a number”

Source NRC Health’s Market Insights Dec 2021 / Jan 2022

Did everyone treat you as a unique person? 

 The odds of being a Promoter are 13 times higher 
if patients answer ‘10’ (yes, everyone did).

 The odds of being a Detractor are 15 times higher 
if patients answer ‘0’ (no, no one did).

Treating patients uniquely drives NPS:
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Proven outcomes: Patient feedback data to improve delivery of care

© NRC Health 40

0%
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8%

10%

12%

14%

16%

50%

55%

60%

65%

70%

75%

Year 1 Year 2 Year 3 Year 4

Clinical Outreach : HCAHPS impact on identifying patients with service 
issues

Would Recommend Hospital Rating % of patients with service alerts
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