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• 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

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

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

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

• Patient Experience (HCAHPS) improvement at Mount Sinai Medical Center

• “Hardwiring Magic” and “Performance Habit”: how to thrive in the 5th Revolution

Introduction Jorge Ismael Torres
Culture Architect
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Performance Habit & the Fifth Revolution: 

Culture Architecture for Human Understanding
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1. Culture Architecture

What is Culture?
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1. Culture Architecture

Why can “walls” create completely different Cultures?

East vs. West Germany North vs. South Korea
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1. Culture Architecture

Let’s explain it with an example…
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1. Culture Architecture

Culture is a consequence of the “Rules of the Game”
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1. Culture Architecture

Different rules = Different Cultures

East vs. West Germany North vs. South Korea
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1. Culture Architecture

Culture comes from Latin “colere”= cultivate, grow 

Growing without Guides
(random shape)

Growing with Guides
(desired shape)

With the right guides we can create the shape we want
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1. Culture Architecture

Organizations must define and communicate clear rules
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1. Culture Architecture

Summary:

- Culture is a consequence of the “rules of the game”
- “Culture Architecture” is about ensuring:

1. Organizations have clear and simple rules 
(processes and expected behaviors) 

2. People are aware and trained on these “rules”
3. There are strong reinforcement and enforcement 

mechanisms to ensure “rules” are consistently followed
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2. The Fifth Revolution

Humans have lost the sense of what being human 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

De-humanization

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

(HR implies humans are just a commodity)
• Everything is a transaction

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
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2. The Fifth Revolution

Minnesota Multiphasic Personality Inventory (MMPI)
Depression scale scores of college students 1938-2007

Source:  A cross-temporal meta-analysis of the MMPI, Jean M. Twenge,  Brittany Gentile, C. Nathan 
DeWall, Debbie Ma, Katharine Lacefield, David R. Schurtz
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2. The Fifth Revolution

Percent of the population with a major depressive 
episode in the past year by age, 2008-2020
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2. The Fifth Revolution

Humans have lost the sense of what being human 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 – 4th Revolution
• Loss of sense of purpose
• Short-term relationships 

(HR implies humans are just a commodity)
• Everything is a transaction

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
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2. The Fifth Revolution

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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3. Human Understanding

Human Understanding
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3. Human Understanding

What is a human?
- “A culture-bearing primate anatomically similar and related to the 

great apes but distinguished by a more highly developed brain and a 
resultant capacity for articulate speech and abstract reasoning”

- Dictionary definitions discuss WHAT human beings are, but they don’t 
address WHO the Human Being is

- Human beings share similar physical attributes. However, each human 
is a completely different person (individual) with a specific way of 
processing information
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3. Human Understanding

Body and mind evolve… the “essence” remains the same
1 month old 10 years old 30’s 50’s

5 years old 20’s 40’s
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3. Human Understanding

What is understanding?

6 9
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3. Human Understanding

This car sells for $95,000 
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3. Human Understanding

Would this car sell for $95,000? 
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3. Human Understanding

What is understanding?

Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

Performance 
Outcome 

(from the company’s 
point of view)

Catalyst (CAHPS)
Real-Time Feedback

Transparency

Human 
Understanding

“Magic” happens when perception is greater than expectation
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4. Performance Habit

How can we consistently ensure the best perception?

Customer 
Expectation

Customer 
Perception

Process Design 
and Resources 

Factor 1
Processes designed 
to meet customers’ 

expectations?

Performance 
Outcome 

(from the company’s 
point of view)

Factor 2
Employees always 

perform as 
expected?

Factor 3
Customers perceive 
a great outcome and 

are satisfied?

Factor 0
Customer Expectations 

are known to most front-
line employees?
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4. Performance Habit

Recipe

Ingredients

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 

Aptitude

Attitude
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4. Performance Habit - Aptitude

Organizations must have effective “on-the-job” training mechanisms

Time

K
no

w
le

dg
e

Knowledge
∆

Training Effectiveness
The “occidental way”

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit - Aptitude

Organizations must have effective “on-the-job” training mechanisms

Time

K
no

w
le

dg
e

Knowledge
∆

Training Effectiveness
The “oriental way”

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit - Attitude

Organizations must focus on "motivation drivers” instead of “Satisfiers”

1) Sense of Belonging
2) Sense of Relevance                                  

(Purpose, Mission, Role’s responsibility) 

3) Sense of Achievement               
(Recognition, Growth, etc.)

Factors for Motivation

Factors for Dissatisfaction
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S i i
 

 

Satisfaction • Salary
• Work conditions
• Supervision
• Company policies
• Job security

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit - Attitude

Human Fulfillment (Hu-Ful)

Satisfaction
(Physical)

Mind
• Sense of Belonging
• Sense of Achievement
• Sense of Growth

Happiness
(Psychological)

So
ul

•
Se
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of
 P
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po
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ns
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of

 R
el
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Joy
(Transcendent)

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit

aptitude and attitude?
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Generals 

Colonels/
 Majors/ 
Captains

Lieutenants/ 
Sergeants

Soldiers

ARMY

4. Performance Habit

Frontline leadership is the most important position in any organization

Strategic & 
Functional

Operations 
Execution

Executives 

Directors/
 Managers

Coordinators/ 
 Front-line Leaders

Front Line Employees

Corporations

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit

55
-

65

Daily/Weekly Dialogues

Guiding Principles & Behaviors

Process Confirmation

Employee Barometer

Rewards and Recognition

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
oa

l: 
“A

lw
ay

s+
 U

su
al

ly
” a

bo
ve

 8
5%

Internal Communication

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 

Leaders need systematic tools to ensure consistent aptitude and attitude
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4. Performance Habit

Leaders need systematic tools to ensure consistent aptitude and attitude

People Patients Performance

Performance
• Safety
• Quality
• Patient Satisfaction
• Problems and 

opportunity areas

People
• Our Purpose
• Guiding Principles
• Recognition 
• Behaviours reinforcement 
• Re-training (One Point Lessons)
• Company News

Patients
• Staff assignments
• Key Highlights (Plan of 

care updates)
• Special instructions/ 

warnings (VIP’s, etc.)

A brief meeting designed to 
help leaders engage with 
their teams, train/ remind 

them of desired behaviors, 
define tasks for the shift, 

analyze performance, 
discuss problems and 

solution ideas

Daily Dialogue

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit

Leaders need systematic tools to ensure consistent aptitude and attitude

Every day, we track 
employee engagement 

by getting an 
employee “pulse”

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 

Daily Dialogue
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4. Performance Habit

Daily 
Dialogue

Improvement
Opportunities

Leaders need systematic tools to ensure consistent aptitude and attitude

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit

A standard “Go & See” 
session to observe how 

processes are being 
performed and to identify 

any deviations or opportunity 
areas. This 1-1 sessions 

results are recorded, tracked 
and analyzed

Process 
Confirmation

Leaders need systematic tools to ensure consistent aptitude and attitude

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit

Leaders execute process 
confirmations based on a 

calendar and register 
results in a tool to keep 

track of progress, problem 
behaviors and employees 

that need attention

Process 
Confirmation

Leaders need systematic tools to ensure consistent aptitude and attitude

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 
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4. Performance Habit

Process 
Confirmation

New Admission
Hourly Round

Call Bell 
Response

Process Confirmation Scores

Example of a 
previously considered 

"underperforming" 
employee, who is now 

the best nurse's 
assistant in her 

department

Consistent execution 
of the recipe+

“Love,” care and 
dedication while 

executing the recipe 

Leaders need systematic tools to ensure consistent aptitude and attitude
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Agenda

1. Culture Architecture

2. Fifth Revolution

3. Human Understanding

4. Performance Habit

5. Final Thoughts 



The 5th Revolution is coming! Need to prepare
• Offer a purpose-driven value proposition and reinforce values and expected behaviors

It’s not magic that makes it work... 
…It’s the way you work that makes it magical

• The “secret” is the consistent execution (aptitude) and love, care and dedication (attitude)
• It’s not the teaching… but the preaching that makes the difference
• To be successful you need to ensure you have great front-Line leaders 

Effective management needs measuring key indicators because…
• …What you don’t measure you don’t track… 

…What you don’t track you don’t control…   
…What you don’t control you can’t improve.



give have



5. Final Thoughts – Compassionate Love

Αγάπη
[agápi]

Eρως
[éros]

φῐλῐᾱ́
[philia]

Στοργή
[storgí]

Erotic, Passionate Love

Brotherly Love/ 
Affection for Things

(Phobia is the opposite)

Family Love
(Parents to children)

Self-Giving / Sacrificing Love
(It is NOT a feeling… It’s a decision: Love in action) 



Questions?



Thank you !!



If need more details:



Jorge Ismael Torres

Performance Habit & the Fifth Revolution: 
Culture Architecture for Human Understanding
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2. The Fifth Revolution

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

(HR implies humans are just a commodity)
• Everything is a transaction

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
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