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PRAISE FOR NURSING-LED SAVINGS
“This wonderfully rich and highly relevant resource is applicable for im-
provement initiatives in a variety of healthcare settings. The book is filled 
with practical and effective strategies for staff engagement, from the first 
steps in defining a problem through sustaining meaningful change. Sample 
tools, communications to team members, and methods for inspiring enjoy-
ment while doing the work are useful for all teams getting started on their 
improvement journey.”

–Frances J. Damian, MS, RN, NEA-BC 
Director of Nursing/Patient Services 

Emergency Services, Boston Children’s Hospital 

“A compelling read for all healthcare providers. The authors share their 
ambitious vision, associated concepts, and real-life examples of their value-
creation journey on the frontlines of healthcare delivery. Everything is 
provided, including their framework and actual templates. No stone goes 
unturned in addressing the necessary cultural and operational aspects of this 
transformational project. After reading this book, executives and clinical 
nurses will better see the value proposition through each other’s eyes.” 

–Christopher D. Masotti, CPA, MBA 
Vice Dean of Finance and Operations 

Perelman School of Medicine, University of Pennsylvania

“The authors use an innovative strategy to engage clinical nurses in financial 
savings. The transformational CHOP framework empowers nurses with the 
mind-set, culture, structure, and process to continuously remove clinical sup-
ply waste. The success factors and improvement tools shared are best practice 
models for replication in any healthcare setting. Nursing-Led Savings will 
ignite nurses with invaluable skills to elevate quality while simultaneously 
reducing cost—our collective mandate for affordable healthcare!”

–Nancy Dunn, MS, RN 
Clinical Excellence Coordinator, Salem Health
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“This book is a must-read for every healthcare executive and anyone else 
interested in improving the healthcare value proposition by reducing nonla-
bor expenses. Through highlighting their methods and successes at Children’s 
Hospital of Philadelphia, the authors produced a practical, easy-to-read, and 
informative quality improvement primer. No matter where you are on your 
personal understanding of improvement science and change management, 
you will learn something new from this book.”

–Rustin B. Morse, MD, MMM 
SVP, Quality and Safety 

Chief Quality Officer 
Interim Chief Clinical Officer 

Children’s Health System of Texas

“This book is the product of the perfect blend of leadership from all perspec-
tives working together to make a difference. The authors put together a 
wonderful blueprint that combines leadership, quality, empowerment, and 
fiscal responsibility to inspire others to action. By working through failures, 
opportunities, research, and achievements, the CHOP model sets the stage for 
success. A must-read for all nurses and a great resource to share with other 
healthcare professionals!”

–AnnMarie Papa, DNP, RN, CEN, NE-BC, FAEN, FAAN 
Vice President & Chief Nursing Officer 
Einstein Medical Center Montgomery

“Nursing-Led Savings is an imaginative approach to cost savings in an 
ever-changing healthcare industry. It’s a unique look at initiating those sav-
ings at the bedside and how to engage staff in the process. I highly recommend 
this book for all levels of hospital personnel.”

–Kellie C. Dyer, MBA 
Director, Supply Chain 

Valley Children’s Healthcare
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“It makes sense to have nurses lead savings initiatives within their hospitals. 
This is not just about putting nurses on another committee and telling them 
to go save money. It is an innovative approach that combines real-world 
nursing experience with the latest savings strategies in the healthcare world.”

–Robert Yokl 
Senior Vice President of Operations 

SVAH Solutions
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FOREWORD
If you want to get something done, ask a nurse. If you want 
something done right, ask a nurse. That’s what we did at 
Children’s Hospital of Philadelphia (CHOP): We asked our 
nurses to help us become more responsible stewards of our 
resources. We asked them to help us find ways to cut costs 
and become more efficient. And they delivered, offering in-
novative and effective ideas that we are now putting into 
practice in our hospital and across our Care Network. We 
have reduced the cost of care, and our patient-families are 
seeing the benefits because we are able to pass some of these 
savings on to them. 

At CHOP, we spend a lot of time focused on scenario plan-
ning, and finances are always an important part of these 
discussions. I believe that the one thing all hospitals and 
healthcare organizations can do to ensure their success in 
any future scenario is to lower costs. Yet very few know how 
to do this—and an even smaller group have asked nurses to 
lead the charge. 

I am proud that CHOP is part of this group, and I am 
thrilled that our nursing team has written this book to share 
their insights and expertise. Whether you are a clinical 
frontline staff or an executive leader—I started at CHOP as 
a nurse in 1983, so I am familiar with both roles—this book 
will help you empower your teams to create change. Because 

© 2020 by Children's Hospital of Philadelphia. All rights reserved.
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nurses are on the front lines of patient care, they have the 
best ideas for improving how hospitals work. They simply 
need a practical how-to guide like this one to help them put 
their ideas into action.

–Madeline Bell
President and CEO 

Children’s Hospital of Philadelphia

© 2020 by Children's Hospital of Philadelphia. All rights reserved.
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INTRODUCTION
“Unless someone like you cares a whole awful lot,  

nothing is going to get better. It’s not.” 
–Dr. Seuss

We would like to formally welcome you to our book. Yes, we 
started with a Dr. Seuss quote. We can’t help ourselves—we 
work at a children’s hospital after all. The quote rings true, 
though. You have begun reading this book because you  
are interested in making a positive change for your orga-
nization. This book shares an organizational journey at 
Children’s Hospital of Philadelphia—a journey originating 
out of necessity but, most importantly, out of responsibility 
to the mission and patients we serve as well as the broader 
healthcare landscape. We highlight a framework for leverag-
ing a Nursing Shared Governance model and a structured 
improvement methodology for staff to lead cost-reduction 
efforts at the bedside. This how-to guide will walk organi-
zational leaders at all levels through the development and 
implementation of a robust cost-saving strategy focusing 
directly on eliminating waste and streamlining processes 
in everyday clinical work. We will also provide you with 
the toolkit to do it. This strategy involves prioritization of 
nonlabor expense reduction at the senior leadership levels, 
engaging Nursing Shared Governance councils in oversight 
and implementation of the work, educating frontline staff on 
the importance of financial stewardship, and using a struc-
tured approach to improvement methodology to execute the 
cost-saving efforts at the bedside. 

© 2020 by Children's Hospital of Philadelphia. All rights reserved.
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In light of the increasing costs associated with healthcare, 
we have an obligation as healthcare professionals to de-
crease costs by reducing waste and overall inefficiencies. The 
changing climate in healthcare reform poses uncertainty for 
hospitals and health systems. Planning for the unexpected is 
necessary to ensure continued mission stewardship for these 
organizations. A typical business approach to cost savings 
is to focus on your most costly expense—in most instances, 
human capital. However, with increasing capacity demands 
for healthcare providers, the impact of cutting labor ex-
penses alone are substantial—it can result in a loss of high-
quality, safe care for patients. This book provides an alternate 
strategy for hospital leaders to deploy as part of their cost-
reduction efforts—a focus on nonlabor expense reduction 
and methods for engaging your frontline care providers in 
driving the cost-saving solutions.  

You may be at the beginning stages of financial steward-
ship in your organization or well along in your cost-saving 
journey and looking to learn more about better engaging 
frontline nursing. In this book, you will hear from a variety 
of different “voices” and perspectives—from senior executive 
leadership, senior nursing leaders, a former Nursing Shared 
Governance chair, process improvement professionals, and 
of course, bedside nurses. Each will share the nursing-led 
savings journey through their own lens, providing you, the 
reader, with an in-depth understanding of what it means to 
lead this work across all levels. These voices and perspectives 
vary, which is the exact flavor we are looking to deliver.  

© 2020 by Children's Hospital of Philadelphia. All rights reserved.
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xxi

INTRODUCTION

Chapter 1 explains why embedding financial stewardship 
work is an imperative for organizations and how to engage 
staff by improving financial awareness at all levels.

Chapter 2 describes how to build your organizational struc-
tures to support the enterprise improvement work needed to 
achieve organizational goals in cost reduction.

Chapter 3 discusses strategies to engage bedside nurses in 
the work and the importance of finding a common language 
when executives and frontline staff work together.  

Chapter 4 provides an approach to leveraging a structured 
improvement framework that effectively supports bedside 
nurses in leading meaningful change.

Chapter 5 highlights the work of the frontline nurse and 
how her day-to-day decisions affect the financial bottom 
line.

Chapter 6 summarizes the themes of our work and how 
our efforts continue to evolve with new generations of team 
members.

Finally, the appendix presents a key driver diagram for the 
overarching approach to engaging nurses in leading cost-
saving efforts. A key driver diagram is essentially a road map 
of what must go right in order to meet your global aim. 
Whenever we felt stuck, we would revisit this diagram to 
show how far we had come and to highlight the next step in 

© 2020 by Children's Hospital of Philadelphia. All rights reserved.
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the journey. This is the road map we used, but we believe it 
can be easily translated to other organizations and projects. 

We hope you will learn from our journey, be inspired to 
make change, and achieve your own desired outcomes. 
Along your own journey, you have an opportunity to share 
your success stories locally, but we also hope you can share 
your experiences with us. We strive to achieve continued 
outcomes in this work and want to hear from you on  
lessons learned and best practices. Indeed, nurses add  
incredible value by eliminating waste and improving  
efficiency in our care-delivery systems. Ultimately, we want 
you to be the catalyst in your organization to use a similar 
approach and make a difference for your patients and your 
mission. Our patients count on us for excellence in both 
healthcare and value. Nurses, please continue to embrace 
your role as financial stewards, and you will create a better 
future for all.

© 2020 by Children's Hospital of Philadelphia. All rights reserved.
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FINANCIAL 
STEWARDSHIP: 
FRAMING THE 

“WHY”
Paula Agosto, MHA, RN, Senior Vice 
President and Chief Nurse Officer;  
Jackie Noll, MSN, RN, CEN, Senior 

Director of Nursing

1

“If we want things to stay as they are, things 
will have to change.”  

–Giuseppe Tomasi di Lampedusa
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Healthcare systems and healthcare delivery affect every 
nurse. At any given time, nurses are consumers or pro-

viders of healthcare—or both. They expect and demand high 
value for themselves and their patients. Indeed, every nurse 
has a responsibility to use or provide healthcare resources 
wisely and efficiently to create a high-value experience. 

The evolving healthcare system is experiencing high costs 
of services and supplies, which are outpacing a consumer’s 
ability to afford care. Those working in the healthcare system 
can be overwhelmed when strategizing how to best manage 
the complexities of the system, rising patient acuity, and in-
creasing demand, while keeping costs down and maximizing 
efficiencies. 

HEALTHCARE LANDSCAPE: THE EVOLVING 
UNCERTAINTY
To ignite the interests of your organization’s staff to buy into 
the vision of improving your own systems, start by shar-
ing the troubling current state of healthcare spending. The 
staggering high costs in healthcare create a big threat to 
patient care-delivery models in the United States. You need 
to change the way you work as part of the solution to con-
trol costs. All nurses can act locally to impact globally, and it all 
starts with education and transparency.

© 2020 by Children's Hospital of Philadelphia. All rights reserved. 
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1 FINANCIAL STEWARDSHIP: FRAMING THE “WHY”

Population Impacts
Healthcare costs in the United States are consistently a top 
concern for Americans ( Jones & Reinhart, 2018), and there 
is no simple solution to mitigate these costs. Healthcare 
spending reached 17.9% of the gross domestic product in 
2016, and healthcare spending is projected to grow at 5.5% 
from 2017 to 2026 (Centers for Medicare and Medicaid 
Services [CMS], Office of the Actuary, National Health 
Statistics Group, 2018). In fact, although US utilization 
rates are largely similar to those in other nations, the US 
spends approximately twice as much as other high-income 
countries on medical care (Papanicolas, Woskie, & Jha, 
2018). Papanicolas et al. (2018) note the prices of labor and 
goods, as well as administrative costs, stand out as the major 
differences from other high-income countries. 

Individual Impacts
Staff also are sensitive to consumer-level impacts. CMS 
shares the increasing number of high-deductible policies 
that are greatly impacting people, and the trend is con-
cerning (CMS, 2018). In fact, out-of-pocket expenditure 
is approximately 11% of the national health expenditure 
(CMS, 2018). Patients, families, and even staff are feeling 
the burden of rising healthcare costs. Staff feel the financial 
stressors of their patients, as well as recognize them as direct 
consumers of healthcare.

© 2020 by Children's Hospital of Philadelphia. All rights reserved. 
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Clearly, the future of healthcare spending needs practical 
and realistic reform; nurses, along with their interdisciplin-
ary colleagues, are poised to drive change in lowering costs. 
Nurses are vital as financial stewards of healthcare resources 
to ensure a strong and accessible healthcare-delivery model 
for the future. Removing inefficiencies and waste will lower 
the overall product and system costs. 

A talented workforce has influence here! Specifically, your 
nursing workforce is educated to be a driving force in in-
novation and excellence (American Association of Colleges 
of Nursing, 2019). Nurses can use their strengths in building 
multidisciplinary partnerships to influence change in your 
organizations. They are prepared to be catalysts in helping to 
lower healthcare costs.

MISSION SUSTAINABILITY: ESTABLISHING 
AN ORGANIZATIONAL PRIORITY
Financial stewardship is the careful and responsible manage-
ment of something precious entrusted to your care. In the 
case of healthcare resources, financial stewardship gives ac-
cess to affordable healthcare, decreases the stress on health-
care institutions to cut back important services, and allows 
for resources needed for other activities to be available to 
improve the health of a population.

© 2020 by Children's Hospital of Philadelphia. All rights reserved. 
Visit www.sigmamarketplace.org/sigmabooks to purchase the full book.



7

1 FINANCIAL STEWARDSHIP: FRAMING THE “WHY”

Mission sustainability is a concept others need to understand 
in your financial stewardship work. The overall organizational 
mission informs the vision and values. Healthcare organiza-
tions often create their mission, vision, and values as guiding 
principles for decision-making and strategy. For instance, an 
organization may define its mission as providing excellent pa-
tient care, advancing research, and educating staff. This mis-
sion signals the employees to create structures and processes 
supporting patient care, research, and education. Without a 
solid financial foundation, the organization and its mission 
are at great risk. The organization may need to reduce services 
or even close. Therefore, it is crucial to remind your staff of 
your organizational mission and to share the importance of 
keeping the organization’s financial well-being in mind, so 
the mission can continue.

A financial margin in a healthcare system is the difference 
between the total costs the organization needs to provide pa-
tient care services and the total net revenue or reimbursement 
for those services. A positive margin indicates profits; a nega-
tive margin indicates financial loss. Maintaining a positive 
profit margin is critical to mission sustainability. 

Healthcare executives are constantly challenged to respond to 
the evolving healthcare environment. Executive leaders and 
their executive boards seek to lower expenditures, while still 
achieving high-quality outcomes. The staff at large need to 
embrace the concept that financial margins support the orga-
nizational mission. 

© 2020 by Children's Hospital of Philadelphia. All rights reserved. 
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NOTE

Healthcare costs continue to escalate while reimbursement continues to 

drop. Everyone in your organization needs to be a good financial steward 

of your resources. It is your responsibility to make sure your care is not 

only the highest quality, but also a value to your patients and families. 

A big step in making the journey to mission sustainability is 
to educate staff on current organizational margins and the 
multitude of outside forces affecting them. Staff need to know 
about healthcare reform, the changing payer mix, and how 
any shift in the payer mix affects the bottom line. Sharing in-
formation about the financial well-being of the organization 
is pivotal in helping the employees understand why executives 
are looking to improve efficiencies and lower costs. Financial 
awareness education occurs first in the Shared Governance 
councils; they, in turn, can then further share the content at 
the unit level. Chapter 3 has more information about Shared 
Governance. Financial transparency helps unite efforts and 
understanding across all levels of the organization. 

HEALTHCARE FINANCIAL TERMS

Healthcare reform: Governmental legislation to improve access to 

healthcare for everyone. 

Payer mix: Healthcare terminology for the percentage of revenue com-

ing from private insurance versus government insurance versus self-

paying individuals. 
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Additionally, it is important to not mislead staff into think-
ing executives are strictly approaching the strategy to reduce 
costs through a financial perspective alone. Indeed, organi-
zational strategy is aimed at driving for value, a product of 
quality divided by cost (Value = Quality/Cost). Therefore, to 
achieve high value and high quality, you must control costs. 
At times, employees may perceive the mission to lower costs 
will result in lowering quality of care. Employees often say 
“don’t give me a cheaper product” when they hear the need 
to lower costs. Take the time to identify these concerns and 

Payer mix shifts: The payer mix is important because Medicare and 

Medicaid typically pay hospitals less than what it costs to treat pa-

tients. Hospitals can track and trend payer mix changes to forecast 

their profit margins.

Shared Governance: Provides a mechanism for nurses to inform deci-

sions that improve patient care and the work environment. Shared 

Governance fosters an environment of participation, accountability, 

empowerment, and respect that strengthens and improves the delivery 

of evidence-based, patient-centered care.

Shared Governance departmental and unit-based councils: These  

are the forums for decision-making in the nursing department. The 

departmental council is hospital-wide and shares work across the 

organization. The unit-based council engages local staff to participate 

in the department initiatives and raise issues and suggestions to the 

departmental council. These councils retain the responsibility and 

accountability for the process and outcome of all issues related to 

professional practice, research, quality improvement, education, and 

leadership. 
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address them. Employees raise concerns if a cheaper prod-
uct reduces the quality, because the value to the patient is 
then also reduced. On the other hand, if a product’s quality 
improves while the cost is reduced, employees’ support in-
creases due to the value added to the patient’s care. Sharing 
the value equation and providing examples of how the value 
equation works in your organization is a wise step in embed-
ding an organization’s cost-reduction priority. 

Commit to using an approach to promote and endorse the 
importance of the value equation being the guiding prin-
ciple for your financial stewardship work. Make sure leaders 
at all levels in your organization understand the concept 
and embrace the approach. Identify or create opportuni-
ties to share examples with both leaders and staff often. You 
can describe examples of value in action at departmental or 
small group meetings, in newsletters, via posters, and in one-
to-one interactions. Providing real examples of this equation 
in action helps embed it into your culture. We talk about an 
example that changed our culture in Chapter 5. 

NOTE

Nonlabor cost reduction is something you need to become nimble with 

in healthcare for mission sustainability. Be transparent about your 

hospital’s financial position, describe national trends, tell stories of 

patient deductibles, and relate the concepts to their life experiences. 

Look for the early adopters, and support their ideas.
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TRANSLATING FINANCIAL  
STEWARDSHIP AT THE BEDSIDE: 
ENGAGING THE MIND AND HEART
To maximize the potential of staff participation, it is impor-
tant to understand what motivates employees. It is equally 
important to understand who composes your workforce. The 
majority of staff represent two generations: Generation X 
and millennials. Each generation has its unique traits:

• Generation X are described by Gentry, Griggs,  
Deal, Mondore, and Cox in 2011 as “individualistic, 
risk-tolerant, self-reliant, entrepreneurial, comfort-
able with diversity, and valuing work life balance”  
(p. 41). In this specific work, Generation X can help 
seek alternatives to the status quo.

• Millennials, as described by Howe and Strauss in 
2000, are overachievers and are accountable for their 
actions. They are able to multitask and improvise 
when needed. Millennials provide a strong sense of 
commitment to create change for the greater good. 

Creating an approach where all generations feel valued is a 
key to the success of any program, and certainly was the key 
to success for Children’s Hospital of Philadelphia (CHOP).

Strong financial stewardship requires not only a focus on 
individual contributions, but also effective teamwork. In ad-
dition to generational differences, some colleagues will be 
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more resistant to change than others. As you lead through 
change, remember to respect the needs and timelines each 
adopter brings to the process. 

According to Everett Rogers (Agency for Clinical Inno-
vation, 2015), there are five types of change management 
adopters:

• Innovators: First to adopt change and are your risk 
takers

• Early adopters: Likely includes those who offer 
opinions and accept change early

• Early majority: Take longer to adopt new ideas and 
not often opinion leaders

• Late majority: Adopt an innovation after the average 
member adopts and approach change with skepticism 

• Laggards: The last group to change and are change-
averse

For those resisting change, you need to help them see how 
continued change is needed to advance care delivery each 
day. Creating a fund of knowledge and understanding for all 
(regarding the benefits of reducing costs and waste through-
out the system) builds a sound foundation on which to build 
future work. Numerous lessons can be shared about overall 
healthcare spending trends and their impact on the com-
munity, healthcare organizations, and, most importantly, pa-
tients and staff. Scan for current examples both internal and 
external to your organization. Follow local and national news 
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along with briefings from your professional journals for in-
sight into healthcare spending issues and impacts.

We previously noted how rising healthcare costs have gained 
national attention, yet it can be a challenge to engage those 
in healthcare delivery in making improvements. Some or-
ganizations try to approach the challenge of lowering costs 
by setting executive-level expectations and directives. While 
this imperative may make sense at the highest levels in or-
ganizations, the fundamental changes do not consistently 
translate to the staff who are directly interfacing with pa-
tients and the resources available. It is the responsibility of 
formal or informal leaders to create the desire and emotional 
energy to make and sustain improvements. 

While this work began at CHOP, staff voiced a clear dis-
connect between the intention to reduce costs and what they 
experience in practice. In general, staff did not see the reason 
for change. They saw financial security and a developing 
healthcare system as a sign of financial health for the orga-
nization. Therefore, there was a lack of urgency or “a burning 
platform” for cost reduction and resource management in the 
eyes of the staff. 

The critical step in making improvements in a healthcare 
system is engaging staff. As is covered in Chapter 3, we ap-
proached the work of financial stewardship by leveraging 
the talents and experiences of frontline staff. We used the 
Shared Governance council to connect with frontline staff 

© 2020 by Children's Hospital of Philadelphia. All rights reserved. 
Visit www.sigmamarketplace.org/sigmabooks to purchase the full book.



14

NURSING-LED SAVINGS

who are in the best position to see and influence direct care 
delivery. The staff are the foundations of financial steward-
ship.

Improving Financial Awareness
“I am a clinical nurse” is what echoes in the minds and 
hearts of nurses when asked about how to reduce expenses 
in their care delivery. Nurses receive undergraduate degrees 
in science, not business. When executives discuss the busi-
ness of healthcare with staff, nurses often express how for-
eign and uncomfortable they feel discussing costs and using 
the financial terminology. 

The first strategy is to push through the resistance from 
staff ’s lack of understanding. Make your education and 
awareness campaign on the business of healthcare a priority. 
Take the time to educate your staff.

Recognizing the goal of creating financial stewardship be-
gins with building business capabilities in the clinical staff; 
an education and awareness campaign is a critically impor-
tant first step. The staff who directly care for patients need to 
understand:

• The business environment of the healthcare organi-
zation 

• What is happening in the nation, in the region, and 
in the immediate community 
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• Budget concepts, an understanding of scale and how 
it relates to purchasing, population growth, the over-
view details of the organizational annual financials, 
and the vision of executive leadership and the insti-
tution’s board of trustees 

The time and training with the Nursing Shared Governance 
staff and clinical leaders in your organization are an invest-
ment with a high-yield result.

Conveying Relatable Concepts 
Begin all education by making the finance concepts relat-
able. Describing a basic home budget allows you to connect 
the hospital budgeting concepts to the lives of your staff. 
Teach about expenses versus revenues and the reason for a 
budget, but you do not need to stop there. Share the greater 
organizational balance sheet. Explain what profit margins 
are and how healthy margins affect your ratings for borrow-
ing money. Keep explanations simple while explaining the 
organization’s Standard & Poor’s or Moody’s rating. People 
understand these rating concepts if they can relate this scor-
ing to their lives. For instance, remind staff if they have 
lower debt and higher income, they can get lower interest 
rates for buying a home or a car. Share how an organization’s 
sustainability is related to keeping these financial balance 
sheets healthy and ensuring ratings are in the best position 
possible.
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Discovering Inefficiencies
The one area staff are very comfortable speaking about is waste. 
This is where you can capitalize on their insights and couple 
those insights with their updated understanding of finances. 
Staff can easily identify processes and products in their day- 
to-day work that seem broken. Ask them to think about:

• What they throw away when they open prepackaged 
kits

• How often they walk too far for supplies that could be 
located nearby

• How often they use supplies for something the manu-
facturer does not intend

• What products continually fail

Staff live with inefficiencies and see waste every day. To make 
the concept of waste relatable, share examples of waste they 
could experience in their everyday lives. 

FINANCIAL RATINGS

A Standard & Poor’s or a Moody’s financial rating gives an organization 

a letter grade to reflect its financial health. The best is “AAA.” This 

rating means it is highly likely that the borrower will repay its debt. The 

worst is “D,” which means the issuer has already defaulted. 
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Show staff the impact of overstocked rooms with supplies 
and linens that cannot be used again for other patients, or 
perhaps what happens when they open a dressing kit and 
throw away one of the supplies because it is not exactly what 
they need. All this waste needs to be defined, and who bet-
ter to do this than the staff? It is empowering to know that 
there are steps each of them can take to lower the cost of 
care. 

In Chapter 4, we talk about creating process maps where 
staff walk through the work steps and identify inefficiencies. 
Process maps are the building blocks for the work ahead in 
reducing the cost of care.

INCLUDING A STORY/PERSONAL  
PERSPECTIVE
Sharing the “why” behind the organizational initiative to 
reduce the cost of care is critical. Build staff capabilities to 
understand the external and internal forces affecting care 
delivery and costs. Embrace transparency with the staff, be-
cause they are the ones who have the closest view of what 
is right and what is broken in the institution’s system. The 
strategy to leverage Nursing Shared Governance and em-
brace a bottom-up approach to this work puts the respon-
sibility in the hands of the right people—nurses who are 
delivering care directly. 
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This work marks the beginning of a journey, and many fol-
lowers will be needed along the way. Leverage executives 
to help share the vision. Invite the Chief Nursing Officer 
(CNO), Chief Financial Officer (CFO), and Vice President 
of Supply Chain Management to attend a Shared Gover-
nance meeting. Ask each executive to deliver a 60-second 
elevator speech on the need for an enterprise initiative to 
reduce costs.

Each executive leader will have a brief and inspiring mes-
sage that can be repeated to others. For example, the CHOP 
CFO challenged us to think about any process or product 
that seemed to be ineffective or inefficient in our day-to-
day work. He shared that saving one dollar a day per person 
in an organization with 11,000 people could save over $4 
million per year. The CNO shared the message of financial 
stewardship and the critical role nurses fulfill in making a 
difference, and she challenged us to take action. Finally, the 
VP of Supply Chain Management explained the resources 
and improvement methodologies that we would be using to 
make an impact. She shared the exact organizational goals 
over the next three years and encouraged us to challenge the 
norm. The executive leaders explained they would return in 
a year to hear the elevator speeches from the representatives 
in the room about their ideas, their successes, and even their 
failures. 
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The elevator speech exercise brought two groups together 
who had the same mission but often were not in the same 
room working together. The concise messages could easily be 
recalled and shared among staff not present at all organiza-
tional levels. The support from the top leaders was palpable, 
along with the energy created in the room. 

NOTE

Make the beginnings memorable, and infuse energy and engagement 

as the “why” is explained. Comfort in doing something different should 

be encouraged. Adding humor is a helpful adjunct. What will best 

resonate with these teams is how the institution’s administrative and 

executive leaders made them feel; most importantly, make them feel 

like partners who are invaluable in this work.

Successfully managing the “why” fosters the foundation 
needed to get to the “how.” Establishing an engaging plat-
form for change allows staff to embrace the work with a 
sense of purpose, creating clear goals for success. The energy 
created at this phase opens the door to creative thinking, 
detailed problem-solving, and, most importantly, personal 
accountability for initiating and sustaining change. This first 
crucial step sets the course for success as the work begins. 
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