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Fit for the Future

Healthcare is changing. That’s 
common knowledge but we wanted to 
understand those changes better and 
ask the crucial question: are healthcare 
leaders fit for the future?

To answer this, we conducted in-depth 
interviews with 15 senior leaders from 
the largest healthcare organisations 
over a period of 18 months.
  
Here, we share our learnings and offer 
a prescription for getting our leaders fit 
to lead in a future that will benefit not 
only the organisations they represent 
but, critically, the patients and the 
healthcare system itself.
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Are healthcare leaders ready to lead in the new 
world that awaits them?
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The times they are 
a-changin’
While anyone who works in healthcare will tell you that recent years 

have not been easy, their industry has remained largely unchanged for 

decades, especially in comparison with other sectors. But change is 

coming:

Demand is changing

l  Global population will increase by 1 billion in the next ten years, 

from 7 to 8 billion

l  Of these, an additional 0.5 billion people will be over 50 years of 

age, and age-related diseases will continue to take an increasing 

share of healthcare spending

l  70% of all illnesses in the next 10 years will be chronic conditions

l  Emerging markets will contribute increasingly significant revenues

Spending is changing

l  The conflict of access versus affordability will heighten as the 

development of emerging markets and the growth of middle classes 

will drive more volume but at lower prices

l  The shift in decision-making from pure clinical to a clinical/

commercial model will strengthen: rising costs will lead to demands 

for new evidence-based value

l  There will be a shift from ‘fee-for-service’ to ‘pay-for-performance’. 

Outcomes orientation will be key as a performance indicator

l  Inside healthcare organisations, against a backdrop of disappointing 

R&D investment returns, the cost of discovery and development is 

going up

Technology is changing… everything

l  The internet – and in particular the next generation, the internet 

of things – is fostering competition from outside healthcare. New 

entrants do not recognise traditional healthcare providers as the 

assumed suppliers of care. Will there be a healthcare Uber?

l  Digitisation is empowering patients and providers to know more, do 

more and demand more

l  Technology companies are seeing the value in creating platforms 

(connecting systems, devices and people) that enable consumers/

patients to manage data about their health and fitness which 

empowers decision-making

l  Gene therapies are bringing new biotech researchers into the 

mainstream of healthcare research and development 

l  Small-scale specialised treatments are made possible by 

technology in R&D, manufacturing and distribution as well as 

enabling customised ways for patients to use therapies

How are organisations 
reacting to change?
Hang-gliding off the patent cliff...

Despite what commentators (and leadership consultants, let’s face it) 

may say about the scale and rate of change, the senior leaders we met 

believed that the industry is still not adapting to meet the challenge as 

rapidly as it should.

Complacency seems to dominate and this appears to have been made 

worse, not better, by the recent ‘patent cliff’ when many blockbusters 

lost patent protection and could be copied. This simply wasn’t as bad 

as everyone feared.  Admittedly, much of this was down to some deft 

moves by the industry itself in building smart generics businesses, but 

success could be the enemy of best practice.  

Surviving the patent cliff may be making the industry feel invulnerable 

to the bigger changes coming its way.

...but some signs of success
There are success stories: organisations that are facing the future 

and adopting strategies to survive and, with luck, thrive in the new 

environment. The strategies include: 

 Patient-centricity
  Despite being in a ‘post-blockbuster world’, most healthcare 

companies are organised around drugs, not patients. This has 
been the ‘next wave’ for 20 years and it still is. As drugs and 
devices become commoditized, it will be essential to provide value 
to patients in the form of additional products and services.  A few 
smaller companies have tried this, but making the turn seems too 
great for the ‘oil tankers’ in the industry – lots of talk about being 
committed to ‘beyond the pill’ – but are the stakeholder insights 
being actioned to create value?

TM® TMTM

TMTM TMTM

TM

Leadership, 
not just leadersLIW

TM

www.liw3.com



TM® TMTM

TMTM TMTM

TM

Leadership, 
not just leadersLIW

TM

www.liw3.com

   Technology partnerships
  Rather than take on the might of the technology companies, a 

few healthcare organisations are seeking partnerships, or at least 
responding to the overtures from technology companies. For 
example, Sanofi and Google recently announced that they would 
collaborate in developing new technologies for managing diabetes. 
Google again, partnering with Novartis in a diagnostic contact lens. 
Novartis teaming up with Qualcomm to find a ‘smarter’ inhaler. IBM 
Watson are collaborating with Medtronic for predictive apps, also 
in diabetes. Technology companies are recognising the value in 
helping consumers to manage their health. They are focusing more 
on the development of preventative applications and are keen to 
ramp up their expertise in healthcare. However, obstacles such as 
proprietary ownership of technologies still remain. This could get 

messy.

 R&D alliances/partnerships
  GSK and Novartis have agreed to collaborate in R&D, given the 

complementary nature of their pipelines. The CEO of GSK is 
looking for government help to provide a collaborative arena for 
developing antibiotics.  These competitive companies have been at 
each other’s throats for years. Can they make good bedfellows?

 ‘Smaller’ diseases 
  In seeking margin where there are no longer blockbusters, several 

companies have looked to have many ‘smaller’ drugs treating many 
diseases impacting smaller patient numbers. This is wonderful 
news for many neglected patients, but can these giants have a 
gentle touch?

  These strategies show that some companies are doing some good 
thinking about adapting to the market changes. However, all of the 
above will succeed or fail on the capability of the people within the 
organisations.  

The urgent need 
for a different 
kind of leadership
In other sectors such as technology we have seen evidence of 

organisations prepared to ‘grasp the nettle’ as they refocus on their 

next curve of growth. If healthcare organisations are serious about 

being ‘fit for the future’ they should be giving serious consideration 

to the leadership required for achieving this future success. From an   

‘outside-in’ perspective, we would point to the following:

Patients and profit
To succeed in getting more from less, leaders will have to tap into the 

core motivation of their employees. We consistently heard that people 

in healthcare are passionate about patients. What we heard in our 

research was that this is rarely referred to by leaders – from the top 

down – in giving a sense of purpose to the employees.

To be successful, leaders will have to learn to preserve the core – to 

never deviate from the purpose of helping patients – and stimulate 

profitable progress – to deliver the numbers for reinvestment and for the 

shareholders.  A swing too far in either direction can be dangerous as 

it was for Johnson & Johnson when it lost its compass in the 2010’s. It 

neglected “The Credo”....instead driving for short-term results.

And let’s not forget that organisations in many other sectors would ‘kill’ 

for the opportunity to have such an engaging and compelling source of 

purpose!

Mission-critical teams
To succeed in this new world, organisations will have to be united and 

aligned. Conversely, we have seen that strategies are being developed 

and executed ‘vertically’ at the business unit level, not organisational. 

This is because the top team is unaware of its role in uniting the 

organisation and having a focus on the ‘horizontal’ – the key cross-

organisational strategies.

   Individual
  Leaders will need to go to new levels of self-awareness, and will be 

challenged in how to maintain their own focus and energy, to help 
them lead others. 

 Team
  For high performance, teams must connect at a personal level and 

create the conditions for their own success. 

 Organisation 
  The team then leads the organisation, focusing first on the 

‘horizontal’ while supporting each other as they execute the 
‘vertical’. 
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Wide lens, sharp focus
If a mark of intelligence is the ability to hold two contradictory thoughts 

in your head at the same time, healthcare leaders of the future will have 

to be smart! They will need to build teams and organisations that can:

Fragment
The need to address smaller diseases in disparate populations 
across broader geographies will mean building structures, 
processes and culture to be able to deliver products and services 
more efficiently and to respond more nimbly to local needs.

Integrate
To have an external focus on patient and payers, rather than an 
internal focus on product. This will require organisations to act as 
one, and leaders who can set goals across lines of business, build 
the processes and structures to make them a reality, establish 
clarity and accountability and build the competence of collaboration 
at all levels.

Partnering
Listening to a CEO of an organisation that had recently signed an 

agreement with a tech giant, you could almost hear the grinding sound 

as the two cultures and speeds tried to align. With tech and R&D 

partnerships becoming ‘the new norm’, organisations will have to be 

experts at setting up and running those relationships. This is not a legal 

challenge – and if you have to look at your contract, the relationship has 

broken down – it is an operational one.

Leaders will need to bring key players from both sides together and 

get them on the same page. This will mean constructively leading 

the planning to set the shared goals and the conditions they will need 

to create together.  Maintaining high levels of feedback and course-

correction through execution will require proactive and assertive 

leadership.

This is a far cry from the long-established industry business model built 

on competition, and will take patience to move towards ‘coopetition’ 

between ‘frenemies’!

Speed
Pace is always a competitive advantage but in this market it will be table 

stakes. To healthcare leaders, this is not about individual pace, it’s about 

building the conditions for organisational speed:

 Clarity
Setting new goals around time to market, execution and delivery of 
new, super-clear outcomes.

Climate
Simplification of processes - it’s complicated outside so it will 
have be simple inside – and the use of ‘sprints’ and other ‘agile’ 
approaches to get things done.   Building cultures of discipline and 
accountability will be the foundation to making the processes actually 
work.

Competence
Building leadership at all levels connected by a common language 
and with a clear shared purpose to unlock motivation and to enable 

teams to quickly form, perform and disband.

How? A common language 
of leadership

Ola® is a simple yet powerful approach to leadership that will enable 

leaders to create the necessary conditions described above by 

combining the three elements of leadership:

l  Thinking
  Helping leaders to set clear goals and to create a common purpose, 

to assess the current state and always have a shared approach to 
closing the gap.

l  Doing
  Leadership is about creating the conditions for success for others. 

These conditions are Clarity, Climate and Competence.

l  Being
  Building total awareness of self and the impact we have on others is 

at the heart of building effectiveness and resilience.

Are you fit for the future?

LIW can help you to rapidly assess your leadership capacity for this new 

world. Becoming fit for the future will mean some tough training but we 

would love to be your work-out partner.
 

Just email us at info@liw3.com. 
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