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Introducing the Sponsor and Leader  
Resource Guide for UBTs

Fostering a High-Performance Culture

Kaiser Permanente is our country’s first and largest nonprofit health care system. Our integrated  

model of care, commitment to improve the health of our members, patients and communities,  

and historic partnership with labor are a model for health care. But, as we know, our world is changing. 

We’re moving quickly to meet today’s challenges and take advantage of real opportunities.  

Every employee, manager and physician will play a part in that transformation. 

Unit-Based Teams are part of the solution. They engage the skills, knowledge and experience  

of every employee and physician. And they’re getting results—making changes in service and  

operations, reducing waste, simplifying work processes and improving performance and job  

satisfaction. These changes add up to high performance and a superior member/patient experience. 

As a sponsor or leader, we need your engagement and support to ensure that cultural, behavioral and  

operational changes are being delivered by our UBTs.

Consider this Resource Guide the “CliffsNotes” for your role as a sponsor of UBTs. It contains highlights 

of a number of key programs at Kaiser Permanente and can serve as a companion to other learning 

programs. The purpose of this Guide is threefold: to clarify how the role of leaders is changing, to 

provide tools that support leaders in this transition and to provide information about what UBT  

co-leads and team members are learning. 

The overall goal is to improve the effectiveness of sponsorship across our organization. 

Without effective sponsorship—coaching, facilitation, guidance, accountability—from leaders,  

our improvement efforts may founder or not produce results quickly enough. On our path to becoming  

a high-performing organization we take things one step at a time, always putting the patient and  

member first. Please dig in, collaborate with your colleagues and show the world that Kaiser  

Permanente continues to be the model for U.S. health care.

John August 
Executive Director, Coalition of Kaiser Permanente Unions

Martin Gilbert, MD
Associate Executive Director of Operations Strategy, Permanente Federation

Barbara Grimm
Senior Vice President, Office of Labor Management Partnership
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What’s in This Guide and How to Use It

The purpose of the Sponsor and Leader Resource Guide for UBTs 

is to build sponsorship capability and capacity in leaders to support 

high-performing unit-based teams. The Resource Guide is filled with 

useful job aids, tools and information to support leaders in their roles 

as sponsors, coaches and facilitators. 

In this Resource Guide, we define sponsors as those to whom  

UBT co-leads report—meaning leaders across the organization for 

all three constituencies. For labor, where there is no direct reporting 

relationship, the targets are stewards, contract specialists, business 

agents and others who provide information and support to labor  

co-leads. For the medical group, it means chiefs and assistant  

medical directors. For management, the targets are directors and 

other managers who have UBT co-leads as direct reports. 

The Resource Guide is organized around three key UBT sponsor 

competencies: coaching, engaging for transformation and 

performance excellence. The tools and information included were 

pulled together from many places across Kaiser Permanente, 

including regions and national initiatives. In addition, the Resource 

Guide is aligned with LMP and organizational learning materials.

The materials are generic and may be similar to things already  

being used in your region, though there may be variations. Given 

that regions have different structures and processes, not everything 

in this guide may apply to you. Please keep this in mind. Use  

the materials, when appropriate, to help you effectively guide  

the behaviors and actions of your teams in the transition to  

high performance.

You can find the full text version of the Resource Guide online at: 

www.LMPartnership.org.  

National LMP Sponsor  
and Leader Resource 
Guide Work Team:

Claire McCarthy
Work Team Lead  

National Organization Effectiveness

Debra Mipos
Permanente Federation 

Laura Shaffer 
National Organization Effectiveness

Marie Hamilton, RN
Union Coalition UBT Support  

Specialist, NW

Scott Wildman
Coalition of KP Unions

Janet Coffman
LMP Communications

Paul Cohen
LMP Communications

Cynthia Rodriguez
LMP Training and Education

Christopher Henry
National Learning and  

Development

Bridget Hurley
PI Advisor, CO

Kristene Cristobal
Senior Manager, National  

Performance Improvement

Sally Butler
National Organization Effectiveness
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SECTION 5   |   Tying it All Together

Provides guidance for aligning and integrating the information contained in this Guide to achieve  

effective sponsorship.
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»» I want to ensure my teams are getting the training they need. Where do I find out about what’s  
available and what we should be doing?

»» I am aware that UBTs go through a developmental process. What can I do to help my teams  
understand this process and identify where they are at any given point?

»» I’d like to know more about what a high-performing UBT looks like so I understand the target.

»» Is there such a thing as a checklist for what I should do to support UBTs?

»» I need a simple description of the UBT co-lead role.
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SECTION 6   |   Resources for Transformation
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