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MANAGEMENT CONSULTING AND EXECUTIVE COACHING SERVICES  

 About CFAR 

 
e at CFAR (The Center for Applied Research, Inc.) bring a commitment to 
unleashing potential and maximizing impact for our clients, through our management 
consulting and executive coaching services that deliver both desired outcomes and 

improved relationships. We have, for close to four decades, provided guidance and expertise to 
tackle the thorniest issues—ones often rooted in a misalignment between important 
organizational goals and individual beliefs about what it will take to achieve them. We come to 
our work as curious problem-solvers. Our heritage as the Wharton School’s only multi-
disciplinary, applied research center lives on in our continued dedication to advising leaders on 
complex organizational issues where both people and performance matter. 
 
We take a multidisciplinary, systemic approach to consulting and coaching engagements, 
drawing on a seasoned team of experienced consultants from a variety of disciplines and with a 
broad range of training, credentials, and capabilities. The contribution of multiple perspectives is 
paramount in advancing the kinds of customized work for which we are known. Our experience 
shows us that drawing on multiple perspectives—and creating excitement and a sense of 
ownership—creates the conditions for sustainable, lasting success. 
 
Our clients lead organizations where mission and purpose are central and engagement and 
alignment matter—in healthcare, family enterprises, owner-led businesses, higher education, 
foundations, associations, and other corporate and non-profit entities. Together, we partner to 
first discover (sometimes hidden) obstacles to success and then break through them using 
research-based ideas, tools, and approaches. Ultimately, our work aligns strategy, strengthens 
culture, builds teams, and improves outcomes. 
 

 

 
Our 
Mission 

Our mission is to help leaders activate organizations to achieve their highest 
aspirations—productively, meaningfully, profitably, and with impact.  
 
We help leaders advance priorities in these areas: 

 

 

STRATEGY DEVELOPMENT 
AND IMPLEMENTATAION 

CULTURE LEADERSHIP SUCCESSION EXECUTIVE COACHING 

 

ORGANIZATIONAL CHANGE 
AND ALIGNMENT 

GOVERNANCE 
LEADERSHIP AND  

TOP TEAM DEVELOPMENT 
TALENT OPTIMIZATION  
AND PREDICTIVE INDEX 
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Ideas  
at the 
Center 

As our name indicates, CFAR has always been a consulting firm with an 
“applied” focus: we bring ideas to life through our work, using them to 
resolve very practical dilemmas that get in the way of organizational 
excellence. Our consultants write extensively, publishing several books and 
appearing in countless industry and academic publications: 

 

 
 
 

Our Race, Diversity, Equity, and Inclusion Aspirations 
 
As a firm, we will not accept discrimination 
against any human being based on their race, 
ethnicity, gender identities/expressions, sexual 
orientations, physical/developmental ability, or 
religious beliefs. We are committed as a firm to 
fighting against the implicit and explicit biases 
that harm the communities where we live and 
work. 
 
We know that better is both possible and 
necessary, including in our own firm. We at 
CFAR are committed to making a difference—by 
working with leaders, organizations, and 
communities to create space for dialogue and 
connection. Through our deeply held belief that 
differences are a virtue, not a liability, we believe 
we can help to create the impactful outcomes 
we seek. 

Leaders have an important role in our 
collective next chapter to demonstrate 
values and build cultures that embrace 
differences, learning, hope, and 
commitment to change. 
 
While the world around us continues to 
feel uncertain and divided, we see 
more that connects us while 
acknowledging our own work to do. 
CFAR stands firmly in our commitment 
to clients and to each other, to do 
better, to appreciate our starting place, 
and to bring compassion and 
dedication to issues of race, diversity, 
equity, and inclusion, wherever they 
show up in our lives

 
 

 

Forbes has repeatedly named CFAR as one of America’s top management consulting 
firms. We serve clients from our offices in Philadelphia and Boston and through a network 
of coaches and colleagues from across the US and the world. Visit us at www.cfar.com. 

 

http://www.cfar.com/


 

 

 CFAR’s Coaching Practice 

 

xecutive coaching successfully enhances the 
performance of current executives and high 
potential new leaders. Delivered within the 

context of an organization’s strategic business 
objectives, coaching unlocks the potential for leaders to 
accelerate their development.  

 

Our coaching practice helps executives thrive as results-
oriented visionaries, and expands their abilities to 
navigate complexity, enhance their organization’s 
culture, create aligned teams, and strengthen their 
capacity to nimbly make smart decisions. The Coaching 
Practice is built on the work of one of the world’s first 
executive coaches, Dr. Richard Levin, who now leads CFAR’s Coaching Practice. 

 

 

 

Models for 
Executive 
Coaching 

Carving out time for anything beyond the day-to-day is growing 
increasingly challenging for today’s busy executives. Executive 
coaching provides leaders with a designated time and space to reflect, 
receive feedback, and develop new skills. It is a journey of self-
discovery that achieves business results, guided by the careful, and 
carefully chosen, hand of one of our coaches 

 

   
 
 
COACHING FOR LEADERSHIP TEAMS 
 
Coaching for Leadership Teams develops 
individual team members while advancing 
real work that the team needs to 
accomplish. Each strengthens the other: the 
team as a whole develops greater capacity 
to create results, while the individual leaders 
enhance their agility and effectiveness. 
 

Whether each team member is matched 
with a different coach, one coach works with 
the whole team, or some variation therein, 
our work is designed to create value beyond 
the benefit of each coaching relationship. A 
CFAR lead coach and project manager 
scan the set of coaching engagements for 
critical organizational themes, including 
blind spots and opportunities, enhancing the 
effectiveness of coaching and strengthening 
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the organization with new data. The CFAR 
lead also ensures communication and 
collaboration throughout the process with 
the client, team members, and coaches. 
 
COACHING AND CONSULTING 
COMBINED 
 
Coaching and Consulting Combined is a 
leading-edge innovation that maximizes the 
benefits of executive coaching and 
management consulting by harnessing them 
together in one project. Our hybrid model 
helps leaders set organizational strategy 
and advance key initiatives quickly through 
expert consultation while also building the 
skills of the people driving the work forward 
through coaching. 
 
COACHING FOR EXECUTIVE 
TRANSITIONS 
 
Coaching for executive transitions paves the 
way for two-way learning, as it prepares the 
organization to welcome and embrace a 
new leader and also prepares a new leader 
to enter the organization. We use feedback 
from colleagues and associates to identify 
potential obstacles to a smooth transition 
and develop roadmaps for successful 
leadership. 

MEDIA AND PRESENTATION SKILLS 
TRAINING 
 
Media coaching and presentation skills 
training provides specialized coaching on 
delivering succinct and persuasive 
messages to help executives create clear 
and engaging presentations. 
Embodying a personal and professional 
brand and delivering a message in a crisp 
and persuasive manner has never been 
more important for senior executives. One-
on-one media training and presentation 
skills workshops increase an executive’s 
ease with new and traditional media and 
help create a message that is consistently 
on point and resonant with the audience. 
Through the experience and skills of our 
coaches (including Emmy-winning 
producers and newscasters), media 
coaching hones your message and 
prepares you for the spotlight. 
 
In today’s global media, it is important to be 
seen and heard often and clearly. Media 
coaching prepares remarkable individuals to 
be positioned as industry experts and 
thought leaders, enhancing business 
visibility, investor confidence, and industry 
position. 

 

 

About CFAR 
 

CFAR is a management consulting and executive coaching firm specializing in 
advising leaders on complex organizational issues where people and performance 
matter. Our mission is to help leaders activate organizations to achieve their highest 
aspirations—productively, meaningfully, profitably, and with impact.  
 

We serve clients from our offices in Philadelphia and Boston and through a network of coaches and 
colleagues from across the US and the world. Visit us at www.cfar.com. 
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Shaping Culture to Improve 
Performance 

 
ulture plays an increasingly critical role in work settings 
today, across types of organizations and industries. 
Organizations with purposeful, collaborative, inclusive, 

and psychologically safe cultures have more engaged and effective 
leaders and teams and are better equipped to deliver their best 
work and fulfill their missions in sustainable ways. 
 
While culture can be difficult to define and measure, it 
fundamentally shapes organizational success. Leaders reinforce 
cultural norms and behaviors every day, whether intentionally or 
not, and can play a critical role in shaping their organization’s 
culture and thereby its success. 
 
CFAR’s approach to culture change creates a lasting capability to 
change and adapt your culture to get the best from people and 
processes in both the short and long term. 
 

 
What do we mean by culture? 
 
Simply put, it’s the rules and assumptions 
(sometimes tacit) for getting work done—the 
beliefs, working agreements, and tangible 
behaviors that guide and motivate how 
people work together. You can identify 
culture and how it is linked to organizational 
performance, and so you can change it. 
 
Why does culture matter? 
 
As organizations navigate a rapidly 
changing environment, culture can be 
pushed off of leadership’s radar, yet we 
know that: 

• Culture is critical to success—ignore 
it at your peril. Overlooking the 
importance of culture can hold back 
performance and collaboration.  

• Culture is never one-size-fits all. Your 
organization’s desired impact should 
direct your cultural focus. Culture can 

enable what will make you successful as 
you deliver on your mission and 
strategy. 

• Your culture is a strategic asset. 
There are elements of your current 
culture that you likely want to take 
forward, while also identifying what 
needs to change. 

 
What do you need to pay attention to? 

• Creating a flexible plan for shaping the 
culture, and hanging in when it gets 
tough.  

• Leading culture change from both the 
top down and the bottom up.  

• Knowing that when differences get 
erased instead of thoughtfully 
integrated, value gets rubbed out too. 

• Being clear about your cultural 
aspirations, and the behaviors and 
supports that will help you achieve 
them. 
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Our Culture Method: Value in Each Step 
 

 
Discover cultural levers 
Understand the cultural stakes: why, 
how, and where culture connects 
with performance 

Shape the culture you want 
Develop a theory of the case and 
design the change process 

Support implementing culture 
change 

KEY ACTIVITIES 

• Identify what areas of culture to 
examine and how they link to 
your goals 

• Understand cultural norms, 
behaviors, and dynamics and 
their relationship to 
organizational performance 

• Develop the “cultural current 
state”—findings with a point of 
view 

KEY ACTIVITIES 

• Clarify shared cultural 
aspirations and values 

• Identify behaviors needed to live 
into culture aspirations, 
outcomes of those behaviors, 
and enablers/blockers that 
support/hinder those behaviors 

• Develop initiatives for change 

• Build a coalition for change 

KEY ACTIVITIES 

• Activate the recommendations 
and iterate action plans 

• Track progress and hold people 
accountable 

• Monitor and refresh 

DELIVERABLES 

• A clear point of view of your 
cultural aspirations, assets and 
challenges and key areas on 
which to focus 

DELIVERABLES 

• A plan to implement change 
including initiatives, 
accountability, and stakeholder 
involvement 

DELIVERABLES 

• An understanding of where 
change is progressing and 
where more focus is needed 

 
CFAR has supported culture change to advance performance in a variety of settings, for 
example: 

• Building trust and enhancing 
performance among the disparate 
leadership cohort of a design and 
planning firm 

• Helping a non-profit board to identify 
best practices in creating a diverse and 
inclusive board culture. 

• Assessing the leadership cultures of two 
healthcare systems as they prepared to 

execute a complex merger, and 
assuring proper cultural alignment. 

• Helping a top-ranked medical 
department improve quality through 
clarifying its model of collaboration 

• Conducting a cultural assessment for a 
multi-family office as it prepared to 
replace a long-tenured CEO 

 

About CFAR  
 

CFAR is a management consulting and executive coaching firm specializing in 
advising leaders on complex organizational issues where people and performance 
matter. Our mission is to help leaders activate organizations to achieve their highest 
aspirations—productively, meaningfully, profitably, and with impact.  
 

We serve clients from our offices in Philadelphia and Boston and through a network of coaches and 
colleagues from across the US and the world. Visit us at www.cfar.com. 
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 CFAR’s Approach to Strategy 

 
ow did Uber build a network of millions of drivers and transform 
the transportation industry? How has Trader Joe’s generated 
twice the sales per square foot as Whole Foods, while holding 

on to its down-home image? Why is it that some strategies work, 
while other plans wind up on the shelf? The answer lies in how an 
organization tells its story—how top teams come to discern the thread of 
their distinctive strategy, where past, present, and future options make 
new or renewed sense. While many consulting firms offer strategy 
support, clients have chosen CFAR for more than three decades 
because we help clients craft a strategic narrative that motivates action 
and creates sustainable change. 
 
We close the gap between mission, vision, goals, and the work people 
in the organization actually need to do to realize their mission, vision, 
and goals. For us, strategy is the coordinated and collective choices 
made by an organization, where the choices are held together by an 
authentic story leaders tell about why these choices at this time will 
produce the desired organizational performance. 
 

 

A Different Way to Think About Strategy 
 
CFAR’s consultants think about 
implementation from the beginning of the 
strategic planning process. We test 
assumptions about business performance, 
the external competitive climate, and 
organizational culture. Because we 
understand both business and behavioral 
issues, we can help clients create a story 
about their organization that clarifies 
strategic trade-offs in quantitative and 
qualitative terms.  

We help prepare the business for change, 
and provide ways to keep strategy fresh by 
reviewing and readjusting it as new 
information or changes to the environment 
emerge.  
 
The outcome is effective, lasting 
performance improvement while 
honoring values that matter. CFAR helps 
clients develop strategic plans that show up 
in results, not on a shelf. 

 
 

Telling the Story 
 
We start with a “Discovery” phase that makes beliefs about the business context explicit, 
comparing performance data with the ways people talk about the business. We listen to the top 
team describe the focus of the business, the customer base, and the values and aspirations. 
We study the company’s financials and other performance indicators and surface the story in 
the data. Our goal is to illuminate assumptions about performance, assess their currency, and 
investigate with our clients the potential gaps between strategic goals and actual delivery. The 
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result is a fresh, shared understanding of the current state of the business that helps leaders 
see choices about the future that are both realistic and culturally attuned. 
 
Using the findings of phase one, the second phase—“Creating the Strategy”—develops the 
strategic plot line. In this phase, we help the client scan the range of possibility, evaluate 
alternatives, and clarify the business and cultural implications of different strategic choices. 
An important feature of CFAR’s method in this phase is the thoughtful engagement of select 
staff and line leaders in the exploration of options. This approach allows those most influential 
and knowledgeable about the organization to anticipate points where the strategic “plot” is 
unrealistic, and find connections between the emerging strategy and different parts of the 
business. The result is strategy that reflects the cultural and operational realities of the 
business, and has integrated leadership built into the design. 
 
We know that strategy is what you do, not just what you say you do, so we help clients prepare 
for implementation with an essential third phase—“Enacting the Strategy”—in which the 
broader organization is recruited into the strategic story about the planned future of the business 
and readied for the changes necessary to enact strategy.  
 
This phase identifies specific operational changes and the resources that will be required to 
support such changes, and suggests metrics and tracking systems. This phase also includes 
mechanisms for keeping strategy fresh as the business landscape changes. 
 

 

The TSS Method 
 

 
 

Under the current state through 
interviews and analysis of 
financial and performance data 

Test assumptions that underlie 
the current state 

OUTCOME 

Top team shares a fresh, data-
driven view of the current state 
of the business 

Consider alternatives and 
develop one to three desirable 
future states 

Understand implications of 
strategic choices 

Characterize cultural changes 
that might be demanded by 
those choices 

OUTCOME 

A chosen strategy built around a 
coherent story that integrates 
economics and culture 

Communicate the strategy story 

Clarify behavioral changes 

Readjust and monitor progress 

OUTCOME 

A strategy story that 
communicates purpose 

A dashboard to monitor 
progress 

A motivated organization that is 
moving in the desired direction, 
and learning to adapt as it goes 



 

 

Case Studies 
 
INTEGRATING SYSTEM 
STRATEGY 
 
CFAR worked with a multi-
billion dollar, national 
health system to develop 
their first system-wide 
strategic plan. Partnering 
with the client’s leadership 
team, CFAR facilitated a 
strategy summit in which 
over 100 system leaders 
discussed the future of 
healthcare delivery, the 
system’s role in it, and 
their performance to date. 
Participants created a 
shared vision of the 
system’s future and a 
detailed tactical plan to 
ensure that the local 
systems and central office 
were clear on their 
individual and collective 
contributions to the 
organization’s long-term 
success. Leaders across 
the large, multi-facility 
system were able to agree 
on its direction and 
determine concrete 
actions to advance 
organizational goals. 

ALIGNING  
LEADERSHIP 
 
A new academic medical 
center dean needed to 
align competing interests 
while managing limited 
resources and launching a 
new capital campaign. 
CFAR’s team helped the 
dean, administration, and 
faculty agree on a shift in 
research direction, a 
significant curriculum 
overhaul, and a new 
design of the center’s 
administrative structures. 
The narrative about the 
outcomes for all parties 
proved so compelling that 
the university made a 
significant additional 
financial contribution to 
support building 
renovation, allowing the 
dean to fully invest existing 
resources in the research 
program itself. Results 
also included coordinated 
leadership of the research 
enterprise and a new 
senior team prepared to 
support the dean in the 
implementation phase. 

STRATEGY FOR 
SUCCESSION 
 
The founder of a multi-
million dollar real estate 
and construction business 
had passed away, leaving 
no succession plan. CFAR 
helped the new leader 
form a senior team and 
develop a strategy and 
story about their future that 
allowed the company to 
grow from $30 million to 
$200 million in just five 
years while maintaining 
the founder’s original 
vision and high standards 
for quality. In support of 
the strategic plan, CFAR 
helped the company 
establish growth and profit 
goals for each business 
unit, design an 
accountability system to 
track strategic initiatives, 
and expand the company’s 
board of directors with 
high-level, influential 
leaders who could 
challenge the CEO. 

 
 
 

 

About CFAR  
 

CFAR is a management consulting and executive coaching firm specializing in 
advising leaders on complex organizational issues where people and performance 
matter. Our mission is to help leaders activate organizations to achieve their highest 
aspirations—productively, meaningfully, profitably, and with impact.  
 

We serve clients from our offices in Philadelphia and Boston and through a network of coaches and 
colleagues from across the US and the world. Visit us at www.cfar.com. 

 

 

http://www.cfar.com/


 

PHILADELPHIA 215.320.3200 / BOSTON 617.576.1166 WWW.CFAR.COM ©CFAR 

Harnessing the Power in your Organization in a Time of Disruption: An 
Opportunity to Re-visit the Way Things Have Always Been Done 
Debbie Bing, President and Principal 
 

rganizations can get in the way of their own success. The reasons are plentiful—
ineffective design, challenged teams, unclear roles or structures, cumbersome or 
insufficient processes, challenging authority dynamics, to name just a few. Every leader 

has faced that moment. When they simply know that there is something about how the 
organization is working that is getting in the way of achieving the full potential of its goals. And 
yet harnessing the collective power of an organization—with multiple talents, ideas, and a more 
powerful overall impact than any one individual can have—is somehow still around the corner, 
just out of reach. How can you build or rebuild an organization to be greater than the sum of its 
parts? What are the key levers to focus on and what needs tweaking or changing to ignite an 
organizational engine, capable of outsized impact? 
 
Where to start? 
 
It is often challenging to re-visit how your organization is set up because certain ways of working 
are simply “the way things are done around here” or have become entrenched. The turbulence 
leaders face in today’s uncertain times creates both a mandate and an opportunity to do what is 
hard to do even in more stable times: re-evaluate and make needed changes in your 
organization to build a sustainable future. Whether you are trying to create or reduce scale, 
redefine roles, ramp up innovation, clarify or change decision-making or leadership norms, it all 
begins by defining your goal and identifying what levers will make the most difference to get you 
to the future you desire. 
 
Consider the levers to get you where you need to go: 
 
Once you have identified your goal—e.g., what you are trying to solve for in the organization 
that you are building—consider which levers to focus on to get there. Here are a few:  
• Functions and areas of responsibility: What are all of the kinds of work that must be 

accomplished and who does it? Are there things you want people to stop doing? Spend 
less time on? Spend more time on? Do you have all areas of responsibility accounted for 
somewhere? 

• Organizational structure: How do you organize those who do the work (and what is their 
relationship to each other)? Are the right parts set up to interact effectively? Is the structure 
aligned with your current market and strategy—geographically, functionally, or otherwise? 
Does your structure enable innovation? 

• Leadership and governance: How do you make decisions, provide integration/oversight, 
and communicate (both internally and externally)? Is there a clear leadership team (does 
there need to be?) and are the right people on it, given what you need them to do? Are 
decision-making processes clear and is the leadership structure set up to enable the 
consultation you need to make great decisions? 

• Process: How and where can you make your work more defined and repeatable? Do you 
iterate and differentiate in the places where unique thinking is needed and follow repeatable 
processes where scale and efficiency are possible and/or critical? 

• Informal structure: How do you stay connected as an organization? What creates the glue 
that has everyone feel part of the same overarching purpose (cohesion)? What informal 
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channels are in place and what is important to understand about how they enable work and 
discussion? 

 
There is no doubt a lot to consider, but chances are that only some of the levers need attention 
or re-visiting to align with your current strategy. Start by assessing what is working, and then 
address what is getting in the way. 
 
A few things to keep in mind when assessing how to re-align your organization with your 
goals: 
• Organizational design needs to be linked to your purpose—structure works when it 

follows strategy. In assessing this, harness the power of real market forces. How do 
changes in the current environment translate into shifts in your goals, and how must the 
organization adapt to respond? Be as creative as possible in designing your organization 
for the market it actually exists in—and benchmarking it against real competitors. 

• Structure is important, but often is too singular a focus—structure can only take an 
organization so far. Organizations have two dimensions—the formal and 
informal: both matter. In the same mode of thinking, invest in both the incremental and 
transformative. Pay attention both to the genuine windows for major system innovation and 
to the endless stream of opportunities for incremental improvements.  

• Think about the real human side effects, unintended consequences. We tend to think 
about organizational design in too analytic a framework, ignoring the more human-based 
aspects of how change efforts might be experienced. Often, organizational changes end up 
producing exactly the opposite of what we allege we wanted. We may talk about 
empowerment, yet people feel less potent than before. We may talk about distributed 
leadership and accountability, yet people experience more centralization and less 
ownership. How can you think ahead to unintended consequences, and plan accordingly to 
align your intention with the outcomes?  

• Act quickly to learn. A key feature of the current moment is strategic speed. A fast-moving 
company will often use multiple actions as pilots to get the organization up a learning curve, 
so that they can more easily adapt as the new challenges unfold. 

• Think through multiple perspectives. Your people are your biggest asset. Consider their 
experience genuinely. Looking at your organization through the lenses of different roles is 
crucial to thinking through implementation. 

 
Organizational design is never easy work. It requires taking a critical, unflinching look at the full 
scope of your organization. Use the current moment to take on that hard work. Your efforts 
today will provide the foundation for the future. 
 
 
 
 
 
 
 
 

For more information on this or related materials, contact CFAR at info@cfar.com or 
215.320.3200, or visit our website at www.cfar.com. 
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REFLECTIONS ON LEADERSHIP DURING TROUBLING TIMES  
By: Richard J. Levin, Senior Advisor and Coaching Practice Founder 
 

n a radio interview, initially broadcasted on WBOQ-FM in Gloucester, MA in 2020, I talked 
about ways we can acclimate to the turbulence brought about by the combined impact of 
COVID-19, racial injustice, unemployment, and steep financial losses. Not knowing which 

way to turn for help has the capacity to crowd out our best thinking, and to force us into making 
impulsive decisions.  
 
The best way for leaders to be strategic rather than impulsive is to develop new skills that help 
their organizations deal with collective trauma. I address trauma in the radio interview because I 
believe we have to prepare ourselves for multiple instances of PTSD over the next several 
months, and likely into the early part of next year. A new type of leadership won’t just be 
required at the top of the organization, but at every level of human interaction. 
 
To get there will require business leaders to be in fighting shape, at the top of their game, and 
every other physical fitness metaphor you want to apply here. We already know that “what got 
you here won’t get you there.”  
 
So, here is a recipe for what will get you there: 
 
Maintain a boundless belief in your personal ability, as a leader, to impact change. 
Conserve your energy, eat well, stay hydrated, exercise, and remember to breathe. The goal is 
to focus on you, the leader, as a “whole person” who is part of a family, community, or network 
that is larger than you are individually. Those of us who avidly advocated for more flexible 
parameters between work and family now find ourselves in an entirely different landscape— 
where the seamlessness we longed for may now be too much. Prepare for a new way to 
address the more permeable boundaries between work and family. 
 
During a crisis, leaders need the time, energy, and space to think. Most importantly, they 
need someone to think and reflect with, to hold them accountable. It is lonely at the top, and 
even more so during a crisis.  
 
Leaders who face daunting complexity and unanticipated change realize the value of a trusted 
advisor to help them navigate uncharted territory and stay ahead of the curve. We need leaders 
with the agility and mental dexterity to lead their people toward what’s next. 
 
Seek out an advisor with practical wisdom who can serve as your “guide on the side” as 
you navigate challenging times. The goal is to help you better navigate dramatic events, 
focus on your own personal well-being, and decide what will, or perhaps should, permanently 
change about your organization. 
 
Finally: control what you can control. Stay grounded in your company’s mission, purpose, 
values, and vision. This means focusing on your business’ CORE: 
 
Culture—“How we do things around here,” the set of rules and assumptions for getting work 
done. When explicitly understood and actively cultivated, culture will serve as the catalyst for 
organizational growth and adaptation. 
 
Organization—How your business innovates, makes decisions, scales, and implements will 
help you align culture and strategy to successfully execute. 
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Resilience—How you remain strong as you meet today’s challenges and lay the groundwork 
for ongoing strategy renewal and innovation will pay significant dividends well into the future.  
 
Engagement—How you connect with your employees, families, shareholders, board members, 
customers, and partners, who are all struggling to find a foothold in uncertain times. Your ability 
to provide stability, focus, and shared purpose will help each person see the key role they play 
in the success of your organization. 
 
We are living through a challenge that can be met, not a disaster that must be endured. Lead, 
by example. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

For more information on this or related materials, contact CFAR at info@cfar.com or 
215.320.3200, or visit our website at www.cfar.com. 
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COACHING 2 .0 :  RE INVENTING EXECUTIVE  COACHING 
TO  MEET  THE  DEMANDS OF  A  CHANGING HEALTHCARE 
ENVIRONMENT 

Physician and nursing leaders at a world-renowned academic health 
center compete for resources to pursue individual quality and safety 
priorities, rather than work together on shared priorities to improve 
care.

The top team of a healthcare start-up found that it can optimize 
the services and technology silos of its business, but leaders are 
challenged to integrate products and services to create extraordinary 
value for customers.

The CIO of a multi-state health system understands the importance of 
collaboration to implement an electronic health record, but the work of 
engaging across administrative, technical, and clinical functions never  
happens. You can guess the result.

Today’s healthcare environment is fraught with diminishing resources and a healthy dose of uncertainty 
about the future. The need for different disciplines to work beyond their respective professional and 
organizational silos is critical to creating value and ensuring great care. As evidenced in the Institute of 
Medicine report, The Future of Nursing: Leading Change, Advancing Health (2011), “As the delivery of 
care becomes more complex across a wide range of settings, and the need to coordinate care among 
multiple providers becomes ever more important, developing well-functioning teams becomes a crucial 
objective throughout the healthcare system.”1 We believe this is true for clinical and administrative 
leaders alike, who can feel culturally separate in longstanding, almost tribal, professional silos. Silos 
foster the continuation of tenacious traditions that fail to acknowledge the patient as a holistic being, 
like separating dentistry from the rest of medicine or viewing departments or specialties as if they are 
disconnected from the larger organizations of which they are part. Teamwork and collaboration across 
disciplines is often expected, but rarely taught or explicitly promoted.

We see the potential in altering this trend by leveraging and evolving a traditional support for healthcare 
leaders—executive coaching. We have experienced tremendous success reinventing coaching as a 
bridge between leadership development and the growth of the organizations the leaders spearhead. 
We call this Coaching 2.0.

Defining Coaching 2.0 
Coaching typically focuses on strengthening an organization’s leader, or guiding high potential 
executives who are not yet ready for prime time. When executive coaching was founded in the 
mid-1980s, its objective was to advise and teach senior executives, especially CEOs, to become 
more motivating and inspiring leaders. In this way, traditional coaching has been oriented around 
individuals—improve or “!x” the leader, and you will improve the organization’s performance.

The complexity of 21st century organizations demands a different approach. In today’s organizations—
and in healthcare in particular—collaboration is key. Work is more frequently accomplished through 
in"uence, rather than authority. People come to work because of 
what they can contribute to a bigger mission. Coaching individuals 
is necessary, but not suf!cient. It needs to be grounded in the 
set of interactions among the individual, the mission, and the 
organizational system as a whole. In Coaching 2.0, the leader is 
central, but the focus expands to the actions of the broader team 
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and the structure and resources needed to tackle the organization’s most critical priorities. In other 
words, what does the business need to succeed, and how do we re-orient the leader, the team, and 
the ways in which they work together to make success possible?

Coaching 2.0 in Action 
Consider the physician at a teaching hospital who was tapped by a Fortune 500 pharmaceutical 
company to be its Senior Vice President. Excited and energized to take on his !rst professional 
leadership role, the SVP found himself leading a 200-person department. With no leadership or 
management training, the SVP decided it would be good practice to meet individually with all 200 of 
his “direct reports.” After meeting with 50 employees, the SVP, exasperated and exhausted, sought the 
services of an executive coach. When the coach suggested the SVP narrow his direct reports to !ve, 
the SVP slapped himself on the forehead and said, “I never realized I could do that!”

There are many dimensions to this story. One: coaching does not happen in a vacuum; leaders work 
within organizations. Two: the organization failed to suf!ciently onboard its new SVP. And three: the 
SVP’s department remained virtually at a standstill until its leader learned how to lead. This slowdown 
created undue stress on the larger system, which risked imploding. This was an opportunity not only 
to continue to provide coaching to the leader, but to work with his new team to create a strategic 
roadmap and determine how to organize for successful implementation. In a relatively short time, the 
department shifted from feeling stagnant to aligned and focused on a shared strategy.

Closing Thoughts 
“Stress on the system” is one of the primary reasons leaders seek the services of a coach or a 
management consultant. Stress is an output of systems dominated by silos, as silos block the "ow 
of information and resources toward shared aims. Stress is increasingly pervasive in healthcare, with 
ripple effects that threaten safety, quality, and productivity. Leaders under stress often “unload” on 
their followers, showing anger or “bad behavior.” The stress then rolls downstream—for example, with 
doctors yelling at nurses, nurses shouting at administrators, administrators antagonizing patients or 
vendors, and so on—until the system begins to falter. In many health systems, stress, more than the 
need to achieve patient-centered care, is the key factor driving work forward. In response to outbursts 
and missed metrics, human resources departments often seek coaches for remedial rather than 
developmental interventions, and administrators frequently hire management consultants to repair the 
system.

Coaching 2.0 ties all of these components together, using cross-trained management consultants and 
executive coaches who work together to address the human, organizational, and business dimensions 
of an organization. With Coaching 2.0, interlocking pieces of the healthcare ecosystem more 
seamlessly connect, with the potential to create a lower-stress, more cost-effective, and more ef!cient 
healthcare business.

Contact Jennifer at: jtomasik@cfar.com 
Contact Richard at: rlevin@richardlevinassociates.com

mailto:jtomasik%40cfar.com?subject=
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Debbie Bing, MALD 
President and Principal 
 

 

Debbie Bing, President and Principal, began at CFAR as a Project 
Consultant in 1998, became an Associate in 1999, and a Principal in 
2006. Her assumption of the Presidency in 2016 represents the shift 
to CFAR’s Second Generation of Leaders. Debbie is also a member 
of CFAR’s Board of Directors and co-leads the firm’s Family 
Enterprises and Owner-Led Business practice group. As a second-
generation owner of CFAR, she draws on personal experience in 
working through the dilemmas of strategy and succession. 
 
Debbie views conflict as a useful starting point for a productive 
exchange about organizational priorities and performance. She has 
led negotiation teams in the Middle East and in Eastern Europe, and 
uses that expertise to help business leaders and executive teams in 
family businesses, entrepreneurial organizations, universities, 
associations and foundations to build collaborative approaches to 
their most pressing business challenges. She is especially skilled at 
helping clients make decisions and implement change in highly 
politicized, emotionally charged environments as they manage the 
multiple pressures of mission, performance, culture, competencies 
and competition. Her methodology brings all appropriate players into 
the process of generating options, making decisions, and 
committing to a plan so that they “own” the solution. 
 
In 2019, Debbie was elected Board Chair of the Family Firm 
Institute (FFI), where she was previously honored as a Fellow in 
October 2014 and from which she earned both the GEN and 
Advanced Certificates in Family Business Advising. 
 
She is an experienced speaker and has presented to groups 
including FFI, the Council on Foundations, the International Society 
for the Psychoanalytic Study of Organizations (from which she won 
The Bridger Award in 2008 for her paper, “Crowding Out the Space: 
The Weakness of a Strong Leader”), the Northeastern University 
Center for Family Business, the Healthcare Business Women’s 
Association and numerous Boston area business groups. In 
addition, she has been published in People & Strategy Magazine, 
and has had several articles in Family Business Magazine. She is 
also member of the Board of Directors of E4TheFuture, a member 
of the Professional Advisory Committee of the Boston Foundation, 
and an adjunct faculty member at D’Amore-McKim School of 
Business at Northeastern University. 
 
Debbie holds a Bachelor of Arts in Political Science and Peace and 
Conflict Studies from Haverford College and a Master’s of 
International Law and Diplomacy from the Fletcher School at Tufts 
University. 

 dbing@cfar.com 

 617-610-3677 

 617-301-8244 

 debbiebing 
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Jennifer Tomasik, SM, FACHE 
Vice President and Principal 

Jennifer Tomasik, Vice President and Principal, is a second-generation 
owner of CFAR and serves as a member of the firm’s Board of Directors. 
She is skilled at creating and directing processes that clarify strategy, 
solve complex organizational challenges, ensure sustainable 
implementation, and build effective leaders and teams. Her approach 
blends qualitative methods and quantitative analytics, with an emphasis on 
communication and collaboration, enabling people to discuss their most 
pressing issues in a safe and productive environment. She is a recognized 
expert at large group event design and facilitation. 

While Jennifer leads CFAR’s Healthcare practice, she has had the 
privilege of working with mission-oriented leaders across many industries 
for more than two decades. She is a deep believer in the power of 
systems-thinking and the role of active engagement of people across all 
levels of an organization to shape, own, and contribute to their strategic 
future. Jennifer is proficient at bringing stakeholders together in ways that 
bridge the organizational and professional boundaries that often impede 
productive dialogue and strategic change. She helps her clients move from 
ideas to action, whether that be through individual or team-based coaching 
or leading large-scale strategy and change work. 

Jennifer is an experienced speaker and author, and has presented to 
numerous client audiences, including the American College of Healthcare 
Executives, the Association of American Medical Colleges, the American 
Hospital Association, and the American Organization for Nursing 
Leadership, among others. Her published work has appeared in the 
Wharton Healthcare Quarterly, Healthcare Executive, the American 
Journal of Medicine, and several books focused on population health and 
healthcare management. Her publication, Lessons from the Field: 
Promising Interprofessional Collaboration Practices, was produced as the 
result of a Robert Wood Johnson Foundation project that she led to 
identify effective interprofessional collaboration practices that create a 
culture of health and improve patient-centered care. 

Jennifer is deeply committed to improving healthcare, leadership and 
education in her home state of Rhode Island, where she resides with her 
husband and daughters. She is a Fellow of the American College of 
Healthcare Executives (ACHE), and was elected to represent the state on 
ACHE’s national Board of Regents. In 2011, she won the Regent Award for 
Early Careerist from the American College of Healthcare Executives 
Rhode Island (ACHERI), where she serves as a member of the Board. She 
is the Immediate-Past President of the Board of Trustees of the French 
American School of Rhode Island, where she lead strategic planning, 
search, transition and governance efforts. Jennifer is a member of the 
Omicron II class of Leadership Rhode Island.  

She earned a BA in American Studies from Tufts University, as well as an 
MS in Health Policy and Management from the Harvard T.H. Chan School 
of Public Health, and is certified as a Predictive Index Practitioner. 

 jtomasik@cfar.com 

617-990-7101

617-301-8245

 jennifertomasik 
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Richard Levin, Ed.D. 
Senior Advisor and Coaching Practice Founder

Dr. Richard Levin, based in Boston, is widely recognized as one of 
the first executive coaches. He is one of a half-dozen global 
leaders who have created and shaped the coaching profession 
since its inception in the 1980’s. 

Richard is a leadership developer, trusted business advisor, 
television commentator, and newspaper columnist with a special 
knack for bringing successful people together. 

As the founder and principal of Richard Levin & Associates (the 
first executive coaching firm, and the first network of independent 
executive coaches); as co-author of the popular and powerful book 
Shared Purpose: Working Together to Build Strong Families and 
High Performance Companies; and as a founder of Boston 
University's Center on Work and Family, Richard has stretched the 
boundaries of creativity, inclusiveness, and collaboration to build 
extraordinary organizations. 

Richard’s clients have included corporations, medical practices, 
family-owned businesses, law firms, accounting firms, and not-for-
profit organizations. His clients have included Walmart, Fidelity, 
Gillette, Timberland, American Express, AT&T, State Street Bank, 
Biogen, Bristol Myers Squibb, Merck, BJ’s Wholesale Club, and 
many, many others. 

Richard has been interviewed by most major newspapers, radio 
stations, and television news programs. For 20 years he co-wrote a 
newspaper column, As We Live and Work, with one of his mentors, 
Dr. Barrie Sanford Greiff (published in the Boston Business Journal 
and syndicated widely), and for many years was a regular 
commentator on the PBS Nightly Business Report. In addition, 
Richard has written several publications on flexible benefits, 
work/life stress, and family businesses. His 1992 article, “The 
Family Circle: Psychological Issues and the Family Business,” was 
selected by the Family Firm Institute as one of the ten best articles 
on family business, and was republished in the book The Best of 
Behavioral Science. His 2001 white paper on children’s reactions 
to stress was distributed globally by the United Nations the day 
after the tragic events of 9/11. 

Richard received his BA and MA from Brandeis University and his 
Ed.D. from Boston University. He is certified in the Hogan 
Personality Inventory. 

 rlevin@cfar.com 

617-301-8248

 richardjlevin 

For more information about CFAR, contact CFAR at info@cfar.com or coaching@cfar.com or, 
215.320.3200, or visit our website at www.cfar.com. 
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