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July 23, 2018 Follow-up to UT Health SA Long School of Medicine Discussion with Dan 
Hromas about Leadership 

 
From: Hromas, Robert 
Subject: RE: Jameslhollymd.com | Your Life Your Health | Business Analytics and Your AQ 

 
Next time you are up, let's spend some time brainstorming on leadership. My book, Einstein's 
Boss, is out now, and is selling well. I have a contract for another that I would like to run by you. 
Rob 

 
Robert Hromas, M.D., F.A.C.P. 
Dean, Long School of Medicine 

 
The following are articles by SETMA on Leadership were sent to Dr. Hromas 

 
Leadership: Character Needed For Healthcare Transformation – Full Article seen at link 
below 

 
http://www.jameslhollymd.com/Your-Life-Your-Health/leadership-character-traits-needed-for-
healthcare- transformation-parti 

 

While Kent Keith has not said such to me, it seems obvious that at the root of The Paradoxical 
Commandments are the virtues of personal passion, trust and hope. It seems that the leadership 
required for the transformation of healthcare will embrace those commandments and will exhibit 
the Personal Mastery described by Peter Senge. On August 27, 1998, I wrote SETMA’s 
leadership a note in which I quoted Sir Winston Churchill, who speaking to his Private Secretary, 
John Colville on August 27, 1940, said, “Each night, I try myself by Court Martial to see if I 
have done anything effective during the day. I don’t mean just pawing the ground; anyone can go 
through the motions, but something really effective.” Successful leadership over a lifetime is 
made up of successful leadership for one day. 

 
I added to this note the challenge, “Try each day to accomplish something significant and in the 
end you will succeed in your job. As a leader, you must be true to yourself and not be 
disappointed with others. You must assist them in becoming all they can be.” In that note, I 
quoted an editorial entitled, ‘Leadership Paradoxes,’ in which William McCumber, listed ten 
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conclusions about people in general. He found these ideas in a newspaper article about Howard 
Ferguson, a wrestling coach, who purportedly initially formulated the list. (Read on to find the 
ten principles and the true source of these remarkable ideas.) 

 
Recently, I wanted to use these ideas but was unable to find them. I searched the web and that is 
when I discovered that the attribution of this work to Ferguson was not correct. This material 
comes from http://www.paradoxicalcommandments.com/origin.html. “The Paradoxical 
Commandments were written by Kent Keith in 1968, when he was 19 and a sophomore at 
Harvard College. The commandments were part of The Silent Revolution: Dynamic Leadership 
in the Student Council, his first booklet for high school student leaders. Kent encouraged 
students to care about others, and to work through the system to achieve change. One thing he 
learned was students didn't know how to work through the system to bring about change. Some 
of them also tended to give up quickly when they faced difficulties or failures. They needed 
deeper, longer-lasting reasons to keep trying. 

 
The Joint Commission Accreditation for Ambulatory Care has a chapter on leadership. I wrote 
an extensive discussion of leadership. See below. The next article will be about this. 

Joint Commission SETMA and Leadership -- Full Article seen at link below 
 
http://www.jameslhollymd.com/Letters/the-joint-commission 

 

…The following is brief positive statement the surveyors made about SETMA in their final 
report: “The organization has a wide variety of best practices that will be helpful to other 
organizations e.g. an extensive website with internally developed patient education material, 
information about their organization and medical home, data on their quality metrics, etc. They 
have also published many valuable articles on quality outcomes, health disparities and the 
medical home. Their care transition program is stellar with care coordinators, engaged clinicians 
and supporting outcomes data. The organization was very open to sharing information. 
Leadership was fully engaged in quality care and patient safety. The organization is focused on 
evidence-based clinical practices.” 

 
Joint Commission Surveyors Comment about SETMA’s 40-section notebook in response to 
Chapter Seven Leadership of The Joint Commission Standards and Requirements, Medical 
Home Accreditation, 2013. 

 
From: Joint Commission Executive 
Sent: Wednesday, April 02, 2014 8:38 PM 
To: James L. Holly 

 
Thanks again for sending the Leadership Notebook that is both comprehensive and well- 
organized, and one that provides an invaluable tool for Leadership at all levels of the 
organization. 

 
It reflects SETMA’s obvious commitment to building a program that not just meets, but exceeds, 
all of the necessary components and values of the medical home initiative. 
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I believe it should be submitted to The Joint Commission as an example of a ‘Best Practice’ that 
may be readily shared and made available to others in the industry. 
With your permission I will discuss this with  .  so that it may be included in 
our Leading Practice Library. Thanks again. .. and continued best wishes on your remarkable 
journey at SETMA. Paul 

 
Joint Commission, SETMA, Leadership (Additional Comments) -- Full Article seen at link 
below 

http://www.jameslhollymd.com/Letters/additional-thoughts-about-the-joint-commission 
 

Things the surveyors and an executive at The Joint Commission said about SETMA 
 

1. How engaged and happy all the employees are. 
 

The surveyors for The Joint Commission marveled at how proud our employees are of 
SETMA. They commented that it is not commonly seen where all the employees share in 
the pride of ownership and that they not only understand what they are to do but why 
they are to do it. This morning, I sent the following set of questions to SETMA’s 
Accreditation Team members. I made these conditions: I would like each of you to 
answer the following questions for me (this will not be publicized; if I wish to share any 
of this with anyone, I will get your permission prior to doing so): 

 
1. Have you grown personally during your tenure with SETMA 
2. Have you grown professionally during your tenure with SETMA 
3. Have your activities and your responsibilities been satisfying to you personally and 

professionally. 
4. Do you feel that you are engaged in a job that is important which gives you personal 

pride in what SETMA is doing 
5. What would you change if you could 
6. Do you feel respected and appreciated 
7. Are you treated with dignity and respect 

 
When we shared these seven things with Planetree, they commented, “These questions 
are spot on.” 

 
When The Joint Commission surveyors made this comment, I told them I thought I knew 
why. There are many reasons, compensation, no harassment, safe and supportive 
environment, but I think the biggest reason is the same for providers, executive 
management, administration, and staff. 

 
That is, everyone is aware that they are part of something more than a medical practice. 
Everyone feels that they are part of something which is very special. Interestingly the 
very reason that makes others dislike us is the reason which makes us like 
ourselves. With 217 articles published about SETMA in national publications posted on 
our website, we can know that we are considered special by others. With honors, awards, 
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acknowledgements, achievements posted on our website, we can know that we are doing 
extraordinary things. With many of our staff able to attend national meetings where they 
hear and see how others respond to SETMA, they feel proud and special. The dividends 
that our website and these awards pay cannot be found in dollars and cents, but it can be 
found in satisfaction, fulfillment and personal pride. Most of all perhaps, is that we 
continually acknowledge that our achievements while founded on hard work and 
perseverance is also the result of God’s blessings. This is why SETMA’s staff is special, 
feels special and acts special. 

 
People at SETMA are experiencing what it means to be part of a great team; that is 
describe by Peter Senge: 

 
“Most of us at one time or another have been part of a great ‘team,’ a group of people 
who functioned together in an extraordinary way - who trusted one another, who 
complemented each other others’ strengths and compensated for each others’ limitations, 
who had common goals that were larger than individual goals, and who produced 
extraordinary results. I have met many people who have experienced this sort of 
profound teamwork - in sports, or in the performing arts or in business. Many say that 
they have spent much of their life looking for that experience again. What they 
experienced was a learning organization. The team that became great didn’t start off 
great - it learned how to produce extraordinary results.” (p. 4) 

 
Being part of such a team: 

 
a. Requires each of us to be better than we have ever been before 
b. Enables us to be better than we have ever been before 
c. Motivates us to be better than we have ever been before 
d. Allows us to take the risk of becoming better than we have ever been before 

 
2. Everything SETMA does is based upon philosophical principles and foundations 

 
Both the surveyors and one of the executives at The Joint Commission commented about 
the philosophical foundation of SETMA’s work.  Wednesday afternoon (March 5, 2014) 
I call my executive contact at The Joint Commission. He said “I was just talking to one of 
my colleagues and showing him SETMA’s notebook which was prepared in response to 
The Joint Commission’s Standards and Requirements Chapter Seven o leadership.” The 
executive said, “Look at this; everything they do is founded upon a philosophical 
foundation.  They know ‘what they are doing,’ but more importantly, they know why 
they are doing it.’” SETMA is not the result of random efforts but of innovations and 
advances which are consistent with a structured set of ideals, principles and goals. 

 
It is helpful that The Joint Commission recognized this and commented upon it. It is one 
of the strengths of SETMA and it is one of the principle guides to SETMA’s 
development history, i.e., what caused SETMA to become what it is. 
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3. Part of SETMA’s culture is our willingness and ability to accept who we are. That can be 
expressed in the statement: Rarely can it be said that some one is THE best of ALL 
because we have strengths that place us at the head of the pack and we have 
weaknesses which make us one of the pack. Our progress and success is dependent 
upon our willingness to celebrate our strengths without arrogant and hubris and to 
acknowledge our weaknesses with humility and resolve to improve. 

 
Peter Senge in The Fifth Disciple express this in terms of Personal Mastery which is 
described by ten principles shared by people with personal mastery: 

 
o The have a special sense of purpose that lies behind their vision and goals. For such 

a person, a vision is a calling rather than simply a good idea. 
o They see current reality as an ally, not an enemy. They have learned how to perceive 

and work with forces of change rather than resist those forces. 
o They are deeply inquisitive, committed to continually seeing reality more and more 

accurately. 
o They feel connected to others and to life itself. 
o Yet, they sacrifice none of their uniqueness. 
o They feel as if they are part of a larger creative process, which they can influence but 

cannot unilaterally control. (p. 142) 
o Live in a continual learning mode. 
o They never ARRIVE! 
o (They) are acutely aware of their ignorance, their incompetence, their growth areas. 
o And they are deeply self-confident! (p. 142) 

 
4. SETMA is willing to take the risk and to subject ourselves to the scrutiny of the highest 

standards. We are also prepared to be transparent and to publish by provider name our 
performance on hundreds of quality metrics. This transparency drives our 
improvement. It allows SETMA to be the best we can be. It allows us to declare: 

 
Once you “open your books on performance” to public scrutiny; 

the only place you have in which to hide is excellence! 
 
Joint Commission, Leadership & Healthcare Transformation Full Article seen at link below 

http://www.jameslhollymd.com/Letters/leadership-character-traits-needed-for-healthcare-
transformation 

 

May 1, 2014 …The comment that with over 40,000 certificates from The Joint Commission in 
circulation and with NO ONE ever having raised the objections to the certificates which I have 
raised, implies that I must be in a minority of one and out-of-step with the mainstream medical 
community. There is another possible explanation and that is that the very changes which I 
think The Joint Commission needs to make are suggested by the 40,000 to 1 ratio. 
Could it be that it is as several SETMA colleagues with long hospital backgrounds suggest that 
the fear of The Joint Commission’s power in the past (which no longer exists) and the negative, 
and sometimes brutal approach of The Commission, squelched any opposition or negative 
feedback? Could it be that the surveyed organizations where just glad to get through the 
process? 
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It seems to me, and that is one out of 40,000 opinions, that The Joint Commission’s historical 
approach produced the same “reform” mentality that has been the dynamic of change in 
healthcare, i.e., put enough pressure on the organization with threats and oversight and you’ll get 
the desired results for at least as long as the pressure continues. This approach neglected the 
power of transformation. 

 
The type of leadership needed from The Joint Commission and needed at the local organizational 
level is transformative because it is self-sustaining. With a reform/pressure philosophy, SETMA 
will only pay attention to the standards of The Joint Commission after the 18-month window of 
no surprise visits passes, at the end of which we’ll have to think about these things again, lest 
you “catch us” relaxing because the “pressure is off.” Can you imagine the impact The Joint 
Commission could have if rather than being an “overseer,” (as stated on your certificate), you 
embraced the organizations with which you work as the sustainers of “quality and safety” where 
both see each other as collaborators, colleagues and consultants rather than one as the sustainers 
of excellent (The Joint Commission) and the other (the practice, hospital or other organization) 
as the one who only pursued quality and safety as they were forced to by the oversight of The 
Joint Commission? 

 
The future of all healthcare organizations will be dependent upon their ability to adapt to that 
future and not just in response to pressure and demands, but as in imperative of the internalized 
passion, principles, ideals, standards and transformative and generative power of a vision of 
excellence. No organization, whether accrediting body or body being accredited has a lock on 
the future. Past successes based on past realities and responsibilities may be lost without change. 

 
As I said before, The Joint Commission’s certificate accurately reflects how I perceive the Joint 
Commission’s philosophy and the image the Commission has of itself and of the bodies it is 
surveying. That is why the certificates are not a trivial matter or a distraction. If The Joint 
Commission does not see the accreditation process as an occasion for celebration, 
congratulations and affirmation, but only as an occasion to imply, “if you don’t keep your nose 
clean, we’ll jerk your accreditation,” then I suspect The Joint Commission’s influence will 
dwindle. 

 
Does this suggest compromise and decreasing the standards?  Absolutely not.  It does suggest 
that I think that SETMA’s standards are as high if not higher than The Joint Commission’s. It 
does suggest that The Joint Commission’s influence can grow if The Commission changes its 
philosophy and if it does not see itself as the only motivator for excellence. It does mean that if 
the Commission only changes it certificate but does not change its philosophy, then the 
dwindling of influence may take place.. It does mean that if the Commission sees itself as part of 
the solution for excellence in healthcare and not as the only solution, then we can all benefit from 
a relationship. 

 
It is my hope that you will hear my plea. The microscopy which I am suggestion that The 
Commission examines itself with, is the same microscope with which SETMA examines 
itself. Welcome to the club. If you want to join, we will all benefit. 



Leadership, Healthcare & Dr. Kenneth Shine’s Assessment Full Article seen at link below 

http://www.jameslhollymd.com/Letters/dr-ken-shines-note-to-dr-james-l-holly 
 

(Dr. Holly addressed three sessions at the Texas Health Home Primary Care Summit in San 
Antonio, Texas June 18-19, 2015. Dr. Shine attended one of these sessions.) 

 
From: Shine, Kenneth Sent: Friday, June 19, 2015 8:58 AM To: James L. Holly: “You are truly 
a great thinker about health and a leader in health and healthcare!!! I have learned so much from 
you as have so many others!! I am very proud of your role at UTHSCSA and of the 
Professorship you have established!!! Keep up the great work!!! Ken” 

 
Dr. Holly’s note to Dr. Shine -- On Jun 19, 2015, “Dr. Shine, It is awkward to say this without 
sounding ingratiating, but I am grateful for your attending and participating in my session this 
morning. I hold you in the highest esteem and have been pleased to get to know you. Thank 
you. Larry” 

 
Dr. Bill Henrich’s Note to Dr. Holly concerning Dr. Shine’s note. (Dr. Shine and Dr. Holly first 
met when Dr. Shine Chaired and Dr. Holly served on the Search Committee for a new President 
of the Health Science Center. Dr. Henrich was selected as the new President in 2009.) “Larry, 
you should save this one. Ken is a person of measured, thoughtful response and his accurate 
description of you and your many contributions is well deserved. I am just proud to know 
you.   You guys be careful getting back to Beaumont. Let's get together again soon. Love to 
Carolyn. Bill”) 

 
UT Health Holly’s Address to Freshman Weekend March, 2007 

 
http://www.jameslhollymd.com/Your-Life-Your-Health/Address-to-Freshman-Weekend 

 
 

(Author's Note on March 24, 2007, the University Of Texas School Of Medicine at San Antonio 
- this author's alma mater - held Freshman Weekend to introduce the class of 2011 to the School 
of Medicine. The following is Dr. Holly's address to this class as the President of the Alumni 
Association) 

 
I envy you, but it is not your youth that I envy - I envy that you are the inheritors of the 
experiences and achievements of the first 40 years of our School of Medicine and I envy that you 
have your lifetime to compound that inheritance. You are the recipients of the legacy and of the 
trust estate of two generations of students, alumni, faculty, administrators and staff of the 
University Of Texas School Of Medicine at San Antonio. 

 
Furthermore, you face the challenge and opportunity of a time when medicine has a greater 
capacity to change the lives, the health and the future of those to whom you minister your art 
than in any previous generation. You have a virtual tabula raza upon which to record your 
contribution to the history of your college and to the advancement of your profession. 

 
As you consider your opportunity and your obligation, picture the scene portrayed in Chariots of 
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Fire, when the Master of Caius (pronounced "Keyes") College, University of Cambridge, 
speaking to the Freshman Dinner in 1918, said: 

 
"I take the war list and I run down it. Name after name, which I cannot read and which we that 
are older than you cannot hear without emotion. Names which will be only names to you, the 
new college, but which to us summons up face after face, full of honesty, and goodness, zeal, 
vigor and intellectual promise. The flower of a generation, the glory of England, and they died 
for England and all that England stands for and now, by tragic necessity, their dreams have 
become yours. 

 
Let me exhort you, examine yourselves; let each of you discover where your chance of greatness 
lies; for their sakes, for the sake of your college and your country. Seize this chance, rejoice in it, 
and let no power or persuasion deter you in your task." 

 
By 2011, you of the new School of Medicine will have laid the foundation for who you will be as 
healthcare professionals. You will have collected the experiences and the memories which will 
guide you in your quest for greatness. 

 
Hopefully, you will have learned the skills of collegiality and collaboration which must supplant 
the competitiveness which has brought you this far. It is sage counsel to admonish you: Seek 
greatness; not conquest; seek greatness; not surmounting others. It is in building and in 
participating on a healthcare team, and in working for the success of that team that each of you 
will have the greatest chance of greatness. Greatness is not defined by winning or by wealth; 
greatness is defined by honesty, goodness, zeal, vigor and of intellectual promise fulfilled in 
service to others. 

 
Hear and remember the words of Dr. Peter Senge of MIT: 

 
"Most of us at one time or another have been part of a great 'team,' a group of people who 
functioned together in an extraordinary way - who trusted one another, who complemented each 
other’s' strengths and compensated for each other’s' limitations, who had common goals that 
were larger than individual goals, and who produced extraordinary results. 

 
I have met many people who have experienced this sort of profound teamwork - in sports, or in 
the performing arts or in business. Many say that they have spent much of their life looking for 
that experience again. What they experienced was a learning organization. The team that became 
great didn't start off great - it learned how to produce extraordinary results." 
Recognize and embrace the debt you incur when you accept the opportunity of membership in 
the class of 2011 Watch another scene in your mind as in the movie, Saving Private Ryan, the 
title character, tremulously, now in his seventies, approached the headstone of Captain John 
Miller who gave his life that Ryan might live. 

 
In perhaps the most poignant moment in a great film, tears streamed down his face as Ryan 
plaintively said to his wife, "Tell me that I have lived a good life; tell me that I have been a good 
man." The sacrifice of others imposed upon Private Ryan a debt only a noble and honorable life 
could repay. Everyone owes such a debt to someone. The circumstances of that debt may not be 



as dramatic, but it is just as real. 
 
There are few gifts as great as that of the opportunity to be a physician. Caring for others has 
always been a sacred trust. It is a trust which should cause each person so honored to tremble 
with fear that he or she will not have lived worthily of that honor. It should cause us to examine 
our lives for evidence that we have been good stewards of the treasure of knowledge, skill, 
experience, and judgment which has been bequeathed to us by our university, by our professors 
and by the public which funded our education. 

 
What nobler calling could one have than the opportunity to collaborate with others in their quest 
for health and hope? The honor of trust and respect given by strangers, who share their deepest 
secrets, knowing they will be held sacrosanct, is a gift which exceeds any pecuniary advantage. 
The pursuit of excellence in the care of others is a passion which is self-motivating. 

 
Passion is the fuel which energizes any noble endeavor. It is what makes a person get up early in 
the morning, work hard all day, and go to bed late at night looking forward to the next day. It is a 
cause of great sadness that today's society is so devoid of true purpose-driven passion. Sadly, 
many only vicariously experience passion through the eyes and lives of athletes, movie stars, or 
musicians. Yet, ultimately, personally-experienced passion and purpose are what make life worth 
living. Those of us who have been allowed the privilege of being physicians, can and should 
know the passion of a noble purpose every day of our lives. 

 
Never has there been a time when a physician's knowledge and skills could have more positive 
impact upon the lives and futures of others. Never has there been a time when the role of the 
physician has been more defined by the concept of "team," in which each participant - doctor, 
patient, family, nurse, clerk and others - coalesce into a vanguard against illness and pain. 

 
Now, well into the last half of my career, I do not crumble by the headstone of one who has 
given his life for mine, but I do stand humbly before the cornerstone of my life as a physician. I 
stand there grateful to God, to my parents, to my wife and children, to my University of Texas 
School of Medicine at San Antonio, to my professors -- among many, Drs. Pannill, Taylor, 
Wesser, Beller, Fuller, Forland, Gold, Sears, George, Persellin and Cander -- to medical school 
class mates who challenged me with their abilities and drive. Each has contributed and continues 
to contribute to the passion and drive born of the honor of being a physician. 

 
The tale is not yet told as to whether you and I shall have been faithful to this great honor, but it 
is a responsibility which motivates me daily and which must motivate you. To our university and 
to all who have contributed to the honor of our being physicians, we say, "Thank you." 

 
Today, you begin accumulating a debt of gratitude which can only be repaid with your 
excellence in service to all who seek your medical counsel or care. As the President of the 
Alumni Association of the University Of Texas School Of Medicine at San Antonio, I welcome 
you; I applaud you and I admonish you. Under the leadership of our new Dean and of the faculty, 
your school will make you proud - it is your responsibility between now and two thousand 
eleven and for a life-time afterwards, to make your school proud. 



In two thousand eleven, I shall purpose to return for your commencement and inquire as to how 
well you have pursued your chance of greatness. 

 
Visitor to SETMA from Australia Comments about Leadership Motivation 

http://www.jameslhollymd.com/Letters/response-from-michael-fasher-on-joint-commission-
article 

 

From: Michael Fasher 
Sent: Monday, July 9, 2018 8:38 AM 

Dear Larry 

“When change is driven only by external demands, it is not sustainable and will become 
dependent upon rewards to drive improvement. But when change is driven by internalized values 
and vision, being self-sustaining and generative in nature, it is sustained not by financial or other 
rewards, but by the passion of the participants." (Dr. Larry Holly) 

 
Perfectly put. I remain grateful for and energized by this insight. Visiting SETMA lit a fire and 
this is the match. Michael Fasher, General Practitioner, Adjunct Associate Professor University 
of Sydney, Conjoint Associate Professor University of Western Sydney 
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