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Selected announcements

CDPH 2023 State Health Assessment Core Module Webinar1

State Health Assessment Core Module
Presenter: Dr. Michael C. Samuel, DrPH, Data Scientist and Epidemiologist and
Jaspreet Kang, Research Data Analyst

Highlights from the State of Public Health
Presenter: Dr. Tomás Aragón, MD, DrPH, CDPH Director and State Health Officer
Wednesday, May 10, 2023, 10:30 a.m. to 12:00 noon
11:30 a.m. to 12:00 p.m. - Optional 30-minute extended Webinar Q&A

To register for webinar: https://cdph-ca-gov.zoom.us/meeting/register/
tZIld--orDgvHNJWoA9H95unEmQtSnjHmg0D#/registration
For questions or webinar tech support, please contact the LGHC@cdph.ca.gov

1https://skylab.cdph.ca.gov/communityBurden/_w_71d35810/SOPH/2023/Full%20Report.html
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Selected announcements

California Regional Trauma Responsive Training

Although many of the challenges we currently face in public health existed prior to Covid,
pandemic challenges compounded these vulnerabilities. The cumulative and compounding
impact of this toxic stress and harm often manifest as:

Communications breakdown
Demoralization and career dissatisfaction
Burnout – Exhaustion – Compassion fatigue
Disconnection and disengagement
Uncivil or aggressive behavior
Attrition and early retirement

Tomás Aragón, MD, DrPH “Becoming the Best at Getting Better” May 3, 2023 5 / 40



Selected announcements

California Regional Trauma Responsive Training: What are the objectives?

1 Develop a shared understanding and vocabulary about the incidence and impact of toxic stress and trauma
on the public health workforce

2 Expand understanding and recognition of stress, toxic stress, primary secondary and vicarious trauma,
moral distress, and the traumas of moral injury

3 Recognize how recruitment and retention are impacted by toxic stress in the culture, and how an
ecological approach to culture building can restore the public health workforce

4 Understand and practice immediately actionable leadership skills and tools for trauma-responsive
engagement and culture building

5 Recognize the universality of harm, understand activation of threat, and learn and practice skills to
mitigate toxic stress

6 Describe the creation of trauma-responsive cultures and practice strategies that disrupt the stress-toxic
stress-trauma continuum and mitigate harm

7 Understand the neuroscience underpinning human threat-detection systems and what occurs both
neurologically and physiologically when that system gets activated.

8 Be introduced to a wide variety of tools and skills that will be taught, modeled, and practiced in
faculty-facilitated small groups
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Selected announcements

California Regional Trauma Responsive Training: Schedule

Region Location Dates
Southern California Los Angeles May 17th – 19th
Greater Sierra–Sacramento Sacramento Virtual: 5/31, 6/7, 6/14

In-Person: 6/19 – 6/20
Rural North Sacramento Virtual: 7/31, 8/7, 8/14

In-Person: 8/21 – 8/22
Bay Area Alameda September 12th – 14th
Central California San Joaquin October 17th – 19th
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The CDPH Way — “Becoming the Best at Getting Better”

The CDPH Way — “Becoming the Best at Getting Better”

1 Become a learning, healing, impactful organization
▶ Deploy lean with Objectives and Key Resultsa
▶ Become trauma-informed and responsive
▶ Promote equity, antiracism, and health equity

2 Develop our people
▶ Ensure core public health competencies
▶ Support personal professional development

3 Tackle key public health challenges
▶ The Future of Public Health Initiative
▶ Preventive mental and behavioral health
▶ Community and Population Health Improvement
▶ Emergency readiness and pandemic recovery
▶ Climate action and community resilience

aFor OKRs see https://www.whatmatters.com/get-started

1
Leadership
philosophy

2
Transforming self
and interpersonal
relationships

3
Transforming teams
and collaboratives

4
Transforming
organizations

and communities

Figure: Transformation theory of change
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The CDPH Way — “Becoming the Best at Getting Better”

The CDPH Way — “Becoming the Best at Getting Better”

Lean thinking and practice is “systematically developing people to solve problems and
consuming the fewest possible resources while continuously improving processes to provide
value to community members and prosperity to society”2

These six components make up the CDPH lean operating system:
1 Respect for people (staff, community, client, patient, customer)
2 Continuous improvement (incremental and breakthrough) (improvement kata)
3 Scientific thinking, problem solving, and innovation (A3 thinking)
4 Management by Objectives (goals) and Key Results (measures) (OKRs)3

5 Being agile, adaptive, and responsive to meet challenges and opportunities
6 Elimination of waste and undesired variability in inputs, processes, outputs, and outcomes

2https://www.lean.org/the-lean-post/articles/public-service-leans-next-frontier/
3See “Objectives and Key Results” (OKRs) at https://www.whatmatters.com/get-started
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Become an impactful organization — with OKRs

OKRs is a goal setting and leadership best practice4, 5

4https://www.whatmatters.com/
5https://www.coursera.org/learn/okr (highly recommended)
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Become an impactful organization — with OKRs

Source: OKR Certification: Leadership and Goal Setting (https://www.coursera.org/learn/okr)
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Become an impactful organization — with OKRs

4. Management by Objectives (what) and Key Results (how) (OKRs)6

OKRs lead to FACTS!!!

1 F → Focus
2 A → Alignment
3 C → Commitment
4 T → Tracking
5 S → Stretching

6See “Objectives and Key Results” (OKRs) at https://www.whatmatters.com/get-started
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Become an impactful organization — with OKRs

How do OKRs relate to lean, RBA, ICS, project management, etc.?

Goal setting is core to all these frameworks.
OKRs is a goal-setting and leadership best
practice for tracking and achieving your
most important, transformative goals.
Lean is a system for organizational
learning and improvement based on worker
empowerment; scientific thinking, problem
solving, and innovation; elimination of
waste; and delivering sustainable
improvements for primary customers.
RBA is a framework for engaging partners
and communities for tackling health
problems using “collective impact.”
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Become an impactful organization — with OKRs

An Action Plan for Solving Our Climate Crisis Now—Objectives (goals)7

7See https://speedandscale.com/
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Become an impactful organization — with OKRs

An Action Plan for Solving Our Climate Crisis Now—Key Results (metrics)
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Become an impactful organization — with OKRs

Live Well San Diego—Vision, Strategy, Objectives, and Key Results
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Become an impactful organization — with OKRs

Live Well San Diego—Objectives (goals) and Key Results (metrics)
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Become an impactful organization — with OKRs

Language discipline8

Term Synonym Description Rationale
Objective goal, target condition qualitative focus, align, commit,

inspire, motivate

Key Results measure, target, indicator quantitative track, stretch, learn,
adjust, improve

Activities project management tasks “A” in “OKRA” implement, deploy
or milestones

8Concept from Mark Friedman, Trying Hard Is Not Good Enough: How to Produce Measurable
Improvements for Customers and Communities. Parse Publishing; 3e (2018)
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Become an impactful organization — with OKRs

Key Results are selected metrics of inputs, processes, outputs, or outcomes

Performance measures (program, agency, or service system)a

Population indicatorsa

Leading indicators (effort) Lagging indicators (effect)

Inputs Processes Outputs Outcomes

(1. How much did we do?)a (3. Is anyone better off?)a
Quantity funding cycle and lead times average or median wait time circumstances (social, environmental)

materials value- and non-value-added times # on schedule knowledge, attitudes, beliefs, skills
supplies mura (unevenness) and variation # products/services met std risk and protective factors
approvals muda (waste) # clients served at standard health and wellness
staffing muri (overburden) # defects disease, injury, disability, and death

systems and culture (behaviors) change
staff and community engagement

(2. How well did we do?)a (3. Is anyone better off?)a
Quality funding cycle and lead times average or median wait time circumstances (social, environmental)

materials % value- and non-value-added times % on schedule knowledge, attitudes, beliefs, skills
supplies mura (unevenness) and variation % products/services met std risk and protective factors
approvals muda (waste) % clients served at standard health and wellness
staffing muri (overburden) % defects disease, injury, disability, and death

systems and culture (behaviors) change
staff and community engagement

aCategories and three performance accountability questions used in Results-Based Accountability™ (RBA)
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Develop our people — Decision intelligence

Decision intelligence—Cassie Kozyrkov, Chief Decision Scientist, Google.

“Decision intelligence is about
giving yourself the skills and tools
to turn information (whether it’s
your memories of lunch
conversations or it’s your foray
through a massive database) into
better actions (decisions!) at any
scale (from tapas bites to
petabytes) and in any setting
(from picking a college major to
building an AI system).”

Cassie Kozyrkov (@quaesita)
Chief Decision Scientist, Google.
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Develop our people — Decision intelligence

Decision intelligence

Decision-making is our most important activity. “A
decision is a choice between two or more
alternatives that involves an irrevocable allocation
of resources.” Decisions drive vision, strategy,
policy, and transformational change. Every decision
has causal assumptions, predictions, trade-offs, and
an opportunity cost—the lost benefits of the better
option(s) not chosen or not considered.

Decision intelligence is using ethics, science and
technology to improve individual and team
decisions for finding and solving problems, and
achieving Objectives and Key Results in
challenging, including VUCA,a environments.

avolatile, uncertain, complex, and ambiguous

Tomás Aragón, MD, DrPH “Becoming the Best at Getting Better” May 3, 2023 24 / 40



Develop our people — Decision intelligence

Decision quality (DQ)—Six elements of a good decision9

9See video from https://www.decisioneducation.org/
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Develop our people — Decision intelligence

Decision quality (DQ)—Six elements of a good decision10

To improve decision making use the six elements of a good decision as a mental checklist or
standard work for planning and making decisions.

No. Requirement Key question to ask
1 Helpful Frame Are we clear on the problem we are solving?
2 Clear Values Have we identified what we truly want?
3 Creative Alternatives Do we have a good set of alternatives?
4 Useful Information Have we gathered the relevant information?
5 Sound Reasoning How will we evaluate alternatives to find the one

that gets us the most of what what we truly want?
6 Commitment to Are we committed to follow through on our choice?

follow through

10See video from https://www.decisioneducation.org/
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Develop our people — Decision intelligence

Decision quality (DQ)—Graphical depiction of the six elements11

Frame

Information Alternatives Reasoning Commitment Values

Actions Consequences

Objectives and
Key Results

Trade-offs and
opportunity costs

Divergence

Decision

Convergence

11See blog https://drtomasaragon.github.io/#category=Decision%20intelligence
Tomás Aragón, MD, DrPH “Becoming the Best at Getting Better” May 3, 2023 27 / 40

https://drtomasaragon.github.io/#category=Decision%20intelligence


Develop our people — Decision intelligence

Biases come from prior beliefs and belief-consistent information processing12

Model: Prior belief + belief-consistent information processing → cognitive biases

Fundamental beliefs
1 My experience is a reasonable reference (eg, false consensus bias).
2 I make correct assessments of the world (eg, blind spot bias).
3 I am good (eg, better-than-average effect, self-serving bias).
4 My group is a reasonable reference (eg, ethnocentric bias).
5 My group (members) is (are) good (eg, in-group bias, partisan bias).
6 People’s attributes (not context) shape outcomes (eg, fundamental attribution error,

outcome bias).

12Aileen Oeberst, et al (2023). Toward Parsimony in Bias Research: A Proposed Common Framework of
Belief-Consistent Information Processing for a Set of Biases. DOI:
https://doi.org/10.1177/17456916221148147
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Develop our people — Decision intelligence

“Driving to the Knowns” for making decisions under uncertainty13, 14

Indentification Certainty of information or knowledge

(leadership Certain Uncertian but resolvable Uncertain and unresolvable
awareness) (known) (probability → risk) (deep vs radical uncertainty)

Known “Known knowns” “Known unknowns” “Known unknowns*”
(identified knowledge) (identified risk) (identified d/r uncertainty)

Tangble → Use it! Accessible → Assemble it! Possible → Plan for it!

Unknown “Unknown knowns” “Unknown unknowns” “Unknown unknowns*”
(blind spot) (unidentified risk) (unidentified d/r uncertainty)

Hidden → Seek it! Hidden → Seek it! Abstract → Imagine it!

13Seong Dae Kim (2014). https://www.tandfonline.com/doi/abs/10.1080/13669877.2014.983949
14John Kay & Mervyn King. Radical Uncertainty: Decision making beyond the numbers. Norton 2021
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Develop our people — Decision intelligence

Advances in Artificial Intelligence for Infectious-Disease Surveillance15

15Source: https://www-nejm-org.libproxy.berkeley.edu/doi/full/10.1056/NEJMra2119215
Tomás Aragón, MD, DrPH “Becoming the Best at Getting Better” May 3, 2023 30 / 40

https://www-nejm-org.libproxy.berkeley.edu/doi/full/10.1056/NEJMra2119215


Develop our people — Decision intelligence

JAMA Int Med (2023): Comparing Physician and Artificial Intelligence
Chatbot Responses to Patient Questions Posted to a Social Media Forum16

Figure: Quality and Empathy Ratings for Chatbot and Physician Responses to Patient Questions

16https://jamanetwork.com/journals/jamainternalmedicine/fullarticle/2804309
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Develop our people — Decision intelligence

OKR thinking for decision making

Consider a 75 year old person unvaccinated and symptomatic with COVID-19, and with no
contraindications to taking Paxlovid.

Should patient take Paxlovid? (decision options Yes versus No)

Objective Paxlovid (option)

(outcome) Yes No

Hospitalization Yes a b
No c d

Key Results a/(a+ c) b/(b + d)
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Develop our people — Decision intelligence

OKR thinking for decision making

Consider a 75 year old unvaccinated person, never had Covid, and with no contraindications to
receiving mRNA Covid vaccine.

Should patient get vaccinated? (options Y/N)

Objectives mRNA vaccine (option) Key Results

(outcomes) Yes No Risk diff. Vacc. Eff.

Minimize vaccine adverse events r11 r10 r10 − r11
Minimize cases r21 r20 r20 − r21 1 − r21/r20
Minimize hospitalizations r31 r30 r30 − r31 1 − r31/r30
Minimize deaths r41 r40 r40 − r41 1 − r41/r40

Key Results f (ri1 | vax = Y ) f (ri2 | vax = N)
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Develop our people — Decision intelligence

OKR thinking for crisis decision making under deep uncertainty17

17Aragon TJ, et al. Crisis Decision-Making at the Speed of COVID-19: Field Report on Issuing the First
Regional Shelter-in-Place Orders in the United States. J Public Health Manag Pract (2021).
https://doi.org/10.1097/phh.0000000000001292
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Tackle key public health challenges — preventive behavioral
health
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Tackle key public health challenges — preventive behavioral health

Summary — Any questions?

1 Selected announcements

2 The CDPH Way — “Becoming the Best at Getting Better”

3 Become an impactful organization — with OKRs

4 Develop our people — Decision intelligence

5 Tackle key public health challenges — preventive behavioral health

Tomás Aragón, MD, DrPH “Becoming the Best at Getting Better” May 3, 2023 39 / 40



Tackle key public health challenges — preventive behavioral health

“Leadership is getting results in a way that inspires trust.” . . . SMR Covey

1 Have Character: with integrity, be ethical, honest, sincere, and loyal
2 Be Caring: be compassionate; ensure equity and dignity; and be kind
3 Be Competent: be capable, consistent, and continuously improving; and seek frank and

honest feedback from trusted critics
4 Be Humble: cultivate general, intellectual, and cultural humility
5 Be Accountable: own your influence and responsibilities; own your mistakes and failures,

apologize and make amends
6 Be Reliable: keep promises and commitments, and be on time
7 Be Transparent (clarity): communicate intent [what], motive [why], agend [how: who,

when, where], and expectations
8 Ensure Safety (psychological, physical, and emotional): listen mindfully, respect

boundaries, assume good intent, risk vulnerability, and be curious—not judgmental
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