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Research Results: Arbinger Training Dramatically 
Improves Culture in Healthcare

This whitepaper outlines the results of a study conducted 
by researchers at Georgetown and Cornell Universities from 
October 2016 through October 2017. The results of the study 
demonstrate that Arbinger’s training and implementation 
programs significantly improve employee performance and 
attitudes, increasing several variables that positively impact 
organizational culture and employee engagement.

STUDY DESIGN

The results outlined in this paper are based on a series of surveys delivered 
in a study conducted at a military hospital with 1400 employees located in the 
mid-western United States. Surveys were administered to a control group, two 
baseline groups, and four treatment groups. The control group did not receive 
Arbinger training. The baseline and treatment groups all received Arbinger 
training, but the baseline groups only completed pre-training surveys. The 
treatment groups completed both pre-training and post-training surveys. Groups 
were carefully selected at each stage of the study to be as close in size, patient 
population, clinical acuity, and other measurable baseline metrics as possible.

TIMELINE

All groups completed an initial survey measuring certain measures of mindset 
such as attitudes regarding employee empowerment, management support, and 
collaboration (see Figure 1). 

The treatment groups then participated in Arbinger’s two-day Developing and 
Implementing an Outward Mindset (DIOM) workshop. 

Approximately eight weeks after the DIOM workshop, the control group and the 
treatment groups completed another survey—almost identical to the initial survey—

ABOUT THE ARBINGER INSTITUTE
The Arbinger Institute delivers training, 
consulting, coaching, and digital tools to 
help individuals and organizations change 
mindset, transform culture, accelerate 
collaboration, resolve conflict, and 
sustainably improve results.

Arbinger introduced its ideas to a worldwide 
readership with its first book, Leadership 
and Self-Deception, in 2000. The book is a 
word-of-mouth phenomenon that has been 
translated into over thirty languages. This 
was followed by a second international 
best-seller, The Anatomy of Peace, in 2006, 
which presents Arbinger’s unique approach 
to conflict resolution and personal growth. 
Arbinger’s newest book, The Outward 
Mindset, was published in 2016. The Outward 
Mindset focuses on how to achieve mindset 
change both individually and organizationally.

Founded in 1979, Arbinger has worked 
with thousands of organizations across 
every industry. As a result of this forty-year-
plus track record with clients, Arbinger is 
recognized as a world leader in the areas of 
mindset change, leadership, team building, 
conflict resolution, crisis management, and 
culture change. Arbinger’s clients range
from individuals who are seeking help in their 
lives to many of the largest companies and 
governmental institutions in the world.
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Date Control  
Not Trained

Treatment 1  
(leaders)  

Trained Nov/Dec 2016

Treatment 2  
(front line)  

Trained April 2017

Treatment 3  
(front line)  

Trained Jun 2017

Baseline 1  
(front line)  

Trained Jul 2017

Treatment 4  
(front line)  

Trained Aug 
2017

Baseline 2 
(front line)  

Trained Oct 2017

Oct 2016 Pre (n=240)

Nov 2016 Pre (n=83)

Dec 2016 Pre (n=108)

Feb 2017 Post (n=85) Post (n1=44, n2=55) 
Supervisior (n=32)

Apr 2017 Pre (n=112)  
Supervisor Pre (n=29)

May 2017 Post (n=91)  
Supervisior Post (n=14)

Jun 2017 Pre (n=125)

Jul 2017 Pre (n=110)

Aug 2017 Post (n=100) Pre (n=100)

Oct 2017 Post (n=56) Pre (n=139)

to measure whether and to what extent the treatment  
groups had changed mindset and behavior as a result of  
the workshop. 

The study was conducted over the course of about one year, 
with workshops delivered approximately every other month 
and with approximately 100-150 employees in each treatment 
group. Senior leaders attended the first two rounds of 
workshops; front line employees attended thereafter.

In addition, for the control group and Treatment Groups 1 
and 2, approximately four months after the DIOM workshop 
each participant’s supervisor completed a survey about the 
participant’s performance and effectiveness compared to four 
months prior (i.e., compared to before the workshop).

LEADERS IMPROVE PERSPECTIVE-TAKING  
AND SATISFACTION

Two to three months after participating in Arbinger’s 
DIOM workshop (in November and December 2016), 
leaders reported improvements in their ability and 
desire to understand others’ perspectives. They also 
indicated increased satisfaction with management and the 
organization. These improvements all showed a statistically 
significant increase (p<.001).

These improvements laid a solid foundation for outward 
mindset to spread throughout the organization. As leaders 
began to change how they saw and interacted with their 
employees—becoming, essentially, better leaders—they 
made it easier for those employees to change as well  
(see Figure 2).

FIGURE 1: Timeline of Surveys by Group  



3 A R B I N G E R . C O M

Q2 It is safe for me to take a risk in my work group.

Q6 I feel emotionally attached to this organization.

Q7 I am satisfied with my involvement with decisions that affect my work.

Q8 I am satisfied with the information I receive from management about 
what’s going on in this organization.

Q9 I feel a strong sense of belonging to my organization

Q11 Understanding the needs or objectives or challenges of my coworkers 
enables me to work more effectively.

Q12 I measure my success at work by what others are able to accomplish  
as a result of my work.

Q15 In life, I regularly seek to understand others’ viewpoints.

1 2 3 4 5 6

+5.25%

+7.23%

+5.67%

+10.94%

+8.94%

+7.52%

+12.4%

+2.51%

FIGURE 2: Leader Survey Improvements After Arbinger Training  

FIGURE 3: Front-Line Employee Improvements Post-Training

Q1 Collaborating with coworkers frequently helps me do a good job of 
meeting the hospital’s and patients’ needs.

Q2 It is safe for me to take a risk in my work group.

Q4 No one I work with would deliberately act in a way that undermines  
my efforts.

Q7 I am satisfied with my involvement with decisions that affect my work.

Q8 I am satisfied with the information I receive from management about 
what’s going on in this organization.

1 2 3 4 5 6

+19.49%

+11.43%

+3.87%

+8.57%

+3.60%
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EMPLOYEES IMPROVE PERSPECTIVE-TAKING  
AND SATISFACTION

Looking at the front-line employees for whom both pre- and 
post-training surveys were collected (Treatment Groups 2, 
3, and 4), the study found an improvement after training in 
these groups’ perceptions of collaboration, others’ intentions, 
and management support, with each showing a statistically 
significant increase (p<.001 for these groups) (see Figure 3). 

The improvements in satisfaction with the information 
received from managers and involvement in decisions 
affecting the employee’s work are particularly significant, 
as they speak to the employee’s relationships with and 
perceptions of their managers. Many of these managers 
attended outward mindset training as part of Treatment 
Group 1 and had begun implementing what they’d learned 
with their employees. These results indicate that employees’ 
experience of their managers did shift significantly, most likely 
because both the employees and managers had experienced 
mindset shifts.

SUPERVISOR SURVEY RESULTS

Based on the surveys completed by supervisors, the effects 
of training were even more marked.

1.   Arbinger’s training increases employee cooperation and 
collaboration by 12%.

Comparing month-on-month performance as rated by their 
supervisors, test group employees scored 12.14% higher 
than control group employees in terms of cooperation and 
collaboration. 

2.   Arbinger’s training increases an employee’s personal 
investment in their work by 11%.

Test group employees were rated 10.98% higher by their 
supervisors in terms of improvements in their personal 
investment in their work.

These findings are particularly meaningful because they are 
not self-scored results collected shortly after an Arbinger 
training, but a supervisor’s assessment of behavior and 
performance four months after training. The length of time 
and outside perspective indicate these changes are concrete 
and at least somewhat sustained.

ARBINGER’S CONTAGION EFFECT

This study also revealed an Arbinger contagion effect (see 
Figure 4). As indicated above, when leaders took Arbinger’s 
training, they themselves improved (as self-reported and 
measured by their supervisors) in terms of performance, 
attitude, and engagement. Remarkably, their subordinates 
who had not yet taken the training also showed significant 
improvements in attitude, commitment, awareness, and 
empowerment. 

These improvements were measured several months after 
the employees’ leaders had received the training and  
showed that:

•  Untrained employees felt more psychologically safe

•   Untrained employees had a greater commitment to  
the organization

•  Untrained employees felt more empowered

•   Untrained employees felt increased support and 
advocacy from their leaders

•   Untrained employees were more focused on how they 
impacted others

•   Untrained employees had greater perceptions of the 
utility of working collaboratively

WHITEPAPER Arbinger Training Dramatically Improves Culture in Healthcare
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FIGURE 4: Effective Hypothesis Decomposition

WHITEPAPER Arbinger Training Dramatically Improves Culture in Healthcare

TRAINING DATE



6 A R B I N G E R . C O M

Q1 Collaborating with coworkers frequently helps me do a good job of meeting the hospital’s and patients’ needs.

Q2 It is safe for me to take a risk in my work group.

Q3 Collaborating with coworkers frequently helps me solve problems.

Q4 No one I work with would deliberately act in a way that undermines my efforts.

Q5 Collaborating with coworkers frequently helps me produce results.

Q6 I feel emotionally attached to this organization.

Q7 I am satisfied with my involvement with decisions that affect my work.

Q8 I am satisfied with the information I receive from management about what’s going on in this organization.

Q9 I feel a strong sense of belonging to my organization

Q10 This organization has a great deal of personal meaning to me. (Included only in the pre-survey.)

Q11 Understanding the needs or objectives or challenges of my coworkers enables me to work more effectively.

Q12 I measure my success at work by what others are able to accomplish as a result of my work.

Q13 In life, I often imagine how other people are feeling.

Q14 In life, I make an effort to see the world through others’ eyes.

Q15 In life, I regularly seek to understand others’ viewpoints.

Appendix:
Survey Questions

FIGURE 5: Survey Questions
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