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What is Joy in Work?




Deming and Joy

“Management’s
overall aim
should be to
create a system
In which
everybody may
take joy In his
work.”

People are entitled to joy in work.

— Dr. W. Edwards
Deming



Welcome to IHI

We will improve the lives of patients,
the health of communities,
and the joy of the health care workforce.
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The Burning Platform

400

physicians die by suicide
each year, a rate more than

24%

of ICU nurses tested positive
for symptoms of post-traumatic
stress disorder

Mealer et al., 2007

Source: www.nam.edu/perspectives

Physician rates of
depression
remain alarmingly

high at

23-31%

Prevalence of emotional
exhaustion among
primary care nurses

Gomez-Urquizo et al, 2016




The Burning Platform

60% respondents of MD survey are considering leaving practice
/0% knew at least one MD who left practice due to poor morale
37% of newly licensed RNs are thinking of leaving their job

13% vacancy rate for RNs

Few CEOs have taken up the challenge to transform their
organizations

Health care work force injuries are 30x greater than other
iIndustries

Lucian Leape Institute. 2013. Through the eyes of the workforce: creating joy, meaning

and safer health care. Boston, MA: National Patient Safety Foundation.



A Global Epidemic

2008 WHO report found turnover in health professions largely due
to dangerous working conditions, insufficient resources, and
limited career opportunities

According to Gallup at any point over the last 15 years, only about
15% of the global workforce was or currently is truly engaged and
about two-thirds are essentially “checked out” or “going through
the motions”

In Lebanon, one survey of 2 tertiary centers indicated 37%
burnout (due to emotional exhaustion) amongst physicians

Gallup Organization, 2013.
Ashkar K, et.al.,. Prevalence of burnout in Lebanese practicing physicians, J Med Liban 2018 ; 66 (5) :

260-266.



http://www.hoganassessments.com/sites/default/files/uploads/Engagement Symposium.pdf

Problem Worsening

Mayo Clinic Proceedings, 2015

In 2014 physician survey:
54% of physicians report burnout, an increase of 10% from 2011
Satisfaction with work life balance declined from 48% to 41%


http://www.mayoclinicproceedings.org/article/S0025-6196(15)00716-8/fulltext

Impact on business outcomes

Well documented relationship between employees engagement
and:

Customer satisfaction

Productivity

Profit

Accidents

Employee turnover

One U.S. study showed the cost to the organization for replacing
one full time physician is more than $1 million

Burnout contributes ~$190 billion a year in healthcare spending
In the U.S.


http://www.ncbi.nlm.nih.gov/pubmed/12002955
http://hbswk.hbs.edu/item/national-health-costs-could-decrease-if-managers-reduce-work-stress
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Burnout affects patients

A variety of studies have shown association of provider burnout with:
Lower levels of empathy
More mistakes

Less patient satisfaction Ay ——

Reduced adherence to treatment plans IR 217 Il Il 0 T
safety. Unless caregivers are

Overuse of resources given the protection,

respect, and support they
need, they are more likely to
make errors, fail to follow
safe practices, and not work
well in teams.”

L. Leape

Bodenheimer, T., Sinsky, C. From the Triple to Quadruple Aim: Care of the Patient Requires Care of the Provider.

Annals of Family Medicine, Inc, 2015




Joy is more than absence of burnout...

We are coming to understand health not as
the absence of disease, but rather as the
process by which individuals maintain their
sense of coherence (i.e. sense that life is
comprehensible, manageable, and
meaningful) and ability to function in the
face of changes in themselves and their
relationships with their environment.

— faren ﬁnfmwu;«/u, S
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How to Create a Joyful,
Engaged Workforce

Outcome:
1 Patient experience

1 Organizational performance
| Staff bumout

4. Use improvement science to test
approaches to improving joy in your
organization

3. Commit to making Joy in Work a shared
responsibility at all levels

2. |dentify unique impediments to Joy in Work in the
local context

1. Ask staff "what matters to you?”




Critical Components for Ensuring a Joyful, Engaged Workforce

Interlocking responsibilities at all levels :

Physical &
Psychological Safety:
Equitable environment, fres
from harm, Just Culture that
is safe and respectful,
support for the 209 Victing

Real Time Measurement:
Contributing to regular feedback
systems., radical candor in
assessments

Meaning & Purpose
Wellness & Resilience: - Dizily work is connecied
Hesalth and wellness s=if- = - to what called individuals
care, cultivating resilience Real Time Fh}'ﬁlﬂﬂl lﬁ to practice, line of site to
and stress management, Measurement Psychological mission/goals of the
role modeling values, Safety ' organization, constancy
system appreciation for

of purpose
whole person and family,
ap:l:i‘i!;::nn::l:?v:::ife  Wellness & rﬁ"'"g.;& Autonomy &
balance, mental health Resilience e Control:
(depression and anxiety) I'IEFII'.'I":"\r Environment supports
support choice and flexibility in
Healthy daily lives and work,
Daily Productive Autonomy thaughtful EHR

implementation
Improvement People & Control
Daily Improvement:

Recognition &

Emgploying knowledge of Rewards:

improvemsent science - Leaders understand

and critical eye to Camaradesic iﬂaﬂ!!“':l;; d:ii?atwtzt renugu;i:ing

recognize opportunities EWa am members

to improve, regular, & Teamwork are doing, and
pro|active leaming from L . celebratfing outcomes
defects and successes Participative

Management

Camaraderie &
Teamwork:
Commensality, social
cohesion, productive

Participative
Management:
Co-production of Joy.

leadars create space fo
hear, listen, and involve

before acting. Clear
iy I:EEtlﬂrﬂEd,_EhEl-l;ilet. communication and
ungers l'l_ ing . Irg consensus building as a
relationships

part of decision making




Staff training to

Share visit note de-escalate and
documentation and respond to the
order entry with potential for
other members of violence toward
the team staff and other
-KP patients

- BIDMC

Peer Support training
for those undergoing
trauma from lawsuit,
or medical error
- BWH

Offer a regular “Collaboration
course on hallways” to
listening & co-locate staff

storytelling to across

leaders and professions

managers - -
_ - University of
- Barry Wehmiller Minnesota

What other tests
of change should
we try?




New Mental Models Needed v

Reshape Improvement Efforts and the Culture

Old Ml\éen\;val
Thinkin Salary and
J benefits are what \Vlele[SI Staff want
really matters to meaning, purpose,

camaraderie,

staff.
choice, and equity

It is up to HR to

raise satisfaction.
It is the job of
leaders to drive a

Joy work means joyful workforce
resilience training,

wellness
programs, and
pizza parties

AND happier
Staff satisfaction patients and
leads to lower greater
turnover productivity
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Lessons Learned: Get Ready v

* Prepare for “What Matters?” conversations
— What if they ask for things | can’t do?
— How am | going to fix all of the things they identify?

* Assure leader capacity
— Time and performance improvement skills

* |dentify a senior leader champion
— Aids when issues are identified beyond local scope

* Including all stakeholders (staff, physicians, and
administration) at the beginning makes for an
easier adoption of the projects



18

Lessons Learned: Language Matters

* Joy in Work may not
resonate with
everyone — find what
works for your
organization

* Make sure your word

Imperial College Healthcare INHS|

choice Is aspirational NHS Trus
enough to In Spire “The word jjoy’ was a barrier but

: meaningful interactions was well
action accepted.”


http://source/source/
http://source/source/
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L essons Learned: Measurement

WELL, You've BEEN A
PRETTY 600P HOSS, ) GUESS.
HARDWORKIN. NoT THE
FASTEST CRITTER | EVER
COME ACROST, BVT... p=

Mo, STUPIp, NoT

FeevBACK. /
SAID | WANTED
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How will we know when there’s Joy in Work

Gratitude — appreciation
Hope replaces hopelessness

Awareness of abundance — the availabllity of assets and
necessary tools

Deep satisfaction from serving others — serve others be it in
clinics, hospitals or community

(Derek Feeley, CEO/President, IHI)



21

What's Next

What will you do by next Tuesday? Can you commit to:
Starting one conversation around what matters to your colleagues / staff?

Testing one change to remove impediments to joy, contribute to institutional learning by
December 20197

Reassessing opportunities for interventions at the system level

Our commitment to disseminate learning:

IHI Joy in Work Whitepaper — free download on www.ihi.org
Launch of Joy in Work learning network (15 organizations)



http://www.ihi.org/
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Dr. Azhar Al

Head of Middle East & Asia Pacific Regions
Institute for Healthcare Improvement
email:_aali@ihi.org

u @docazharali
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