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What We Will Do Together

• What: Describe joy in work; identify 
signals of burnout; and articulate the link 
between burnout and joy in work to patient 
outcomes, especially safety 

• Why: Describe the need for leaders to 
nurture joy in work

• How: Identify 4 leadership actions to 
impact joy in work to and patient outcomes



What?



Barbara’s Sources of Joy



What are Your Personal Sources of Joy?



What is Your Experience?



Think of a time –
When you routinely experienced joy in work

•What did it look like?

•Use 1 - 2 words to describe 



Why Was it Joyful?

• Do a brief root cause analysis with 
colleagues

• Ask why 5 X 

• “Why was it joyful?”

• “Why do you think that was?”



5 Whys – Joy in Work Experience

Why is that?

Why is that?

Why is that?

Why is that?

I had a great experience working in ……



SOME BACKGROUND
IHI Framework for Improving Joy in Work 

http://www.ihi.org/Topics/Joy-In-Work/Pages/default.aspx


OK, I ADMIT IT. “JOY IN 
WORK” SOUNDS FLAKY.
So, listen up! “Joy in Work” is not flaky, I promise you. It 
is possible, important, and effective in the pursuit of the 
Triple Aim.

Don Berwick



A TRUE SOURCE OF JOY IN 
WORK IS A CONNECTION TO 
PURPOSE
Don Berwick



Joy in Work – A Poll

Where are you in your organization?

1. Not on the radar screen

2. Some awareness; nothing underway yet

3. Just starting with a few small projects

4. Several things underway but no 
improvement yet

5. A well-developed plan with some 
improvement



What is Joy in Work?



What is Joy in Work?
 “By joy, we refer to the feeling of success and fulfillment 
that results from meaningful work… without joy and 
meaning in work, the workforce cannot perform at its 
potential. 

 Employee engagement is about how connected an 
employee is to the culture, mission and values of your 
organization and the degree to which they are enabled 
and inspired to participate in furthering them.

Sikka R, Morath JM, Leape L. The Quadruple Aim: care, health, cost and meaning in work. BMJ Qual Saf. 2015;24:608-
610.
Sirota D, Klein D. The Enthusiastic Employee: How Companies Profit by Giving Workers What They Want (2nd edition). 
Pearson FT Press; 2013



Dimensions of Joy in Work
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Shanafelt T, Noseworthy J, Executive Leadership and Physician Well-being. Mayo Clinic Proceedings, Volume 
92, Issue 1, Pages 129-146 (January 2017) DOI: 10.1016/j.mayocp.2016.10.004



What Joy in Work is Not
Something you announce

Flavor of the month – a project

Superficial one-time actions

Pizza parties

Tokens not linked to purpose, e.g. thank you 
notes 

Solely individual resilience 

Only a means to an end

Something done ‘to’ or ‘for’ team members not 
‘with’



What – Burnout



Engagement Burnout

• Workload/Staffing – Balanced vs. Overload

• Control/Choice – Control/choice over work or not

• Value match between personal and work – or 
Disconnect

• Fairness – Fair or Not

• Community – Civility and camaraderie or Incivility



Burnout

• Burnout description – Maslach

• Exhaustion: Mental exhaustion and lack of emotional 
strength

• Detached: Cynicism, callous, withdrawal

• Lack a sense of personal effectiveness

• Decreased empathy

• Burnout:

• Predictor of reported major error and malpractice suits

Maslach, C., Schaufeli, W., Leiter, M. Job Burnout. Annu. Rev. Psychol 2001. 52:397-422
Dyrbye, et al. Burnout Among Health Professionals. NAM.edu/Perspectives. July 5, 2017



The gifts of hope, confidence, 
and safety that health care 
should offer patients and 

families 

can only come from a 
workforce that feels hopeful, 

confident, and safe. 

Joy in work is an essential 
resource for the enterprise of 

healing. 
Don Berwick

Perlo J, Balik B, Swensen S, Kabcenell
A, Landsman J, Feeley D. IHI 
Framework for Improving Joy in Work. 
IHI White Paper. Cambridge, 
Massachusetts: Institute for Healthcare 
Improvement; 2017.

http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-Work.aspx


Why – Joy in Work?



You cannot give what you don’t have. M. Bisognano



What we know –
Healthy work environments

Work climate and associated burnout 
predicts:

•Patient and caregiver safety

•Clinical outcomes

•Patient experience

•Turnover

•Financial vitality

IHI Framework for Improving Joy in Work. 2017. http://www.ihi.org/Topics/Joy-In-Work/Pages/default.aspx

Dyrbye, et al. Burnout Among Health Care Professionals: A call to explore and address this underrecognized 

threat to safe, high-quality care. NAM.edu/Perspectives 7/5/2017.

http://www.ihi.org/Topics/Joy-In-Work/Pages/default.aspx


Urgency for Action

• 54% of physicians are burned out; similar for nurses

• 60% respondents of MD survey are considering leaving 
practice

• 70% 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 industries

Shanafelt, et al. Changes in Burnout and Satisfaction With Work-Life Balance in Physicians + the General US Working Population Between 2011 + 
2014. Mayo Clinic Proceedings. 90;12:1600.
Lucian Leape Institute. 2013. Through the eyes of the workforce: creating joy, meaning and safer health care. Boston, MA: National Patient Safety 
Foundation. 



Psychological safety

• Belief that no one will be:

• Humiliated or punished for speaking up

• Punished for human errors in unsafe systems, consistent 
with a just culture. 

• Is a: 

• Team characteristic not an attribute of individuals

• Consistent with exemplar safety environments

• Critical input to an effective learning system 

Schein E. Organizational Culture and Leadership. San Francisco, CA: Jossey-Bass; 1985.
Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. San Francisco: Jossey-Bass; 2012. 

Perlo J, Balik B, Swensen S, Kabcenell A, Landsman J, Feeley D. IHI Framework for Improving Joy in Work. 

IHI White Paper. Cambridge, Massachusetts: Institute for Healthcare Improvement; 2017. (Available at ihi.org)

http://www.ihi.org
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How – Joy in Work



It’s Both/And

It’s 2 or 3 for 1



Critical Components for Ensuring a Joyful, Engaged Workforce
Interlocking responsibilities at all levels
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Perlo J, Balik B, Swensen S, Kabcenell A, Landsman J, Feeley D. IHI Framework for Improving Joy in Work. IHI White Paper. 
Cambridge, Massachusetts: Institute for Healthcare Improvement; 2017. (Available at ihi.org)

http://www.ihi.org


Measures – Understand Current State

What Measures do you currently use?

• Options - samples:
• MiniZ Survey

• Maslach

• Safety Culture Surveys

• Engagement Surveys

• Pulse Surveys

• LWDI/100 FTE

• What is yours?

• Compare to best industry?



2. Identify unique impediments to Joy in Work 
in the local context

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

1. Ask colleagues “what matters to you?”

Outcome:
↑ Patient experience

↑ Organizational performance
↓ Staff burnout

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

Steps Leaders Take

Perlo J, Balik B, Swensen S, 
Kabcenell A, Landsman J, Feeley D. 
IHI Framework for Improving Joy in 
Work. IHI White Paper. 
Cambridge, Massachusetts: Institute 
for Healthcare Improvement; 2017. 
(Available at ihi.org)

http://www.ihi.org




First –
Get Ready to Ask “What Matters”

• Purpose: 

• What does joy in work mean to you

• Why are you having the conversations? 

• Assure capacity for leaders

• Time for small tests

• PI skills to take action

• Senior leader champion – who is it?

• Prepare for conversation 

• Use Listen to Learn Guide

Listen to Learn Guide

http://www.aefinapartners.com/resources.html


Step #1: What Matters to You?



Step #1 – Start with Bright Spots

What’s working now – energy for change

Celebrate positives

• Ask one:

• I got into healthcare because . . .

• What makes me proud to work here is . . .

• What matters to me in my work is . . .

• The most meaningful or best part of my work is . . . 

• I know I make a difference when . . .

• When we are at our best, here’s what it looks and feels 

like . . . 

Listen to Learn Guide

http://www.aefinapartners.com/resources.html




Step #2: Identify Impediments –
Pebbles in Shoe

Identify impediments that sap joy 

▫ Together: See the impediments, analyze, 
devise solutions

▫ Builds a sense of mastery and hope



Step #2 – Pebbles in Shoes

• Ask team to share: 

• What gets in the way of “what matters”?

• What gets in the way of a good day is . . .

• What frustrates me in my day is . . .

• What pebbles in your shoe get in the way of what 
matters?

• Seek to understand – not immediately fix:

• “Help me understand what that looks like?”

• “What happened yesterday that would 

be an example of that?”



Step #2: Fix it – Together

Work on this together:

• How can we approach this together?

• Link to assets/bright spots – “What from our bright 
spots list would help us with this pebble?” 

• What one step can we take today/tomorrow to test?

• Pebbles not Boulders



Step #2: Frequent Challenges

• “What are we talking about?” “Aren’t we busy enough?”

• “We have to fix everything” 

• “If they (fill in the blank) would change, things would be 
better”

• “It didn’t work before, it won’t work now”

• Ideas to try:

• “Where can we start now?” – tests of change/day

• Learn by doing – teach as you go

• Start small, fail forward fast, celebrate the small win

• Clear purpose – everyone on the team can describe to others

• Act our way into new ways of thinking – not the reverse



Step 3: Share Responsibility



Step #3: Share Responsibility 

All Levels – We’re in this together:

Organizational, leader, work unit, and 
individual level

Impediments addressed  team 

engagement improves and burnout recedes

Individual shared responsibility:

▫ Cultivate own resiliency and engagement



Step #3 – Share Responsibility

Some Examples:

• Senior leaders – the boulders
• EHR

• Workload/staffing

• Core leaders 

• Daily improvement 

• Leading & teaching Performance Improvement

• Coaching in daily work

• Individuals

• Healthy Habits

• 3 Good Things 



Leaders Make a Difference



Leadership Dimensions

• My Chair/Manager:

• Holds career development conversations with me

• Inspires me to do my best

• Empowers me to do my job

• Is interested in my opinion

• Encourages suggestions for improvement

• Treats me with respect and dignity

• Provides helpful feedback on my performance

• Recognizes me for a job well done

• Keeps me informed about changes taking place

• Encourages me to develop my talents and skills

Shanafelt, Menaker, Buskirk, Gorringe, Swensen. 12 Leadership Dimensions 
Mayo Clinic Proceedings. April 2015: 90(4); 432-440



Three Good Things
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Step #4: Test Approaches



Step #4: Test Approaches

 Keep It Going!

 Use improvement science to test approaches that address 
impediments

 A brief list – not limited to:

▫ Leader development in proven approaches that improve a sense of 
joy, meaning, and purpose; e.g. coaching

▫ Measure engagement regularly

▫ Assess effectiveness of unit leaders

▫ Support them in using best practices

▫ Assure team members feel part of something important, have 
clarity about roles, tools to do their job

▫ Physical safety

▫ Effective orientation and ongoing development

▫ Compassionate support practices, e.g. after a harm event

57



Alone we can do 
so little; together 
we can do so 
much  

Helen Keller

@HCSOTexas



CONVERSATIONS
What will you do next?



Conversations for Action

• Given your earlier rating of your organization (1-
5), what is possible in the next 60 days?

• What are you doing already you can build on? 
What are the bright spots?

For Reflection –

What does this content mean to you personally?



Joy in Work – A Poll

Where are you in your organization?

1. Not on the radar screen

2. Some awareness; nothing underway yet

3. Just starting with a few small projects

4. Several things underway but no 
improvement yet

5. A well-developed plan with some 
improvement



Roadmap: Ideas for what will you do next
• Be able to clearly say to one colleague “here’s what joy in 
work means to me”?

• Start one conversation about what matters to your 
colleagues?

• Understand what your current measures tell you?

• Learn about a bright spot at MI?
• E.g. what care site or area has great engagement or safety culture 

results?

• Test one change to remove impediments to joy and share 
what you learned?

• Identify one step that could combine quality and

safety improvement work with barriers to joy?

• Express gratitude



RESOURCES



Resources

• IHI Framework for Improving Joy in Work. 2017. 
http://www.ihi.org/Topics/Joy-In-Work/Pages/default.aspx

• IHI Framework for Safe, Reliable, and Effective Care. 2017. 
http://www.ihi.org/resources/Pages/IHIWhitePapers/Framewor
k-Safe-Reliable-Effective-Care.aspx

• Leading a Culture of Safety: A Blueprint for Success. 2017. 
http://www.npsf.org/page/cultureofsafety

• Culture of Safety – quick survey: 
http://www.ihi.org/education/InPersonTraining/patient-safety-
executive-development-program/Pages/Safety-Culture-
Assessment.aspx?utm_source=ihi&utm_campaign=Safety-
Culture-Quiz&utm_medium=rotating-feature-1

• Dyrbye, et al. Burnout Among Health Care Professionals: A call 
to explore and address this underrecognized threat to safe, 
high-quality care. NAM.edu/Perspectives 7/5/2017.

http://www.ihi.org/Topics/Joy-In-Work/Pages/default.aspx
http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Safe-Reliable-Effective-Care.aspx
http://www.npsf.org/page/cultureofsafety
http://www.ihi.org/education/InPersonTraining/patient-safety-executive-development-program/Pages/Safety-Culture-Assessment.aspx?utm_source=ihi&utm_campaign=Safety-Culture-Quiz&utm_medium=rotating-feature-1


Resources

• Understand Team Effectiveness

• https://rework.withgoogle.com/guides/understanding-team-
effectiveness/steps/introduction/

• How to Foster Psychological Safety

• https://rework.withgoogle.com/guides/understanding-team-
effectiveness/steps/introduction/

• Listen to Learn Guide. Aefina Partners. 

• http://www.aefinapartners.com/resources.html

• Mary Jo Kreitzer & Maryanna Klatt (2016): Educational innovations to 
foster resilience in the health professions, Medical Teacher, DOI: 
10.1080/0142159X.2016.1248917 To link to this article: 
http://dx.doi.org/10.1080/0142159X.2016.1248917

https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/introduction/
https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/introduction/
http://www.aefinapartners.com/resources.html


Psychological safety

• People feel: 
• Secure and capable of changing

• Free to focus on collective goals and problem-prevention rather 
than on self-protection

• Free to speak up about unsafe conditions without retribution

• Confident that others will respond positively when they ask a 
question, raise a concern, seek feedback, admit a mistake, or 
propose an idea

• Raising a dissenting view is expected and respected, error 
reporting is welcomed, 

• Is founded on respectful interactions by everyone and 
disrespectful behavior is rapidly and consistently 
addressed
Schein E. Organizational Culture and Leadership. San Francisco, CA: Jossey-Bass; 1985.
Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. San Francisco: Jossey-Bass; 2012. 

Perlo J, Balik B, Swensen S, Kabcenell A, Landsman J, Feeley D. IHI Framework for Improving Joy in Work. 

IHI White Paper. Cambridge, Massachusetts: Institute for Healthcare Improvement; 2017. (Available at ihi.org)

http://www.ihi.org


Psychological Safety - Measure
How strongly do you agree or disagree: 1 2 3 4 5

If you make a mistake on this team, it is often held 
against you

Members of this team are able to bring up problems 
and tough issues

People on this team sometimes reject others for being 
different

It is safe to take a risk on this team

It is difficult to ask other members of this team for help

No one on this team would deliberately act in a way 
that undermines my efforts

Working with members of this team, my unique skills 
and talents are valued and utilized

Edmondson, A. https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/foster-psychological-
safety/

1 – Strongly Disagree    2- Somewhat Disagree   3 – Neutral  4 – Somewhat Agree   5 - Strongly Agree

https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/foster-psychological-safety/


Mini Z burnout survey – sample

• Overall, I am satisfied with my current job: 1-5
• I feel a great deal of stress because of my job: 1-5
• Using your own definition of “burnout,” please circle one of the 

answers below: 
• I enjoy my work. I have no symptoms of burnout.  
• I am under stress, and don’t always have as much energy as I did, but I don’t 

feel burned out. 
• I am definitely burning out and have one or more symptoms of burnout, e.g., 

emotional exhaustion. 
• The symptoms of burnout that I am experiencing won’t go away. I think about 

work frustrations a lot. 
• I feel completely burned out. I am at the point where I may need to seek help.

• My control over my workload is:
• Sufficiency of time for documentation is:
• My professional values are well aligned with those of my department 

leaders:

StepsForward: stepsforward@ama-assn.org
Free downloadable materials and tools
The Mini Z was developed by Dr. Mark Linzer and team at Hennepin County Medical Center, Minneapolis.

mailto:stepsforward@ama-assn.org


Safety – Joy in Work
Believe Safety Joy in Work

Others will respond positively when I ask a question or 

voice a concern

Others will respond positively when I admit a mistake

Raising a dissenting view is expected

Error reporting is welcomed

No one will be humiliated or punished for speaking up

All team members are treated equally

Respectful interactions expected by everyone

Disrespectful behavior is rapidly and consistently 

addressed – no matter who

Failures are learning opportunity



How to ask ‘What Matters to You?’

• Put up a “What Matters to You” Board in a 
common area 

• Talk about what a good day looks like in meetings

• Share bright spot self-reports during huddles or 
team meetings

• Set up regular huddles, workgroups, or team 
meetings – ask members to share what matters 
and “bright spots”

70



Prioritization Methods

• The Voice of the Staff – e.g.

• Voting during a meeting or huddle

• Responding with stickers to a list in common area at any time

• Categorize – some examples

• Those issues that we can control vs. those that require outside 
help

• Less vs. more expensive in time and other resources

• Is meaningful to a number of the team 

• Can be a quick win

• You are equipped to start small tests of change within 24 hrs.

• Team members volunteer to test

71



Leadership Dimensions – Assessment
My Leader – Yes/No/Sometimes What it looks like 

when it happens –

Holds career development 
conversations with me

Inspires me to do my best

Empowers me to do my job

Is interested in my opinion

Encourages suggestions for 
improvement

Treats me with respect and dignity

Provides helpful feedback on my 
performance

Recognizes me for a job well done

Keeps me informed about changes 
taking place

Encourages me to develop my talents 
and skills

Shanafelt, Menaker, Buskirk, Gorringe, Swensen. 12 Leadership Dimensions 
Mayo Clinic Proceedings. April 2015: 90(4); 432-440



Gallup 12

• I know what is expected of me at work
• I have the materials and equipment I need to do my work right
• At work, I have the opportunity to do what I do best every day
• In the last seven days, I have received recognition or praise for doing 

good work
• My supervisor, or someone at work, seems to care about me as a 

person
• There is someone at work who encourages my development
• At work, my opinions seem to count
• The mission or purpose of my company makes me feel my job is 

important
• My associates are committed to doing quality work
• I have a best friend at work In the last six months, someone at work 

has talked to me about my progress
• This last year, I have had opportunities at work to learn and grow

Buckingham M, Coffman C. (2005). First, Break All the Rules: What the World’s Greatest Managers Do 
Differently. NYC: Simon Shuster





Healthy Habits used by Mayo

Stress Management and Resiliency 
Training (SMART) Program among 
Department of Radiology Faculty: A 
Pilot Randomized Clinical Trial. Sood
A, Sharma V, Schroeder DR, 
Gorman B. Explore (NY). 2014 Nov-
Dec;10(6):358-63. doi: 
10.1016/j.explore.2014.08.002. Epub
2014 Aug 21.



Center for Spirituality & 

Healing

U of MN

Resources for 

wellbeing and resiliency 

for health professionals

https://www.csh.umn.edu/


