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Removing Pebbles
LISTEN-SORT-EMPOWER

https://edhub.ama-assn.org/steps-
forward/module/2767765



Removing Pebbles

SORTLISTEN EMPOWER
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Linzer. Cluster Randomized Trial : Burnout in Primary Care: Healthy Work Place Study. J Gen Intern Med 30(8):1105
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LISTEN-SORT-EMPOWER

•217 Clinical Units (~11,000 staff) 

•Satisfaction: +17 %Points

•Teamwork: +12 %Points

•Burnout: -21 %Points
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Patient Shadowing
135 unique caregivers “touch” a 

cardiac surgery patient.

Wiegmann, Sundt. Disruptions in Surgical Flow.  Surgery. 2007;142(5)
Video ethnography



Dr. Laurel Fedor            Jen Evans, RN
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Definitive Guide to America's Most Broken Processes. Nintex. BELLEVUE, Wash., Jan. 17, 2018 /PRNewswire/  

Every system perfectly + Bad Process 



Tuesday…
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Commensality

Kniffin. Workplace Commensality and Performance of Firefighters. Human Performance, 28:281–306, 2015
West, Dyrbye, Rabatin…Shanafelt. Physician Well-being. JAMA Intern Med. 2014;174(4):527-533.



It inspires us delightfully -

to be more hopeful, more joyful, more    

thoughtful: in a word, more alive! Alice Waters

Power of Gathering! 



Dunbar (1992). "Neocortex size as a constraint on group size in primates". Journal of Human Evolution. 22 (6): 469–493.



Who are your 5 +15?
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The two most important days in your life…Bellah, Robert. Habits of the Heart. 1985. 

Attitudes toward work and the relationship to happiness at work. https://www.happinessbureau.nl/

https://www.happinessbureau.nl/


Bellah, Robert. Habits of the Heart. 1985. Wrzesniewski, Amy. Jobs, Careers, Callings. 1997. 



Berg, Grant,  Johnson Crafting work in pursuit of unanswered occupational callings. Organization Science, 21(5), 973-994. Shanafelt et al. Arch Intern Med. 2009: 25;169(10):990-5. 

Perspective
Allocation

People

Job Crafting 
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Certain things catch your eye…

Pursue only those that      

capture your heart. 

Native American Proverb



Income

Balance 

Meaning

Promotions

Job Security
Cascio (2003). Changes in workers, work, and organizations. In Borman, Ilgen, Klimoski (Eds.), Handbook of psychology: Industrial and organizational psychology,  Vol. 12, pp. 401-422). Hoboken, NJ, US: John Wiley & Sons Inc.
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Grant, Adam. “Impact and the Art of Motivation Maintenance: The Effects of Contact with Beneficiaries on 

Persistence Behavior,” Organizational Behavior and Human Decision Processes. 05/2007; 103(1):53-67 (3x)



Susan Edgman-Levitan



Most meaningful?
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Nick Seybert Harvard Business Review June 29, 2013

Physician Leadership and Emotional Intelligence. J Grad Med Educ Mintz, Stoller



Five Behaviors

Shanafelt, Menaker, Buskirk, Gorringe, Swensen. Leadership Dimensions. Mayo Proceedings. 4/2015 90(4)
Swensen, Shanafelt. Org Framework Professional Burnout. Joint Comm Quality & Safety 2017 43(6) 308 
Swensen Gorringe Caviness Peters Leadership by Design. Journal of Mgmt Development 35 (4) 2016
Shanafelt, Swensen. Annual Reviews to Reduce Burnout and Promote Engagement. Am J Medical Quality 
2017Dyrbye, et al. Organizational Leadership and Employee Burnout and Satisfaction Mayo Clinic Proceedings, Volume 95, Issue 4, 698-708

(P<0.001)

(P<0.001)

(60 Point Scale)



Chua. Costs of Ambient Cultural Disharmony. Academy of Management. 2013, 56(6)545. 

Rouse. Blind Auditions. September-November. American Economic Review.Swensen Gorringe Caviness Peters . Leadership by Design. Journal of Mgmt Development Vol. 35 (4) 2016
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Development
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Shanafelt, Menaker, Buskirk, Gorringe, Swensen. Leadership Dimensions. Mayo Clinic Proceedings. 4/2015 90(4)
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Leader Index
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The Leader Index
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Romundstad. Sense of Humor and Causes of Mortality: The Nord-Trøndelag Health Study. Psychosomatic 
Medicine: April 2016 Vol 78 Issue 3: 345–353 Lower mortality with better sense of humor



Some leaders…



Intrinsic Motivation and Employee Attitudes: Public Personnel Admin Dec 2012 382-406

Burgard, Lin. Bad Jobs, Bad Health? Am Behav Sci. 2013 August ; 57(8)

Allostatic Load. Annals of the New York Academy of Sciences. 840: 33–44.



http://www.gallup.com/businessjournal/493/item-supervisor-cares-about.aspx

http://www.gallup.com/businessjournal/493/item-supervisor-cares-about.aspx


Bad Bosses 

cause heart attacks!

Theorel, Töres . Poor leadership poses a health risk at work. Karolinska Institutet  2014-03-27 13:31



Bad Boss??



Liang, et al.  Retaliation on a Voodoo Doll Restores Justice. 
The Leadership Quarterly, Vol 29(4) August 2018, 443-456 Wilfrid Laurier University 
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www.GreatPlacesToWork Root of the tree is trust. Speed of Sound - Michael C. Bush 
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Association of Optimism With Cardiovascular Events and All-Cause Mortality Systematic Review and Meta-analysis. Rozanski, 

Bavishi, Kubzansky, Cohen, JAMA 019;2(9):e1912200. doi:10.1001/jamanetworkopen.2019.12200
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1. INCLUDE: Treat everyone with respect and nurture a culture where 
all are welcome and are psychologically safe.

2. INFORM: Transparently share what you know with the team

3. INQUIRE: Consistently solicit input of those you lead

4. DEVELOP: Nurture and support the professional development and 
aspirations of staff

5. RECOGNIZE: Express appreciation and gratitude in an authentic 
way to those you lead

Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout: 12 Actions to Create the Ideal Workplace. Oxford University Press. 2020
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Agency is the capacity of individuals or teams to act 
independently. 

Coherence is an organizational state in which all the parts fit 
together comfortably to form a united whole.

Camaraderie is the boundarylessness, social capital, mutual 
respect and teamwork that organizations need to thrive.
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Job Crafting is:
Changing your work allocation
Changing with whom you do your work
Changing your perspective of your work



West, Dyrbye, Rabatin…Shanafelt. Physician Well-being. JAMA Intern Med. 2014;174(4):527-533.
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Commensality is the act of sharing a meal with 
others. Professionals are offered the opportunity 
to meet on a regular basis in small groups for 
dinner at a restaurant to discuss topics related to 
their joys and struggles. 

Commensality reduces burnout, increases well-
being, improves meaning from work, reduces 
social isolation, and improves job satisfaction.



People who authentically lead with 
five person-centered actions have 

dramatically better work unit morale. 
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Leadership for the Future

Four Actions to Flourish

Stephen Swensen, MD, MMM
Senior Fellow, Institute for Healthcare Improvement

Former Director Leadership and Organization Development, Mayo Clinic

Professor Emeritus, Mayo Clinic College of Medicine         



Part of being optimistic is keeping one’s head pointed 

toward the sun, one’s feet moving forward. 

Nelson Mandela

I grew up in rural Wisconsin on whole raw milk so I know 

how to measure volume of cow’s milk:

With a “cowculator”!!

So this proves [contrary to popular belief] that everything 

does not just goes in one ear and out the udder

What do cows read in the morning? The moos-paper!



“How we spend our days is, of course, how we spend our lives.” 

Annie Dillard

“I've learned that people will forget what you said, people will 

forget what you did, but people will never forget how you made 

them feel.” Maya Angelou 

Leadership is a potent combination of strategy and character. 

But if you must be without one, be without the strategy. 

“When you look at people who are thriving in their jobs, you notice 

that they didn’t find them, they made them,”

We all have three jobs:

Do our work -- Improve our work --Care for each other



Bad process will beat good people every time.

WE CAN DO THIS!

“When you come to a wall that is too high to climb, throw your 

hat over the wall, and then go get your hat.” 

The root of the tree is trust - We travel at the speed of Trust

The true source of JIW is connection to meaning and purpose

If you treat a disease, you win, you lose. You treat a person, I 

guarantee you, you’ll win no matter what the outcome. Patch 

Adams

We make a living by what we get, but we make a life by what 

we give. Winston Churchill
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