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Removing Pebbles
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L ISTEN-SORT-EMPOWER

217 Clinical Units (~11,000 staff)
-Satisfaction: +17 %Points
Teamwork: +12 %Points
*Burnout: -21 %Points
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Swensen, Kabcenell, Shanafelt. J Healthcare Management. 61:2 105-127 April 2016
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Linzer, Mark, et al Cluster Randomized Trial of Interventions to Improve Work Conditions & Clinician
Burnout in Primary Care: Results from the Healthy Work Place Study. J Gen Intern Med 30(8):1105-11
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NINE QUT OF TEN EMPLOYEES

SAY BROKEN PROCESSES ARE
SENDING THEM OUTHSHE DOOR
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Job Crafting

Perspective
Allocation
People

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.
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Five Behaviors
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Shanafelt, Menaker, Buskirk, Gorringe, Swensen. Leadership Dimensions. Mayo Proceedings. 4/2015 90(4)
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about me as a
person.”
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The Five Behaviors

1. INCLUDE: Treat everyone with respect and nurture a culture where
all are welcome and are psychologically safe.

INFORM: Transparently share what you know with the team
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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Physician-Organization
Collaboration Reduces Physician
Burnout and Promotes Engagement:
The Mayo Clinic Experience

Stephen Swensen, MD, medical director, Office of Leadership and Organization
Development, and professor of radiology. Mayo Medical School, Rochester, Minnesota;
Andrea Kabcenell, RN, vice president, Institute for Healthcare Improvement,
Cambridge, Massachusetts; and Tait Shanafelt, MD, director, Program on Physician
Well-being, professor of medicine, Mayo Medical School, and president, Mayo Clinic
Staff, Rochester

EXECUTIVE SUMMARY

The process of creating healthy organization—physician relationships is critical to
organizational success. Partnerships in process improvement can nuriure these
relationships and mitigate burnout by meeting physicians’ psychological needs. To
flourish, physicians need some degree of choice (control over their lives), camarade-
rie (social connectedness), and an opportunity for excellence (being part of some-
thing meaningful). Organizations can provide these opportunities by establishing
constructive organization-physician relationships and developing physician leaders.
We present a case study from the Mayo Clinic that supports the foundational prin-
ciples of a physician-engagement model.

We developed the Listen-Act-Develop model as an integrated strategy to reduce
burmout and engage physicians in the mission of the organization. The intent of the
maodel is to maximize physician wellness by fostering engagement and mitigating the
drivers of burnout. This model provides a path to increase physician satisfaction and
meaning in work and to improve organizational effectiveness.



Leadership by design: intentional
organization development of

physician leaders

Stephen Swensen and Grace Gomringe
(Xfice of Leadership and Ovganizafion Dewelofoment,
Mayo Clinge, Rochester, Momesofa, USA
John Caviness
Department of Newrology, Mayo Chwic, Scoiisdale, Arizona, USA, and

Dawn Peters

(ifice of Leadership and Ovganizalion Develofiment,

Mayo Clinic, Scoltsdale, Arizoma, USA

Abstract

Purpose — The purpose of this paper 1= first, to present a qualtative descniptive case shady of the
Mayo Clmic bada"cdm and orgamztion deve h]:ment philosophy and approach; seoond, to summartze
a strategy for using mtentional organmton design as a fmmdation for culhmrally ah_gned phy=sican
leadership development and third, to describe the Mayo Clne Leadershap Mosdel.
Design/methodologviapproach — This mamisaipt is a quliatve descrptive mse study of the
Mayo Clmic leadership development philosophy and approach. The authors mviewed the orramzton
design and leadership development programs of a leading healthcae instihtion. In the systematc
appratal, the authors sought to undestand the key feahmres and elements of team-based keadershp
develypment and the supparting orgamzmtional charactenishos that gude develbpment with the use of
a customized itstiutional leadership model

Findings — The authors identified four intentional charactenstics of the multi-speaalty group practice
structure and culture that orgamcally fadbtate the development of leaders with the qualites requred
fir the mission. The four charactenstis are patent-centered orgamzmtonal design, ollahomtve
leadership structure, egalitarian leader selecton process and team-based development system The
authors conclude that organaton citure and design ame important fommdatons of kadershp
development. Leadership development carmot be separated from the context and oultuare of
organimtonal design Mayo Chnc's arganizational and govemnance systems are designed to develop
culhrally aligned leaders, build socal capital grow employee engagement, foster colaboration,
nurtmre collbpality and engender tnet Effective organizton design alipns the form and functions of
the organtzmtion with leadership develbpment and its mission

Originalitv/value — This qualitative desmriptive case study presentation and snaly=is offers a unque
perspective on physidan leadership and organiztion develbpment m healthcane.

Keyvwords Orgmmmtonal behaviour, Leadershp, Orgamzmtonal strachre, (rgamzatonal design,
Organtational atizenship

Paper type Case shudy



CARING FOR THE CAREGIVERS

Esprit de Corps and Quality: Making the Case for
Eradicating Burnout

Stephen J. Swensen, MD, medical director, professionalism and peer support, Intermountain Healthcare,
Salt Lake City, Utah; senior fellow, Institute for Healthcare Improvement, Cambridge, Massachusetts;

and professor emeritus, Mayo Clinic College of Medicine, Rochester, Minnesota

Healthcare Improvement on a leadership white paper. We identified five high-impact
behaviors, a framework for Triple Aim results, and a new mental model (Swensen,

Pugh, McMullan, & Kabcenell, 2013). The tirst and most important behavior is continuous

! few years ago, | worked with a research innovation team at the Institute for
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Impact of Organizational Leadership on Physician
Burnout and Satisfaction

Tait D, Shanafelt, MD; Grace Gorringe, MS; Ronald Menaker, EdD;
Kristin A, Storz, MA; David Reeves, PhD; Steven |, Buskirk, MD; Jeff A Sloan, PhD;
and Stephen |, Swensen, MD

Abstract

Objective: To evaluate the impact of organizational leadership on the professional satisfaction and
burnout of individual physiclans working for a large health care organization,
Participants and Methods: We surveyed physiclans and scientists working for a large health care orga-
nization in October 2013, Validated tools were used 1o assess burnout. Physicians also rated the leadership
qualities of their immediate supervisor in 12 specific dimensions on a S-point Likert scale, All supervisors
were themselves physiclan/scientists. A composite leadership score was calculated by summing scores for
the 12 individual lems (range, 12-60; higher scores indicate more effective leadership),
Results: Of the 3806 physicians surveyed, 2813 (72.2%) responded. Supervisor scores in each of the 12
leadership dimensions and composite leadership score strongly correlated with the burnout and satisfaction
scores of individual physicians (all P<.001), On multivariate analysis adjusting for age, sex, duration of
employment at Mayo Clinic, and specialty, each 1-point increase in compaosite leadership score was asso-
clated with a 3.3% decrease in the likelibood of burmout (P<.001) and a 9.0% increase in the likelihood of
satisfaction (P<.001) of the physicians supervised, The mean composite leadership rating of each division/
department chair (n=128) also correlated with the prevalence of burnout (correlation ==0.330; *=0.11;
P< 001) and satisfaction (correlation =0,684; r* =047, P< 001) at the division/department level,
Conclusion; The leadership qualities of physiclan supervisors appear to impact the well-being and
satisfaction of individual physiclans working in health care organizations. These findings have important
implications for the selection and training of physician leaders and provide new Insights into organiza-
tioral factors that affect physiclan well-being,

© 2015 Mayo Foundstion for Medical Education and Research ® Maya Clin Proc 2015 90i) 43240




Leaders Matter

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.

Deci & Ryan (1988). Intrinsic Motivation and Self-Determination in Human Behavior. Contemporary Sociology (Vol. 17). doi:10.2307/2070638
Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout: 12 Actions to Create the Ideal Workplace. Oxford University Press. 2020



Job Crafting

Job Crafting is:
Changing your work allocation
Changing with whom you do your work
Changing your perspective of your work

Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout: 12 Actions to Create the Ideal Workplace. Oxford University Press. 2020



Commensality is the act of sharing a meal with
others. Professionals are offered the opportunity
to meet on a reqular 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.

West, Dyrbye, Rabatin...Shanafelt. Physician Well-being. JAMA Intern Med. 2014;174(4):527-533.
Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout: 12 Actions to Create the ldeal Workplace. Oxford University Press. 2020



The Five Behaviors

People who authentically lead with
five person-centered actions have
dramatically better work unit morale.



The Five Behaviors

1. INCLUDE: Treat everyone with respect and nurture a culture where
all are welcome and are psychologically safe.

INFORM: Transparently share what you know with the team
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



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

| grew up in rural Wisconsin on whole raw milk so | 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, |
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



Slide Image Diversity

* People of Color
15

* Women
12

* White Men
6
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