Institute for
Healthcare
Improvement

Kindness

People-Centered Leadership for Wellbeing

Stephen Swensen, MD, MMM
Senior Fellow, Institute for Healthcare Improvement
Transformational Fellow, The NARBHA Institute
Former CQO and Director of Leadership and Organization Development, Mayo Clinic
Professor, Mayo Clinic College of Medicine



Disclosure

None of the planners, presenters, or staff for this
educational activity have relevant financial
relationship(s) to disclose with ineligible companies
whose primary business is producing, marketing, selling,
re-sélling, or distributing healthcare products used by or

on patients.



Session Objectives

After attending this session, attendees will be able to:

e Describe four innate human needs to flourish:

AGENCY, COLLECTIVE EFFERVESENCE, CAMARADERIE, POSITIVITY.
e Implement Acts of Kindness that engender Fulfillmentand Healthspan.
e Identify 5 Leadership Behaviorsthat cultivate Fulfillment & Healthspan.
e Summarize the human, organizational, and community dividends of

engagement and satisfaction.
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Fulfillment

(Positive Life Assessment, Subjective Wellbeing, Happiness)

Genetics 30%

Social

Behavioral
Environmental
70%

DeNeve, K.M. 1999. The Role of Personality for Subjective Well-Being. Current Directions in Psychological Science 8(5): 141- 144.
Lyubomirsky. Pursuing Happiness: Architecture of Sustainable Change. Review of General Psychology. 2005, Vol. 9, No. 2, 111-131



Healthspan

Genetics 25%

Social
Behavioral

Environmental

65% Healthcare

10%

Schroeder. NEJM, 2007; 357:1221-1228
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Romundstad. Sense of Humor and Mortality: Nord-Trgndelag Health Study. Psychosomatic Medicine: April 2016 Vol 78/3.
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Furman. Chronic Systemic Inflammation and Disease Across Life Span. Tetlomere;."DNA M‘éthylati_gn'!‘Nat Med 25 (2019).
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Agency Camaraderie

Collecti
Eff Positivit
Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout. Oxford University Press. 2020 [Deci.Ryan.Seligman] y
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W I t I l Marmot, Whitehall Study, International Journal of Epidemiology, Vol 34:2, April 2005, 251-256 J Pers Soc Psychol 1976;34(2):191-198. Journal
of Applied Social Psychology 34 (2004).; Lancet Vol 337 (1991). Baard, Deci, Ryan. Journal of Applied Psychology. 2004, 34, 10,

Pink, D. H. (2009). Drive: The surprising truth about what motivates us. New York, NY: Riverhead Books.






Your best day at work?

LISTEN SORT EMPOWER

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

Swensen, Kabcenell, Shanafelt. J Healthcare Management. 61:2 105-127 April 2016

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

Targeted Process Re-design/Elimination of Non-value-added Work/Relief From Burdensome Administrative Tasks/Flexible Scheduling Options.



Swensen, Kabcenell, Shanafelt. J Healthcare Management. 61:2 105-127 April 2016



Swensen, Kabcenell, Shanafelt. Journal of Healthcare Management. 61:2 105-127 March/April 2016



Rounding standard implemented

NPTy

Swensen, Shanafelt. Create the Ideal Workplace. Oxford Press. 2020

) r. La u rEI FEd O r Je n Eva n S’ R N Targeted Process Re-design/Elimination of Non-value-added Work/Relief

from Burdensome Administrative Tasks/Flexible Scheduling Options.




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



LISTEN-SORT-EMPOWER

217 Clinical Units (=11,000 staff)

Satisfaction Teamwork Burnout

https://edhub.ama-assn.org/steps-forward/module/2767765
Swensen, Kabcenell, Shanafelt. J Healthcare Management. 61:2 105-127 April 2016
Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout: 12 Actions to Create the Ideal Workplace. Oxford University Press. 2020



Burnout
25

21.8%"

20 -

15

10
71%

Percent Improvement

Control Intervention

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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Shanafelt, et al. Organization-Wide Approaches to Foster Clinician Well-Being. Mayo Clinic Proc Vol 98 (2023)
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Buurtzorg: Nurse-Led Community Care. Cre



IDEA II

Buurtzorg: Nurse-Led Community Care. Creat Nurs. 2018. Co-selection/Self-governance



“They trusted their staff”

Richard Boehmer, HBS, King’s Fund. High Performing Medical Centers. April 2015. London, England

QI = Trust and control over work day



Marmot, Whitehall Study,
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yidemiology, Vol 34:2, April 2005, 251-256 J Pers Soc Psychol 1976;34(2):191-198. Journal of Applied Social Psychology 34
ancet Vol 337 (1991). Baard, Deci, Ryan. Journal of Applied Psychelogy. 2004, 34, 10,



Collective Effervescence

(Job 2)

Emile Durkheim, French Sociologist: Sense of energy and harmony people feel when they come together in a group around a shared purpose.
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Strong Sense Of Purpose
Groups with a shared
purpose



Alimujiang. Association Between Life Purpose and Mortality. JAMA Netw Open. 2019;2(5).
Cohen. Purpose in Life and All-Cause Mortality: A Meta-Analysis. Psychosom Med. 2016 Feb-Mar;78(2):122-33.
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our lives to
make the
world a better
place to live.

We must use ' ' ‘
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Grant. “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)



Ancient Indigenous Proverb
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Berg, (2010a). When callings are calling. Organization Science, 21(5), 973-994.
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Life Crafting

Berg, Grant, Tims, M., Bakker, A. B., & Derks, D. (2013). The impact of job crafting on job demands, job resources, and well-being. Journal of Occupational Health Psychology, 18(2),
230-240. Johnson Craftina work in nursuit of unanswered occupational callinas. Oraanization Science. 21(5). 973-994. Shanafelt et al. Arch Intern Med. 2009: 25°169(10):990-5.



Brad Liebovitz Swensen Gorringe Caviness Peters . Leadership by Design. Journal of Mgmt Development Vol. 35 (4) 2016



Alimujiang. Association between life purpose and mortality among US adults older than 50 years. JAMA Netw Open. 2019;2(5)
Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout: 12 Actions to Create the Ideal Workplace. Oxford University Press. 2020



IDEA IV

Life Crafting

Alimujiang. Association between life purpose and mortality among US adults older than 50 years. JAMA Netw Open. 2019;2(5)
Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout: 12 Actions to Create the Ideal Workplace. Oxford University Press. 2020



Collective Effervescence

(Job 2)

Emile Durkheim, French Sociologist: Sense of energy and harmony people feel when they come together in a group around a shared purpose.



Camaraderie
(Job 3)

Donnelly, et al. 2018. Amount and Source of Millionaires Wealth (Moderately) Predict Their Happiness.
Personality and Social Psychology Bulletin 44 (5) (January 11): 684—-699. Kahneman, Deaton.
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Aknin, Lara, et al (2012). Giving Leads to Happines 'L-p






Meaningful Relationships

Vaillant. Aging Well: Surprising Guideposts to a Happier Life from the Landmark Harvard Study of Adult Development, Boston, Little, Brown and Company, 2002

Licensed June 5, 2023, Adobe Stock (AE01685300748CUS)



Y RELATIONSHIPS
\

Dunbar, Robin. Neocortex size as a constraint on group size in primates. n Evolution.22(6) (American Perspectives Survey)



IDEA V 5 + 15

West, Dyrbye, Shanafelt. Colleagues Meeting to Promote and Sustain Satisfaction Groups for Well-Being Mayo Clin Proc.Oct 2021;96(10):2606.
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Kniffin. Workplace Cornme Ilty &nd P&)rmaﬁae of Flref|ghters Human Perfq.(.)rrmance 28:281-306, 2015
West, Dyrbye, Bﬂ ..Shanafelt. Physician Well-being. JAMA Intern Med. 2014;174(4):527-533.



IDEA VI

Commensality

West, Dyrbye, Shanafelt. Colleagues Meeting to Promote and Sustain Satisfaction Groups for Well-Being Mayo Clin Proc.Oct 2021;96(10):2606.



Camaraderie
(Job 3)

Donnelly, et al. 2018. Amount and Source of Millionaires Wealth (Moderately) Predict Their Happiness.
Personality and Social Psychology Bulletin 44 (5) (January 11): 684—-699. Kahneman, Deaton.
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Positivity

(Job 4)

What We Think We Become

Lee. Optimism with longevity in two cohorts of men and women, Nurses’ Health Study + Veterans Affairs Normative Aging Study Proc Natl Acad Sci U S A. 2019 Sep 10; 116(37). Maruta. Optimists vs pessimists: survival rate among medical patients over a 30-year period. Mayo Clinic Proceedings. 75:2 B u d d | l a
Danner. (2001). Positive emotions in early life and longevity: Findings from the Nun Study. Journal of Personality and Social Psychology, 80(5), 804-813. Journal of personality and social psychology. 80. 804-13. Rozanski. Optimism CV Events Mortality Systematic Review Meta-analysis JAMA.




Gottman (2003). Mathematics of Marriage. MIT Press.
Hardy. (2007). Optimism: Romantic Relationships. Journal of Personality and Social Psychology. 93. 285-97.
Wadsworth. Marriage and Subjective Well-Being. Soc Indic Res 126, 1025-1048 (2016). [Marriage + 5:1]



...the last of the human freedoms...



“l never lose...”



Venligboerne

“Friendly Inhabitants” http://www.venligboerne.org/10/150,000/90



~ Venligboerne
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Swensen, et al. The Mayo Clinic Value Creation System. Cares Abut Me As A Person. AJMQ 2012,






Bad Boss

Theorel. Poor Leadership Poses Health Risk. Karolina Institutet 2014-03-27 13:31. Porath. Incivility Hijacks Performance.
Organ Dyn 2015;44:258-65. Katz. BMJ Qual Saf 2019;28. Performance, Vigilance, Diagnosis, Communication, Patient Mgmt .



Kindness Behaviors

00/ | Fulf ' T 44% (P<0.001)
0

| 2 8 A) (P<0.001)
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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

3,000 leaders from annual surveys of more than 70,000 staff 15 years



1) Seek to Understand

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



1) Appreciate

Swensen, Gorringe. Leadership by Design. Journal of Mgmt Development Vol. 35 (4) 2016

)



1) Mentor

Swensen Gorringe Caviness Peters . Leadership by Design. Journal of Mgmt Development Vol. 35 (4) 2016



IV) Belonging

Swensen, Shanafelt. Strategies to Reduce Burnout: 12 Actions to Create the Ideal Workplace. Oxford University Press. 2020
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Leadership Is a potent combination...



IDEA VII
Kindness Behaviors

Shanafelt, Menaker, Buskirk, Gorringe, Swensen. Leadership Dimensions. Mayo Clinic Proceedings. 4/2015 90(4)



IDEA VIII
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Positivity

(Job 4)

What We Think We Become

Lee. Optimism with longevity in two cohorts of men and women, Nurses’ Health Study + Veterans Affairs Normative Aging Study Proc Natl Acad Sci U S A. 2019 Sep 10; 116(37). Maruta. Optimists vs pessimists: survival rate among medical patients over a 30-year period. Mayo Clinic Proceedings. 75:2 B u d d | l a
Danner. (2001). Positive emotions in early life and longevity: Findings from the Nun Study. Journal of Personality and Social Psychology, 80(5), 804-813. Journal of personality and social psychology. 80. 804-13. Rozanski. Optimism CV Events Mortality Systematic Review Meta-analysis JAMA.




Agency Camaraderie

Collecti
Eff Positivit
Swensen, Shanafelt. Mayo Clinic Strategies to Reduce Burnout. Oxford University Press. 2020 [Deci.Ryan.Seligman] y



Crazia ine |deal Workalaca, Oxiord Univarsity Prass, 2020

U
i
o

Sweariser, Snanafzlt, Mayo Cliric Straizgias to gadyee Surnout: 12 Actjor)



We Can
Do Small
Things
With
Great
Love.

Mother Teresa
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Mahatma Gandhi
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Swensen, Shanafelt.

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



| am pleased to share any of the article pdf's that | authored.
Please download at: https://www.stephenswensen.com/
Thank you, Steve Swensen swensen.stephen@mayo.edu

Swensen. Esprit de Corps & Quality ...the Case for Eradicating Burnout. J Healthcare Management. 63(1), 2018

Swensen, Shanafelt. Organizational Framework to Bring Back Joy in Practice. The Joint Commission Journal on Quality and
Patient Safety 2017

Swensen, Kabcenell, Shanafelt, Physician-Organization Collaboration Reduces Physician Burmout and Promotes Engagement:
The Mayo Clinic Experience. Journal of Healthcare Management, 2016. 61(2): p. 105-127.

Swensen, S., et al., Leadership by Design: Intentional Organization Development of Physician Leaders. Journal of Management
Development, 2016. 35(4): p. 549-570.

Swensen, S.J., et al., The Mayo Clinic Value Creation System. Am J Med Qual, 2012. 27(1): p. 58-65.
Swensen, S.J., et al., The Business Case for Healthcare Quality Improvement. J Patient Saf, 2013. 9(1): p. 44-52.
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Costs. Institute for Healthcare Improvement; 2013. Available: www.ihi.org.

Dilling, Swensen... Mayo Clinic Model of Diffusion. Jt Comm J Qual Patient Saf. 2013;39:167.

Swensen, et al. Cottage Industry to Postindustrial Care. New England Journal Medicine 2010; 362
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The Five Behaviors

SEEK TO UNDERSTAND:
Solicit input from colleagues with humility.

APPRECIATE: | oo
Recognize associates with authentic gratitude and thanks.

MENTOR: I
Nurture and support the aspirations of coworkers.

INCLUDE: _ |
Welcome everyone with respect, fairness, and empathy.

TRANSPARENCY: | "
Communicate with openness for the best collective decisions.

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

eLeading Self:
eLeading Team:
eLeading Organization:

eWhat brings you joy in work?



Personal Goals

eLeading Self:
eLeading Team:
eLeading Organization:

What is your lkigai?



SCIENCE OF SMILING
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Leaders Matter

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

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



Job Crafting

Job Crafting Is:

C
C
C

Swensen, Shanafelt.

nanging your work allocation
nanging with whom you do your work

nanging your perspective of your work

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



Commensality: the act of sharing a meal with
others. Professionals are offered the opportunity
to meet on a reqgular 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 Ideal Workplace. Oxford University Press. 2020



The Leadership Pipeline

EOT's President
MCHS MT 1)
(41)
Center/Office/IMP Non-Shield Site BOG
Chairs Leaders CEO's )
(28) (26) 3
Consultants Officers &
SAC’s (Care Team Leaders) COU(nng?Iors Mentor-Coaches
Dept/Div Executive Derp])t/Div E)E)e;;r:ge
— Committee Leaders Chairs
(90) (233) 3
Residencies

Shield /Institutional
Committee Leaders
(56)
Medical School

Swensen, Kabcenell, Shanafelt. Journal of Healthcare Management. 61:2 105-127 March/April 2016



Leader Index

°c - 8
J

Senior Leader Perspective

Staff Perspective
Swensen, et al. Leadership by Design. Journal of Management Development. Vol. 35 No. 4, 2016 pp.1-26




Swensen Gorringe Caviness Peters . Leadership by Design.
Journal of Management Development Vol. 35 No. 4, 2016 pp.1-26



The Leader Index

https://edhub.ama-assn.org/steps-
forward/module/2774089?resultClick=
3&bypassSolrid=) 2774089




Removin g Pebb les

_______________________

EMPOWER Y

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




Swensen, Shanafelt.

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