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Set Your Sights

It is a process, not a 

destination



Culture of Wellness

Leaders set the climate

Community 
BuildingRecognitionLeadership Peer SupportPeer Support



Leadership 
Matters

Demonstrating a strong commitment to a culture of psychological 

safety and inclusion. Ensuring equitable access to mentorship and 

career opportunities. Strategically fostering a culture of wellness, a 

community of peer support, and a climate that supports work-life 

balance. Supporting agency and teamwork. Seeking out and valuing 

voices from many perspectives and supporting their voices even and 

especially when they are communicating concerns. . 



Trockel, M., Hamidi, M., Murphy, M. L., de Vries, P. P., & Bohman, B. (2017). 
2016 Physician Wellness Survey Full Report. Stanford Medicine.



It Starts with Leaders

Shanafelt, T. D., Makowski, M. S., Wang, H., Bohman, B., Leonard, M., Harrington, R. A., Minor, L., & Trockel, 
M. (2020). Association of Burnout, Professional Fulfillment, and Self-care Practices of Physician Leaders 
With Their Independently Rated Leadership Effectiveness. JAMA Network Open, 3(6), e207961–e207961. 
https://doi.org/10.1001/jamanetworkopen.2020.7961

https://doi.org/10.1001/jamanetworkopen.2020.7961


Culture of Wellness

Acknowledging; appreciation; gratitude; noticing

Community 
BuildingRecognitionLeadership Peer SupportPeer Support



[re]cognize
Create space to recognize—
check-in on how we’re doing 
right now, acknowledge what 
we’ve been through, and how 

much we’ve accomplished.

[re]cover
Carve out time to recover—

to identify what feeds our 
workforce intrinsically and 

develop upstream interventions
that promote well-being.

[re]build
Reflect and rebuild—

identify the parts of our “old 
normal” that weren’t working, take 
action to create a healthier, more 
sustainable, and equitable future.

Acknowledge

Connect

Support

Safety

Empathy

Community

Purpose

Improvement

Preparedness

Mar. 1, 2021 – Jun. 30, 2021 Jul. 1, 2021 – Oct. 31, 2021 Nov. 1, 2021 – Feb. 28, 2022

(flex timeline of discussion as needed)



Day, G., Robert, G., & Rafferty, A. M. (2020). Gratitude in Health 
Care: A Meta-narrative Review. Qualitative Health Research, 
30(14), 2303–2315. https://doi.org/10.1177/1049732320951145

https://doi.org/10.1177/1049732320951145


Three 
Good 
Things

Sexton, J. B., & Adair, K. C. (2019). Forty-five good things: A prospective pilot study of the Three Good Things well-
being intervention in the USA for healthcare worker emotional exhaustion, depression, work–life balance and 
happiness. BMJ Open, 9(3), e022695. https://doi.org/10.1136/bmjopen-2018-022695

https://doi.org/10.1136/bmjopen-2018-022695


Sources of Appreciation

Patients & Families

42%
Colleagues 

33%
Chairs

10%
Compensation

3%

Nadkarni, A., Harry, E., Rozenblum, R., Kimberly, H. 
H., Schissel, S. L., DeOliveira, M. C., Jackson, A. B., 
Giess, C. S., Ashley, S. W., & Dudley, J. C. (2021). 
Understanding Perceived Appreciation to Create 
a Culture of Wellness. Academic Psychiatry. 
https://doi.org/10.1007/s40596-021-01489-w

https://doi.org/10.1007/s40596-021-01489-w


Sources of a Lack of Appreciation

Inadequate Staffing

30%
Devaluation by a 
Colleague/Chair 

29%
Communication and 

Transparency

13%
Patients & Family

6%

Compensation - Women

8%
Compensation - Men

3%
Nadkarni, A., Harry, E., Rozenblum, R., Kimberly, H. 
H., Schissel, S. L., DeOliveira, M. C., Jackson, A. B., 
Giess, C. S., Ashley, S. W., & Dudley, J. C. (2021). 
Understanding Perceived Appreciation to Create 
a Culture of Wellness. Academic Psychiatry. 
https://doi.org/10.1007/s40596-021-01489-w

https://doi.org/10.1007/s40596-021-01489-w


Culture of Wellness

How can we be intentional about creating community?

Community 
BuildingRecognitionLeadership Peer Support



Building Community

High Functioning
Quality Care

Leaders being intentional in their 

strategies to develop teams and 

promote community. Carve out 

time to connect and even be 

playful sometimes. Fostering 

psychological safety through 

humility, recognition of other’s 

expertise, and seeking input. 

Building Connection

Nurturing growth of the 

community and promoting social 

capital and cooperation.

Team-based Decision Making

Is inclusive of diverse perspectives 

and lived experiences. Facilitates 

effective communication and 

learning in a stressful and high 

stakes work environment. 

Speaking up with compassion 

when respect isn’t achieved.  

Mutual Respect

Sharing meaningful and difficult 

aspects of their professional life 

and supporting one another. 

Sharing strategies to emphasize 

work-life balance. 

Sharing

Swensen, S. J., & Shanafelt, T. (2017). An Organizational Framework to Reduce 
Professional Burnout and Bring Back Joy in Practice. The Joint Commission Journal on 
Quality and Patient Safety, 43(6), 308–313. https://doi.org/10.1016/j.jcjq.2017.01.007

https://doi.org/10.1016/j.jcjq.2017.01.007


Commensality Groups
Opportunity
Protected hour, every other week for 9 

months (including nonparticipants). 

Groups of 10 with some shared 

experiences. 

Modules
Self, patient, balance themes

Discussion
Group discussion and skill sharing

And of course…Food
Everyone has to eat

West, C. P., Dyrbye, L. N., Rabatin, J. T., Call, T. G., Davidson, J. H., Multari, A., Romanski, S. A., Hellyer, J. M. H., Sloan, J. 
A., & Shanafelt, T. D. (2014). Intervention to Promote Physician Well-being, Job Satisfaction, and Professionalism: A 
Randomized Clinical Trial. JAMA Internal Medicine, 174(4), 527–533. https://doi.org/10.1001/jamainternmed.2013.14387

https://doi.org/10.1001/jamainternmed.2013.14387


Commensality 
Groups

Work is Meaningful Emotional Exhaustion

Depersonalization Burnout

West, C. P., Dyrbye, L. N., Rabatin, J. T., Call, T. G., Davidson, J. H., Multari, A., Romanski, S. A., Hellyer, J. M. H., Sloan, J. 
A., & Shanafelt, T. D. (2014). Intervention to Promote Physician Well-being, Job Satisfaction, and Professionalism: A 
Randomized Clinical Trial. JAMA Internal Medicine, 174(4), 527–533. https://doi.org/10.1001/jamainternmed.2013.14387

https://doi.org/10.1001/jamainternmed.2013.14387


The team work-life climate represents the average work-life balance of its 

members. WLB is the balance one has between the different roles they 

hold, and especially between the personal and professional roles.  

Work-life Climate

Frone MR. Work-family balance. In: Handbook of Occupational Health Psychology. American Psychological 
Association; 2003:143-162. doi:10.1037/10474-007



Night and swing shifts, and longer shifts are associated with poorer work-life balance

Shift Type

Schwartz, S. P., Adair, K. C., Bae, J., Rehder, K. J., Shanafelt, T. D., Profit, J., & Sexton, J. B. 
(2019). Work-life balance behaviours cluster in work settings and relate to burnout 
and safety culture: A cross-sectional survey analysis. BMJ Quality & Safety, 28(2), 142–
150. PubMed. https://doi.org/10.1136/bmjqs-2018-007933

https://doi.org/10.1136/bmjqs-2018-007933


If you know your area is at an increased risk of burnout 

or issues with work-life balance, be active in 

establishing some healthy norms and practice your 

own work-life balance.

Know how different roles
are at risk

Schwartz, S. P., Adair, K. C., Bae, J., Rehder, K. J., Shanafelt, T. D., Profit, J., & Sexton, J. B. 
(2019). Work-life balance behaviours cluster in work settings and relate to burnout 
and safety culture: A cross-sectional survey analysis. BMJ Quality & Safety, 28(2), 142–
150. PubMed. https://doi.org/10.1136/bmjqs-2018-007933

https://doi.org/10.1136/bmjqs-2018-007933


Work-life climate is associated 
with important team-based 

outcomes

When people are burned out and not investing in their 

personal selves, it can lead to stagnation, emotional 

outbursts
Schwartz, S. P., Adair, K. C., Bae, J., Rehder, K. J., Shanafelt, T. D., Profit, J., & Sexton, J. B. (2019). 
Work-life balance behaviours cluster in work settings and relate to burnout and safety culture: A 
cross-sectional survey analysis. BMJ Quality & Safety, 28(2), 142–150. PubMed. 
https://doi.org/10.1136/bmjqs-2018-007933

https://doi.org/10.1136/bmjqs-2018-007933


Culture of Wellness

Reducing stigma and supporting each other

Community 
BuildingRecognitionLeadership Peer Support



Peer support is from a peer who understands the pressures of navigating 

challenging circumstances and is trained with effective listening and 

responding skills to help others do the same. Peer supporters can also 

connect you with other organizational resources that may be helpful

Joe Shapiro, MD, FACS
Harvard Medical School

https://edhub.ama-assn.org/steps-forward/module/2767766



Shifting Culture

https://edhub.ama-assn.org/steps-forward/module/2767766

From silence towards sharing 
and acceptance

From unforgiving 
perfectionism to acceptance 
of our humanity

From shame and blame to 
psychological safety and 
learning from errors



Tier 3.
Expedited
Referral 
Network

Tier 2. Formal 
Trained Peer 
Supporters

Tier 1. Informal local 
(Unit/Department) Support

Established Referral Network (10%)
• Resiliency Center
• EAP
• Chaplain
• Local mental health provider
Ensure availability and expedite access to prompt 
professional support

Trained peer supporters and support individuals 
(30%) who provide one on one crisis intervention, 
peer supporter mentoring, team debriefings & 
support through investigation and potential 
litigation. 

Department/Unit support from manager, 
chair, supervisor, fellow team member 
(60%) who provide one-on-one reassurance 
and/or professional collegial critique of 
cases.

Scott’s Three-Tiered Model of Interventions to Support Caregivers Who 
Experience Adverse Outcomes

Scott, S. D., Hirschinger, L. E., Cox, K. R., McCoig, M., Hahn-Cover, K., Epperly, K. M., Phillips, E. C., & Hall, L. W. (2010). Caring for Our Own: Deploying a Systemwide Second Victim 
Rapid Response Team. The Joint Commission Journal on Quality and Patient Safety, 36(5), 233–240. https://doi.org/10.1016/S1553-7250(10)36038-7

https://doi.org/10.1016/S1553-7250(10)36038-7


Culture of Wellness

The most important thing is to keep the conversation alive

Community 
BuildingRecognitionLeadership Peer Support
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Assessment
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Assessing 
Your Team



Process of 
Assessment

Look at the data you have

Do a self-assessment 

Identify and reinforce the strengths

Consider the basics

Prioritize
What would have the biggest impact?

What is your bandwidth?

Who is already working in this space?

Get help

https://uha.blob.core.windows.net/accelerate/attachments/ckgr05qdn01xf0ppbfbvuae68-clinical-self-assessment-tool-for-thriving-2.pdf
https://www.sciencedirect.com/science/article/pii/S0002934318311550?casa_token=Mec_IxnHCNEAAAAA:qA1o5s0DMZiu9v4NKTV6E0B5D0X1OuO00qsRnyNiBCbOSFvgPkZrAKVB-FjsKV28jAW09yvM6Ufh


Data Available

•WAGGL (academics)
•WellCheck (H&C)
•Self Assessment
•Professional Well-being Survey
•Group Discussions



© U N I V E R S I T Y  O F  U T A H  H E A L T H

Wellbeing/Burnout

Engagement

Collaboration

Accountability

Respect

Excellence

Engagement



© U N I V E R S I T Y  O F  U T A H  H E A L T H

WAGGL

1. I would 
recommend the 

University of Utah as 
a great place to 

work.

2. I see myself still 
working at the 

University of Utah in 
two years.

3. I am motivated to 
do my best work 
almost every day.

4. I have adequate 
opportunities to 

advance my career 
at the University of 

Utah.

5. My immediate 
supervisor keeps me 

informed.

6. I can express my 
opinions without 

fear of retribution.

7. My input is 
sought, heard, and 

considered. 

8. I have access to 
the tools and 

resources I need to 
do my job well.

9. My work-related 
stress is 

manageable. 

10. I have control 
over my workload.

11. Burnout is not a 
problem for me.

12. My organization 
values and respects 
employees across 
gender, race, age, 

religion, ability, etc… 



© U N I V E R S I T Y  O F  U T A H  H E A L T H

Look more 
deeply
within the 
results



Relative within the organization and group



© U N I V E R S I T Y  O F  U T A H  H E A L T H

Process with your teams

What is the level of 
psychological safety 
on your team?

How do these 
scores reflect your 
experience?

What feels 
congruent?

What feels 
different? 



Self Assessment Tool

Personal Resilience

Culture of Wellness

System Design

Overall

Leaders can assess 

their own team on 

the dimensions of 

professional well-

being



Professional Well-being Survey

• Menu of Options
• Choose what makes sense to your team

• Get a report highlighting areas for 
improvement and reinforcement

• Hold a debrief with leadership and staff
• Develop next steps



© U N I V E R S I T Y  O F  U T A H  H E A L T H

Group Discussion Formats

Structured vs. Unstructured

Resiliency Center Focus Groups

Resiliency Center Check-ins

Listening Tour

• Have a listener
• Have a notes taker
• Go to every team/division and have ?’s prepared



Improving Wellness is a Process

Seek input, allow voices (even dissenting) to be 
heard and valued.

Aim Reality Next Steps


