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Learning Objectives

At the end of this session, participants will be able to:

Identify the key leadership behaviours that enhance joy in work
2. Share the IHI framework for improving joy in work

Demonstrate how quality improvement can support teams to create
and enhance joy in work
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Self-fulfillment

needs

Psychological
needs



Frederick Herzberg's

Two Factor Theory

)
‘Job Satisfaction
’

- Hygiene Factors - Motivation Factors
Working conditions — Achievement
Coworker relations — Recognition
Policies and rules — Responsibility
Supervisor quality — Work itself
Base wage & salary — Advancement

Status — Personal growth



Demand: Water
pouring in, work
referred in

Capacity: Plug hole size,
resource available

Backlog: Level of water in the

bath, the size of the queue Activity/Flow: Water

pouring out, work
being done



LEADERSHIP

SUSTAINING WISDOM, HUMANITY

AND PRESENCE IN
HEALTH AND SOCIAL CARE

Autonomy

The need to have control
over one’s work life, and to
be able to act consistently
with one's values

Belonging

The need to be connected

to, cared for by, and caring of
colleagues, and to feel valued,
respected and supported

Contribution

The need to experience
effectiveness in work and
deliver valued outcomes

Authority, empowerment and influence
Influence over decisions about how care is structured
and delivered, ways of working and organisational culture

Justice and fairness
Equity, psychological safety, positive diversity and
universal inclusion

Work conditions and working schedules
Resources, time and a sense of the right and necessity to
properly rest, and to work safely, flexibly and effectively

Teamworking
Effectively functioning teams with role clarity and shared
objectives, one of which is team member wellbging

Culture and leadership

MNurturing cultures and compassionate leadership enabling
high-quality, continually improving and compassionate
care and staff support

Workload
Work demand levels that enable the sustainable
leadership and delivery of safe, compassionate care

Management and supervision
The support, professional reflection, mentorship and
supervision to enable staff to thrive in their work

Education, learning and development
Flexible, high-quality development opportunities that
promote continuing growth and development for all



Critical Components for Ensuring a Joyful, Engaged Workforce
Interlocking responsibilities at all levels

. Physical &
Real Time  pgychological
Measurement Safety

Wellness & Meaning &
Resilience Purpose

Happy
Healthy

Daily Productive Autonomy
Improvement People & Control

Recognition
& Rewards

Camaraderie
& Teamwork

Participative
Managemen
t
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Prototyping... 2016-17

Co-designed the
aim & theory of
change

5 teams from
different contexts

Tested different Tested different
potential data collection
measures systems

Provided support
from improvement
advisor & sponsor

Build Capability for
Improvement

) parﬁnpa:jmef:;mm 5
Flexbility & Choice (@)

Meaning & Purpose

Ql PROJECT =

Hawve v had a
aood dav at
work todav?




Central Data Display Board f
updated weekly (05/12/2017)

Raise awareness again of
survey in daily team huddles
(06/07/2018)

Testing new Improve Well
App for data collection

Raise awareness of survey in
Y New Kanban board with

daily team huddles (5 ” . . R
February, 2017) — ended after h:ljont \anarj‘Lo € ta;rts ° GGE
1 week by project lead / ay and bad day themes an

biweekly data
Sharing out data collection
and analysis responsibility
with trainees Psychologist
(/01/2017)

Using Kanban Board to illustrate
_ change ideas/ftasks completed,
/ planned, in progress.

Dual word cloud for each response
type following comments from team
around confusing use of wordcloud.

(5% December, 2017)

Using online data collection

following concerns raised by
team around anonymity
(27/10/2017)

Token drop system
September 2017

PDSA 1: Develop
reliable data
collection system

Single word cloud displayed for
all responses (1% December /
2017)
Collect Qualitative data
around good day/bad day /
contributing factors /
(October 2017)

Run Chart: Zumba Attendance
(weekly)

i Implementation risk
/ identified when key
initiator is away

/ Team agreed to
implement Zumba as
standard weekly

/ fixture

Planned: review 3
March with
attendees through
feedback farm (task)

Friday Zumba
classes (19t
January)

2) Promote communication
and ownership of project
data/Increase response s (2™
Driver]

3) Build camaraderie
and teamwork (2
Driver)
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Three further cohorts at ELFT... 2017-22

Support from
improvement advisor, Standardised the
84 teams in total sponsor & measures & data
organisational collection
development

Increased focus on Created a learning
gualitative data and system around the
stories teams
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staff wellbeing is increasingly linked to good outcomes for service users in healthcare, Therefore, it is
important for organisations to find ways to focus on wellbeing and staff experience at work. This
article shares learning from 5 years of using the Institute for Healthcare Improvement's joy in work
framework, coupled with quality improvement methods to enhance staff experience and wellbeing.
This demonstrates how teams were brought together in a collaborative learning system to apply
quality improvement to enhance joy in work. Key steps are shared for other organisations wanting to
undertake this work, including the application of improvement methods to empower teams locally to
develop, design and test change ideas, and measure their impact. The design of systems and
structures required to meaningfully bring teams together and the type of leadership that enhances
this work are also considered. Key learning points for other organisations include the need for
improvement principles to iterate the organisational approach, make measurement simple,
encourage a bias to action and make the work fun.
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Identification of Understanding

quality issue the problem

Commitment from team
and leadership to
participate

Teams volunteer to join the
learning system

Developing a
strategy and
change ideas

Testing

Implementation
& sustaining the
gains



Developing a Implementation
strategy and Testing & sustaining the
change ideas gains

Identification of Understanding

quality issue the problem

]

Appreciative inquiry to identify the strengths in
the team.
“What makes a good day?
“What are the pebbles in your shoe?”

Baseline data collection to understand variation



Identification of

quality issue

Developing a
strategy and Testing
change ideas

Implementation

Understanding

the problem & sustaining the

gains

Team develops its own driver diagram,
and generates its own change ideas

Joins the learning system to enable
sharing and connection with other teams
doing this work



Developing a
strategy and Testing

change ideas

Using the Model for Improvement and
PDSA cycles to test ideas.

Identification of Understanding LB

& sustaining the

quality issue the problem i

Collecting data to see if they make a
difference.

Making the work (data and changes)
visible to all



Identification of

quality issue

Understanding
the problem

Developing a
strategy and
change ideas

Implementation
Testing & sustaining the
gains

New ideas that have been shown
to work embedded into routine
practice

Implementation steps using
PDSA

Create visual management
system and control system



To enhance staff wellbeing and create joy in work

Model for Improvement

What are we trying to
accomplish?

How will we know that a
change is an improvement?

What change can we make that
will result in improvement?
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Recognition and feeling valued ]

(

Focus on wellbeing

)

(

Autonomy

)

[ Opportunity for growth and development ]

Physical safety

Environmental safety

staff

To enhance /OO
4\’

Psychological safety

wellbeing

Space for individuality and creativity

Shared activities

and create \

joy in work

joy Relationships, teamwork
and camaraderie

Flexibility and choice

Shared goals, meaning and purpose

Communication
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Adapting to different models of working ]
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Day-to-day functions and systems ]

W #EnjoyingWork
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RCPSYCH
Enjoying work



Outcome measures

Collected weekly
» Joy in work
» Burnout

» Recommending team as a place to
work

Staff were also asked to complete two
validated surveys at the start and end of
the programme to measure staff burnout
(Mini Z survey) and staff engagement

' (Gallup’s Q12 survey)

L 4

NATIONAL
COLLABORATING
CENTRE FOR
MENTAL HEALTH

Enjoyment at work

In the past week at work, how often have you enjoyed being at work? Please select one
of the following*
O Notatall
Hardly at all
O A few times
) Fairly often
O Frequently

Feelings of burnout

Using your own definition of "burnout”, please select one of the options below*
© 1 enjoy my work. | have no symptoms of burnout

) | am under stress, and don't always have as much energy as | did, but | don't feel burned out

| am definitely burning out and have one or more symptoms of burnout, such as physical and

emotional exhaustion
© The symptoms of burnout that | am experiencing won't go away. | think about work frustrations a
lot
O 1 feel completely burned out. | am at the point where | may need to seek help

Recommending as a place to work

How likely are you to recommend your team as a place to work? Please select one of

the following*
0 (not at all likely)

1
2
3
4
5
6
7
8
9
1

) 10 (extremely likely)

W #EnjoyingWork

RCPSYCH
Enjoying work



Change ideas

Approximately 145 ideas tested
Common themes:

Sharing appreciation e.g.

r- positive feedback box; thank s

you boards

Time and space for reflection

Q e.g. introducing reflective
practice

Protected time to focus on

wellbeing e.g. weekly wellbeing

‘ hour
&

NATIONAL
COLLABORATING
CENTRE FOR
MENTAL HEALTH

-
o-H

W #EnjoyingWork

PSYCH

Making wellbeing business as
usual e.g. discuss concerns in
team meetings

Increasing connections within
the team e.g. coffee roulettes; in
person away days

Changing ways of working e.g.
improving handover;
communication tools

« I RCPSYCH
Enjoying work
4 1
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B Enjoying Work Collaborative [Ee X 4

< G v @ repsychacukfimproving-care/nccmh/quality-improvement-programmes/repsych-enjoying-work cae#w 0@ !

Mental health

Become a psychiatrist  Training Members Events

OLLEGE

LLEGE OF
IATRISTS

Enjoying Work Collaborative

This exciting 12-month programme provided opportunities for
a range of health care teams across the UK to use quality
improvement techniques to help their staff connect to what

Feadoack

NATIONAL

COLLABORATING
brings them joy in their work and find ways to enhance their aEE':TTl.:AELFHEALTH
wellbeing.

Enjoying work
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Key learning...

It is possible to apply
the systematic method
of Ql to joy in work

Measurement is a
challenge




JW DO WEKNOW

?



Pick something meaningful
Measure it regularly

Share the data to spark
conversation and curiosity

<

Narrative

CHANGE and test

Take action — develop ideas,




Key learning...

Importance of the
whole team being part
of the work

It is possible to apply
the systematic method
of Ql to joy in work

Measurement is a
challenge




Whole system

I

Organisation

I

Team

I

Individual
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It is possible to apply
the systematic method
of Ql to joy in work

Role of leaders is even
more critical (and
exposed)

Key learning...

Measurement is a
challenge

The change ideas are
highly localised, but the
process is scalable

Importance of the
whole team being part
of the work




1 Dunstable CAMHS j
Enjoyment at Work 2020
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Appreciative
Enqui

The
results

Bulb Planting Nalk » Indoor plants




stod by OlLife

Good Day Measure
% of staff reporting a good
day




It is possible to apply
the systematic method
of Ql to joy in work

Role of leaders is even
more critical (and
exposed)

Key learning...

Measurement is a
challenge

The change ideas are
highly localised, but the
process is scalable

Importance of the
whole team being part
of the work

Doing this type of work
S AENA R ELVARESS
joyful
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Healthcare Resilience in Extraordinary Times
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