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WELCOME…AND HOW WE GOT HERE

•My story
• Early work on physician burnout (including 

publishing “Healing Physician Burnout”)
• My sister and her physician
• AUPHA and CAHME
• Health System Boards (TriHealth, 

Bethesda, Inc., Hazelden Betty Ford
• Foreword for “Why Cope When 

You Can Heal?” by Diana Hendel 
& Mark Goulston
• Caravan - The Beginning



WHAT I’D LIKE YOU TO LEAVE WITH:

• Defining the continuum: Well-being > Stress > Trauma

• Assessment: Both individual and organizational
• Tools/resources

• Help you and your team reduce reluctance to seek help



SELF AWARENESS AND COACHABILITY:

• Leaders who are much more self-
aware about their own needs 
become better at serving the 
needs of their team
• Coachability means you’re open 

to feedback and takes action on it
• The two are connected and are 

important traits in advancing care 
for the team’s mental well-being



WHY IT MATTERS

• No human capital – No patient care

• No matter what we read and hear today, the headlines talk 
about people leaving healthcare



WHY IT MATTERS

• It’s our responsibility: When you know you have a solution to a 
problem that is causing pain for someone, you have a human 
responsibility to act, and to do so with all urgency



WELL-BEING > STRESS > TRAUMA:

•What changed in the last 18 months?

• Pain Point too high to not be addressed 
• Treat cause and symptoms

• Key questions:
• Are we treating stress?
• Are we treating trauma?
• Are we treating both?



RECOGNIZING INDIVIDUAL STRESS:
• Becoming easily agitated, frustrated, and moody
• Feeling overwhelmed, you are losing control or need to take control
• Difficulty relaxing and quieting your mind
• Low energy, headaches, stomach aches and insomnia
• Constant worrying and racing thoughts
• Forgetfulness and disorganization, inability to focus
• Poor judgment 
• Changes in appetite-either not eating or eating too much
• Increased use of alcohol, drugs, or cigarettes
• Exhibiting more nervous behaviors, such as nail biting, fidgeting, and pacing

www.WebMD.com



RECOGNIZING INDIVIDUAL TRAUMA:
• Shock ,denial or disbelief
• Anger, irritability, mood swings
• Sadness or hopelessness
• Confusion or difficulty concentrating 
• Anxiety or fear
• Withdrawal from others
• Trouble sleeping or nightmares
• Easily startled
• Fatigue
• Racing heart, aches and pains or muscle tension

www.mentalhealthfirstaid.org



TRAITS OF ORGANIZATIONAL TRAUMA:

• Breakdown of communication 

• Breakdown of trust
• Breakdown of productivity

•Workers feel powerless
•Workers feel hopeless

• Shake up in roles and responsibilities
• A loss

© Quint Studer 



• Pain scale as a simple approach
• HHH
• DDD
• DDD

• This gives people a good idea of where the organization is.
• It gives people in the organization an idea that their well-being is on 

the to-do list.
• It helps identify which areas that are feeling more stress and trauma 

than others.

ASSESSMENTS:



• Adapted from “Stress First Aid 
for Firefighters and Emergency 
Services Personnel”

• Creates a safe space for these 
conversations

• Provides “real-world” behaviors 
as examples

• Can be personalized for your 
organization’s environment

TAKING THE TEMPERATURE:



• Physicians as an example – why are they reluctant?
• Engaging physician leaders to address reluctance among peers

• Reframing to “mental well-being”
• Reframing the EAP as a well-being resource

• Rethinking “accessing the EAP” in the same way we rethought 
“near misses”

REDUCE RELUCTANCE TO SEEK HELP:



EQUIPPING LEADERS WITH TOOLS:

• Identifying and Coping With Job-related Stress
• Tips to Relax and Reduce Stress
• How to Stay Motivated
• Learning to Accept Change
• Why Mindfulness Matters
• Creating a Self-care Plan
• Tips for Increasing Energy
• Wellness with Healthy Habits
• Exercises 

• Meditation Series
• Perceived Stress Scale 

Instrument
• Ardell Wellness Stress 

Test
• Stress Self-Assessment 
• On-Demand Resources
• Mindfulness Apps
• Virtual Fitness Channelhttps://thegratitudegroup.com



https://thegratitudegroup.com

PURPOSE: 
The first step in dealing with 
issues like stress, trauma, and 
burnout is to create a safe 
environment to talk about 
them and how they impact 
well-being.

It is my hope that this book will 
help reduce the stigma around 
mental health issues and 
encourage people to get help 
when they need it. 

EQUIPPING LEADERS WITH TOOLS:



• Focus on the positive: Begin staff/department meetings with 
everyone sharing at least one win from the last week
• Relationship Rounding is more important than ever: Leaders 

have the ability to demonstrate empathy by shifting the focus of 
rounding to relationships

• Reward and recognition should be elevated to an A-1 priority
• Demonstrate values by investing in training, which brings people 

back to purpose

BUILD AND SUSTAIN CULTURES OF 
REPLENISHMENT:



•Make time to focus on gratitude: Begin staff/department 
meetings by asking participants to share one thing for which 
they are grateful.

• Become much more intentional about identifying best practices 
within the organization. When “Bright Spots” are recognized, 
you can scale and improve across the entire organization.
• Don’t shy away from recognizing barriers. Acknowledging them 

is a deposit in emotional bank accounts.

• Harvest stories from every department. As with Bright Spots, 
others might not be aware until they are highlighted.

BUILD AND SUSTAIN CULTURES OF 
REPLENISHMENT:



Organizations that act now will: 

• Reduce turnover overall
• Lose fewer late-stage careerists

•More deeply engage and retain early careerists
• Hold the line and improve on clinical outcomes

• Be able to fulfill the organization’s mission 

A LOOK TO THE FUTURE:





AN INVITATION FOR SENIOR LEADERS:

•We wanted to go deeper on an approach that will equip you 
and your senior teams to address what we’ve talked about 
today.

• Everyone is welcome to stay



THE RISK TODAY:

• Executing the operating platform 
separate from the cultural platform
• Foot on the dock/foot in the boat

• This too shall pass…and then it 
doesn’t.



• Adaptation of Bolman & Deal’s Four Frame Model

PRIORITIZING TOOLS AND RESOURCES:

• Goal Setting
• Clarifying Tasks
• Measurement
• Creating Systems & 

Procedures

FOUNDATION

• Focus on Employee 
Needs

• Empowerment
• Connection
• Personal Growth & 

Development

PEOPLE

• Coalition Building
• Conflict Resolution
• Power-base Building 

to Support Leader’s 
Initiatives

ENVIRONMENT

• Sense of Purpose & 
Meaning in Their Work

• Inspiring People
• Creating a Motivating 

Vision
• Reward & Recognition

PURPOSE



USING THE FOUR FRAME MODEL:

• The last 18 months might have left leader’s feeling like 
each day brings a different problem or challenge
• The Four Frames allow for an “if-then” environment and 

provides for an anchor in the stormy seas of our industry
• The use of the frames sends a strong signal to the 

workforce that “we hear you” and “we’re responding”
• The key is leveraging multiple frames to provide stability 

(think “balanced scorecard”)



• If there is a lack of motivation and 
commitment

• If the challenge is confusion around 
priorities and responsibilities

• If the employee or organization is 
experiencing uncertainty and 
anxiety about direction

“IF/THEN’S” WITH THE FOUR FRAMES:

Purpose & 
People

Purpose & 
Environment

Foundation & 
Environment 



EXAMPLE USE:

• Have the organization’s goals 
changed? If so, have they been 
communicated effectively?

• Have we surveyed the team on 
what they feel are the most 
effective communication methods?

• How can we “double down” on 
training & development, given the 
environment?

• How deliberate are we in our 
approach to the use of storytelling 
and identifying Bright Spots?



• If (What do we see/hear/observe 
across the organization?)

• If (What do we sense as a senior 
team?)

• If (What are the greatest signs of 
organizational trauma?)

SENIOR TEAM EXERCISE:

Which Frames 
and Elements?

Which Frames 
and Elements?

Which Frames 
and Elements?

Then

Then

Then



• Thank you for joining us…thanks for MAKING the time

• Thanks for what this will mean for your teams

• Go replenish!

OUR GRATITUDE:


