
Joy in Work: Why This 
Matters Today
2021 Singapore Healthcare Management Conference

August 3, 2021

Virtual

Maureen Bisognano
President Emerita and 
Senior Fellow



A Story about Rob
P2



Our Leadership Challenges

Aging, and the increasing burden of chronic 

disease

New roles and multigenerational workforces

Rapid expansion of technology

Research output at unprecedented levels and 

speed

Increasing patient expectations for engagement

Challenges to dramatically improve safety and flow

Designing a learning system to decrease variation



New Challenges for this Time

Physical, psychological and emotional toll of 

COVID

Need new leadership models to care for the 

carers

New challenges for staff at every site and in 

every role

Need for a new model to lead in these uncertain 

times

Tempo, touches and teamwork
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Nurse Turnover

European estimates

Of 23,000 nurses working in 10 countries

33% intend to change jobs in the next year

9% intend to leave their profession

This varied from 5-17% across the 10 countries 

Nurses across 12 countries

Over 20% were dissatisfied with their jobs

Between 19% and 49% intend to leave their jobs 

US estimates

Turnover costs for a hospital system of 5,000 employers was 
between $17 and $29 million per year

The cost of nurse turnover falls between 0.75 and 2 times their 
annual salary 

Annualized turnover rate for registered nurses is reported at 56%

Source: https://www.icn.ch/sites/default/files/inline-files/2018_ICNM%20Nurse%20retention.pdf



Nursing Shortages

Bureau of Labor Statistics projects that 1.09 million 
additional nurses will be needed by 2024

440,000 will be from new positions

650,000 will be replacements for nurses who retire or leave the 
field

Southern and Western states will be hit the hardest 
Florida, Georgia, Texas, and California faces growing 
populations with fewer nurses entering the workforce 

State Spotlight: Utah
By 2020, 50% of the nursing workforce will be eligible to retire

About 1,000 vacancies across the state for RNs on any given 
day
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Source: Butcher, Lola. “Intermountain Piloting App to Manage the Ebb and Flow of Nurse Staffing.” Modern Healthcare, 2018, 

www.modernhealthcare.com/article/20180609/NEWS/180609931.



Why Joy in Work?

“Management’s 

overall aim should 

be to create a 

system in which 

everybody may 

take joy in [their] 

work.” 

– Dr. W. Edwards Deming 



Paul O’Neill’s Three Key Points

“I am treated with respect and dignity by 

everyone I encounter, every day.”

“I am given the tools and knowledge to do 

my work so that it adds meaning to my 

life.”

“Someone notices.”



Joy is more than absence of burnout…



2. Identify unique impediments to Joy in Work in the 

local context

3. Commit to making Joy in Work a shared 

responsibility at all levels 

1. Ask staff “what matters to you?”

Outcome:
↑ Patient experience

↑ Organizational performance

↓ Staff burnout

4. Use improvement science to test 

approaches to improving joy in your 

organization

IHI Framework for Joy in 
Work

Source: Perlo J, Balik B, Swensen S, Feeley D. IHI Framework for Improving Joy in Work. IHI White Paper. Cambridge, MA: Institute for 
Healthcare Improvement; 2017. http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-Work.aspx

http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-Work.aspx


IHI Framework for Joy in Work

Source: Perlo J, Balik B, Swensen S, Feeley D. IHI Framework for Improving Joy in Work. IHI White Paper. Cambridge, MA: 

Institute for Healthcare Improvement; 2017. http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-

Work.aspx

http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-Work.aspx


New Mental Models Needed
Reshape Improvement Efforts and the Culture
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We already have a great 
wellness / staff recognition 

program

Individuals are responsible for 
resilience and wellbeing

Our HR/OD etc. teams are 
responsible for joy

Staff satisfaction leads to 
lower turnover

Staff just want money and 
benefits

Old 
Thinking

…reframe focus on individuals 

to systems AND build on what’s 

working to get results

… we need leaders at all levels 

to focus on factors beyond 

resilience to drive a joyful 

workforce

… and improved outcomes for 

patients, families, the 

organization, etc.

… meaning, purpose, 

camaraderie and equity matter 

for joy

New 
Thinking



Vision
Everyone has the best care 
and health possible

Mission
Improve health and health 
care worldwide

Joy in Work
Harnessing the power of 

improvement science, IHI ignites 

action to connect today’s health 

care workforce to the values of 

health care in a way that brings 

greater joy and sense of purpose.

Welcome to IHI



Leading for Joy

Tempo, touches and teamwork

Staff meetings and patient/staff stories

“One Good Thing”

Updates and notes

Grrrrrr list

Pre-hiring and boomerang hires

Open offices and the candy bowl

Compassion and WMTY?
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A Way to Measure Joy
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Joy in Work



2. Identify unique impediments to Joy in Work in the 

local context

3. Commit to making Joy in Work a shared 

responsibility at all levels 

1. Ask staff “what matters to you?”

Outcome:
↑ Patient experience

↑ Organizational performance

↓ Staff burnout

4. Use improvement science to test 

approaches to improving joy in your 

organization

IHI Framework for Joy in 
Work

Source: Perlo J, Balik B, Swensen S, Feeley D. IHI Framework for Improving Joy in Work. IHI White Paper. Cambridge, MA: Institute for 
Healthcare Improvement; 2017. http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-Work.aspx

http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-Work.aspx


Royal Free London: Royal Free, Barnet, 

Chase Farm Hospital
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Joy in Work Collaboration 



What matters to you 



Containment 
Phase

9th February

1st covid-19 

admission to RFH

2nd March 

Kate Slemeck steps 

into Gold Command 

9th March

Covid-Cobra set up 7 

days wk.

12th March 

Covid Advice Line 
opens for staff

16th March

Pubs and 

Restaurants Close 

20th March 

Incident Centres Open 

RF and Barnet sites

21st March

Planned Surgery 

suspended

23rd March

Lockdown 

Begins

24th March

Free Food in the 

canteens. No visitors. 

BBC start filming 

30th March 

Opened PITU 

for ICU

3rd April

Free@theFree & 

Nightingale Hospital 

opens 

6th April

Easter Cancelled for 

NHS

1,100 staff sick

24th April

Extra oxygen tanks 

installed

29th April 

Pharmacy 

production line for 

hand sanitiser 

11/12th May  

BBC Documentary 

Hospital Covid

Special aired

13th May

100 Staff return from 

the Nightingale 

29th May

Free@the Free 

closes 

Delay Phase Super-surgeLockdown

6 Workstreams

commence & all 

meetings & training 

cancelled 



JiW Wheel - Areas of Focus

➢ Physical and 

Psychological safety

➢ Meaning and Purpose

➢ Autonomy and Control

➢ Camaraderie and 

Teamwork 





Physical and Psychological Safety

Communicate the Facts

• By the experts

• Keep it up to date 

Safety as a priority for staff as well as patients

• Protect staff and their families 

• Not just those in the building 

Provide Different Types of Support 

• Meet different needs

• Staff feel valued and cared for 

• Ask what matters to them



Project Wingman is a group of 

current and former aircrew from all 

corners of aviation, United by our 

profession and dedicated to serving 

our NHS staff now and in the future. 

We provide space to unwind, de-

compress and de-stress before, 

during and after hospital shifts, in 

support of staff wellbeing. 

Source: https://www.projectwingman.co.uk/





Camaraderie and Teamwork 



Early: What Matters to you Survey





Meaning and Purpose 

Common Goal, Common Enemy, Common priority

Great patient need 

Culture of testing improvement ideas 

Promote self care and keep saying ‘thank you’   



Autonomy and Control

Given 
freedom and 

trust

‘Breaking the 
Rules’

Flattening of 
hierarchy 

Being more  
imaginative 



The Backpack Nurse
32

Katrine Seier Fridthjof, RN

Region H, Rigshospitalet, Denmark



Chemotherapy at Home 

A new service allows patients to have high intensive 

chemotherapy treatment at home without any staff being 

physically present

Possible due to a portable digital pump carried in a sleek 

backpack codesigned by patients, clinicians, and the 

Copenhagen Design School
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Benefits to Home Chemotherapy

Patients can:

Spend more time with their families

Enjoy their own home meals

Keep up with physical training 

Enjoy usual pastime routines

Avoid risks of acquiring hospital acquired infections (HAIs)
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Source: Rigshospitalet, Denmark 



COVID Changes All

Innovate

Spread

Exnovate

Compassion



Innovation-Spread-Exnovation

Innovation
Where are care models and processes broken?

Where do we need new thinking?

Innovation labs, design processes

Harvesting

Spread
Where do we see variation in performance?

How can we reliably spread to ensure that we can provide the best care to every 

patient, where they are?

Transparent data

Curiosity 

Spread Model

Exnovation
How do we stop what doesn’t work anymore?

How will we eliminate wasteful practices and processes?

➢ It takes courage!





Source: Ashton, Melinda. “Getting Rid of Stupid Stuff.” New England Journal of Medicine, vol. 

379, no. 19, 2018, pp. 1789–1791., doi:10.1056/nejmp1809698.



Path to Job Advancement 

“Buy, not build” is not working anymore

Employers must invest in their current workers

Upskilling

Reskilling

Retraining

New-skilling 

Source: Weber, Lauren. “Why Companies Are Failing at Reskilling.” The Wall Street Journal, Dow Jones & Company, 19 Apr. 2019,

www.wsj.com/articles/the-answer-to-your-companys-hiring-problem-might-be-right-under-your-nose-11555689542.

– Technical skills

– Creativity

– Interpersonal skills

– Adaptability

– Capacity to continue learning  



Path to Job Advancement 

JPMorgan is rolling out a “Skills Passport”, a platform for 

its 250,000 employees

Take assessments to measure current skills

View career options and a curated list of activities and training 

they can take

Tenaris SA developed a “corporate university” for its 

23,500 employees

Puts responsibility on the shoulders of workers to determine the 

skills they will need and urges them to use the online learning 

platform to retrain themselves

Source: Weber, Lauren. “Why Companies Are Failing at Reskilling.” The Wall Street Journal, Dow Jones & Company, 19 Apr. 2019,

www.wsj.com/articles/the-answer-to-your-companys-hiring-problem-might-be-right-under-your-nose-11555689542.



COVID Changes All

Innovate

Spread

Exnovate

Compassion



Kendra

From “What’s 
the matter?” to 
“What matters 

to you?”



Understanding What Matters





Norway



Brazil Scotland



Italy BC Canada



Denmark





Kindness bundle

Opening and closing interactions with patients in a 

structured way

Warm personal introduction

“What would you like me to call you?”

Shared decision making

“What matters to you?”

“What about today? What would make today a good day?”

Warm close-out

“Is there anything we can do to make you more comfortable?”

Source: Galina Gheihman, MD and Cynthia Cooper, MD



Basic Acts of Kindness

• Deep listening

• “What’s the matter?” → “What matters to you?”

• Empathy

• Anticipatory kindness based on patient’s situation and stressors

• Generous acts

• Can offer a renewing buffer to emotional fatigue and stress 

• Timely care

• Institutional commitment to being on time 

• Gentle honesty

• Guide patients to intrinsic hope

• Support for family caregivers

• Prepare, empower, and assist a patient’s family

52

Source: Berry, L. (2018, April 8). Some basic acts of kindess found to help patients dealing 
with cancer. The Washington Post. Retrieved from https://www.washingtonpost.com/



@schaffer09  @WmtyWorld #WMTY21  #JOYMMC 
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In PROGRESS

They Said We did They Said We didThey Said We did

We ASKED What Matters to You? , You SAID, & WE LISTENED

Asking Staff WMTY



Sources: Inside Edition and Shriner’s Hospital for Children



Learn more at ihi.org/joy or email joyinwork@ihi.org

IHI 
Joy & Well 

Being
in Work

Learning & Action 
Network

(launches Aug 2021)



Thank you!

Maureen Bisognano

President Emerita and Senior Fellow

Institute for Healthcare Improvement

53 State Street, 19th Floor

Boston, MA 02109

mbisognano@ihi.org

mailto:mbisognano@ihi.org

