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Presenter

Kris White, RN, MBA
Co-Founder
Aefina Partners

Kristine White is the Co-founder of Aefina Partners, an organization committed to 
healthcare transformation through thriving partnerships among healthcare leaders, 
physicians, team members, patients, and families. In her work, Kris understands that a 
cross-continuum focus is a must while acknowledging and developing new leadership 
competencies are required. Her approach recognizes and respects strengths, the 
contributions and successes of the past, and is committed to creating healthy 
environments for all.

Recent unprecedented uncertainty has brought 
greater focus to the question:

How do we maintain a sense of purpose as we 
focus on our own health and safety? 
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Objectives

Reconnect to Joy and Purpose in our work
 Identify gifts of the pandemic
Review a model to create joy and purpose 

in work
Understand how psychological safety, 

innovation, strong teams and purpose are 
all linked

Look at an example from the field
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Set the Context and Talk About Culture

What is it?
The total learned, shared, taken-for-granted 

assumptions that a group has developed throughout 
its history; it is the base of daily behavior

Deep, broad, stable
- Schien, Corporate Culture Survival Guide, 1999

Seen in behavior
Changed over time by working on behaviors that 

eventually shift mental models or how we think – not 
the reverse
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How Culture is Embedded

Primary

What leaders do, 
pay attention to, 

measure and 
reward on a 
regular basis

How leaders react 
to critical  

incidents and 
organizational 

crises

Deliberate role 
modeling, 

teaching, and 
coaching

Observed criteria 
by which leaders 
allocate rewards 

and status

Observed criteria 
by which leaders 

recruit, select, 
promote, and 

terminate 
organizational 

members

Secondary

• Organizational design and structure
• Organizational systems and   

procedures
• Organizational rites and rituals
• Design of physical space and   

buildings
• Stories, legends and myths about   

people and events
• Formal statements of   organizational 

philosophy, values and creed

E. Schein, Organizational Culture and Leadership,1994 
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Purpose and Building Better Teams
To begin:

What does “joy” mean 
to you?

9

The gifts of hope, confidence, 
and safety that health care 

should offer patients and 
families 

can only come from a 
workforce that feels hopeful, 

confident, and safe. 

Joy in work is an essential 
resource for the enterprise of 

healing. 
- Don Berwick

Perlo J, Balik B, Swensen S, Kabcenell
A, Landsman J, Feeley D. IHI 
Framework for Improving Joy in 
Work. IHI White Paper. Cambridge, 
Massachusetts: Institute for 
Healthcare Improvement; 2017.

10

9

10



6

What is Joy … at work??

 It is not about “happiness”, pizza parties or 
slogans

How about
• Purpose?
• Perhaps “belonging”?

What conditions enable joy?
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Literature: Strong Teams

 “Best Friend” at work, have agency, inclusive in 
every respect

Google

 Psychological Safety
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Psychological Safety – What 
People feel: 

Secure and capable of changing
Free to focus on collective goals and problem-prevention rather 

than on self-protection
Free to speak up about unsafe conditions without retribution
Confident that others will respond positively when they ask a 

question, raise a concern, seek feedback, admit a mistake, or 
propose an idea

Confident in raising a dissenting view; that it is expected and 
respected, error reporting is welcomed 

Is founded on respectful interactions by everyone and disrespectful 
behavior is rapidly and consistently addressed

Schein E. Organizational Culture and Leadership. San Francisco, CA: Jossey-Bass; 1985.
Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. San Francisco: Jossey-Bass; 2012.
Edmondson, A. The Fearless Organization: Creating Psychological Safety in the Workplace for Learning, Growing, & Innovation. Hoboken: Wiley; 2019. 
Perlo J, Balik B, Swensen S, Kabcenell A, Landsman J, Feeley D. IHI Framework for Improving Joy in Work. 

IHI White Paper. Cambridge, Massachusetts: Institute for Healthcare Improvement; 2017. (Available at ihi.org)
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Psychological Safety – What  (cont.) 

Belief that no one will be:
Humiliated or punished for speaking up
Punished for human errors in unsafe systems, consistent with a 

just culture 

Is a: 
Team characteristic not an attribute of individuals
Consistent with exemplar safety environments
Critical to an effective learning system 

Schein E. Organizational Culture and Leadership. San Francisco, CA: Jossey-Bass; 1985.
Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. San Francisco: Jossey-Bass; 2012.
Edmondson, A. The Fearless Organization: Creating Psychological Safety in the Workplace for Learning, Growing, & Innovation. Hoboken: Wiley; 2019. 
Perlo J, Balik B, Swensen S, Kabcenell A, Landsman J, Feeley D. IHI Framework for Improving Joy in Work. 

IHI White Paper. Cambridge, Massachusetts: Institute for Healthcare Improvement; 2017. (Available at ihi.org)
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Psychological Safety – What it is not

BEING NICE
ALWAYS 

COMFORTABLE

A PERSONALITY 
FACTOR

ANOTHER WORD FOR 
TRUST

LOWERING 
PERFORMANCE 

STANDARDS

Edmondson, A. The Fearless Organization: Creating Psychological Safety in the Workplace for Learning, Growing, & 
Innovation. Hoboken: Wiley; 2019. 
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Resource: Psychological Safety - Measure

How strongly do you agree or disagree: 1 2 3 4 5
If you make a mistake on this team, it is often held 
against you
Members of this team talk about problems and tough 
issues
People on this team sometimes reject others for being 
different
It is safe to take a risk on this team
It is difficult to ask other members of this team for help
No one on this team would deliberately act in a way 
that undermines my efforts
Working with members of this team, my unique skills 
and talents are valued and utilized

Edmondson, A. https://rework.withgoogle.com/guides/understanding-team-effectiveness/steps/foster-
psychological-safety/

1 – Strongly Disagree    2- Somewhat Disagree   3 – Neutral  4 – Somewhat Agree   5 - Strongly Agree
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When Are We at Our Best?

Consider:  In times of stress
In crisis- e.g., code situation
“in the theater”
Unprecedented time of the pandemic 
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Recognizing and leveraging the gifts of 
the last several years
 Best lessons/key learnings?

• Virtual care
• Shortened the paths- patients need, colleagues know 

what is “doable”
• Others

What enabled resilience?
 Harvest the innovations and best practices!
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A Model19

Framework
20
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Critical Components for Ensuring a Joyful, Engaged Workforce
Interlocking responsibilities at all levels

Wellness & 
Resilience

Physical & 
Psychological 

Safety

Daily 
Improvement

Meaning & 
Purpose

Recognition
& Rewards

Autonomy
& Control

Participative 
Management

Happy
Healthy

Productive
People

Camaraderie
& Teamwork

Real Time
Measurement

Physical & 
Psychological Safety:
Equitable environment, 

free from harm, Just 
Culture that is safe and 
respectful, support for 

the 2nd Victim

Meaning & Purpose
Daily work is connected 

to what called 
individuals to practice, 

line of site to 
mission/goals of the 

organization, 
constancy of purpose

Autonomy & Control:
Environment supports 

choice and flexibility in 
daily lives and work, 

thoughtful EHR 
implementation

Recognition & 
Rewards:

Leaders understand 
daily work, recognizing 
what team members 

are doing, and 
celebrating outcomes

Participative 
Management:

Co-production of Joy, 
leaders create space to 
hear, listen, and involve 

before acting. Clear 
communication and 

consensus building as a part 
of decision making 

Real Time Measurement:
Contributing to regular 

feedback systems, radical 
candor in assessments

Wellness & Resilience: 
Health and wellness self-

care, cultivating resilience 
and stress management, 

role modeling values, 
system appreciation for 

whole person and family, 
understanding and 

appreciation for work life 
balance, mental health 
(depression and anxiety) 

support

Daily Improvement:
Employing knowledge 

of improvement 
science and critical eye 

to recognize 
opportunities to 

improve, regular, 
proactive learning from 
defects and successes

Camaraderie & 
Teamwork:

Commensality, social 
cohesion, productive 

teams, shared 
understanding , trusting 

relationships

Meaning and Purpose22
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Meaning and Purpose

 I am proud to be part of this organization
 I have a good understanding of how my job 

contributes to achieving our mission, vision and 
strategic plan

 I would recommend our organization to others 
as a good place to work

 I personally contribute to our organization’s 
success

23

Meaning and Purpose
Personal Why – The First Step

Personal Why/Purpose – Be very clear on:
What joy in work means to you?
Why it is personally important?
How does joy in work connect to safety, 

quality, retention- not only surviving but 
resilience and thriving!

Help others reconnect to their “why”.
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Choice and Autonomy

To – For – With
25

You Know You are Doing To –
When Leaders –

 You say and team members do 
 Plan and design the systems teamwork in without them
 Judge – not justice

• Unsafe to speak up; psychological safety missing
 Listen to people who look/sound like them
 Dislike disagreement
 Blame team if patients/families complain
 Are not sure what happens in daily work – but assume they do
Offer no line of sight between mission and what team members do
 Assume doing your job is enough; limited recognition and 

celebration
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You Know You are Doing For –
When Leaders –
 Design systems with team in mind – without the team
 “My team” – parental

• Take disagreements personally
 “Random acts of goodness”  

• e.g., a new lounge will improve engagement
One way communication - share lots of information
 Some dialogue with some sense of every voice counts
 ”Atta girl/Atta boy” recognition – token or superficial 

recognition
 Some sense of “just and fair” but variable
 Psychological safety is growing but not pervasive

27

You Know You are Doing With –
When Leaders –

 Treat all team members with dignity and respect
 Nothing About Me Without Me: Shared decision making
 Co-design: At the table on all topics that affect team
 Inspire each to do their best
 Are committed to team member well-being and development
 Psychological safety is evident and pervasive
 Have conversations – keeps team updated on changes; asks team 

opinions
 Assure Purpose

• Line of sight between team daily work and mission
 Offer meaningful, frequent recognition and celebration

28
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Teamwork29

What Makes a Functioning Team?  
30
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Attributes of a Strong Team 

 Plan forward
• Outline next steps, potential risks, agree on the path to 

address safety and efficiency, e.g., checklist review
 Reflect back

• Debriefs – what went well & didn’t 
• Did everyone know the plan?

Communicate early
• Structured communication – SBAR; read back/call back

Manage risk
• Signal word or phrase – stop & assess
• “I need clarity”

Frankel, A, Haraden, C, Federico, F, Lenoci-Edwards, J. A Framework for Safe, Reliable, and Effective Care. 
White Paper. Cambridge, MA: Institute for Healthcare Improvement and Safe & Reliable Healthcare; 2017. 

Behaviors for Teaming Success
 Speaking up

• Honest, direct conversation
• Asking questions, seeking feedback, talking about errors

Collaboration
• Working together; all are valued

 Experimentation – small tests of change
• Always testing, always learning

 Reflection
• Consistent observation, questions, and talking about how 

the process went; how it could go better

Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. 
San Francisco: Jossey-Bass; 2012. 
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Where to begin?
JIW Diagnostic Journey Map 

This tool is about learning 
NOT judgement

Can help determine 
strengths and 
opportunities
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Perhaps the most important 
question to ask is… 
“What matters most?”

A brief study in how reconnecting to purpose, created joy 
and a renewed sense of purpose for not only individuals, 
but teams, patients and families.

35

Before We Wrap …36
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Where are “you”, and Where are “we” in 
Terms of Personal Wellness

Where are “you”? (1-5)
Where are “we”?  (1-5)

37

Care of Self and Others
38
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©2014 MidMichigan Health; J. Bryan Sexton, PhD
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3 Good Things43

Ending with Gratitude
What is one thing you’re grateful for today?
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Where to From Here? Your Roadmap

Hope is not a plan, some is not a number, and soon is not a 
time…just begin.

45

Resources46
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Resources47

Leadership to Create  
Psychological Safety
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Leadership Behaviors for Psychological Safety

Be accessible and 
approachable

Encourage team members to learn 
together by being personally involved
•E.g., Time spent rounding; participate in 

improvement activities with teams

Invite participation
Team members are more engaged when 
they believe leaders & others value their 
ideas
Structure opportunities for team members 
to be involved and heard; co-design

Acknowledge limits of current 
knowledge and own fallibility 

Admit you don’t know something
Show situational humility by engaging others in solving 
problems
Constantly seek ides from those closest to the work
Be willing to show your human weaknesses – “I make 
mistakes”; “we all fail”
Highlight failures as learning opportunities 

B. Balik modified from Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. San Francisco: Jossey-Bass; 2012; 
Edmondson, A. The Fearless Organization: Creating Psychological Safety in the Workplace for Learning, Growing, & Innovation. Hoboken: Wiley; 2019. 
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Leadership Behaviors for Psychological 
Safety (cont.)

Use direct language Avoid jargon
Be respectfully blunt

Set boundaries & hold others
accountable for violating them

Co-develop standards of behavior 
Be clear about what is acceptable

B. Balik modified from Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. San Francisco: Jossey-Bass; 2
Edmondson, A. The Fearless Organization: Creating Psychological Safety in the Workplace for Learning, Growing, & Innovation. Hoboken: Wiley; 2019. 
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Psychological Safety: Leaders Language 

 “This is new territory for us, so I’m going to need everyone’s 
ideas.” 

 “What are you up against? What help do you need? What’s 
in your way?” 

 “I really appreciate you bringing this to me. I’m sure it 
wasn’t easy.” 

 “This is complex stuff, so we need everyone’s view on this. 
Lucy, let’s start with you – what are you seeing?” 

 “I’m human so I will miss things. That’s why with such 
complex work we need to hear from everyone.”

 “What’s troubling you about this patient? What should we 
worry about?” 

Modified: Edmondson, A. A Fly on the Wall in a Fearless Organization: What does psychological safety sound like? 2019
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Psychological Safety: How to Say it When 
You’re Not the Boss
 Something’s been troubling me. Do you have a few minutes to 

talk?
 Some of this is not good news. Do you have time to review it 

with me?
We’ve hit some roadblocks – let’s think through this together.
 The test of change didn’t come out as we expected. Here’s 

what we’ve learned so far.
 I’ve made a mistake, and I wanted to let you know right away.
 I need help figuring this out.
 How do I get input on this issue?
 I need another view on this. Do you have time today to help?
 Something doesn’t seem right here. Let’s pause and look at this 

together.
- Amy Edmondson
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Psychological Safety – Teaming Behaviors
Speaking up

Honest, direct conversation
Asking questions, seeking feedback, talking about errors

Collaboration
Working together; all are valued

Experimentation – small tests of change
Always testing, always learning

Reflection - Briefing/Debriefing
Consistent observations, questions, and talking about how 

the process went; how it could go better

Edmondson A. Teaming: how organizations learn, innovate, and compete in the knowledge economy. San Francisco: Jossey-
Bass; 2012. 
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Psychological Safety
 How to foster psychological safety on your teams; a toolkit

• Re:Work from Google
 Edmondson A. (2012). Teaming: how organizations learn, 

innovate, and compete in the knowledge economy. San 
Francisco: Jossey-Bass. 

 Edmondson, A. (2019). The Fearless Organization: Creating 
Psychological Safety in the Workplace for Learning, Innovation, 
and Growth. Hoboken: Wiley.

 Useful Twitter for resources: @AmyCEdmondson
• PhD, Harvard – organizational behavior; AM in psychology; 

AB in engineering and design
 Edgar Schien, PhD, Harvard; social psychologist
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Questions
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Thank you

Kris White, RN, MBA
Co-Founder
Aefina Partners
Kristine.white@vanderbilt.edu
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