
Better Care Environments

odds on patients dying in hospitals by 14%

odds of nurses reporting concerns with  
care quality by approximately 50%



IMPACT ON PATIENT 
OUTCOMES

Nurse Turnover:
High (22% - 44%)

• Mortality    = 1.09
• LOS    =  5.02
• Cost/discharge = $7,190

Low (4% - 12%)
• Mortality    = 0.07
• LOS    =  3.81
• Cost/discharge = $5,268



Nurse  Practice  Environment
1. Staff development

2. Quality management

3. Nurse manager ability

4. Leadership & support

5. Collegial nurse/MD relations
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Monitoring Turnover

July 2006:  National  average RN turnover = 13.9%

RN turnover: transfers, retirement, voluntary & involuntary  termination



Savings

=
Estimated cost savings / RN  “saved” = $28,000

Money in the bankNurse “saved”



Banners

Overt Recognition

High visual impact

Prideful Response

“Names” nurse attributes



Preceptor Action Days

Focus on preceptors 
Formally recognizes their vital role
Adds to their skill set
Benefits new hires
Impacts retention



Search for 
Aberrant Notes



Tracking

Unit # TERMS TRANS OVERALL 
TURNOVER

Intervention Status Notes

W 84 3(3.6%) 0 (0%)  3.6% None

X 45 3(6.7%) 3(6.7%) 13.4% Investigate - None 2 relocation;
2 trans to 
Obs. Unit, 1 
to ICU

Y 57 1(1.8%) 5(8.8%) 10.5% Intervention 
continues

Z 79 3(3.8%) 1(1.3%) 5.1% Investigate - None 2 retired; 1
health 
issue; 
transfer to 
ICU



Looking More Closely

Welcome committee

Hiring practices

Strong preceptor  
programs

High turnover
High transfer rates



Exploring the “Why?”

UNIT Average 
Head count

Transfer Termination Turnover 
%

A 77 12 8 23.7%

B 57 8 8 30.7%

C 64 10 6 29%

D 94 20 14 30.7%

E 42 11 5 38%

FY  2008
1Q
FY2009

12(15.6%)

6(10.5%)

6(9.4%)

14(14.9%)

2(4.8%)



Unit  A

A FY08
Quarter Transfers Terms

Q1 0 1

Q2 4 1

Q3 4 3

Q4 4 3

Average headcount:  77 RNs

Turnover  data:

Overall turnover rate FY 2008 =  23.7%

Trending for 2009  of concern

1 Q 
FY2009

Turnover
12(15.6%)



Employee Engagement 08 All UM RNs Unit A RNs

My peers respect me as a person and respect 
my differences

76.1 70.8

My peers recognize me for my contributions 72.6 68.7

My peers offer help when I need it 77.6 72.7

My  peers are committed to excellence in 
their roles

76.1 68.7

There is a high degree of trust among my 
peers

68.3 66.0

My peers hold each other accountable for 
disrespectful or offensive language and 
behavior

64.7 57.3

Unit  A Engagement  Data



Leadership Input

Bulling

No Teamwork

Expansion of 
patient type 
beyond unit expertise



Unit  A

Q 1 2009

Transfers Terminations
6 6

Inspection of Transfer data
career path

Reasons for Termination 
nurses with < 2 yrs.  tenure



Customized  Survey

Set the stage for  on-line survey

Discuss results with leadership 
team & staff 



Customized Survey Results 

26.5% intending to leave

Building trust
in process



Survey Results
Culture Assessment 

Teamwork & Communication
Indentified issues:

68%  willingness to help

39%  shift communication

47% constructive feedback

53% maintaining confidentiality

79% noted:  “We provide quality patient care”



Need to Address Issues

Teamwork Leads to:
K job satisfaction
K patient safety
K quality of care
K patient satisfaction

‘Team’  literally means pulling together



Unit  A  Survey Results
Culture Assessment

Peer behavior
Bullying
Disrespect 

67% identified respect as a problem



Bullying & Disrespect

60% of new grads leave due to
horizontal hostility

55% of RNs witness a nurse treating 
another inappropriately



Unit  A  Survey Results
- Management  Issues -

42% lack of 
recognition

42%  lack of 
confidentiality

48% lack of 
constructive feed back



De-Brief

Assemble staff
Review data
Listen 
Establish themes
Work for clarity
Take suggestions
Identify  action

Open, respectful dialogue



Action Plan

Unit specific
survey results

Unit configuration / 
fragmentation

Hiring & on-boarding

Address:



Addressing  Issues

Hiring and On-boarding
Right fit
New hire support
Save to ask questions
Supportive of learning

National study:
57%  leave first position within 2 yrs.
Why?  Concern about patient care.



New Survey – 1 year later

19% considering leaving   -- for opportunities  or 
advancement

Satisfaction with:
Communication with peers: 94%
Communication with manager: 91% 
Teamwork: 81%

95.4%:   “ RNs here provide quality patient care”



Unit  B  – A Culture our of Sync

Unit  B  FY08
Quarter Transfers Terms

Q1 4 1

Q2 2 0

Q3 1 4

Q4 1 2

Overall turnover rate  in FY 2008=  30.7%

Turnover trending upward  - a negative note

1 Q
FY 2009

Turnover
6 (10.5%)

Average headcount:  57  RNs

Turnover data:



Unit  B
Employee Engagement 08 All UM RNs  Unit B RNs

I would recommend my work area to 
someone looking for a good place to work

70.5 49.5

I feel like a valuable member of my team 75 69.3

Supervisor supports team collaboration 73.6 53

My supervisor communicates clearly what is 
expected of me

70.9 45.5

My supervisor holds others accountable for 
disrespectful or offensive language and 
behavior

67.5 57



MD  Behavior

Disruptive Behavior :
2%-3%  involved

66% believe linked to
adverse events

75%  believe leads to
poor staff satisfaction



Data Over 3 Years
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55%
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13%

44%

66% 69%

Attendings Support a Healthy 
Team Environment

% Not Satisfied % Satisfied/Very Satisfied 



Communication  Improvement

0%

20%

40%

60%
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2007 2008 2009

43% 41%

5%

57% 59% 61%

MDs Communicate Respectfully 
to Nurses

% Not Satisfied % Satisfied/Very Satisfied 



Perfect Performance … Bravo!
Or…… was it?

Considering Leaving this 
unit?

49%  said  YES!

Focus now:
manager/supervisor
communication 

recognition



Unit  C

Unit C FY08
Quarter Transfers Terms

Q1 5 2

Q2 3 0

Q3 1 1

Q4 2 3

Average headcount:  64 RNs

Turnover  data:

Overall turnover rate FY 2008 =  29%

Trending for 2009 – not good 

1 Q 
FY2009

Turnover
9.4%



Engagement  Survey  Data

Employee Engagement 08 & 09 2008 2009
Willingness to recommend work area 71.2 59.6
My supervisor communicates clearly what is 
expected of me

72.4 67.5

My supervisor recognizes me for my 
contributions

65.4 55.3

My supervisor hold each other accountable 
for disrespectful or offensive language and 
behavior

67.3 55.3

My peers hold each other accountable for 
disrespectful or offensive language and 
behavior

58.3 53.5



Engagement  Survey  Data

Employee Engagement 08 & 09 2008 2009
There is a high degree of trust among my 
peers

68.6 62.3

I feel comfortable expressing my opinions in 
meetings

67.3 54.4

I have the opportunity to work on the 
things I do best

66.7 71.9

I have opportunities for growth at UMHS 72.4 76.3

I look for ways to perform my job more 
effectively

84 92.1



Clues to Trigger Action
Unit Specific Survey offers clues

58.3% considering leaving
Fear of offering feedback
Manager issues
Physician relationships - poor
Relationships with NPs /  
Fellows - poor
Peer relationships in tact
Connection to specialty high

n = 60



De-brief

Focused negative 
required variance 
in pattern

Peer Relationships Strong

Confidentiality & Trust  an issue

Loss of 
trusted 
leader



Can’t Lip Sinc

B

Be true to promise

Don’t shy from core issues

Milli Vanilli



Perception is Reality

Manager Self Portrait

Manager believed he had 
addressed all issues  - and 
was a strong leader

Nurses perception differed



Tipping  Point
Span of Control: 

directly correlates to engagement

makes a difference in manager satisfaction



Work  Continues

Work to be 
done NOW



Other  Metrics

Patient Satisfaction
nursing rated as excellent

New Hire Feedback
antidotal

Exit Interviews
top reason for termination = better
salary or job



How much does it cost?

Relationships
Expertise
Productivity
Morale
Satisfaction
Patient Care



Reframe

Turnover numbers
Engagement data
Leadership input
Customized survey
Share results
Build a specific plan



Watch  Your   Steps

Turnover data an old tune

Economy effects decisions

Pent up intent to leave



Metric  Problem?

Look at engagement data first



Takes  Courage

“The wishbone will never replace 
the backbone”    Will Henry



Work  Environment

Take time to make 
certain relationships 
are respectful



Leadership

True leaders inspire and support 
outstanding performance



Cost

You can’t afford not 
to do it



Finale 

Recognize red flags



Finale 

Discern between institutional metrics

& unit metrics 

to find opportunity  

for greatest impact



Finale 

Distinguish yourself –

act now to improve work force environment



Orchestrate  a  Preferred  
Future


