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Leadership Skill Requirements in Healthcare:
What does the external research say?

* Five key elements necessary for sustaining
cultures that will deliver high quality,
compassionate care for patients:

1. Inspiring vision operationalized at every level
2. Clear, aligned objectives for all employees

3. Supportive and enabling people management and
high levels of staff engagement

4. Learning, innovation and quality imprevement
embedded in practice of all staff 2

5. Effective team work
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Middle Managers

While the organization is
best-in-class by most patient
care indices, demands on
our mid-level leaders are
only increasing; challenges
include staffing shortages
and managing through
almost constant waves of
change
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Program Vision

Definitions

* A MENTOR is an experienced leader who is willing to invest in a 6 month
engagement to share best-practices with another leader. A mentor
supports the development of his or her mentee by providing
insight/perspective, guidance on solutions that have worked, and
networking opportunities.

e A MENTEE is an individual who forms a collaborative relationship with an
experienced individual to gain additional support and insight about his
current work unit. A mentee supports the mentoring relationship by
taking responsibility for his or her own growth and development, asking
for feedback, practicing new skills, and managing the mentoring
relationship.

Partnering for Excellence

vawpERT W HEALTH




8/29/2018

Mentoring Program Overview

Partnering for Excellence is a collaborative program to
accelerate the sharing of proven-practices and methods so that
leaders across the organization can take steps to make effective
organization improvements.

The mentor and mentee are matched according to role and
similarity of organization challenge. The engagement provides
opportunity for the mentee to gain new insights from another
leader that has successfully implemented improvement efforts.

Mentoring Overview

This outline describes suggested activities and timing in a 6-month mentoring relationship. Participants are
encouraged to meet for a minimum of two hours each month, meeting more frequently at the beginning of the

relationship.
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Checkin
Focus Groups.

Evaluation
Focus Groups.
Workshops
Program Launch ‘Adjust Mentoring Capture Learning and
Assignments as Program Improvements
Appropriate

Matches and Preparation

Leader: Ed Jones - Director of Operations

One up Leader — Erin Sands -- Janet Anderson

2016 Tier 3 APR 84 Engagement 3.85 Annualized Retention 66.%
2017 Tier 3 APR 78 Engagement 3.67 Annualized Retention 63%

In spite of doing the following items:

« Leadership Rounding, Huddles Daily/ “Pow Wow’s weekly, You said it / we did it,
insights & ideas, Staff suggestion box, Coaching & Feedback, Surveys, Staff
Meetings/ Dept. MTGS/ Town Hall’s, Employee pot lucks, Celebration Events,
Increasing FTE coverage, $300 Referral Bonus, Leader MBTI training, Spotted
Cards, Recognition Activities ( with Trophy & gifts for the month on the highest
HCAHPS scores ), Verbal recognition — With meal tickets & spotted cards,
Recognition Board, Recognition during staff meetings, Peer to Peer Recognition.

The department is still understaffed and management isn’t viewed as
communicating well ore respectful to staff. Once employees are hired they do not

50 Pairs
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Have Questions or Need Assistance?

Contact your HR Business Partner or
atonship. ‘Amy Owen Nieberding
Amy.Owen.Niberding@vumc.org
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~ Areyoua passionate teacher who enjoys helping others
through the learning process?

~ Doothers describe youas a good listener?

2. What benefits do you gain from being a mentor?

3. Do youhave the time to make a commitment to this program?
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Large Group Discussion:
Building on Your Experience

¢ Have you previously benefited from a
Mentoring Relationship?

* Have you mentored others?

Role Play

Partnering for Excellence

PROGRAM LAUNCH

U Reception

U Light
activity

U Remarks
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tis mportant ta have an understanding of your mentoring stle,

approach and areas of expertise when you prepare o becr
mentor. A sold awareness f your mentoring approsch hlps
ITROBUTNS | ground your work s s mentor, slowing you and potents

menteas t select rlationships where you willbe most succssfl.

s tis worksheet to denty your mentoring profile and
prefrences.

Areas of xperti

.
H

organization effectveness.

Preferred Mentoring Goals and
Support

N

Inwhat ypes of mentoring goals and
support needs are you strongest and
mostnterested

Preferred Learning and
Commnication Style

w
]
3

collsoratve communicaton stle
better foryou?

My Goal as a Mentor
Describe the type of mentor
youwould ke o be.

EY

THE FIRST MENTORING DISCUSSION

sosecnons | The first meeting is an opportunity for you and your
G mentee to:

+ Get to know each other, buildinga foundation for a
trusting and open relationship.

+ Learn more about each other's careers and interests
Discuss and agree on goals and expectations for the

mentoring relationship

« Discuss and agree on a Mentoring Agreement

Schedule2

give v foran ina
relaxed atmosphere. prepared to , and has
been given the sample agenda below. Use the help prep:

first meeting,

SAMPLE FIRST MEETING AGENDA

Introductons Snarsinformation boutyaurprofessanalbackground

Ask yourmentee:

Olscusionof Whatare yourprferrd eaming and communicationsyles? lyour sylesare

© Whatantexpearomyos?
Shareand discuss yourown expectations for therelationship

What e the key points toinclude n ur mentorin greement?
Oiscusionof the Mentoring +  Gols
Agrecment

Confdentl
Aok your mentee:
Discusionof it +" Whatgoalftopiwouid you e o dscuss irsc?
galftopic?
Howcan 1 2sityouinacheving you oal i hisarea?

dscussion o rherwark.

Make plans o discussth outcomesatthe ollowingmesting

6
We are voluntarlly entering nto a mentoring elatonship.
which we expect to benefit both the Mentor and Mentee. We
want tis to be  ich,rewarding experience, with most o our
time spent incandid conversaton.

nsoouCnons
Lo s
We fully understand that ether the Mentor or Mentee can
elect o end the relationship on 3 no-faultbasis at any time.
To supportour mentoring rlationship,we have agreed to the
folowine:
Mentoring Gosls
What we hope 10 accomplish
Measures of Success
How willwe know that we have
accomplished the goals?

Our guidelines around confidentity

Mecting Logitics Other Requirements

How often wil we meet?

For how o

Where wilwe meet

Whowil set up meetings?

What s the best way to contact one another?
MENTOR SIGNATURE oate MENTEE SIGNATURE oate
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DISCUSSIONS  + Thememcs retas
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ing your
€0 your mente o help support s o her development.

1

Plan on letting

—
DEVELOPMENT DISCUSSION QUESTIONS

progress on goals as well as et steps

What challenges have you been working on?

What worked well?
* What was your approach?
« How did you know it was successful?

Where have you felt ‘stuck'?

* What was your approach?

« How did you know that it was not successful?

« What was your biggest learning about yourself? About the
organization/situation?

* What are your next steps?

1f you were in this situation again, what would you try next time?

Partnering for Excellence

ADDITIONAL RESOURCES AND LEARNING

Seven Keys to Successful Mentoring

Active Listening: Improve Your Ability to Listen and Lead
Feedback that Works: How to Build and Deliver Your Message
Leadership Networking: Connect, Collaborate, Create

https://www.ccl

g

We'd like to know how the VUMC Mentoring Program worked
for your development.

Please send us an email to let us know.
Contactyour HR Business Partner and/or:

Amy Owen Nieberding, Director, Workforce Performance
Excellence,

Partnering for Excellence  The most common cause of ok
o relationships b misndersanding the ols that are
[ tequired by the mentor and mentee, Review these

expectatons 50 that yo an discuss them with your

whose goals align with them

between sessions, for brief questions o following up.

Mentee Responsibities

outcomes
+ Schedule and attend regular mentoring sessions with mentor

understandin
 Applyinsights and share results to deepen learing.

MONTHS 2 : DEVELOPING THE RELATIONSHI

ADDITIONAL RESOURCES AND LEARNING

INTRODUCTIONS AND GETTING STARTED

el
T
&
z
S
2
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The Mentaring partnership begins withcear plan or

owyou wil use the processfo development advantage.
EGETNGSTANTED e this workshee towrie down you mentring gosls and
prefrences.

wil mentoring supportmy.
current development

Example: why s the mentoring
program crical to your
development? Describe how
mentoring wilsupportyaur
over-all development plan.

[y

What ey spetc o or s
mentoring relations
et o ot s, o
perspectves doyou want to gain from
this rlationship?

N

it ypes of menring sportam
Tooking fo

ample: mentors can serve many
roleswithin a elatonship-consider
which ones are most important to your
goals

W

Whatare mypersanalprefrences

£

8
e

H

H

Shienaton v hrouhexpeince?

ra Building trust and active lsteing are central o developing,
fresci nontig oy i the prnrin forGrowh

mentoring pro

Trust Bulders

+ Keeping meetings confdential

+ Sharing experiences, perspectives, and values
Prouiding candid eedback —even when its
difcul

Sharing private mentorin

conversations without the consent of

your mentee

+ Demonsirating respect by ke Skipping meetings or “winging it”
appommens, bengon i, andbeng + Belng Unwillng to be candid about

prepared
- Askmgquzslmmw\umzhau!yuuv ‘your own development or
entee’s perspectives experiences

“Telling” instead of coaching
Focusing meetings on yourself rather
than the mentee

ACTIVE LISTENING®

Use the tps below tostretch your lstening skils.

X and others”
o ensure you are fully present n the moment.

Hold sudgment

patient. Alow iyt
<peed the relstonship sln.

and understood what they have said.

whatare your thoughts on..>

anotherway?)

dialoguel
< Asaedtom e st oo o Ay o sn e Coner b

Monts 3105w the st Igactlprt o the maniosg

e, A you and your mentor have
a6 foundnion oo, r v e

ok on e ot g, o0 ey s e g out

ew kil and behaviors and sesing pogres.

Talk with your mentor about ncorporating these topics nto
your discusson

[
—

Tip #1 Stretch Your Comfort Zone: are there any areas where you have been
relucant o make an honestsefssesmen,receivefeediac,ortake cionon

z0ne and create a stretch goa\ nthis area.

Tip #2 Identify your Blind Spots: What potential ‘blind spots’ have emerged as
You have learned about new perspectives and approaches? Seek feedback from
others to learn more about these areas, then discuss your findings with your
mentor.




Aformal mentoring relaionship is 2 oal-driven
relationship. Whs

en the go: il
elationship i achieved, there are two outcomes:
Tontihe  he mentaring relaionship ends, o the mentee
=3 and mentor agree to refocus the relti
new goal. Many X
which twas

elationship il continue, but n 2 more informal
way.

OVERVIEW

The ending.
engage innew mentoring relationships, and continue:

earning about new perspecives and areasof the organization
increasing professional networks
+ Addressing new development goals

learning
—
KEY PROGRESS AND LEARNING WORKSHEET

Did we achieve your goals forthe mentorin relatinship? Why or why not?
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How hasthi relationship supported my overalldevelopment plan?

What were my biggest learings about yoursel, your work, and the organization?

coffe, orlunches. The 53 gond opportunity 1 keep up o dateon your mentee's

Mentoring
process!

with questions i the uture

ontoring Overview

This outline describes suggested activiies and timing in 2 &-month
B .

each month,
beginning of the relationzhi.

Mentor and mentee workshops
Iaunch

Pre-work | Introductions and getting started:

andmonth | Introduction masting for the mentor and mantae
1 ® The mentee will schedue the Initial meeting and

establis the future maating schedule

Month2 | Developing the relationship.
 Mentor and mentee share background, experience
20 koy sspacts of caror dovolopenent
* Identfy common interests and shared chalenges
 Begin to zhape goals forthe relationships 3 well 33
risks
* Trust and candor ncreases

Aftar month | Check in focus groups
2 * Upclates on progress so far
© Tipsfor growing relationship
Monthe 3:5  Sharing best practices for acceierated earning
© Montoe leads the discussion and agenda. Both share
perspectrves and a2k question:.
* Mentor challerges mentes's assumptions snd

perspactives
 Moritor progress sgainst gosls

Month | Tramsitioning the relationship.
© Assess progress and achieveenant of mantoring
ot

© Mantee appi earring independently

After month  Evabation focus groups
. * Capture learning and input for program

Feedback on the program

+Mentees felt their mentor was a good match

«The program structure and materials worked well

*The check in from their HR Business Partner

+Being matched with someone from a different area of the organization
+Both mentees and mentors like being together as a group

«Overall the group feels safe in their mentoring partnership

Areas where we can do better:

+Shorten the length of the launch session

«Time pressures have made it difficult to connect

«Timing with tech roll out (big initiatives)

+Social venue location made it hard to hear and meet with partner

8/29/2018
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ROI Year One

[ Power item Tier [ APR
| 2018 [vs.2007] 2018 [ws.2007 | 2018 |we.2007 | 2018 | vs 2017
Averages [392 [ 2 | a0 | o7 2 o | @ 2
% Improved | 3 | 35% 1% 1 a8%
% No Change % % 46% %
% Declined
% Unknawn/Not Applicable 26% | eaw | ae% | am |

Snapshot of all improvement efforts, issues, and metrics
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Challenges

* Acceptance by mentees of
need to improve

* Commitment to participate e

* Facilitating key topics for discussion
* Compatibility of pairs
* Direct correlation to improvements
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