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Today’s Objectives

• Review HQIN’s Staff Mental Health/Wellbeing 
Action Plan Template and learn 
implementation strategies.

• Understand strategies that long-term care                            
facilities can apply to improve staff mental                          
health and well-being.

• Identify how improving staff resilience can 
help meet the quality and safety goals of your 
organization.
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The Perfect Storm: COVID
• Emotional defenses of nursing home staff 

were challenged by the pandemic, 
pushing team members to their limits, 
both professionally and personally.

• Burnout is at an all-time high in 
healthcare.

• Staffing shortages, present pre-pandemic 
but exacerbated by the pandemic and 
beyond. 
Surgeon General advisory on health worker burnout: 
Health Worker Burnout – Current Priorities of the U.S. Surgeon General | HHS
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https://www.hhs.gov/surgeongeneral/priorities/health-worker-burnout/index.html


The Perfect Storm: COVID, continued
• Projected shortage of 3 million essential                                                         

healthcare workers by 2027.
• Caregiver burnout during the pandemic is a                                                    

contributing factor.
• Administration focusing on ways to protect                                                   

health care workers’ mental well-being.
• A call from LTC industry for meaningful reform and funding.
• National Committee releases report on recommendations to improve 

nursing home care.

Harris, surgeon general warn of health care worker burnout | AP News
New Surgeon General Advisory Sounds Alarm on Health Worker Burnout and Resignation | HHS
ICYMI: Workforce Shortages In Long Term Care Facilities Continue To Worsen | AHCA NCAL
The National Imperative to Improve Nursing Home Quality | National Academies
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https://apnews.com/article/covid-health-kamala-harris-vivek-murthy-government-and-politics-167408da8ac76cee0af9c472599723de?utm_campaign=SocialFlow&utm_medium=AP&utm_source=Twitter
https://www.hhs.gov/about/news/2022/05/23/new-surgeon-general-advisory-sounds-alarm-on-health-worker-burnout-and-resignation.html
https://www.ahcancal.org/News-and-Communications/Press-Releases/Pages/ICYMI-Workforce-Shortages-In-Long-Term-Care-Facilities-Continue-To-Worsen.aspx
https://nap.nationalacademies.org/catalog/26526/the-national-imperative-to-improve-nursing-home-quality-honoring-our


Since the Start of the Pandemic Nursing Homes Have 
Lost 241,000 Employees (15.2% of its total workforce)

BLS March 2022 Jobs Report | AHCA NCAL
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https://www.ahcancal.org/News-and-Communications/Fact-Sheets/FactSheets/BLS-MARCH2022-JOBS-REPORT.pdf


Sources of Fatigue in Frontline Staff
• Long shifts
• Care for many acute residents
• Responsibility for keen observation skills
• PPE fatigue
• Pandemic fatigue
• Standing and walking for many hours and                                                      

heavy lifting of residents
• Poor sleep quality
• Caring for residents, then going home to care for family
• Guilt when calling out sick
• Grief with loss of a resident
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Strengthened During the Pandemic 
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• Expertise developed:
− Tech support for virtual visits
− Intense attention on PPE
− Heightened awareness of signs and 

symptoms
− Surrogate for family during isolation
− Trust builder
− Innovator
− Facility champion



Acknowledging the Stress, Loss and Grief

“The expectation that we can be immersed in 
suffering and loss daily and not be touched 
by it, is as unrealistic as expecting to be able 
to walk through water without getting wet.”

- Rachel Naomi Remen 

Rachel Naomi Remen is an author about and teacher of alternative medicine in the form of integrative medicine. She is a professor at 
the Osher Center of Integrative Medicine at the University of California, San Francisco.

10



Why Focus on Employee Well-being? 
• Employees under stress can impact:

− Residents – low employee 
performance can lead to errors 
and poor care

− Organization – high turnover rate, 
low staff retention and health 
outcomes of residents suffer

− Employee – can lead to burnout, 
exhaustion, chronic stress, PTSD
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Understanding, Acceptance and Growth
• Did relationships with frontline staff 

change or grow?
• Did ties between facilities, hospitals 

or agencies become stronger?
• How did your support of staff and 

colleagues change because of the 
pandemic?

• How did connectedness change?
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HQIN’s Staff Mental Health/      
Wellbeing Action Plan Template

Staff Mental Health Wellbeing Action Plan Template | HQIN
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https://hqin.org/resource/staff-mental-health-wellbeing-action-plan-template/


Staff Mental Health/Wellbeing 
Action Plan: Root Causes
• “There is no consistent process for emotional 

support at the facility level.”
• “Staff have not been formally educated on 

the importance of mental health.”
• “Currently, there is not a consistent process 

to promote wellbeing through teamwork.”
• “Facility has experienced a large COVID-19 

outbreak among residents and staff putting 
increased stress/burden on staff.” 
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Staff Mental Health/Wellbeing 
Action Plan

Staff Mental Health 
Wellbeing Action 
Plan Template | HQIN
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https://hqin.org/resource/staff-mental-health-wellbeing-action-plan-template/


Building a Framework
• IHI Framework for Improving Joy in Work
• Conversation and Action Guide to Support Staff 

Well-Being and Joy in Work During and After the 
COVID-19 Pandemic (This AHRQ resource builds 
upon the IHI Framework)  

• Staffing During the COVID-19 Pandemic: A Guide 
for Nursing Home Leaders (AHRQ staffing resource)

• Well-Being Initiative (American Nurses Association 
tools and apps to support the mental health and 
resilience of all nurses)
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http://www.ihi.org/resources/Pages/IHIWhitePapers/Framework-Improving-Joy-in-Work.aspx
https://www.ahrq.gov/nursing-home/resources/support-staff-wellbeing-guide.html
https://www.ahrq.gov/nursing-home/materials/staffing.html
https://www.nursingworld.org/practice-policy/work-environment/health-safety/disaster-preparedness/coronavirus/what-you-need-to-know/the-well-being-initiative/


Polling Question 1

Has your facility created a space (such as 
a break room, reflection room, resource 
board, special huddle) for supporting 
frontline staff?

A. Yes

B. No
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Resilience, Wellness

Resilience is “the process of 
adapting well in the face of 
adversity, trauma, tragedy, threats, 
or significant sources of stress—
such as family and relationship 
problems, serious health problems, 
or workplace and financial 
stressors.”

- American Psychological Association (2012)

Dimensions of Wellness

Physical

Spiritual

Intellectual

Social

Occupational

Financial

Environmental

Emotional Health
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Simple Strategies to Post on the Board

Simple Strategies -
Staff Mental Health | 
HQIN
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https://hqin.org/resource/simple-strategies-staff-mental-health/


Psychological Safety
The belief one will not be punished or 
humiliated for speaking up about 
mistakes, ideas, questions or concerns.

The best way to discover the concerns 
of your staff is to ask.

A learning environment 
has accountability and 
psychological safety.

Scan for more information

Mental Health in the Workplace | CDC
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https://www.cdc.gov/workplacehealthpromotion/tools-resources/workplace-health/mental-health/index.html


Huddle with Psychological Safety to     
Decrease Failure and Increase Staff Retention
It is okay to:
• Voice unfinished thoughts
• Brainstorm out loud
• Disagree
• Ask naïve questions
• Acknowledge a learning environment

My team has 
my back!

Psychological safety on the healthcare team | Nursing Management

21

https://journals.lww.com/nursingmanagement/fulltext/2019/08000/psychological_safety_on_the_healthcare_team.7.aspx


Image owned by the Center for Creative Leadership, included in this presentation with permission.

What Is Psychological Safety at Work? | CCL
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https://nam02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.ccl.org%2Farticles%2Fleading-effectively-articles%2Fwhat-is-psychological-safety-at-work%2F&data=04%7C01%7Clfinch%40hqi.solutions%7Cab9f841488cf447d4a6608d9f584647f%7Cd2798d0f9fe24eacbdf166c9890342c9%7C0%7C0%7C637810771260488098%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C3000&sdata=WJS8I0Npb6iX0mRiK1aINBW7CbBfSev%2FKw%2BQQWK2By4%3D&reserved=0


Effective Practices for Healthcare Leaders
• Address immediate needs of staff
• Communicate honestly, authentically, 

regularly
• Acknowledge your own vulnerability
• Ask questions
• Remove stigma around seeking help
• Acknowledge loss, offer hope

How Leaders Can Promote Health Care Workforce Well-Being | IHI
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http://www.ihi.org/communities/blogs/how-leaders-can-promote-health-care-workforce-wellbeing


Hearing Frontline Staff, Supporting 
Frontline Staff

Stop, Start, Continue, and Change Template

STOP What are we doing in our organization that is not working? 
(Something we should STOP)

START What should we put in place to improve our organization? 
(Something we should START)

CONTINUE What is working well in our organization and should be 
continued? (Something we should CONTINUE)

CHANGE What is working to some extent and would benefit from 
minor changes? (Something we should CHANGE)

Stop Start Continue Change Management Model | RapidBI
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https://rapidbi.com/stopstartcontinuechangemodel/


Health Care Professionals Have a Voice

Requests from Health 
Care Professionals to 
Their Organization 
During the 
Coronavirus Disease 
2019 Pandemic | JAMA 
Network
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https://jamanetwork.com/journals/jama/fullarticle/2764380?resultClick=1


Putting it into Practice: 
Example from the Frontlines

Phelps Health, a rural health system serving 
six counties in the south-central area of 
Missouri, ramped up its HEAL (Helping 
Employees After Loss) Program

Rural Missouri Health System Takes Time to Focus on Mental Well-Being of Staff During COVID-19 | HQIN
26

https://hqin.org/rural-missouri-health-system-takes-time-to-focus-on-mental-well-being-of-staff-during-covid-19/


HQIN Comprehensive Resource List 
for Staff

Staff Mental Health 
and Wellbeing 
Resources | HQIN

27

https://hqin.org/resource/staff-mental-health-and-wellbeing-resources/


Building on Your Resources
• Staff Mental Health Wellbeing Action Plan 

Template | HQIN
• Simple Strategies – Staff Mental Health | HQIN
• Staff Mental Health and Wellbeing Resources | 

HQIN
• Pause for Prevention Module 8: Caring for Yourself 

During an Infectious Disease Outbreak or Pandemic 
| HQIN

• Well-Being Concepts | CDC
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https://hqin.org/resource/staff-mental-health-wellbeing-action-plan-template/
https://hqin.org/resource/simple-strategies-staff-mental-health/
https://hqin.org/resource/staff-mental-health-and-wellbeing-resources/
https://hqin.org/wp-content/uploads/2021/08/PauseforPrevention_mod8-508.pdf
https://www.cdc.gov/hrqol/wellbeing.htm


FOR MORE INFORMATION
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This material was prepared by Health Quality Innovators (HQI), a Quality Innovation Network-Quality Improvement Organization (QIN-QIO) 
under contract with the Centers for Medicare & Medicaid Services (CMS), an agency of the U.S. Department of Health and Human Services 
(HHS). Views expressed in this material do not necessarily reflect the official views or policy of CMS or HHS, and any reference to a specific 
product or entity herein does not constitute endorsement of that product or entity by CMS or HHS. 12SOW/HQI/QIN-QIO-0240-06/09/22
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