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Are you burned out? RESEARCH:

Impact of Organizational
Last month HBR featured a blog: Don’t Get Surprised by Burnout. Leadership on Physician
The author, passionate and appreciative of his work, awakened to Burnout and Satisfaction
realize that chronic overwork, even when it's a pleasure, can
become too much of a good thing. It took him five weeks of BOOK:
staying at a hotel in Singapore to realize that it overlooked a Burnout: The Cost of Caring
beach. The remedy he prescribes is more downtime with no goals
or to-dos; time to be, to be alive, to experience rather than act, WEBINARS:
and accept whatever that feels like. July 13 1:00-2:15 p.m. ET

Tackling Burnout in
This month we dive into a much more serious form of burnout, Physicians: How Coaching
defined and studied for four decades by Christina Maslach and Can Help
described well by her book title: Burnout: The Cost of Caring. This Gail Gazelle, MD, FACP,
form of burnout is a real hazard in any role with unrelenting focus FAAHPM
on supporting others; for example, parenting, teaching, caregiving,
social services, and many, many roles in healthcare and mental HARNISCH GRANTS:
health. It starts with a helping soul whose role demands a Next Grant Deadlines August 1st

continual focus on supporting others all day or all night. That
scenario combines with a situational bias toward the negative
aspects of those cared for, and a leadership context that
downplays the impact of unrelenting helping of others. All of this
leads the helper first to emotional exhaustion, and then to a
hardening of emotions and depersonalization. Even cynicism and
hostility can set in rather than empathy and connection. The third
and final straw is that performance sinks along with a sense of



https://hbr.org/2016/06/dont-get-surprised-by-burnout
https://www.amazon.com/Burnout-Cost-Caring-Christina-Maslach-ebook/dp/B004XVZH14/ref=mt_kindle?_encoding=UTF8&me=

accomplishment. You may remember the physician’s quote in
New England Journal of Medicine that opened our March
Coaching Report: “Then I sit at my workstation to document and
bill for our encounter, perched at the edge of my seat, on the
verge of despair.”

We feature the Maslach book, even though it is not new, because
it's a tour de force on burnout’s deep nature and wide array of
circumstances. It draws from a brilliant and perceptive scientist’s
multi-decade devotion to lifting the subject up to wide respect and
awareness, a subject that had no scientific definition nor literature
base when she started 40 years ago. Dr. Maslach also wrote an
excellent article for sharing with coaching clients: Reversing
Burnout: How to rekindle your passion for work that is a good
review of her co-authored book, Banishing Burnout: Six Strategies

for Improving your Relationship with Work.

It describes six factors that contribute to burnout in organizational
life:

Too much work and too few resources

Too little control

Too little reward, both financial and recognition

People troubles — lack of respect, isolation, or conflict
Lack of fairness

Values conflicts
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By now you might be wondering how you would fare on a burnout
assessment! Here’s an abbreviated version of the Maslach
Burnout Inventory. It's meant for physicians so do substitute
patient for coaching client.

Gail Gazelle’s webinar on July 13, titled Tackling Burnout in
Physicians: How Coaching Can Help, will address an epidemic of
ever-worsening of physician burnout; physicians are the canaries
in the mine for all that ails the healthcare system today. Gail co-
authored the first paper addressing the value of coaching to help
physicians overcome burnout. Her webinar will discuss coaching
strategies to help physicians, and of course, other clients who are
feeling burned out.

Our featured research paper chronicles the impact of leadership
on physician burnout at Mayo Clinic — basically poor leadership
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increases burnout and decreases job satisfaction of physicians
and their departments.

And last, it goes without saying that coaches are susceptible to
Maslach’s form of burnout, too, especially if a coach’s client load
Is high and unabating, and client needs are intense. Coaches
have a dual responsibility, to both model and take good care of
our own well-being including minor or major symptoms of burnout,
while deepening our understanding of how burnout affects our
clients whenever they work with people every day in a challenging
context. No better time than summer to invest in recharging our
batteries, slowing down to savor the miracle of being alive.

Margaret Moore, MBA, aka Coach Meg
Institute Co-Director

Research You Want to Know

Impact of Organizational Leadership on Physician Burnout and
Satisfaction Tait D. Shanafelt, MD; Grace Gorringe, MS; Ronald
Menaker, EdD; Kristin A. Storz, MA; David Reeves, PhD; Steven
J. Buskirk, MD; Jeff A. Sloan, PhD; and Stephen J. Swensen, MD

Summary by Irina Todorova, Institute Director of Research

The topic of health professionals’ well-being has become
increasingly important in this disruptive phase in healthcare.
Health professionals’ well-being is also positively associated with
quality of care in clinical settings. Most research in this area has
addressed job characteristics such as demands, engagement, and
culture. By contrast, this article addresses the impact of
leadership characteristics of supervisors on burnout and
satisfaction of physicians. It emphasizes the importance of
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relationships in healthcare organizations, particularly the impact
on well-being of a relationship with one’s supervisor.

The study reported a survey of 2,813 physicians and scientists of
diverse specialties at several Mayo Clinic campuses, 90%
engaged in patient care, which included an assessment of burnout
(exhaustion, cynicism and professional inefficacy), overall
satisfaction, and leadership qualities of the direct supervisor. The
leadership qualities were defined as the leader’s ability to “inform,
engage, inspire, develop and recognize” employees. While
burnout was evaluated with a shortened version of the classic
Maslach Burnout Inventory (MBI), and 12 leadership dimensions
were assessed by a scale that had not been previously tested, the
characteristics of these scales are good and thus the results are
compelling.

Thirty-eight percent of physicians were emotionally exhausted -
striking, yet similar to the levels reported in other studies. What's
interesting is that better leadership qualities of supervisors
correlated with lower burnout and higher satisfaction of their staff.
Each 1% increase in the composite leadership score correlated
with a 3% decrease in burnout and a 9% increase in satisfaction
for physicians. The higher mean composite leadership score of a
division leader also correlated with lower burnout and higher
satisfaction at the division level.

The article points out that the leadership qualities assessed are
based on “teachable behaviors” and include providing supervisors
with coaching skills. Hence, coaches can play a valuable role in
supporting the well-being of healthcare organizations and
professionals through coaching leaders, upgrading leadership
qualities and preventing burnout.

While we are talking about research, the journal “Burnout
Research” was launched in 2014, led by Editors-in-Chief Christina
Maslach and Michael Leiter. As noted in a 2015 Editorial (Maslach
& Leiter, 2015) the journal focuses on the practical side of
prevention and amelioration: a perfect home for new coaching
research on preventing and handling burnout.

Wellmed 2.0: 2nd International Meeting on Well-Being and
Performance in Clinical Practice.
by Irina Todorova, PhD, Institute Director of Research
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| travelled to Greece in May to attend the 2nd biannual meeting on
research and prevention of burnout in healthcare professionals
and organizations. Ways of preventing burnout and improving
wellbeing, engagement, performance, and resilience for health
professionals were explored, including coaching, mindfulness,
narrative medicine and organization-level interventions. Keynote
speaker Christina Maslach highlighted the increasing problem of
burnout in organizations and the systemic phenomenon of
"burnout shops" in which the "start-up” mentality has now
expanded to be a chronic situation in all kinds of organizations.
Upgrading the relational dynamic in organizations is important for
preventing burnout; for example, the CREW project on 'Civility,
Respect, and Engagement at Work' (Maslach & Leiter) is focused
on promoting civility in organizations. Another theme is the greater
integration of the patient voice in improving quality of care along
with wellbeing of all health professionals.

Maslach, C., & Leiter, M. P. (2015). Editorial: It's time to take
action on burnout. Burnout Research, 2(1).

Book Important for Coaches

Burnout: The Cost of Caring Maslach, Christina (2003)

One of the best aspects of Maslach’s book are the abundant case
studies, bringing home the nonstop challenges of being parents,
teachers, police men/women, as well as a wide array of helping
professionals including call center workers answering suicide
lines. These groups all deserve our best appreciation, empathy
and compassion, and help in any way we can offer. She explores
the personal characteristics that increase burnout vulnerability
(e.g., younger age, less education, higher need to please and get
social approval, including low optimism and self-esteem, single
and married childless, low self-awareness of strengths and limits).
The book also brings to life the symptoms in action we have all
experienced at some point — coolness toward others, callous,
critical or insensitive remarks, short tempers, and general
disagreeableness. High absenteeism and turnover are good
indicators of burnout. What to do to rise above burnout:
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1. Companionship of colleagues is a most valuable resource
for recognition, comfort, emotional support, insight, advice
Workplace improvements including more resources, new
more efficient practices

Bring more positivity into client/patient relationships

More time off, including sabbaticals

Training in interpersonal skills and emotion regulation
More autonomy and personal control

More balance between stress and recovery, including
mindfulness and relaxation practices

8. Prevention by early intervention is always the best strategy

N
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Time to put the oxygen mask on first — self-care is the bottom line
for all of us.

Offerings for members of the Institute of Coaching

Not a member? Join us! The Institute of Coaching provides the
best tools (thousands of on-line resources, webinars, coaching
reports/digests, a sell-out annual conference and more), thought
leaders and community to advance your coaching practice. Join
our growing international community.

Learn more about IOC membership

Live Webinars for IOC members:

Tackling Burnout in Physicians: How Coaching Can Help
with Gail Gazelle, MD, FACP, FAAHPM

Date: July 13th
Time: 1:00-2:15 p.m. ET

In this lively and engaging webinar, Gail Gazelle, MD takes us into
the mindset of physicians and the rapidly changing landscape of
medical practice and health care in general. This webinar will
provide background on the multifactorial causes of the current
epidemic of physician burnout, review the evidence base for
interventions to promote physician resilience, and provide
practical tools that coaches can use with physician clients (and
others experiencing symptoms of burnout). Of interest to anyone



https://givemclean.partners.org/SSLPage.aspx?pid=349
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who works with professionals in the healthcare system, attendees
will leave this webinar with a heightened awareness of the
challenges faced by modern-day health care professionals and
gain useful tools and practices to improve their well-being.

View our Calendar section for all our latest events and offerings.

2016 Coaching in Leadership and Healthcare

Conference
September 16 - 17, 2016

Our annual Coaching in Leadership and Healthcare
Conference is a world-class experience. It sets the stage for
building your network and accelerating your practice whether

you are a leader, physician, healthcare provider, executive
coach, life coach or health and wellness coach.

Our ninth annual Coaching in Leadership and Healthcare
Conference is offered by the Institute of Coaching, McLean
Hospital, and Harvard Medical School. Read more on our website.

Call for Conference Exhibitors!

Interested in exhibitor and advertiser space? Our annual
conference (above) attracts audiences of 600 - 750 people from
around the world each year, providing opportunities to connect
with coaches and other professionals. Set-up begins at 6:00
AM on Friday, September 16. On Friday and Saturday,
registration and breakfast time, breaks, and lunch breaks offer
networking opportunities for attendees to engage and interact
with exhibitors. Read more on our website.
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