
The MLH Engagement Journey
Some people grow up to be housekeepers,

and it is our job to find them.





The Beginning of the Story

High overall turnover ς22%

High first year turnover ς49%

High RN turnover ς25%

Poor financial performance ς0.2%

Grand mean ς3.78

22nd percentile



Metric 2010 2011 2012 2013 2014 2015

GrandMean 3.78 4.09 4.17 4.21 4.34 4.42

Percentile 
Ranking

22nd 72nd 77th 77th 88th 93rd

Turnover 21.7% 18.5% 16.6% 16.4% 13.2% 16.5%

RN Turnover 24.9% 26.0% 15.3% 12.6% 10.0% 13.3%

Cost of Turnover $3.1 
million

$2.61
million

$1.92
million

$2.32
million

$2.30
million

$2.22
million

First Year 
Turnover

48.7% 37.3% 15.1% 23% 14.3% 16.5%

Operating
Margin 
Percentage

-0.2% 0.02% 4.5% 3.5% 5.4% 5.7%

Engagement Impacts Bottom Line
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Ratio of Engaged to Actively Disengaged:
2.5:1 6.5:1 8.1:1 9.8:1 11.2:1 17.8:1 7.5:1 9.1:1 9.9:1
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a[IΩǎ ŜƴƎŀƎŜƳŜƴǘ Ǌŀǘƛƻ ƻŦ 17.8:1
is one of the very best in healthcare

The number of Engaged employees increased from 614 in 2014 to 727 in 2015, 
while the number of Actively Disengaged employees decreased from 53 to 38.



Challenges
Challenges During Same Time Period

Å4 CEOs in 7 years

ÅLimited labor pool

ÅReduction in force in 2011

ÅMajority of financial assets dedicated to 
remodeled facility

ÅFailing computer system



{ƻΧ Ƙƻǿ ŘƛŘ ƛǘ ƘŀǇǇŜƴΚ



1. Remodeled Selection Process

Select the right person for the job

ÅMLH has used the Gallup Talent Suite for all 
new hires since 2010

ÅAll MLH leaders have been assessed for 
talent,  including long term incumbents 
(performance matches results of talent suite)



Selection
Implementing Selection Instruments for Talent

Å Candidate to hire ratio was 11:1. Old hiring 
process more left up to the various departments

Å Tested other selection tools; initially seen as 
a hurdle

Å Had to overcome some perceptions and reduced 
labor pool to start

Å Proof of concept: Longitudinal study of benefit
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Talent Drives Performance, Engagement 
and Turnover Reduction
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Recommended employees are 5 times more likely to receive a 4.0+ performance 
rating than not recommends and 1.6 times more likely to be engaged.



The Effect of Director Talent
Director talent is critical to team engagement and performance. 

Make sure you have your highly talented directors leading your critical growth areas. 
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Talent and Performance by Role
Recommended employees are more likely to receive a

4.0+ performance rating across all roles.
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*CR/NR 
Combined



нΦ wŜŎƻƎƴƛȊŜ ά²ƘŜǊŜέ 9ƴƎŀƎŜƳŜƴǘ hŎŎǳǊǎΦ 

Lives and breathes at workgroup level

ÅThe employee likes their co-workers

ÅThe employee likes their immediate manager

ÅThe employee enjoys their work



Engagement Occurs
Engagement Lives & Breathes at Workgroup Level

ÅOur inclination is thinking the organization 
emulates leadership

ÅExecutive leaders set the tone/influence, 
execution comes at the local level

ÅInvestment in managers to empower them to 
have these improvement conversations
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3. Act on Employee Opinions
Employee Opinions Count

Å Historically surveys were long and results were hidden

Å Too many data points for a leader to work on

Å Byproduct was not to have a survey

Å New approach began in 2010: Shorter survey focusing 
on evidence based actions that drive engagement

Å Leadership rounding great way to get real-time 
employee feedback between surveys
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Employee Opinions
Employee Opinions Count

Å MLH has applied the Q12 survey every year since 2008

Å Accountability score is consistently high, in part due to 
executive leader expectations

Å Department directors meet with VPHR and Director of 
OD 1-2 times per year to review action plans and 
share best practices 



1. Only ask a question if you are 
prepared to act on the answer.

2. The only thing wiser than 
somebody is everybody.

DŀƭƭǳǇΩǎ Unique Perspective
on Data Collection



What does the Q12® mean?
THE QUESTION

1. Yƴƻǿ ²ƘŀǘΩǎ 9ȄǇŜŎǘŜŘ

2. Materials & Equipment

3. Opportunity to Do Best

4. Recognition & Praise

5. Someone at Work Cares

6. Someone at Work Encourages 
Development

7. Opinions Count

8. Connection to Mission

9. Committed to Quality

10. Best Friend at Work

11. Talk About Progress

12. Opportunities to Learn & Grow

¢I9 9at[h¸99Ω{ NEED

Å Focus Me

Å Free Me From Unnecessary 
Stress

Å Know Me

Å Help Me See My Value

Å Care About Me

Å Help Me Grow

Å Hear Me

Å Help Me See My Importance

Å Help Me Feel Proud

Å Help Me Build Trust

Å Help Me Review My Contribution

Å Challenge Me



Over 1,000 Voices Were Heard
1,042 employees out of 1,091 participated in the Web survey 

Nov. 2-13, 2015. a[IΩǎ response rate of 96% exceeds 
DŀƭƭǳǇΩǎ Healthcare median response rate (82%).
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Top-Quartile Engagement Workgroups
Are Widespread at MLH

In 2015, 32 of 55 workgroups at MLH are
in Gallup's best-practice quartile. 
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a[IΩǎ 9ƴƎŀƎŜƳŜƴǘ wŀǘƛƻ ƻŦ мтΦуΥм ƛǎ 
One of the Very Best in Healthcare

The number of Engaged employees increased from 614 in 2014 to 727 in 2015, 
while the number of Actively Disengaged employees decreased from 53 to 38.
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4.  Cognitive vs. Behavioral
Behavioral modification techniques fail 

to sustain employee engagement. 
Å People are complex and have different strengths 

and passions

Å Our experience ςmost performance improvement 
plans do not have a successful outcome 

Å If you have to continually enforce behavioral 
standards, you hired the wrong person



Cognitive vs. Behavioral
Employee engagement is organic

but ƛǘ ǿŀǎƴΩǘ ŀƭǿŀȅǎ that way
ÅImpact Planning is where the employees get involved

ÅProvide all materials and support for teams to have 
effective impact planning conversations

ÅKeep impact plans top-of-mind

ÅMaturity: Planning is second-nature now; come to 
impact planning meetings with creative ideas for 
improving engagement
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5. Employee Wellbeing
Focus on employee wellbeing 

Å¢ƘŜ άHealthyMeέ ǇǊƻƎǊŀƳ ǿŀǎ ǎǘŀǊǘŜŘ ƛƴ нлмм

Å.ŀǎŜŘ ƻƴ DŀƭƭǳǇΩǎ р ŘƛƳŜƴǎƛƻƴǎ ƻŦ ǿŜƭƭōŜƛƴƎ

Å Employees receive a discount on insurance for 
participation plus a cash incentive for additional 
wellbeing activities



What is Well-Being?
Focus on employee wellbeing 

High well-being means a life well-livedτall the 
things that are important to each of us, what we 
think about, and how we experience our lives.
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What is Well-Being?
Well-being is comprised of five elements ς

and all five are interrelated and interdependent.

Å Purpose: Liking what you do each day 
and being motivated to achieve goals 

Å Social: Having supportive relationships 
and love in your life

Å Financial: Managing your economic life 
to reduce stress and increase security 

Å Community: Liking where you live, 
feeling safe, and having pride in your 
community

Å Physical: Having good health and 
enough energy to get things done daily

PURPOSEPHYSICAL

COMMUNITY

FINANCIAL

SOCIAL

Individuals can be either Thriving, Struggling, or Suffering in each element.
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Wellbeing
Healthy Me Program 

Å Biometric screening
Å Minimum of two coaching visits with a member of the Wellness 

team to answer questions and talk about wellbeing
Å 1st visit ςestablish one goal in each of the 5 areas of wellbeing 
ŀƴŘ ŘŜǎƛƎƴŀǘŜ ǘƘŜ άŀŎŎƻǳƴǘŀōƛƭƛǘȅέ goal

Å 2nd visit ςǊŜǇƻǊǘ ƻƴ άŀŎŎƻǳƴǘŀōƛƭƛǘȅέ Ǝƻŀƭ ŀƴŘ ƻǘƘŜǊ Ǝƻŀƭǎ 
achieved

Å Complete the Eat Move Sleep program
Å Cash C.O.W. (Choices of Wellbeing)
Å Opportunity for cash prize at the end of the

year by earning points for completing
wellbeing activities



Wellbeing
2011 ς577 2016 ς880

Å 97% of participants feel that Healthy Me provided 
some benefit to them (2015 survey)

Å 70% of employees participate because they want 
to be healthier (2015 survey)

ÅLƴŎŜƴǘƛǾŜ ŀƳƻǳƴǘ ƘŀǎƴΩǘ ŎƘŀƴƎŜŘ ƛƴ р ȅŜŀǊǎ ōǳǘ 
continue to grow and impact the organization 
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Additional Drivers of Employee Engagement
Employees who strongly agree that Mary Lanning cares about their overall 

well-being are 4.2 times more likely to be engaged than not engaged 
or actively disengaged.

Employee 
Engagement

(Grand Mean)

4.2x 3.7x

Leadership makes 
me enthusiastic 

about future

Leadership keeps 
me focused 
on patient 
experience

Organization 
cares about
well-being

Would 
recommend this 

hospital to 
friends & family
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aŀǊȅ [ŀƴƴƛƴƎΩǎ ²Ŝƭƭ-Being is Higher
Than the U.S. Working Populations 

Mean
U.S.

Population Difference

Well-BeingMean 3.87 3.20 +0.67

PURPOSE 4.48 3.55 +0.93

Like whatI do every day 4.50 3.71 +0.79

Learn/Do something interesting every day 4.46 3.38 +1.08

SOCIAL 4.46 3.67 +0.79

Someoneencourages me to be healthy 4.46 3.65 +0.81

Friends/Family give positive energy everyday 4.46 3.68 +0.78

FINANCIAL 2.95 2.76 +0.19

Enough money to do everything 3.19 2.79 +0.40

Worried aboutmoney in last seven days 2.71 2.73 -0.02

PHYSICAL 3.81 3.34 +0.47

Feltactive and productive every day 4.13 3.40 +0.73

Physical healthnear perfect 3.50 3.29 +0.21

COMMUNITY 3.65 2.70 +0.95

City/Area perfect place 4.04 3.33 +0.71

Received recognition for helping to improve city 3.26 2.08 +1.18
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Wellbeing Index
% Thriving % Struggling % Suffering

Purpose 77% 21% 2%

Social 72% 25% 3%

Financial 35% 47% 18%

Community 68% 27% 5%

Physical 47% 47% 6%

PURPOSE
4.48

PHYSICAL
3.81

COMMUNITY
3.65

FINANCIAL
2.95

SOCIAL
4.46

41% felt active and productive in 
the last seven days. (4.13)

16% strongly feel their physical 
health is near-perfect. (3.50)

23% received recognition for 
helping improve city/area (3.26)

38% feel their city/area is the 
perfect place for them. (4.04)

18% have worried about money 
in the last seven days. (2.71)

16% have enough money to do 
everything they want. (3.19)

60% feel their friends/family give 
them positive energy every day.
(4.46)

61% feel someone encourages
them to be healthy. (4.46)

61% learn/do something 
interesting every day. (4.46)

61% like what they do every day. 
(4.50)
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