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Get the Most Out of Your Zoom Experience

* Please keep yourself on MUTE to avoid background/distracting sounds
* Use the CHAT function or UNMUTE to ask questions or make comments

* Please change your participant name to your full name and organization
* “Meaghan Angers CHCI”

1 ) Rename 4
v Participants (1)

Enter a new screen name:

After launching the
Zoom meeting, click on @ Ryan B... (Host, me) m Rename [Ryan . |
the "Participants" icon A

at the bottom of the
window. f -
In the "Participants” list on the

2 A’

right side of the Zoom window, . .
hover over your name and click Type i the display. name
= < you'd like to appear in the
on the "Rename" button. meeting and click on "OK".

Invite Participants Share Screen
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2:00-2:05pm |Welcome and Review Agenda

2:05-2:25pm |Foundation for Effective Meetings

2:25-2:45pm |How to Make Your Team Work

2:45-3:00pm |Stakeholder Analysis and Communication Plan

3:00-3:10pm |Activity: Stakeholder Analysis and Communication Plan

3:10-3:15pm |Wrap Up, Next Steps, and Evaluation
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Quality Improvement Trainers

* Deborah Ward, RN, Quality Improvement Consultant
WardD@mwhsl.com

* Kathleen Thies, PhD, RN, Consultant, Researcher
ThiesK@mwhs1l.com
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MORE THAN

WHAT WE DO.

IT'S WHO WE
DO IT FOR.

v

MOSES/WEITZMAN
Health System

MOSES/WEITZMAN
Health System

Always groundbreaking. Always grounded.

A leading Federally Qualified Health Center based in Connecticut.
A national eConsult platform improving patient access to specialty care.

A membership, education, advocacy, and accreditation organization for
APP postgraduate training.

An accredited educational institution that trains medical assistants for
a career in team-based care environments.

A center for innovative research, education, and policy.

A health program with international reach, focused on the most vulnerable among us.
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Always groundbreaking. Always grounded.

Locations & Service Sites

@ ENFIELD O Stafford Springs il
H N

M Windsor Locks O O East Windsor INEE O Ashford Bl
B Windsor O
M Bloomfield O

Wl Winsted O

@ HARTFORD
[

M Plainville O Willimantic Il

BRISTOL @ 1 @ NEW BRITAIN
H EH = H EH =

O Portland Nl
WATERBURY® MERIDEN @ @ MIDDLETOWN
Bl East Haddam O GROTON
m Wallingford O NEW LOND_ON
ISl HamdenO 1 O Pawcatuck
amden
DANBURY (I)_ .
LB ¢ O Bethel BE -ON:rth I-!aven & u WESth‘OOkl Stonington M
nsonia NN
Waterford l Mvstic |
HNHE East Haven O CLILON ® I lystic
OLD SAYBROOK
Branford l |
HEN Stratford O
S_TAM Fo RD . Towns with CHC Locations . Medical
[ Dental/Mobile Dental
S © Toms i ttosorion 18 Bty °

. School-Based Health Care Services
. Wherever You Are Homeless Services
. Urgent Care

t @ Child Guidance Center of Southern CT
Shippan Avenue
Stamford —[ e

West Broad Street Where CHC Patients Live

Greenwich

Commumg¢ly
Health Center, Inc.

THREE FOUNDATIONAL PILLARS

1 2 3

Clinical Research Training
Excellence and the Next
Development Generation

Overview

® Founded: May 1, 1972
® Staff: 1,400

@® Active Patients: 150,000
@® Patients CY: 107,225

® SBHCs across CT: 152

Patients 145 975 104,917 107,225
Seen
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National Training and Technical Assistance Partners (NTTAP)
Clinical Workforce Development

Provides free training and technical assistance to federally funded health
centers and look-alikes across the nation through webinars, activity
sessions, communities of practice, trainings, publications, and more!

To learn more, please visit https://www.weitzmaninstitute.org/nca.

This project is supported by the Health Resources and Services Administration (HRSA) of the U.S. Department of Health and Human Services (HHS) as part of
an award totaling $550,000 with 0% financed with non-governmental sources. The contents are those of the author(s) and do not necessarily represent
the official views of, nor an endorsement, by HRSA, HHS, or the U.S. Government. For more information, please visit HRSA.gov.
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Discussion Question

What are some common
frustrations you’'ve experience
during a group meeting?

Insert answer in the chat or unmute yourself
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v"Who should be on the team?
v Establish meeting times and days

v'Video or in-person?

Define Teams and Roles
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Assume
good intent

Keep laptops
closed

Be kind/
Respectful

Meeting
Norms
Ground Rules

Phones on
mute

Use
specific
examples

Equal
airtime
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Meeting Roles
® Facilitator/Team Leader

® Time Keeper

*@® Recorder

® Leader
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Knowing the Difference

How

Tools

Flow
Interaction

What
Topics
Agenda
Ovuticomes
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Questlons to ask yourself BEFORE every meeting:

v"What do | need from this meeting?

VW
VW

Nnat g

Nnat g

O

O

already know about this topic?

expect |/we can do/have after the meeting that |

cannot do/have now?

v"What do | need from other members from this team?

v"What can | personally contribute to this team/project?
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Questlons to ask yourself AFTER every meeting:

v"My expectations were met by...

v'These are the things | can improve for the next meeting...
v'| was surprised to discover...

v'| commit to improving these skills...

v"My personal action items to improve future meetings...
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Agenda

Department:

Time of Meeting:

Meeting Location:

Participants:

Aim of Team or Project:

Time

Item

Aim/Action

Clarify chjectives

Leader reviews abjectives

Confirm meeting roles

Use meeting role cards to assist each
member on expectation of that role

Review agenda

Leader quickly reviews agenda items. Time
keeper tracks time for each item. Recorder

tracks action items.

Work through each
agenda item

Track action steps for each item to be
completed (use action planning template)

Revisw mesting recard
and action plan

Recorder reviews with team

Flan n=xt agenda

Leader and/or facilitatar helps group creste
agenda items based on action plan and next
steps

Team assigns meeting
roles for next meeting

Team members decide on which roles they
will take on for next meeting
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Other Helpful Tools
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The Stages of Improvement

On-Going Data Collection & Review
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How to Make
Your Team Work '.Il

e

E
e
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Discussion Question

What committees/teams have you been

on that worked well and why?
Insert answer in the chat or unmute yourself

20
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Baseball Teams

* Know the roles of the pitcher, catcher, basemen,
outfielders...and the umpire.

* They have a manager.

* They have a coach.

* Batters have studied how pitchers pitch;
pitchers have studied how batters bat.

* They know their scores. And the scores of other
teams.

* They know different ball parks and where the
boundaries for a home run are.

* They know their fans.
* They practice....a lot.
* They stay in shape.

21
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Normalizing Change: What We Know

Before you can change practice, you must change the individuals who work in
the organization--that is, their values, attitudes, relationships, skills, and
behavior. NOT a linear process!

* Start with changing their minds [values, attitudes] about the work
ahead....coherence.

* Build relationships and ownership about how the work will be done....cognitive
participation.

* Get into the weeds of the work together, develop new skills, try new ways of
working....collective action.

* Track your progress and revise as needed....reflexive appraisal.
22
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Establish Coherence About Work Ahead

Coherence is about clarity of purpose, expectations and value.

||||||||||||||

* Why are we here? How is the community of practice (CoP) different from other projects?
Who is in charge? What is expected? Is this worth my time?

* The CoP is only a kick start to implementing your program; you will continue to meet after

the CoP. YRR AL

* Differentiate “meeting role leader” and “project leader” vigslan
* Clarify expectations, explain meeting rules and role of team leader, m
clear ¢ ¥ vision
set regular time to meet, expect members to be participate =

* Build value. Create a vision. Earn trust.

Failure to build coherence from the start leads to confiict, and will make it impossible to
move forward. People will stop coming to meetings. /
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Promote Cognitive Participation

Cognitive participation (relational participation) is the relational work of team-work.

Do we have the right people? How do | fit in?

Ownership not “buy-in.” Looking for “buy-in” is to sell an idea people may not want to
“buy.” Do we all want the same thing?

Everyone has something to offer or help them develop new skills.

Manage conflict in the meeting. No “hall meetings.”

Use a shared mental model for how the work will be done: Improvement Process is a highly
effective systematic approach.

Without ownership and a shared mental model for how to do the work, the team lacks
direction and gets frustrated. The loudest voice wins.

LA
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Engage in Collective Action

Collective action is the operational work of teams: important to have a shared mental
model, a systematic approach— Improvement Ramp!

* Do we have the necessary resources? Data? Time?

* The team is delving into the work, “in the weeds” of change, which is always more
detailed oriented than people expect.

* What does the data tell us? Is it valid? Is this the right specific aim?

* Trust each other’s expertise and commitment, are accountable for assigned tasks.
Progress is being made. Is everyone engaged?

* Split up the work as needed: Are the right people doing the right tasks?

* Develop new skills as needed. The team has access to resources: technology, time,
data, key personnel (like IT) — managing up to get it. /L
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Engage in Collective Action

If some people are doing all of the work,
some are not doing their share, if the
systematic approach isn’t used, if
resources are not available—trust erodes
and work doesn’t get done.

26
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Practice Reflexive Monitoring

* Reflexive Monitoring is the appraisal work that people do to assess and
understand how change is working. It does not end.

* The team measures and tracks results, talk about spread to other parts of
the organization. Is this working out?

* As they evaluate the work, they may make changes to refine it, or to adapt it
to other settings. What fine-tuning do we need to do to make sure it is

sustainable?

* The appraisal is both personal as well as collective. Individuals may exFress
personal pride in what they've learned, the team as a whole might fee
good, and see growth in their ability to work as a team. Their efforts were
worthwhile. We make a good team. | got a lot out of this.

27
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Practice Reflexive Monitoring

Without reflexive
monitoring, the work
cannot spread, be
sustained, or be
revised/improved as
needed.

Mumber screened

&

=
[
(=]

8

00
=

L]
L=}

-
L=}

I
L=

L=

Number of patients screened October 2015-June 2017 Median = 94

,\Jm /“\\

o o N & 2 & o " o
0@"0‘“"\@&@‘@%@\9 ¥ ‘*‘)v"o"a“qﬁédié\**“’@""?ﬂ@" i
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Developing a
Stakeholder Analysis &
Communication Plan

29
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Why do you need a plan to engage and
communicate with stakeholders?

v'Control the narrative: drive the story of the work you are doing by being
proactive; don’t leave it to others to guess.

v'"Communicate on a regular basis with stakeholders in different parts of your
organization.

v"Make sure that the group implementing the innovation shares a consistent
message.

v’ Anticipate/address concerns, questions and challenges.

30
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Step 1. Identify stakeholders

A stakeholder is someone/some department who has something to
gain or lose when change is introduced.

* Who is currently involved in the work that will change?

* Who currently oversees this work? Who currently is accountable for the
outcomes of the work?

* Who will be affected by changing how this work is done and how? New
roles? New workflows? New responsibilities?

* What departments or sites need to be involved? Who are their leaders
and how do you get to them? (Site Directors, HR, IT, etc.)

* What is the opinion of the stakeholders regarding the planned change:
Against? Supportive? Doesn’t matter one way or the other.
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Table 1. Example of identifying stakeholders

Stakeholder tronl Moderatel Neutral Moderately | Strongly
against against supportive | supportive

Providers C D

I7 c D

HR cD |
Nursing C D '
Reception C D

Other stakeholder
C= current position D= desired position Who do you need to influence in what direction?

32
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Step 2. Analyze the position of stakeholders
relative to their power and interest.

High |
Keep Engage Closely
Satisfied & Influence
Actively
Power
Monitor Keep
(minimal effort) Informed
Low
Low High
Interest

What are the formal
channels through which
each stakeholder gets
important information?

The informal channels?

33
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Step 3.
Communication plan:
Who, what, when,
where, why, how

COMMUNICATION PLAN FOR IMPORTANT PROJECT

PROJECT LEAD: Mrs. Peacock

Why
Who: communicate
Stakeholder with this
person?

Has invested in
time for us to
meet.

Will need
his/her support
to implement
the innovation.

Mr. Green,
CEO

DATE: November 2023

Who: Who in |
What: your project How: What
Message(s) group is in the When and venuesor
for this best positionto  how often? media will be
person communicate used?
with this person?
Assure him/her Monthly
that we are meeting of
using time well. directors.
Oral report
Update on
Colonel Mustard, monthly but
progress of . . One-on-one .
Director of Big _ written report
group, lessons meetings as
Department and . added to
learned from , appropriate to .
Project Lead meeting
other groups, request .
. minutes.
ideas for resources as
implementation needed or ask
and application. advice.
Keep good
energy.
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Final Advice

v"Managing up: communicating with someone above you in leadership.

v Be clear about expectations.

v"Manage their expectations about your work.

v"Manage the relationship between this leader and your work group.

v’ Leaders often move on to the next BIG Thing and suddenly promised resources disappear.

v Leaders want things to move more quickly and are convinced they have the solutions—you need to
explain how your group works and why.

v Your boss has a boss: don’t leave your boss out on a limb.
v'Speak with one voice and stay on message.

v Don’t gossip or complain about your work group: it erodes trust.
v" Ask for advice, suggest solutions.

35
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Stakeholder Analysis & Communication Plan
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Questions?

37
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Wrap-Up

38
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Next Steps
Pre-Work:

* As a team, review and complete Readiness to Train Assessment Tool (RTAT):
https://Qualtrics.cal.qualtrics.com/jfe/form/SV ab21FTsIneBol2C

* Ask each team member to complete the Organizational Readiness to Implement
Change (ORIC): https://Qualtrics.cal.qualtrics.com/jfe/form/SV 55RVI2xIMSpK4eO

e Learning Session: Tuesday October 14t" 1:00-2:30pm ET | 10:00-11:30am PT

* Team Leader Check-In Call: Tuesday October 215t 1:00-2:00pm ET | 10:00-11:00am PT

*if you did not receive Outlook calendar invites for the meetings, please contact angersm@mwhsl.com

39
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Weitzman Education Platform

Weitzman Education Platform — this will serve as the platform to receive CE credits for each
learning session and access recordings/slide decks/resources:

— Register for the course here: https://education.weitzmaninstitute.org/content/nttap-
postgraduate-nurse-practitioner-np-andor-physician-associate-pa-training-programs-5
» Access Code: PGR2025

— If you do not have an account, follow these instructions:
https://education.weitzmaninstitute.org/user/register

» Choose a username, password (save it somewhere safe so you can continue to use it!),
and fill out some basic user information.

» Click Create New Account.
» If you encounter any technical difficulties, please reach out to myself or submit a ticket.

A projec
Gommum‘-ty Health Center, I nc.

i g v MOS S/W ZMAN
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National Learning Library:
Resources for Clinical Workforce Development Health Ce'.”ter
Resource Clearinghouse

National Learning Library

@S HEALTH CENTER RESOURCE
gy CLEARINGHOUSE

PRIORITY TOPICS + PROMISING PRACTICES v CONNECT

CLINICALWORKFORCE
“X DEVELOPMENT

Transforming Teams, Training the Next Generation

Q) HEALTH CENTER RESOURCE
ABOUT - PARTNERS + SEARCH + LEARNING -

The National Training and Technical Assistance Cooperative Agreements (NCAs) provide free training and technical S CLEARINGHOUSE

ing Bundle: Learn More About the Health Center Model through Videos and Resources |

assistance that is data driven, cutting edge and focused on quality and operational improvement to support health
centers and look-alikes. Community Health Center, Inc. (CHC, Inc.) and its Weitzman Institute specialize in providing FezieziEr il
education and training to interested health centers in Transforming Teams and Training the Next Generation through; ERUIN RS AR
5 Search the Clearinghouse: Enter Search Terms Here r,mcu

National Webinars on advancing team based care, implementing post-graduate residency training programs, and

health professions student training in FQHCs.
There are 4 ways to search
Invited participation in Learning Collaboratives to advance team based care or implement a post-graduate residency the Clearinghouse:

training program at your health center.

Simple Search

CHC has curated a senes of resources, including
webinars to support your health center through education,
assistance and training.

Please keep watching this space for information on future sessions. To request technical assistance from our NCA,
please email NCA@chel.com for more information. m

1 Quick Finds: §

Use the links below to find resources on key topics

Guided Search

3 Giinical Issues ] operations

Learn More
Advanced Search s
(1] & Emerging Issues: COVID-19, More. s Patient Materials @ Telehealth

https://www.weitzmaninstitute.org/ncaresources https://www.healthcenterinfo.org/
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## Special & Vuinerable Populations
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& Technical Assistance Partners ge
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and the J Health System

Contact Us!

Amanda Schiessl| Meaghan Angers Bianca Flowers
Program Director/Co-P| Senior Program Manager Program Manager
Amanda@mwhsl.com angersm@mwhsl.com flowerb@mwhsl.com

REMINDER: Complete evaluation in the poll!

This project is supported by the Health Resources and Services Administration (HRSA) of the U.S. Department of Health and Human Services (HHS) as part of
an award totaling $550,000 with 0% financed with non-governmental sources. The contents are those of the author(s) and do not necessarily represent
the official views of, nor an endorsement, by HRSA, HHS, or the U.S. Government. For more information, please visit HRSA.gov.
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