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Diverse Stakeholder Team 
Aiyana Johnson
• Care Experience 

Adrian Smith 
• Safety/Workplace Violence 

Christine Falvey
• Communications

Will Huen
• Performance Improvement & 

Patient Safety

Hemal Kanzaria
• Kaizen Promotion Office 

Tanvi Bhakta
• Nursing 

Sophia Lai
• Equity

Khadijah Grant
• Staff Well-being & Experience 

Justin Dauterman
• Education & Training 

Jeff Critchfield
• Care Experience

Richa Dhanju Human
• Human Resources

Claire Bohman
• Spiritual Care

Angelica Journagain
• Safety/Workplace Violence 

Joan Torres
• BERT 

Star Knight
• UCSF Provider Experience
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Background: Strategy Evolution 
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Employee Engagement Surveys: 2015, 2019 and 2023



Background: Our Challenges 

• Operating within a complex organization
• Previous attempts to prioritize engagement have been 

hindered by crisis and resource limitations 
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Major transitions have occurred in last 8 years
Transition to a new 
acute care facility

Implementation of 
Epic COVID-19 Multi-year budget 

deficit 



Current Conditions: Engagement is Declining
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Current Conditions: Engagement Drivers
% Positive Correlation

Likelihood to recommend as place to receive care 27% 0.64
Employees well-being and safety is highly valued 49% 0.57
Appropriate resources to do job effectively 47% 0.54
All levels of org communicate effectively 45% 0.52
Amount of stress I feel is reasonable 33% 0.49
Senior management is committed to patient centered care 77% 0.48

Employees encouraged to participate in safety decisions 51% 0.48
I will not be looking for a position elsewhere 45% 0.48
Senior management in my area is committed to patient centered care 80% 0.48
Organization values employees from different backgrounds 78% 0.46
Rate organization in terms of respectful interactions that patients receive 73% 0.45
Rarely or never feels emotionally exhausted at work 14% 0.45
Organization expects employees to treat others with respect 83% 0.43
Fair distribution of opportunities/rewards 51% 0.43
Provided with resources to emotionally support our patients 17% 0.42
Manager creates opportunities for my growth 55% 0.42
Satisfied with support received from person I report to 65% 0.42
Managers and supervisors in my unit treat staff from all racial and ethnic backgrounds with respect 77% 0.41

7Low performing + high correlation High performing + high correlation

Low performing and 
Highly correlated to 
Engagement metric 



Current 
Conditions:           
Our Efforts
• Wellbeing Pop-Up Events
• Animal Therapy Days
• Restore Lounge
• Sweet Treat  - Appreciat ion Days
• Grat i tude Month
• In-Person Wel lness Classes
• Care Giver  Days
• Pet Therapy
• Assault  Governance Commit tee
• Dai ly Digest  – al l  staff  

communicat ion 
• Code Lavender 

4/16/2024
Zuckerberg San Francisco General

Hospital and Trauma Center
8



Problem Statement 

ZSFG faces a critical challenge of low 
staff engagement, exacerbated by the 
absence of a comprehensive employee 
engagement approach that 
acknowledges the diverse experiences 
of our staff.  This inadequacy hinders 
the effective addressing of basic 
employee needs, contributing to 
diminished engagement evidenced by 
an engagement indicator score of 32%.
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Targets
Metric Baseline Target
Operational Deployment: Achieve a  20% 
increase in departments reporting a staff 
experience improvement at PIPS*

TBD TBD

Safety: Physical Assaults with Injury (# per Month)
Data reflects the High-Risk Areas collaborating as part of the Assault 
Governance work, these are: Psychiatry (Inpatient and Psychiatric 
Emergency Services), Med-Surg, Behavioral Health Center, Emergency 
Department and Urgent Care

5.8 4
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* PIPS = Performance Improvement and Patient Safety Committee 



Target #1: Operational Deployment 

• Utilize ZSFG’s current performance improvement framework to 
enable operational level improvements. 

• Focus on metrics with highest correlation to engagement:
1. Likelihood to recommend ZSFG as a place to receive care
2. Employee well-being 
3. Employee safety 
4. All levels of organization communicate effectively

• Implementation date July 2024
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Analysis
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Likelihood to 
recommend ZSFG 
as a place to work

A. Staff do not recommend 
ZSFG as a place to receive 
care

System barriers exist that 
prevent staff from providing 
efficient care

Staff are frustrated, leading 
to diminished engagement 

Patient care quality is 
impacted

B. Staff do not feel like their 
well-being and safety are 
highly valued

Lack of consistent approach 
to address problematic 
behaviors 

Insufficient emphasis on 
employee well-being across 
all levels of org

Absence of a supportive 
work environment 

C. Staff do not have the 
appropriate resources to do 
their job effectively

Inadequate training Lack of necessary tools and 
equipment Resource allocation issues

D.  Staff do not feel like all 
levels of the organization 
communicate effectively

Hierarchical communication 
tiers 

Heavy emphasis on email 
communication 

Information is not digestible 
to diverse staff backgrounds

E. Staff are stressed Heavy workload Insufficient staffing support Unhealthy work-life balance



Countermeasures 
Cause/Barrier Addressed Countermeasure Description and  Expected Results Impact Effort
Fragmented and inconsistent 
approaches to employee 
engagement

1. Establish a comprehensive staff 
experience approach

It will create a unified and sustainable 
foundation for ongoing efforts to 
enhance engagement

High Low

Limited accessibility to holistic well-
being activities 

2. Partner with staff experience team to 
introduce and broaden well-being activities 
across all shifts.

It will ensure inclusivity and promote a 
healthier workplace.

High High

Potential disparities and inequities in 
the workplace

3. Partner with DEI team to explore variations 
in employee experiences across different 
demographic categories.

It will lead to targeted initiatives that 
address diversity and inclusion 
challenges.

High High

Inadequate support of workplace 
safety 

4. Partner with Workplace Violence 
Prevention Operational A3 to deliver essential 
resources, training, and support.

It will result in a safer and more secure 
work environment.

High High

Financial constraints hinder the 
implementation of impactful staff 
experience programs

5. Explore funding pathways that follow CCSF 
rules to support initiatives aimed at enhancing 
the overall staff experience.

It will contribute to improved staff 
satisfaction and well-being

High High

Insufficient visibility and efforts to 
enhance staff experience at the 
department/unit level

6. Partner with the PIPS team to integrate 
staff experience improvement metrics in the 
department/unit reports

It will foster accountability and 
facilitate data-driven improvements at 
the department/unit level

High High

Inaccessible communication 7. Improve communication in a manner that 
resonates with and is easily understood by 
staff.

It will keep staff consistently informed, 
connected and engaged

High High



Accomplishments 

 Formed a dedicated team focused on enhancing staff experiences
 Designed and implemented a program to prioritize staff well-being
 Analyzed employee experiences based on race and ethnicity
 Disseminated results from employee engagement survey
 Established department dashboards displaying employee 

engagement survey data
 Incorporated workplace violence into the overarching staff 

experience strategy
 Implemented personal safety and security escorts 



Next Steps
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1.Data Commitments 
• Stratif icat ion of data by job class

2.Dept./Unit Accountability 
• Dashboards and action planning

3.Well-being Activities
• Approach to disrupt ive patients
• Zero tolerance signage 

4.Well-being Activities
• Equity in offerings



Engagement is not just a buzzword.  It 
embodies the deep emotional commitment 
our staff holds towards ZSFG.  When they 
feel valued, supported, and connected to 

their work, they become our biggest 
champions and drivers of success. 
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