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By the Numbers 
(’24-’25)

HCA Healthcare Enterprise Map - GME

National Group 
Atlantic Group
American Group

Residents and 
Fellows 5,439

Teaching 
Hospitals 79

Graduates 1,752



World Class Well-Being 
Psychologists

HCA Healthcare/CGU 
Physician Wellness

 Research Lab



Clinical Learning Environment

Patient Care Education Well-being & Affinity



Phase I:
Initial Pilot Site

Approval for Emergency 
Medicine Residency Program 
at HCA Healthcare Riverside
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Pleasurable Activities 
o Massage Chairs
o Spa days
o Pet therapy

Scope of Well-Being Initiatives
Wellness and Resiliency Didactics 

o Psychological Skills Building
o Small group courses / classes / online
▪ Mindfulness

▪ Resilience

o Lectures / Didactics / Knowledge transfer
o Discussion groups

Holistic Approach 
o Exercise
o Nutrition
o Sleep hygiene 
o Natural light
o Nature
o Relationships

Social Event Planning
o Offset negative emotions with positive
o Ice cream social model Coaching

o Psychological skills building
o Appraisal support
o Character / wisdom / caring
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2014 2024
Source: Medscape, 2014, 2024

THEN NOW
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2014 2019
Source: Medscape, 2014, 2021

THEN PRE-COVID
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22 System Interventions79 Physician Interventions
21% “Significant” 50% “Significant”

9 Systematic Reviews
101 Interventions

Frequency of Intervention Types versus Likelihood of Impact



“Studies testing interventions to decrease 
physician burnout led to significant numerical 
improvements in some domains of burnout, but it is 
unlikely that these changes result in meaningful 
changes in clinical burnout.”

Haslam, Am J Med, Vol 137(3), March 2024



JAMA Intern Med. 2017;177(2):195-205. doi:10.1001/jamainternmed.2016.7674



JAMA Intern Med. 2017;177(2):195-205. doi:10.1001/jamainternmed.2016.7674



Tactics

Outcomes



Vision

Strategy

Tactics

Outcomes

Theory



Our Vision
To create 
optimal work 
and learning 
environments 
to promote 
flourishing 
among all team 
members
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Create and sustain positive work and learning environments and culture

Create and sustain positive work and 
learning environments and culture

Invest in measurement 
and research

Support mental health 
and reduce stigma

Address 
job demands

Effective 
technologies

Recruit and 
retain diversity

Institutionalize 
well-being
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Theoretical Models

Job Demands-Resources Self-Determination Theory

Clinical 
work

Admin. 
burden

Technical burden

Support Meaning

Autonomy

Job demands Job resources

• Length of workday

• Technology

• Pt complexity

• Administrative burdens

• Staff support

• Technology

• Locus of decision authority (central 
vs local control)

• Distributive leadership

• Mastery

• Relationships

Job Demands and Job Resources Conceptual Model of Clinician Well-Being
SOURCE: Developed by Christine Sinsky and Mark Linzer.



Burnout Engagement



...the evidence for an association 
between job demands and 
clinician burnout is arguably the 
strongest for any independent 
variable.
National Academy of Medicine 2019



clinicians …rated improvements in staffing 
and work environments as more important 
to their mental health and well-being than 
instituting clinician wellness and resilience 
programs.
Aiken, et al. JAMA Health Forum. 2023 Jul; 4(7): e231809.



Positive Work and Learning Environment

Image: flickrImage: public domain

• Safety
• Temperature
• Food & Beverage
• Sleep
• Personal Space
• Noise Control
• Computers
• Chairs
• Parking

• Educational Efficiencies
• Challenge versus Capability
• Cognitive load
• Policies and Procedures
• Systems & Processes

• Leadership 
• Civility
• Interpersonal 

interactions
• Bullying & 

Harassment



Leadership Matters

Source:Mental Health Advisory Team 9 (MHAT 9) 2013



Autonomy

Belonging

Competence

Deep Meaning

Self-Determin
ation Theory
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My work 
matters.

I matter.

I’m growing 
and capable.

Source: Ann Brafford, JD, MAPP, PhD

Needs supportive environments



Non-Regulation External 
Regulation

Introjected 
Regulation

Identified 
Regulation

Integrated 
Regulation

Intrinsic 
Regulation

Extrinsic MotivationAmotivation Intrinsic 
Motivation

Self-DeterminedLess Self-Determined

Distress Flourishing

Motivational Continuum of Self-Determination Theory



Van den Broeck, A., Howard, J. L., Van Vaerenbergh, Y., Leroy, H., & Gagné, M. (2021). Beyond intrinsic and extrinsic 
motivation: A meta-analysis on self-determination theory’s multidimensional conceptualization of work motivation. 
Organizational Psychology Review, 11(3), 240-273.



Van den Broeck, A., Howard, J. L., Van Vaerenbergh, Y., Leroy, H., & Gagné, M. (2021). Beyond intrinsic and extrinsic 
motivation: A meta-analysis on self-etermination theory’s multidimensional conceptualization of work motivation. 
Organizational Psychology Review, 11(3), 240-273.



Howard, J.L., Bureau, J.S., Guay, F., Chong, J.X.Y., Ryan, R. M. (2021). Student motivation and associated outcomes: 
A meta-analysis from self-determination theory. Perspectives on Psychological Science. 
https://doi.org/10.1177/1745691620966789 



Howard, J.L., Bureau, J.S., Guay, F., Chong, J.X.Y., Ryan, R. M. (2021). Student motivation and associated outcomes: 
A meta-analysis from self-determination theory. Perspectives on Psychological Science. 
https://doi.org/10.1177/1745691620966789 
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Model Driven 
by 
Well-Researc
hed Theory
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Likely Effective Interventions



• Identify and Decrease Hindrance Job Demands

Likely Effective Interventions



• Autonomy
• Belonging
• Competence 
• Deep Meaning 

Likely Effective Interventions



I’m truly happier than I ever have been in my life.  I feel like 
my work makes a difference.  I feel like my workplace is a 
family.  I would choose this residency over and over and 
over again if given the chance.  Thank you for fostering a 

place of growth and warmth.





2022 EM Wellness Center of Excellence Award



Phase II:
Validation and 
generalization 
of relationships

Structural Equation Modelling with Replication
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Support for basic psychological needs (Autonomy Supportive 
Leadership) is strongly related to key resident outcomes

Autonomy Support Competence Support Belonging Support
Professional Fulfillment .53*** .54*** .56***
Pride in Hospital .39*** .44*** .42***
High Quality Motivation .58*** .59*** .64***
Well-Being (Vitality) .41*** .44*** .50***

Autonomy Supportive Environments Drives Positive Outcomes
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Support for basic psychological needs (Autonomy Supportive 
Leadership) is strongly related to key resident outcomes

Autonomy Support Competence Support Belonging Support

Stress -.32*** -.39*** -.42***

Work Exhaustion -.43*** -.47*** -.53***

Interpersonal 
Disengagement

-.44*** -.47*** -.46***

Autonomy Supportive Environments Build Resident Resilience to Negative Outcomes
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Self-Determination Theory Concepts and Impact on Work 
Related Well-Being



Autonomy

• I felt like I could make a lot of input into deciding how my job got done.
• I was free to express my ideas and opinions during my training 

program.
• My feelings were taken into consideration during my training program.
• There was not much opportunity for me to decide for myself how I went 

about my work in my training program.

Exit Survey Modeling 

2023: N = 705    2024: N = 1018



Phase III:
Creating shared 
mental models

Austin, TX May 2023

Savannah, GA May 2024

 Amelia Island, FL Sept 2023

Nashville, TN August 2024



Image: The Blue Diamond Gallery

Theory and Evidence
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Resident Engagement Rounds

“What’s bugging you the most right now?”
“What could we change to make your work day better?”
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Defer until 
Resources

Priority # 1

Defer 
Indefinitely 

Priority # 2

Feasibility
Low High

Impact

Low

High
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• Chairs in ER
• Call room 

pillows
• Otoscopes
• Keyboard 

broken
• Shower curtain
• Wheel on cart 

broken
• Ultrasound gel 

always empty
• AC blows on a 

specific charting 
area

• Nerve block 
equipment
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Hindrance Job Demand

High Feasibility? Explanatory 
Rationale

NO
Obvious Solution?

YES

Implement

Involve 
Residents/Fellows

Feedback on Success:
You matter

Your work matters

NOYES



Autonomy - Interpersonal
1. Whenever possible let residents decide (decision latitude) / input

“What do you want to do?”
2. When residents decisions are out of standard of care then:
 Guide them to make their own, revised, correct decision

“Knowing that, now what do you want to do?”
Give rationale for directives 
 

Se
lf

 D
et

er
m

in
at

io
n

 
Th

eo
ry

Language is important – “If that’s 
what you’d like to do, let’s do that.”



Autonomy - Structural 
• Autonomy “Audits” of Rotations, Policies, Requirements
• Could we / should we be doing this a different way?
• What is going well? What should be changed? What is 

unclear?
• Anything we’re doing for which you don’t understand the 

why?
• Where do you feel coerced, forced, or compelled to do 

things you otherwise wouldn’t do?
• Work related communicationsSe
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Belonging
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Where do we make people feel unwelcomed, in the way, burdensome, 
excluded, or undervalued?

• Are there rotations that do this?  

• Are there types of individuals/roles that may feel this way? 

• Are there social events we plan that exclude people? 

• Are there locations that do this? 

• Mistreatment – are there individuals, rotations, procedures, or locations 
that routinely are perceived as resulting in mistreatment of team 
members?



Belonging
Individual efforts to connect – introductions, goals, 
recognition

Program level efforts to develop social support

Emotional, Informational, Instrumental, Appraisal

• Routine planned check ins by text and/or email
• Peer-to-Peer Support “Battle Buddies” 
• Peer interest groups (pickle ball, dog parks, gaming)
• Thank you notes
• “Missing you” videos
• Birthdays and Milestones 
• Community Service Days
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Belonging
Programs to develop social support

Emotional, Informational, Instrumental, Appraisal
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• Block Transition “Parties”
• Rotation Guidebooks
• “How to”  CPOE Guides
• Lists of Recommended 

Services (cleaning, dog 
sitting, mechanics, 
plumbing)

• Lists of Recommended 
Restaurants & 
Entertainment 



Belonging
Programs to develop social support

Emotional, Informational, Instrumental, Appraisal

• Help with:
• Dog sitting
• Baby sitting
• Drives to the airport / carpools

• Cleaning coupons / Grocery delivery / Food delivery
• Hotel-style mini-shop on honor system
• HOPE fundSe
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Belonging
Programs to develop social support

Emotional, Informational, Instrumental, Appraisal

• Peer-to-peer mentors
• Faculty mentors
• Affinity groups
• Anonymous submissions to panel
• Fellowship mentors
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Belonging
• Social Events
• Jackets and other “team 

branding”
• Significant other groups 
• Significant other “rounds” or 

meals (bring to simulation 
lab)

• Thank you cards to 
significant others
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Competence - Individual
Individual efforts to point out, amplify, and 
support growth and mastery 

“I noticed you’ve become really good 
at taking a difficult history”

“You were superb at that intubation. 
You’ve really improved over the year” 

“What is your goal today? How can I 
help structure today to meet that goal?”Se
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Competence - Structural
Competence “Audit”

Where in the program do you feel you are not growing?
Where in the program do you feel you are “unnecessarily 

incompetent”?
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Meaning - Individual
Deliberate identification of pro-social 
meaning of actions

• “Catching the pulmonary embolism 
may have saved her life.”

• “Reducing his cholesterol may 
have given him more time with his 
grandkids over the years.”

Give permission to feel good about a 
positive impact
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Meaning - Structural

• Patients return to discuss positive 
impact and experience

• Patient Experience Comments
• Mini-Fellowships
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Autonomy

Belonging

Competence

Meaning

“Physician” Lounge 

Nerve block 
equipment

Virginia Tech Quilt

Otoscopes in rooms

Photo Boards

Onboarding 
requirements

PGY2 transition 
without training

Semi-annual 
evaluation with a 
paragraph  impact to 
patients and families

What would you 
like to do?

“checking in”

“What’s your 
goal today?”

“catching that PE 
may have saved 
her life.”

Decision Latitude
Willing endorsement

Mutual care
Acceptance
Social Connection

Growth
Mastery

Pro-Social Impact



Our Vision
To create 
optimal work 
and learning 
environments 
to promote 
flourishing 
among all team 
members

An optimal work and learning 
environment is one in which the 
individual perceives that the job demands 
are balanced by job resources and that 
the environment supports autonomy, 
belonging, competence, and meaning.



Measuring the Environment
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2024 ACGME Well-Being Survey 

2023 2024
HCA Above HCA Above

√ √ I find my work to be meaningful.
Tie √ I work in a supportive environment.

√ √ The amount of work I am expected to complete in a day is reasonable.
√ √ I participate in decisions that affect my work.
√ √ I have enough time to think and reflect.

Tie √ I am treated with respect at work.
√ √ I feel more and more engaged in my work.

Tie √ I find my work to be a positive challenge.
Tie √ I find new and interesting aspects in my work.
√ √ I often feel emotionally drained at work.

√ √ After work, I need more time than in the past in order to relax.
√ √ I feel worn out and weary after work.
√ √ Total

HCA Healthcare beats the national average on all 12 of 
the 2024 ACGME Survey Well-Being items



Thank You

Gregory.Guldner@HCAhealthcare.com


