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Unemployment in the healthcare industry is at 2.4% as of 
January 2019,1 the lowest rate in decades. This means that 
the competition for talent is at its highest, requiring leaders 
to look for ways to keep employees engaged and happy.  

The cost of replacing and training new staff is high. 
Replacing an RN can cost organizations upwards of 
$64,000,2 and that’s before you consider the less quantifiable 
(but just as crucial) costs of experienced and compassionate 
healthcare professionals taking their expertise elsewhere.

In this white paper, you’ll find ideas for promoting and 
sustaining staff engagement with a focus on your 
employees’ growth and development.

Work satisfies other 
essential needs apart 
from money and 
security, such as self-
fulfillment, individual 
well-being, challenge, 
and meaning.
This finding…strengthens the argument 
that engagement is valuable and worthy 
of being cultivated among employees." 4

Why is staff engagement 
such a hot topic these days? 

Employee engagement affects all organizational metrics.3 

In addition, “work satisfies other essential needs apart from 
money and security, such as self-fulfillment, individual well-
being, challenge, and meaning. This finding…strengthens the 
argument that engagement is valuable and worthy of being 
cultivated among employees.” 4

Regardless of the nature of your organization, department, 
or team, engagement involves shared responsibility for 
success. In 6 Shortcuts to Employee Engagement: Lead & 
Succeed in a Do-More-With-Less World, I first shared the It 
Takes 3™ model.

This model shows that improving and sustaining 
engagement involves:

The organization at a strategic level
Leaders at a tactical level
Individuals at a personal level

1 Bureau of Labor Statistics. Industries at a 
  Glance. https://www.bls.gov/iag/tgs/iag62.  
  htm#workforce. 
2 Robert Wood Johnson Foundation. Business 
  Case/Cost of Nurse Turnover. https://
  www.rwjf.org/en/library/research/2009/07/
  business-case-cost-of-nurse-turnover.html.
3 Harter, J. K., Schmidt, F. L., Agrawal, S., 
  Plowman, S. K., & Blue, A. (2016). The 
 Relationship between Engagement at Work  
  and Organizational Outcomes, 2016 Q12 
  Meta-Analysis: Ninth Edition. Gallup, Inc. 
  http://keribischoff.com/meta_analysis.pdf
4 Eldor, L. & Vigoda-Gadot, F. (2017). The 
  nature of employee engagement: rethinking 
  the employee-organization relationship.  
 The International Journal of Human Resource  
  Management, 28(3): 526-552.

What role does employee engagement have 
on your organization’s success?

$64,000
in RN replacement costs
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The role that each of these plays is seen in the illustration of 
the model to the right. The organization's leaders along with the 
organization itself are the foundation, supporting the individuals. 
The elements, represented by circles, are equal sizes because 
the role of each in creating sustained engagement is equivalent. 
There’s overlap because a give-and-take relationship exists 
between each element, and engagement is at the center where 
all three elements overlap. The model illustrates an environment 
that is ideal for engagement, but if any one of these elements is 
out of sync, it throws the other elements off too. 

While individual nurses and clinicians themselves have a 
personal responsibility for their own happiness, support from the 
organization and those in leadership positions is crucial. This is 
where you come in. 

Research shows that employee engagement requires  
organizations with:

Strong leadership
Meaningful work and a safe environment
A positive office culture and positive coworker relationships
Training and opportunities for development
Recognition and appreciation, including rewards

In my keynotes and workshops, I often ask healthcare leaders to 
list the benefits of engaged employees. I ask them to think about 
benefits to themselves and their direct reports, and inevitably, I also 
hear benefits to the organization.

What are the benefits of 
having engaged employees?

I t  Ta k e s  3 T M  M o d e l

5 Krishnaveni, R. & Monica, R. (2016). 
  Identifying the drivers for developing and 
  sustaining engagement among employees. 
  The IUP Journal of Organizational Behavior, 
  15(3): 7-15.

While the individual 
employees themselves 
have a personal 
responsibility for 
their own happiness, 
support from the 
organization and those 
in leadership positions 
is crucial.
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These observations are backed by research. Better engaged 
employees are more likely to demonstrate satisfaction with the 
organization and their level of pay. They are more likely to: 

These benefits are powerful motivators for engagement when 
we continue to focus on them. Staff engagement is positively 
influenced by individual and team growth and development.7

Consider the Performance Triangle to the right. Optimal 
performance is achieved when ability, motivation, and opportunity 
are combined to achieve desired outcomes. The AMO Model, 
first described by Cummings and Schwab in 1973,8 continues 
to be supported by research as an effective framework for 
organizations wishing to develop more engaged employees.9

As a leader, when you think of how employee growth and 
development impacts engagement, consider all three elements 
of the Performance Triangle. It’s also important to recognize that 
these elements are often influenced by external factors, such as 
individual beliefs and personal circumstances.10

The simple shortcuts for building engagement shared here provide a 
framework to help people grow, develop, and thrive through the lens 
of the It Takes 3™ model and the Performance Triangle.

The most common responses I hear include:
Benefits to the Organization Improved patient satisfaction

Better quality of care

Improved safety

Higher retention rates

Greater financial returns

Benefits to Leaders Accomplishing team goals

Making progress

Helping others grow and develop

Financial gains from pay-for-performance programs

Benefits to Individuals Sense of accomplishment

Pride in their work

Feel like they are making a difference

Better emotional and physical health

Feel like part of an effective team

6 Kumar, V. & Pansari, A. (2015). Measuring the   
  benefits of employee engagement. MITSloan 
  Management Review, 56(4): 66-72.  
7 Robinson, D., Perryman, S., & Hayday, S. (2004). 
  The Drivers of Employee Engagement. Brighton, 
  UK: Institute for Employment Studies. 
8 Cummings, L. L. & Schwab, D. P. (1973). 
  Performance in Organization: Determinants and 
  Appraisal. Glenview, Illinois: Scott-Foresman.
9 Beltrán-Martin, I. & Bou-Llusar, J. C. (2018).
  Examining the intermediate role of employee 
  abilities, motivation and opportunities to 
  participate in the relationship between HR bundles 
  and employee performance. Business Research 
  Quarterly, 21(2): 99-110.
10 Marin-Garcia, J. A. & Martinez Tomas, J. (2016). 
   Deconstructing AMO framework: A systematic 
   review. Intangible Capital, 12(4): 1040-1087.

P e r f o r m a n c e  T r i a n g l e

• Identify as a part of the organization
• Feel committed to the organization
• Remain loyal to the organization
• Perform better for the organization6
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A person with a growth mindset believes that through 
learning, humans can develop abilities (in the form of 
knowledge and skills), motivation, and opportunities 
over time. This is in contrast to a fixed mindset, in 
which a person believes that specific traits are innate 
and that success requires relying on these fixed traits. 
A person with a fixed mindset might also believe that 
success may elude them completely because they lack 
certain talents and don’t recognize that abilities can be 
developed over time.12

Most people have a mixture of both growth and fixed 
mindsets, and that’s okay. Just like any other skill, a growth 
mindset is an ability that can be trained and developed.13

11 Hess, V. (2010). SHIFT to Professional Paradise: 5 Steps to   
    Less Stress, More Energy & Remarkable Results at Work.  
    Kindle Direct Publishing. 
12 Dweck, C. S. (2007). Mindset: The New Psychology of 
   Success. New York: Ballantine.
13 Dweck, C. S. (2016). What having a “growth mindset” actually 
   means. Harvard Business Review.

Shortcut #1: Develop a Growth Mindset in 
Yourself and Your Employees

W h a t  i s  a  g r o w t h  m i n d s e t ?

T h r e e  S h o r t c u t s  f o r  B e t t e r  
E m p l o y e e  E n g a g e m e n t

A nurse or clinician with a mostly fixed mindset might 
believe that “healthcare is in the blood,” that caregiving 
is an innate talent. This nurse/clinician might not see the 
value in growth and development, believing that it’s not 
necessary because he or she is inherently an excellent 
practitioner. Instead, this nurse/clinician only seeks work 
and opportunities that validate his or her innate talent. 

This practitioner may also have the belief that while he or 
she is otherwise a (naturally) skilled nurse/clinician, his 
or her skills are lacking when it comes to communicating 
with people. Again, the nurse/clinician with a fixed 
mindset doesn’t seek out any type of education or 
development to improve that skill because it seems 
pointless when one simply doesn’t have great people 
skills. Developing new skills carries a risk of mistakes, 
and this practitioner’s fear of making mistakes during the 
learning process may hold him or her back.

H o w  m i g h t  a  f i x e d  m i n d s e t  p l a y  o u t 
i n  a  h e a l t h c a r e  s e t t i n g ?

Beliefs and mindsets drive actions and outcomes. 
In turn, actions and outcomes influence beliefs and 
mindsets.11 This paradigm is illustrated in the image 
shown below.

This first shortcut focuses on how the organization, you 
as a leader, and the individuals on your team impact the 
development of a growth mindset.
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Now compare this to a nurse/clinician whose mindset is 
predominantly growth-focused. This practitioner knows that 
there is still a lot to learn—and that’s exciting! While he or she 
hasn’t mastered certain skills yet, with perseverance, educational 
resources, and development opportunities, it will happen. 

When a challenging situation arises, this nurse/clinician views 
it as a chance to grow and build a new skill. This practitioner 
also encourages and supports others on the team, knowing that 
everyone has the ability to evolve and grow as long as they are 
willing to put in the effort. This nurse/clinician recognizes that 
mistakes are a part of learning, and if a mistake occurs, analysis 
without self-judgment will promote understanding as to how and 
why the mistake occurred and what can be done to avoid making 
that mistake in the future. Finally, this nurse/clinician recognizes 
that no reward comes without risk.

Organizations with a growth mindset see the connection between 
engagement and development. Senior leaders are happy to 
communicate the “why” behind decisions. They literally “put 
their money where their mouth is” when it comes to personal 
improvement. These organizations offer financial support for 
learning. This could take the form of offering subscriptions to 
online training (like MedBridge’s continuing education for nurses 
and other allied health professionals), making funding available 
for conference attendance, or providing tuition reimbursement for 
continuing education. 

An organization with a growth mindset also has effective 
internal resources for continuing education and training. These 
can be formal or informal and can vary in size and scope. The 
organization’s growth mindset is demonstrated through a variety of 
offerings that are well communicated to every member  
of the workforce.

The effect of each of the 
It Takes 3™ elements on 
developing a growth mindset

O r g a n i z a t i o n

When a challenging 
situation arises, this 
nurse/clinician views it 
as a chance to grow and 
build a new skill. 

H o w  m i g h t  a  g r o w t h  m i n d s e t  p l a y 
o u t  i n  a  h e a l t h c a r e  s e t t i n g ?

These organizations 
offer financial support 
for learning. This could 
take the form of: 
• Offering subscriptions to online 

training like MedBridge’s continuing 
education for nurses and other allied 
health professionals

• Making funding available for 
conference attendance

• Providing tuition reimbursement for 
continuing education
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Leaders with a growth mindset see the value of personal 
advancement. These leaders share their desired outcomes with 
their team and clearly define individual and team goals. Once these 
are communicated, they let go of how the work gets done and focus 
on the results. They are willing to share responsibility and authority. 

When you, as a leader, demonstrate a growth mindset, you make 
it okay to take risks and allow time for others to learn. You also 
acknowledge that employees appreciate being recognized and 
appreciated for efforts toward growth and development as well as 
improved outcomes.

Of course, individuals are a key part of any growth and 
development effort. They must see the importance of personal 
evolution even when it feels uncomfortable. They see internal 
benefits and stop to recognize how good it feels to make 
progress with ability or motivation.

One of the realities of today’s workforce is that change can occur 
quickly, bringing with it uncertainty. Employees are often expected 
to keep their own skills up to date with less direct supervision.14 
Individuals with a growth mindset are up to the challenge and 
recognize the value, both personally and professionally, of 
developing their skills. They don’t require extra prodding to maintain 
and develop skills. 

Growth-focused team members are willing to be vulnerable since 
growth means change and change can be challenging. Engagement 
is enhanced when they partner with the organization and leaders to 
drive their own growth.

L e a d e r s

I n d i v i d u a l s

Growth-focused team 
members are willing 
to be vulnerable since 
growth means change 
and change can be 
challenging.  
Engagement is enhanced when they 
partner with the organization and leaders 
to drive their own growth.

14 Eldor, L. & Vigoda-Gadot, E. (2017). The nature of employee 
engagement: rethinking the employee-organization relationship. The 
International Journal of Human Resource Management, 28(3): 526-552.

MedBridge helps organizations like yours promote a 
growth mindset by developing robust training programs 
to facilitate the growth and development of your 
staff through onboarding plans, career development 
ladders, leadership development strategies, and more. 
99% of users have indicated that MedBridge courses 
helped them learn new skills, and organizations using 
MedBridge have seen a 75% reduction in staff attrition. 

How MedBridge Helps
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15 & 16 Hess, V. (2013). 6 Shortcuts to Employee Engagement: Lead 
& Succeed in a Do-More-With-Less World (Healthcare Edition). 
Kindle Direct Publishing.

Shortcut #2: Outline 
Growth Goals Clearly to 
Your Team

In the belief paradigm shared earlier, we illustrated 
how beliefs and mindsets drive actions and outcomes. 
In this shortcut, the focus is on outlining goals related 
to growth and development so that everyone is clear 
about the desired outcomes.

Healthcare organizations often outline formal growth 
and development goals. These may include individual 
practitioner professional advancement targets or 
organizational accomplishments like achieving 
Magnet® status, Baldrige recognition, or Lean 
Designation. Promoting certification in job-related 
skills and conducting internal research are other ways 
organizations outline growth goals. 

Through internal communication via coffee or lunch 
with senior leaders, employee newsletters or blogs, 
and in-person or town-hall meetings, senior leaders 
have multiple opportunities to outline growth goals. 
Organizations can also sponsor internal mentoring 
programs, which can offer both the mentor and the 
mentee opportunity to develop.

An easy-to-remember definition of engagement is 
that it is a state in which employees are satisfied, 
energized, and productive.16 This can be influenced by 
many internal and external factors. 

When it comes to growth and development, we see 
that employees who seek out continuous opportunities 
for evolution are more likely to feel this way. Growing 
the individual capacity to perform is a powerful driver 
for engagement. This growth can occur in any of the 
following areas:

Individuals who outline growth goals in these 
areas are more likely to spend time and energy on 
improving their performance capacity and, in turn, 
their own engagement.

Job skills
Leadership
Research

Emotional intelligence
Technology
Teamwork

Leaders can help their staff identify hidden growth 
goals by identifying gaps in the Performance Triangle. 
Most people want to do a good job, yet few of us 
welcome this kind of feedback. However, when leaders 
use an appreciative inquiry method, we can ease the 
sting of these coaching conversations. Finding out 
what’s working and replicating those behaviors in 
other areas helps with this. 

How each of the It Takes 
3TM elements can outline 
clear growth goals

O r g a n i z a t i o n

I n d i v i d u a l s

L e a d e r s

Leaders who sit down one on one with members of 
their team and discuss growth goals can help their 
team members on their journey by demonstrating how 
to remove obstacles and by sharing success stories of 
their own. 

The Satisfaction Snapshot™ tool is a great way to start 
conversations about what is important to an individual 
and how satisfied he or she is with each element.15 

Growth and development conversations will naturally 
occur as you talk with staff about how they can be more 
satisfied and engaged over time. (You can download 
your own copy of the Satisfaction Snapshot at  
www.ShortcutsToEngagement.com/BonusTools.)

Share growth goals using MedBridge 
Knowledge Tracks. Create targeted programs 
to help your staff develop specific skills, meet 
regulatory requirements, and streamline 
onboarding and training. Organizations using 
the MedBridge Learning Management System 
have seen employee satisfaction rates of 83%. 

How MedBridge Helps
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Shortcut #3: Support Your Team’s 
Growth Actions

Developing a growth mindset and outlining growth 
goals are stepping stones to the third shortcut. At the 
end of the day, the first two will only take you so far. If 
you want ongoing improvement in engagement, these 
further actions will help.

Senior leaders who support growth actions spend time 
identifying and removing obstacles that get in the way. 
These executives are open, honest, and transparent 
about what is possible and why. They promote proven 
structures to provide their employees with ample 
opportunities for growth and development.

With each direct report, the leader should clearly 
determine his or her current reality related to 
performance. Review growth gaps and growth goals. 
Partner with each of your direct reports to specifically 
create action items to bridge the gaps. 

Now it’s time to support each person’s effort and 
desired outcomes. 

Your actions reflect your beliefs, so if you say that 
growth and development are important, then it is 
critical to role model them yourself and to give your 
staff time to learn and process their new knowledge 

Of course, individual team members are the starting 
point for action items to reach their own growth goals. 
They must exert effort to show up, put in the time and 
energy, and follow through on their commitments. If 
team members seem reluctant to engage in growth 
and development activities, check in to gauge the 
activities' level of importance to them. Sometimes 
they might not be a good fit. Not everyone wants to 
be a formal leader or get an advanced degree. Having 
these conversations will help you understand each 
individual's internal drivers for engagement.

How each of the It Takes 
3TM elements can support 
growth actions

O r g a n i z a t i o n

L e a d e r s

I n d i v i d u a l s

and skills. Avoid falling into the trap of the “false 
growth mindset,” in which a leader gives lip service to 
growth mindset concepts but doesn’t follow through in 
practice.17 

Recognizing employee progress toward growth is 
also key and can be a very rewarding part of your job. 
Celebrating growth and development success stories, 
like presenting posters, speaking at conferences, and 
earning certifications and new degrees, is a great way to 
support these actions.

Learning organizations provide 
support for growth actions.

17 Dweck, C. S. (2015). Carol Dweck revisits the ‘growth mindset.’ 
Education Week, 35(5): 20-24.

Support your team’s growth actions with 
MedBridge’s tracking and reporting tools, which 
identify performance gaps and allow you to 
remediate with targeted education and training. 
MedBridge users indicate that MedBridge has 
helped them advance their career. 

How MedBridge Helps
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So what now? 

Research implies that when organizations invest in their 
staff’s development of knowledge, skills, and abilities, 
their level of engagement is positively influenced. As 
noted previously, improving engagement has been shown to 
improve all other metrics you measure. Leaders can’t afford 
not to look at the role of employee growth, development, and 
engagement in their organization.

You can start today by looking at the “Leaders” section 
outlined for each shortcut. Identify one or two ways that you 
can incorporate growth and development into your focus 
on engagement. Staff engagement can’t be a “sometimes” 
thing; it needs to be the main thing. Growth and development 
are drivers that promote this engagement and ultimately help 
you meet all your own goals.

Most importantly, remember to have fun along the way. See 
you in Professional Paradise!

To learn more about how MedBridge can help your organization, request a demo.

Putting It All Together: 
Applying These Shortcuts

Improve financial, clinical, 
and operational outcomes 
with MedBridge.

18 Rana, S. (2015). High-involvement work 
   practices and employee engagement. 
   Human Resource Development International, 
   18(3): 308-316.

www.medbridgeeducation.comsales@medbridgeed.com 206.216.5003

Vicki Hess, RN, MS, CSP, is your go-to 
resource for transforming employee 
engagement at the individual, 
department, or organization-wide 
level. As the author of four books, 
creator of the Engagement Excelerator 
Virtual Coaching Program, Certified 
Speaking Professional (CSP), trainer, 
and consultant, Vicki inspires 
healthcare leaders and staff to take 
action in a real-world, relatable 
way. Organizations that implement 
Vicki's ideas experience increased 
engagement, productivity, safety, 
quality, retention, patient satisfaction, 
creativity, and more. Access free tools 
and resources when you visit www.
HealthcareEmployeeEngagement.com.  

A b o u t  V i c k i  H e s s

The MedBr idge  Complete  Solut ion

Companies using MedBridge’s Enterprise solution have experienced up to a 75% 
reduction in staff attrition, with 99% of users indicating that MedBridge helped them learn 
new skills and 70% of users indicating that MedBridge helped them advance their career.

Regulatory &  
Compliance

Staff Engagement & 
Retention

Patient Engagement & 
Satisfaction

MedBridge offers the complete solution for healthcare organizations, leaders, and individuals. Put the concepts 
discussed in this white paper into practice and demonstrate your organization’s commitment to the growth and 
development of your staff with MedBridge’s suite of professional development resources.


