Coming Together for Change!

[image: image1.png]



AIFT Report for Certification
[image: image2.png]




January, 2012


Facilitators

Queen Hill, LP

Health Coach

queen.hill@tmcmed.org
816 404 9684

Michelle Kinnison, MA, QMHP

Social Worker

michelle.kinnison@tmcmed.org
816 404 0357

AIFT Training Dates and Location
March 22-25, 2011

Kansas City, Missouri

Organization Description

Truman Medical Center Behavioral Health Lakewood Counseling Services is an outpatient Counseling Center in suburban Kansas City, Missouri.  They provide mental health, substance abuse, and gambling services to adults, children, adolescents and families that consist of medication, psychiatric evaluation, individual and group therapy, (Anger, Addiction Recovery, Family), couples and family counseling. LCS has four full time psychiatrists, four psychiatric nurses, three psychologists, six social workers, one counselor, one clinic case manager, and four office staff. They had recently expanded to a second floor which was primarily going to be the Children’s Unit. 
TMC BH LCS is part of a larger hospital system which includes 2 hospitals and quite a number of satellite locations. But they enjoy having a separate presence in the community due to their singular focus on mental health outpatient treatment and their location away from the hospital.
LCS had two big “losses” recently, the sudden departure of the facility Director, who had started the program, and the Director of Nursing. Staff felt some resentment and a sense of little direction. Management was in the process of restructure and details were not clear. A Business Manager would replace the Director and clinical direction would be assumed by discipline supervisors. They had the further concern that the physical expansion to the second floor would divide the program, with adults and children staff being totally separated in processes and approach as well as physically.

Core Group
We first met with the Administrator and a representative from the center for two planning meetings. We began to get a feel for the current situation. Then we met with the Clinical Directors of LCS, including a representative from each discipline. We received much useful information to develop our Ai plan. After the initial 7 hour session, we had a follow up 2 hour session at the LCS office.
Positive Topic

We utilized a retreat setting, including a nice lunch and much snacking for the opening session. Approximately 30 persons attended from LCS, representing all disciplines. We had finance, psychiatry, social work, outreach and substance abuse staff. The setting was a beautifully designed home built by a physician in the area for retreats of healthcare staff. We began the day with a lovely story by one of the planners. He described an exchange with his adult daughter as she prepared for college. In summary, he found that supporting her in her dreams far outstripped instruction he tried to give. 
The positive topic was Self Care and Personal Development through Teamwork. “Coming Together for Change”.
GOALS of the Lakewood Counseling Planning Session:
· To establish/re-establish a feeling of cohesion in light of recent staff changes and the expansion of the facility and staff

· To involve staff in creating a compelling image of the future for Lakewood Counseling

· To review the achievements over the last year

· To utilize stories to inspire visions of the future of LCS

Interview Guide (Method used)

We used the traditional Ai process of paired interviews with the interview guide and summary sheet. (See attachment) Then those pairs became a part of groups of four to six to share the paired experience and to develop themes.
Life Giving Forces

There was much consensus around the following:

Self Care

Management & Productivity Challenges

Team Work

Empowerment/Growth and Development 
Provocative Propositions

From those areas came three provocative propositions

LCS is a dynamic organization that recognizes, understands, and supports employee abilities and potentials by empowering diverse visions and contributions and by fostering quality growth

“Truductivity” Acknowledgement of Productivity Challenge. 

Working in an environment with productivity requirements that are built to support clinicians and care of patients
Each employee is empowered to practice self care, personal health and wellness
Strategic Intentions

Using the Provocative Propositions as our guide, the group, in a second session, fleshed out the following strategic intentions and steps:

Meaningful program development that employees value and find useful. Employees will ultimately feel more invested in their work
· Develop and send out survey related to employee interests/skills
· Restructure meeting times to fold in program development discussions

· Program Development will be as valued as productivity and count equally

Revisit Productivity-consider professional development and some critical client support activities as being a part of productivity
· Look at cost analysis/benefit run to accurately reflect current situation

· More informal recognition of what employees do

· Bonus program for productivity or double productivity for different programs
Staff support each other in developing and participating in health and wellness activities

· Eat healthy foods together for lunch

· Stretching at weekly meetings

· Yoga classes

· Be positive and acknowledge each other’s healthy habits
Impact or Results

It is oh, so interesting to watch persons under the “Ai Spell”. The leadership and creativity that emerged was tremendous. We can’t help but think that changes were made that are hard to capture and quantify. Among those would be a renewal, a bonding that was across programs. It was a great revisit to …….. maybe the core of what they do. And to the uniqueness, the potential of this group. They are so perfectly positioned to perfect their craft! We think this summit was pivotal for them.
While not the result of the summit, LCS has acquired the Business Manager to head up their operations since the summit. This is pretty fascinating-most of the “new vision”, the ideas generated at the summit, involves having a person with this kind of mind set/skills. It seems a perfect coincidence that the “blueprint” was developed. Staff and the new Director can sit down with a path drawn and an approach. Our return session found them with lots of “particulars”. They decided on a “to-do” list with concrete steps.  We believe the impact was substantial. 
Support for ongoing success

We are “handy” for this group, physically 10 minutes away. We have offered 1-2 mini-sessions to further their planning. We have communicated with the new Director so the group is aware of our availability. But we feel it is entirely likely that they have what they need for continued progress.
Our wishes for the inquiry-Lessons learned

(Queen) My wish was for persons to feel a break from the office environment and a freedom to dream. My “personal best” was when one of the groups came up with a visual that included them writing compliments on each others back. They used little “paper dolls” and fastened them together as a group. (photo included) I learned, again, that creativity can just run wild with the slightest encouragement! As far as facilitation, I once again learned to wait and be patient with the process. This is a hard lesson for me, one that I guess I have to relearn all the time. I am quite the structured person and want to move things along according to time and plan! Frankly, I still believe there is a place for that. But I learned there is also a time to relax and let the process flow. 
(Michelle) My wish was that LCS would be able to look differently at each other to find their strengths and realize that each person in their office has something to offer.  I learned that I have conquered some of my fears about speaking in front of a group, which is something that I have always struggled with.  My “personal best” experience is observing the interactions between interdisciplinary staff and watching them learn about each other and seeing their creativity explode into their now possibilities at LCS.  

Permission to Share

Yes, any information, stories or pictures can be used. 
Pictures

7 pictures on the visual image of the preferred dream.
1. One group decided to cut out little paper dolls representing a staff. They taped them on each other’s back and wrote positive characteristics of that person. 

2. It ended up being quite a little “choo-choo train” of folks writing on each other’s back!

3. The background of this picture shows how the paper dolls were then attached to each other to indicate bonding. The foreground is another groups illustration of “Keeping your tank full”. 

4. One of the docs was cleverly presenting how the current system of productivity being based exclusively on client hours was about to topple.

5. A more balanced approach would be the Dream State.

6. This was the illustration of the group on self care. These are the elements.

7. The self care group had fun in presenting!
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