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Dedicated to

One of the most important mentors of my career is Earl Bakken, an inventor and a leader
in transforming healthcare to a model that cares for people as whole human beings:
body, mind and spirit. In his paper, “Project 2010 — A Vision of Health Care in the Twenty-
First Century,” Earl, a lifelong proponent of improving the patient experience, formulated
what he believed an ideal hospital should be in the year 2010. He envisioned a future
for healthcare that blended together traditional medicine and spirituality to create a true
healing environment. He was the visionary and supporter behind the building of the
North Hawaii Community Hospital (NHCH), which embodied his healing principles.

One of those principles was Patient Lavender. The NHCH team launched this program
to provide healing intention and prayer to those in need at NHCH. Earl asked me if I
could export that program to other hospitals around the world. We did just that, but
we called it a Code Lavender program and designed it as a rapid response system to
resuscitate the emotional, spiritual and physical needs for patients and families. It
represented a powerful shift away from a model where patients’ emotional and spiritual
wellbeing were too often overlooked. It was so powerful that soon staff members were
requesting access to the same kind of support for the emotional and spiritual trauma
they face every day in the course of delivering care.

As we work to spread Code Lavender programs and other human-centered practices
across the country and across the globe, we continue to be inspired by Earl’s vision and
by his passion for fixing healthcare. We dedicate this toolkit to Earl in gratitude for his
leadership and humanity.

~ M. Bridget Duffy, MD
founding partner of CEO Coalition, now Heart of Safety Coalition
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bExecutive

In today's healthcare ecosystem, the definition for exceptional care has expanded from
only meeting quality and safety standards to creating a healing ecosystem that meets
both the physical and emotional needs of patients, family members, physicians, nurses
and staff.

That's why more organizations are investing in programs such as Code Lavender.

A Code Lavender program is a formalized rapid response designed to support patients,

families, physicians, nurses and staff members in times of emotional distress. When

a stressful event occurs, care team members, patients

or families may call upon a Code Lavender response

team, typically comprised of pastoral care, wellness or

integrative medicine, social work, palliative care or other In a perfect world,
support services teams. The Code Lavender responders for every Code Blue
provide support that may include healing presence,

comforting resources, emotional or spiritual counseling called to resuscitate

and connection to additional support as needed. the heart and lungs
Organizations investing in Code Lavender programs there is a Code
have seen positive results, including improved nurse and Lavender called

physician wellbeing, staff experience, patient-family .
experience and quality/safety outcomes. directly after to

A Code Lavender program is a simple yet powerful way resuscitate the mind,

for organizations to invest in the wellbeing of care team body and spirit.
members, patients and families. Nevertheless, it requires a
thoughtful approach to ensure appropriate communication, ~ M. Bridget Duffy, MD

resources and cultural shift to produce its intended effect.
This toolkit was created to help healthcare organizations
design, launch and spread Code Lavender programs.

Supporting patient, family and care team member emotional wellbeing through
approaches such as Code Lavender programs is foundational to transforming healthcare
and achieving the Quadruple Aim of improved outcomes, lower costs, a better patient-
family experience and restoring joy to healthcare.

What you'll learn in this toolkit
* How a Code Lavender program supports an optimal human experience
* How to co-design and implement an effective Code Lavender program

* Resources and examples from organizations with successful programs
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Humanizing healthcare with

Today's healthcare organizations do more than provide great medical care. They work
to create an optimal human experience that promotes healing. We define the optimal
human experience as:

Respectful, empathetic interactions that connect people to
purpose, build trust and ease suffering for all involved in
healthcare — patients, families and team members.

To deliver on this promise, healthcare leaders recognize that they have to care for the
patients and families they serve and also invest in the wellbeing of care team members,
including physicians, nurses, therapists, technologists, food services, environmental
services and other support staff. In fact, in a study by the Experience Innovation
Network, 97% of healthcare executive respondents said improving caregiver wellbeing
is either very or extremely important to organizational success.

The Heart of Safety Coalition recommends a comprehensive strategy to reduce
care team burnout and build a culture of resilience, wellbeing and joy. Successful
organizations are investing in a culture that helps care team members:

* Overcome the inherent trauma of providing care by acknowledging challenges and
renewing emotional resources.

* Minimize the unnecessary trauma caused by poor systems by investing in leadership
and designing for efficiency, efficacy and empathy.

* Connect to purpose and joy by building recognition and storytelling into cultural
norms to reinforce meaning in work.
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Connect
to purpose
and joy

Overcome Minimize the
the inherent unnecessary
trauma of trauma
providing caused by
care poor systems

A Code Lavender program is a formalized rapid response designed
to support patients, families, physicians, nurses and staff members
in times of emotional distress. Much like a Code Blue is designed to

provide a coordinated care response when a patient’s heart needs
immediate resuscitation, a Code Lavender response supports people
who have suffered an emotional trauma and need a chance to
regroup, recover and find support and connection before continuing
with work or on their healing journey.

A Code Lavender program is a simple but effective strategy to help care team members
overcome the inherent trauma of providing care. A Code Lavender response can
mitigate the impact of an acute stress episode so that acute stress does not accumulate
into chronic stress. The program can also extend to patients and families, making
this a versatile resource to help care teams go beyond physical healing to support the
emotional wellbeing of all involved in healthcare.
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The impact of

Code Lavender programs look different at every organization, depending on the level of
need, level of commitment, scope of implementation and resources applied. The impact
often begins with the earliest conversations between leaders and care team members even
before the program is formally implemented. At one hospital, after a town hall meeting
to discuss the need, scope and specifics of a potential Code Lavender program, a nurse
approached organizers and said, “Thank you for talking about our emotional wellbeing,
I've worked here for 30 years and this is the first time any leader has acknowledged how
hard the work of caring can be.”

While many organizations formally measure the impact of Code Lavender programs
(recommended), others do not. Prior to producing this toolkit, we sent out a survey to
leaders who championed a Code Lavender program on their unit, in their department

or across their organizations. We received responses from 19 leaders with active Code
Lavender programs. While the number of leaders who formally track outcomes was small,
the results were almost universally positive:

Physician Nurse Staff Patient-family | Quality/

wellbeing | wellbeing | experience | experience safety

n=4 n=4 n=4 n=4 n=4

Positive

22
22

oo o
oo o
oo o
jo oo

Neutral @) @] @]

Negative
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One children’s hospital implemented a six-month Code Lavender response pilot in its
ICU. They saw significant improvements in the degree to which staff felt supported
during stressful events, as well as in levels of employee loyalty, as measured by Net
Promoter Score.

Staff support: Employee engagement:

During stressful times, I do not feel supported. Willingness to recommend as a place to
work Net Promoter Score

24%

16

2.7%

improvement
in 6 months

Pilot start Month 6

‘ The [Code Lavender
program] has changed
the energy on the unit in
a huge way. Our manager
1s more compassionate

during stressful times,

and we recognize each
other’'s burdens better
than we did before. 7 7

~ ICU team member
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Why emotional

Impact of emotional wellbeing on care team members

The caring professions demand a lot of doctors, nurses and other care team members.
Healthcare professionals tap into their intellectual, emotional and physical resources

to deliver exceptional care to their patients. Continually giving to others without
renewal leads to emotional exhaustion, depersonalization and loss of self-efficacy.’
Burnout symptoms among physicians are widespread and rising. In the 2024, Medscape
Physician Burnout and Depression Report 49% of physicians reported being burned out
and 20% reported being depressed.’ A study published by JAMA Network, revealed that
burnout was the reason 26% of 7,887 nurses left healthcare from 2018 to 2021.

Care team members who are unable to renew their personal emotional resources are
likely to develop apathy, treat patients and family members inappropriately, become
dissatisfied with their work and suffer in both personal and professional relationships.’

By contrast, low levels of clinician stress and burnout have been linked to:

* Reduced medical errors. Surgeons with lower levels of emotional exhaustion report
fewer major medical errors.’

* Improved patient adherence. Physician job satisfaction is directly correlated with
medical treatment adherence for patients with major chronic diseases.’

* Increased patient satisfaction. The patients of physicians who consider themselves
“very or extremely satisfied” with work show higher satisfaction scores. When nurses
are dissatisfied or report burnout, their patients are more likely to report lower
satisfaction levels.’

* Reduced turnover. Physicians experiencing lower levels of burnout are less than
half as likely to change jobs than those experiencing higher levels of burnout.’

* Lower medical liability. Burnout has been linked to increased risk of lawsuits.”

Impact of care team emotional wellbeing on patients and families

There are few studies examining whether patients and families received support for
their emotional wellbeing in the course of receiving care and what the impact was.
However, several studies link patient perception of provider empathy with improved
patient satisfaction.”” A New England Journal of Medicine Catalyst article notes most
definitions of patient-centered care specify that “care focuses on physical comfort as
well as emotional wellbeing.”* And one recent study found that nurses in clinics where
compassion practices were commonly used reported less emotional exhaustion and felt
more energized than those in clinics without regular compassion practices. Patients in
the former group of clinics reported more positive interactions with nurses and of their
care experience overall.”
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Code Lavender
program toolkit
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Quick start
guide

A Code Lavender program is a formalized rapid response designed
to support patients, families, physicians, nurses and staff members in
times of emotional distress.

Here are brief instructions to help you design, launch and spread a Code Lavender
program at your organization. If you want a copy of the Code Lavender toolkit with
detailed use cases of the program implemented at other hospitals and health systems,
please email heartofsafetycoalition@stryker.com.

Align
* Recruit program champions: Engage an executive sponsor and a
multidisciplinary team to co-design the Code Lavender program.

* Inventory existing resources: Discover and consider resources that
already exist to support the emotional wellbeing of care team members,
patients and families at your organization.

Co-design
* Enlist your program responders: Identify who will be on the Code
Lavender responder team and what their roles and responsibilities are.

* Determine when to deploy: Decide in which situations and events
someone can activate a Code Lavender response.

* Map your workflow: Create a process map to plan what happens when
a Code Lavender response is called.

Test

* Design your pilots: Draw up a small pilot of the program, launch the
pilot and use observational research and survey tools to capture pre-
and post-pilot data.

* Define your metrics: Choose process and outcomes metrics to measure
and determine the frequency and method of measurement.

Spread

* Plan your rollout: Assess the program pilot, determine your
communication strategy, decide where and how to spread and scale
the program and refine your measurement approach.
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Recruit program champions

To get started, identify champions at your organization to help co-design the program
and secure broader support. These champions will design the Code Lavender program,
advocate for resources, reduce the stigma associated with asking for emotional
support and encourage colleagues to use the program. This initial team should be
multidisciplinary and include an executive sponsor, physician leader, nurse leader and a
patient or family member. Think about recruiting champions from diverse backgrounds
and viewpoints to create a program that is culturally sensitive and provides appropriate
resources at appropriate times. Having different perspectives involved in design helps
ensure that the program will meet the needs of all participants. That said, we have seen
programs started by one physician or one frontline nurse, so if you aren't able to recruit
all of the champions immediately, don't let that stand in the way of getting started.

Things to consider when identifying champions:

* Are there leaders at the organization who have voiced interest in supporting the
emotional wellbeing of care team members?

* Are there people at your organization who have shared a personal story of burnout,
exhaustion or trauma who might be engaged in designing solutions?

* Who has influence at your organization? Who has the ability to energize colleagues
and create enthusiasm around new initiatives?

* How can you introduce the program goals to each champion in a way that taps into
their priorities and what matters most to them?

Program champions

Executive Sponsor

Physician Champion

Nurse/Clinical Champion

Program Champion

Patient or Family Member

* Vocally and visibly champions the work

* Ensures that all leaders have an understanding of their roles

* Communicates updates and fosters engagement across the organization
* Acts as the key interface with the executive team

* Provides resolution to urgent issues when escalated

* Vocally and visibly champions the work

* Identifies other physician leaders to engage in utilizing the
Code Lavender program

* Communicates project updates throughout the organization
* Vocally and visibly champions the work

* Identifies other nurse/clinical leaders to engage in utilizing the
Code Lavender program

* Communicates project updates throughout the organization

* Ensures continuity and follow-through with all stakeholders

» Supports coordination and scheduling of in-person events and calls
* Manages the implementation process and tracks measurable results

e Communicates project updates

* Provides patient and/or family member perspective
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Inventory existing resources

Many organizations have existing resources in place to support staff and physicians,
and these will be valuable in successfully setting up a Code Lavender program. It is
important to start this journey by connecting with your potential allies and getting
them excited about working together on this initiative. We often find that these groups
are working in silos. A Code Lavender program provides a platform for connection and
sharing of ideas across these groups.

As a first step, identify these resources in your organization, get together to discuss
the Code Lavender program and explore how you might be able to partner together.
Engaging allies early in this journey can help to ensure your Code Lavender program
incorporates resources without being duplicative and reflects your organization’s
unique culture.

Use the worksheet on the next page to identify existing support groups in your
organization and plan for these discussions. In addition, you may want to consult
subject matter experts on an as-needed basis. Some common partners are listed below.

Subject matter experts

* Legal

* Risk

* Patient experience provider and staff experience
* Finance

* Marketing

* Food and Nutrition Services

* Human Resources
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Sample support inventory worksheet

Who do they
support?

Description of
support

What would excite

them about a
Code Lavender
program?

Naturally twvested tn

What concerns might
they have about
a Code Lavender
program? If so, how
would you plan to
address them?

Adding additional

responsibilities fo a

Oalliative Care Paf‘r'e_w_f‘s, Eud of life, pain emotional wellbeing of team already strefched
Families management patiants, Families and  thin, Phased rollout with
care team members, clear fracking to eusure
appropriate vesourcing,
Naturally tvested in .
emo?[omff wellbaing; Not euough sustainable
Chaplatncy/ Staff, patients, Spiritual, chance to formalize a = "M Y compmitted

allies. Phased rollout with

Spiritual Care  families emotional support  process for care teams [, ° tracking to eusure
and bring visibility to appropriate resourcing.
work they already do.

lmmediate debrief 50#‘” the approach Questions about
Critical lncident  Staff awd and emotional with broader array of  efficacy of mou-clinical
Response Team  physicians support of care services that are not tnterventions, Pilot

feam after a
critical tncident

solely clinical; expands
the team,

and rollout with clear
wellbeing matrics.

Owngotng support

Broader array of

Concerus about people
accessing the services —

Employee of staff through resources; larger team. (s showing up a good use
Assistance Staff 1.1 coumseling and  Recoguizes different of time? lnclude in
Program somefimes critical  approaches for co-design, tap wto
ncident debriefing | different people. expertise to coach and
Frain responders.
No long-term follow-up
Professional/peer plan and support is needed
Medical Staff mentoring and luvestmant (n holistic | beyond the acute episode
Wellbeing Medical staff  opening doors to needs of individuals lnclude tn figuring out how
Committee work-life balance and groups. a Code Lavender program

fools

fits into the organization’s
overarching support plam,

lutegrative

Medicine

Staff, patients,
Families

Holistic intervent
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