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PROJECT INTRODUCTION & 
OVERVIEW

Navigating the future



EMOTIONAL CULTURE
AND HIGH PERFORMING 
TEAMS

4

• Trust is the foundation of high performing teams.

• High performing teams require high levels of emotional 
intelligence.

• Higher emotional intelligence scores relate to better decision 
making, better conflict resolution, and overall performance.

• No matter how skilled your team is, you're setting yourself up 
for failure if they don't feel psychologically safe.

• Effective leaders in high-performing teams exhibit 
transformational leadership—they inspire, motivate and, most 
importantly, are tuned in to the team's emotional 
undercurrents. 

“If we don’t ask about 
emotions, we may be trying 
to solve the wrong problem”

- Andy Stanley

Source: Killie, Chris, The Psychology of High Performing Teams: Unpacking the Layers of Cohesion. Forbes. January 2024



THE PROCESS
5

• Emotional Culture Deck Masterclass

• CVHS Employee Engagement Survey

• Collaboration with Wharton School of Business researcher Michael 
Parke (UPenn IRB approval) and Riders & Elephant Founder Jeremy 
Dean  

• Sample of managers and their direct reports

• Executive leadership team was not included

• May 23, 2024, Mid-Managers Workshop

• 28 managers attended and participated in the workshop

• Summary of workshop and Leadership Canvas sent to all managers 
after the workshop, including those who did not attend.



INTRODUCTION TO THE 
RESEARCH
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Purpose of the research: 

• Explore how emotional culture deck 
workshops affect wellbeing, leadership, 
and engagement.

• Examine the impact of communicating 
about emotions and wellbeing at work.

Goals of the research:

• Highlight the significance of emotional 
labeling and emotional culture in 
enhancing leadership, performance, 
and wellbeing.

• Assist organizations in assessing, 
nurturing, and maintaining effective 
emotional cultures and climates.

• Provide actionable insights that 
practitioners can implement within their 
teams and organizations.



PROJECT TIMELINE
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Highlights
• Support of management team 

• Structured intervention
• Excitement and engagement 

during workshop
• Early use of ECD deck by a 

practice manager
• ECD incorporate into monthly 

Psychiatric Services team 
meeting

Hurdles
• Maintaining momentum

• Monitoring follow up
• Competing priorities and/or 

initiatives

March - April 
2024

ECD 
Masterclass

April 2024

Workshop 
planning, 

meetings with 
Michael & 

Jeremy

May 2024

Pre-Survey

May 2024

Mid-Managers 
Workshop

July – August 
2024

Post-Survey

October 2024

Reviewed 
Results with 

management 
& leaders

November - 
December 2024

Shared results across 
organization



MAPPING OUR 
EMOTIONAL CULTURE
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LEADERSHIP CANVAS
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INTERVENTION 
RESULTS: 
SUMMARY OF 
FINDINGS
Unlocking new horizons



Intervention Results

No Significant Change in
Affect Labeling of  Negative Emotions 

No Significant Change in
Affect Labeling of  Positive Emotions

No Significant Change in
Emotional Support from Leaders

No Significant Change in
Employee Voice

No Significant Change in
Employee Engagement

T1 N = 153

T2 N = 103 
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Averages for Time 1 (pre-workshop) and Time 2 (post-workshop)
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Averages for Time 1 (pre-workshop) and Time 2 (post-workshop)
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THE SCIENCE OF 
WORKPLACE 
WELL-BEING: A 
SNAPSHOT OF 
ACADEMIC 
RESEARCH
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What is employee wellbeing?
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Psychological
wellbeing

Social 
wellbeing

Physical
wellbeing

HAPPINESS
Feelings of fulfillment and 

purpose in efforts

HEALTH
Injury or disease

Stress
Healthcare access

RELATIONSHIPS
Quality of interactions with 
others (e.g., trust, social 

support)

EMPLOYEE WELLBEING
Overall quality of  an employee’s experiences and functioning at work

Grant, Christianson, & Price, 2007



Emotional Support and Emotional Cultures

Toegel, Kilduff, & Anand, 2013; Kock et al., 2019; Adler et al., 2022; 
Barsade Y O’Neill, 2016

       

 
   

Employee Preferences 
Employees prefer 
managers who are attentive 
to their emotions and 
believe it is part of  the 
managerial  role

Empathetic Leadership 
Understanding emotional and 
work needs, providing 
feedback, and fostering security, 
can boost job performance 
through increased satisfaction

Emotional Culture and Resilience: 
Teams with a culture of  optimism and 
joy are more resilient and perform 
better, especially after setbacks.

16



EMPLOYEE 
EMOTIONS 
UNCOVERED: KEY 
FINDINGS FROM 
WORKPLACE 
EMOTIONS & 
WELL-BEING 
SURVEY
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Employee wellbeing metrics
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35%
Emotional 

engagement

23%

Burnout

2%

Job 
demands

49%
Psychological 

safety

Employees who selected top two answers (6 or 7 on 1-7 scale):

5%
Emotional 
Exhaustion



Themes from the open-ended responses…

“Positive and 
flexible 

relationship with 
the manager”

7/43 
Mentioned 

Satisfaction 
with 

Management

*To protect the anonymity of  participants,  we do not provide direct quotes. These are representative themes based on aggregating the responses.

Just under 30% of  the sample provided open-ended comments. We qualitatively coded these to identify representative themes.

“Issues with 
favoritism and 

fear of 
retaliation for 

mentioning this 
to leaders”

4/43 
Mentioned 
Favoritism 
Concerns

“Widespread 
lack of support 
from managers 
and leadership 
at every level”

3/43 Mentioned 
Dissatisfaction 

with 
Management

“Job descriptions 
need updating to 

reflect current 
responsibilities and 
provide clarity for 

tenured 
employees.”

2/43 Mentioned 
Need to Update 

Job 
Descriptions

“Management 
is 

unapproachable 
and avoids 

conflict 
resolution”

2/43 
Mentioned 

Poor Conflict 
Resolution

“Training needs 
improvement 
and should 

accommodate 
different 

learning styles”

2/43 
Mentioned 
Training 
Needs

19



38% of  employees are speaking up about issues related to mental wellbeing at 
work at least often to constantly

27%

31%

35%

7%

How often do you engage in the following 
behaviors at work?

• I spoke up honestly with concerns about my own 
or others' well-being.

• I pointed out problems concerning my own or 
others’ well-being.

• I proactively suggested new ideas that are 
beneficial to my own or others' well-being.

• I raised suggestions to improve my own or 
others' well-being.

Rating 1-2.49: 
Never or Rarely

Rating 2.5-4.49: 
Occasionally or Sometimes

Rating 4.5-6.49: 
Often or Very Often

Rating 6.5 and up: 
Constantly

Mean Voice on Wellbeing:  3.71 / 7
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69% of  employees feel that their manager offers them emotional support

21

Indicate your level of  agreement with the following.

• My manager encouraged me to share my feelings 
with him/her.

• My manager let me vent about my emotions.
• My manager let me know that my feelings were 

understandable or legitimate.
• My manager took an interest in my feelings.

22%

69%

9%
Rating 1-3.99: 

Disagree

Rating 4-4.99: 
Neutral

Rating 5-7: 
Agree

Mean Leader Emotional Support:  
5.53 / 7



Role of Manager in Supporting Wellbeing and Voice
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73% say leader promotes employee wellbeing

76% say leader cares about them

69% say leader solicits their feedback on ways to improve the team

54% say leader values their comments and implements concerns



Factors that predict employee performance (rated by managers) 
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% of  variance explained in 
overall performance1

1 R2 derived from bi-variate correlations between overall performance score (outcome) and each of the predictive factors

1 7.3%

Predictive factors Definition

Psychological 
safety

2

Extent to which employees feel 
safe to take risks and express 
themselves. 

6.7%

Voice solicitation3

Extent to which employees feel 
their leader cares and supports 
them.

5.9%

CVHS mean score

5.60 / 7

5.75/ 7

4.80/ 7Extent to which managers ask 
employees for their feedback and 
ideas

Leader concern 
and support

Leader support for 
wellbeing 

4

Extent to a manager’s consistent 
actions and attitudes that prioritize 
the health and overall well-being of 
their team. 

3.5% 5.25/ 7



LINKING 
EMOTIONS TO 
ORGANIZATIONAL 
CULTURE: CHC 
DATA, BEST 
PRACTICES, AND 
NEXT STEPS
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WHY OUR EMOTIONAL CULTURE 
MATTERS
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The HRSA Health Center Workforce Well-being Survey results point to the following drivers as 
having the most significant association with burnout workload, work life balance, 

professional growth, moral distress, and meaningfulness

The 2022 HRSA Health Center Workforce Well-being Survey results point to the following 
drivers as having the most significant association with job satisfaction organizational culture, 

professional growth, workload, and meaningfulness.

Results from the HRSA Health Center Workforce Well-being Survey demonstrate that Intention 
to stay is influenced by perceptions of  their jobs including professional growth, work life 

balance, meaningfulness, compensation and benefits, and moral distress.  

Results from the HRSA Health Center Workforce Well-being Survey demonstrate that staff  with 
high engagement are those who experience low moral distress, see high meaningfulness of  
their work, feel their team works well together, find health center processes helpful, have 

good work life balance, and get more recognition for their work.

Burnout Job 
Satisfaction

Intention to 
Stay Engagement

Source: https://data.hrsa.gov/DataDownload/DD_Files/HRSA%20Health%20Center%20Workforce%20Well-being%20National%20Data%20Report.pdf



WELL-BEING DRIVERS BY 
OUTCOMES
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Source: 
https://data.hrsa.gov/DataDownload/DD_Files/HRSA%20Health%20Center%20Workforce%20Well-being%20National%20Data%20Report.pdf



INTENTIONAL INTERVENTIONS

“When considering interventions, consideration should be given to how people work, what 
makes them feel good about their work, and how they connect with others to gain a sense 

of  belonging to the organization and work.” 

Key Features for Successful Interventions:
Leadership endorsement and engagement in interventions

Staff  are central to development and implementation
Engaging staff  with a diverse range of  backgrounds and experiences, including clinical and 

non-clinical roles

27
Source: https://data.hrsa.gov/DataDownload/DD_Files/HRSA%20Health%20Center%20Workforce%20Well-being%20National%20Data%20Report.pdf



Four broad strategies to address high work demands, informed by 
both academic research and practice
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• Start each week with a “to 
don’t” list – what top three 
things will you commit to 
deprioritizing?

• Jointly agree on 
nonessential meetings and 
tasks 

• Shift from attention to time 
management strategies: 
define who and what 
matters most

Reducing workload Protecting time for deep work Setting firm boundaries Embracing flexible work models

• Structure calendars to 
enable “bursty” 
communications among 
teams – alternating periods 
of quiet, independent work 
with rapid-fire collaboration

• Designate specific “no 
meeting” or “no Zoom” time 
windows / days

• Create environments for 
leaders to be vulnerable 
and share how they have 
managed work-life 
boundary conflicts 
throughout their careers

• Establish policies that allow 
people to commit to 
predictable time off (e.g., 
discouraging email on 
weekends and/or during 
certain hours)

• Experiment with radically 
new work schedules: 
shorten the work week 
(e.g., 4-day work week) and 
the work day (e.g., 6 
focused hours vs. 8 
unfocused hours); shift 
hours across weeks with 
uneven workloads

• Create new programs that 
challenge fixed and 
traditional career 
trajectories (e.g., 
sabbaticals)

Mean Work Demands Score Time 1: 
4.64/ 7



Psychological safety
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“Shared belief  within a team that it is safe for inter-personal risk taking” (Edmondson, 1999)

Source: Edmondson, A. C. (1999). Psychological safety and learning behavior in work teams. Administrative Science Quarterly; 

Low Psych Safety
• Focus: Impression Management & Satisficing 

Team Goals
• Team members fear looking dumb or offending 

others by asking questions or expressing dissent
• People cover up mistakes and do not ask for help
• Reserved dialogue and restricted information 

sharing (e.g., private goals/info withheld)

High Psych Safety
• Focus: Learning & Optimizing Team Goals
• Team members feel comfortable asking 

questions, requesting clarification, expressing and 
discussing dissenting views

• People admit mistakes and ask for help
• Candid dialogue with broader and freer 

information sharing (e.g., sharing private 
information/goals)

Mean Psych Safety Score Time 1:  
5.25/ 7



Psychological safety
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Sources: Catmull, E. & Wallace, A. (2014). “Honesty and Candor” in Creativity, Inc.: Duhigg C. (2016): What Google Learned from Its Quest to Build the Perfect Team: 
https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html; Edmondson, A. C., & Lei, Z. (2014). Psychological safety: The history, renaissance, and future of an interpersonal construct. Annual Review of 
Organizational Psychology and Organizational Behavior.

■ Benefits
❑ Reducing errors
❑ Promoting innovation
❑ Fostering inclusion

■ How to build it
❑ Candor: model vulnerability & openness
❑ Consult: ask for input consistently
❑ Consider: acknowledge concerns & suggestions
❑ Closure: explain what you’re doing in response

■ Caveats
❑ It’s not about being nice
❑ Accountability: also need high 

performance standards

https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html


How to create emotionally authentic and supportive environments

31Source: Toegel et al. Emotion helping by managers (2013). Academy of Management Journal.

3

4

5

Listen without interrupting.

Validate: Explain why their experience/feeling is legitimate

Problem-focused: “Is there anything I can do to help?”

1 Mindset: View emotions as information (be open & curious)

2 Invite (but do not force): Check in with people (e.g., how are you feeling about the 
work/team? Anything we need to talk about?)

(after emotion expressed)
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Here, you matter. Here, you 

count.
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School. Previously, he served as an Assistant Professor of 
Organizational Behavior at London Business School. Michael is an 
expert on team effectiveness. His research focuses on the factors that 
drive team performance, emotional engagement, and employee 
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https://poetsandquants.com/2024/05/18/2024-best-40-under-40-mba-professors-michael-r-parke-the-wharton-school-university-of-pennsylvania/
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