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Our Shared Governance Journey



Shared Governance During the Pandemic

4 House Councils

18 Unit Based Councils

Pre-Pandemic

All Shared Governance  
activities paused

March 2020

Discussion about 
revitalizing Shared 
Governance work begins

2022

Gap analysis 
performed...

But massive leadership 
restructuring from top 
down halted progress

2023



Key Issue:

Lack of Accountability

 

We’re told what to 
do but not how to do it

We’re not given 
time to do it

We’re not 
recognized 
when we 

manage to do it

We feel 
undervalued

We stop 
showing up

2023 Shared Governance Gap Analysis



Setting the Stage

New CNO appointed

Fall 2023

CNO established Shared 
Governance positions 

New Magnet Program Manager

Spring 2024

Council assessments 
conducted using a validated 
tool

Summer 2024



Shared Governance is a collaboration 
between frontline staff and formal 
leadership teams. 

It empowers frontline staff 
with a voice in decisions impacting 
their practice, their patients, and the 
work environment.

Our True North



UBC Functionality Tool

Fray B. (2011). Evaluating shared governance: measuring functionality of Unit Practice Councils at the point of care. Creative nursing, 17(2), 87–95. https://doi.org/10.1891/1078-4535.17.2.87



What Are the Barriers to Overcome?

• No paid, protected time for SG activities

• Lack of structure, clear vision & 
expectations

• Lack of communication & confidence in the 
SG system

Clinical Staff:

• Lack of understanding of SG & how it 
works effectively

• Productivity concerns

Formal Leadership:



Building the Structure



Goal Setting

Unit participation

UBC self-reporting 
functionality



•SBAR to CNO for paid, protected time

•Shared Governance workshops updated & re-
introduced

•A Coordinating Council was established

Evidence-based recommendations:

•Streamlines shared governance activities

•Allows for a block of paid, protected time to 
simplify scheduling

Council Day Design:

What We Did!



Shared Governance Council Day

0800-0900 0800-0900 0930-1100 1100-1115 1115-1230 1230-1330 1330-1500 1515-1530

Safety & Experience 
Champions

Breakfast Break

Professional Practice 
Council-
Nursing Excellence

Break

Professional 
Practice Council-
Policy & EBP/Research

Lunch Break

Coordinating Council-
• House & UBC councils report 

out
• Opportunities for feedback and 

discussion
• Recap of next steps, action 

items, and dissemination
• Updates from system level 

councils
• Open Q&A

Quarterly:
Nursing Care 
Committee

Supplies & Materials 
Sub-Committee

Employee Engagement 
Council- Events and 
Survey

Employee Engagement 
Council- Daisy & Rose

UBC/Sub-
Committee Working 
Time

Quality Council-
Falls & Neuro

Quality Council- HAPIs & 
Pain



Communication! 
Communication! 
Communication!

April 2025:

Barriers addressed

Structure finalized

May 2025: 

Education & Recruitment

Wrap up Professional 
Practice Council & FY25 
UBCs

June 2025: 

First Council Day: 
Working Meeting

July 2025:

Focus on Sustainability

August Onward:

Council Day Roll Out Timeline



Our Shared Governance Journey



• Informal conversations

• Formal check-ins

• Strategic planning

Communication is Key

Growth & Sustainability



• Standardization

• Incorporate feedback

• Closed loop communication

Continual improvement

Growth & Sustainability



Process Measures

FY25 
Goal 
Results:

Average attendance: 60% to 88%

UBC Functioning: Improved from 75% to 87.5%



Process Measures

FY26 
Goal Direct-care staff 

attendance at 51% or 
greater

0%

10%

20%

30%

40%

50%

60%

70%

PPC/Coordinating Council Attendance

% of Direct Care Associates



Turnover 
Rates:

In July of 2024, the first-year nursing turnover rate for the 
organization was 12%, and the overall associate turnover 
rate was 32.9%

As of June 2025, the first-year nursing turnover rate was 
9%, and the overall associate turnover rate in October 
2025 was 20.1%

Outcome Measures



Moving from "Present" to "Participating"

What's Next?



Our Shared Governance Journey



Current Frontline Staff Feedback:

House Councils: 

• Meaningful growth

• The homebase for action

Unit Based Councils: 

• The structure is in place

• Now how do we engage?

From Structure to Impact



25

The 30-Day Nurse Impact Sprint

• Focused Single-Issue 

Approach

• Time-Bound

• Aligns Professional/Shared 

Governance with Nursing 

Values

• Opportunity for Leader-Nurse 

Partnership



• Start of Month: Orientation and 
Planning

• Mid-Month: Sprint Execution

• End-of-Month: Review and 
Recognition

2026 Pilot Plan



• Progress Toward Goals

• Increased Engagement

• Fosters Collaboration

How Will We Know a Sprint is Successful?



Consistency, accountability, and 
a robust Shared Governance 

structure have led to increased 
engagement and participation, 

contributing to decreasing 
overall turnover.

Conclusions



Conclusions
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Q & A



Thank you!

Connect  w i th us:

WCH-SharedGovernance@ucheal th .com

K a t h e r i n e . R i c h@u c hea l t h . c om

S h a n n on .B i l t z@ uche a l t h . com

A m a n d a . K en c z ew i c z @uc h ea l t h . c om

mailto:Katherine.Rich@uchealth.com
mailto:Shannon.Biltz@uchealth.com
mailto:Amanda.Kenczewicz@uchealth.com
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