NURSING EXCELLENCE

Achieving Magnet® designation:
From preparation to pride

A health system describes how it achieved designation for

all of its facilities.

By Barbara Wadsworth, DNP, RN, MBA, FACHE, FAAN, NEA-BC

came one of only 19 health systems

across the nation to receive Magnet®
designation for all of its facilities from the
American Nurses Credentialing Center
(ANCCQ). My colleagues and I are enor-
mously proud of this achievement—and of
every step we travelled together along the
way to get here.

Anyone who has been involved in
shaping a Magnet submission docu-
ment—whether for an individual facility
or an entire system—understands the ar-
duous process involved. At Main Line
Health, our writing journey began in Au-
gust 2013 immediately after release of the
new Magnet application guidelines.

Main Line Health is a not-for-profit
health system serving portions of Philadel-
phia and its western suburbs. We have
10,000 employees, of whom 2,800 are
nurses. More than 50% of our nurses are
specialty certified and 62% have bache-

I n March 2015, Main Line Health® be-

Lessons learned

We learned valuable lessons when preparing and submitting Magnet® ap-
plication documents for Main Line Health.

Project your final deadline 4 weeks before the actual deadline and es-
tablish mini-deadlines throughout the process for each section. We were
able to complete our application 2 weeks early.

Don't write the Transformational Leadership section first. We learned this
the hard way. That section proved to be one of the most extensive and
challenging to write. | suggest starting with the sections where the re-
quired data are most easily available.

Establish shared ownership of even the smallest details. Each of our writ-
ten exemplars had an “owner”—a steering committee member responsi-
ble for organizing the content and completing the writing for an as-
signed exemplar.

During the review process, recruit readers who haven't been involved in
writing the content and aren't too close to it. We used three outside
readers—two of whom weren't nurses—who provided excellent feed-
back. We were able to give them enough advance notice so they could
anticipate receipt of the various pieces and ensure fast turnaround.

We created our own website where documents could be shared with one
another and with our outside consultant throughout the entire process.
Most important, make sure each one of your facilities is ready. From the
day | joined Main Line Health in September 2012, | spent a lot of time

lor's degrees. The average length of nurse
employment is 13.5 years, representing a
93% retention rate.

Previously, three of our hospitals—Lankenau
Medical Center, Bryn Mawr Hospital, and Paoli
Hospital—achieved Magnet designation—with
2015 marking the third consecutive designation
for these facilities. Also among our facilities with
Magnet designation are Riddle Hospital, Main Line
Health HomeCare & Hospice division, and Bryn
Mawr Rehabilitation Hospital. The latter is one of
only four acute rehabilitation centers in the coun-
try, and the only one on the East Coast, to achieve
Magnet recognition.

Preparation a top priority

We knew that to apply for Magnet designation, we
had to be absolutely ready. The first step was to
form a strong steering committee for the process.
The group included 17 members, including myself,
our Magnet director Rosi Wurster, vice presidents of
nursing from Main Line Health’s four acute-care
hospitals and rehabilitation hospital, nurse direc-
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studying our facilities. | knew without reservation that our culture was
“Magnet ready” and it was time to go for it.

tors, nurse managers, nurse educators, and clinical
nurses. Each member would play a vital role in
building our application, including responsibility
for writing designated portions of our 375-page sub-
mission document.

Creating a structure and timeline
The first order of business was to formulate a struc-
ture for the document and create a detailed time-
line for each piece of this enormous project. With
an ANCC submission deadline of April 1, 2014, we
opted to plan for completion by March 15. This
gave us a cushion for anything unexpected and
plenty of time for the final review process. We then
worked backwards to build a calendar indicating
due dates for the various writing assignments, al-
lowing ample time for review and revision at each
step. (See Lessons learned.)

While each of our 17 committee members was
involved in writing the submission document, we
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hired an outside consultant to serve as the overall
editor—a communications expert who could refine
each piece and meld the components together. No
one on the committee was a professional writer, so
the consultant conducted a writing workshop for us,
sharing basic tips and formatting guidelines. This
workshop was well-received and proved to be high-
ly beneficial.

We staggered the initial due dates for each of the
five sections—Organizational Overview, Transfor-
mational Leadership, Structural Empowerment, Ex-
emplary Professional Practice, and New Knowledge,
Innovations and Improvements—with copy to be
placed on our shared drive beginning as early as
November 15. We built in multiple steps to accom-
modate various reviewers, allowing ample time be-
tween each edit stage.

Perhaps the most significant challenge in devel-
oping the submission document was creating the
formal structure surrounding information gathering
and cascading. But our greatest challenge overall
was ensuring we had enough data and empirical
outcomes to represent equally each of the six enti-
ties comprising Main Line Health, in support of
each one of the 72 Magnet standards.

Cheers and tears
With our document complete, we submitted our ap-
plication electronically for the first time (which in-

volved its own learning curve). After ANCC notified
us to prepare for their phone call telling us if we’d
achieved Magnet designation, we gathered 700 of
our colleagues to listen in. The group included nurs-
es and many colleagues across other disciplines.
Gaining Magnet designation for all of our facilities
is so much bigger than what we do as nurses. Mag-
net designation recognizes the work of every mem-
ber of our staff every day. Ultimately, we are all in
this together and succeed only because of the peo-
ple who contribute to the quality of care we deliver.

When the announcement was made, cheers in
the room brought tears to my eyes. To celebrate our
achievement, Main Line Health held special events
at each campus and distributed a $250 bonus to
employees across the system, totaling more than
$3.2 million. I feel fortunate to work for an organi-
zation that values Magnet recognition so highly
and recognizes the contributions of its entire team.

But we don't do what we do simply to achieve
Magnet recognition. We do the work of nursing for
our patients and our community; we create this en-
vironment for each other and for our colleagues
across all disciplines because it’s the right thing to
do. It’s the core of our work as nurses and reflects
our commitment to our patients.

Barbara Wadsworth is senior vice president and chief nursing officer at Main Line
Health in southeastern Pennsylvania.
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