INTRODUCTION

Background

Supporting new graduate nurses is critical to patient
safety, staff retention, and overall unit performance,
especially in high-acuity environments like the
NICU. At Virtua Voorhees NICU, a noticeable
iIncrease in novice RNs, combined with the
pressures of rapid deployment, rising patient acuity,
and a demanding clinical environment, led to higher
risk of burnout and turnover. These challenges
directly threatened the organization's goals of
maintaining a skilled, stable workforce and ensuring
high-quality, consistent neonatal care. Implementing
the Collaborative Support Model (CSM) aimed to
address these risks by improving the orientation
experience, promoting engagement, and
strengthening the transition to independent practice.

Purpose

Project Aim: Improve orientation for new graduate

and NICU-inexperienced nurses at Virtua Voorhees

NICU through the Collaborative Support Model

(CSM)

Goals:

» Enhance clinical confidence

« Strengthen communication

* Increase staff engagement

* Reduce turnover

Rationale:

« Traditional orientation lacked structured, ongoing
support

* National trends show high attrition, especially in
critical care settings

Need:

» Innovative, supportive onboarding strategies

* Promote nurse retention and ensure safe, high-
quality patient care

Framework:

Plan-Do-Study-Act (PDSA)

 The CSM fosters collaboration through regular
meetings between orientees, preceptors,
Advanced Nurse Clinicians (ANCs), and Assistant
Nurse Managers (ANMs).
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METHODS

Setting and Participants:
« Setting: Level lll Neonatal Intensive Care Unit
(NICU) at Virtua Voorhees Hospital.

« Participants: New graduate RNs and RNs with no
prior NICU experience in conjunction with
preceptors, Advanced Nurse Clinicians (ANCs),
Assistant Nurse Managers (ANMs).

 Timeline: March 2024 to current state.

Intervention/Process:

Plan

= The leadership team designed a
structured, team-based
orientation support process
involving regular meetings
(CSM) between orientees,
preceptors, Advanced Nurse
Clinicians (ANCs), and
Assistant Nurse Managers
(ANMS) .

Feedback led to meaningful
modifications, including the
integration of discussions about
unit culture, the option for
individual check-ins, and
improved education on the purpose
and format of CSM meetings.

Study

Do
Study Do
+ Surveys and qualitative The model was implemented
feedback were collected from with meetings every 2-4
21 new RNs and their weeks, focusing on orientee
preceptors to evaluate the progress, goal setting,
effectiveness of the CsM and support needs, and comfort
identify areas for with core clinical tasks
improvement. (e.g., medication
administration,
prioritization, Iv
insertion, time management}).

Data Collection and Analysis:

Preceptor Survey Orientee Survey

1. How effective do you find the CSM meetings in helping orientees

1. How would you rate the overall usefulness of the CSM meeting?
during their orientation? O

2. How effective do you find the CSM meetings in helping orientees () 2. Do you feel more confident in your role after attending the CSM
during their orientation? meetings?

3. Can you provide an example of how CSM meetings have positively ', 3. Can you describe specific instances where the CSM meeting helped

impacted an orientee or yourself as a preceptor? you in your role?

4. Do you feel that the CSM meetings address the specific needs of () 4. How salisiicd are you witt the freq At ngs?

orientees?

5. How satisfied are you with the structure and organization of the CSM faced by new orientees in the NICU?
meetings?

6. What improvement's would you suggest for the CSM meetings?
6. What improvements would you suggest for the CSM meetings?

5. Do you think the CSM meeting adequately addressed the challenges

RESULTS

Key Findings:

« Participants reported increased support, improved

communication, and stronger team engagement.

* QOrientees rated CSM meetings 4.63/5 for
usefulness, with 76% stating it boosted their
confidence during orientation and transition to
iIndependent practice.

* 71% of preceptors found CSM very effective in
supporting orientee progress.

* Notably, no negative responses were reported,
highlighting the model’s positive impact.

Overall Feeling of Overall CSM meetings
usefulness of confidence in satisfection adequately
CSM meetings yourrole after  with frequency addressed

1 2 3 4 CSM meetings of CSM meetings challenges
o) (o) o)
Average rating 67 /0 83 /O 75 /O
Agree or Satisfied Agree or

strongly agree

450 strongly agree

Actionable Data:

In response to the open forum question for

Improvements:

« Offering independent follow-up meetings
surrounding the CSM meetings

* Incorporating questions related to unit culture and
environment

* Ensuring that meetings consistently involve the
orientees' primary preceptor.

« All improvements were recently implemented as
changes to the CSM meeting.
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CONCLUSIONS

Interpretation:

The orientation process has been strengthened by
these changes, and ongoing surveys will continue to
inform future improvements.

Relevance:

The Virtua Voorhees NICU remains committed to
using the PDSA cycle to iteratively refine orientation
practices to improve engagement, communication,
safety, nurse satisfaction, and ultimately decrease
turnover rate. This approach ensures that the
orientation model remains responsive to the evolving
needs of the nursing workforce.

Limitations and Future Directions:

« Small sample size: feedback was collected from
only 21 new RN'’s and their preceptors, which
limits generalizability.

« Single- site implementation: conducted only at
Virtua Voorhees NICU

« Short evaluation period: data reflects early
outcomes; long- term impact on retention and
performance remains unknown.

 Variability in CSM delivery: differences in
preceptor involvement and meeting constituency
may have influenced participant experiences.
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