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Outcomes Outcomes 

Develop tools and framework that Develop tools and framework that 
support preceptor and intern support preceptor and intern 
development in the 21development in the 21stst Century Century 
workplace. workplace. 
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Vermont Nurse Internship Vermont Nurse Internship 
Project (VNIP)Project (VNIP)

History, background, evidence History, background, evidence 
collection and outcomes.collection and outcomes.
Unique features of VNIP Unique features of VNIP 
Target audienceTarget audience

How does this relate to participants? How does this relate to participants? 
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History, background, evidence History, background, evidence 
collection & outcomescollection & outcomes

Initial pilot in 2000Initial pilot in 2000
Revisions based on work with 54 new Revisions based on work with 54 new 
graduate nursesgraduate nurses
Over 90 new graduates impacted Over 90 new graduates impacted 
Pilot of standardized model in 2001Pilot of standardized model in 2001
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Target AudienceTarget Audience
COPA model & Preceptor Development is COPA model & Preceptor Development is 

applicable across the continuum and  applicable across the continuum and  
across all specialtiesacross all specialties
InternsInterns
–– New grads, new to specialty, reNew grads, new to specialty, re--entryentry
–– RN, LPN, other allied healthRN, LPN, other allied health

Preceptor Preceptor 
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Unique Aspects of VNIP ModelUnique Aspects of VNIP Model

Collaborative effort inclusive of Education, Collaborative effort inclusive of Education, 
Regulation & Practice (all HC settings)Regulation & Practice (all HC settings)

Framework/tools developed for use in Framework/tools developed for use in 
multiple agencies across the continuummultiple agencies across the continuum

Competency development/assessment Competency development/assessment 
considers critical thinking, human caring, considers critical thinking, human caring, 
leadership and management skills as equally leadership and management skills as equally 
import as the tasks & procedures import as the tasks & procedures 
–– (based on the COPA model)(based on the COPA model)
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Other unique aspectsOther unique aspects

Promotes  a Promotes  a ““Concept basedConcept based”” approach rather approach rather 
than a than a ““casecase--basedbased”” orientation processorientation process
Focus on preceptor developmentFocus on preceptor development
–– Research and theory basedResearch and theory based
–– Mixed audience inclusive of allied health teamMixed audience inclusive of allied health team
–– Teaching preceptors to foster C.T. skill development Teaching preceptors to foster C.T. skill development 

& evaluate performance outcomes& evaluate performance outcomes

Statewide standardization of preceptor and Statewide standardization of preceptor and 
intern development framework and curriculum intern development framework and curriculum 
(including competence assessment)(including competence assessment)
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What we hadWhat we had

A competency based orientation A competency based orientation 
framework that provides: framework that provides: 
–– Intensive internship with new graduates Intensive internship with new graduates 
–– Routine orientation of experienced hiresRoutine orientation of experienced hires
–– Competency assessment for travelersCompetency assessment for travelers
–– Clearly defined expectations that were Clearly defined expectations that were 

performanceperformance--basedbased!!
–– Inadequately prepared preceptorsInadequately prepared preceptors
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What we have learnedWhat we have learned

Preceptor development 
and support

Clinical Coaching Plan
- Development of Critical Thinking

Preceptors

Interns

Clearly defined expectations
Standardized performance outcomes (COPA)
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Data, Outcomes, and Data, Outcomes, and 
implications of the pilotimplications of the pilot

48% of Interns recruited from out of 
state schools and/or residence 

Retention – FAHC tracking
1999 Pre-Internship rate was 75%
With the internship, the rate rose to 93% 

of new grads that completed

Outcomes Outcomes -- Transition to Practice Transition to Practice 
survey results:survey results:

1 2 3 4 5

Orientation is structured

Effective process used

Supportive environment

Orientation develops new grad

Orientee  feels well prepared

Develops Critical thinking

Competence assessed

Before One year after
Strongly disagree                           to                          Strongly agree

Survey of managers, educators, preceptors

1212
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Outcomes Outcomes 

Position Vacancy ratePosition Vacancy rate
–– Consistently 20% & higher prior Consistently 20% & higher prior ––

currently 0%currently 0%
–– No recruitment or advertising costsNo recruitment or advertising costs
–– Nursing students Nursing students –– asking for positions asking for positions 

after program completionafter program completion
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Outcomes Outcomes 

““Nursing literature reports that the inability to Nursing literature reports that the inability to 
handle the intense working environment, handle the intense working environment, 
advanced medical technology , and high patient advanced medical technology , and high patient 
acuity results in new grad turnover rates of acuity results in new grad turnover rates of 
35% to 60% within the first year of 35% to 60% within the first year of 
employment.employment.””

(Beecraft, Kunzman, & Krozek, 2001)(Beecraft, Kunzman, & Krozek, 2001)

VNIP turnover rate VNIP turnover rate –– less than 10% for less than 10% for 
new graduates completing the new graduates completing the 
internshipinternship
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OutcomesOutcomes-- QualitativeQualitative
Preceptors Preceptors ––
““great program, I hope to see this great program, I hope to see this 

continuecontinue””
““great to watch her grow each daygreat to watch her grow each day””

Interns Interns ––
““ Thank you ! Thank you ! ””
““ WonWon’’t take position unless t take position unless 

Internship offeredInternship offered
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Activity 1  Activity 1  -- Planning for program Planning for program 
evidence & research foundation evidence & research foundation 

Start with the endStart with the end
–– What are your goals ?What are your goals ?
–– Why change ?Why change ?
–– How will you determine success?How will you determine success?
–– What data will you collect? What data will you collect? 
–– How to measure it?How to measure it?

Tools, process, outcomes Tools, process, outcomes 
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Research/EvidenceResearch/Evidence--
based? based? 

©© 2007 Vermont Nurses In Partnership (VNIP) All rights reserved. 2007 Vermont Nurses In Partnership (VNIP) All rights reserved. vtvt--nurses@earthlink.net  www.vnip.org  nurses@earthlink.net  www.vnip.org  1818

Research/publication Research/publication 
Studies revealing Studies revealing ““best practicebest practice””
Current studies & data collectionCurrent studies & data collection
Literature search Literature search 
Consults/queries to the Consults/queries to the ‘‘expertsexperts’’
–– AcademiaAcademia
–– RegulationRegulation
–– Diverse practice settings Diverse practice settings 

Evidenced based practice Evidenced based practice 
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Dreyfus model of Dreyfus model of ‘‘skills acquisitionskills acquisition
–– BennerBenner’’s application to nursings application to nursing

Teaching/Learning TheoriesTeaching/Learning Theories
–– Retention of learning, learning styles, teaching theory, etcRetention of learning, learning styles, teaching theory, etc

COPA model COPA model --
–– Performance outcomes vs. learning objectivesPerformance outcomes vs. learning objectives

Grif Alspach Grif Alspach –– preceptor program/instr. preceptor program/instr. 
Critical Thinking & skill development, Group Critical Thinking & skill development, Group 
dynamics, Communication, leadership,  team dynamics, Communication, leadership,  team 
building, training & development building, training & development 

Research and theory baseResearch and theory base
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Research, theory & lawResearch, theory & law

Nurse practice act Nurse practice act 
Boards of Nursing Boards of Nursing 
Standards of Practice for specialty Standards of Practice for specialty 
Accreditation organizationsAccreditation organizations
–– JCAHOJCAHO
–– State surveyorsState surveyors
–– NLNACNLNAC

Framework comprised of:Framework comprised of:

Orientation competence checklist Orientation competence checklist ––
outlines clearly defined expectationsoutlines clearly defined expectations
–– Novice vs. Expert expectationsNovice vs. Expert expectations
–– Use of SAMPLING for orientationUse of SAMPLING for orientation

Universal Competency toolUniversal Competency tool
–– With additional unit specific criteriaWith additional unit specific criteria

Goal/Competency BasedGoal/Competency Based
–– Rather than time oriented Rather than time oriented 
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Framework Requires:Framework Requires:

Preceptor education and supportPreceptor education and support
Protocols for preceptor and Protocols for preceptor and 
competency development programscompetency development programs
““Time to teachTime to teach”” factorfactor
Didactic instruction integrated with Didactic instruction integrated with 
““handshands--onon”” practice (experiential practice (experiential 
learning fostered by preceptor)learning fostered by preceptor)
Concrete critical thinking developmentConcrete critical thinking development
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Preceptor Development Preceptor Development 
and  Support and  Support 

Requires protocols, theoryRequires protocols, theory--based based 
instruction, practical application & instruction, practical application & 
ongoing dialogueongoing dialogue
Includes tools and components found Includes tools and components found 
with the Internship model/resourceswith the Internship model/resources
Integrated with competencies Integrated with competencies –– clearly clearly 
defined expectations.  defined expectations.  
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Preceptor DevelopmentPreceptor Development

TeachingTeaching
–– How to teachHow to teach
–– How to develop critical thinking skillsHow to develop critical thinking skills

Protector RoleProtector Role
Evaluator Evaluator –– competency validationcompetency validation
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Preceptor Development Preceptor Development 

Research and theory based instructionResearch and theory based instruction
New roles and responsibilitiesNew roles and responsibilities
‘‘time to teachtime to teach’’
Ongoing support for preceptorsOngoing support for preceptors
Clinical Coaching plansClinical Coaching plans
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Once roles are definedOnce roles are defined
-- instructional needs are identifiedinstructional needs are identified

Topic areas = performance goalsTopic areas = performance goals
Determine instructional strategies that Determine instructional strategies that 
might prepare them might prepare them 
Rank order strategies according to:Rank order strategies according to:
–– Novice to expertNovice to expert
–– Simple to complexSimple to complex
–– Planning for success Planning for success 
Build a Build a ‘‘teaching planteaching plan
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Preceptor PreparationPreceptor Preparation
1.1. Role & ResponsibilitiesRole & Responsibilities
2.2. Novice to ExpertNovice to Expert
3.3. Adult Learning & Teaching/Learning TheoryAdult Learning & Teaching/Learning Theory
4.4. Delegation/Liability/AccountabilityDelegation/Liability/Accountability
5.5. Team building, relationships, group dynamicsTeam building, relationships, group dynamics
6.6. Preceptor ToolkitPreceptor Toolkit
7.7. Competency development/assessmentCompetency development/assessment
8.8. Individual Styles Individual Styles -- Personality, conflict, Personality, conflict, 

generational, culture, ethnic, religious, etc. generational, culture, ethnic, religious, etc. 
9.9. Communication Skills & Giving Feedback Communication Skills & Giving Feedback 
10.10. Critical thinking & how to fostering it in othersCritical thinking & how to fostering it in others
11.11. Preceptor Experiences  & Ongoing Preceptor Preceptor Experiences  & Ongoing Preceptor 

Development and SupportDevelopment and Support
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Activity 2Activity 2

Are these necessary?Are these necessary?

What content?What content?

What priorities?What priorities?

How much time to invest?How much time to invest?

Do your orientation tools Do your orientation tools 
specify measurable criteria ?specify measurable criteria ?
For assessment of:For assessment of:

Procedures and tasksProcedures and tasks
DocumentationDocumentation
Communication skillsCommunication skills
Interpersonal relationship skillsInterpersonal relationship skills
Critical thinkingCritical thinking
LeadershipLeadership
ManagementManagement
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Criteria for intern developmentCriteria for intern development
-- based in COPA modelbased in COPA model

COPA modelCOPA model
–– Competency Outcomes & Competency Outcomes & 

Performance AssessmentPerformance Assessment
–– Dr. Carrie Lenburg Dr. Carrie Lenburg 

http:11www.nursingworld.org/ojin/topic10/tpc10toc.htm  http:11www.nursingworld.org/ojin/topic10/tpc10toc.htm  
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Clearly Defined Clearly Defined 
ExpectationsExpectations

For both intern and preceptorFor both intern and preceptor
COPA modelCOPA model
http://nursingworld.org/ojin/topic10/tpc10_2.htmhttp://nursingworld.org/ojin/topic10/tpc10_2.htm

–– Eight essential dutiesEight essential duties
–– Defined in specific measurable termsDefined in specific measurable terms
–– Consider critical thinking skillsConsider critical thinking skills
–– ““What does a nurse do?What does a nurse do?””
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Clinical Coaching PlanClinical Coaching Plan

Teaching plan &/or action planTeaching plan &/or action plan
Principles of teaching and learningPrinciples of teaching and learning
–– Adult learning and personal learning stylesAdult learning and personal learning styles
–– Experiential learning Experiential learning –– action basedaction based

Specific measurable outcomes Specific measurable outcomes (COPA)(COPA)

Specific instructional strategies Specific instructional strategies 
Concrete C.T. development toolConcrete C.T. development tool
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Clinical Coaching PlanClinical Coaching Plan

4 columns4 columns
LabelsLabels
–– Instructional strategiesInstructional strategies
–– Performance outcomesPerformance outcomes
–– Met?Met?
–– CommentsComments

Reflections on practice/learning Reflections on practice/learning 
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Teaching how to:Teaching how to:

Foster critical thinking skillsFoster critical thinking skills
Provide experiential learningProvide experiential learning
Protect safetyProtect safety
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Teaching with:Teaching with:

Clinical coaching plansClinical coaching plans
Standardized curriculumStandardized curriculum
Essential forms and process Essential forms and process 
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Clinical Coaching Plans Clinical Coaching Plans 

Instructional 
Strategies

Performance 
Expectations

Met? Comments 

Reflection on practice/learning 
(concrete C.T. development)

Clinical Coaching PlansClinical Coaching Plans

A roadmap for the learning processA roadmap for the learning process
A plan for competency assessmentA plan for competency assessment
A documentation tool A documentation tool 

©© 2007 Vermont Nurses In Partnership (VNIP) All rights reserved. 2007 Vermont Nurses In Partnership (VNIP) All rights reserved. vtvt--nurses@earthlink.net  www.vnip.org  nurses@earthlink.net  www.vnip.org  3838

©© 2007 Vermont Nurses In Partnership (VNIP) All rights reserved. 2007 Vermont Nurses In Partnership (VNIP) All rights reserved. vtvt--nurses@earthlink.net  www.vnip.org  nurses@earthlink.net  www.vnip.org  3939

Reflection on practice Reflection on practice 

How to integrate critical thinking How to integrate critical thinking 
development, SBAR, Relationshipdevelopment, SBAR, Relationship--
based care, population diversity within based care, population diversity within 
the instruction? the instruction? 
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Activity: Activity: 

A clearly defined expectation for A clearly defined expectation for 
critical thinking in a novice. critical thinking in a novice. 

Instructional strategy for fostering thisInstructional strategy for fostering this

Core concepts Core concepts 

Start with the end in mindStart with the end in mind
–– Keep returning to that balancing pointKeep returning to that balancing point
–– ROI ROI -- Return on investmentReturn on investment

Data collection Data collection –– What is the evidence ?What is the evidence ?
Preceptor development & support Preceptor development & support 
Clearly defined expectationsClearly defined expectations
Clinical Coaching Plans Clinical Coaching Plans 
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Internship vs. OrientationInternship vs. Orientation

The same framework and tools are The same framework and tools are 
applicable for ALL orientation and applicable for ALL orientation and 
competency assessment of staff.competency assessment of staff.
The same competency assessment tools The same competency assessment tools 
used for new graduates as for agency or used for new graduates as for agency or 
traveling stafftraveling staff
TheoryTheory--based frameworks that fit for all based frameworks that fit for all 
healthcare providers and departmentshealthcare providers and departments
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VT Nurse Internship Project VT Nurse Internship Project 

The Internship is a formal, postThe Internship is a formal, post--licensure licensure 
educational program designed to extend educational program designed to extend 
the basic nurse education preparation, the basic nurse education preparation, 
proficiency, and/or skills of new graduate proficiency, and/or skills of new graduate 
and transitioning nurses. and transitioning nurses. 
Target audience Target audience -- Interns are:Interns are:
–– LPN and RN new graduatesLPN and RN new graduates
–– Nurses in reNurses in re--entry programsentry programs
–– & those transitioning to a new specialty.  & those transitioning to a new specialty.  
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Internship FrameworkInternship Framework

10 weeks of experiential learning 10 weeks of experiential learning 
–– Starts after agency orientationStarts after agency orientation

5 or less interns in a cohort (on one unit)5 or less interns in a cohort (on one unit)
Intern does not count in staffing mixIntern does not count in staffing mix
40 hours of didactic instruction provided40 hours of didactic instruction provided
200 hours of clinical educator time200 hours of clinical educator time
Protocols and resources for intern & preceptorProtocols and resources for intern & preceptor
–– Preceptor development & identified time for teachingPreceptor development & identified time for teaching
–– Clearly defined expectations (COPA model based)Clearly defined expectations (COPA model based)
–– Clinical coaching plans Clinical coaching plans (unit based teaching/learning plans) (unit based teaching/learning plans) 
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Success equals: Success equals: 

Completion Completion 
Early identification that the person Early identification that the person 
does not belong in the specialtydoes not belong in the specialty
Protection of client and staff Protection of client and staff 
membermember
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Evidence Collection and Evidence Collection and 
research planresearch plan

Evaluation and survey toolsEvaluation and survey tools
Data collection processData collection process

Start with the end in mind!Start with the end in mind!
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Return on InvestmentReturn on Investment

Precepting is a taskPrecepting is a task
Each task requires time for completionEach task requires time for completion
Quantifying time for precepting is Quantifying time for precepting is 
requiredrequired
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Workplace CultureWorkplace Culture

Support and nurtureSupport and nurture
Value  learningValue  learning
Value  individual Value  individual 
Time for questions, learning, Time for questions, learning, 
teaching teaching 

vs.vs.
Insanity Insanity 
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Workplace CultureWorkplace Culture
-- environment of nurture & environment of nurture & 

supportsupportPreceptor development 
and support

Clinical Coaching Plan
- Development of Critical Thinking

Preceptors

Interns

Clearly defined expectations
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Cognitive Cognitive –– Knowledge Knowledge 
basedbased
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Knowledge

Comprehension

Application

Analyze

Synthesize

Evaluate
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Knowledge

Comprehension

Application
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Knowledge

Comprehension

Application

Analyze

Synthesize

Evaluate

Academic  Education - Foundation via Classroom based learning

Affective 
Attitude/feelings
•Internalize values
•adopt behavior 
•Receive (be aware)
•Organize personal 
value system

•Value  (to understand
and act)

•Respond or react to  

Psychomotor
Technical skills
•Naturalization
•Integrate related skills 
•Become automatic
•Articulation
•Develop Precision
•Manipulation 
(follow instructions)

•Imitation or copy 

Agency-based Education - Experiential Learning
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Knowledge

Comprehension

Application

Analyze

Synthesize

Evaluate

Academic  Education Academic  Education -- Foundation via Classroom based learningFoundation via Classroom based learning

Affective 
Attitude/feelings
•Internalize values
•adopt behavior 
•Organize personal 
value system

•Value-understand & act
•Respond or react to
•Receive (be aware)
•

Psychomotor
Technical skills
•Naturalization
•Integrate related skills 
•Become automatic
•Articulation
•Develop Precision
•Manipulation 
(follow instructions)

•Imitation or copy 

Agency-based Education - Experiential Learning
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PsychomotorPsychomotor

Technical skillsTechnical skills
NaturalizationNaturalization
Integrate related skills Integrate related skills 
Become automaticBecome automatic
ArticulationArticulation
Develop PrecisionDevelop Precision
Manipulation Manipulation 
Follow instructionsFollow instructions
Imitation or copyImitation or copy

Affective 

Attitude/feelings
Internalize values
Adopt behavior 
Organize personal 
Develop value system
Value  (to understand/act)
Respond or react to
Receive 
Be aware

Solutions for the 21Solutions for the 21stst

CenturyCentury
Clearly defined expectationsClearly defined expectations
–– Clear expectations for novice & preceptorClear expectations for novice & preceptor
–– Includes program protocols & time to teachIncludes program protocols & time to teach

Preceptor development/supportPreceptor development/support
–– Delineate Delineate Protector and EvaluatorProtector and Evaluator roles roles 
–– Teach to foster C.T. skill development Teach to foster C.T. skill development 

Provide clinical coaching plansProvide clinical coaching plans
–– Care plan for the novice Care plan for the novice 

–– Game plan for the preceptorGame plan for the preceptor

Collaborative approach adds strength & quality Collaborative approach adds strength & quality 
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““SystemsSystems”” for finding time for finding time 

Reduce assignment by  . . . Reduce assignment by  . . . 
Add clinical educator to unit for Add clinical educator to unit for 
temporary assignmenttemporary assignment
Specify unit for orientation Specify unit for orientation ––
with staffing to accommodatewith staffing to accommodate
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