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Exercise for Section 1: The How of Change
Personalizing the Experience
Description: This exercise provides ways for participants to personalize the experience of living in a nursing home.  In this, we look at what is being done for the resident and then look at how we would respond to it ourselves.  

Logistical Instructions: Ask participants to talk in pairs. Have them first discuss whether they prefer a bath or a shower, what time of day, and how long they bathe or shower, how hot they like the water. How do they feel from taking their bath or shower? Take about 5 minutes for this.

Next, ask each pair to describe what they know about how residents are bathed or showered. Ask them to talk through the entire process, including how residents are transported, undressed, moved into the shower area or the bath-tub, washed, dried, dressed, and transported. Take about 5 minutes for this.
Next, ask people in their pairs to discuss how each of them would feel if they were the ones to be bathed or showered. Thinking about the entire process -- transport, dressing/undressing, going in and out of the tub/shower, washing/drying -- what would it feel like to them? How would they react? Take 5 minutes for this.

Finally, ask each pair to discuss what they would want or need to happen for bathing or showering in a nursing home to be okay for them. Take 5 minutes.
Have a group discussion about what people would feel if they were showered or bathed in a nursing home the way it is now and what they would want or need for it to be okay for them. 

Discussion: Joanne Rader found that bathing is often a battle between residents and staff because of the way the bathing experience is carried out. We need to understand that our residents are not different than us. In fact our residents are us, only older and frailer, and in need of care. If it the current way that care is provided is something that we would have a hard time tolerating then we should assume that our residents will have a hard time with it too.  Personalizing the experience, asking, what would we need if it we were the ones it was happening to, gives us insight into what needs to be changed.
Exercise for Section 2: A Positive Chain of Leadership
Leadership on the Floor
Description: While it’s important to have an administrator and a Director of Nursing with strong leadership skills, this by itself won’t create a high rate of staff retention. Front-line supervisors are key to staff retention, morale, and performance. This exercise gives participants an opportunity to see how different ways of supervising can have an impact on direct care staff.
Logistical Instructions: Work in small groups. Share the following two scenarios with participants. This is how two different charge nurses describe how they start their day:
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Ask each group to discuss the following:

1. What type of leadership does each of these nurses provide?

2. What will be the impact on staff?

3. What will be the impact on residents?

Bring the discussion to the whole room. Then ask the whole group what is going on for the second nurse? What could a Director of Nursing do to support the second nurse in becoming a better leader?

Discussion: Front-line supervisors have a tremendous impact on the morale and performance of their staff. Many are in supervisory positions without having had training in how to be a good supervisor. Meeting with supervisors as a group to discuss how they handle challenging situations can help them grow as leaders. An important responsibility of top management is to work with front-line supervisors and help them become better leaders.
Exercise for Section 2: Positive Chain of Leadership
Encouragement Index
Description: This exercise assists participants in identifying important ways to encourage their staff. Kouzes and Posner found that among five key practices of exemplary leaders, encouragement is one that makes the biggest difference and yet is the hardest to do. This self-assessment allows participants to see how well they encourage others now and points the way to areas where each person can improve. Encouragement is something that anyone can give to someone else. You don’t have to be a formal leader to bring out the best in those around you.
Logistical Instructions: Ask each individual to take the self-assessment, score themselves and read the area of the score sheet that corresponds with their score. The self-assessment and score sheet are included in the broadcast hand-outs and are at the end of this trainer’s guide.
Have each person think about an area they scored well in and a specific practice of theirs that really works. Have them jot down some notes about it on a piece of paper.

Ask people to stand up in a group in an area of the room that will allow them to mingle. Have people find a partner to talk with. In each pair, have each person share their specific practice that really works. Ask them to talk about how they do it and how people respond.

If time permits, have people switch to new pairs.

Discussion: When leaders nurture and support their employees, those employees shine. Employees step up when they are valued, encouraged and developed. In The Leadership Challenge, Kouzes and Posner found that encouragement is one of two practices that makes the biggest difference in organizational performance. Since leadership is a set of skills to be developed, knowing what we do well will reinforce our own practice and knowing where we have room to grow can help us consciously improve. Encouraging others is something that anyone can do. It doesn’t cost anything and it generally gives something to both the person receiving the encouragement and the person giving it. 

Section 3 – Achieving Staff Stability
Maximizing Financial Resources to Invest in Staff Stability
Description: In this exercise participants examine the impact of conventional spending practices on staff stability. Looking at data from one nursing home, participants discuss how financial incentives compound staff instability and how this creates a vicious cycle adversely affecting resident care.
Logistical Instructions: Work in small groups with sample data from two excel worksheets in this broadcast’s hand-outs (Drilldown: Snapshot of the Current Situation and Financial Incentives Worksheet). A condensed form of the data is also included here. Answer the following questions related to each set of data.
Data Set # 1: Composition of Current Staff (Snapshot, Page 1)
	Position Total
	Full-Time
	Part-Time
	Per Diem
	Baylor

	RN - 30
	8
	4
	14
	4

	LPN - 27
	15
	0
	5
	7

	CNA - 77
	37
	8
	7
	25


Discussion # 1: Impact on Staff Stability and Resident Care

1. What percentages of nurses are working in each employment status?

2. What impact does that have on staff stability, resident care, and organizational performance?
Data Set # 2: Financial Incentives (Financial Incentives: Pages 1 – 2)

	Bonus
	Extra Per Hr.
	Annual

	Baylor (work two 12’s, paid for 30 hours)
	RN -- $7; LPN -- $5

CNA -- $3
	$268,944

	Last minute assignment
	RN, LPN --$10

CNA -- $5
	$360,000

	Perfect attendance
	$0
	$0


Discussion # 2: Impact of Incentives on Staff Composition

1. What do the incentives promote?

2. What impact do the incentives have on staff composition?

Data Set # 3: Terminations by Length of Service (Snapshot: Pages 4 – 5)

	Position
	1 day – 1 mo
	1 – 3 mo
	3 - 6 mo
	6 mo – 1 yr

	RN
	18%
	18%
	18%
	27%

	LPN
	7%
	13%
	33%
	27%

	CNA
	23%
	30%
	23%
	16%

	Other
	8%
	27%
	39%
	12%


Discussion # 3: Impact of Length of Stay on Stability
1. What percentage of staff is leaving in the first year? In the first six months? 

2. What impact does this have on staff stability? On resident care? On organizational operations? 

3. How does instability among nurses affect stability among CNAs’s? How does instability among CNAs affect stability among nurses?
Data Set # 4: Financial Incentives (Pages 3 – 4)
	Bonus
	Amt Offered
	Quarter - Annual

	Sign-on bonus

Paid after 6 mos.
	RN -- $2000

LPN -- $500

CNA -- $250
	$12,500 - $50,000

	Referral bonus

Paid after 6 mos.
	RN, LPN --$1000

CNA -- $500
	$6,000

	Longevity
	$0
	$0

	Raises
	Average 2%
	$90,710


Discussion # 4: Impact of Financial Incentives on Staff Stability
1. What is rewarded by these incentives?

2. What impact do the incentives have on length of service?

Data Set # 5: Investing in Instability vs. Investing in Stability

	Last minute bonus $360,000
	Perfect attendance $ 0

	Baylors

$268,994
	Raises @ 2%

$90,710

	Sign-on bonuses

$50,000
	Referral bonuses

$6,000

	Turnover costs

$453,940
	Longevity bonus

$0

	Total: 

$1,132,934
	Total:

$96,710


Discussion # 5:

1. How does spending for instability compare with spending for stability?

2. What impact do spending practices have on staff stability, resident care, and organizational performance?

3. How could resources be shifted to invest in stability?
Discussion: This data is typical of current nursing home practices that rewarding people for doing the opposite of what we need them to do – picking up extra shifts at their convenience rather than being able to be counted on, signing-on for a bonus and leaving after they collect it.  There is a direct link between what homes are inadvertently rewarding and how this contributes to turnover. What is really needed is to use financial incentives to achieve the organizational goal of staff stability by restructuring financial incentives to reward reliability. This is a pivotal change in thinking.  The current practice compounds a vicious cycle of instability (Eaton). 
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Eaton, What a difference management makes!, 2002

Turnover in 2002:

National: 70%


By spending smart, nursing homes can use their scarce resources to create a cycle of stability instead of a cycle of instability. This nursing home:

· Took money it was spending on bonuses for last minute assignments and converted it to raises for staff who agreed to guaranteed hours

· Converted money used for sign-on bonuses into refer-a-friend bonuses

· Decided to hire only for full-time and part-time positions and no longer hires Baylors or per diem staff

By investing in stability instead of instability, organizations can improve staff retention and attendance. These are essential for good resident care. Consistency and stability among current staff also make for a better environment for new staff coming on board. 

A cautionary note. It can look like this home was able to save a lot of money but in reality it was a net neutral, financially. They shifted their spending from spending on recruitment to investing in retention. The goal in all of this is not to save money but to provide better care. And here’s the caution. If this is looked at as a cost savings, the expenses of turnover will quickly return, as will the instability and the distress for staff, residents, and the organization.
The broadcast hand-outs include this case study and sample tools, as well as blank tools for nursing homes to collect their own data.
 “Encouraging the Heart” by Kouzes and Posner

Self Assessment
	1

Almost

never
	2

Rarely
	3

Seldom
	4

Once in a while


	5

Some-

times


	6

Fairly 

Often
	7

Often
	8

Usually
	9

Very

Often
	10

Almost 

always

	1. ____I make certain we set a standard that motivates us to do better in the future than we are doing now.

2. ____I express high expectations about what people are capable of accomplishing.

3____I pay more attention to the positive things people do than to the negative.

4____I personally acknowledge people for their contributions.

5____I tell stories about the special achievements of the members of the team.

6. ____I make sure that our group celebrates accomplishments together.

7. ____I get personally involved when we recognize the achievements of others.

8. ____I clearly communicate my standards to everyone on the team.

9. ____I let people know that I have confidence in them.

10. ____I spend a good deal of time listening to the needs and interests of other people.

11. ____I personalize the recognition I give to another person.

12. ____I find opportunities to let people know the why behind whatever we are doing. 
	13. ____I hold special events to celebrate our successes.

14. ____I show others, by example, how people should be recognized and rewarded.

15. ____ I make it a point to give people feedback on how they are performing against our agreed-upon standards.

16. ____ I express a positive and optimistic outlook even when times are tough.

17. ____I get to know, at a personal level, the people with whom I work.

18. ____I find creative ways to make my recognition of others unique and special.

19. ____I recognize people more in public than in private for their exemplary performance.

20. ____I find ways to make the workplace enjoyable and fun.

21. ____I personally congratulate people for a job well done.

_____TOTAL (add together all the ratings above; the lowest possible rating you can have is 21, and the highest is 210)


Scoring the Encourage the Heart Self Assessment
From 186 to 210

You’re doing great!! You’re probably seeing a lot of your associates producing at high levels.  Morale is high.  People like working with you because you keep the work environment upbeat and positive, maybe even inspiring.  They feel appreciated and are feeling good about the contributions they are making.

Encouraging the heart appears to be a highly developed part of your leadership repertoire.  Your presence alone is an asset.  If you’re not already doing it, look around for someone who could use your mentoring abilities to be as affective as you are at encouraging others.  Also if people aren’t already taking the initiative to recognize and celebrate on their own, use your skills to provide structures and tools so they don’t have to wait for you to get the ball rolling.  Let them know it would be great, if they, too, would encourage and celebrate others achievements.  

 Finally, always be on the lookout for new ways to encourage the heart, to avoid becoming repetitive, predictable, or boring.  

From 126 to 185

You’re doing pretty darn well.  Although most of your associates are producing, you may feel that they could be giving more.  You know there might be some grumbling, but people are generally happy working with you.  You may have the haunting feeling from time to time that there is something more you could be doing to motivate and encourage people, but you don’t know exactly what it is,

You clearly recognize that encouraging the heart is important, yet you may feel reluctant to commit completely to this practice daily.  To take the next step, ask yourself what’s holding you back from encouraging more.  For example, some people put limits on how much they encourage others because they feel leaders need to keep a certain emotional distance form the others.  You discover as you proceed, though, that you can keep a certain distance even as you are acknowledging individuals and celebrating your team’s accomplishments.

Perhaps you’re not the cheerleader type, and you’re turned off by the idea of making too much of what people are getting paid to do:  you feel that they shouldn’t be expecting any special treatment.  Even if there is some truth in this, the fact remains that we are social animals and most of us respond well when we are acknowledged for our efforts.

Whatever the reason you’re holding back, take an honest look at it and weigh the reason against what you gain by encouraging the heart.  You might find that your uneasiness about this process fades away as you experience greater success and ease with this aspect of leadership.

From 65 to 125

People are probably not working to their highest levels, and there’s a part of you that is well aware of this fact.  You might even get the feeling that the only time everyone is working to their capacity is when they think you are watching them.  Not to worry, though; there are plenty of opportunities to encourage the heart that you can put in practice.  

You may feel that there is value in encouraging the heart, but you’re missing the opportunities to put the practice into motion.  Start paying attention to the achievements of the people around you that you feel are worthy of acknowledgment or celebration: a person going the extra mile on a project on time, a team within your organization completing a challenging task, or a person just doing something thoughtful that makes your job easier.  

If you feel reluctant to do any of this, see if you can identify what’s holding you back.  Think about things you can do to make your workplace more fun and inspiring to people who work there—it will be more fun and inspiring for you, too.  Even a laugh or two can enhance productivity and worker satisfaction.

From 21 to 65

Our guess is that your score isn’t this low.  If is, we hope that you’ll get busy immediately putting some of the ideas you’ve heard into practice.  If your score is this low, it’s a pretty good bet that there is a fair amount of discontent in the ranks, or you’re really tough on yourself.  The good news is that you are in a position to make immense changes that not only increase productivity but make your job a heck of a lot easier.  

Research has shown that most people produce more in an environment where they get positive feedback and that productivity diminishes where there is little or no feedback or where they hear from their leaders only if something is wrong.  Since it’s your job as a leader to make sure that people are earning their keep, you are probably not earning yours unless you are encouraging the heart.  

Make a commitment today to find something in your workplace to celebrate.  Say thank you to someone who enables you to be little more effective—and tell them so!  Perhaps you don’t appreciate how important encouraging the heart is for maintaining the vitality of your team.  Or maybe you’re just overlooking the opportunities to celebrate and give recognition.  See if there is someone in your organization you can team up with to help encourage others.  Find a role model and spend some time with that person as you learn from her how she encourages the heart.  

True leadership has its own intrinsic rewards; they come as you learn to work with others not through intimidation and control but through cooperation and recognition.

Source: “Encouraging the Heart” by Kouzes and Posner

“I gather my staff in the morning and I tell them ‘we have to work together. We’re like sticks. If we work apart, each of us can be broken. If we stick together, we can’t be broken. We’ve got to stick together to get the work done. And let’s have fun doing it.’ Then I just pitch in and we get through the day.”





“I am overwhelmed by what I have to do when we’re working short. If I start doing the CNA's job, I’ll never get all my meds passed and my charting done. It’s just too much. I’m not going to do the personal care. I just keep my focus on my work and get as much done as I can.”
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