Advancing Excellence in America's Nursing Homes Page 1 of 3

Nursing Homes: Resources

These resources provide evidence-based information in support of all eight Advancing
Excellence campaign goals. The purpose of this information is to help nursing homes:

e Identify and manage the problems, risks, and health related conditions of nursing
home residents; and

e Provide individualized care and improved outcomes.

General Resources

Barbara Bowers Manual: Implementing Change in Long Term Care is a detailed guide for
how to engage nursing home staff at all level in the change process.

e Manual: Implementing Change in Long Term Care
e Case Studies

e Worksheets

The Top The Top Ten Ideas to Involve All Staff in Advancing Excellence has ideas on how
to engage staff, ranging from planning a campaign kick-off to providing sample newsletter
articles to help you gather input from staff.

Campaign Goal-Directed Resources

The Implementation Guides are organized by campaign goal. Each guide includes the
campaign goal; Flow Diagram; Process Framework; Process Review Tool; and Resources.
These guides are designed to assist all nursing homes in meeting their selected campaign
goals. For more information, please read the Questions and Answers for Implementation
Guides. (These materials are in PDF format.)

Advancing Excellence campaign webinars are listed with each goal's resources below, and
can also be accessed on the Webinars page.

e Goal #1: Reducing High Risk Pressure Ulcers

e Goal #2: Reducing the Use of Daily Physical Restraints

e Goals #3 & 4: Improving Pain Management

e Goal #5: Establishing Individual Targets for Improving Quality
e Goal #6: Assessing Resident and Family Satisfaction

e Goal #7: Increasing Staff Retention

e Goal #8: Improving Consistent Assignment of Nursing Home Staff

CLINICAL GOALS
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Goal #1: Reducing High Risk Pressure Ulcers

e Implementation Guide

e Reducing Pressure Ulcers in Nursing Homes: An Interdisciplinary Process Framework
(PowerPoint or PDF, with separate audio [may take a few minutes to load])
This presentation is from the popular Advancing Excellence Webinar/teleconference
held on February 21, 2008.

e Achieving Results in Pressure Ulcer Prevention Across Care Settings: Lessons from
the NJ Pressure Ulcer Collaborative (webinar or PDF)
This presentation describes results from the New Jersey Hospital Association
Pressure Ulcer Collaborative representing acute care and specialty hospitals, skilled
nursing facilities, home health agencies and assisted living providers. This
webinar/PDF may be helpful in your work in support of Goal #1.

e Fact Sheet for consumers
Goal #2: Reducing the Use of Daily Physical Restraints

e Implementation Guide

e Fact Sheet for consumers
Goals #3 & 4: Improving Pain Management

» Implementation Guide

e Improving Pain Management by Using the Advancing Excellence Campaign
Frameworks (PowerPoint or PDF, with separate audio [may take a few minutes to
load])

This presentation from the popular Campaign Webinar held on January 8, 2008
focuses on process frameworks and treatment of pain.

e Fact Sheet for consumers
ORGANIZATIONAL GOALS
Goal #5: Establishing Individual Targets for Improving Quality

e Implementation Guide

e Fact Sheet for consumers
Goal #6: Assessing Resident and Family Satisfaction

e Implementation Guide

e Nursing Home Satisfaction Survey Tools (PDF)
This document contains a list of tools for measuring resident and/or family
satisfaction. These tools can be helpful for conducting satisfaction surveys to satisfy
the requirements of Goal #6.

e Fact Sheet for consumers
Goal #7: Increasing Staff Retention

e Implementation Guide

e Calculation of Turnover Workbook (XLS)
This easy-to-use template is a mechanism for tracking and monitoring monthly
turnover. This workbook will also help nursing home staff prepare entries for
submission of turnover data for Goal #7.

e Staff Stability: Learn to Manage your Resources and Improve Staff Retention
(PowerPoint or PDF, with separate audio [may take a few minutes to load]).
This presentation is from the Advancing Excellence Webinar/teleconference held on

http://www.nhqualitycampaign.org/star index.aspx?controls=nhTechAssist
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September 25, 2008.
Fact Sheet for consumers

Staff Stability Toolkit

This toolkit, published by Quality Partners of Rhode Island, incorporates experiences
and lessons learned in over 400 nursing homes. It is designed to serve as a resource
for homes just getting started with efforts to reverse turnover as well as employers

who have already started to address recruitment and retention and need further
assistance in a specific area

e Coaching Supervision: Introductory skills for supervisors in home and residential
care from PHI. The curriculum is free for download.

Goal #8: Improving Consistent Assignment of Nursing Home Staff

e Implementation Guide

separate audio [may take a few minutes to load])

This presentation is from the popular Advancing Excellence Webinar/teleconference

held on June 3, 2008.
e Fact Sheet for consumers

Home| Login | Contact Us | Logo and Disclaimer | Accessibility
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Top 10 Ideas to Involve All Staff
in Advancing Excellence

Advancing Excellence in America’s Nursing Homes is a national campaign to improve the quality life
and care for residents and staff. The participation of nursing homes staff in Advancing Excellence is
essential to achieving the campaign’s quality goals.

Successful nursing homes tell us that one of the first steps on their road for excellence is involving and
listening to staff. They name their process differently-—culture change, person-centered care, Quality
First, etc. And, sometimes they use different guides. But the common element is that staff from all
physical parts of the home, all time slots, and all job descriptions and disciplines are actively asked about
improving care and quality.

We have gathered some great ideas on how to involve your staff in your home’s Advancing Excellence
campaign. We have also posted on the Advancing Excellence Web site (www.nhqualitycampaign org)
more information and details for some of these ideas. We hope that this list helps jump-start and support
your efforts for excellence in the lives of the people who live and work in your nursing home.

Top 10 ideas to involve all nursing homes staff in Advancing Excellence:

1.  How to Distribute Advancing Excellence Campaign Information with Your Employees’
Paychecks

2&3. Communicate Your Facility Campaign Goals and Progress to Staff
4. Hold 10-Minute Stand-Up Meetings with Staff

5.  Top 10 Ideas for an Advancing Excellence Kick-off Event

6. How to Form an Advancing Excellence Campaign Committee

7. How to Celebrate Your Nursing Home’s Advancing Excellence Progress

8.  How to Create an Advancing Excellence Campaign Recognition Program in Your Nursing
Home

9.  Provide Staff with Talking Points on the Campaign for Discussion with Residents and
Families

10.  Sample Articles for Your Employee Newsletter about Advancing Excellence

Please feel free to use, modify, add and tailor these ideas for your community. You can also use them to
start discussions with your staff, and together, plan your strategy for bringing all staff on board.
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Advancing Excellence in America’s Nursing Homes is a national campaign to improve the quality of care

and life for the country’s 1.5 million people receiving care in nursing homes. Nursing homes, their staff

and consumers can join in this effort by working on the campaign goals, designed to improve quality.
www.nhqualitycampaign.org

Introduction

Advancing Excellence in America’s Nursing Homes is a campaign is designed to improve the quality of
life for both nursing home residents and the staff who serve them. The campaign is led by an
unprecedented broad-based coalition of organizations representing nursing home providers, nurses,
caregivers/support staff, medical directors, quality improvement experts, consumers, government agencies
and foundations.

We all believe that every person and every organization has an important role and responsibility in
making this campaign successful—by bringing excellence to every nursing home in America. High
quality nursing home care—where each resident gets personalized, appropriate care — is important to all
of us. Nursing home residents, their families and people who may someday choose a nursing home should
be able to expect the best possible care and quality of life. Nursing home staff members deserve the
satisfaction of knowing that their hard work contributes to high quality of care and quality of life for
residents.

The Advancing Excellence in America’s Nursing Homes campaign is the first national effort to measure
quality by setting measurable “clinical quality goals” and “organizational improvement goals.” Every
nursing facility may participate by voluntarily pledging to focus on three or more goals. Nursing homes
that participate will have free access to assistance and information from quality experts to help them meet
their targeted goals. Over 20 national organizations and 48 statewide groups are participating in this
campaign.

Clinical quality goals focus on health care issues that are familiar to many—reducing pressure ulcers,
reducing physical restraints and improving pain management. Four organizational improvement goals are
believed to be basic to achieving excellence—establishing targets for improving quality, assessing
resident and family satisfaction, increasing staff retention and improving consistent assignment.
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How to Distribute Advancing Excellence Campaign Information
with your Employees’ Paychecks

Sample #1: To announce campalgn

ErsERd ; EEEm el S I ] I

Advancmg Excellence in [Name of Your Home] !

© With your help, [name of home] has selected three excellence goals to work on. Your
continued help, ideas, observations and brains are needed to:

e List selected goal
. o List selected goal
e List selected goal

' For more information about how you can help, contact [fill in name of person] or
y come to the next AE team meeting on 00/00/08 in [name location] at time.

Sample #2: To announce goals’ progress

Goal Report for Advancmg Excellence in [Name of Your Home]

b - With your amazing help and skills, [name of home] has made great progress on our three
. excellence goals. Specifically, our progress to date is:

. e More relief from pain among our residents; only two residents reported severe pain last
' month.

.~ e More effectively treatment of pressure ulcers; no stage #2s have gone to #3.

. e Successful implementation of consistent assignment on Gettysburg and Philly wings on
! all three shifts. Work starts on Albany and Bay wings next week.

And the resident council has noticed the changes. The President reports, “l know the
| changes have been hard for some, but the residents and families are very happy to see the
. same faces and carinq hearts. Thanks and keep it up.”

For more information about how staff can become involve in the campaign, go to
http://nhqualitycampaign.org/files/NursingHomeStaffInvolvementFactSheet.pdf
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Communicate Your Facilty Campaign Goals
and Progress to Staff

Staff involvement is a core component of successfully attaining the Advancing Excellence in America’s
Nursing Homes Campaign goals your facility has set.

Communicating the goals, and the progress toward meeting them, is critical to having the staff fully
involved.

Sample templates for communicating the goals and progress for each of the Campaign’s eight goals

follow.

1.
2.

The templates can be used as designed, or they can be modified for your specific facility.

The templates are designed to report the same or similar data that is measured for the Campaign
goals.

The templates are designed to share with employees only, in an area that is not acceessible to
residents and family; however, you may choose to share this data with them.

To make the best use of these templates, all posted data should be discussed with the employees
shortly before or after each posting.

We recommend that you update the postings monthly, except for goal #1, pressure ulcers. We
recommend updating this information weekly.

Keeping posted information current confirms to your staff that you are commited to improvement.
Consult with your corporate management, board of directors, etc. if you have questions about
posting any of the data.

See the Top 10 Ideas to Involve All Staff for more ideas for more ideas for involving staff in your
Campaign activity.



Template Instructions for
Communicating Your Facility Campaign Goals and Progress to Staff

Goal #1 — Pressure Ulcers

A b ko =

N

Use the weekly “skin” report to complete this template.

The “Our Goal” is the percentage rate of in-house pressure ulcers you have set for your facility.

The “Our Rate this week” is the in-house pressure ulcer rate calculated from the weekly skin report.
Replace [State] with your state.

The state and national averages can be obtained from the Advancing Excellence in America’s Nursing
Homes website, http://www.nhqualitycampaign.org/star index.aspx?controls=states map.

Enter the actual number of pressure ulcers in the table. Notice that it is separated by in-house, those
that developed in the facility; and admitted, those that were present at the time of admission.

Enter the data from the previous three weeks.

Discuss this data with your staff with each updated posting.

Goal #2 — Restraint Use

1.

2.
3.

4.
5.

6.
T
8

Use the restraint data collected for your Restraint Committee or QA committee to complete this
template.

The “Our Goal” is the percentage rate of restraint use you have set for your facility.

The “Our Rate this month” is the restraint use rate calculated for your Restraint Committee or QA
committee.

Replace [State] with your state.

The state and national averages can be obtained from the Advancing Excellence in America’s Nursing
Homes website, http://www.nhqualitycampaign.org/star index.aspx?controls=states map.

Enter the total number of restraints in use in your facility.

Enter the data from the previous three months.

Discuss this data with your staff with each updated posting.

Goal #3 — Pain Management, Long Term Residents

1.
2

S oA

A O

Use data from your facility’s most recent composite MDS report to complete this template.

The “Our Goal” is the overall percentage rate of moderate and severe pain you have set for your
facility.

The “Our Rate this month” is the pain rate calculated from the MDS data.

Replace [State] with your state.

The state and national averages can be obtained from the Advancing Excellence in America’s Nursing
Homes website, http://www.nhqualitycampaign.org/star_index.aspx?controls=states_map.

Enter the actual number of residents with moderate and severe pain in the table.

Enter the data from the previous three months.

Discuss this data with your staff with each updated posting.

Goal #4 - Pain Management, Short Stay Residents

Y

s

Use data from your facility’s most recent composite MDS report to complete this template.

The “Our Goal” is the overall percentage rate of moderate and severe pain you have set for your
facility.

The “Our Rate this month” is the pain rate calculated from the MDS data.

Replace [State] with your state.

The state and national averages can be obtained from the Advancing Excellence in America’s Nursing
Homes website, http:/www.nhqualitycampaign.org/star_index.aspx?controls=states_map.

Enter the actual number of residents with moderate and severe pain in the table.



7.
8.

Enter the data from the previous three months.
Discuss this data with your staff with each updated posting.

Goal #5 — Establishing Goals

1.

2,

S N et

This template is to be used by all facilities. It informs the staff of which goals your facility is
committed to improving. It changes only if you change goals.

Delete the goals you have not signed up for on the Advancing Excellence in America’s Nursing
Homes website, http://www.nhqualitycampaign.org. This will leave only the goals that you are
working on for the Campaign and their data, which is tracked on the Campaign website.

Delete the directions on the template.

Enter your facility specific goal for each of the goals.

Enter the current rate for each of the goals.

Use the specific goal templates for the goals listed.

Discuss the data with your staff with each updated posting.

oal #6 — Resident and Family Satisfaction

G
1.
2

N vA W

Use data from your most recent resident/family satisfaction survey to complete this template.
Sample survey resources can be found at

http://www .nhqualitycampaign.org/files/SATISFACTION %20TOOL%20MATRIX.pdf.

Enter the satisfaction rate. If you have not completed a survey, enter “Not Available.”

Enter the completion date of the last survey, or the future date you plan to have completed a survey.
If you have completed a survey, enter the top ranked “Most satisfied” and “Least satisfied.”

If you have not completed the survey, leave the “Most satisfied”” and “Least satisfied” areas blank.
Discuss this data with your staff with each updated posting.

oal #7 — Staff Retention

G
1
2,

o

o

% =

Goal #8 — Consistent Assignment

k.

w

o

Two different sample templates are offered for this goal.

Use a staff tracking and trending report to complete either of these templates. A Calculation of
Turnover Workbook is available on the Advancing Excellence in America’s Nursing Homes website,
http://www.nhqualitycampaign.org/star_index.aspx?controls=nhTechAssist under Nursing Home
Resources.

The “Our Rate this month” (overall, RN, LPN, and CNA) is the turnover rate calculated from the staff
tracking and trending report. This data is entered on both sample templates.

Replace [State] with your state.

The state and national averages can be obtained from the Advancing Excellence in America’s Nursing
Homes website, http://www.nhqualitycampaign.org/star_index.aspx?controls=states_map.

If using the more detailed template, enter the actual number of RNs, LPNS and CNAs hired within the
last month. Enter the number of vacancies for each position at the end of the reporting month.

Enter the data from the previous three months.

Discuss this data with your staff with each updated posting.

Use a Consistent Assignment tracking and trending report to complete this template. A tracking and
trending tool is available at
http://www.health.ri.gov/hsr/facilities/icp/ConsistentAssignmentChangeldeas. pdf.

The “Our Goal” is the percentage rate of consistent assignments you have set for your facility.

The “Our Rate this month” is the consistent assignment rate calculated from the tracking and trending
report.

Replace [State] with your state.

The state and national averages can be obtained from the Advancing Excellence in America’s Nursing
Homes website, http://www.nhqualitycampaign.org/star_index.aspx?controls=states_map.

7
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Change the “Unit/Hall” categories to reflect your facility.

Enter the percentage rates for each unit/hall that you are tracking. Leave the other unit/halls blank.
Enter the data from the previous three months.

Discuss this data with your staff with each updated posting.
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[Insert Jility Name]

GOAL #1
Reducing Pressure Ulcers
Week ending
Our Goal Our Rate this week

[State] average

National average

Stage 1

{In-house)

Stage 2

(In-house)

Stage 3

(in-house)

Stage 4

(In-house)

Stage 1
(Acquired)

Stage 2
(Acquired)

Stage 3
{Acquired)

Stage 4
(Acquired)

This
week
(Week 1)

Last

week
(Week 2)

Week 3

Week 4

Tips for preventing and/or healing pressure ulcers:

1.

SR WL

Know which residents are at risk for developing pressure ulcers

Assess residents’ skin daily when providing care and report changes to the nurse
Help residents to be repositioned as needed

Encourage residents to be involved in exercise programs

Assist residents to get enough to eat and drink

Notify the nurse if you notice a change in the resident’s behavior




Month

|State] average
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[Insert ‘"ility Name]

GOAL #2
Reducing Daily Restraint Use

Our Goal

Our Rate this month

National average

TOTAL
#
Restraints

Bedrails

Specialty
Beds

Lap
Cushions

Lap Trays

Lap Belts

Specialty
Chairs

Other

This
month
(Month

1)

Last
month
{Month
2)

Month 3

Month 4

Tips for reducing restraint use:

1. Anticipate residents’ needs (hunger, thirst, bathroom)
2. Ask residents regularly about pain
3. Encourage and support residents involvement in favorite activities
4. Notify the nurse if you notice a change in a resident’s behavior

10
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[Insert ility Name]

GOAL #3
Improving pain management in long-term residents

Month
Our Goal Our Rate this month
[State] average National average
MO??&ATE MO?E:;ATE SEVERE PAIN SEVERE PAIN
Daily Less than Daily Daily Less than Daily
This month
{Month 1)
Last month
(Month 2}
Month 3
Month 4

Tips for managing resident pain:
1. Know which residents have chronic pain
2. Ask residents regularly if they have any pain

3. Observe residents who can’t communicate, for signs of pain (changes in mood,

appetite, etc.)
4. Learn and use what works best for individual residents to relieve their pain
Notify the nurse if you notice a change in a resident’s behavior

h
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[Insert 'cility Name]

GOAL #4

Improving pain management in short-stay residents

Month

Qur Goal

[State] average

Qur Rate this month

National average

MODERATE MODERATE | cuvERE PAIN | SEVERE PAIN
PAIN PAIN Daily Less than Daily
Daily Less than Daily

This month
(Month 1)

Last month
{Month 2)

Month 3

Month 4

Tips for managing resident pain:

SR —

Recognize that short term residents often have acute pain
Know which residents have chronic pain
Ask residents regularly if they have any pain
Observe residents who can’t communicate for signs of pain

- Notify the nurse if you notice a change in a resident’s behavior

12
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[Insert "ﬂity Name]

GOAL #5
Establishing Individualized Goals for Improved Care

Date

Our current goals are:

M Reducing high risk pressure ulcers
Our goal Start rate

v Reducing the use of daily physical restraints
Our goal Start rate

| Improving pain management for longer term residents

Qur goal Start rate

M Improving pain management for short stay residents

Our goal Start rate

M Establishing individual targets for improving quality

13



V1 Assessing resident and family satisfaction with the quality of care

Our goal Start rate

V1 Increasing staff retention (decreasing turnover rate)

QOur goal Start rate

v Improving consistent assignment of nursing home staff

Our goal Start rate

Directions: Delete the goals that you are not working on. Then delete this sentence.

14
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[Insert 'ility Name]

GOAL #6
Assessing Resident and Family Satisfaction

Our current satisfaction rate

Date of survey completion

Areas most satisfied with:

1.

Rl

5.

Areas least satisfied with:

I.

A

Tips for improving resident/family satisfaction:

sl el

Learn individual preferences and needs for each resident
Respond to any concerns or complaints timely
Use your facility concern/complaint system

If you can’t fix a concern/complaint, find out who can and ask that person to address

the issue

15
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GOAL #7
Improving Staff Retention

Month

[State] average

Our OVERALL Goal

Our OVERALL Turnover Rate this month
RN Turnover Rate this month

LPN Turnover Rate this month

CNA Turnover Rate this month

National average

CNAs
Hired

LPN
VYacancies

RNs
Hired

RN
Vacancies

LPNs
Hired

CNA
Vacancies

This month
(Month 1)

L.ast month
(Month 2)

Month 3

Month 4

Tips for improving staff retention:

ARl S M

Treat new employees the same as you would new residents

Take pride in your work, and others will too

Have good communication among all shifts and among all departments
Have fun each day

Replace blame with “how can I help to fix the problem?”

16




[State] average National average
RN LPN CNA
Turnover Turnover Turnover
rate rate rate
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GOAL #7

Improving Staff Retention
Month
Our OVERALL Goal

Our OVERALL Turnover Rate this month

This month
(Month 1)

L.ast month
(Month 2)

Month 3

Month 4

Tips for improving staff retention:

Al el

Treat new employees the same as you would new residents

Take pride in your work, and others will too

Have good communication among all shifts and among all departments
Have fun each day

Replace blame with “how can I help to fix the problem?”
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[Insert .'-’ility Name]

GOAL #8
Consistent Nursing Assignments
Month
Our Goal Our Rate this month
[State] average National average
Entire . . . . :
ors Unit/Hall T | Unit/Hall 2 | Unit/Hall 3 | Unit/Hall 4 | Unit/Hall 5
Facility

This month
{Month 1)

Last month
(Month 2)

Month 3

Month 4

Tips for achieving consistent assignments:
1. Be open to new ideas
2. Give consistent assignments a chance
3. Actively participate in the changes being made, offering suggestions to fix the
problems you see
4. Recognize the benefits for residents, families and staff

18
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Hold 10-Minute Stand-Up Meetings with Staff

Engaging the staff so that your nursing home attains its goals is crucial. Once the staff is engaged, they
should be kept informed to maintain their focus. Nursing home leaders have a variety of mechanisms to
achieve this effect. Leaders may choose to: post results, incorporate the information into quality assurance
activities and/or address progress during the organizations stand-up communications meetings. Below are
three approaches leaders may choose to us to inform during stand-up.

Once Weekly Stand-Up

Given that time is of the essence and that a wide variety of information must be covered, it is
recommended that nursing home leadership focus their comments on the goal that has had the greatest
improvement and the goal that has the greatest potential for improvement. As a caveat, it will be essential
to ensure that progress on other goals is posted so that each member of the organization can grasp the
overall progress.

Three-Times-a-Week Stand-Up

In a three-times-a-week format, leaders can sandwich the data. During the Monday stand-up meeting, the
focus could be on the goal that demonsirated the greatest improvement. It will also be beneficial for
leaders to explain what actions are required to sustain the current level of achievement, or actions that are
likely to continue advancement. This information may set the tone for the remaining weeks efforts.

During the Wednesday stand-up meeting, it is recommended that nursing home leaders address the goal
that has the greatest potential for improvement. It may be beneficial to invest a few minutes to gain
feedback from the staff as to why the goal is not advancing, and their recommended approaches/actions to
move it forward toward excellence. Leaders are encouraged to transition from this discussion by
commenting on their degree of confidence in the ability to achieve the given goal.

It is encouraged to use the Friday stand-up as an opportunity to pair achievements with specific staff,
departments or shifts as appropriate. This action will combine acknowledgement of progress on a
particular goal while actively demonstrating the value of staff involvement. In addition, this approach
gives the staff an opportunity to conclude the week with a sense of accomplishment.

Five-Times-a-Week Stand-Up

The benefit of a daily stand-up is that nursing home leadership may elect to cycle through the specific set
of goals selected by the home. It is recommended that the nursing home staff continue this process until
attainment. If the home elected to focus specific energy on a smaller number of goals then it may be of
virtue 1o uses attainment as a signal to select a new goal for implementation.

19
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Top 10 Ideas for an Advancing Excellence Kick-off Event

Ask the resident and/or family councils to host the event, to welcome people to the area, and to open
the presentation.

Invite the home’s “governing board” to explain the home’s history and mission in service to your

» (13

local community. A re-cap of the home’s “pioneer” achievements could be the focus of this part of the

event.

If your home is organized, invite the union steward or other local officials to talk about their support
of the Advancing Excellence campaign and their support for the goals and targets selected.

Ask the state’s QIO to participate by attending with posters explaining clinical goals and the stories of

success in other homes. Or, ask the QIO for its ideas on how to kick-off the Advancing Excellence
campaign.

Ask the local Ombudsman to participate by assisting the resident or family council in their work,
being a part of the welcoming committee to the event, or in some fashion.

Invite the local area agency on aging to set up a booth to answer gquestions from the attendees about
Medicare, Medicaid and other aging services programs.

Consider making the event a “community event” by asking residents, families, staff and the home’s
vendors to bring their families to a picnic, ice cream social, afternoon tea, talent show, carnival or
other party with “excellence” as the theme.

Invite elected political leaders {mayor, county commissioners, state legislators, federal legislators,
etc.) to the event. Pair the elected leaders with a resident and frontline staff member for a tour of the
home and explain the Advancing Excellence campaign as well.

As for food and refreshments, ask the dietary department to cater the event using favorite resident
recipes. Or, ask the home’s vendors to cater the event with in the selected theme—an afternoon tea
leads to tea and crumpets; a carnival leads to funnel cakes and cotton candy.

Invite the local “film” class or public TV station to videotape the event. To connect with family and
friends who cannot attend, make the videotape available through YouZTube or on the nursing home’s
Web site.

20



Advancing

in America’s Nursing Homes

How to Form an Advancing Excellence Campaigh Committee

It is very worthwhile to make the cffort to form an Advancing Excellence Committee. Having people
from all levels of the organization, departments, disciplines and from your governing Board as well as

from your resident and family councils participate allows you to get input and buy-in from these groups.

It helps people understand the many relationships that exist between organizational units and processes,
and the impact of these relationships on quality, productivity and cost. It also makes the value of the
committee apparent.

Here are some ways that the committee can add value:

*

® # & o & & = 9

More synergistic process design and problem solving
Objective analysis of problems and opportunities
Promotion of cross-functional understanding
Improved quality and productivity

Greater produciivity

Reduced operating costs

Increased commitment to the organization’s mission
More flexible response to change

Increased ownership and stewardship

Reduced turnover and absenteeism

In addition, individuals gain the following benefits from serving on committees:

* & 5 s »

Enhanced problem-solving skills

increased knowledge of business processes

New skills for future leadership roles

Increased quality of work life

Feelings of satisfaction and fulfillment

A sense of being part of something greater than what one could accomplish alone'

The committee will be most effective if it includes the:

*

Administrator

Director of Nursing

Medical Director

Department heads

Frontline caregivers from all shifts and disciplines including environmental and food service
departments

' Duke Okes and Russell T. Westcott, editors, Certified Quality Managers Handbook: Second edition, ASQ Quality
Press, 2001,Pages 37-41
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Mid-level managers and supervisors
Unit nurses

Residents

Family members

Members of your governing Board

The committee should include staff that are both senior and junior in seniority in the facility:

o Ifthe committee only includes representatives from management, then how will frontline staff be
empowered?

e If the committee is only representative of nursing, then how can cross-discipline collaboration
occur?

e If the committee only includes long-term experienced staff, then how can new ideas and energy in
your organization be tapped?

¢ Finally, if the committee only includes frontline workers, then how can they commit the whole
organization to the achievement of the goals of Advancing Excellence?

Consider allowing groups to pick their own leaders through a democratic process. As a result, the
members of the committee will have some authority to speak for their group. For this committee to be
effective, the members of the committee need to have roles and responsibilities between meetings, such as
communicating with their departments and disciplines about the importance of achieving the Advancing
Excellence Campaign’s goals.

The committee needs to work through a process, which should include:
Describing the purpose of the committee.
Establishing the measurable results desired and the timeline for achieving those results.
Determining the level of decision-making authority of the committee.
Clarifying the important roles played by each member of the committee.
o Who are the co-chairs? One of these should be from the line staff.
o Who will facilitate the meeting?
o Who is the scribe?
o  Who is the timekeeper?
¢ Determining the resources available to the committee,
o Special training or information to be given to the committee?
o Designated advisors, trainers, facilitators, etc.?
o Working capital budget.
o Clertcal or other personnel support.
Clarify expectations for communication and reporting.

* & o =

Tips for effective meetings:
¢ Have a regularly scheduled time and day.
¢ Start and end on time.
¢ Circulate minutes from the previous meeting to committee members prior to each meeting.
¢ Develop an agenda for each meeting with input from members of the committee.
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How to Celebrate Your Nursing Home's
Advancing Excellence Progress

One way to show to your staff that working to achieve the goals of Advancing excellence is important to
your nursing home’s residents is by starting a program, which celebrates the progress you are making in
achieving your goals. A celebration program can create a spirit of community in your nursing home.

It is important that your Advancing Excellence Committee initiates the program and that all members of
the Committee be personally involved. The celebrations should be public and become woven into the
culture of your nursing home. The Committee should be present at all of these celebrations.

Here are some ways to plan celebrations:

» Have regularly scheduled celebrations, not just a one-time event,

o Use the ideas in Top 10 ldeas for an Advancing Excellence Kick-off Event as a way to begin
discussions about celebrations that would be right for your home.
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How to Create an Advancing Excellence Campaign
Recognition Program in Your Nursing Home

An Advancing Excellence recognition program is a way of showing that your nursing home expects the
best of everyone. The Advancing Excellence Campaign is a great vehicle for doing this because when the
“goals™ are chosen by your nursing home, it focuses the staffs’ attention on what is expected of them. By
giving recognition to staff working in an exemplary way, it reinforces that this initiative is important to
the organization.

A successlul recognition program will personalize the recognition given to people. This will differentiate
this program from previous quality improvement efforts.

Spend more time than you are accustomed fo walking the halls of your nursing home and meeting with
individuals and small groups of people. Give verbal approval to people in front of their peers.

Use other visible awards such as certificates, plaques and other tangible objects. Try giving a spontancous
award from time to time to acknowledge people who are going the extra mile.

Consider inviting people to an Advancing Excellence Committee meeting or sharing a meal. Consider
starting one of the following:

s Advancing Excellence Champion of the Month award celebrated with a photograph of the
individual in your lobby.

¢ A column in your newsletter featuring a story about individuals whose support of the campaign
warrants recognition.

» Consider just taking the time to work along side the person and offer some assistance with their
work.

¢  Write someone up for exceptional work.

o Create special buttons or pins for people to wear who are on the committee or who have made a
significant contribution to achieving the campaigns goals.
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Provide Staff with Talking Points on the Campaign for
Discussions with Residents and Families

Providing your staff with talking points about your nursing home’s participation in the Advancing
Excellence campaign has two important benefits:

» It helps involve your staff in the campaign.
¢ It ensures that residents and their families know how committed you are to improving quality.

The first step in this process is to meet with staff to review and discuss the overall campaign goals and the
specific quality goals you have chosen. See Hold 10-minute Stand-Up Meetings for ideas on organizing
these meetings. This discussion about the goals should not be a one-time conversation but should be
incorporated into meetings involving care planning, quality measures and staff responsibilities.

The next step is to prepare talking points the staff can use to discuss the campaign with residents and
families. One way of accomplishing this is have a small group of direct care workers and other caregiving
staff develop the talking points. Since they have day-to-day relationships with residents and know them
well, their input would be very valuable in helping to focus on what’s important to residents regarding
quality measures.

This work group can then present it to your Advancing Excellence committee or another larger group for
approval. Once this is achieved, staff can begin talking with residents about the campaign and the home’s
specific goals.

Here are some ideas of what to include in the talking points:
e Advancing Excellence Campaign description.
» The eight goals, why they are important, how they improve quality of life and quality of care.

e The specific goals of the home.

*  What changes the home is making to reach their quality goals.
+ How residents and consumers can help.

s We are all partners in caring.
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Sample Articles for Your Employee Newsletter
about Advancing Excellence

Staff Newsletter Article Sample #1-To announce and help in selection of goals

[Name of home] is joining the national Advancing Excellence (AE) in America’s Nursing Home
Campaign. We believe that the campaign shares our commitment to quality for the residents, families and
staff here at {name of home]).

The AE campaign is a coalition-based campaign to improve the quality of life for residents and staff in
America's nursing homes. The Campaign’s national leaders believe it will strengthen the public trust in
nursing home care by focusing on quality improvement and self-regulation.

The campaign acknowledges the critical role of nursing home staff and consumers in improving quality of
care and quality of life for nursing home residents. We share that belief.

The campaign’s excellence goals are:

Reducing high risk pressure ulcers

Reducing the use of daily physical restraints

Improving pain management for longer term nursing home residents

Improving pain management for short stay, post-acute nursing home residents

Establishing individual targets for improving quality

Assessing resident and family satisfaction with the quality of care

Increasing staff retention

Improving consistent assignment of nursing home staff, so that residents regularly receive care
from the same caregivers,

20 =1 OV AR 0 DD e

We would like to include all staff in selecting the three goals we want to work on first. This discussion
will be part of all department meetings in the next month. You can also fill out a general comment card or
talk directly with your supervisor. [Or fill in the various methods your facility wants fo use to coliect
input.] 1 am particularly interested in understanding why you picked the particular goal or goals for us to
work on.
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Staff Newsletter Article Sample #2—To announce selected goals and seek input on
how to reach goals

Thanks to all the great input from you, [name of the home] has selected our Advancing Excellence (AE)
Goals. The AE campaign here at [home name] and nationally is designed to improve the quality of life
for residents and staff in America's nursing homes.

Y our commitment to improving the care and quality of life experienced by the residents of [your home]
showed through once again in this discussion. Our AE goals are:

[Name your goals here]

Even with all the great work you do now, we have room for improvement in these areas. For example, for
our first goal, we are better than both the state and federal averages for [fill in the issue.} Our goal 1s to
exceed the state average. And, in our second goal, while we are better than the average home in the state,
our team has decided that we can [fill in your target—i.e, reduce the rate to half the state standard].
And, finally, in third goal, we want to reduce turnover among RNs, LPNs, and CNAs by half in the next
year,

Now, it is time to hear your ideas on how we meet the targets. This discussion will be part of all
department meetings in the next month. You can also fill out a general comment card or talk directly with
your supervisor. [Or fill in the various methods your facility wants to use to collect input.] I am
particularly interested in understanding why you picked the particular goal or goals for us to work on.

Again, we will most successful with your input.
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implementation Guide:

Goal 7: Increasing Staff Retention

This Implementation Guide provides efficient, consistent, evidence-based approaches to
increasing staff retention.

www.nhqualitycampaign.org

This material was designed by Quality Partners, the Medicare Quality Improvement Organization for Rhode Island, under contract with the Centers for Medicare & Medicaid Services (CMS),
an agency of the US Department of Health and Human Services. Contents do not necessarily represent CMS policy. 8SOW-RI-NHQIOSC-072307-1



ADVANCING EXCELLENCE IN AMERICA’S NURSING HOMES
A Campaign to Improve Quality of Life for Residents and Staff

Advancing Excellence in America’s Nursing Homes is a coalition based, two-year campaign that
launched in September 2006. The campaign is reinvigorating efforts to improve the quality of care and
quality of life for those living or recuperating in America's nursing homes.

The campaign's unprecedented coalition includes long-term care providers, caregivers, medical and
quality improvement experts, government agencies, consumers and others. Together, we are building
on the success of other quality initiatives, including Quality First, the Nursing Home Quality Initiative
(NHQI), the culture change movement, and other quality initiatives.

Founding Organizations:

Alliance for Quality Nursing Home Care

American Association of Homes and Services for the Aging
American Association of Nurse Assessment Coordinators
American College of Healthcare Administrators

American Health Care Association

American Medical Directors Association

Centers for Medicare & Medicaid Services and its contractors, the Quality Improvement Organizations
National Association of Health Care Assistants

National Citizen’s Coalition for Nursing Home Reform
National Commission for Quality Long-Term Care

The Commonwealth Fund

The Evangelical Lutheran Good Samaritan Society

This material was designed by Quality Partners, the Medicare Quality Improvement Organization for Rhode Island, under contract with the Centers for Medicare & Medicaid Services (CMS),
an agency of the US Department of Health and Human Services. Contents do not necessarily represent CMS policy. 8SOW-RI-NHQIOSC-072307-1



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Goal 7: Increasing Staff Retention

Goal 7: Most nursing homes measure staff turnover and develop action plans as appropriate to
improve staff retention.

Objectives — By September 2008:

a) The national average of nursing homes that regularly measure staff turnover and develop
action plans to reduce the rate of turnover (including setting targets for staff turnover) exceeds
80%.

b) The national average for (measured) staff turnover (RN, LPN, CNA) will be reduced by 15%.

c) Approximately 35,000 fewer nursing home nursing staff will leave their jobs each year.

ICON KEY
» Recognition/Assessment The icons in the box to the left will be used throughout this
guide to help identify those processes related to key
evidence-based approaches.

Cause |dentification
Management
Monitoring
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A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Approach to Implementation

A nursing home working to improve staff retention should follow these steps:

Recognition / Assessment

1. Identify reducing staff turnover as an area for potential improvement.

& « Based on nursing home quality improvement data, quality measures,
staff surveys, review of actual occurrences and
cases, comparison to
benchmarks, etc.

2. Identify authoritative information available about reducing staff turnover.

»« Review references listed in the Staff Turnover Resources, as well as
reliable and evidence-based information about ways to reduce staff turnover
from the literature and from relevant professional associations and
organizations.

= Identify ways to distinguish the reliability of information about reducing staff
turnover (i.e., how to separate valid ideas from myths and misconceptions
about the topic).

3. Identify current approaches to reducing staff turnover.
For an overview of the process, see the Staff Turnover Process Review Tool and
related Staff Turnover Flow Diagram.

= Are the nursing home’s approaches consistent with the steps identified in
the Staff Turnover Process Framework?

« ldentify the nursing home’s current approach to reducing staff turnover, and
the basis for that approach.

= Who in the nursing home decides how to reduce staff turnover, and what
approaches do they use?

4. Identify areas for improvement in approaches to reducing staff turnover.
Using the information gathered in Steps 2 and 3 above, compare current with
desirable approaches to reducing staff turnover. Address the following:

s«  Check whether current nursing home policies / protocols are consistent with
desirable approaches.

= Check whether desirable approaches are being followed consistently.

« Identify whether anyone has been reviewing and comparing current
approaches to reducing staff turnover to desirable ones.



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Approach to Implementation (cont.)

» Have issues related to staff turnover been identified previously? Were they
followed up on? Has the nursing home previously evaluated its
performance and taken steps to improve?

Cause Identification

5. Identify the causes of issues related to reducing staff turnover, including root
? causes of undesirable variations in performance and practice.
« Identify issues and practices that are inhibiting reducing staff turnover.
« Identify underlying causes (including root causes) of, and factors related to,
high rates of staff turnover.

« Identify reasons given by those who do not adequately follow desirable
approaches.

Management

x 6. Reinforce optimal practice and performance.

« Continually promote “doing the right thing in the right way.”

« Follow the steps of the Staff Turnover Process Framework, throughout the
nursing home.

« ldentify and use tools and resources to help implement the steps and
address related issues.

« Based on information and data collected about the organization and the
processes and results related to reducing staff turnover, identify and
strengthen systems and processes that are already optimal.

7. Implement pertinent interventions.

= Address underlying causes (including root causes) of the challenges and
obstacles to the nursing home’s efforts to reduce staff turnover.

« Implement pertinent generic and cause-specific interventions.

= Address issues of individual performance and practice that could be
improved in trying to improve staff turnover.

= Refer to Staff Turnover Resources for resources and tools that can help to
address this goal.



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Approach to Implementation (cont.)

Monitoring

@ 8. Reevaluate performance, practices and results.

« Recheck for progress towards getting “the right thing done consistently in the
right way.”

= Use the Staff Turnover Process Review Tool to identify whether all key steps
are being followed.

« Use the Staff Turnover Process Framework and related references and
resources from Steps 2-4 above, and repeat Steps 2-7 (Recognition /
Assessment, Cause Identification, and Management) until processes and
practices are optimal.

= Continue to collect data on results and processes.

« Evaluate whether changes in process and practice have helped attain desired
results.

= Adjust approaches as necessary.



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Flow Diagram - Staff Turnover Process Framework

/1. Identify current turnover RECOGNITION /
¥ rates y & ASSESSMENT

6? CAUSE IDENTIFICATION

x MANAGEMENT

A4 MONITORING




"8JBD JUspIsal 10a.Ip 1sow apiaoid

SYND 8sneoaq ulaouod Jeinoiued

B Usaq sey SN2 Buowe saipuedea
snoJawnu pue ajel Janouwn ybiy sy -

‘s8jels JO %0¢ ul

%08 ‘S91elS JO %G9 Ul %09 Pesdxs sejel

Janoun) YN 'S81els 10 9%G¢ AJUo Ul SS8|

10 %09 pue ‘s8je)s J0 %ty AlUo Ul %0F

MOJeg 8Jam Salel JaAouln} YNO [enuue

abelaAy "spimuoneu (Z00z Ul %L/

JBAO 1B palewnss ‘Ajjeuoneu) ybiy Ausa
paulewsal sey syN)D buowe Jjarouin] -

‘suolisod aaly} ||e ssoioe

%06 Al1ewixoidde Jo SNOQ pue ‘SNd1

‘SNY LElS JoJ JaAouUIN] [BNUUE Ppamoys *IN220
Janoulny yess Jo Apnis 200z S.WYOHY - | Aayl usiio moy pue ‘usym ‘aisym pue ‘Buuinago
‘ueld uonoe Juswaoiduwl ale swa|go.id Jeym Amuspl 0} Bjep JaAoulny
Kiienb e Buidojansp Jo) yewyosusq s}l sazAjeue pue smainal swoy Buisinu sy -
e sapinoid pue ‘Ajjgels yels buinosdul ‘Jels 1o saliobaeo Aay
Jo} seale aulwislep swoy Buisinu JoJ ‘JBAOUIN] YelS 0} pale[al UoNBULIoUI J8Ul0
e sdjpy ajel Janoulny ayy buifynusp] - | pue ejep sisyieb Ajjeoipousd swoy Buisinusy| - ‘9jel Janoulny Juaung Alusp| L

ANIWSSIASSY / NOLLINDOD3Y NIT808d _~»

ATYNOILVY SNOILVYLO3dX3 d31S SS300dd

MAOMINYYHL SSID0Ud ¥INONANL 44VLS

ddVLS ANV SLNHAISHY 404 41T 40 ALI'TVNO AAOYdINI OL NOIVAWVD V



d
1Z | [9Seyd4builB}S/SPEC|UMOpP/OUEIdWo)
PUBUONBIUILIS)/A0D SUU SWD MMM//-dnY
:e|qelieAy ‘[auluQl // eseyd
‘SawoH Buisinp ui soney buiye)s
8SInN wnwiuipy 40 ssausjeudoiddy
(SIND) sedines pledipa 8
2JedIpa|\ Jo) sieyua)) ‘eidwexs Joj 88 -
'$80JN0Sal pue LBIS JUSIIUns
pue Juswabeuew 82JN0sal Uewny
‘spoys Uels Jo yoddns ‘seoijoeld pue
ubisep yJom ‘uoiejusLIo ‘saoioeld pue
sa|f1s Juswabeuew ul s}0LBP apnoul
Jaaouuny 0} Bunnguiuod se palhuspl
usaqg aABY 1ey) seale Jo se|dwexy -
‘goB|d)JOM B Ul ulewal 0] ssaubuljjim
S [eNpIAIpUI UB 1084 18U} senssl

Jayjo pue uonoejsies gol 0} pajejal ‘018
SJOJOB] pallluspl 8ABY SaIpNn)s shoJswnN - ‘spuayeam Jo shAepyeem ‘suiys ouioads ‘yels
‘'suonuaAaul oloads JBUl0 ‘SNY ‘SYND 01 palejal suiened pue spusiy
-asned Jayjo Ayuspl o3 Buidjsy se jjam Jo) ssasse ‘ajdwexs Jo} ‘Aew swoy Buisinu
se ‘sayoeoidde s|dwis yim paajosal 8y} ‘sesneo Bulllepun ssay) Aluspidipyo] -
ag Aew ey} senss! a|gessalippe ‘sulened
Kipeal 0y Ayljioe) syl Lsje djay ueo pue spual; Buipnjoul ‘JaAoulny o} paie|al “Janoudny yels Buikuspun
sesneo pue ‘suiened ‘spusJ) Buifynusp) - Jo Buisneo sJojoe) selnuapl swoy buisinu sy - sasneod AJljuspl pue ¥ea8s g

NOILYOIdILN3Al 3SNVD mw

JTYNOILYY SNOILYLO3dX3 d31lS SS300dd

(3u02) MUOMIANVUL SSID0Ud YINONUNL 44VLS

AdVLS ANV SINIJISHY YOd HAIT 40 ALI'ITVAO FAOUIIWI OL NOIVAIWVD V



1]

‘0)e ‘sessanold

91D ‘MOJ} YJOM JUSWUOIIAUS HIOM

ul sebueyo aAniulep Bujew o) usAlb
uoddns sy pue saiued paajoAul Aq
Buipueisispun Buipnjoul ‘si0}oB) SNOLIBA
uo spuadap ue|d ay} Jo ss820NS BY |

‘uejd uonoe ayy Jo Adod B yim

salled paAjoAul || sepincid swoy Buisinu sy |
‘ue|d uonoe

8y} 01 paiejal selued a|qisuodsal pue ‘sewel)
awil ‘suonusAlalUl ‘sjeob sy} 81edILNWWOD

01 saibejeus sdojensp swoy Buisinu ay |

‘uejd uonoe sy} Juswedw| ‘G

'$90Jn0s Jadxa wouy saonoeld 1saq

pue |elg)ew a2Jnosal ajge|ieAe Buizijin
JapIsuod pjnoys awoy Buisinu ay)
‘suonuanlaiul sleudoidde Buluiwisiep Uj
‘lelolsuaq

os|e ale aouewLIouad JBls palisap
aziubooal 0} sAem se yons suonuaAIs)ul
[ejausb swog "sjuswanoiduwll Buunpus
pue aAljiuLep aiow apiacid Aew sasned
oly108ds ssalppe 1Byl SUOUBAIBIU|
‘pauIeISnS

pue pansIyoe aq ||Im [eob auj 1ey) Al
$$9| S11l ‘suoye swaoidwi Alenb
ay} apinb o1 ue|d uonoe UE INOYIIAA
"sjeob Bunsswi

0} dewpeol, e sepiroid ue|d uoioe uy

‘Sallel) awi payiuspl

ay} UIylm suonuaAlaiul ayy Bunuswaidul
o} a|qisuodsal yels ay) Aluap|
"SUONUSAJSIUI BU}

Bunsjdwoo Jo) sawely swi oi0ads Ajusp|
‘pajuaws|duwil

aQ 0} suoljuaAlaul oiads Aluap|
'ssa00.d Juswanoidwi Ajenb

||l_JaAo s auloy Buisinu ay) ojul uonoe

10 ue|d uanum e ajelodiodul pue dojaaeQ

(0} payiwy|

aq 10U InQg) apnjoul Aew siy] "sjeob paysijgeiss
8y} 1eaw 0} ueid uonoe ue dojeAsp djsy 0)

(z# deys) deys uogeoyusp) esne sy ybnoyy
pauileep sbuipul sesn awoy Buisinu sy |

‘(s1eob paynuep!
Uie}le pue sasned ssalippe
0] ueid uonoe ue dojeAaq ‘v

"spoye juswanoidwi Ayjenb sisyy
ybnoJy} sjuswenaiyoe [eiuajod UoISIAUS
0} awoy bBuisinu sy} smo|e bBumas |eoo)

“JaAOUIN} LBIS UIM
pa)eIoosse SI0)oe) ssalppe o) AbBs)esis onsijesal
pue oyoads e saysijgelse aswoy Buisinu sy |

'$3]el JaAouln)y
Buinosdwi Joy sjeob Amusp| ¢

ATVYNOILYY

SNOILV.LO3dX3

ANIWIOVNVIN x
d3lS SS300dd

(73u02) YUOMINYAEH SSTI0ud VINONNNL 44V1S

d4AVLS ANV SLNHAISHY 404 41T 40 ALI'TVNO HAOUdIWI OL NOIVdWVD V




134

‘|eob sy

2A8IUDE 0} JBPJO Ul SUOISIASI 3]BlIsSadau
yoiym ‘pajuswas|dwi buleq ale

sue|d uoijoe se asLie A|uowwod slalleqg
‘|eob Jisy) 198w 0] A

01 yled jualayip B aye} 0} pasu Jo Moel
bl ay) uo, ale Asy JI sulwlB}ap 0}
awoy Buisinu sy} smoje uonejuswa|dwi
10 ssauboud sy} Jo uonenjeAl

sueid uonoe

ay) Jo uonejuawa|dwi Bunp pauiuapl
useq aAeY sialleq pajedionueun Jeypy @

¢suonuaABiUl

uejd uonoe ay} Jo uoneyuswa|dwil
oy} 0} pajejal sbuipul) / synsal ay) ale JeUpy @

¢ suonuanaul

ueid uonoe ay} Bunuswaejdwi siaquiaw
Uels s|gisuodsal paiiuspl sy} aly e

;seuel)

s} payiusp! 8y} UIYHIM pajuswa|dul
Buleg suonuaAsiul Ue|d UoOR Byl By @

Jusjum
se pajuswa|dwi Buieg suonuaAIBul By e
:Buimojos sy (03 payiwi| Jou Ing) Buipnjoul
‘uonejuawaldwi uejd UoiOR U} JO SSBUBAIJDBLS
ayl saienjeAs Ajesipouad swoy Buisinu ay |

‘ueld uonoe 8y}
10 uoneuswa|dull sy} ajenjeAs g

ONRIOLINON A

"8|gBIuNo2o.
play aq ||im Asyl yoiym o3 suoleioadxas

8y} pue sanljiqisuodsal Jisy)
JO aleMme 89 p|nous paA|oAUl saiped ||y

‘ue|d au} 10 SjUBWS|S
oul0ads ssalppe 0} salnpaocold pue saioljod
sjuswa|dwi pue sdojaasp aswoy Buisinu sy

JFTVYNOILYH

SNOILYLO3dX3

(Ju0d) INFWIDVYNVIN
d31S SS300¥d

(73u02) YNOMINWYYL SSTO0Ud ¥INONANL 44V1S

JdVILS ANV SLNIAISHY 404 41T 40 ALI'ITVAD HAOUYJIWI OL NOIVAINVD V




(44

‘S}jnsal asou}

2ouan|jul 1eYy) senssi pue sessasold Janouun} Buiouan|ul se pauhuspl alam "1IB1S JO spasu

10 snjels ey} pue sjnsal yjoq Buliojiuow 1By} $J01oB) JO SNIBlS 8y} pue ‘sajel JaAouln) pue uonoejsies ay) buloyuow
salinbal Juswanoidwi pauleisng - s1l sJoyuow Ajeoipouad swoy Buisinuayy -| 1o spouyew Bulobuo sulwisiaq ‘g

"s$800.d uoneneas

‘paulelsns aq 0} JapJo ul yoddns ‘Juswanoidwi Buunpus au) Aq pajeoipul se ueld
Buinunuoo pesu sabueyo sAllisod - ayew o1 A1} 0] seyoreoudde swoy Buisinusy] - uonoe ay} asinal pue alepdn 2
(Juo2) ONIHOLINOW

JTVYNOILYY SNOILVYLO3dX3 d31S SS300dd

(7u02) YRHOMINYUL SSTI0Nd YIANONANL 44VIS

d4VLS ANV SLNAHQISHY 404 41T 40 ALI'TVNO AAOUdWI OL NOIVdIWVD V



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

STAFF TURNOVER PROCESS REVIEW TOOL

Abstraction Date:
Nursing Nursing
home home
Name: Address:
= O ON/A
YES | NO | N/A
1. Does the nursing home currently gather information related to staff
turnover?
2. Does the nursing home review and analyze its turnover data to identify
related problems including where, when, and how often they occur?
A » ATIO
YES | NO [ NA
3. Does the nursing home identify and categorize factors causing or related to
staff turnover?
4, Does the nursing home identify trends and patterns in its staff turnover,
based on the information it has collected?
5. Has the nursing home done a root cause analysis of specific trends or
atterns?

A A

YES | NO | N/A

Has the nursing home established measurable staff turnover goals?

N

Has the nursing home implemented an action plan, which includes key
steps in the Staff Turnover Process Framework, to try to meet its staff
turnover goals?

8. Has the nursing home involved all pertinent parties in developing the action
plan, communicated that plan to those parties, and updated pertinent
policies related to factors that affect staff turnover?

O OR
YES | NO | NA
9. Has the nursing home periodically reevaluated its staff turnover rates, and
the effectiveness of its action plan in reducing those rates?
10. Has the nursing home revised its action plan as indicated by the results of
its review?
11. Has the nursing home continued to periodically monitor the satisfaction and

needs of its staff?

13
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in America’s Nursing Homes

Implementation Guide:

Goal 8: Improving Consistent Assignment
of Nursing Home Staff

This Implementation Guide provides efficient, consistent, evidence-based approaches to
increasing consistent assignment of nursing home staff.

www.nhqualitycampaiqn.orgq

This material was designed by Quality Partners, the Medicare Quality Improvement Organization for Rhode Island, under contract with the Centers for Medicare & Medicaid Services (CMS),
an agency of the US Department of Health and Human Services. Contents do not necessarily represent CMS policy. 8SOW-RI-NHQIOSC-072307-1



ADVANCING EXCELLENCE IN AMERICA’S NURSING HOMES
A Campaign to Improve Quality of Life for Residents and Staff

Advancing Excellence in America’s Nursing Homes is a coalition based, two-year campaign that
launched in September 2006. The campaign is reinvigorating efforts to improve the quality of care and
quality of life for those living or recuperating in America's nursing homes.

The campaign's unprecedented coalition includes long-term care providers, caregivers, medical and
quality improvement experts, government agencies, consumers and others. Together, we are building
on the success of other quality initiatives, including Quality First, the Nursing Home Quality Initiative
(NHQI), the culture change movement, and other quality initiatives.

Founding Organizations:

Alliance for Quality Nursing Home Care

American Association of Homes and Services for the Aging
American Association of Nurse Assessment Coordinators
American College of Healthcare Administrators

American Health Care Association

American Medical Directors Association

Centers for Medicare & Medicaid Services and its contractors, the Quality Improvement Organizations
National Association of Health Care Assistants

National Citizen's Coalition for Nursing Home Reform
National Commission for Quality Long-Term Care

The Commonwealth Fund

The Evangelical Lutheran Good Samaritan Society

This material was designed by Quality Partners, the Medicare Quality Improvement Organization for Rhode Island, under contract with the Centers for Medicare & Medicaid Services (CMS),
an agency of the US Department of Health and Human Services. Contents do not necessarily represent CMS policy. 8SOW-RI-NHQIOSC-072307-1



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Goal 8: Improving Consistent Assignment of
Nursing Home Staff

Goal 8: Being regularly cared for by the same caregiver is critical to quality of care and quality of
life. To maximize quality as well as resident and staff relationships, the majority of nursing
homes will employ “consistent assignment”.

Objectives — By September 2008:

a) One-third of nursing homes will have adopted “consistent assignment” among CNAs.

b) 5,300 nursing homes will have adopted “consistent assignment” among CNAs.

ICON KEY
«~ Recognition/Assessment The icons in the box to the left will be used throughout this
guide to help identify those processes related to key
evidence-based approaches.

§ Cause ldentification
% Management
#  Monitoring




A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Approach to Implementation

A nursing home working to increase consistent assignment of staff should follow these steps.

Recognition / Assessment

1. Identify consistent assignment as an area for potential improvement in nursing
home performance.

« Based on nursing home quality improvement data, quality measures,
staff survey results, comparison to benchmarks, etc.

2. Identify authoritative information available for the topic.

= Review references listed in the Consistent Assignment Resources, as well
as reliable and evidence-based performance improvement and quality
improvement literature; recommendations from professional associations
and organizations.

« |dentify ways to distinguish the reliability of information about consistent
assignment (i.e., how to separate valid ideas from myths and
misconceptions about the topic).

3. Identify current approaches to consistent assignment in the nursing home.
For an overview of the process, see the Consistent Assignment Process Review
Tool and related Consistent Assignment Flow Diagram.

= Are the nursing home's approaches consistent with the steps identified in
the Consistent Assignment Process Framework?

« Identify the nursing home’s current approach to assigning staff, and its
basis.

=  Who in the nursing home decides on assignment of staff, and what is the
basis for their chosen approaches?

4. Identify areas for improvement in processes and practices.
Using the information gathered in Steps 2 and 3 above, compare current with
desired approaches to consistent assignment. Address the following:

« Check whether current nursing home policies / protocols and practices are
compatible with desirable approaches to consistent assignment.

» Check whether desirable approaches are being followed consistently.

« Identify whether anyone has been reviewing and comparing approaches to
consistent assignment to desirable ones.



5.

A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Approach to Implementation (cont.)

« Have issues related to consistent assignment been identified previously?
Were they followed up on? Has the nursing home previously evaluated its
performance and taken steps to improve?

Cause Ildentification

Identify the causes of issues related to performance and practice, including root
causes.

« Identify issues and practices that are inhibiting attaining the goal of
increasing consistent assignment.

= Identify underlying causes (including root causes) of, and factors related to,
inconsistent assignment of staff in the nursing home.

« Identify reasons given by those who do not adequately follow desirable
approaches.

Management

xﬁ.

Reinforce optimal practice and performance.

« Continually promote “doing the right thing in the right way.”

« Follow the steps of the Consistent Assignment Process Framework,
throughout the nursing home.

« Identify and use tools and resources to help implement the steps and
address related issues.

« Based on information and data collected about the organization and the
processes and results related to consistent assignment, reinforce systems
and processes that are already optimal.

Implement necessary changes.

« Address underlying causes (including root causes) of the challenges and
obstacles to the nursing home’s capacity to implement consistent
assignment.

« Implement pertinent generic and cause-specific interventions.

« Address issues of individual performance and practice that could be
improved in trying to increase consistent assignment.

« Refer to Consistent Assignment Resources for resources and tools that can
help to address this goal.



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Approach to Implementation (cont.)

Monitoring

g 8. Reevaluate performance, practices and results.

« Recheck for progress towards getting “the right thing done consistently in the
right way.”

= Use the Consistent Assignment Process Review Tool to identify whether all
key steps are being followed.

« Use the Consistent Assignment Process Framework and related references
and resources from Steps 2-4 above, and repeat Steps 2-7 (Recognition /
Assessment, Cause Identification, and Management) until processes and
practices are optimal.

« Continue to collect data on results and processes.

« Evaluate whether changes in process and practice have helped attain desired
results.

» Adjust approaches as necessary.



A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

Flow Diagram -Consistent Assignment Process Framework

/1. Assess the consistency of / RECOGNITION /
G

assignments of direct ASSESSMENT
AL B

@? CAUSE IDENTIFICATION
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o G x MANAGEMENT
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A CAMPAIGN TO IMPROVE QUALITY OF LIFE FOR RESIDENTS AND STAFF

CONSISTENT ASSIGNMENT PROCESS REVIEW TOOL

Abstraction Date:

Nursing Nursing
home home
Name: Address:
How many workers involved? What unit is being evaluated?
CNAs only Entire nursing home
CNAS/LPNs/LVNs only Nurs;ng home unit / hall(s). Please
specify:
CNAs/LPNs/LVNs/RNs and others Shift:
How many residents involved? How long has consistent assignment been used?
- . . A
YES | NO | N/A
1. Were worker schedules reviewed to determine how many times direct
caregivers were assigned to the same unit, hall, shift, etc.?
2. Were assignments and other records (time cards) reviewed to assure direct
care workers were assigned to care for the same resident each day / shift
worked?
A D ATIO
YES | NO | NA
3. Did staff identify factors that could impact the ability to provide consistent
assignments, such as existing staffing policies, leadership directives, etc.?
4. Did staff identify any trends and patterns related to factors impacting the
*_| provision of consistent assignments?
5. Did staff conduct a root cause analysis to identify underlying reasons for

trends and patterns affecting the provision of consistent assignments?

A A

YES | NO | N/A

6. Did staff establish a realistic goal for providing consistent assignment
(entire building, hall / unit, shift)?
" Did staff develop a written action plan that includes specific interventions,

time frames and assigned responsibility to meet the goal of implementing
consistent assignments?

8. Did staff communicate and provide a copy of the action plan to all involved
parties (residents, families, and staff) as appropriate?

~ MONITORING
YES | NO |NA
9. Is the action plan evaluated at specific intervals to monitor assignment
progress, identify unanticipated barriers, and make updates where needed?
10. Are resident, family and staff interviews periodically done to monitor

satisfaction with assignment schedules?

15
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