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Problem

From Q1 to Q2 of 2021, the facility has experienced anincrease in staffing challenges which has resulted
ina total of 34 open positions (13CNA, 10 Nurses, 2 Activities Assistants, 1 Case Manager, 2 Dietary
Aides, 2Cook, 1 Driver, 2 housekeepers, 1 Maintenance Assistant, and 1 Admissions Coordinator).

Goal
To improve the quality & quantity of our nursing staff - Decrease OT from 12% to 3-5%, decrease open

CNA positionsfrom 13 to 5, eliminate registry use from 5to zero by 6/30/21, and fill ancillary positions.

Interventions

Wage Analysis and Increase

ED and payroll collaboration, with regionalapproval

CNAswere foundtoall be getting S withouta pay scale

CNAswere increasedtoapay scale of $

LVNswere increased toa payscale of $

Housekeepingstaff wereincreased to a pay scale of S(no prior scale)
Kitchen staff were increased to a pay scale of $ (no priorscale)

Sign-on Bonus and Referral Bonus

Sign-on bonusincreased to $1,000 for cook and CNA, and $2,000 for LVN

Referral bonusincreased to $500-$2,000 dependingon position with a 30 day payout.
Referral bonus promoted to staff with recent success stories shared at all-staff meetings
(including mass text messages of recognition)

Contact Prior Staff about Wage Increase

DON, Payroll, DSD
Phone call staff who have left to return with wage increase (if rehirable)
Currentstaff members to contact theirfriends/peers who have left (referral bonus)

Culture Shift (Attitude)

ED, DON, DSD approach

IDT/Department Managerapproach

ED Speaking at all-staff meetings about positivity, helping each other, and treating new hires
“like gold” inwelcoming them and showing them “the ropes”

5-Ps programimplemented 10/1/2021 to focus on customerservice forresident experience,
which will lead to staff experiencingless needs and complaints from residents and families,
leadingto a less stressful shift.

Department Managers restarting daily/weekly room rounds

Encourage staff about ED open door policy



e Compliment/grievance forms and process with follow-up

Decrease Registry Use
e Offerovertime tothose current staff who want more hours
e Wage increases contributing to positive recruiting efforts
e Clinical site forlocal CNA school and hiring new grad CNAs from this program
o receiveda2-yearbaninAugust 2021 foran IJ from 2019, but filingawaiverrequest

Clinical Site for CNA School
e DSD, ED, ADON collaboration
e Partnered withlocal CNA school, First Lady Permanente, to be their exclusive clinical site
e Started with one rotation of 15 students, planned tointroduce asecond
e Receiveda2-year(2021-2023) CNA class ban due to an |J deficiency from 2019. Facility can no
longerbe a clinical site fora facility-based program or external program. Waiverrequest
submittedin October 2021.

Marketing Presence
e ED, regional marketer
e Contact marketing company to obtain list of nursesand CNAs inthe areafor recruiting
e Mail out postcards to hiring at wage increase and conduct an open-house
e Passflyersaroundtown
e Display hiring sign with wage increase in front of facility
e Create business cards to pass around with QR code linked to online job application
ED postedin-house Indeed.com job postings with greater success than company recruiter

ExitInterviews
e ED, DSD, DON
e Exitinterviewsasa root cause analysistodetermine trendsin reasonsforleaving
o Follow-up with problematicreasons are resolved

Indicators
e Recruitingemail update and weekly calls
e |DT recruiting approach to monitorsuccess (ED, DON, DSD, Payroll, Recruiter)
o Nursingovertime toindicate how many working doubles to cover shifts
Monthly schedules reviewed to determineshift vacancies
e Amountofreferral bonus and sign-on bonus payouts reviewed with Payroll
o Meetingdaily nursing PPDrequirements

Progress
e Nursingwage increase approvedin April 2021 and implemented.

Housekeepingand Dietary wage increases approved in August 2021 and implemented.
e Facility-ran Indeed.com postings started in October withimmediate success.
o triggeredfurtherrecruiting departmentinvestigation and restructuring
e Increasedreferral bonuses paid out through word of mouth:Q1 =2, Q2=4,Q3=5,Q4 =
pending



e Regional marketingteamto purchase local list of nursesand CNAs fortargeted recruitingin
October/November (in-progress)

Successes

e Asof10/28/2021, there are the followingopen positions: 12CNA, 7 nurses, 0 Activities
Assistant, 0Case Manager, 0 Dietary Aide, 1Cook, 1 Driver, 0 Housekeeper, 0Admissions
Coordinator, and 0 Maintenance Assistant.

o Since Q2 2021, there have beenthe followingamount of hires:
o We have experienced fluctuation due to general COVID-19burnoutand CNAs leaving
the industry forretail, restaurant, or holiday jobs, even back to school.

e Wage increase from $ with noscale, to $ with scale boosted retention and reduced amount of
talks/rumors of people leaving.

o Attracted 5 prior CNAs to come back to work at the facility

o Resultedinanincrease of applicant flow versus priorto wage increase. Increased wages
and sign-on bonus were added tothe online job posting, whichis higherthan local
competitors and not previously publicly disclosed prior to submitting application.

e Generalfacility attitudeand outlook improved with more speaking of positivity, treating each
otheras a family, and welcoming the new hires with more open arms and showingthemthe
ropes.

e Exitinterviews provided some constructive criticism where needed, ranging from pay, acuity vs
patientratio, vending machines not working, and staff with poor attitude (of which one was
terminated).

e Registry use was eliminated from 5CNAs to zeroin May 2021. However, due to school returning
in Augusttimeframe and some burnout, the facility started using 2registry CNAs forthe NOC
shiftin September.

e FacilityranIndeed.com ads startedin October 2021, and yielded more applicant flow than the
company recruitingdepartmentand theirads. This was a wake up call for the company and
started a large investigation and restructuring of the recruiting department.

e Most ancillary positions have beenfilled, with only 1 cook and 1 driverremaining.

Challenges/Lessons Learned

e There wasa significant financial impact to the bottomline of about $25,000/month when
implementing the nursingincreasesin April, with aboutanother $10,000/month when
housekeeping and dietaryincreases took effectin August. The challenge came alongside
changesincensustrends thisyearof 2021, where we saw more traditional Medicare switched
to HMO managed Medicare and more patients going home with home health versus post-acute
facility settings.

e Thecompany’srecruiting department was found to not be yielding many applicants and an
investigation leading to restructuring occured. The issue findings weresaid to be based inthe
iCIMS software used forrecruitingand how it was originally programmed.

o ED decidedtorunfree Indeed.comadsandyielded more results withina month than
the recruitingdepartmentin 3 months. For example, inthe last 2 months there have
onlybeen 2 applicants forthe dietary staff through the recruiting department, while the
Dietary Manager was working doubles and extra days to cover. When the facility started
to run theirown ads that started on a Friday night, by Monday morningthere were over
30 applicants forthe dietary department. Thisresultedin 3new hiresneededin
October.




e Increasingand promoting of the referral bonus proved to be beneficial, in that we saw a trend
increase from Q1 into Q2/Q3 where more staff were contacting theirfriends to apply and get
hired.

e Purchasing marketingleads of local CNA and nurses became alittle challengingin dealing with
third party companies and various capabilities of providing valuable and relevant lists. Multiple
vendors were contacted and the regional marketing teamis still working through this, as well as
postcard design (in-progress).

e COVID-19burnout manifested with at least 5known staff members resigningto eitherreturnto
school or pursue otherindustries such asretail, restaurant, and holiday positions (i.e. Amazon)

e Q2 sawa decrease in open positions with enough CNAs to work 8 hour shifts. However, the
facility lostits CNA staffing waiver effective 7/1/2021, along with recent CNA
resignations/burnoutand a 2-year ban on beinga CNA clinical site forlocal schools, the facility
wentfrom an average of 6% overtime in Q2to about 16-17% overtime in Q3 entering Q4.

o A waiverrequestwassubmitted to CDPHin Octoberto requestto allow the facility to
hosta CNA school as a clinical site, but continue the ban on the facility from starting
theirown CNA class. (pendingreview)

Next Steps
e Continue with new processes that have beenimplemented.

e Re-evaluatewagesin 2022 when minimum wage increases to $15/hourin January
e Share progress at all-staff meetings and mass group text messages forencouragement
e Continue facility-ran job postings, contacting prior staff, and marketing efforts
e Host openhouse and place large hiringsignin front of facility
e Create official mailboxes around facility/breakroom for staff to submit compliments/comments
e Staff appreciation BBQ10/29/2021
e Christmas Party with raffle prizes, awards, and fun
Establish retention/recruitment committee for staff to run and improve outcomes
e Facility-wide posters of teamwork and positivity phrases/quotes



