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Advancing Superior Staff Retention 

Clint Maun, CSP

1. People Don’t Leave a Job, they Leave a Relationship

A. Supervisor

B. Co-Worker

C. All comes back to supervisor

2. Pay and Benefit Strategies

A. Constant Checking

B. Continued Strategy

(1) Targeted % for Staffing
(2) Flexibility

C. Design for Targeted and At Risk Positions

D. Flexibility with Benefits

E. Pay Grade Shrinkage

3. Creativity with Open Positions

1. Part-Time Positions

2. PRN Positions
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4. Career Advancement

A. Ladders vs. Expanded Duties

B. Tuition Reimbursement

C. Horizontal vs. Vertical Career Growth

D. Quit Expecting Life Employment

5. Leadership

A. Coaching Immediately

B. Frequent Feedback Sessions vs. Annual Reviews

C. Involvement on Meaningful Teams

D. Team Based Recognition/Rewards

E. Mentors in a Passionate Orientation

F. Leadership Evaluation for Successful Retention
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Overcoming Marginal Performers 

Clint Maun, CSP

Reflecting on the marginal performer in your operation, you are perplexed. You’ve tried to be fair, 
patient and understanding. You’ve counseled and attempted to motivate him. You’ve stressed quality, 
read books and attended seminars. Yet the marginal performer is still, well, marginal.

Forget those techniques. It is time for you to take charge.

Eighty-five percent of the time when I’m called in as a management consultant by a firm, it’s because 
the person who is in charge is not really in charge. The firm’s managers are not dealing properly with 
the most critical issue facing them - marginal performance by their employees.

Marginal performers fall into one of six categories. They are people who:
1. Do just enough to get by. You or the organization may be letting them do it.
2. Have capability beyond what they are performing. At one time, they may have performed up to 

their abilities, but have since slipped.
3. Are coasting toward retirement. They have paid their dues and now think, “This place owes me.”
4. Perform at high peaks in some areas to compensate for valleys of performance in other areas.
5. Accept marginal performance as the norm, because they’ve been allowed to get away with it. 

They deliberately slip one more notch to see how you will react.
6. Are going through a temporary hassle in their personal lives - money, drugs, and family. Or they 

are stressed by learning a new job.

Coach, Don’t Counsel
Dismiss the idea right now that your job is to counsel the people who report to you. Your job is to get 
them help, not be the one to help.

Basketball coaches don’t go around saying, “How do you feel about your dribble? Have I done anything 
to hurt your dribble?” Instead, he or she tells the player what needs to be done to help the team win. Be 
a coach, not a counselor.

We’ve spent decades trying to become amateur psychologists. It doesn’t hurt if you understand 
something about the people reporting to you. But that is not a prerequisite for management. Just be 
sure you understand all the head games they play.

Here’s a fictitious example: Always absent from work on Fridays, Carol annoys other employees who 
do show up. Finally, you confront her. You try to establish rapport by asking about problems at home, 
and you hear more than you really want to know. Then you say, “We have a problem.” Yet we don’t 
have a problem. Carol has the problem. You ask why she’s been absent. Bad question. She’ll give you 
an excuse just because you asked.
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Instead, tell her about the problems caused by her absence. If you don’t believe her excuse, tell her so. 
Tell her what you expect in the future. Ask, ““s it a problem for you if we have to keep having this 
conversation or if it affects your raise or promotion?”

A smart person will respond “yes”. A “Yes, but” answer means she still doesn’t own the problem. Until a 
person owns a problem, they will not fix it. This concept is also utilized in counseling programs such as 
Alcoholics Anonymous.

You cannot win head games. They violate three rules of American leadership:

1. Honesty
2. Consistency
3. Specificity

Rules of American Leadership
People ask, “Isn’t being fair one of the rules of American leadership?” Fair is a word choking American 
management. People should have a level playing field. They should know what the rules are and where 
the goal post is. But they don’t get to play quarterback just because they’ve always wanted to be a 
football star.

When you are honest, consistent and specific, you are fair. On a scale of 1-10, you should strive to be:

• Honest 8

• Consistent 10

• Specific 12

You are being too honest if you tell a person with a body odor problem, “You could knock a buzzard off 
his roost.” On the other hand, “Smell something in this room?” is not honest enough. Leaders who are 
too specific micromanage their staff to death. It’s important to manage the results, not the process. You 
don’t care how they hit the ball as long as they get a hit.

But managers not specific enough who say, “I don’t like your attitude,” could elicit a huh? from the 
employee. Instead point out specific instances and solutions to the problem. “This is what you said. I 
don’t want those words said to a customer again.”

Conformance to Expectations
Quality products. Quality circles. Business is high on quality. But what exactly is quality? Quality is 
defined as conformance to expectations. If your product or service meets the expectations of 
customers, it is a quality service.

Let’s say your friend bought a $100,000 Rolls Royce. It meets her expectations as a quality automobile. 
Another friend buys a $6,600 Yugo. It meets his expectations and so is defined as a quality purchase.

You do not compare car to car. You compare the car to the expectations of customers. If it conforms, it 
is a quality purchase. It is the same for the people who report to you.
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Take the fictional Susan. She helps people, has a positive attitude, the respect of her co-workers and a 
100% quality score. Then there is the fictional Mark in the same department. He performs his work 
when he feels like it, expects help but doesn’t offer it, says, “That’s not fair” a lot, and nobody wants to 
work with him.

Which one is meeting expectations set for the job? Is it fair and consistent to tell Susan what you like 
about her performance and to instruct Mark to improve his performance? The bottom line is you 
compare the person with the expectations of the job, not with each other. Expectations can be set with 
two words that have been the most misused in the last 30 years, If and Then.

The way it should work is, “If you show up for work, then we will give you a paycheck.” Don’t switch 
them or you end up with “If we give you a paycheck, then will you show up for work?”

A Motivation Quiz
Why do some people exceed expectations and others do not? They are often more motivated. You 
cannot motivate another person. Each human being can only motivate himself or herself. However, you 
can coach them to be motivated. How do you know if you have a motivated person working for you? 
Ask them:

1. How are you doing on your job?
2. How do you know that’s how you’re doing?
3. When was the last time you messed up on the job?
4. How do you know that’s how you messed up?

Motivated and unmotivated people will give similar answers to questions 1 and 3. Both questions are 
setup to the questions that follow. When asked, “How do you know that’s how you’re doing?” motivated 
people will have specific answers and a grasp of where they stand. An unmotivated person feels all is 
okay if they hear nothing. The only way they know they’re doing wrong is when somebody else tells 
them.

To the question, “How do you know that’s how you messed up,” motivated people will answer 
something specific. Motivated people know exactly when what they’re doing is right or wrong. The 
unmotivated do not seem to understand unless someone tells them. Unmotivated people have no self-
control system, and that is the basis of motivation. Define expectations for them, because a human 
being can’t be motivated if they don’t know what is expected. Then give your workers a way to measure 
their success.

Behavioral Types
There are three types of people who make mistakes:

1. The Accidental Violator who says she is sorry and fixes the problem.
2. Limit Testers. When you stop them from one violation, they try another. Accidental Violators will 

turn into Limit Testers if you do not do anything about the mistake when it first happens. But you 
can’t solve the problem until you get them to own the problem. Talk to them when they make a 
mistake. Then thank them when it is solved. Be sure to check that it is solved. You have to close 
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the loop. Timing and follow-up are important. If an employee is absent Thursday, talk to him 
Friday. Don’t wait until the violation happens again.

3. The Outlaw. Their activities are illegal - forging documents, lying, stealing, and verbally or 
physically abusing customers, sabotaging machinery. Do not spend time and money to 
rehabilitate these people. If you don’t get rid of them, they’ll bring in friends to work there. In one 
operation where we were called in, 50% of the employees were Outlaws, because nobody did 
anything about it when there were only one or two. Do one of two things: make is so tough 
legally they will leave or allow them to self-destruct. Of course, you should assist people with 
mental, drug or alcohol problems in getting help.

In Conclusion
It’s time to get tough, take charge, and deal with marginal performers. Coach, don’t counsel. Set 
expectations. Learn how to deal with the Accidental Violators, the Limit Testers and the Outlaws. And 
above all, learn the three important numbers in business management: 8 (honesty), 10 (consistency) 
and 12 (specificity).
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Retention and Selection of Health Care Staff: 
(Team-based Turnover Reduction) 

Clint Maun, CSP

In today’s healthcare organizations nothing is more critical than providing consistent service delivery on 
a daily basis. This can be accomplished through the work of dedicated individuals on a continuing 
basis. The relationship of staff turnover to consistent service delivery is well documented and consistent 
with research by our firm.

To retain an entry-level healthcare worker it costs a minimum of $2,250. This cost merely includes the 
basics of certification, orientation, advertising, unemployment compensation, administrative costs and 
other direct costs found on a financial statement. Costs actually run much higher when morale issues, 
marketing concerns, survey compliance and overall accomplishments of the organization are included.

Healthcare organizations must develop a specific and dedicated breakthrough strategy for retention. It 
is not enough to place this responsibility in the hands of a few people, such as the administrator, 
director of nursing or human resource professional. There must be a targeted team effort to make 
training and retention a top facility priority. For many organizations the ability to provide consistent 
service delivery on a daily basis sets them apart in the marketplace.

Super Team:
The organization must develop a targeted team effort with a super team of 10-12 individuals chaired by 
the administrator or executive of the organization. The administrator or executive must also have on 
board a human resource professional and director of nursing services. These three will recruit the 
remaining team members to include several nursing assistants, along with specific nursing leadership 
(unit managers, shift supervisors, etc.) and other department management/staff. The team should be 
cross functional, not just a management team but extend deep into the organization with individuals 
dedicated to fixing this problem.

The Plan:
The team will develop a written 12-week plan to be signed off by them, making them responsible to 
report weekly progress to a higher level individual for accountability purposes. That individual could be 
the administrator’s supervisor or board director. The written 12-week plan must encompass critical 
issues that affect the ability to train and retain. The 12-week team will focus on three major areas: how 
to recruit, select and retain quality employees. 

Passionate Orientation:
The organization should address the particulars of implementing a passionate orientation. Facilities 
spend time recruiting but rarely take time to train new employees appropriately. Passionate orientation 
must include a customized checklist for each job, sequenced to provide information as needed. New 
employees should be required to demonstrate learning from the checklist so you have an assurance 
they received the information in an appropriate manner and can demonstrate utilization of the 
information. As a third component of the passionate orientation, a mentor is designated with a parallel 
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schedule to the new employee. The mentor should be rewarded or recognized for helping that new 
employee complete the orientation process and acclimation to the organization.

By developing a passionate orientation process and assuring it is meaningful and enjoyable for the new 
worker, you will re-engineer the methodology that is a significant component of whether an individual is 
going to stay. People make retention judgments in the first 3-4 days they’re working in a location. It is 
the facility’s job to ensure this orientation and acclimation process is passionate.

Retention:
The team should focus on what it takes to deal with the current workforce in the new millennium. This 
must include how to make the workplace enjoyable and meaningful at the same time. It is not enough 
anymore to say you’ve got a good job and can enjoy your life later. Today’s workers want to be involved 
in a process that allows them to experience meaning and enjoyment at work, at the same time.

The team should work on issues associated with scheduling - including how to involve units in team-
based scheduling rather than using a centralized scheduling process. Workers joining the profession 
are now younger, and they want to be involved in determining their time off. If your centralized schedule 
model isn’t working and you’re spending most of your time trying to beg, borrow or steal help, it would 
be worthwhile to consider alternatives with employee involvement in the process.

Prepare a data assessment of why retention is a problem. This would include the development of 
specific exit interviewing processes upon the transfer or loss of an employee. There should also be an 
Employee Opinion Survey initiative for an objective view of what’s occurring. You should have 
Customer Satisfaction Surveys in place to help retain workers by providing them specific feedback 
about service delivery. It is a positive motivator for staff to be involved in direct feedback from 
customers. In addition, it would be helpful for periodic salary and benefit studies to determine 
competitiveness in the marketplace.

It is not enough to say we have a certain percentage of turnovers in the organization. We must look at 
the specific units, departments and shifts where turnover is occurring at a higher pace.

Selection:
Upon the development of retention efforts, focus on the selection process. Teams should be involved in 
the process; i.e.staff should assist in making hiring recommendations. When the staff helps pick their 
co-workers they develop a sense of ownership toward the decision. The organization should develop 
behavioral interviewing processes where the questions asked allows the applicant to tell a story about 
how they have conducted themselves in the past which often determines how they will react in the 
future. By setting up questions in advance, we move away from a gut feeling approach to interviewing.

Recruitment:
Do not put ads in the paper that say, “wanted”, “hundreds”, “we’re desperate”, “we need many”. Instead 
place targeted ads that focus upon the talent in the building with stories about great individuals that 
have performed acts of courage and extra effort. We’re looking for people like this type of individual. 
Matching talent to talent puts us in a position of using team-based recruitment. Employees should be 
responsible for coordinating the ad campaign, flyer distribution and word of mouth referral sources, to 
help set up a recruitment campaign that is targeted, focused and talent based. Select people who find it 
an honor to work with us and we’ll show them it is an honor to have them.
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Summary:
The 12-week team selects topic areas to work on with specific goals and targets for weekly 
accomplishment. They assign action and accountability to team individuals with sub-teams on specific 
areas. There should be a weekly meeting of the super team with sub-team meetings as necessary. This 
should take priority in the organization. It should be broad-based, targeted and team-oriented if we are 
to move ourselves to a consistent service delivery position that our customers, clients and residents 
deserve.
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The Art and Science of Teaming 
(Maximize Team Productivity) 

Clint Maun, CSP

Healthcare organizations are finding it difficult to be successful without the use of teams to produce 
important improvement and operational stability. This is particularly true when developing Quality 
Improvement teams for clinical success, Recruitment, Selection, Retention teams and Revenue 
Enhancement related teams.

To produce a successful team you need to develop boundaries for the implementation of successful 
group activities. These boundaries or ground rules include:

1. Make it an honor to be on a team. Don’t manipulate or force people to be on teams for the 
wrong reasons.

2. Most high-level facility specific team operations need to have the administrator participate as the 
chairperson. This ensures there will be continuity of cross-functional effort, turf & territory 
reduction and overall decision-making capabilities available at all times.

3. The team meetings must have agendas.
4. The team meetings must start and end on time.
5. The team meetings must be a specific action type of meeting versus a reporting meeting. 

Simply circling people around with various informational updates from each team member won’t 
accomplish anything. You must make sure the prioritized agenda items are at the top of the list 
and there is a focus by every member of the team on success against those agenda items.

6. The teams must ensure everyone participates and holds each other accountable.
7. The team must make decisions about future agendas, sub-team work between meetings and 

the definition of successful problem solving.
8. The team must decide what level of decision-making they have and what their approval points 

are for required action accomplishment.
9. The organization must support that the teams will be utilized to improve areas of work behavior 

versus a traditional military table of organization model.
10. You must ensure all members of other areas of the organization are informed as to the purpose 

of the teams and why it’s important for the success of the organization.
11. Teams needs to deal with issues of conflict and territory by setting up ground rules at the front 

end of the team implementation.
12. The people talking on a team can’t only be the people at the top.
13. The group has to police any over zealous involvement by some team members at the exclusion 

of others. It must also step up individuals who are not participating or who do not get work 
completed timely between meetings. The group members cannot start snitching about others to 
higher-level people or the team won’t be successful.

14. The team must have accountability to accomplish their tasks by a certain time frame.
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15. There should be a written plan in place for the accountable product with goals to accomplish 
and reporting should be frequent about the progress of the team to other levels of authority/
accountability.

16. The team must realize when it needs to stop and assess how it is functioning and process the 
strengths/barriers related to issues.

17. The team must celebrate and recognize its success with appropriate positive feedback/rewards.
18. The team must deal with all the necessary public relations components to ensure there is a 

positive atmosphere surrounding the team’s accomplishments.

By following these and other customized ground rules for your team, healthcare organizations can 
produce measurable success in important areas. They can accomplish more using a team-based 
process than the traditional assignment of specific work to certain turf or territory areas. This cross-
functional teaming approach is a critical factor in today’s healthcare organization’s success. It leads to 
our belief that we are our own best friend, or worst enemy. It also sets in motion a goal oriented 
accomplishment effort that can be used for other group behavior efforts.

A team-based approach to problem solving and decision making is vital to the healthy growth of an 
organization.
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