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Build Relationships, 
Retain Team Members

Carmen Bowman
Regulator turned Educator

EDU-CATERING: Catering Education 
for Compliance and Culture Change
www.edu-catering.com
303-981-7228 carmen@edu-catering.com

To be well known

*Do your forms help you to know details of resident’s lives?

FILLING IN THE GAP

Core Value
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*What is your morning 
routine?

Part of being well known.
Do you know this about 
each person you serve?

"Behaviors are not problems, 
behaviors are messages."

How do we know the message if 
we don’t know the person?

Rose Marie Fagan Founder Pioneer Network
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Relationship is the 
fundamental building 
block of a transformed 
culture

Berkley Manor, Denver, CO

Core Value

To meet requirements = relationship

 Resident Assessment
 Comprehensive Person-Centered Care 

Plan
 OBRA ’87/Nursing Home Reform Act = 

individualized care

 *What is generic care?
 We are to give individualized care, not 

generic. Many standards and policies reflect 
generic care.

5

6



4

Is it okay to make is “all about 
her”? YES

 Chestnut Terrace Nursing and Rehab Center
East Providence, Rhode Island 

 Stopped waking residents in 2008
 Happier, better rested and more contented 

people. 
 Not as many people get out of bed during the 

night or sleep in the middle of the afternoon.  
 In the case of one resident, there was no longer 

any “battle” with care team members. Instead 
of making her feel as if she “had to” be up at the 
traditional breakfast time everyone made it 
“all about her” instead. As a result, she is 
more rested and pleasant throughout the day. 

“No longer are the 
needs of the 
institution to 
come before the 
needs of the 
individual.”

Wendy Lustbader, MSW
The Pioneer Challenge: A Radical 

Change in the Culture of Nursing 
Homes
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*Is our assessment process
normal? 

 How do we get to know a person?

 What do we get to know about a person?

 What do you think of pages of 
checkmarks?

 Are our pages of forms helping us to 
comprehensively know someone? 

 What is the means for getting to know 
someone comprehensively?

Would you rather get to 
know someone over a 

clipboard or over coffee?
(More in the 
SOFTEN the 

Assessment Process 
session)

9

10



6

Getting to Normal

Clear Creek
Care Center
Wednesday
Buffet/Staff
Dine with 
Residents

Can you hear the buzz of conversation?

Start small, a cup of coffee
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CNAs a part of care plan meeting

 Best practice

 Culture Change practice

 An Artifact of Culture Change

 Now required at Tag F656

 Outcomes: 

◦ Lower turnover

◦ Higher staff satisfaction

◦ Why?
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Consistent/Dedicated Staffing

 An Artifact of Culture Change

 KEY to changing an institutional culture
◦ Decreased aggression

◦ Change in resident 
conditions noted earlier

◦ Relationships with families 
improve

◦ Higher staff morale 

◦ Better attendance by staff

◦ Research shows less turnover

What are they hungry for?

 One of the few large studies conducted 
with residents themselves identified good 
relationships with direct care givers 
as more important to residents than 
the quality of food or medical care 
(Susan Eaton, Keeping Caring Caregivers: How Managerial 
Practices Affect Turnover among Frontline Nursing 
Assistants)

 Dining with each other stories: 
◦ “fighting”

◦ “not eating”

◦ Residents very happy, we are able to relate better.
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“Those who serve our national treasures 
are themselves treasures.” 

Karen Schoeneman

The Full Circle of Relationship

“I want you to care for the staff 
just as much as they care for you.”

In healthcare, we’ve been lied to.
People care about people and its okay. 

“The true cause of burnout is the 
deadening effect of closing one’s 
emotions to people who are in obvious 
need of a human connection.  Human 
life is sustained by affection.”

Dr. Bill Thomas

What are Old People For? How 
Elders will Save the World 
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Relationship

 “It makes sense that the 
quality of the relationships 
within the home is more 
associated with life 
satisfaction than having 
visitors: interactions with 
residents and staff occur on 
a daily basis…” 

Improving Residents’ Life 
Satisfaction, Nursing 
home/LTC Management, 
2001

 “Relationships are 
the heart of person-
centered care. 
Through a 
relationship all 
things can happen, 
without one, 
nothing.”

Herbert Shore

The Best Managers Do and Don’t
Battisti Networks

 Reject conventional wisdom.
 Treat every employee as an individual
 Never try to fix weaknesses, instead 

focusing on strengths and talents.
 Know they are on stage everyday. Know 

their every move is being watched and 
utilize this self-awareness to promote 
better performance.

 Pay attention to employee satisfaction.
 Leave their immediate supervisors, not 

the company they work for.
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What Matters Most to Employees

 Help with stress and burnout

 Management cares about employees

 Management listens to employees

 Workplace is safe

 Supervisor shows appreciation

 Supervisor cares about you as a person

My Innerview, Inc. 

 When CNAs are 
dismissed 
◦ They are robbed of 

respect and self-esteem
◦ They feel valued only 

for their physical labor, 
not as a person

◦ It reduces job 
commitment

◦ It sets the stage for 
absenteeism and 
turnover
Lescoe-Long, M. et al 
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Early Pioneer Homes Outcomes –
Turnover Rate ↓

Providence Mt. St. Vincent: 
50 to 22% in 5 years

Big Fork Valley 52 to 13% in 2 years 

Meadowlark Hills from 80 to 30% in 7 yrs

Fairport Baptist and Jewish Home of 
Rochester - 25% ↓ turnover

Relationships warm a culture

 Warm or cold culture?

 How do “shifts” and “departments” treat 
each other? (Teams instead)

 With, not against

 Mitzvahs – the best way to warm up a 
culture, we can each do it, from Eden

❖What is a mitzvah you could give this 
week?
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Positive 
relationships 
= better care

“The quality of the relationships that we have with one another
determines the quality of the care our residents receive. We 
must be mindful that respect of one another is the foundation of 
healthy relationships. I care about the relationships here and will do 
what I can to enhance the quality of your work life here.” 

(David Farrell to the night shift team members)
*Do you reward staff for dependability or for instability, i.e. bonuses to 
staff who fill in at the last minute?

Positive relationships 
with co-workers 

= lower burnout risk

58 studies; 19,000 employed people;15 countries: 
How strongly people identified with their work colleagues 

or organization was associated with 
better health and a lower risk of burnout.

Personality and Social Psychology Review 
Oct. 3, 2016
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Friendship in the workplace

 Work friendships keep people in their present 
position for longer periods of time” 

(Kathy Brown, RN, CSP)

 It is estimated it takes 30% additional salary to 
move to a different nursing home when the 
person is happy in present position.

 Workplace relationships impact the ability of 
a person to succeed in his or her job. 

(Natalie Davis, MA, ACC)

 Quantum Workplace survey: 
being valued and having trusting 
relationships links to high engagement 
defined as favorable attitude, intention to 
stay and desire to advocate for the 
organization.

Relationship leads to retention

 House/Neighborhood Council 
instead of monthly Resident Council
(or in addition)

 Neighborhood identity, meetings, events, 
mayor, block parties

 Employee Council: to discuss issues and 
plan events i.e. create a welcoming 
culture for employees’ children
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Proactively promote relationships 

 Elders as Sages/experts 
(more in Be Your Own Surveyor session)

 Resident Mentors
 Team Member Mentors

Artifacts of Culture Change tool 
2006 CMS/Edu-Catering

50. “Buddy” or Guardian Angel where staff check with 
residents regularly and follow up on any concerns. 

“These Buddies have known each 
other for a long time and now spend 
every Sunday together.  The resident 
was the staff member’s 1st grade 
teacher. When resident’s usual mode 
of transportation to church was no 
longer available her Buddy stepped 
right in and started taking her.”

Courtesy Bent County, Las Animas, CO
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*Which could build relationship in your
community? Q and A

 Dine together
 CNAs a part of care 

plan meetings

 Consistent/Dedicated 
Care Partners

 Neighborhood 
Council or meetings

 Employee Council
 Bring kids to work

 Elders as Sages
 Resident Mentors
 Team Member 

Mentors

 Buddies/Guardian 
Angels/Ambassadors

 Community Meetings 
weekly or daily (more in 

Be Your Own Surveyor session)

Regulatory Support 
for Culture Change 

www.actionpact.com
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Quality of Life: 
The Differences between Deficient, 
Common and Culture Change Practice

Section on Using Dignified Language

www.culturechangenow.com.

Living Life to the Fullest:

A Match Made in OBRA ’87

Getting to Know You assessment

Psychosocial Needs

Ethnic culture

Highest practicable level of 
well-being

Activity programming according 
to interests,  
not “problems”

MEANINGFUL ACTIVITY 
ASSESSMENT incorporates:

 Tag 248 Interpretive 
Guidance, 

 MDS 3.0 and 

 culture change practices.

Sold as a kit: www.actionpact.com
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Changing the Culture of Care Planning: 
a person-directed approach

Covers:

 Regulatory Support

 Individual Care Planning

 I Care Plans

 Narrative Care Plans

Includes:

 Sample IN2L “Visual Care 
Plan” 

Available from Action Pact 
www.actionpact.com

 Workbook and training 
DVD

 www.actionpact.com

S – Support Simple 
Pleasures

O – Offer Options
F – Foster Friendships
T – Tie-in to Tasks
E – Equalize Everyone
N – Normalize Now

SOFTEN the Assessment Process
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Vibrant Living

Special Features:

 Written to 
Residents/
Householders

 Scrapbook style 

 Learning Circle 
questions 

 Audits for residents
and families

www.actionpact.com
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www.edu-catering.com

Archived shows:
Jan. 18, 2013
People First Language
Kathie Snow, author, 
advocate
Friday, Feb. 15, 2012
The Power of Language 
to Change Culture
Judah Ronch, Phd, Dean 
Erickson School of Aging
Co-author of paper with 
same title funded by 
Rothschild 

Friday, August 16, 2019
Community Meetings – THE way to be proactive
Guest: Barry Barkan, Life Oak Project co-developer and 
a founding pioneer and leader of the culture change 
movement 

 If you want notices, email carmen@edu-catering.com

• 1 jam-packed hour
• Every 3rd Friday
• Culture change training directly 
into your home and to your team
• It is the team that makes 
change
• All shows are archived

actionpact.com
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