Handout
                                                                                           Consistent Assignments


[image: image1.emf]
CONSISTENT ASSIGNMENT

SAMPLE POLICY:

Full and part time Direct Care Workers will serve as primary care-givers to a consistent group of residents.  Each time a staff member engaged in a consistent assignment is scheduled to work, he or she will support the same group of residents.  A consistent assignment is intended to last for the duration of the resident’s stay in the nursing home.  Employees, residents or family members may request a change in consistent assignment on an as needed basis.   Additional support staff, such as housekeeping, social services and recreation will be consistently assigned to neighborhoods or units in order to have the same opportunities for relationship based care giving and teamwork.
SAMPLE PURPOSE:

The purpose of consistent assignments is:

· To support the development of meaningful relationships between staff, residents, and families.

· To establish consistency between culture change values
 and organizational practices

a. Know each person

b. Put person before task

c. Relationship is the fundamental building block of the transformed culture

d. Respond to spirit, as well as mind and body

· To identify changes in condition earlier

· To improve consistency and follow through in resident care

· To create a high involvement process for developing care-giving assignments

· To increase employee satisfaction and reduce turnover

· To improve the quality of jobs and quality of care

· To increase resident and family satisfaction and quality of life

· To achieve standards of Advancing Excellence Campaign

SAMPLE PROCEDURE:

1. Form a cross functional team to explore the concept of consistent assignment.  This team should include members from all departments and positions that will be included in the consistent assignments.

2. Once the cross functional team has learned substantially about the concept of consistent assignment, widen the circle by holding learning sessions with staff and residents to open discussions and increase awareness of the benefits of consistent assignment.

3. The cross functional team designs a process to measure the impact of implementing consistent assignment.

4. When enough learning has taken place for a basic level of readiness, convene a meeting of the staff within a given neighborhood or unit.  At this meeting staff need to determine which residents will be on their consistent assignment.  Things to consider:

a. Which direct care workers and residents feel the greatest sense of connection with each other?

b. What is each resident’s natural daily rhythm?  In other words, staff need to make sure they don’t have four people on their assignment who all usually prefer to get up at the same time.

c. Are there residents who need the support of two direct care workers at the same time?

d. Are there any specific requests from residents or families for a specific worker to be assigned to them?

e. Are there any residents known to be averse to certain caregivers based on sex, race or otherwise?  For example, a female resident who refuses a male aide, or a resident who treats persons of color with prejudice.

f. How involved/complex are the care needs of each resident?  Assignments should be “fair” (this might mean that one person has 8 residents and another has 10, but both assignments in total require about the same amount of time).
It is important for each staff member and resident involved to have voice in how the assignments are formed.  A designated facilitator helps negotiate these assignments and ensures each resident, family member and employee request is honored to the extent possible.

5. Decide with the team of care givers on each neighborhood/unit how frequently they would like to meet to review how the implementation process is going.  More frequent meetings are suggested in the beginning so that employees can coach each other, and receive coaching from the nurse and other members of the support team regarding challenges they are facing.  Employees are likely to need support and guidance with certain behaviors and care-giving practices that they might be dealing with for the first time.

6. Empower staff to make adjustments in the process as needed—any time something new is implemented, people learn and increase their understanding as they go along.  It is important to apply these learnings to continuously improve the process.

7. Compare baseline data with future data collections.  Be sure to include feedback from employees, residents, and families in order to capture the improvements made through consistent assignment, and to inform future changes that might continue to improve the process.

8. Celebrate!  Create opportunities to give voice to the stories that will emerge as relationships grow between workers and residents.

Advice From Organizations That Have Implemented Consistent Assignment
When encountering staff who don’t want a consistent assignment, take the time to sit down with them and be genuinely curious about their perspective.  Listen.  Find out what their concerns are, and together see if you can bring these concerns into the planning and implementation process.

If overall staffing is unstable in the facility (high agency usage, high overtime, high vacancy rate) then try starting consistent assignments on one unit first.  Also, facilities that are dependant upon a significant percentage of agency staff can negotiate a consistent schedule with that agency, actually using pool workers consistently until hiring can fill vacancies.

This is a great time for workers to create a “master schedule”.  In this arrangement workers negotiate a two week cycle that continuously repeats itself, so they always know when they are on, and when they are off.  With a master schedule, workers can be paired so that a four day a week employee is balanced by a three day week employee (or a five day schedule is balanced by a two day schedule).  These workers always support the same residents, and communicate with each other so that there is consistency seven days a week.  

There will always be shifts that are unfilled, for one reason or another (vacations, personal time, leave of absence, sick calls).  It is important to build up a cadre of per-diem workers to fill in these left over shifts.  Per diem workers are not consistently assigned, and do not have a master schedule.
Be clear about the definition of consistent assignment going in.  This is not rotating every two weeks, monthly or quarterly…this is working with the same residents throughout their stay in the nursing home.

High involvement is key.  “Telling” workers who they will be consistently assigned to is another example of top down management, and will have a greater likelihood of resistance.

In organizations that are advanced in their culture change process, consistent assignment can be directed by residents.  In this example, staff are interviewed by residents and families to be invited to work in the neighborhood in which they live.

Implementing consistent assignment very early in the culture change process makes the transition to person directed care possible.  This should be one of the first changes initiated.

� Culture Change Values from www.pioneernetwork.net
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