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Questions for providers:
1.         How you try to attract and retain quality staff;

2.         Your assessment of the trend in the quality of staff you are able to hire

3.         To what extent are the wages you are able to offer limit your ability to hire and retain the staff you need; 

a. Do employees typically leave or refuse employment because of low wages?, or

b. Do they leave or refuse employment because they decide they don’t like the work?

4. Any thoughts or information you may have on how staffing issues impact your ability to deliver services (currently and concerns about the future).

5. Anecdotal information – experiences with hiring, training, retaining etc.  

Responses:


1.         We offer full medical and dental for our full time staff (32 hour and above), 403(b) plan, Length of Service awards with a choice of a cash bonus or savings bond. 5 yr = $100.00, 10 yr = $ 200.00 15 yr = $ 350.00, 20 yr = $500.00. A holiday bonus of at least $300.00.   Staff also belong to the SEIU (Union)

2.         Fewer and fewer people have experience, and really don't seem interested in this line of work. 

3. 
It's a huge factor, even with benefits etc. because of the physical demands of the work the pay just doesn't cut it. 

a.  b.  
 both, but primarily the physical and emotional demands drives them away. They are often times doing the work of 2 people because we're short staffed.
4.         High quality care is becoming harder because staff are so busy and are single staffed. More med errors are occurring as well. 
5.          Maintaining quality site managers has helped. When the turnover is just as high as with the line staff then the quality of care really plummets.


The ** is a program of the **.  As unusual as that may be, the Housing Authority Board of Commissioners and staff are very proud of our small GH program, and we offer FT residential services staff the same benefit package we offer our FT public housing staff:  vacation, sick leave, holidays, health insurance consisting of medical, dental, and EAP, and retirement.  The contractual increases we receive for services provided by the Group Home have, for many years now, failed to offset the annual increases we have experienced for our health coverage, alone.  Wage/salary increases have been sacrificed for many years in order to meet our soaring staff health insurance premiums.  

 

The Board of Commissioners has repeatedly expressed its dismay at the obvious wage incongruities when looking at our agency-wide budget.  Our HUD Public Housing program requires that the Housing Authority pay its maintenance staff rates that are comparable to wages paid for similar work in our locality.  Consequently, employees working to perform the cleaning of vacated rental units and grounds keeping on our "housing side" enjoy hourly rates that range from $10.70 to $12.97 per hour.   In comparison, employees working to perform residential services on our "group home side" are paid hourly rates that range from $8.23 to $9.79 per hour.  Our Public Housing maintenance crew leaders are long term employees who have just assumed supervisory roles for crews that consist of three to four employees.  They earn $21.88 to $25.32 per hour.  Our Group Home Services Director has been with us for six years, supervises 12 employees (per the most recent payroll) and earns $19.81 per hour.  Our maintenance crew leaders rotate after-hours call responsibility with their peers, resulting in one week of after-hours responsibilities each month.  Our Group Home Director is on call 24/7.

 

I might add that our Authority's medical insurance benefit covers the employee at 100%, and dependents at 50%.  Because of the low wages paid to Group Home staff, it is the exception rather than the rule, that employees can afford dependent coverage.  Sadly, many of our FT Group Home staff must rely on medical coupons to meet their dependents' health needs.

 

I hope this information is helpful to you.  Please know that we appreciate the State's evident concern for appropriate funding to mitigate the chronic underpayment of wages to residential services employees.

 

**, Executive Director


** has provided you with some feedback.  I wanted to add to what she has to say.

At the ** Group Home it has been my experience that employees leave because they are unable or unwilling to provide quality service. Which we can only expect with the wages offered.  We have some full-time employees who left for less satisfying, but higher paying jobs.

WalMart seems to be big competitor for offering employment in the Lower Valley area.  Some of these employees who resigned full time remain with us part time because they truly care for the individuals we support.  We also have part time employees who work as care provides full time for other agencies.  The wages they receive make it necessary to work two jobs.

Obtaining part time employees has been easier than finding full time employees, as this job has become the supplemental income job.  Being a supplemental income job, makes it easy to leave when that supplemental income job is not longer needed.  We have a trend of employees leaving and coming back and developing a pattern of doing so.  It is better for the agency and individuals we support to re hire a familiar face who has meet the training requirements.

Training a new employee is a time consuming challenging.  It takes several weeks for an employee to complete all the required training and work unsupervised.  A new employee is required to complete specialty training, orientation, food safety training, CPR/FA, Basic training and occasionally Nurse Delegation training. These trainings need to be completed with in the fist 120 days of hire.  We have experienced challenges finding some classes, as they are canceled due to lack of interest. I have gone to the trainings that allows me to provide the training.  This solution is not as simple as I planned. At times when we are hiring I am the one to provide the "fill in" staff.  I can not do this and train at the same time as I complete my regular job duties.

An interesting trend I have been seeing is a lack of work ethics among employees. I have a few part time employees that have full times jobs with much higher wages.  They demonstrate strong work ethics for their full time employer, but not for this lower paying part time job. I wonder if his attitude may come from feeling unappreciated, after years of employment with us continuing to receive low wages.  Some employees have left explaining they do not feel secure in their position.  With the state spending less money to support people, they feel that one day Sunnyside Housing Authority Group Home will have no persons to support.  (over the years we have downsized from serving eight people to serving four, as resident leave or pass away we do not receive referrals).  Although we have no plans to stop supporting people, a person with a family to feed and a mortgage to pay feels more secure working for WalMart.

Many of our caring hard working employees receive WIC, medical coupons, food stamps, and rent assistance.  It is interesting that WalMart is criticized for using the state social services as their "health benefit package", when Residential Service Providers are forced to do the same.  Agencies can not afford to give a decent pay or benefit package. I find it sad that we have actually lost good employees who went to work for WalMart, an organization with a reputation of low wages and a poor benefit package.

Personally, I am content with my wages.  However, I believe Sunnyside Housing Authority would find it extremely challenging to hire an Administrator that meets the requirements in WAC 388-78A-2520 to work for the same wages, which I believe is the most they can offer.

I expect employees to provide quality support to the individuals we support, yet I am personally and professionally ashamed to admit to having lowered my standards regarding work ethics.  A few years ago an employee who did not show up to work was terminated. Today, an employee would receive more chances.  Attendance records I would not have tolerated from employees, I now tolerate more. Low wages have put us in this position.

Thank you for your time

**, Residential Service Director 

Hi Ron, 

 

Here are my answers to your staffing questions:

 

 Attracting & retaining quality staff:  We recruit in a variety of locations, not just in local newspapers, but online through sites such as Craig’s List and through schools, colleges, word of (current employees), service organizations, work programs (e.g. Employment  Security), etc.  We have discussed hiring bonuses, but have yet to implement.  We offer a great benefit package.

 

 Assessment of the trends:   Quality staff are more readily available in direct correlation with our country's economy.       

 If the economy is strong, recruiting is more difficult.  If our economy is poor, we find that better quality people tend to apply.   Generally, the quality of staff is lower than we would like to find for our programs; which ultimately can compromise services, due to either settling more than we prefer or having other quality, trained staff work beyond a regular workweek to cover shifts.

 

 Wages:  Wages make a large impact on the ability to hire and retain quality employees.  Though we appear to be with other providers, many "quality" or trained potential hires find the wage too low.  Additionally, with our contracts and costs it becomes difficult to offer wage or merit increases that are meaningful or substantial.  Another inherent problem is the employee who works for the company for many years.  It becomes more and more difficult to sustain a viable wage for those individuals.  They often cap-out the wage scale.  This makes for a "Catch 22".  Obviously long term employees are valuable to a company and it becomes frustrating when they can't be compensated adequately.

A.  We find that a large percent of our employees take a position here while working on their education.  Many will get degrees in a related or other field and once they graduate move on to a better paying job.  There is also a percentage of those who have been in the field for a long period of time, those that have a mission to work in human services and want to "give back" or those that get hooked into human services working with our clientele, that tend to stay despite the lower wages.

B.   There are those that decide that they don't like the work, due to things such as the scope of expectations, an experience with a client behavior, inability to work with a challenging population, etc.  Those individuals tend to realize fairly early after being employed that this work is not for them.  There are also those, after interviewing and observing a program, decide this work is not for them.

       

 How staffing issues impacts service delivery:  I have long said that if you have happy and content employees, you tend to have happy and content clients.  That being said, there seems to be a significant amount of supervisory and administrative time that goes into personnel issues.  This obviously distracts from service delivery and the quality of those services.  As an agency, we work hard to keep separate the programs from the personnel; yet there is no doubt that many of the staffing issues that arise can affect the overall quality of services at that time.  This might be due to the amount of attention that has to be given to the situation, if the employee has to be removed from the floor, etc.  Staffing issues related to hiring and retaining can also affect services.  As I mentioned before, there can be a tendency to "hire down" or to work "quality" employees more than we would like.  Additionally, our service contracts determine the staffing hours available, but don't readily address new issues that might come up, such as a Client losing their job and being home all day or a client with new medical or behavioral concerns.                          

                    

               Thanks, Ron.  I appreciate your getting our input.

**    Associate Director

    
Dear Mr. Sherman,


I have been a vender with DDD for 27 years. I am on my out and plan to retire at the age of 67. That gives me a view more years. Our industry has always been a difficult industry to recruit and keep staff. The client is always the draw. They have a need and many people our drawn to help them fulfill their goals and survive in society. Our field has come a long ways and the possibilities seem endless except that we cannot recruit the experienced staff that we need to keep things going and maintain a level of safety. This is no surprise to anyone. The surprise is how have we been able to do so well on so little? The answer is dedication to duty. People in this field have always been willing to work at great sacrifice to their income because the need for help is so great. It is a field that makes you feel good about what you do for a living. Over twenty seven years I have seen a lot of sacrifice made and a lot of talented support from local persons trying to stretch every resource to make a difference. Some stay and become managers or venders, some advance to use their skills in the search of a more desirable wage and family compatible work schedule and far too many move on to other careers knowing that there is not   a chance for a livable wage with benefits. The fact is many of my managers who make the most money must supplement their wage with other side positions to make a livable wage to purchase gas, pay rent-room and board. Just yesterday a manager of 10 years making $17 per hour told me that she was going back to school so that she could advance to a carrier that supplied benefits and or wages that would allow her to build retirement. She had made this decision because she was forced to cash in her ROTH IRA to pay for her daughters medical needs. Our business is made up of 12% management and the rest staff. Managers get more because without their experience and dedication there would be no expertise in the field and in short order our work would be that of armature dedication made up of volunteers and heartfelt untrained individuals not able to deliver the kind of accountability that this field now demands. When I first started in the 1977, this field was a pilot, a social experiment, and by 1989 we were becoming a model force. Community living had proven itself. Employment was high and the future looked great. Wages for us rose to 5.15 plus a 23% benefit package with the promise of recognition parity with state employees. By 1999 this dream was given a boost by a more major increase however the base mark was hidden by the interpretation of the bench when the 23% benefit package was rolled in the wage increase. This was done deliberately to make it look like we were getting more but in reality we got less. We simply stopped talking to the legislature about benefits and the word benchmark became the whole enchilada. Since then the cost of benefits soared and the cost of everything went up. To date our staff have suffered, they must find persons to split their rent with, buy food, carpool to pay for gas and live on credit cards with debtors banging on their doors. This office has been paying garnishing wages for this decade at an alarming rate. People cannot pay their bills. They cannot rent apartments and they must work at least 70 hours a week to make ends meet. Our benefits have been cut or eliminated. My staff get no vacation sick leave, they must pay 20% of their medical package, they pay for their own vision and dental and if this lousy increase goes through they will have to give up insurance for dependents. Our turn over rate has been 50% for the last five years. I am very glad that I am reaching retirement age because I cannot stand that my top managers have to work additional jobs and that this will be my third on I have lost this year with sonority Who could not make ends meet. The good News is that with there high wage gone I will run less of a deficit however the clients life have become less safe and predictable because their experienced care providers our leaving and there is less trained personal to take their spot. I predict that my turnover rate will increase over the next two years. Why? because the state cannot afford to pay a decent wage. We don’t need a 6% increase we need an immediate 12% increase for the next two years to turn this around. Ron I am not telling you anything that you do not know. We have studied this and studied this. Our clients are unemployed; the waiting list for services our increasing; the demand for quality is high and the experienced workers our few. They our retiring with no replacement in sight and unless employees get a livable wage with affordable benefits, this industry is sunk.

Thank you

**

Administrator


Ron,

 

In response to your letter:

 

This agency runs continuous ads in 3 different area newspapers

We post at local colleges 

We advertise on the internet

 

Quality staff is very difficult to obtain.  We have had a general staffing shortage for over a year.  High quality staff typically go on to higher paying jobs.  They love the field and the agency but leave most often leave due to financial reasons.  Many of our staff work in two or more agencies to make ends meet.  Management pay cannot compete with other positions in similar industries either.    

 

Training is a huge cost.  There is a lot of waste in training due to the turnover.  It is very costly.  We have to run classes continuously.

 

Lately, the ads seem to have been attracting people that have not previously worked the field.  There is a high turnover with these folks.  

 

The biggest cost is to the residents we serve.  Activities get cancelled.  New staff may not handle clients well, resulting in behaviors.  It is the largest staff shortage we have seen for years.  We are well into the second year of this.  There have been 2 raises in minimum wage.  Staff call wanting to know why they are not getting a raise.  Their wages are getting uncomfortably close to minimum wage.  Their jobs are difficult.

 

Sorry I do not have time to pull together stats.  Hope this helps.


Ron,

This pretty much sums up my thoughts on the current staffing situation.  It is a letter I wrote refusing services for a recent referral.  If you take the time to read it there is valuable insight.  If you have any question, or need additional information, let me know.  Thanks!

**, Administrator

I would like to thank you for providing our Agency with the recent referral for ********.  I have had the opportunity to thoroughly review the packet and I am providing the following letter in response. Our agency will not be accepting this referral as we do not currently have the resources available to meet this persons needs.

Based on the referral information provided it is clear that ****** would need double staffing around the clock, at a minimum, to reside in the community.  My impression is that this alone would not guarantee safe behavior from ********.  It would allow staff to be present for physical restraint and intervention should life or limb be in jeopardy due to *******'s behavior.  These staff would need to be trained extensively in the proper use of physical restraint.  They would need to be strong physically and mentally every day to meet the challenge of working with such potentially violent behaviors.  They would need to be able to make quick confident judgments when life or limb may be in immediate jeopardy due to ******'s behavior.  The staff would need to be consistent to maintain the structure required to support ******.  It would take a pool of 12 full time staff persons to guarantee the consistency and structure necessary to be successful in implementing this program.  It would take better wages then are being offered in the current benchmark to attract such professionals.  

We cannot compete with wages being offered by DOC, WSH, JRA, WA. state patrol, etc.  We are not retaining the quality employees we attract and train now.  Once they receive training from our Agency they quickly move to higher paying jobs with other agencies.  In the past three months we have found it difficult to fill the positions available in our current programs, let alone attracting a team of qualified individuals to launch the program

******* deserves to be given an opportunity to live successfully. Employee's working in such a demanding job are not willing to stick around for traditional care provider wages.

There are some very serious and violent behaviors identified in the case history.  These include assaults on staff, community members, and severe property destruction.  My impression is that although ****** is stable in the current setting at Western State Hospital this stability may not likely continue in the community.  In reviewing the latest individual treatment plan made available in this referral packet, with an ETC date of ******, it seems that ******* continues to need regular psychoactive PRN administration to control his aggression, self injurious behavior, property destruction, and verbal inappropriateness.  This is the last step of the "Intervention Protocol" to be used if ****** " is unable or unwilling to...regain self control."  In my experience it is assured that these violent behaviors will continue in the community placement.  Our subscribers in the community are not always as committed to utilizing medications to control behavior as is occurring at WSH.  This along with the system inadequacies identified in the referral packet (i.e.: a pattern of documented dangerous behavior with a consistent response from law enforcement to transport to the local crisis services for evaluation by CDMHP resulting in a release back to his

residence) have me very concerned for our liability should ****** violently attack a staff or member of the community.  ****** is currently on a locked ward where it has been established he is not free to come and go at will.  

This is not the case when a client resides in the community.  His interactions with others in his current setting is restricted to interactions with staff and other residents at Western State.  This will not be true in the community.  A facility like WSH has control over what items enter and exit the facility, therefore; the likelihood of access to personal household items that could be used as weapons is limited.  This will not be the case if ******* lives in a furnished home in the community.

As greater liability is shifted to community residential providers per RCW 71A.12.260/270 it becomes more difficult to accept such challenges in implementing these intensive residential placements.  I feel our agency could be successful with ******* and other individuals that have similar concerns given the appropriate resources.  Unfortunately, applying more staffing hours to the program would not address this issue as we are tied to the benchmark rate.  Perhaps it is significant to mention the benchmark rate has only increased $ .74 in the over 4 ½ years our agency has contracted for residential services. That averages to $ .18 annually in wage increase if completely applied to employee wages.  Unfortunately, we have not been able to apply this meager increase.  Costs continue to rise (greatly outpacing benchmark increases) for payroll liabilities such as L&I (mostly attributed to claims for clients assaulting staff), medical benefits (pacing at +15-20% annually), unemployment taxes, social security, Medicare, etc.  In my opinion the under funding of the benchmark rate is the larger issue.

Again I thank you for this referral.  This is the first time since our agency has been in existence we have had to formally refuse a referral.  We have always prided ourselves on our ability to be successful in spite of such challenges.  My feeling is that this issue needs to be addressed on a larger level.  Meanwhile, our agency will continue to look towards developing creative strategies for supporting individuals like ******.

on Behalf of the ** managers:

1.         How you try to attract and retain quality staff;
We do a number of things to attract people that we did not used to do in years past.  We advertise more and try to create attractive eye catching ads that bring in people who want to do "work with meaning", we use internet a lot more than ever through listing services like Craig’s list and other job posting boards,  we list through colleges and universities and work with their job placement offices, we pay our employees if they bring in someone that we end up hiring,  we attend many job fairs and do 'recruiting days' at colleges.
As to retaining....  we provide written and public acknowledgments of jobs well done.   We do an "endorphin jar" where people put notes about what a great job their coworker did and then read them aloud in team meetings.  Branches submit 'value grams" about co-workers.  We post those same kind of things in our Corp news and have a drawing at the end of the month from those acknowledgments.  
2.         Your assessment of the trend in the quality of staff you are able to hire
There is a marked decrease in the quality of the people we can attract for the wage we can pay.  We used to get a lot more people with college degrees and very few if any apply anymore.  Lots more people who NEED lots of training and hands on supervision, many people with a much poorer work ethic.   Many more candidates and employees who I would consider working poor or economically depressed themselves and all the issue that brings with it for they and their families - that make it more difficult for them to be successful at work.  They are struggling to get their basic needs met themselves and caring for people who often have more support  and resources than they do.
3.         To what extent are the wages you are able to offer limit your ability to hire and retain the staff you need; 

a.       Do employees typically leave or refuse employment because of low wages?, or
b.       Do they leave or refuse employment because they decide they don't like the work?
This is a mix of reasons both because of the work and because of the pay we can pay for the hard work.  The reality of this work day to day is that it is hard physical work, with complicated regulations and lots of responsibility and documentation and they can go work in fast food with none of that for the same pay.   Supervisors have a much more difficult job that requires a high level of skill.  They must supervise a more 'needy' work force and oversee implementation of a much more involved support structure.  WE are just as unable to pay for this level of work as for the direct support staff.  
This industry is getting more regulatory and the people we support more difficult and complicated to serve and the people we can hire to do that can't often do that without a huge amount of support themselves and so then they make mistakes and we suspend of fire them or the provider gets detrimentally reviewed and perhaps fined and the problem was really the quality of the work force in the first place - and this created then a vicious cycle of cause and blame and cause and blame without the problem really getting addressed.
4.                  Any thoughts or information you may have on how staffing issues impact your ability to deliver services (currently and concerns about the future).
Quality of service is directly related to the attraction and retention of a quality workforce and until that is truly addressed this does not bode well for the future of community programs in Washington for people with disabilities  Unless there is significant improvement in stabilizing this workforce, people with disabilities are going to pay the consequences and the providers will be blamed for this failing and eventually the state will as well.     We need DSHS/DDD to advocate for their vendors with the Governors office more strongly - it is NOT only up to providers to ask for what is needed.
5.               
Anecdotal information would be most welcome and appreciated - experiences with hiring, training, retaining etc.  
What can I add on behalf of our managers - but that they are frustrated and saddened by these issues and that they LOVE the people we support and will work hard to support them ..... but, I think we are going to see a lot of providers fall by the way side AND we will start to see the unions make inroads into this community system and though there may be some short term gain for workers the long term effects of that on the quality of community care are somewhat more dubious.


Dear Ron, 
I am replying per our Bellevue and Kent programs which are in significant crisis, as we are unable to be fully staffed for over a year and half!  In Bellevue we can't even get people to apply for the open positions.

 1) Advertise in the newspapers, Craig's list, flyers at all the colleges, Worksource, by word of mouth with staff who get $100 bonus if the person stays 6 months and the new employee gets $50, offer flexible work schedules, offer excellent fringe benefit package ...good leave, medical, vision, dental and life insurance/ Have staff Recognition Fund that we use to give gift cards for going above and beyond pizza parties/barbeques, lotto tickets and provide agency vehicles for transportation.

 2) Quality of staff is rapidly declining!! English as a second language is the case for most of the staff.  Newer staff are not willing to work with more difficult consumers.  Attitude is all about them...what are you going to do for me not what do the consumers need. New employees will not call in when they aren't coming to work and will just work off the job with no notice.

 3) Can't attract or retain employees due to low wages combined with high responsibility and liability of position.  Can make more and do less at other jobs.  Wages definitely don't correspond to the liabilities, responsibilities and expertise needed to do these jobs, i.e. medically fragile/challenging behaviors.

   Very very few leave because they don't like the work.  It's all about the wages and the cost of living in King Co and now the cost of gas.  Staff cannot afford to live in Bellevue so have to live 30minutes or more away from Bellevue.  Affordable housing is a critical for both staff and consumers in Bellevue.

  4) I truly believe that in King County the whole residential provider system in jeopardy of collapsing.  Every provider I talk with is barely holding their program together due to their inability to attract and hire staff.  Unprovided hours and extremely high overtime is sky rocketing!  Turnover costs are killing us!  

     I truly feel the health and safety of consumers in King Co. are greatly at risk.

  5) Our current turnover rate for the agency is 60%.  Most staff who stay with us have more than one job.  We started paying mileage weekly because by the last week of the month we had staff who couldn't make it to work because they didn't have money for gas.

   If you have any questions or want further information, please call me at ***-****.  Thank you for caring enough to ask the questions!    


Ron, congratulations on doing a presentation on staffing issues.  I think you should come into the room wearing a placard saying "End of World is Near...No One Is left to help the disabled."  Just kidding....
1:  Besides the typical paper advertising, our biggest success is word of mouth from our own employees.  We also hold informational meetings with potential candidates to explain what we do, explain the agency, show a short video of the type of work that staff do etc.  This has helped us weed out candidates.  We also do an initial interview with a set of questions designed to get character.  If someone successfully passes the initial interview then we pass them on for a panel interview with the team who has the job opening.  
2:  We are finding that education and skill level of applicants is getting poorer.  This is due largely to the wage we can offer as well as the number of jobs available in other industries that are not as demanding.  We are also having more people apply that have a criminal record.  Most of them pass the background check but come back with a "record" requiring a character/suitability determination to be completed.3:  Wages is a major factor in hiring but also retaining staff.  We also find that staff become reluctant to do certain aspects of the job because they feel they should be compensated for it.  A high percentage of employees who resign go to higher paying jobs in a different field or take a position that is stepping up.  We have had very few people leave because they did not like the direct care staff work.  
4:  The impact on services is very huge.  It impacts record keeping and reporting accurately.  It impacts their ability to learn how to effectively implement Positive Behavior Support strategies correctly.  It impacts their ability to show initiative and forward thinking.  The first six months of this fiscal year, 30 employees left our agency.  This is way more than we had in each of the previous three years.  12 were terminated, the rest left for better paying jobs, relocation, retirement, attend school.  
5:  Historically our turnover has been well below the state average.  I believe part of this has to do with the work environment  we have created-empowering, supporting, flexible, good benefits package and a competitive wage( on the low end of the spectrum), and a work schedule that offers weekdays and weekends off on an alternating basis. We do a good job of offering ongoing training and annually retrain everyone on certain policies etc.  We have a good process for handling employee concerns, as well.  We have tried to build in how we treat employees would be the same expectations that we expect staff to work and treat clients to be seamless in our approach, expectations and standards.  For example, if we expect staff to be compassionate, patient, persevering, encouraging, trusting, willing to try new things with clients, etc., we need to be doing the same things with our staff providing their conduct is not egregious.  When we ask potential candidates in the initial interview why they want to work with TCRS or what they have heard about TCRS we commonly hear "TCRS is a good place to work, “you take good care of your people, and treat them very well."  I think one of things we do that helps foster a positive work environment is quarterly staff meetings that offer training on our mission, vision and values; recognize staff achievements, promote community involvement (including our clients in these activities as well); help the staff understand they are a part of a larger organization and that their contribution paves the way for more opportunities.  We also do client and family satisfaction surveys annually that we share with employees.  We put together quality improvement teams that tackle policy and procedure issues, review personnel policies, etc..  We also do a an internal newsletter monthly that spotlights program achievements, trainings, and other issues.

Ron this is all I can think of right now.  If you have any questions, please feel free to contact me.  


Dear Mr. Sherman:

 

In response to your e-mail regarding staff hiring, retention, etc.:

 

1.  Over the years we have been very fortunate - most of the individuals hired during the past ten years have come to us "word of mouth" from current employees.  We've spent very little on true advertising.  In addition, we've seen that (during the past five years) that of those individuals who have left the agency to explore other options or education, approximately 95% have returned to work for us.  When asked about why they've returned, we are (happily) informed that they had not realized how well they had been treated and that they liked the honesty of their bosses.

 

2.  We have observed during the past several years an increase in the number of individuals from a variety of countries.  For the most part, these are wonderfully caring individuals.  However, standard training requires two to three times the amount of time, because most of them do not have English as their primary language.

In an effort to provide them information that they can readily respond to, we use a computer translation program.  While these are great for a couple of languages, for most languages from Africa, these programs are fruitless.

 

We have also observed that many of our current applicants are "children" of immigrants - so first generation Americans.  We even have a couple of younger individuals whose parents worked for us ten to twelve years ago when they had first come to the States.  However, what we are seeing from these younger individuals (and now I'm including all applicants) is a blatant disregard for authority.  They think nothing of yelling at supervisors.  When did this trend become acceptable?????  They tend to not want to be told when to arrive at work, preferring (instead) to arrive at their leisure and convenience.  We are looking a generation of young people who want to come into a residence and watch television or do college course work when they are on the clock.  At the same time, they come in wanting very high wages and scream or contact the EEOC when they have not received a pay increase.  This is very frustrating and, as an agency administrator, it feels as though we are in the field of "babysitting".

 

On top of the above descriptors, we find that a vast majority of individuals (including Americans) are unable to express a rational thought OR put together a sentence on a piece of paper.  Spelling and sentence structure is atrocious.

 

3.  We believe that if we could start new employees, while at the same time increase the wages of long term employees, at a higher rate of pay then we might be able to get out of the gate a little faster with new hires.  The work required by an agency, such as ours, is very hard - both mentally and physically.  People doing this work deserve much better that what is currently available.

 

We occasionally have individuals who leave the agency because of lower wages, but not very often.  I don't believe that we've ever had anyone leave because they don't like the work or the clients.

 

We have found that only a small group of individuals (mostly the older workers) are truly interested in benefits such as medical, dental, vision, 401k, etc.

 

4.  We have recently gone through a period of being very short staffed (which is highly unusual for us, because we've actually had very low turnover rates during fifteen years of operation).  Short staffed to the point of all administrative staff (myself, program director and QA manager) having to do shift work for extended periods of time.  We do not mind this, however, to do a full shift or overnight shift and THEN have to continue on to our own work - for what amounts to another whole shift - is tiresome and frustration:  doing a little bit of everything, but feeling as though you're doing nothing well.....

 

To add to this peculiarity (at least for us), the administrative staff do not receive any additional wages for doing the "line work".  For those of us who have not had a pay increase for (myself) 8.5 years...above and beyond.

 

The DDD individuals in our region seem to have picked up on our being short staffed, which stands to reason given that we do have good communication with our Case and Resource Managers.  However, unscheduled visits by both of them to "look" at the schedule and follow-up with "why was there only one staff for the two clients?" --- I simply do not understand the benefit of using those individuals in this manner.  We have been made to feel this agency is the only one going through being short staffed - when I know for certain, that most other supported living agencies (as well as group homes and adult family homes) are going through the same thing(s).  It sometimes appears that DDD is attempting to micro-manage (at least) this agency.  We are good at what we do - we are a business in the state of Washington that happens to contract with DSHS/DDD. 

 

My apologies for rambling on.  I hope that some of what I've written has been useful, or insightful.


Hi Ron,
 

Here's my quick and dirty read on the issues around attracting and keeping competent qualified staff.
 

The world has evolved.  There used to be entry level work, semi-skilled work, and technical/professional work.  The world had all three kinds of workers.  Our Residential Program avails the semi-skilled typed of employment; a paraprofessional level of duties and responsibilities.
 

Today's applicant base has evolved, even more so than the evolution in the types of work people do. Few people aspire to the middle or semi-skilled types of work.  They generally believe they are capable, and in need of the pay that goes with the more professional jobs.  It costs a lot to live, and semi-skilled work doesn't pay enough.  Screen out anybody that got in a fight or domestic dispute after high school, and you are left with the dregs or the Microsoft wanna-bees.  You can't live on even $15/hour, and that is definitely at the top of our pay scale.  Add the notion of personal care, and you end up with NO APPLICANTS after three weeks of newspaper ads and electronic job listings.
 

You then hire someone a month later, who has a questionable background, while you wait for the fingerprints to be processed because the person moved here just last year.  The question is:  Will the person still be employed by the time you get it back?  The second question is:  Did they pass?  Probably not, but it doesn't matter, because they already called in 4 times, no-showed once, then told a co-worker that they quit because they got a better paying job at Denny's as a line cook.  The conviction for welfare fraud in California 16 years ago doesn't disqualify them at Denny's
 

The folks who leave our employ generally either go to work for SOLA because of the pay and benefits, or just leave the field all together.  The order in "reasons" why people leave is #1 Better paying job.  #2  Personal problems. (Read: jail)  #3 Does not like the work.  (And you think Residential is bad- try the vocational side.  We haven't received a raise in Vocational in a half dozen+ years, only to have the 2nd measly half rescinded because the State's budget went all to hell.)
 

So there are a few anecdotes for you.  Think you can come up with the Antidote?

Hi Ron,

Robbin forwarded your email to me as I am the person at our agency that deals most directly with staffing recruitment and all issues concerning staff.  These are great questions, also a source of much frustration as far as how difficult it has been in just the last few years to attract the quality of people we used to be able to attract with much less effort in the past.  I have been program director for the last 14 years and have seen a definite shift in trends.  Attracting and retaining quality staff these days means having advertisements out in all the local papers as much as possible, changing the wording of the ads every few weeks, using work source, highlighting other advantages to working for a social service agency, such as part of a learning experience to careers in mental health, education, nursing, human services for example, flexible scheduling and working with a team of great people.  We are lucky to have Western Washington University to draw upon, and can get student who might stay two or three years until they are finished with school.  We often call Western at the start of the each quarter and ask if the Special Ed dept, Human Services or other classes would be interested in having someone from our agency come in as a guest speaker to provide information about disabilities, or residential supported services.  We rely on word of mouth, staff telling their friends about their jobs and how much fun and enjoyment they can get from working at the agency.   We offer a $50.00 bonus to any staff who refers a co-worker who stays longer than 3 months.  This has not been as successful in the last two years as in the past. 

The profile of the person who applies for a job with the agency is one of the biggest shifts.  I have interviewed many great people who would be perfect fit for residential support, have a some years experience, education in a related field, yet the wages always is the issue that seems to dampen any enthusiasm that is created in a informational conversation about this work.  Our starting wage is $8.50 and tops out at $11.50 for hourly.  We offer health benefits for full time employees, with $100 employee contribution, and 2 weeks vacation.  Very few people apply for the job now that intend to stay an extended length of time.  We have many staff who have left in the last five years who have stated that they would have liked to work for the agency forever, as the bonds that are created and job satisfaction can be a very big benefit, but they are forced to make decisions based on finances as well. A great majority of our staff qualify for food stamps, housing assistance and subsidized daycare and other assistance for low income.  We have better results if we hire for supervisory positions, and can hire at a better wage. A starting wage for a supervisor is $30,000 a year salary.  Years ago most of our staff had college education and tended to be mid twenties, thirties, forties. We are now hiring much younger people than ever, cannot make a requirement that they drive since the price of gas has gone up, and our staff are often very low income and they don't have cars, often they are not really sure what they are going to do with their lives, they just want to help people.  Nothing wrong with this, this can be a great place to explore possibilities, but this requires a entirely different kind of support to get staff up to speed, more diligent supervision to assure quality support, and often more staffing issues require supervisors attention that could be spent on client support.

My concern for the future is being able to have supervisory staff stay long term, the bulk of overtime and picking up unfilled positions creates 70-80 hour work weeks for many of them, and this cannot go on for too many years before people feel taken advantage of and leave because of the stress this creates for a balanced life.  The new staff we hire have less experience, more is being asked of residential agencies to increase quality programs, our hope is that we can keep up with all the expectations, train people to be quality staff and keep them around long enough to benefit from their experience.   

That’s my quick answer to these questions.  Thanks for asking.

Sincerely,

Gwen 


Hi Ron,
I will be answering the questions for Community Living Yakima/Sunnyside.
 

Overall our Yakima branch had 66% turnover during the 2006 year.  This was the highest out of our four branches in the agency, this typically costs us about $8,250 per an employee to hire, train, and fill the positions while being trained.
 

1.    We most commonly use the local newspapers to attract potential new staff, however we as an agency have offered staff a $100 bonus if they refer a new staff to us and they stay for at least six months.  The person referred will also get $50.  We advertise by placing flyers with local colleges.  We also get referrals from Worksource office in Yakima.

2.    The trend continues with the quality of staff hired, we would say that overall the quality is lower than what we would like, however in order to fill staff vacancies we sometimes need to put allot of extra effort into staff training.  The biggest reasons for this trend we believe is the starting wage of $9.00/hr, and the fact that allot of employees are fairly young, with many this being their first "real" job.

3.    Wages limit our ability to hire and maintain staff.  Most employees that leave our agency do so because the wages are low and the labor market is doing well in Eastern Washington, at least in Yakima.

4.    Without a substantial wage increase we see this trend continuing, with 66% turnover money and time spent on orientation and training is incredibly high.  This affects consistency when supporting the vulnerable adults in our program who rely on consistency for routine.

5.    We generally have a fairly high percentage of employees that are going to school or leave us to go to school for nursing programs.
 

If you need additional information, please email me or you can contact me at 509-966-2650.
 

Thank you,
 

Randy 

Hi Ron:

 

Here are a few thoughts off the top of my head. 

 

1.  Attracting and Recruiting

· We offer finders fees to current staff when they recruit someone who passes their three month training period.  I have heard that another provider also offers a second payment to the "finder" when the person passes one year.  This is probably a great idea since we lose the majority of our turnover in year one.  This is our most effective strategy.  Usually fees are up to $100. 

· We go to employment fairs at the college although we don't see a lot of immediate applicants that way

2.  Retaining Staff is more complicated

· Our model is set up so that there are promotional opportunities that pay a little more, hold a different job title, are not limited in number of people who can promote to this job, and are still jobs where the person works directly with clients.  We call our entry level Community Support Assistants (CSA).  The promotional job is a Community Support Specialist (CSS).  They have a slightly different job description with additional responsibilities, have usually been here two years, get an additional 50c per hour, and are often in charge on a shift where the supervisor isn't working.  We then have a second promotion to assistant to the supervisor who has a little more authority and is in charge when the supervisor is gone.  All of these people work directly with clients 90% of their day. 

· Our model is also mirrored after some work done by Rob Horner at U of O in the 70's.  He was piloting a project where supervisors worked directly with clients and some of the typical supervisor functions were delegated to staff.  His hypothesis was that people stay with jobs longer and experience more job satisfaction when they have variety and are challenged to learn more skills.  Things we typically train and delegate are:  financial budgeting and management with clients, vehicle and home maintenance, writing functional assessments and behavior support plans (limited to only those who can truly write so often this isn't line staff), goal summaries for IISP's, Social Security work, Food Stamps work.  With this model, supervisors work directly with clients about 1/3-1/2 of their time and are "in the know" about all things related to clients, can talk with families from a very informed position, and keep in touch with the fun part of the job, working with clients. 

· We expect supervisors to build fun into their programs.  We spend some money for clients and staff to do fun activities together.  this builds a team that feels like family 

· We set a salary scale with 5+ years of raises.  Once people get into the $12 per hour range, we have very little turnover.  Salary is huge to keeping people as are benefits 

· We have a very generous Paid Time Off policy and as you are here longer, you get a substantial benefit that is more generous than other community employers.  This costs in that most people are replaced with relief staff so this comes out of administration money a little or we couldn't be so generous 

· We have a good medical and dental policy that employees have to contribute to.  It is good but has disintegrated over the years to a lesser policy due to costs. 

· I put money into salary first and increase the amount that we charge back to employees for medical/dental so that we can get people in the door.  $9 per hour isn't high enough to get many applicants 

· We do a lot of training,   A LOT!  Partially because we have to take people who don't have any experience and partially because, if it is good training and not boring, people are energized.  When they have opportunity for personal growth, they tend to stay. 

· We feature staff in newsletters doing great things for clients, send special recognition from the office for same.  When people are proud of what they do and feel appreciated, they tend to stay. 

· I used to send personal birthday cards to every employee.  this seemed to let them know they were noticed and valued

3.  We are still able to hire quality staff.  Although we get a few more who don't speak English well, we still get people with good hearts.  Younger people who are on their first or second job aren't as well versed in job protocols like showing up on time, planning your personal life around work, calling in, getting permissions for leave.  We loose more of them when they don't want to learn to follow the typical job "rules". New technology has created some problems.  We actually had to add a policy to our personnel policies banning cell phones during work hours.  Staff would want to answer the phone in the middle of working with a client and would want to text friends and even each other while working.

4.  People usually refuse jobs because of the hours they have to work.  We do offer a pay differential for people who work the night shift since it is so hard to hire for and very hard to get people to work relief.  We are going to have to increase the differential.  People often want a full time job and most of our full time jobs are taken by someone in our relief pool.  The relief pool consists of people who are trained to work but are not on any regular schedule yet.  They work when others are sick, take vacation, etc.  Supervisors get to know them and want to hire them into the full time jobs.  So, we are almost always hiring for part time and relief.  Over time, we can miss some really great people who need full time to leave their other jobs.

5.  Sometimes we loose people because they don't like the work.  We have reduced the incidents of that by having a hiring video that they watch to get a real idea of what the job is and by using someone for the initial interview who is very intuitive and very good at giving a frank description of the job.

6.  I worry all the time about what horrible thing will happen because staff aren't well enough trained because the turnover is so high.  I think about leaving the field myself so I won't have to be the one to manage that incident that is likely to happen sooner or later.  It is exhausting to keep Directors and Supervisors doing the right things so that staff are well trained, well motivated, and stay.  We play to people's need to use their heart and give them appreciation and support when they do things from the heart because you can't teach them what to do in every possible situation that comes up.  So, I figure, if it is truly from the heart, people are less likely to get hurt.

 

Hope this helps, now I'm more depressed.  

 

1.         How you try to attract and retain quality staff;


I do a very good job retaining staff. I offer flexibility with the schedules so staff can switch shifts with each other. I try to accommodate all time off requests. I offer holiday bonuses at the end of the year. I cover the cost of medical and dental premiums. Staff can eat the meal with the clients during the shift (because it’s a group home).


When I have a position open the current staff can change their shift if they want. I advertise in the Seattle Times, the Dailey and the Stranger to cover a large area. This is very expensive!

I’m very clear during the interviews what the good and bad days will be like. I look for personalities that will fit with the current group.

2.         Your assessment of the trend in the quality of staff you are able to hire


The quality of applicants is lower. Many have issues that impact their work. I see lots of job jumping; they have worked in several agencies. Students are no longer applying to work in the industry.

3.         To what extent are the wages you are able to offer limit your ability to hire and retain the staff you need; 

The applicants have to live with others because the wage is to low. For some they have a second job. Staff will leave if they work more than a year without a raise. 

a.       Do employees typically leave or refuse employment because of low wages?, or


The lacks of raises are typically the reason staff leave. When you make $10/hour and receive a 2% raise the $.20 is insulting.

b.       Do they leave or refuse employment because they decide they don’t like the work?


This is not the typical response.

4.         Any thoughts or information you may have on how staffing issues impact your ability to deliver services (currently and concerns about the future).

Staff working overtime to cover shifts is never good for the staff or the clients. Outings and activities suffer the most. We will always meet health and safety issues. When agencies can’t meet the staffing needs of current clients they can’t expand to serve more or the more challenging clients.

5.
Anecdotal information would be most welcome and appreciated – experiences with hiring, training, retaining etc.  

Over all the clients in the group homes are easier to work with. They are happy to see the staff arrive and make the staff feel good. 

The staffs feel connected to each other and that is a support for them. 

A well organized home and clean working condition is beneficial to keeping staff.

The group homes staff do find it tiring in the beginning to complete all the training requirements and the 10 hours of continuing education yearly.

** Group Homes


Ron,

Here is my input on your staffing questions.
1.  We use our benefits package as a recruitment tool.  Being County government our benefits include 11 paid holidays, excellent medical, dental, vision and EAP along with PERS retirement. Unfortunately our agency can't afford to hire staff full time because the County offers a complete package to families. With the exception of myself and the Program Manager, all staff are part time.  Most work 34-36 hours per week.  Grant County's threshold for full-time benefits is 40 hours per week.  And our low wages often detract from the career minded staff.  We have 4 direct services job classes with the bottom starting wage at $9.50 and highest starting wage at $15.18.

2.  I believe we are seeing the same quality starting staff, however we are not seeing the higher quality transferring staff.  In the past we would have staff that had worked at other agencies or care centers that had good skills.  We are not attracting them to our agency now.  

3.  We are seeing with the huge building boom in our area that we are not getting as many applications.  There are scores of jobs in the paper with starting wages of $15+/hour with very little requirements.  We require safe and reliable vehicle and vehicle insurance, criminal background check and 3 job classes NAR.   We are seeing more right out of high school staff, most who don't have a great idea of where they are going long term in their lives.   

a.  I had a staff resign mid March for a job at a care center that paid $3.00 more an hour.  

b.  We have about a 15-20% turnover rate for those that decide they don't like the work.  We currently hire the two lowest paid positions as temporary/hourly workers for the first 30-60 days because that statistic. Our turnover rate for 2006 was 43% agency wide.  The number includes some DD Day program (County) staff and some staff in another program that I oversee.

4.  Without any good statistical data, my Leadership team feels that we have lost our quality edge because of staff turnover and lack of commitment to this type of work.  We are working on formalizing our training to include more measurable standards to help with this issue.  Of course that means more time spent in training, reviewing staff practices and re-training, or just training if staff leave.  

 

And finally just a note on being County government.  The upside is that we are a part of a great organization so we get the benefits of things like excellent benefits.  The downside is that we have to participate in County wide decisions, some of which are difficult to do within the requirements of our contract.  For example all County employees were giving a COLA in January and benefits are now given to employees on the first day of the month after they have completed 300 hours of employment. While these are excellent recruiting and retention tools, our budget did not include the expense of these changes.  We are having to cut back in other areas to meet these expenses.  We also are not able to "fund" raise like non-profits, or use the profits from a more profitable department to shore up this department when things like this occur.

 

Hope this is helpful.  Hope the conference is in some sunny place!


1.        How you try to attract and retain quality staff;

                        Newspaper advertising, job fairs, employment security, etc.

2.        Your assessment of the trend in the quality of staff you are able to hire

It has been dismal to say the least.  With our wage scales we are unable to attract the level of quality that we were able to get 10 – 15 years ago.  We simply have not been able to keep up with the economy especially with the large technology companies in the area.  The people we have applying for employment generally: have another job, are in school, have been out of the job market for some time, have minimal education, are unable to pass the background clearance and generally have very little experience.

3.         To what extent are the wages you are able to offer limit your ability to hire and retain the staff you need; 

Do employees typically leave or refuse employment because of low wages?, or

Mostly staff have to maintain two jobs to make it which makes it difficult for them to be flexible and

they are rarely interested in promotion or growth.  They are simply here just to get the job done and make the money.  Scheduling training also is a huge issue when the employees have a FT job elsewhere.

Do they leave or refuse employment because they decide they don’t like the work?

No, mostly people leave because they can get more money working somewhere else do something

that is far less stressful.  This is especially true in the programs we run that serve challenging or high need consumers.  

6. Any thoughts or information you may have on how staffing issues impact your ability to deliver services (currently and concerns about the future).

I could go on and on.  The instability that turnover has created for our clients is immense.  I would say that in the biggest picture our clients have done great with dealing with turnover however the impact cannot be denied or ignored.  The ripple impact is fiscal (increased training, overtime, etc), burnout for the staff who are dedicated and great at what they do, burnout for managers who can’t handle the stress of day to day crisis, inability to adequately meet community integration goals or work on other goals that are not specific to health and safety.  Finally many of our clients have significant problems dealing with new staff (especially those people with Autism or have dual diagnosis) and this turnover or constant revolving door results in them being in consistent crisis.  

7. Anecdotal information would be most welcome and appreciated – experiences with hiring, training, retaining etc.  

In terms of our agency we are working across three regions in Western Washington in ASL.  We also however have other types of service delivery that span the state.  Specific to DDD contracts the area in most crisis at this point is clearly Snohomish County.  Pierce County has been relatively stable and we have been able to attract and retain staff.  King County has been stable since the MSA benchmark areas were implemented.  Now the issue as stated has been Snohomish County.  Given the current .30 cent difference (and potential Senate budget with a .60 cent difference) it makes keeping people in Snohomish almost impossible as they can drive 10-15 miles south and make more money.  I have not heard that we are having as significant issues in other divisions operating in other parts of the state.  

Hope this helps!

Director ASL 


Ron, 

 

From the ** perspective, here's what we've seen:

 

1. We run ads in the newspaper & internet periodically, but find that our best source of new staff is by referrals from our current staff. We give staff a bonus for referring a person when they are hired, and again when that person passes their probation. As far as retention; I believe the largest factor is the work environment - people need to feel valued. Agency philosophy and management style can contribute greatly to this, however when working with people who have extremely challenging or assaultive behavior; this can be a difficult hurdle. After work environment, I believe wages, benefits & training are the other things that contribute to retention. This is primarily a factor of if they see or think they can do much better elsewhere. 

2.  The unemployment rate has a direct effect on our ability to attract and hire new staff. Currently Department of Corrections and Washington State Patrol are hiring, and soon I imagine DDD will be hiring new Case Managers. These state jobs are impossible for a private provider to compete with, and all of these entities are seeking out and benefiting from our staff (especially Community Protection) given the training and experience we have provided them with. The trend we have seen is our managers being hired by DDD and direct care staff being wooed away by DOC and WSP. Staff who may have gone between residential providers in the past are now going from the providers to these state jobs, leaving providers to go back to the inexperienced entry level persons in the market. Many of the applicants we are hiring are immigrants from Africa and the Philippines.  These staff typically have a very good work ethic, and very caring approach for people. We need to give them a lot of training on interpreting and following the plans for clients and documentation. 

3. a. The wages we can offer have primarily hurt us in attracting employees, both at entry level and at all levels of management. Experienced staff typically don't apply for the entry level positions (for reasons listed above). Our management positions are very demanding in terms of the range of skills the managers need to possess and the amount of dedication we require from them, and they can make equivalent wages at other low-level management positions elsewhere. 

3.b. There are many people who apply for the job without a clear understanding of what it entails, or who are not well suited for this kind of work. We have become better at finding this out prior to hire, although there are still those who walk off the job during orientation. I don't think that wages are a factor for this situation. 

4.  Staffing difficulties have caused our ISS costs to increase as it becomes harder to manage overtime when you don't have enough people to fill essential positions. It has caused us to "burn out" some good people that need to do too much too long while we are trying to hire for open positions, thereby magnifying the problem. We have hired people who were below our preferred hiring standards because they were the best available choice, and have given some employees more chances or held on to them longer than we should in hopes they would do better & for fear there are no better options. At times it has also delayed when we can start supporting a new client when we are unable to hire staff for them. 

5. Spending time and resources to ensure staff are confident in their abilities (trainings, supervisor time), and feel valued (appreciation events or bonuses, taking the time to talk and listen to them) is probably the biggest key to retention of people once we've attracted and hired them; especially given that we can't compete with the state jobs. The complexity of the job and number of demands on providers, however, have made this task much harder. We find ourselves constantly shifting to adjust to new policies and ways of doing business (for example: change from ISP to POC back to ISP, changing the format & content of PBSP's to meet standards of psychologists, policies, allen/marr monitors, changing abuse / neglect reporting & investigating procedures, constant "complaint" investigations...). The level of sophistication necessary to do this job, from the direct care to the administrative positions, has grown exponentially in the 16 years I've been involved in this field. The wages and administrative rates have not even kept pace with minimum wage. 

 

Thanks for taking the time to read my ramblings and to gather this information. Good luck with your presentation. 

 

Assistant Vice President


Hi Ron,
I thought I’d send you my response from your request for your conference.  
 
Attracting and retaining staff is probably one of our (vendors) biggest challenges. I have relatively less turnover than most vendors, although I am having more difficulty recruiting staff now than ever. Why?  I’m not sure. More competition out there, for like wages and less challenging work, perhaps. I believe I’ve had more success in attracting staff in the past, due to the fact that I live in a small town, jobs are hard to come by, and I offer a starting wage a bit higher than my fellow vendors. I start support staff between $10.00 and $10.50 an hour. House Managers start at about $12.00, however, most of my managers are maxed out at the $15.00 an hour wage. I offer no benefits, except Leave time. With the potential of a bigger increase this coming year, I will look into health insurance.
 
I believe health insurance has become a bigger and more relevant issue for potential and current employees. I have a majority of single individuals, many who are over 35 who want and need an insurance plan. If I, at some time can offer something to them, it would be a contribution, and they may have to decide between higher wages or a health insurance plan.
 
The quality of staff varies, however, I seldom find applicants with experience in this field, who don’t need a great deal of orientation and training before they begin. I hold a strong belief in lots of upfront training to not only ensure they know what they are doing, and for both the participants and the staff to reach a level of comfort and trust, but also to determine and weed out those who may not work out. This is for them as well as the agency.
 
I seldom find anyone who is interested or able to support the individuals with behavioral issues, (assaultive, threatening, etc).  This takes a special person, who even with training, has an interest in such challenges.  I may be looking at offering a differential in hourly rates to attract and retain staff who work with such individuals. I am fortunate once again, to have several teams of staff who remain committed to our most challenging individuals. But they work long hours, tremendous amounts of overtime, all due to a lack of sufficient staff members on their teams.
 
I generally recruit through our local paper, flyers at local colleges, and word of mouth. I have expanded my efforts to the Seattle Weekly, Pennisula and Kitsap papers, and Craig’s List, all of which have proven to be futile. My main pool of applicants is local.  It’s been a frustrating year for recruitment, to say the least.
 
The bottom line is wages. Even $10.50 to start is not a living wage, for those who may be single parents, or just single. For both management and others, they know they will never make more than $11-15.00 an hour, given the reimbursement rates. 
How do we keep them interested with little incentive when higher wages and benefits are uncertain, at best?
 
I believe small agencies like mine struggle with all the above, as there are less resources and opportunities to offer folks. Training outside of my agency is limited - having to travel to Tumwater for employees is prohibitive due to the cost for their time as well as coverage for them. Anna, the DD Coordinator here, has brought in some training and workshops, more than DDD, and I am thankful for that. Employees are hungry for training, and it’s one way by which I, or others, may show appreciation of them. I have asked DDD to schedule trainings in PT for several years, but not much has occurred.
 
I guess that’s about it for now, Ron. I hope this is helpful, and if you’d like more, please let me know. If I didn’t answer your questions clearly or fully enough, I’m happy to provide you with more.
 
Thanks for asking,
Lesly 

I have found we can hire good help by word of mouth. MANY of our hires are woman who have had families which are grown and the need extra money. We also have very flexible scheduling to accommodate this woman. They also have vast experience with children and house running expertise. Our operation is small enough that the staff is like family. We have had very little turn over. It would be an advantage to be able to offer some sort health insurance.    


Dear Ron,

Here are my perspectives on the questions you asked for your presentation. We have about 62 employees, about 1/2 are full time. We are in North King County.

1. 
We hire more than 1/2 via word of mouth - this is how we get people we know to be trustworthy. Retention has a lot to do with having kind, flexible superiors. We try to accommodate staffs scheduling needs and requests for time off. Obviously the pay needs to commiserate with the workload, and paying more than others in the same industry has helped us hire and keep the best people.

2. 
The trend is that applicants are far less qualified than they used to be and it takes many weeks to fill vacant positions. People who we would want to hire are immediately scooped up, so we have to make a quick, hard sell to get them. We now hire people and check references ASAP, but don't hold up on the hiring process waiting for those to call back. We do get quality people, but it is far more work recruiting and then selling the job to the few qualified people who apply.

3. 
We have great people leave all the time. If we could pay about $1.50 more per hour our retention would improve dramatically (note that we already pay $3 more than benchmark). Since many staff who leave for that much more in compensation.

a. Yes, about half who leave get more $ elsewhere

b. A larger # leave to stop working and travel or have more flexibility with their time. We wonder how they pay bills???

-We do a lot of work upfront to make sure people understand the work and are not disappointed down the road. Everyone starts on call until they make a good match.

4. 
Direct Care staff make or break services. I worry that people are just too exhausted since they must work several jobs to make ends meet. 2 full time jobs are common for our employees.

5.
I have two relatively new managers. We often have turnovers when the supervisors changes just due to style differences. We should not underestimate the impact of the supervisors on turnover/retention and hiring.

My two new managers have been far more careful about who they hire and where they match client to staff. This has resulted in far less turnover and problems with clients, though many shifts went unfilled as they hired.


Hi Ron,

I’m up to my eyeballs in the ESHB 2111 issue but wanted to get back to you on this.

1. It is hard to attract quality staff with the wages the benchmark allows but we retain them (1/3 have been here over 10 years) by promoting a corporate culture that values and supports the staff needs as well as those of the clients.  As agency director, I have personal input into the training and ethical development of staff because I am the trainer that provides the SECURE training to all new staff and recertifies them all yearly.  This gives me an opportunity to evaluate how the effectively the team is problem solving and helps keep everyone on track with the residential guidelines.  I attend all monthly staff meetings in both homes and maintain involvement and a physical presence at both sites.  I interview every single staff yearly to get their feedback on the performance of their Program Managers.  Each client has a staff person who is their in-house case manager.  This person is delegated to advocate for, plan and ensure that the individual’s program goals are implemented.   Each Program Manager has a Program Facilitator who reviews program documentation and takes care of routine maintenance issues around the home.  A Program Coordinator works in both programs, writes client programs, Positive Behavior Support Plans etc. and sees that there is consistency between both programs.  In other words, I think our success comes from our size (small) and from a structure that lends itself to cohesive teamwork. 

2. We spend lots more on advertising and have much fewer qualified applicants when we do have an opening. 

3. We have lost qualified staff to DDD and other industries because of the wage factor. 

a. absolutely 

b. occasionally – we weed out folks up front by letting them know what the job entails and we observe how they interact with clients at the outset. 

4. As our loyal long term staff age out of their jobs, we will have a very difficult time bringing in new and creative employees to replace them if we cannot offer competitive wages.

5. We recently had a weekend graveyard position open for almost a month before we received an applicant.  We had to get an ETR for her to complete her GED. We paid big bucks for overtime to get regular staff to fill the shifts.  Taking these other staff away from their regular shifts pinched back integration opportunities for the clients during this period of time. 

Hope this helps you Ron,
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