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The people living in 
communities

Put the person 
before the task.

Know the person.

Relationship is the 
fundamental 

building 
block of a 

transformed 
culture.

(Pioneer Network 
core values)

The team members 
working in 

communities 
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To be well known

Meeting 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.
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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. 

*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?
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Would you rather get to 
know someone over a 

clipboard or over coffee?
from 

SOFTEN the Assessment Process

 Workbook & training 
DVD

 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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*What do we need to 
know about you now to 

take good care of you 
later?

So you would be 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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The Regenerative 
Community

Community Meetings build community & relationships

Community Meetings
Barry and Debbie Barkan

 Builds community

 Creates connection

 Explores meaning

 Gathering as a community 
to discuss things of mutual 
interest and concern, to 
celebrate, to remember 
and to mourn.

 Hypothesis that residents 
could learn and grow when 
they become involved in 
meaningful experiences.

Community Meeting

Courtesy The Rehabilitation Center

At Sandalwood, Lakewood, CO
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To Do What?

 Talk about real things

 Connect

 Laugh

 Reinforce individual and collective self-
esteem

 Each community has its own personality

The Live Oak Definition of an Elder

 An elder is a person who is still growing, 
still a learner, still with potential and 
whose life continues to have within it 
promise for, and connection to the future.  
An elder is still in pursuit of happiness, joy 
and pleasure, and her or his birthright to 
these remains intact.  Moreover, an elder 
is a person who deserves respect and 
honor and whose work it is to synthesize 
wisdom from long life experience and 
formulate this into a legacy for future 
generations. 
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Honor participation

 Take each person’s participation seriously.

 Summarize to the rest of the group to 
build bridges.  Help to fit what people are 
saying into the context of the group 
discussion.

Celebrate Residents

 Communally acknowledge and celebrate 
residents at every opportunity for their 
◦ gains/progress, 

◦ life passages, 

◦ losses, 

◦ recovery from illness, 

◦ return from absences, 

◦ the way they look today, 

◦ the role they take on in the community, 

◦ birthdays, 

◦ rites of passage within their family, 

◦ just showing up, etc.
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Commitment of Leadership

 Make team members of all levels regularly 
available to residents to report and to get 
feedback and input from residents in an 
open and honest exchange.

 Give permission.

News of the Home

 Changes, challenges, events

 Involve residents

 Help residents to make changes they 
want.



10

World News

 Report news of the wider community and 
the world.

 Put it into a wider historical context that 
residents can relate to.

 Identify news and issues that are 
particularly relevant to them. 

Future Self – help them have one

 Involve elders in planning future events

 Holidays and decorating

 Community service projects

 “Predictable pattern designed to connect 
residents to the present while enabling 
them to draw from the past and plan for 
the future.”
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Remembering Residents

 Don’t shy away from talking about 
residents who have passed away

 Moments of Remembrance

 Hold a memorial service for each resident 
(rather than a group one monthly)

 Talk to residents about their wishes when 
dying and at the time of death

Costs no money

 Community meetings cost no money

 Build community

 Involve all

 Build relationships

 Bring meaning

 Are a win-win.
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Clear Creek Care Center’s
Community Meeting

 Birthdays/Landmark Life events 
 Announcements/Upcoming events
 Planning events/holidays/decorations
 Honor residents attending first time
 Jokes
 New residents and staff introduced – give the mic
 Visitors introduced 
 Residents moving, Residents dying
 Policy review
 Open forum for questions, comments, 

announcements
 Resident closed with a devotion

And, costs no money

 F565 Right to organize and participate in 
resident groups.

 The facility must consider the views 
of a resident or family group and act 
promptly upon the grievances and 
recommendations of such groups 
concerning issues of resident care 
and life in the facility.
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True QAPI: Daily Decision Making

 Parkview Care 
Center, Denver, CO

 Budget

 Products

 “We run this place.”

 Now in place of 
Resident Council

 Deal with issued in 
real time as a 
communityFrom Pinon Newsletter 2008

Tips

 Not a business meeting/Resident Council

 Don’t let one “department” be in charge

 Equalizing, barriers broken down

 Gives permission to get to know each 
other outside the formal roles

 Rarely do we join as a community, really

 Glean wisdom from our elders

 We can’t let their wisdom be warehoused
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We also go to “get wisdom” like King
Solomon teaches, asking for the elders’ 
advice. Ellie Bowman

WISDOM
BOOK

*How can you
make it okay to
ask for wisdom?

Leadership Artifacts

51. Learning Circles 

• Talking stick concept
• The power of a circle
• Everyone has the right to speak (or pass)
• Includes residents, families and staff in making decisions and 

sharing opinions.
• For problem solving as well as just getting to know one another 

better/build relationship
• Costs no money

• Use it to shake up Resident Council
• Calling Resident Council What Really Needs Talked About 

instead
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Resources for relationship 

 Elders as Sages
 Resident-to-Resident 
Mentors

 Team Member-to-Team Member
Mentors

Staff Dining with Residents

Clear Creek
Care Center
Wednesday
Buffet/Staff
Dine with 
Residents
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Can you hear the buzz of conversation?
Fighting over staff, not eating…
Start small, a cup of coffee

“Equalize Everyone” 
Examples
 Katrina sad example
 Baby shower
 Singing in the choir
 Community Meeting 

leadership
 Dining together
 Others?

Courtesy Pueblo Extended
Care, Pueblo, CO

From: SOFTEN the 
Assessment Process
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CNAs attend care conference

When CNAs attend care 
conferences…there is: 

◦Lower turnover, and

◦Higher staff satisfaction

◦Why?

Consistent/Dedicated Staffing

 53/54/55 Artifacts 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
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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)

 Woodridge stories: 
◦ “fighting”

◦ “not eating”

◦ Residents very happy, we are able to relate better

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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“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 

Early Pioneer Homes Outcomes –
Turnover Rate ↓

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

Big Fork Valley, formerly Northern Pines 
Communities, 52 to 13% in 2 years 

Meadowlark Hills from 80 to 30% in 7 yrs

Fairport Baptist and Jewish Home of 
Rochester - 25% ↓ turnover
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Building Relationships among 
team members

 Warm or cold culture?

 How do “shifts” and “departments” treat 
each other?

 With, not against

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

Meeting the Leadership 
Challenge in LTC: 

What you do matters
Brady, Frank, Farrell

“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?
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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

Relationship leads to retention

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

 Neighborhood identity, meetings, events
 Employee Council: rotate times to honor 

varying shifts
 Create a welcoming culture for employees 

children
 Collect meaningful data (QAPI 

requirement) 
◦ Not if washed hands but if comfortable 
speaking up when one doesn’t
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*Which could build relationship in your 
community? Q and A

 House/Neighborhood 
Council

 Employee Council
 Bring kids to work
 Elders as Sages
 Resident Mentors
 Team Member 

Mentors
 Community Meetings 

weekly or daily #52
 Huddles

 Learning Circles #51
 Dining together
 Equalize
 CNAs at care 

conference #48

 Consistent/Dedicated 
Care Partners

 Buddies/Guardian 
Angles/Ambassadors 
#50

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

Keep Culture Change 
alive NJ!

Reach your whole 
state. Don’t take no 
for an answer.

Be famous as a state 
and individually!

http://www.edu-catering.com/
mailto:carmen@edu-catering.com

