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1 Executive Summary

Westford House and the Lowell Cluster are four skilled nursing facilities located nearby one
another in Massachusetts. Faced with very high turnover rates, the four facilities decided to join
forces to develop a career advancement program for their entry-level employees with the help of
funds from the Massachusetts Extended Care Career Ladder Initiative (ECCLI). This case study
tells the story of that effort, including its challenges and triumphs.

Through the workforce development program, the four centers hoped to achieve the following:
- Increase employee retention by enabling staff to pursue career goals.

Reduce nursing shortages by training entry-level staff to become LPNs and RNs.

Create anew culture of continuous learning for staff that will ultimately lead to greater
quality of care.

Form strong partnerships among Genesis nursing homes to share promising practices for
improved efficiency, staff satisfaction, and quality of care.

Westford House and the Lowell Cluster, through partnerships with Middlesex Community
College and WorkSource, alocal workforce development organization, designed a career
development program for entry-level and licensed staff. The program leadership conducted an
outreach to assess employee career goals and academic needs before planning courses, to be
offered onsite, by Middlesex Community College instructors. Genesis supports employees by
offering a tuition assistance program, flexible schedules, and 50% of wages for hours spent in
class. All classes are geared toward enabling entry-level staff to acquire their licensed practical
nurse (LPN) and registered nurse (RN) degrees.

Since April of 2004, the program has made much progress. Early results indicate that the
creation of a new culture of continuous learning for Genesis employees will ultimately lead to
greater quality of care for the residents that the staff care for everyday. At the same time,
Genesisis likely to benefit from greater employee loyalty and productivity.

177 staff members, 56% of the total 316 entry level staff in all four centers, cameto
outreach sessions with program staff where they had the opportunity to discuss
their career goals and their feelings about going back to school. By April 2005, 147
of the outreach attendees (83%) had taken the College Placement Test (CPT) to assess
their academic strengths and weaknesses and appropriately place them in courses.

45 employees have enrolled in classes since taking the CPT. By April 2005, 31% of
the students who took the CPT have enrolled and completed at |east one class since the
program started. Most of the proposed classed have yet to be offered.

Course completion rates arerelatively high, with 60% of studentsenrolled in the
classesreceiving a passing grade.

Two certified nursing assistants (CNAS) have passed the L PN test and are planning
tojoin an LPN program in September 2005. Four more students are waiting for their
LPN results and hope to join the LPN program in September 2005 as well.



Supervisorsreport that their employeeswho ar e students are mor e productive and
flexible than they were before the program. They also note that these employees
relationships with their colleagues have improved tremendoudly.

Employees have gained confidence through the career development program, and
feel motivated and able to pursuetheir career goals.

As Westford House and the Lowell Cluster implemented the career development program, they
learned many lessons that may be useful to other institutions undertaking similar initiatives.
Following are some of those lessons:

The participation of center administrators on the Advisory Board made it easier for the
other managers to buy into the program and implement decisions made there.

It was difficult to get all partners working well together during the first few months of the
program. Since the program was new to all the partners, everyone was very skeptical
about the plansin place. But as the program moved on, and successes became evident,
people gained confidence in one another, enabling better communication and program
management.

Scheduling classes was not as easy as the team first thought it would be. Many proposed
class times were not viable due to an insufficient number of students available at that
time. The Steering Committee soon realized that class scheduling should be based on
demand rather than on supply.

The use of students from four centers makes the program very cost-effective.

The team had projected that ESOL was going to be a high-demand class because two of
the centers employ many housekeepers that have limited English proficiency.
Surprisingly, there were not enough students to hold a class; the mgjority of the students
had no time to take the class or faced transportation barriers.

The program learned how to place students in the most appropriate academic level based
on their CPT scores and their academic confidence. To prevent feelings of insecurity and
discomfort in students who have been out of school for many years, the program has
sarted to offer students who could place into a higher-leveled course placement in a
lower-leveled course of the same subject first, provided that one is available and that the
course is paid for at the group rate rather than the individua rate.



2 Introduction

Westford House is a skilled nursing facility that provides long-term care as well as short-term
rehabilitation care. 1t employsatotal of 157 staff members, 93 of whom are at the entry level.
Westford House, which is part of the Genesis HealthCare Long- Term Care Facility Network,
began to experience high turnover rates of both entry-level and licensed staff. Other Genesis
sites in Massachusetts, including the nursing facilities which comprise the Lowell Cluster
(Heritage Center, Palm Manor and Willow Manor) faced similar challenges.

High turnover rates posed a dual problem to these nursing homes. First, they suffered from
continual staff shortages, particularly of nurses. Statewide nursing shortages further complicated
the problem of recruiting and retaining qualified nurses. Second, the homes were concerned
about the continuity of care and the resultant quality of care that residents were receiving.

The other side of the challenge facing Westford House and the Lowell Cluster was the
employees' unmet needs for educational and professional development. Westford House had
received a grant from the Massachusetts Extended Care Career Ladder Initiative (ECCLI) in
2001. Asaresult, the leadership at Westford House learned that many staff members were
strongly motivated to continue their educations, particularly to obtain their licensed practical
nurse (LPN) and registered nurse (RN) degrees. WorkSource, alocal non-profit hands-on
provider and integrator of workplace services, had partnered with Westford House to do outreach
to all staff prior to the implementation of the ECCLI program. The outreach reveaed that,
despite strong desire and drive, financial and logistical barriers prevented many, if not most,
employees from actually returning to school. These barriers included: limited financia
resources, alack of time (given the need to continue full-time employment), inadequate
childcare, language barriers, and fear of failure. Program administrators also learned that the
majority of the staff members interested in career advancement had been out of school for three
to ten years and found getting started again a major hurdle.

This case study will detail the ongoing career development program at Westford House and its
partner ingtitutions, the Lowell Cluster nursing homes. With a grant from ECCLI, the four
nursing homes have developed and provided educational opportunities for their entry-level and
licensed staff, with the hope of improving retention and quality of care. Since the program began
in April 2004, the partners have faced barriers, overcome them, and learned many lessons along
the way.

3 Project Goals

Genesis decided to ingtitutionalize a new approach to increase employee retention and improve
the quality of care provided at the regional level. Richard Blinn, the Regional President, realized
that educational growth and career development at the entry-level could be critical to meeting
these goals. In this context, Westford House and the Lowell Cluster started a career

devel opment program sponsored by Massachusetts Extended Care Career Ladder Initiative
(ECCLI). Beginning in April of 2004, the program aimed to help as many entry-level staff as
possible, working for Westford House, Heritage Center, Palm Manor and Willow Manor, to go
back to school.

The overarching goal of the career development program was to diminish employee turnover and



reduce nursing shortages by enabling as many of the entry-level staff as possible employed by
the four ingtitutions to enroll in at least one of the pre-college or college courses offered .
Increased participation in career development activities was expected to lead to promotion from
within, and ultimately, improved quality of care for residents. The partners articulated sub-goals
as follows:

Increase employee retention by enabling staff to pursue career goals.
Reduce nursing shortages by training entry-level staff to become LPNs and RNs.

Create a new culture of continuous learning for staff that will ultimately lead to greater
quality of care.

Form strong partnerships among Genesis nursing homes to share promising practices for
improved efficiency, staff satisfaction, and quality of care.

3.1 Goal Assessment

As afirg step in understanding how well the program was achieving its goals, the leadership
measured participation in the program. The team examined records from the initial employee
outreach to determine what proportion of the employees had been introduced to the program.
Based on the total number of students who took the college placement test and who enrolled in
classes, the team determined what proportion of the total number of eligible employees took part
in ECCLI programs from al four centers. The team then looked to see whether those students
who did enroll were more likely than others to have received support services such as career
counseling; this piece of information helped the group learn whether support services were
achieving their intent of enabling students to enroll in courses.

Measuring the impact of the program was more difficult. Asameasure of the students success
in building skills and knowledge, the leadership looked at the percentage of students who passed
the classes in which they enrolled, and what grades they received. In addition, talking with
students about their experiences in the program and the program’ s impact on their careers
provided some information about the program’s success in enabling employees to advance their
career goals. At the same time, student’s supervisors shared their insight about the role that the
program had played in improving employees’ skills, knowledge, and work performance, as well
as the quality of care residents received.

Tracking promotion of employees as aresult of training seemed a good way to learn if the
program was making progress on their goals of increasing retention and reducing nursing
shortages. The leadership team will watch for these promotions, but, at thistime, it istoo early
to see thistype of impact. Clearly, the creation of new nurses and employees enrolling in
nursing training programs would aso be evidence of success.

While Genesis wanted to know the direct impact of the program on turnover and retention rates,
there are not sufficient data at thistime. Since ardatively small fraction of all employees have
participated in the program, it is too difficult to determine the program’s impact on retention
without a more controlled evaluation. What the leadership did examine is how many of the
employees who have participated in the program ended up leaving Genesis and their reasons for
doing so.

In order to measure the strength of the partnerships between the collaborating Genesis nursing



homes, and the accompanying positive effects on the work environment and the quality of care,
the program leadership looked to see whether successful policies and practices had been shared
between partners. Examining resource-sharing also provided information about progress on this
goal.

4 Laying the Foundation

The ambitious career development program that Westford House and the other nursing homesin
the Lowell Cluster undertook required strong partnerships. All four Genesis institutions
recognized that they would be unable to afford the cost of the program alone. At the same time,
there were not enough students at any one nursing home to fill agiven class. Westford House,
which had worked with WorkSource since 2001, brought WorkSource into the partnership
because of its experience cultivating the talent of entry-level workers through community
outreach, recruiting, workplace mentoring, support, and professional development.
WorkSource'sroleis to provide ongoing career counseling to employees as well as technical
support to the entire program. Middlesex Community College, with its 43 associate degree
programs and 30 certificate programs, had the course offerings and established relationship with
Westford House needed to complete the partnership. Lowell Vocational and Technical School
(LVTS) offersthe LPN programs to interested Genesis employees, but does not have a
formalized partnership with the Genesis institutions. Lowell Vocational has always used
Genesis centers for clinical training for their students and most of the staff members currently
working for the four centers are products of Lowell VVocationa Technical School.

In order to function efficiently as ateam, all partners agreed on a program management structure.
The career development program would be managed by two committees, each representative of
all the partners: the Westford House and Lowell Cluster Advisory Board and the Westford House
and Lowell Cluster Steering Committee.

The Advisory Board meets twice a month to conduct strategic planning and make key decisions
about program operation. The four nursing home administrators are valuable members of the
Board since their support is essential for the successful operation of the program, at the same
time that their knowledge of their staff enables the Board to run the program efficiently and
effectively. As such, the administrators are encouraged not to miss any of the meetings and to
send arepresentative if they are unable to attend. The Program Director, based at Westford
House, runs the meeting and takes minutes. In atypical meeting, Advisory Board members
discuss issues such as potentia classes for the semester, when to schedule classes, potential
candidates for classes, whether holding a given class is cost effective or not, instructors for
classes, and resources needed for the program.

Advisory Board members include:

Partner Institution Individual’s Title
Westford House/Lowell Cluster Program Director
Westford House Genesis HealthCare Administrator
Westford House Site Coordinator
Heritage Center Administrator




Heritage Center Site Coordinator

Palm Manor Administrator

Palm Manor Site Coordinator

Willow Manor Administrator

Willow Manor Site Coordinator

WorkSource Partners Technical Assistance (3 people)
Middlesex Community College Academic Support (2 people)
Workforce Investment Board Technical Assistance (1 person)

The Steering Committee implements the decisions of the Advisory Board. Consisting of
representatives from Middlesex Community College, WorkSource Partners, Westford
House/Lowell Cluster Directors and the local Workforce Investment Board, the Steering
Committee does not meet regularly, but rather schedules periodic conference calls. The
members have close contact with potential students as well as with students already taking
classes, and are familiar with the employees educational needs and backgrounds.

Tasks of the Steering Committee include:
conducting employee outreach;
arranging for career counseling;
scheduling tests and courses;
purchasing of materials for classes,
gathering data for research purposes;
coordinating classes with center scheduling hours,

and meeting with front- line managers.

In short, this team is responsible for coordinating and carrying out all activities that concern the
program both internally and externally. All information gathered by the Steering Committeeis
presented to the Advisory Board during the bi-weekly meetings.

The Steering Committee usually identifies most of problems that arise in the course of the
program because they are more involved at the grassroots level with the centers and the
employees than the Advisory Board. Problems are normelly presented first to the Program
Director through e-mail or telephone conversations. Usually for employee-related problems, the
Program Director communicates with the respective administrator to resolve the issue. Other
problems that don’t affect the centers directly are handled by the Steering Committee in ad- hoc
telephone conference meetings, where an attempt is made to resolve the problem without
burdening administrators. Administrators are notified of most new devel opments through e-
mail. Usualy, they reply with a contribution or comment. The problems that arise during the
two weeks since the last Advisory Board meeting was held are included in the agenda for the
next meeting in order to update members about changes in the program or obtain their feedback.



5 Project Start-Up & Implementation

Thefirst step in providing staff with career-focused educational opportunities was to assess their
particular educational needs and career goals. The Advisory Board decided to accomplish this
with an initial outreach to all staff and a follow-up academic assessment for potential students
called the College Placement Test (CPT).

At each of the four centers, representatives of the Steering Committee held outreach sessions
about the career development program. Fliers were sent to each center alerting staff to the
upcoming outreach session in their center. The Program Director and a staff member from
WorkSource booked a 3-4 hour dot in a meeting room, where they spoke with interested
employees about their educational and career goals one-on-one as they came in. At the same
time, they were able to introduce the program to employees and explain how it would work. The
next step for interested staff was to take the College Placement Test, to be given soon after at one
of the four nursing homes. The CPT was held at all four centers, in rotation, with the hosting
center paying for the cost of the test administration by Middlesex Community College.

The CPT is designed to determine the students academic strengths and weaknesses in English
and math so that they can be appropriately placed in classes that will help them achieve their
career goals. Based on the information gathered from staff members in the outreach sessions,
combined with the CPT results, the Advisory Board worked with Middlesex Community College
to decide which courses to offer. The principle was to offer courses that allowed the greatest
number of students to advance their career goals, and to offer these courses at the academic level
most appropriate for this group of students.

An unforeseen challenge was the resistance of most employees to taking the CPT. Employees
seemed wary of the test, fearing that they would not perform well. During the outreach, some
employees verbalized that they had no plans of taking the CPT because they had been out of
school for avery long time and were afraid that they would do badly. When the first CPT was
held, only a few employees showed up to take the test; many later told peers that they had been
afraid to take it. Since the test is expensive to administer, and many more employees had
expressed an interest in pursuing their education at the outreach sessions than had come to take
the test, this low attendance at the testing session presented a problem. Once word had gotten
out that there was no passing or failing the CPT, many more employees arrived the second time
the CPT was offered. The Program Director learned that many had come to take the CPT the
second time it was offered because their friends had influenced them to give it atry. Generdly,
those students who came to take the CPT were highly motivated to pursue educational
advancement, and many ended up enrolling in courses.

Classes are offered in the fall, the spring, and the summer, provided that there are enough
students to enroll in each class. Once a class has been selected based on magjority needs,
scheduled, and the syllabus provided by Middlesex Community College, |etters describing the
course and its requirements are sent to al employees for whom it would be appropriate, namely
those that need the class to pursue career goals and who are at an appropriate academic level. |If
possible, letters are hand-delivered or accompanied by a phone call from the Program Director so
that employees can ask any questions that they may have. Staff who are interested in taking the
class are asked to bring the letter to their supervisors for approval to ensure that they are not
scheduled to work during the slated classtime. The employees are then asked to sign a contract
which commits them to attend class meetings and maintain good standing with their employers.
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5.1 Support for Students

The commitment of the employersto their “As our corporation embraces the culture
employee students has been strong. Genesis change process, we have found [that] our
provides tuition reimbursement and pays staff employees are our most valuable

for 50% of the time that they devote to class, resource and we need to help them grow
not including the amount of time spent on in their positions within our company.

We had previously created a career
ladder and assisted with tuition
reimbursement, but the ECCLI grant has
insured that this process continues.”

homework. The tuition reimbursement and
half-time salary are predicated on the employee
showing up for class and doing the required
coursework. In addition, Westford House and _ o
the Lowell Cluster centers have devel oped -Betty Rozzi, Administrator

flexible staffing arrangements to support Heritage Center, Genesis HedlthCare
employees who wish to attend courses. While
each center has dightly different personnel policies, staff at all four centers need to work 32
hours per week in order to maintain benefits, a challenge for those staff members attending
school. All four Genesis centers allow employees taking classes to use up to eight hours of
vacation time weekly to cover class time so that they are able to reach the 32-hour minimum.

The centers and the career development program staff have shown creativity in meeting both the
needs of the students and the needs of the staff supervisors. For example, some employees have
arranged to work four-hour shifts on days when they have class, a possibility that did not
previoudy exist. The Program Director, herself a CNA, sometimes even covers for staff
members when there is a need for extra hands to pass trays, give a shower, or supervise the day-
room while staff members are in class. The career devel opment program staff are proactive
about talking to floor supervisors whose staff are going to be enrolled in upcoming courses
through the program to ensure buy-in and support, essential when a staff member’ s absence from
work can make the job of a supervisor much more difficult. With lots of advance notice, floor
schedulers have a much easier time managing a staff member’s absence. The four nursing home
partners and the program staff sacrifice so much to provide their employees with professional
development opportunities that it is easy to underestimate their in-kind contribution to the
program.

Once employees have signed up for a class, they continue to receive support from the program
staff. The Program Director often visits with studerts before the class to talk to them and find
out how the course is going. If a student does not appear in class, the Program Director calls the
student to learn what happened. Students are not allowed to miss more than two sessions of a
course.

During class meetings most students discuss any problems they are having, whether they are
class-related or work-related. When the problem is related to class issues, the Program Director
and the teacher try to resolve it. Sometimes students are allowed to participate if the issues are
not personal or sensitive to the individual presenting the problem. For example, during a pre-
algebra class, some students told the Program Director that they were having problems with their
math homework. The Program Director asked the class if they were interested in forming study
groups. The class agreed to meet an hour early to go over the homework before class. Students
had to attempt the homework first on their own before the group met. An LPN, who previously
had been afraid to take the class because she found math so challenging, was the coach for this
group. The team discovered that group studying was the best approach for students who need
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help with homework. When additional help is needed, some of the students ask their co-workers.
The Program Director often helps students with coursework as well.

Career counseling is an ongoing, if informal, offering to employeesin al Genesis centers. New
employees are offered career counseling services 60 days after the date of their hire, 30 days
prior to the time that they are eligible to enroll in courses. Administrators, the career counselor
from WorkSource, the Program Director, Benefits Coordinators (HR), the Director of Nursing,
and other co-workers are al part of the team that provides career support services to employees.
Students have access to the Program Director anytime through phone and e-mail. Most of the
time students call during working hours to make an appointment with the career counselor or
have a quick chat about outstanding issues. The career counselor reports to all four nursing
homes according to a rotating schedule.

Employees use career counseling for a number of reasons. Sometimes employees have a goa of
becoming an RN or LPN and do not know what courses they would need to take in order to
achieve that goal. The counselor then does research about course requirements and educational
opportunities appropriate for particular workers, either through ECCLI or at an outside
institution. Some employees come to career counseling to discuss problems that they are
encountering at work as a result of their courses, such as supervisors complaining about them
leaving the floor to go to class. Career counseling sessions provide an opportunity for some
students having difficulty in class to discuss academic problems that they feel too shy to bring to
the attention of the instructor. In this case, the counselor can serve as an advocate for students
with the instructor and help find solutions to the academic challenges the students are facing.

5.2 Course Offerings

Under the earlier ECCLI grant, many Westford House employees enrolled in Basic Math and
Basic English, courses that the program terms “Bridge to Nursing” because they are pre-
requisites to the LPN and RN programs. Between April 2004 and December 2005, students at all
four sites will be offered the following courses, al pre- or co-requisites to the LPN and RN
programs:

Basic Math

Basic English Round V

GED preparatory class entitled “Social Science and Science’
Pre-Algebra

Algebra

Introduction to College Reading

English Composition

Introduction to Psychology

Introduction to Cultural Anthropology

In order to accommodate people who work al three shifts (11pm-7am, 7am-3pm, and 3pnt
11pm), classes are usualy held either from 2pm-5pm or from 6pm-9pm, once or twice aweek,
depending on the hours the course requires. Both time slots are problematic. Employees
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generally prefer the afternoon times since they are often too tired to attend class in the evening
after working an eight-hour day. This student preference leads to much greater absentee rates for
courses scheduled during the evening hours. At the same time, the supervisors favor the evening
dot since floors are often less busy at that time. It is particularly challenging for floor schedulers
when multiple people from one unit are enrolled in a course.

After the first few rounds of courses, the program staff realized that they had a problem with
employees dropping out of courses mid-way into the semester. When this occurred, Middlesex
billed the nursing homes for the student even though the student had only completed part of the
class. The nursing homes aso unnecessarily bore the costs of materials for the student and lost
work hours. The program administrators created a drop-out policy to deal with thisissue: all
students must sign a written contract on the first day of class that says that they have only two
class sessions in which to assess the class and decide whether or not to enroll. Since the
instatement of the new policy, there have been many fewer problems with students dropping out
mid-semester. Those who drop out or who have poor attendance are not given preference for
participation in future classes.

A challenge currently facing the program is the lack of any system to help students prepare to
take the LPN exam required for entry into the LPN program. A large group of students who took
the exam in April 2005 requested help practicing for the math and English sections. The
program administrators are currently exploring options, but have not yet found a satisfactory
solution for test preparation. When most students did poorly on the April exam, the program
leadership designed an LPN exam coaching class, but is still looking for a sustainable way to
offer this to students (see section 6.4 for more information). The program is dynamic, seeking
continually to respond to needs that arise as students pursue their career goals.

5.3 Cross-Project Collaboration in the Field

During a periodic update with the Genesis Regional President about the career development
program, the President suggested that Westford House and the Lowell Cluster begin to meet
regularly with another Genesis site in Springfield that is also operating a successful workforce
development program, from which 17 nurses will graduate this year. The four partners liked the
idea and contacted the Springfield site, where program leaders were equally willing to
collaborate. They decided that the career development program administrators from the two
programs would meet monthly to share ideas and lessons learned and to jointly brainstorm about
problems.

6 Outcomes & Lessons Learned

All partners are pleased with the results of the career development program thus far. Whileit is
still early to see the impact of the program on retention and nursing shortages, early indicators
point in the right direction. Regiona President Richard Blinn is so encouraged with the
program’s progress that he plans to sustain it once the ECCLI grant concludes. His office, as
well as the program leadership, is actively involved in looking for external resources to sustain
the learning culture at Genesis for the long-term.
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Class experience from one of the LPNs in the program:

A nurse at one of the centers was afraid of go back to school because she found math very
challenging. When the nurse was told that the ECCLI program was going to be held on-site,
she asked the Administrator if she could apply for the Tuition Reimbursement Program to
cover her tuition costs. Her goa was to pass Algebra so that she could pursue her dream of
becoming an RN. She was authorized to take Pre-Algebra during the summer and she
received an “A” grade. In the fall semester, she signed up for the Algebra class, receiving an
“A” grade again. She did so well that she would come to class an hour early to assist other
students with their homework.

6.1 Course Participation and Completion

Since April 2004, 177 staff members, 56% of the total 316 entry level staff in al four centers,
came to outreach sessions with program staff where they had the opportunity to discuss their
career goals and their feelings about going back to school. Of these, 147 staff members (83%)
took the College Placement Test to assess their academic strengths and weaknesses and
appropriately place them in courses. The program leadership aimed to have at |least 30% of the
employees who took the CPT enroll and complete four or more of the proposed courses. It is
impossible to assess this goa right now since most of the proposed classed have yet to be
offered. However, already 31% of the students who took the CPT have enrolled and completed
at least one class since the program started.

A total of 45 gaff members have taken classes so far. The rest of the employees who have sat
for the CPT may not yet have enrolled for a number of reasons. Some are not ready yet. Some
have already taken the courses offered and are waiting until more advanced courses are given.
One group of students who has not participated in any of the classes is studying on their own,
with the goal of joining the LPN program at Lowell Technical Vocational School. Westford
House and the Lowell Cluster negotiated with Lowell Technical Vocational School to enable the
students to enrall in the program in September 2005 if they pass the LPN test.

Course completion rates are relatively high, with 60% of students enrolled in the classes
receiving a passing grade. The following table shows grades received for three of the first four
classes given:

Course # of Studentswith “A” | # of Studentswith “B” | # of Studentswith “C”
Pre-Algebra | 3 5 5

Algebra 4 6 7

Basic English | 6 passed with Level Il | 5 passed with Level | 2 passed with remedial level

A significant proportion of students dropped out of classes. Quite afew students left the class
because they were promoted and suddenly had too much on their plate to manage school as well
aswork. Others had childcare issues because they are single mothers. Some students needed
more help outside of class, but were not able to arrange for study groups after class because of
trangportation problems. Sadly, a few students were not willing to share with program leaders
their reasons for suddenly dropping out of the program.
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One surprising aspect of the career development program is that once students start taking
classes, they tend to continue and take other classes. Therefore, many of the students that
enrolled in the first courses offered are still taking classes now. On average, students have
enrolled in two out of the four courses already offered. This begs the question of whether the
program has reached most of the interested staff members already, or whether thereis smply a
significant barrier to taking the first class, but not subsequent classes. If the latter explanation is
correct, perhaps efforts need to be redoubled during the outreach and career counseling portions
of the program to creatively address the obstacles people face to returning to school. A final
implication of this tendency for students to enroll in multiple classes is for retention: perhaps
staff members stay at the nursing homes longer than they would otherwise in order to continue
taking classes. Further study is needed to determine if thisis area effect of the program.

A disappointment for the team was the limited response from the English as a Second or Other
Language (ESOL) population to ESOL class offerings. Although a class was planned, there
were too few interested students to justify holding it, with most eligible employees citing limited
time and transportation problems. The leadership had wanted to help their staff members with
language barriers learn to speak English better as good communication among housekeepers,
patients, family members, and all other departments is important to quality of care. Theteamis
planning on scheduling another ESOL class soon.

6.2 Employee Retention

It istoo early to determine whether the career development program has reduced turnover rates
at the four centers. Differences between staff taking classes and those not taking classes
preclude analysis of the differential turnover rates among students and nonstudents. Anecdotal
evidence suggests, however, that staff taking classes are committed to staying at Genesis to
continue their educations. Out of the 45 staff members who have taken classes through the
program, only four employees are no longer working for Genesis. One left because he was
relocating and the other threefailed to comply with Genesis policies and procedures.

As for recruitment, the program seems to be appealing to new employees. New hires are told
during orientation that they can join classes after three months of working for Genesis.
However, before 90 days have passed, many students are aready interested in getting their CPT
done and asking about upcoming classes. In particular, most of the certified nursing assistants
are eager to learn about the LPN program and to get started. In the long run, the leadership team
expects to see retention and recruitment rates improve dramatically.

6.3 Career Counseling

Almost al of the employees who have enrolled in courses have aso met with the career
counselor. In fact, many of the employees first enrolled in ECCLI courses as aresult of areferral
or suggestion from the career counselor. The program leadership had hoped that career
counseling services would attract employees to the educational programming, and preliminary
evidence seems to indicate that this occurred. Some employees who are not in the ECCLI
program also use the career counseling services offered, often to learn about nonECCLI
educational opportunities at nearby colleges. An unexpected impact of the career counseling
system was that it improved communication between employees and their floor supervisors and
instructors as counsel ors were often able to mediate conflicts and solve problems that arose in

15



the domains of work and school.

6.4 LPN Test

Passing the LPN test is the first step to enrolling in school to become anurse. The first group of
students in the program took their LPN test in February 2005 at the Lowell VVocational Technical
School. Out of the eight staff members who took the test, only one passed and will be enrolling
in the Nursing program at LVTS in September. When the program leadership visited LVTS to
discuss the test results, they discovered that most of the students had done very well in the math
portions of the exam, but poorly in the English portions. Informal conversations with students
after the test revealed that although they were reasonably confident about the questions that they
had completed, they ran out of time before finishing much of the test. Program administrators
and professors teaching these students hypothesize one of two reasons for these low success
rates. 1) the students who failed the test were all non-native English speakers and this could have
limited their ability to succeed on the exam; 2) the students failed because they have limited test-
taking abilities, with the majority of the students having been out of school for at least 3-10
years. Another group of four students took the test on May 7th, 2005, but results are not yet
available.

After so many students failed the exam in April 2005, the team decided to organize a four-week
coaching class for the students taking and re-taking the LPN exam, focusing on test-taking skills
and time management. The students will also be taught stress management techniques. At the
end of the coaching class, the students will take a mock exam so that the team can measure
progress and predict final outcomes on the actual LPN test. Since this coaching class was not
originally included in the budget, the team is exploring ways to continue to offer it to subsequent
groups of students in preparing for the LPN exam.

6.5 Employee Culture

One of the team's project goals was to create a “learning culture” among all Genesis centers,
from entry-level staff to licensed staff. Since the ECCLI program started at Westford House, six
LPN nurses there have been taking classes with plans to pursue an RN degree at Middlesex
Community College. Westford House has been paying for the LPN tuition and required books.
Entry level and LPN staff who are involved in classes at al four centers spend most of their time
after and before work doing homework or tutoring one other. The learning process at these
centers has become a team effort, rather than just an individual effort.

The four centers are all Genesis centers, but have four different administrators, each with a
different management style. In order to maintain equality within the program, the team had to
come up with program requirements for students in order to be authorized by their administrators
to attend class. The following were policies developed and standardized across all centers,
which no doubt have had an impact on the work culture for those employees taking classes:

A student has to be in good standing at work (no numerous call-outs, always on time) to
participate in class.

When a student is on medical |eave of absence (MLOA), she may not attend class.

When a student calls out sick for work, sheis not authorized to attend class.
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A student is not allowed to miss more than two classes.

If a student drops out of a class more than twice, this might affect her future enrollment in
ECCLI classes based on the Advisory Board's decision.

All the students are aware of these policies and know that they apply to everyone.

Westford House and Lowell Cluster nursing homes hoped that by providing educational
opportunities and a new culture of learning for their staff that the quality of care for their
residents would improve. Unfortunately, thisis hard for the programs to measure at this time,
particularly because the staff participating are arelatively small proportion of the total staff and
are dispersed throughout all four centers. As aresult, the team is using more indirect measures
of quality of care to understand the program's impact, such as supervisors' perceptions of
students work and improved collaboration among the partner nursing homes.

6.6 Partnerships

Strong partnerships underlie the success of this program. All four Genesis nursing home partners
are sharing resources and promising practices as a result of their work together on this career
development program. There is a commitment to giving staff the message that all are working
for the same company and for the same goal: providing high quality care to residents. Since the
program began, many policies across the centers have been standardized, facilitating work for
staff who go between centers and encouraging positive relationships between staff of multiple
centers who are in the same courses.

Through this program, students and managers have learned to share information freely, whether
the information is related to work or courses. Examples of jointly formulated policies include
the following: 1) the team jointly created a document that lists requirements the students from all
centers need to meet in order to be authorized to attend class (see previous section); 2) the
ECCLI Program Director has managed to tap into funds from Genesis that paid for all LPN
members who attended ECCL I courses. Before ECCLI, the tuition reimbursement process was
done individualy by each center. The business offices for Palm, Willow, Heritage and Westford
Houses embrace the new process for tuition reimbursement because it is much more efficient.

Good relationships and harmonizing of policies among Westford House and all of the centersin
the Lowell Cluster have enabled the sharing of staff between the ingtitutions. Staff have started
to “sub” for one another across centers. Sharing staff in this way is cost-effective, since it limits
the need for temporary workers, and provides patients with better care because the substitutes are
already experienced Genesis employees. Administrators from the four centers now share
information about staff interested in changing careers or staff who have graduated and are
looking for jobs that will alow them to use their new skills.

6.7 Supervisor Perceptions

The supervisors are excited about the program and have noticed behavioral changes in some of
the students taking classes. According to the supervisors, their employees who are students are
very atentive and work closely with their team members. Their relationships with their
colleagues have improved tremendously. They seem to appreciate their team members more
because they are aware that their colleagues will take over their work while they are in class.
The students don’t call out as much as before and are done with their work assignments on-time

17



because they have class at 2 pm or 2:30 pm. The students are more flexible with the centers
scheduling needs now because they know that supervisors are accommodating their school
schedule, too. The unit managers report that the units that have more than two employees
participating in classes benefit greatly because the students tend to work together closely.

The employees behavior, attitude, and commitment to the center are used as criteria for
supervisors to decide who can attend class and who cannot. Most of the students who are taking
classes show more commitment to their work than they did before. This encourages the line
supervisors and managers to buy into the program and the idea of alearning culture.

6.8 Student Perceptions

The students who have taken one or two courses are often motivated to pursue their career goals
because they have so much more support that they did when they were in high school. Staff
members who are taking classes are pleased that classes are offered at convenient times and ot
site. Most of the students are happy to have found support in one another to pursue their
educations. They are not ashamed to be back in school as adults because they are not alonein
class. Sincethey don't have to worry about the cost of tuition and books, many feel that this
opportunity is too good to miss.

Many students who have taken more than one class claim that they are ready to join a class
outside the cluster, such as a typical Middlesex Community College class. They have managed
to build self-esteem and confidence. One employee taking classes exclaimed that, because of the
program, she “[felt] like a new woman again!” This woman is now sure that she can study and
get her RN degree.

6.9 Lessons Learned

As Westford House and the Lowell Cluster implemented the career development program, they
learned many lessons that may be useful to other institutions undertaking similar initiatives.
Following are some of those lessons, divided into three sections: Program Management and
Staffing, Logistics, and Courses.

Career Development Program M anagement and Staffing

The career development program has taught the team and the students to appreciate group
learning and team effort. However, when the program started, the Genesis team had no
idea how involved it would be. Program participants, even those who are good students,
need constant encouragement and support from program leaders, administrators, and
direct supervisors in order to continue their educations. Without this support, many
students give up taking classes.

The team had originally allocated 20 hours per week for the Program Director. These
hours were fairly reasonable for the first few weeks of the program. However, when the
program started to grow, and more and more classes were being offered and students
enrolled, 20 hours were not enough for the amount of work that needed to be done. The
team learned that a 32 hours to full-time Program Director would get much better results.

The participation of center administrators on the Advisory Board made it easier for the
managers at all four nursing homes to buy into the program and implement decisions

18



made by the Advisory Board. Each of the administrators would bring Advisory Board
decisions back to their own centers and explain them to their staff. This lends legitimacy
to the program at each center, facilitating program management.

It took a lot of time in order to get courses up and running because there were so many
stakeholders involved.

It was difficult to get al partners working well together during the first few months of the
program. Since the program was new to all the partners, everyone was very skeptical
about the plansin place. Many were quite rigid when it came to adjusting proposed
plans. But as program moved on, and successes became evident, people gained
confidence in one another, enabling better communication and program management.

Logistics
Scheduling classes was not as easy as the team first thought it would be. Many proposed
class times were not viable due to an insufficient number of students available at that

time. The Steering Committees soon realized that class scheduling should be based on
demand rather than on supply.

The use of students from four centers made the program very cost effective, especially
for the group-rate classes. Each time that a class has at least 17 members, the centers
benefit from economies of scale as the per person tuition is lowered.

Books were three times more expensive than the program planners had expected them to
be. Asaresult, the team decided to re-use books for similar classes to save money. For
example, the books that were used for Pre-Algebra class were later used for the Basic
Math class, and the dictionaries, originally for Basic English, are going to be used for
Introduction to College Reading and GED class. On-line purchasing of books also saved
money.

The College Placement Test posed a major problem when the program started. The team
had not planned for ongoing administration of the assessment test throughout the life of
the grant. But continuing to give the assessment was a necessity because of the new
hires; they had to be assessed before taking a class. The assessment itself was costing the
centers quite a bit, and the cost had not been included in the centers budgets or the grant
proposa. Middlesex Community College was kind enough to assist with the CPT
problem. All students were able to take the assessment at the school for free as long as
there was a reasonable number of students per month.

It is very time-consuming for the scheduler to find someone to cover for a student taking
class since it often requires that replacement staff come up to 1.5 hours before they would
normally come. In the worst-case scenario, managers have to help care for the patients
for the 1.5 hours until the next shift arrives.

The four centers are located ten minutes away from one other by car. This makes it
difficult for program leaders to meet with staff members from all sitesin one day,
especialy given their different shifts. During winter the situation is worse requiring most
communication to be done by e-mail or telephone.
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Courses

The team had projected that ESOL was going to be high-demand class because two of the
centers employ many housekeepers that have limited English proficiency. Surprisingly,
there were not enough students to hold a class; the mgjority of the students had no time to
take the class. Many potential ESOL studerts had transportation problems since they
could not get drivers licenses as aresult of their limited English proficiency.

The program learned how to place students in the most appropriate academic level based
on their CPT scores and their academic confidence. Some students who score highly on
the CPT, but have not taken a previous course in the same subject area through the
program, feel more overwhelmed than their colleagues in the class who have taken the
previous course through the program. This may be because many of these students have
been out of school for many years and are out-of-practice taking classes. To prevent
feelings of insecurity and discomfort, the program has started to offer students, who
could place into a higher-leveled course, placement in a lower-leveled course of the same
subject first, provided that one is available and that the course is paid for at the group rate
rather than the individual rate.
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Appendix A: Letter of Introduction to New Students

To: ECCLI participants

From: Westford House /Lowell Cluster

Re: What you need to know and do in order to participant in any of the ECCLI
programs as a Genesis employee.

As an employee for Genesis Elder Care you need to be compliant with attendance policy
at work.

Y ou cannot call out at work because you're sick and then show up for class.

Due to the intensity of the work and material that needs to be covered you should make
every effort to attend all classes.

Drop out policy procedure, is that you can drop out of the program after two sessions if
you fedl that the program is not working well for you. Before you drop out of the
program please communicate with your instructor and the program direct.

If or when you have two absences you will be aerted via an excessive absence
notification and your administrator will be notified.

If your absences are excessive and you are dropped from the class, future career
development class participation may be affected.

If a serious persona matter comes up and you cannot attend class or will be late for the
class you must leave a message at 1-978-392-1144 ext 337, and if the classis a Heritage
please call the center and leave a message for the instructor at 978-459-0546.

Y ou will be asked to sign in with the time you arrived and leave the class.

If you have any questions regarding ECCLI programs please call Zanele Mutepfa
(Program Director) or Jennie Bass (Work Source 1-671-232-0330 ext 140).
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Appendix B: Approval for Attending Class at Heritage Center
Please complete and return to Zanele Mutepfa OR Jennie Bass by March 1st 2005.

Name

Facility Name: Unit: Shift:

Science and Social Science from March 1%

Every Tuesday from March 1st to July 11™" 2005 and Thursday from March 3™ to July 13" 2pm
to4 pm.

Approval by Supervisor

Scheduler’s Signature

| hereby request approval to take the above referenced class on site at Heritage Center.

| agree that | will be on time and attend all classes. If excessive attendance issues arise both at
work and for class, | may be dropped from the class and participation in future programs may be
affected. After attending two sessions of class | should be able to assess whether | would like to
Continue classes or Drop out class.

Employee’ s Signature

22



Appendix C: Books Used for Courses

Pre-algebra: Third Edition by Elayn Martin—Gay, This book was used for Pre-Algebra and
Prep class for LPN and GED math classes.

Beginning Algebra: Sixth Edition by Aufmann, Barker, L ockwood, This book was used for
Algebra Class a three credit class.

Webster’s American EnglishDictionary, This dictionary was used during Basic English class
and GED classes (Socia Science and Science).
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Appendix D: Class Evaluation Form
Lowell Cluster/Westford House through ECCLI

Course: L ocation:

Instructor: Date(s):

Time: Location

Y our responses on this evaluation form are 4= Excellent 3= Good
Important to us and are given serious consideration. 2= Fair 1= Poor
Thank you for your participation N/A not applicable

Please circle the correct answer
1. How would you rate this course? 4 3 2 1 N/A.

2. Did the course meet its stated objectives? 4 3 2 1 N/A
(I.e. course description, syllabus, etc.)

3. Istheinstructor’ s presentation clear? 4 3 2 1 N/A

4. Did the instructor demonstrate sufficient
Knowledge of the subject? 4 3 2 1 N/A

5. How would you rate the instructor 4 3 2 1 N/A

6. Which aspects of the course did you find most useful and informative please complete?

().

(ii).

(iii).
7. Which aspects of the course did you find least useful and informative
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(). | thought al the information was useful.
(iii). 1 thought some of the information was useful.
(i).  None

8. What would you add or change to improve this course?

0]
(i)
(iii)

9. Do you have any other comments or suggestions about this course?

10. Suggestions for future course?
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Appendix E: GED Course Evaluation
Results for Class evaluation for GED class. April 20" 2005

1

Question was, how would you rate this course?
4 Students out of 6 rated the class Good and 2 out of the 6 rated the class Excdlent.

Did the course meet its stated objectives (I.e. course description, syllabus?)
3 Students out of 6 rated class objectives Excellent and 3 students rated Good.

Is the instructor’ s presentation clear?
3 Students rated the instructor’ s presentation as Excellent and 3 rate Good.

Did the instructor demonstrate sufficient knowledge of the subject?

4 Students rated that instructor is Excellent with knowledge of the subject and 2 rated
Good.

How would you rate the instructor?

5 Students said that the instructor was Excdllent and 1 student said the instructor is
Good.

Which aspects of the course did you find most useful and informative please complete.
Responses.

Reading out loud

The peoplein class

| though all the information is useful

The text books and the student relationship toward the subject

Not to miss any classes

Which aspects of the course did you find least useful and informative

% | student said the are “ All useful”
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+ 3 students said “I though al the information was useful”
% | students said “None”

o,

+ | student did not respond to the question

8. What would add or change to improve this course?

¢ | students said, “I wish this class had more peopl€e’.

9. Do you have any other comments or suggestions about this course?

++ No one responded to this question

10. Suggestions for future courses?

++ Have the same teacher!

Maybe more time in telling us when the class starts.

% 2 students said “Nothing” and 4 students did not respond to the question.
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Appendix F: Sample Report Card

ECCLI Program
Basic English Gradesfor Round V and VI
by Genesis HealthCare.

Basic English from October to December 2005

This document states that the student listed below attended Basic English Class at Heritage
Center by Genesis from October to December 2004. Listed below is the Name of the student and
the fina class grade for the class.

Student X successfully completed a Basic English Class at Heritage with a grade of 93%

Zanele M utepfa Student X
ECCLI DIRECTOR STUDENT
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