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Innovation/Program/Best Practice:

Kentucky SHRM HR Professional of the Year Award Nominee

Tony Bohn, VP Human Resources, Baptist Hospital East

Baptist Hospital East Retention Program

This best practice submission highlights employee retention efforts at Baptist Hospital East guided by the nominee.  Many companies talk about retention but actually having both tools and a plan of action can become an overwhelming task to accomplish.  This nominee was instrumental in significantly improving retention using a pro-active approach to the development of key programs.  The end result is a comprehensive approach to retention centering on the principles of leadership development and new employee integration.  These efforts, coupled with Human Resources playing a pivotal role, has created measurable results to the bottom line of the organization.

Leadership Development   (Initiated December 2001)

The first important factor identified by the nominee was the impact that frontline managers could have on employee retention.  Comparable to the situation at many companies, a large amount of managers at Baptist East had been “promoted by longevity”.  Job specific knowledge and years of company experience were prevalent but many times these individuals lacked the formal training in human resource areas such as interviewing and selection or key leadership competencies required to manage today’s complex and dynamic workforce. Understanding strong leadership promotes high retention our nominee was instrumental in developing an in-house “Leadership College.”  This comprehensive 3-phase curriculum focuses on staff development and leadership enrichment.  Phase one of the college teaches basic “survival” skills in management development such as employment law, policy interpretation, and productivity.  Phase two focuses on broader management concepts such as coaching, problems solving, and team dynamics.  Phase three of the college addresses Quint Studer’s model of “Service Excellence”.  In this phase, students learn how to hardwire key elements required of effective managers.  These elements ultimately improve organizational performance by creating an alignment of employee behaviors with the goals and values of the organization.  (See exhibit 1)
Several positive outcomes were realized from the Leadership College approach:  

First, the program paved a basic understanding of human resource guidelines for new managers and front line supervisors.  

Second, the program gave incumbent management staff the ability to take part in continuous learning without leaving the building.    

Finally, the leadership college has given employees who aspire to leadership roles the chance to learn about various management topics; thus, increasing the pool of candidates for succession planning.  

Leadership College Results:  Statistically we find that managers who have completed the leadership college have higher engagement and lower turnover  (See exhibit 2).

Retention as a part of Recruitment (Initiated November, 2002)

The next component of our best practice model required a strategic change in focus from recruitment to retention.  Noting that many east coast hospitals were hiring retention officers to focus on reducing voluntary turnover, it was determined a retention coordinator was needed to assist in the implementation of a retention infrastructure.  This new position was responsible for:

· Formalizing the Exit Interview process to identify areas of turnover stimulation. 

· Trending Turnover

· Implementation of an On-Boarding Process to reduce first year turnover 

· Implementation of a Two Year Comprehensive Retention Plan

Though adding a position such as this one may not be feasible at all companies, existing staff may perform several key components mentioned above.  This gives existing staff an opportunity to grow and learn new things while ensuring the important initiatives necessary to retaining a high performance workforce are in place. (See exhibit 3).

Two Year Comprehensive Retention Plan 
The final component of our initiative is the development of a formalized two-year retention plan (see exhibit 4).  This plan includes many sub-programs to further reduce turnover, enhance employee retention, and increase staff engagement at Baptist East.   Examples of programs from the plan include: 

Identifying Turnover Stimulators (Initiated December, 2002)

The need to have a formalized tracking mechanism to gather information from terminating employees was identified.  Our nominee knew that most companies conduct exit interviews but fail to compile the data in a useful manner for feedback and decision-making purposes.  In December 2002, a formalized exit interview process was initiated and became a part of the retention program.  The exiting employee is asked to rate their level of agreement or disagreement with several statements.  These same statements are also asked on the Annual Employee Engagement Survey.  Exit responses are entered into a spreadsheet database with weights attached to the terminating employees’ responses to each statement.  Averages are computed in a pivot table.  The end result shows exiting employees perceptions of agreement to the statements.  The exit data is also compared in the same manner to the results of the Employee Engagement Survey.  This allows for a comparison between the opinions of the current and exiting employee populations, resulting in a tool to identify potential causes of turnover (See exhibit 5).

Early Selection and Retention (Initiated November, 2003)

The First 90 Days:

The program begins with a significant focus on selecting the right candidates by using behaviorally based interviewing techniques and a peer interviewing process.   By including peers in the interview and selection process, an increase in ownership is created by existing staff to ensure the success of new employees.  The plan then follows the new employees through the first 90 days of employment with meetings at 30 and 90 days with the new employees’ managers.  During these meetings four questions are asked of new employee:

1. Are we what we said we would be when we hired you?

2. Is there anyone who has been particularly helpful to you your first 30/90 days of employment that I should recognize?

3. Is there anything you did at your previous place of employment that if implemented here at BHE would improve our processes or increase the quality of services?

4. Are there any reason/situations occurring that that would make you think about leaving?

To date, the Early Selection and Retention Process is implemented in 70% of the department at BHE (see exhibit 6).
Selection and Early Retention Results:  A significant reduction in turnover in the 90 day introductory period has been realized when compared to prior year’s data  (See exhibit 7).
New Employee On-Boarding (To be Initiated Fall, 2004)

The First Year:

Realizing retention gains in the 90-day introductory period, the nominee identified a need to focus on employees from the 90-day to one-year period.  The retention emphasis for this employee population focuses on the continuation of the orientation process in a “soft sell” format.  Selected employees, identified by their managers, will be invited to attend focus group discussions.  These forums will allow employees to ask questions regarding the role they play in the future of the organization and begin the career-pathing process.  The feedback obtained from individual discussions will be compiled and presented to the employees’ managers in the form of “Personal Employee Engagement Plans”.  This innovative process will allow human resources to play an integral role in supporting both the employees and managers in the retention process.  (Program begins Fall 2004/ See exhibit 8).

Measuring the Gains:

Prior to implementing any component of our best practice model, Baptist Hospital East was experiencing a 22.5% annual turnover rate.  For the past three fiscal years a significant decline in annual turnover rate has been realized.

FY 2001 – 22.5%

FY 2002 – 19.5%

FY 2003 – 15.0%

FY 2004 – 15.0% (projected)

It is estimated that each 1% reduction in turnover saves the organization $25,000.  Conservatively, the savings from an 8.5% reduction in turnover for the past three fiscal years is $213,000 related to hiring and orientation expenses.

It is no coincidence that an 8% gain in measurable productivity has been realized for this same time period.  The estimated three year gain to the bottom line for the improvement in productivity is approximately $5 million.

The expenses associated with implementation of this best practice strategy have not been exurbanite.  The Leadership College was developed with in-house talent already employed with BHE. The courses are also taught using in-house experts. The cost associated with hiring a Retention Coordinator is $56,400 annually.  

So Why Should A Focus On Retention Be Important to Organizations: 

The Bureau of Labor estimates by the year 2008, there will be approximately 161 million jobs for 155 million workers.  With the current and anticipated shortage of workers, it is critical that organizations foster positive work environments, recruit top talent, and maintain their excellent workforce.

Developing plans that follow trends and strategies in workforce retention are crucial to realizing a competitive advantage. Some things to consider when implementing an endeavor such as the one presented:   

1) Enhancing Technique with Strategy:

· Shift responsibility for staff retention to line managers and staff employees. Human Resources can develop the model and be a resource but retention begins at the manager and staff level.

· Approaches to retention are shifting from “tools and techniques” to include “strategy” designed to create competitive advantage in the marketplace.
2) Increased Value of Learning:

· Recognize that every leader in the organization must possess excellent people skills.

· Ongoing leadership development for managers who lack the requisite skills is a key priority.

Creating competitive advantage requires knowing what sets your organization apart from its competitors.  The values and opinions of employees are keys indicators for determining strategic focus via your exit interview and employee survey processes.  Through the measurement of employee engagement the following concepts have become evident to BHE and were used in the development of our initiative.  Engaged employees want:

· To work with a servant leader: to have a model of others-oriented, service-driven leadership that demonstrates the concept of service over self; to work with leaders who have clear vision for the future, a plan to get there, an inclusive communication style, and a passion for the mission of the organization.
· Work that is more than a job: to do meaningful work that makes a difference in peoples’ lives.
· To feel appreciated and recognized: to be treated fairly and to be affirmed for competence and accomplishments through formal and informal recognition.
· To have meaningful positive relationships: to work with people who care about each other and their work; to work with people with similar values and work ethic.
· An opportunity for personal and career growth: Employees seek ongoing learning opportunities that will help them excel professionally as well as personally. 
· Flexibility and life balance: Employees want time for family, leisure, and work.  Flexible work options such as part time and creative scheduling are important techniques that build flexibility into the workplace.
· To be fairly compensated:  Employees want to know they have financial value and that they possess a compensation and benefits package that is more appealing to those of the competition.
Workforce development and the recruitment and retention of a high performance workforce are no longer options or random ideas, but rather core business strategies. These elements must be evidenced by an organizations’ commitment to include workforce development and retention in their strategic plans.
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Professional and Community Leadership

Tony Bohn, VP Human Resources, Baptist Hospital East

Bellarmine University Alumni Board of Directors   (2003 to present)

2003 – 2004:  Chair Alumni Scholarship Committee - Led team to clarify criteria and process for awarding scholarships funded by an endowment of the Alumni Association to legacies of Bellarmine graduates.  Worked with Executive Director of Alumni Association to develop ways to solicit additional funds into the scholarship endowment.

2004 – present:  Vice President/Chair Elect 2005 of Alumni Board of Directors

Center for Women and Families Board of Directors   (2003 to present)  



2003 - 2004:  Chair of Human Resources Committee – Worked with Vice

President of Human Resources and the President/CEO to develop sub-

committee structure to provide governance oversight to the human resources 

functions.   Sub-committees developed consisted of recruitment/retention, 

compensation/benefits, and leadership development.  Worked with President to 

identify key community leadership with human resources expertise to appoint to 

Board of Directors and Human Resources Committee to add depth and breadth 

of knowledge to the functions of the committee and sub-committees.

Center for Healthcare Professions  (2001 to present)

2002 – 2004:  Grant Committee Chair – Worked with Vice President for Health 

Professions to obtain $75,000 annually from the Bluegrass State Skills Grant to 

fund leadership development initiatives for consortium member hospitals. In 

addition, assisted in the preparation and securing of a $25,000 Perkins Grant to 

support the Waggener High School Health Career Prep Program and a $675,000 

HRSA Grant to support retention of nurses in Kentucky.

2004 - present:  Chair Retention Committee – Oversight responsibility for 

developing initiatives to support retention of healthcare professionals throughout 

the state of Kentucky.  Assisted in the development of a statewide workforce 

shortage survey to include a common method for calculating turnover and 

vacancy rates.  In addition, assisted in development of a nursing satisfaction 

survey to support the $675,000 HRSA Grant to measure the efficacy of programs 

to enhance nursing retention.   

Other Consortium Achievements:

Collaborated with Jefferson County Public Schools, Jefferson 

Technical College, Greater Louisville Inc., The Center for 

Healthcare Professions and the Kentucky Board of Nursing to 

develop a dual credit Practical Nursing Program for high school 

seniors.

Assisted in the development of a Health Career Preparatory 

Program at Waggener High School.  In addition, worked to 

Provide onsite educational experiences for Waggener’s Early 

Childhood Education and Culinary Arts Programs.

Kentuckiana Healthcare Workforce Initiative H-1B Grant  (2002 – 2004)

      Working with Greater Louisville, Inc. - the Metro Chamber of Commerce and 

                   Regional Economic Development Agency, Jewish Hospital HealthCare Services, 

                   Norton Healthcare, University of Louisville Hospital and Baptist Hospital East 

                   secured a $3 million workforce development grant through the Department of 

                   Labor’s H-1B Visa Grant Program. The intent of this program is to grow 500 new 

                   healthcare workers in key health professions by January 2005.  To date, the 

                   partners have realized 548 additional healthcare workers, exceeding the grant’s 

                   goal with 3 months remaining.

Other Current Community/Professional Activities/Memberships  

· American Red Cross Blood Services River Valley Region Board of Directors 
(2004 to present) Current Chair of Nominating Committee
· American Society for Healthcare Human Resources Administration (1998 – present)

· Kentucky Society for Healthcare Human Resources Administration (1995 – present) Society Vice President (2001 – 2002)

· Society for Human Resource Management (2001 to present)

· Louisville Society for Human Resources Management (2000 to present)

Previous Memberships and Affiliations can be found on my resume.
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Kentucky Hospital Association
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(502) 992-4353 

jknight@kyha.com
Lynnie Meyer

Vice President/Executive Director Children’s Hospital Foundation

Past President/CEO for Center for Women and Families

200 East Chestnut Street

Louisville, Kentucky 40202

(502) 629-8060

lynnie.meyer@nortonhealthcare.org
Ian Patrick

Executive Director

Bellarmine University Alumni Association

2001 Newburg Road

Louisville, Kentucky 40205

(502) 452-8334

ipatrick@bellarmine.edu
Susan Stout Tamme

President

Baptist Hospital East

4000 Kresge Way

Louisville, Kentucky 40207

(502) 896-7001
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Tony Bohn, VP Human Resources, Baptist Hospital East
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