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PROPOSAL FOR PARTICIPATION IN A MULTISITE PILOT STUDY 
FOR INCREASING CNA RETENTION 

 
Overview and Purpose 
Voluntary turnover is a significant challenge faced by organizations of all types. Research shows the total costs 
associated with turnover range from 90 to 200 percent of annual salary, representing nearly 40% of pretax income 
for companies with high turnover rates (Cascio, 2006; Mitchell et al., 2001). Specific to healthcare organizations, 
employee retention is often cited as the “biggest concern” for people management (Health-e-Careers, 2015). 
 
What drives increased retention? Multiple large-scale studies have shown that high quality relationships, job design, 
and the social environment are among the most influential factors that can increase retention (Allen et al., 2010). 
Preliminary results from recent interviews of CNAs and RNs similarly point to these key retention factors.  
 
With the above in mind, the Institute requests your participation in a multisite pilot study designed to examine an 
evidence-based intervention for its positive effects on CNA retention. Pilot studies are often quite advantageous in 
that they represent “small scale version[s], or trial run[s], done in preparation for the major study” (Polit et al., 2001: 
467). Pilot studies further provide advance warning about where the research project could fail and allow for 
immediate corrections. As DeVaus rightly remarked (1993: 54), “Do not take the risk. Pilot test first.” 
 
Benefits of Participation 
The benefits to participation in this research are twofold: 1) deepen your organization’s understanding of turnover 
and 2) directly increase retention rates among CNA staff. As with all evidence-based field studies, we cannot predict 
the outcomes with absolute certainty. Thus, the Institute has secured $250,000 in matching grants and escrow 
guarantees to conduct this research, matching the $124,000 provided by the participating organizations. The escrow 
guarantees that each participating organization will save at least that amount through retention in the first six 
months. The net result is no-cost for participating in the proposed research. 
 
Study Scope 
The steps below broadly summarize the overall scope of participation in the pilot study.  
 

1) Test the viability of an evidence-based intervention, entitled “Process designed Emotional Intelligence” 
(PdEI), known to be effective for increasing the empathic environment of corporate groups (Cherniss et al., 
2010) and thus facilitate interpersonal relationships that drive retention.  

 

2) Integrate the PdEI protocol into a broader intervention to connect groups of CNAs, empowered by 
management, to better contribute to the improvement of their jobs/workplaces. The combination of these two 
interventions is termed SEMCO (see below). 
 

3) Assess the feasibility of a subsequent full-scale, multi-site study involving 192 volunteer CNAs and RNs 
from eight independent Senior Care Facilities. 

 

4) Assess the effectiveness and efficiency of study implementation, including the sampling frame and technique, 
logistical problems, and so forth. 
 

5) Collect and analyze pre and post measures of the desired outcomes, such as work attitudes, retention rates, 
and productivity. 
 

6) Summarize and debrief study results to all participating organizations. 
 
SEMCO 
Similar to the PdEI intervention, SEMCO training is process-directed rather than instructor-directed. Each group of 
eight CNAs follows the identical communication steps, processes, and format of the intervention until they become 
habit. This enables the CNAs to be empowered by management to self-manage in a team-based structure. Thus, 
CNAs have the autonomy to identify, create, and implement improvements. This increased empathic environment 
and observable social support from its members will substantially increase their job engagement, their connection to 
other employees, and social meaningfulness of their work. SEMCO is designed to provide that environment. 


