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I want to talk with you about the erisis that we face todsy in staffing our
institutions for the mentally retarded., Many people are not aware that a crisis
exists, and some have questioned the remedy thet our imstltutions heve proposed
in order to meet this chal.enge. In the main, they are requesting higher salaries
and more staff. They request 4 and 1/2 million dollars to inorease the saleries

- of present employess, and 8 million dollars %o finance 749 new positions at

Brainerd, Cambridge, Faribault, and Owstonusa.

Most people understand the necessity for increasing salaries, They know that
our salaries in the institutions are no longer competitive with those of other
industries and that a substantial increase in salaries will help ¢o offset the
high turnover retes that have plagued the institutions in vecent years. What they
question is the request for 749 additional persomnel. "Why", they ask, “should
the legislature allocate more staff positions to the institutions st a time when
they are unable to fill the new positions granted at the last session? Why
a..ocate more positions at a time when thsse institutions BEre having trouble
filling their ocurrent vacancies?® Thus, it would seem that the major difficulty
experienced by the institutions is their inability vo find enough pgy people to
hire so that they can fill ai. of their vacant positions, But this view is mistaker.
Vacancies are merely a symptam of the basic problem. '

Or to put it another way, the reason why the institutions have had so many
vacancies is not that they haven®t been able to recruit enough new employees-—
they are already recruiting new people in large mumbers. Rather, it is that
they are unable to petsip sufficient mumbors of both new and old employees.

The turnover rate ls very high. Tooc many employees, both new and permanent
employees, are leaving their jobs; and oddly enough, one resson why they are
leaving is that the institutions in which they work are understaffed. Of oourse,
low salaries is a mejor cause of this high turnover, but & more difficult point
to grasp is that the lack of adequate mumdsrs of persomnel is itsslf a major
reagson why the lnstitutions have as many vacancles as they do.

The combination of low salaries and understaffing creates s vicious
cirecle. When salaries are low, better paying jobs at nearby industries becoma
more atiractive. People are reluctant to stay in difficult jobs without sdequate
compensetion. When higher sslaries and more pleasant working conditions are ‘
availabie nearby, some of these people wil. quit the institution and take anviher
job, At that polint, the instalﬁu‘&mn, which was already shorthanded, bscomes eves
more understaffed, and the really serious problems begin. In order to cover al.
the wards in their buildings, administrators are forced %o make greater demends
upon their employees. In orde® to spread out the mumber of staff, the workiag
shifts must be juggled around, and people are asked to work first on ome shift
and next on another, so that “&.hey no longer have any regular hours at al.. Others
are called upon o work double eight-hour shifts because someons bas bescoms il._,
and there are not enough personnel to provide adequate care. Still others must
coms in to work on their deys off. As the workload of each employse increases,
the physical strains and emotional tensions begin to build up, and employee mmlr
gets lower and lowsr. This, in turn, causes greater and greater mumbsrs of : . lLoyee.
to resign and take other jobs which promise higher pay, better working hour., af
more pleasant working conditions. The vacancies created by these psople 1@%“;\“
generates even more work for those that are le¥h, placing them uweder 2 grenie .




Even though new employees are recruited every day, the increasing turnover

places impossible demands upon the most vigorous recruitment effort and dooms

it to partial failure; for the recruitment of new persomnnel was never expected

to compensate for such s high turnover rate and so much job dissatisfaction.

In short, lack of sufficient staff is one serious cause of steff turnover, and

in this case, it is the high rate of turnover, rather than the failure to recruit,
vhich has produced the vacancies that people are talking about today.

Reeruitment has been successfuleecoses

As far as the difficulties of recruitment are concerned, the institutions
have been very successful, especially when you consider the tight labor market
which exists today. At the Faribault State School and Hospital, for example,
they recruited 199 new employses within a single one-year period prior to July
of this year, and 199 employees is practically the samé. number of positions as
aliocated for the entire bienium. Certainly this shows gemuine recruiting power.
And this was dons in an area where there is a relatively small population from
vhich to recruit new employees. During the same year, Cambridge was able to hire
104 Paychiatric Technicians, which was more than double the 45 new positions in that
category that the last legislature allocated for the present two year pevriod. The
fact is that recruitment has been very good, while turnover, for both new and old
employees, has been very bad. This turnover causes a severe drain in personnel
which is almost impossible to overcome just by recruiting new people to replace
those who left. Why did they leave in the first place? And what is being done
to make their jobs more attractive, move lucrative, and more rewarding? Since
the institutions cannot raise salaries by themselves, or finance new bulldings
and better ventilation systems, they are hardly to blame for this failure at
retention, elther.

The vacanci¢s are not that large...

What sbout these vacancies? Are they really that large? Would they not be
even larger had not the institutions put on a vigorous recruitment effort? Letis
look at the facts. This year the average turnover rate at the three largest
institutions is 38%. Yet on November 28th, Brainerd reported that only 7% of their
positions were vacant. On that date they had 461 budgeted positions and 31 vacancies.
On November lst, only 43, or 7% out of 65/ budgeted positions at Cambridge were
vacant. The rest were filled. And at Faribault, on October 5th, there were 112
vacancies for the 921 positioms available at that time, giving them 12% vacancies.
in summary, we can say that for these dates in October and November, the three
largest institutions had 186 out of 2,036, or 9% of their current positions vacani.
The really interesting question is, "How many vacancies would they have now if their
recruitment effort had been ygeuccessful?” But what these vasancles really reflect
is the rate of turnover, vhich at bottom, is not a problem of recruitment at all.

RealJ.y a problem of turnover and retention...

The big problem is the alarming rate at which both new and old employees are
leaving the institutions. They leave for a variety of reasons, salary being the

most prominent resson given, and the solution to this problem is first, to discover
its causes, and second, %o take adequate measures to meke sure that we are no%




fased with it again meut year. I bave been suggesting that two strong steps s
taken at once. Ralse salaries. And sllocate sll 749 of the sdditionsl positions
requesited for the sext bienium. The reason for this is that uaderstaffing, and the
conditions which attend it, is oms of the main eauses of turnover, and turnover
creates new vasancies. Paradoxieally, we must edd gors positioms to eut down on
cur number of vacaseies! But I hed started out here 1o speak aboub the prasent
rate of turnover. The largest single group of employess ab the institutions, and
the group having the largest sumber of vacencies due to stalf turnover, are the
Paychlatric Technisians. A% Breinmerd this year the separation or turnover rate
for thisgroup has doubled o 42%--twige thai of last year. At Cambridge it has
risen to 39%, and at Feribault it has more than doubled. There it rose from 14%
last year to 34% thais year.

Somethisg about our population 57 reterded persone in institutions...

At this point I would like ¢o digross Tor a moment and ssy & worg or fuo
about the mwmber of persons that live in ouwr state institublons for the mantally
reterxded. To t8ll you how muny there are amd what kind of hardicaps they have
may give you some ldea of whet conditions ave like on ¢he wards and how difficult
it is ¥o wozk thers and care for sush people. In all » there were 12,764 persons
residing in Minnesota institutions on September 30, 1966. Out of that number,
5,750, or 45%, wers in institutions for the mentally retarded, and 5,695, or 455,
were in mentel hospitals. Twelve years ago, mentally retarded persons ascounted
for only 28% of th» total population residing in Minnesots insbitutisns. In the
past five years ths number of memtally il. in residence hes decreased 40%; while
the number of retarded persons ln residence hes decreased only 6%. At the end of
September, 94% of the 5,750 persons residing in institutlons for the retarded
lived in the three largest institutions at Brainerd, Capbridge, and Faribsult.

A% these thres largest lnstitutions, & total of 2,086 personnel were
authorized for the preseut blenium. The American Asssciastion on Menbal Deficiensy
Stendards dictate that there bs 2,440 patient care personnel alone to care for
this -mmber of retarded persons, excluding all other staff, bui the entire mumbar
of personnel allocsted for this bienium for these three iastitutions totals oaly
2,086, This may give you soms ldee of how fev people there are to work inthe
wards whers retardad persons live out thelr lives.

‘What kinds of problems would you ensounter if you vere to start work on one
of these wards? First of all, you woumld face a variety of day, night, and weckend
shifts, you would sucounter the terrikle odor-. and a wide variety of very
unpleasant conditions. You would fiod that 24% of the patients sre not toilst
trained, 245 are hyperactive, 34% have physical hendleaps, and your patisnce would
be exhausted by trying to csre for large nunbers of such individuwals on youzr own
ward, Chances are there would be only one or two others there %o share your work
with you. You would find thet there are serious shortages of Nurses and other
vitelly important professional pecple, such as the Nurse Instructors who train new
Paychiatric Technicians., You would have a diffioult time getting to work each day,
bacause chentes are that you would be liwing 20 to 40 miles avay from your job.
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Some illustrations of problems eaused by understaffing... }

In order to lllustrate some of the conditions which attend understaffing and
tend to cause higher turnover rates, I might site something which happened at one
of our institutions during a recent four month period of this year. In about 11
buildings, each containing about three separate wards, there was not enough staff
to put even one person in each ward for the day shift. In order to cover each
vard for at least the day and afternoon shift, 84 Psychiatric Technicians wsre
asked to work double eight hour shifts upon occasion, and 38 others were called
in on their days off. Since there was not enough staff to cover the night shift
in the same way, several wards were left unattended. It had taken a major effort
Just to staff those wards during the daytime hours. Knowing how hard all of
these employees were working, the chief sdministrator said that his only question
about the whole situation was, "Where does the breaking point tske place?® During
the last fiscal year at this institution about 18 Psychiatrie Technicians quit
their jobs each quarter. '

What steps are being taken to stabilize turnover?...

What steps are being taken to stabiligze turnover and increase job satisfaction
at the institutions? The largest group of employees, and the group having the
largest mumber:of Vacancies and turnover, are the Psychiatric Teshnicians, whose
selaries now range fram $292 to $356 a month. But using the new pay plen draun
up by the Civil Service Commission, the institutions plan to give the starting
Technician a 22% inerease in salary. Similar increases are planned for
Practical Hurses and Speeial School Counselors., If the new inereases are
approved by the Governor and the Legislature, all the employees in our institutions
will get at least an 8% increase in salary. On the new pay plan the Payehiatric
Technician can start out at $356 & month and work his way up a ten-step scale %o s
maximum saslary of $506 a month. Thus the largest increases are planned for those
at the bottom of the present salary scale, where the present rate of turnover is
50 high and involves such large mmbers of employees., It would seem to me, then,
that the institutions and the Civil Service Commission have alrsady provided
part of the answer to those leglslators who might ask, "Why should we grant
Jou even more nevw positions when you can’t fill the ones you have now?® The
institutions are understaffed, they do need more staff, and by requesiing
this major raise in salary for the positions at the bottom of the seale,
they have already made plans $o prevent the type of situation which has occcurred

| during the past year or so. .
|

Some ¢losing remarks...

In conclusion, I would like to say something about the numbers of new
positions granted by the Legislature in past session. Ia 1959 the three largest
institutions were granted on the average, 25% of the new positions they requested.
In 1961 they were granted 31%. In 1963 only 23%, and in 1965 they were granted
52, or about half. We urge that a new precedent be set this year and that thess
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three largest Lastitutions for the retarded be granted 100% of what they request
to meet thelr nseds,

Minnesota can well afford to the lnltiatlive and begin really doing
something for all their mentallyland mentelly rotarded citisens. As i% ls now,
the State of Minnesota is wasting lerge sums of money training new employees
booause it dces not spend more to improve the working conditions in its
institutions and bucause it accepts the responsibility of providing csre for its
less fortunate citizens without providing encugh monsy to do the job the way it
should be done. The view that our institutions should either have higher salsries
or more staff, but not both, reminds me of the story about the men who was both
starving and dying of thirst. Finally someone came whose iatention it was to
provide for the needs of this men, and he asked him whether he would rather have
2 bean or a thimble-full of water. Obviously, the men perished, just as our
retarded citiszens ave langulshing todey because there is simply not emough love
and companionship 4o go around., Our wards in the institutions for retarded
persons are like wast deserts with an occasionsl steff person hers or there who
is like an oasis for those large number of adults amd children that depend upon
him for their care and emotional sustenance,

Thank you.

December 12, 1966
Minnesota Association for Retarded Children




