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Lesson No. CHL 363 (Supervisory Continuing Education - SCE)

LEARNING OBJECTIVE
1. Explain the importance of having a  
 defined and documented strategy for  
 employee retention
2. Describe the elements within resource  
 management as they apply to a quality  
 management system
3. Identify actions to be taken to improve  
 staff retention in the Central Service/ 
 Sterile Processing department

Supervisory Continuing Education (SCE) lessons 
provide members with ongoing education focusing 
on supervisory or management issues. These 
lessons are designed for CHL re-certification, but 
can be of value to any CRCST in a management or 
supervisory role. 

Earn Continuing Education Credits:

Online: Visit www.iahcsmm.org for online
grading at a nominal fee.

By mail: Mailed submissions to IAHCSMM will not 
be graded and will not be granted a point value
(paper/pencil grading of the SCE Lesson Plans is
not available through IAHCSMM or Purdue Univer-
sity; IAHCSMM accepts only online subscriptions).

Scoring: Each online quiz with a passing score 
of 70% or higher is worth two points (2 contact 
hours) toward your CHL re-certification (6 points) 
or CRCST re-certification (12 points).

More information: IAHCSMM provides online 
grading service for any of the Lesson Plan varie-
ties. Purdue University provides grading services 
solely for CRCST and CIS lessons. Direct any 
questions about online grading to IAHCSMM at 
312.440.0078.

by Richard Schule, CRCST, CIS, CHL, 
FCS, CST, CHMMC, AGTS, ASQ CQIA

Investing in Your Greatest Asset:  
Employee Retention 
Strategies

O
NE OF THE GREATEST RESPONSIBILITIES OF A CENTRAL SERVICE 
(CS)/Sterile Processing department leader is the growth and development 
of departmental employees. From the moment a new member is welcomed 
into the department, it is necessary for the manager to help navigate that 

individual through the challenges of professional growth and professional maturity. 
Recruiting quality talent should never be a one and done process. Leaders convince 
talented candidates to join the team because they believe those prospects will bring 
value and positively contribute to the team. This does not happen without ongoing 
commitment by leadership – not only for the employee’s professional growth, but also 
for the growth of the department. When done correctly, investing in all employees will 
always have a positive return on investment for the department and the facility.

OBJECTIVE 1: EXPLAIN THE 
IMPORTANCE OF HAVING A 
DEFINED AND DOCUMENTED 
STRATEGY FOR EMPLOYEE 
RETENTION
Employee retention begins with a strong 
recruiting strategy. Sitting down with 
the Human Resource (HR) department 
representative to identify specific job 
responsibilities, education level, work 
ethic, etc. will go a long way toward 
recruiting the right talent.

Recruitment is the process of finding 
and hiring the best and most qualified 
candidate who will help deliver on 
organizational and departmental goals. 
The CS department’s mission statement 
must be considered during all phases 
of employee recruitment. If the hiring 
department does not have an identified 
mission, then it is essential to develop one. 
Without it, leaders will have a difficult 
time hiring the right talent to support the 

department. 
The recruitment process does not 

happen overnight. To manage the process 
effectively, it is important to take the 
following specific steps: 
• Conduct a job analysis;
• Source talent;
• Screen applicants;
• Finalize the job offer; and
• Introduce and induct the new employee.

CS leaders are always seeking the ideal 
employee; however, the talent pool can be 
limited in some regions. For that reason, 
it is important for the leader to consider 
what he or she is willing to teach a new 
employee – and how much time he or 
she can invest during the onboarding 
process. For example, a leader cannot 
automatically assume every employee 
will immediately possess all-important 
professional traits, such as reliability, 
dependability, commitment and work 
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ethic. A person’s communication skills 
and ability to work effectively in stressful 
and demanding environments are not 
always innate and must be strengthened 
over time. Technical skills can be taught, 
but it is essential that the department 
has a strong education, training and 
competency program in place.

Once a leader has recruited the right 
talent, he or she must determine their 
level of commitment in helping that 
new employee grow and advance in the 
profession. One of the CS leader’s greatest 
responsibilities is to develop employees 
to a level that will support consistent 
delivery of quality products and service 
to the customer. Leaders are only as 
successful as the team assembled and time 
invested to cultivate the knowledge of 
those around them. Effective CS leaders 
will role model education1; employees 
will look up to them while attending 
inservices, participating in ongoing 
education, and attaining certification. A 
leader’s presence informs employees that 
the training, education and competency 
programs are an important part of the 
job and that everyone is accountable for 
attending, participating and practicing 
what was learned. Commitment to 
a strong education, training and 
competency program will help to retrain 
staff and maintain a level of awareness 
conducive to delivering quality products 

and services to the customers and patients 
served.

The corporate culture will dictate 
certain aspects of employee engagement 
(employee compensation, recognition 
and reward systems, a positive work-life 
balance and the availability of a creative 
work environment, for example, may 
already be set in the corporate culture); 
however, CS leaders can also creatively 
engage their departmental team and 
generate internal recognition programs 
in which staff have input. CS leaders also 
significantly influence their department’s 
learning culture; therefore, their support 
of education and staff development is an 
important element in a culture that values 
learning.1

CS leaders have many responsibilities 
that will take them away from the 
department and, at times, away from the 
healthcare facility (e.g., to attend various 
events, educational conferences, etc.), and 
a leader’s absence will prove challenging 
without trust in the team. Reliable 
and dependable employees who are 
competent in their daily responsibilities 
does not occur without a developed 
culture of education in the department. 
Some skills cannot be easily taught. For 
example, it may be much easier to train 
someone to correctly operate a sterilizer 
than it is to teach proper human relation 
skills. Attitudes, especially negative ones, 

can have an impact on team morale, so 
it is best to identify positive team work 
during the hiring process.1

A strong education program will save 
the department and organization money 
by giving employees the knowledge and 
skill sets to effectively and efficiently 
manage their day-to-day duties and 
reduce the need for rework. The 
education program will also help give 
employees the confidence to manage 
and resolve issues and challenges as they 
happen.1 Above all, education will help 
improve customer service and satisfaction 
through the consistent, on-time delivery 
of well-functioning, sterile products and 
quality service.

OBJECTIVE 2: DESCRIBE THE 
ELEMENTS WITHIN RESOURCE 
MANAGEMENT AS THEY APPLY TO 
A QUALITY MANAGEMENT SYSTEM
Employees intent on delivering quality 
products or services will not thrive 
in a work environment plagued with 
insufficient tools and supplies. It is the 
commitment of CS leadership to ensure 
such items are readily available and fully 
functional. It is the responsibility of the 
entire CS team to help manage and extend 
the life of equipment and tools used 
to process medical devices and deliver 
services to the customer. 

In a quality system environment, 
the departmental and organizational 
leadership shall determine and review 
resource needs and provide the necessary 
resources to implement and maintain the 
quality management system (QMS) – as 
well as meet regulatory, credentialing and 
patient safety requirements.

Employees performing work that affects 
product quality shall maintain required 
competencies through relevant education, 
training, skills and experience.2 If 
applicable, certification shall be obtained 
and maintained by the employee and then 
verified annually by the employer.

Once a leader has recruited the right talent, he or she must 
determine their level of commitment in helping that new 
employee grow and advance in the profession. One of the CS 
leader’s greatest responsibilities is to develop employees to a 
level that will support consistent delivery of quality products 
and service to the customer. Leaders are only as successful 
as the team assembled and time invested to cultivate the 
knowledge of those around them.
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Facility and departmental leaders 
should also consider investing in career 
ladder opportunities. Hiring from within 
the ranks provides a boost of morale and 
motivation because employees know 
there are career growth opportunities 
within their facility. The ability for 
frontline staff to ascend the ranks of 
leadership as a lead technician, shift 
supervisor, educator, preceptor and 
manager demonstrates a leader’s trust 
and confidence in employees’ abilities, 
and a commitment to the organization. 
For this to happen effectively, however, 
structure is required. For example, 
requirements for job functions shall be 
defined, and procedures for providing 
adequate education and training shall be 
established, documented and maintained. 
Education and training shall be provided 
to new personnel through the orientation 
process and by performing activities 
required of the job. Training shall include 
the overall QMS, with an explanation 
of the effects and outcomes of job 
performance on quality and patient safety. 
Training shall ensure clear understanding 
of the quality policy and quality 
objectives. Departmental managers shall 
ensure and document that all employees 
have the skills and training required to 
effectively perform their jobs.2 

Additionally, new employees shall be 
provided a structured training program 
designed to ensure the development 
of their competencies; this will allow 
employees to successfully execute 
established processes and achieve safe, 
quality products. This training program 
shall fulfill all the requirements set forth 
by the healthcare organization and CS/
Sterile Processing department. Finally, 
employee education and training records 
shall be reviewed on a scheduled basis, 
as determined by the facility. Where 
required, employees and their immediate 
supervisors shall create an education and 
training plan to develop and maintain 

the skills and competencies needed for 
ongoing effective job performance. 

CS leaders cannot expect their staff 
to be successful at their jobs if they do 
not provide the necessary tools and 
equipment. Designated personnel shall 
define and maintain an infrastructure 
needed to achieve conformity to product 
requirements.2 This infrastructure shall 
include:
• Necessary processing equipment and  
 supplies;
• Adequate facilities for storage and  
 product process flow;
• Maintenance of equipment, both in- 
 house and outsourced;
• Building utilities;
• Protocols for immediate service  
 requests; and
• Transport of materials or devices  
 between facilities (when applicable).

Standardized work practices should be 
in place for all departments and areas in 
which processing activities are performed. 
These work practices shall meet the 

requirements of applicable regulatory and 
accrediting agencies and recommended 
practices. The work environment shall be 
arranged to achieve quality and efficiency, 
promote personnel safety, minimize 
environmental contamination, and 
maintain the sterility of processed items 
and conformity to product requirements.2

It is important that policies and 
procedures be developed to provide a 
safe environment. Any unsafe condition 
should be evaluated for corrective action 
and be included in the management 
review.

Requirements for health, cleanliness 
and dress code compliance for personnel 
shall be established and maintained 
where contact between personnel and 
product could adversely affect the 
product or personnel.2 

OBJECTIVE 3: IDENTIFY ACTIONS 
TO BE TAKEN TO IMPROVE STAFF 
RETENTION IN THE DEPARTMENT
Regardless of whether a manager is 
seasoned in the role or new to the 
leadership position, it is important that 
they reflect on their management style 
and how it supports employee retention 
and professional growth and maturity. 
Leaders should review the list below and 
ask the following question: If I asked my 
staff to rate me on how well I support 
them in the following areas, how would I 
measure up? 
• Provides positive feedback;
• Gives employees an opportunity to  
 grow;
• Challenges employees in a fair and  
 balanced way;
• Encourages creativity;
• Fosters respect in the workplace;
• Earns employee trust; 
• Encourages employees to provide  
 feedback;
• Includes employees in key  
 departmental decisions;
• Encourages a healthy work-life balance;

CS leaders should encourage 
and nurture a departmental 
culture that embraces the 
value of all team members, 
and establish ongoing 
education and training 
opportunities that will benefit 
every employee. Leaders 
should take time to ask 
employees their opinion on 
departmental issues and even  
organizational issues that 
may offer a glimpse into the 
department’s future. 
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• Connects with the team;
• Offers a competitive base salary or  
 hourly wage;
• Avoids sudden changes in the   
 workplace;
• Creates a clean and safe environment  
 for employees;
• Gives employees the tools they need to  
 succeed; and
• Provides adequate rest periods for  
 employees.

CS leaders should encourage and 
nurture a departmental culture that 
embraces the value of all team members, 
and establish ongoing education and 
training opportunities that will benefit 
every employee. Leaders should take 
time to ask employees their opinion 
on departmental issues and even  
organizational issues that may offer a 
glimpse into the department’s future. Ken 
Blanchard, author of “The One Minute 
Manager,” once said, “Everyone wants to 
be appreciated, even if it looks like your 
employees are independent and self-
sufficient. The fact is we need others to 
make us feel valued.”1

A simple “thank you” goes a long way. 
Taking time throughout the day to walk 
out onto the floor and to the various work 
stations to communicate with employees 
and lend support where needed – and 
then letting employees know how much 
their hard work is appreciated each day – 
will be well received.

Leaders who are quick to criticize often 
have less satisfied employees, and this can 
erode morale and employee engagement. 
A study published in Harvard Business 
Review showed that the ideal ratio 
between positive and negative feedback is 
5.6 (positive) to 1 (corrective).3 Positive 
feedback should be given frequently to 
motivate employees and give them the 
confidence needed to do their best work. 
Constructive and corrective feedback is 
also important, particularly when there is 

an urgent issue that needs to be corrected; 
however, it should be balanced with 
positive feedback. 

CONCLUSION
Great leaders groom great employees, and 
both sides can learn valuable lessons from 
one another. Hierarchy and structure has 
a purpose, but should never be viewed 
from a place of dominance or superiority. 
Leaders and employees are all part of the 
same team – and all share in the goal of 
consistently delivering safe, high quality 
products and services to customers. It 
is essential that departmental leaders 
provide the necessary support, tools, 
training and other resources to all 
employees to ensure they are able to 
perform their many responsibilities 
safely, effectively, efficiently and 
consistently. Leaders must show respect 
and confidence in their employees, and 
stay committed to investing a portion of 
the work week to personal and employee 
education, training and professional 
growth. When this occurs, retention and 
recruitment efforts will be more effective 
and employees will be empowered 
to provide the very best service to 
customers. 
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