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Institutional Model Social/Relational Model

Focus on care Focus on living

Scheduled routines Flexible routines

Staff rotate Consistent assignment/relationships

Environment is a workplace (or 
kindergarten)

A community that people live in, 
work in and visit

Hierarchical management structure Collaborative and empowered teams

Staff ‘care’ for residents 
(deficit/charity model); professional 
distance (experts – custodial)

Staff assist residents, reciprocity, 
mutual relationships

Decisions made for people 
(for their own good)

People supported to make decisions
for themselves



Staffing Models:

1. Rotating assignment
2. Consistent assignment

Operational Support



• Nursing/house keeping/recreation work in the same area 
every time they come to work. 

• Care staff support the same small group of residents 
every time they come to work.

• Staff commit to work at least three shifts per week.

• One week roster.

• Specifically for intimate bodily care - all other duties, 
interactions and assistance outside of personal bodily care 
are provided by the consistent team.

Consistent Assignment





• Understanding the broader context (culture change).
• Engage & inform everyone
• Small trial 
• Gather preferences
• Roster - work with individual staff
• Workshops (full team and leadership)
• Launch ritual & information sharing
• ‘On-the-floor’ noticing, barriers, support & innovation –

practical culture change, adaptation.
• Regular feedback, huddles & communication loops
• Evaluation
• All departments involved in full rollout
• Implementation and maintenance group (all stakeholders)

Consistent Assignment – Key Steps



• Recognising and supporting decisions (including embodied)
• Dignity - how many different people would you want 

having access to your naked body? 
• Deeper understanding of uniqueness and attuned to small 

changes.
• Relationships – reciprocity, mutuality, solidarity.
• Diversity – develop deeper understandings
• Family trust and authentic engagement
• Accountability and advocacy (another layer of protection).
• Accountability allows for increased flexibility of routines and 

genuine care staff empowerment
• First step in real day-to-day culture change.

Consistent Assignment – Benefits



Castle (2011), investigated care outcomes for 3,939 long-term 

care homes in the USA. Care outcomes were significantly 

improved in long-term care homes using consistent staff 

assignment at the level of 85% or more (p< .01).

Castle, N. (2011). Consistent Staff Assignment in Alzheimer’s Special Care Units. 
Alzheimer's & Dementia, 7(4), S292.



Castle (2013), looked at data from 3,941 long-term care homes 

in the USA and found that consistent assignment was 

significantly associated with both lower turnover and lower 

absenteeism.

Castle, N.G. (2013). Consistent assignment of nurse aides: Association with turnover and absenteeism. 
Journal of Aging & Social Policy, 25(1), 48–64.



Research indicates that for team members working in long-
term care, their relationships with residents is the primary 
source of job satisfaction.

(Ball et al, 2009; Gittell et al, 2008)

International research tells us that consistent relationships are 
the primary  source of satisfaction for residents/clients in a 
consumer-directed industry.

(Belardi, 2015). 



1. Difficulty getting ‘buy-in’ 
2. It is too difficult to implement
3. Professional distance
4. Leave management
5. Staffing changes
6. Workload 
7. Burnout – individual challenges
8. Teamwork – “That’s not my resident”
9. ”We are already doing it”
10. Death and illness

Why Isn’t Everyone Doing It?



• New Aged Care Standards.
• Consumer Experience Report.
• Market-based, consumer-directed aged care industry.
• United Nations Convention on the Rights of Persons with 

Disabilities (CRPD).
• Royal Commission 

Changes



In the situation where there is a cognitive impairment such 
as dementia, Article 12 of the Convention on the Rights of 
Persons with Disabilities emphasises that a person’s 
decision-making capacity may not be taken away simply by 
reason of their disability. The Convention requires an 
approach that moves away from a paternalistic view 
of an older person with a disability, to an approach 
that centres on respecting the will and choices of a 
person and ensuring that they are supported in 
decision-making.

(Australian Human Rights Commission, Respect and Choice: A human rights approach for ageing 
and health, 2012, p. 17.)

A human rights approach for ageing and health



Principle 1: The equal right to make decisions
All adults have an equal right to make decisions that affect their lives and to
have those decisions respected.

Principle 2: Support
Persons who require support in decision-making must be provided with 
access to the support necessary for them to make, communicate and 
participate in decisions that affect their lives.

Principle 3: Will, preferences and rights
The will, preferences and rights of persons who may require decision-making
support must direct decisions that affect their lives.

Principle 4: Safeguards
Laws and legal frameworks must contain appropriate and effective 
safeguards in relation to interventions for persons who may require decision-
making support, including to prevent abuse and undue influence.

The Australian Law Reform Commission (2014). Equality, Capacity and Disability in Commonwealth 
Laws, p. 24.

National Decision-Making Principles



“Nothing about Me Without Me”
• Involvement in all aspects of decision-making
• Support to become self-determining
• Support to make decisions
• Support to act on decisions
• Recognition of embodied & emotional expressions of 

preference
• Privacy 
• Freedom & flexibility in routines
• Friendships/relationships
• Deciding - who is invited to participate in 

meetings/decisions
• Deciding - what matters most and is personally 

meaningful

Commitment to Upholding Resident Rights
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