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PRESENTATION LEARNING OBJECTIVES

Identify the organizational, managerial, and
individual factors which contribute to direct
care employee retention and turnover

Receive information and resources (as
requested) for replication of t
Integration Project .
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RESEARCH & APPLIED CHANGE PROJECT

« Research Question: Do Therapeutic Recreation-focused talent-

Integration opportunities positively impact motivation and Average Industry
retention of direct-care employees in a Residential Childcare Turnover 45%
Facility?

 Why tackle retention? Because high turnover leads to:

* Reduced quality of care, program consistency, & therapeutic
relationships (21)

 Decreased employee morale & team performance,
Increased stress & burnout (1)

« Service delivery impediments & reduced client safety (15)
Turnover in child welfare

* Productivity, institutional knowledge, & financial loss (21) organizations in the US ranges

- Roadblocks for strategic organizational growth initiatives (R0 aanqually(21)

(i.,e. PBIS, removal of Rec Therapists from ratios) ANDRUS Residential

Department Average Annual
Turnover 2015-2020: 42% (16)
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REVIEW OF LITERATURE @npbivibuaL FACTORS)

Individual Factors leading to Individual Factors leading to
Higher Retention Higher Turnover

Commitment to clients & child welfare (11) « Higha

Psychological & social support from

coworkers (21)
i

Reduction of emotional exh
Self-Care) (27)

Feelings of moti
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o
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REVIEW OF LITERATURE manaceriAL & oRG. FACTORS)

« Consistent supervisor support, guidance,
and task clarity (15, 10, 11)

« Recognition & appreciation from managers
(29)

« Managerial recognition of employees’
special areas of expertise (10)

« Organizational commitment (1, 28, 10, 21)
« Positive organizational culture & climate (6)

 |Increased rewards, incentives, and
professional development (27, 15, 10)

* Leadership, mentoring, training, & career
development programs (11, 15)

Managerial & Organizational Factors
leading to Higher Turnover

* Inadequate supervisor support, coaching,
and training (15, 10, 11)

* Negative organizational culture & climate

(6)

“A high level of organizational commitment
has positive implications for individual and
organizational performance since ‘the more
beneficial the employee perceives the
organization to be to him or herself, the
stronger the reciprocation from the employee
will be to the organization. (10)"



R EVI EW O F L ITE RATU R E (MOTIVATION, PERFORMANCE, & RETENTION)

- Employee motivation is a key predictor of - Effective retention strategies via boosting
enhanced individual & organizational performance motivation (25)
(5) « Appreciation & recognition
«  Motivation, job satisfaction, & vocational * Perks & compensatory rewards
performance are enhanced by: * Workplace stress relief opportunities
- Skill variety, task identity, task significance, * Fun & recreation at work
autonomy, & feedback (23) - Support during challenges
« Job enrichment, empowerment, democratic * Training & professional development

approaches (25) « Recognition of vocational achievement

o Participative management Style, talent e Performance appraisa|s
management, career development, systems
of reward & recognition (2)
« “Managerial practices aimed at developing MOTIVATION
employee talent are recognized as key J
drivers for enhancing organizational vw. E

¢ '

innovation, productivity, service delivery, and XA “ (1)1
revenue. (18)” '

* Growth opportunities
*  Work!/ life balance
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« Do Therapeutic Recreatlon-focused talent- mtegratlon opportunltles positively impact
motivation and retention of direct-care employees in

« Method: Multi-level gt

 5interventio

* |Intervent

® s




ORGANIZATIONAL PSYCHOLOGY THEORIES -

THE BURKE-LITWIN MODEL - ORGANIZATIONAL PERFORMANCE & CHANGE Force Field Analysis

Ext | Feedback - i % . .
xterna : , Driving Forces Restraining Forces

Environment

— Feedback

Leadership

« Mission & Strategy ‘ Organization Culture 3 — —
e i -
' anagement PN ° — &=
{ Practices
: Systems
S | (Policies& — —

Procedures)
Work Unit Climate

Desired State

Status Quo

B =f (P, E)

Behavior = function (Person, Environment)



INTERVENTION 1: “WORKPLACE BARRIERS &
ENABLERS” WORLD CAFE GROUP EXERCISE

« Purpose: OD diagnosis via Burke-Litwin Model & Lewinian Force Field Analysis

« Method: Qualitative data collected via World Café large group exercise (6 group
Interview questions)

« Participants: Full Residential Department (including Residential Clinicians) N = 52

CEGEGECEEEEY

Mario Kart

Metaphor Credit:
Jennifer Ho, PhD




INTERVENTION 1 RULTS (BARRIERS Q1)

A

Self-Care
anager support 7
~ Structural challenges 5

=

Desire for increased rewards 5

~t ~ £
- L U

ortages & need for team support 3

-
-

. Absence of crisis team 3

Need for more resources 3

Desire for more recognition & appreciation 2

24




INTERVENTION 1 RESULTS (ENABLERS Q2)
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INTERVENTION 1 RESULTS (BARRIERS Q3)
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INTERVENTION 1 RESULTS (ENABLERS Q4)
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INTERVENTION 1 RESULTS (BARRIERS Q5)
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INTERVENTION 1 RESULTS (ENABLERS QG6)
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INTERVENTION 1 RESULTS (MAJOR THEMES)




INTERVENTION 2: TALENT INTEGRATION
PROJECT (TIP) LAUNCH

« Purpose: Individual Therapeutic Recreation- related talent/interest data collection for
Implementation of TIP to positively impact motivation and retention

« Method: ANDRUS Staff Activity & Program Interest Survey (68-item dual Likert scale
guestionnaire; scale 1 [interest]: 1-5, scale 2 [expertise]: 0-2)

« Participants: Full Residential Department (including Residential Clinicians) N = 48

R R .3

e 4. A

S .

“Few studies have shown B o W Sl ”HHHJ s ™
evidence of ameliorative TGAT | el A
actions at the individual level ' & NG, \ =l '
that agencies can take to
prevent turnover and to
encourage retention by
increasing workers’
organizational commitment
through the use of individual
incentives. (10)”



Schedule (Indicaie Fros End’ Rack Endd’ Per D! M-F Sanimers Flowr)

Thas survey m micsadad 1o identily the alkents, skalls, abilines, hob¥acs, and inlereas you Bang m onder o imcgrale yone
individual skills into therapeutic reoreation programming with ANDRLUS youth,

This survey alss provides an opporiundty for yos o indicate specific sciivities and skills thai you would be injerested im
leaming bo facilitan: teough ANDRUS-sponsoeal rainings.
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Thamid Yo fior makirgg the tisee go £ill o s survey!

Souving Geideliney

Interest in Leading an Activity

5= | would defimively like 10 lead this sctivity

4= 1 might enjoy leading s activily

Y= 1 focd nowiral aboui keadng this actnaty

2w | wosld rather not lead s activity

| = | definitcly would ot want 1o lead this activty

z-lmmmmm@mummmumm Iﬂ.l.nm;
1= " enly soncwhat qualsficd o lead this sctivily withinn addstional iraising
1= | would defimaely meed additional training m order fo mn thas activiiy

Activily Tuterest

J

Repes Course
Fittinn Rescutt
Tk Hidmg
Cooking

At & Crafts
Baskethall
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Floor Hisckey
Kickhall
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Brain Games | Pictionary, charsdes, scrabble, escape rooms)

Muzical nstrameniz (specily ¥

Vidleyball

Skate Boanding' Rollerbladng

Tennis’ Badminion

Indoor’ (xatdoor Free Play

Creative Projects {Making bird houses, kiles, rocketsp

Yagging' Fitagss Trail’ Track & Ficld

Recreation Boom Activitses (Billiasds, Air Heskey, eic. b

Kmating’ Crocheting’ Sewing' Fashion Design

Chber Spoms (Specily |

Karaoke' Singing

Creative Writing' Story Telling
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Thezatre’ Aciing

Animal Assisted Intorvention/ Activibes (ANDRUS faom
animal educational, therapsulic, asd gtudent worker proups)

Music & Dascc

Mevemen Video Games (Wl Spons, Playstaies Kineor)

Woodwerk

G ity Service' Vol

Yoga

PAWS Program {Therapy Dogsh

Hersehack Riding

Beauly Salos Activitses (has, nmls, makeup, ac. )

Hilang' Malure Walks

Widleo Games

Skiing' Snewboarding

RAP Seadio (Music Production)

Shedding’ Snow Tubing Snew Play

Teaching Swimaning

Cress country Skiing

Cheerleading Squad

Camging' Nature Survival Skills Education

Sports Coaching

Phaotography! Film Making

Wouth Vocamesal! el Skills Program jom and ofT camipis)

Swimming (Lileguarding)

¥ ouths Empowermeni & Memorship {e.g. Soadeni Councilj

Crardening’ Hortsculigre (Goreen Howses & Outdoar)

Board Games' Card Games

Maditation & Mindfulsss

Paycla-Education Girowgs

Fishi

ol

Ciraphic Design & Digiial Aris

Kayakisg! Rafling/ Canocing

Compuier Prograns Lueracy & Saftwane Programming

WYPFLIN (it bike program b

Tutesing and Hessewoirk Help

T G |t | e | G | e | e | Gl | e | e | Gl | e | e | G | e | e | Gl

Semraary Room Actvilics
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Maintenance' Cleaning

Cultural Exposure & Leaming Activilses
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Oratdoor Crroup Games (Capiure the Flag. Tag Games. Flay
Cround, Scavenger Hunts o)
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Semciuary-Themed Actvities
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CTreative Expression (postry , rapping, comedy, sprovel
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Avre there any oiher programs or aciiviises not hisied bere
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INTERVENTION 2 RESULTS

« Survey response rate: 92.3% (N = 48)

« 93.75% of respondents indicated a strong interest (5) in vocational integration of at
least one personal recreation-based talent

« 91.66% of respondents indicated expertise in at least one activity (2)\,_—/

Initial 30 Talent Integration Projects it -
cooking music education|hygiene groups (fitness museum trips |graphic design
fitness room cooking health & fitness meditation |(art projects hair & makeup

sports groups |arts & crafts hygiene groups |cooking photography |yoga

PAWS (therapy
fitness room dogs) baking club lifeguarding hair club swim lessons
NYPUM (dirt dungeions
bike program) |cooking beauty night & dragons [cooking cooking

Music Education TIP ‘



LEARNIN N
REFLEC - —

« Purpose: E >arriers ¢ SIS
(Interventic

TIP thro

1. Introduction to workshop “The Balcony & The Dance Floor” management metaphor video

2. Team building exercise “Yes, and...” experiential improv exercise (feedback mindset preparation)

3. Retention factors in the child welfare field Group brainstorming session, presentation of retention research, group discussion
4. Retention through motivation and development |Presentation of motivation-retention research and Talent Integration Project discussion

5. Feedback & the Johari Window Presentation of Johari Window concept and group discussion (Schein, 1999, p. 127)

-
6. Reflection & Double-Loop Learning Presentation of Schon’s Reflective Practice & Double-Loop Learning concepts

7. Feedback predictions, feedback, and reflection Individual "Feedback Predictions" worksheet, review of team feedback, "Feedback
Reflection" worksheet, group discussion
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Quantitative Res AND

Likert scale)

* Positive le

» Workshop

* Novelty
1

-‘

Known by Self Unknown by Self

Known to

S Blind Spot

Unknown to
Others

Single —Loop Learning
The most common style of learning
is just problem solving — improving

the system as it exists,

Strategies and

Techniques
What We Do

RES
What We Get

Assumptions
Why We Do What We Do

Double~Loop Learning
More than just fixing the problem, this
style of learning questions the
underlying assumptions, values and
beliefs behind what we do.

Chris Argyris -oganizational psychologist Single Loop and Double Loop Learning @




INTERVENTION 4 EMOCR/
SOLUTION OUP EXERCISE

« Purpose: Engage cottage teams in a democratic process to identify self-actualizing
solutions and organizational solutions to improve the
Barriers & Enablers”

=l

Methods: Present‘a '
data collection (8

. Particiantg: 1

———
Democracy
Change

Emotional

Democracy inta¥igenc

Social
Responsibility

The Sanctuary Model Seven Commitments in Action




INTERV

“Democratic Theme 1: : : Theme 4: Recognition &
Solutions” Focal [Manager Support Appreciation
Group

What is one thing your team What is one thing your What is one thing your team What is one thing your team
can do to improve manager team can do to improve can do to improve can do to improve
support? Self-Care? Rewards? Recognition & Appreciation?

Cross-Group *open communication (5) *provide breaks/"tap outs" *celebrate coworker *public staff recognition (4)
SESTES (it st e *self-advocacy (6) (5) birthdays (2) *staff of the month (3)
groups reporting *more team building (4) *"brags & thanks" (2)

What is one thing What is one thing ANDRUS What is one thing ANDRUS
can do to improve manager ANDRUS can do to can do to improve can do to improve
support? improve Self-Care? Rewards? Recognition & Appreciation?

*additional staffing (4) *provide additional *increase compensation (5)  *public staff recognition (4)
Sl esidel i *management skill personal/mental *offer additional PTO (3) *increase compensation (2)
sldeltlokst geolelaiialel development (3) health days (3) *sponsor staff outings (3)
out of 6) *Increase manager *create staff lounge/ break *professional development (2)

compensation (3) room (3)
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Purpose: A
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involver
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Mame:

Collajs:

The Talent Integration Prefect [TIF] s an effon 1o enkance your enjoymant of work and therapeetic recreation activities.
o residents by assessing and infegraking your indwvidual skillh, falents, and passions inbe programming.

Do you Bave & Talent integration Projeat? [Fes or Moj
‘What i your Takent Integration Progect? [Curvent of planned activity/program]
Inabructions: Pleare rafe how much you ogree or dizogree with the following sofements on the seale of 1-5 [rincle poor

answern)

1. Wiy Talenar bsengranas Prapeer makes me feel mone mativated st wark.

1 i i 4 &
Strongly Dihagres Doagres Reutral Agres Yirongly Agree

My Todent Integration Proect makes my [ob mare satistying or | Beliese it will make my job more satisfying [
wou Fawe nod yei starfed).

i i ] a [
Swronghy Diagres Diagres Keutsal Agres Strongly Agree
. The spgartunity ba angaps in sotivithes which | snjoy eftourages me 10 oninue werking o1 ANDRUS

1 ¥ ] 4 %
Strongly Dihagres Doagres Reutral Agres Yrpnghy Agree

My Todent dntegrotion Freject makes me more effective in my work with residensts.

i 2 ] 4 5
Sprongly Dragres Diiagres Weutral Agree Strangly Agree

Wiy Talear bstngranios Proprcl provides e Sell-Care at werk.

1 i ] L] L]
Strongly Diaagres Daagres Reutral Agres Strongly Agree

My MEraper Wppons and gukles me Waards accomplahing my Todest ndegration Project.

1 F £ 2 5
Serongly Doagres Deiariod Keutial Ajrie Strangly Agfee

Ay athar Bheaghis. sbaut the TEF that would maks § sare efective 7

Thank You for completing this sureey!




Q1: My Talent Integration Project makes me feel more motivated at work.
TIP Efficacy Measure: Motivation

Strongly Agree

Agree

wn
(o]
n
2
Neutral
wv
[+)]
wv
=
o
Q.
] §
-2 Disagree

Strongly Disagree

7
Frequency



SA

Q2: My Talent Integration Project makes my job more satisfying or | believe it will
make my job more satisfying (if you have not yet started).
TIP Efficacy Measure: Job Satisfaction

Strongly Agree

Agree

N=25

Neutral

Responses

Disagree

Strongly Disagree

0 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16
Frequency



INTER

Q3: The opportunity to engage in activities which | enjoy encourages me to
continue working here.
TIP Efficacy Measure: Retention

Strongly Agree

Agree

N=25

Neutral

Responses

Disagree

Strongly Disagree

6 7
Frequency




Q4: My Talent Integration Project makes me more effective and positively
impacts my work with residents.
TIP Efficacy Measure: Vocational Achievement/ Efficacy

Agree

N=25

Neutral

Responses

Disagree

Strongly Disagree

7
Frequency

8




Q5: My Talent Integration Project provides me Self-Care at work.
TIP Efficacy Measure: Reduction of Emotional Exhaustion

Strongly Agree

[¥e]

N
n

=

Responses

Disagree

Strongly Disagree

Frequency



SUPPC

Q6: My manager supports and guides me towards accomplishing my Talent Integration
Project.
TIP Efficacy Measure: Supervisor Support of TIP

Strongly Agree

. i
0 1 2 3 4 5 6 7 4 8 9

25

Neutral

Responses

Disagree

Strongly Disagree

Frequency
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PROJECT INSIGHTS "@“

“‘Barriers & Enablers”: Target management practices, self-care, rewards, recognition &

appreciation, democracy to enhance employee motivation & performance
« Project validity- ANDRUS data is aligned with t

- L]
L |

“Democratic Solutions”: Coun
empowerment coupling Soc

PM Social Learning W

e

« Talent Integration

Pc ~\

: |-
AL IR
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!
e
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PROJECT LIMITATIONS

ANDRUS Staff Activity & Program Interest Survey: Subjective self-assessment of expertise

PM Social Learning Workshop: 3/5 Program Managers received team feedback recorded
while predecessors were managing teams.

Democratic Solutions Exercise: Con
“recognition and appreciaﬁil .

TIP:
« Some TIPs could

o N 0 C 2 SI10

TIP Effi >



COVIC
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MAJOR MOTIVATION & PERFORMANCE THEMES-

FROM ABSTRACT TO ACTION
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ANDRUS

TODAY’S EVENTS

DAKTRONICS GALAXY

SELF-CARE

ACTIVITY
GUIDE

ANDRUS
SANCTUARY
CORE TEAM

VIRTUAL
BROADWAY SHOWS
8roadway HD & offerng a
seven day free trial for
wrtual Broadway shows.

N IS FOR
MUSIC LOVERS
Bifiboard provides a list of free
concerts! Watch righe from your
hang room
IN A Y
RANCERS
The Avin Aley Dance Theater
shares 3 series of clegare
performances on YouTube

JOURS
Take a towr of popuar museurrs
from your couch!

-4

b

Pour nward with an episode of
your favorite foel good podcast.
Check out Brene Brown™s
podcast Unloching us!

CET A COOD LAUCH

Check out the top 25 Best
Comedy Podcast on iHeart Radio
of wherever you listen to your
podcant

LISTENTO A BOOK

Sit back and let Levar Burton
read you 3 stony! All you have to
o & he playt

CAME NICHT

Get your famiy & frends on
Zoom for fun & games. Check out
Scattergecies and Houseparty!

NETFLIX PARTY
Schedule a “nght at the
movies” Google Chrome offers
nteractive foatures bhe chaes
and syrchronues playbiack!

BAKE OFF

Engage your househould
members i 3 bake off You wil
can create oohoous treats and

fond memoares.

AD A C

Free medeation & mindfuness
As a part of ANDRUS benefits
package, thes program & FREE for

ANDRUS employees
MIND BODY

Find onine yoga
medeation, plates, et

classes
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THEME 1: MAN/ ejg“""“' = —

Democratic heme 1: e Residentia ep net Y-
Solutions™ Focal anager Support A ~ti g

eam Level What is one thing your team
Solutions can do to improve manager
support?

ross-Group *open communication (5)
GEET NN T ) f “self-advocacy (B)

Jroups reporting
put of 6)

sl s H BT FWhat is one thing ANDRUS
Solutions can do to improve manager
support?

Cross-Group *additional staffing (4)
ST e s e *management skill
DTSR = g [ S development (3)
out of b) *increase manager
compensation (3)




. Residential Department/ Team

‘What is one thing your
team can do to improve
Self-Care?

ross-Group *provide breaks/"tap outs”
Results (number of {{]

*more team building (4)

- e ' What is one thing
~ Solutions ANDRUS can do to
- improve Self-Care?

Cross-Group *provide additional
SO S E personal/mental
LG ER LT B health days (3)

out of 6) *create staff lounge/ break

room (3)




THEME 3: k

_ e ————
Residential Department/ Teal

_A_ .- . N\ M\/7 L..OYONNAOanN

'What is one thing your team
~can do to improve
Rewards?

ross-Group “celebrate coworker
GESTTER TRV birthdays (2)

TSR ENG TS *brags & thanks™ (2)
put of 6)

-
o

G T What s one thing ANDRUS
Solutions can do to improve
- Rewards?

Cross-Group *increase compensation (5)
ST R *offer additional PTO (3)

Gl L R *sponsor staff outings (3)
out of 6) *professional development (2)




e — -

« Residential Department/ Team

1What is one thing your team
can do to improve
Recognition & Appreciation?

ross-Group “public staff recognition (4)
SR G R “staff of the month (3)

jroups reporting
put of 6)

TR What is one thing ANDRUS
Solutions “can do to improve
- Recognition & Appreciation?

Cross-Group *public staff recognition (4)
SEOT ARG EE fincrease compensation (2)

groups reporting
out of 6) |




ONGOING & ADAPTED PROGRAM MANAGER
WORKSHOPS

* Quarterly Residential Program
Manager Social Learning Workshops

* Hybrid platforms (Zoom & COVID-
adjusted in-person workshops)

* Workshop 2: Delivering
Feedback

« Workshop 3: Group & Team
Development

« Workshop 4: Building High
Performance Teams

Residential Program Managers putting team building strategies to work on our Ropes Course



CONTINUING & ADAPTING
TALENT INTEGRATION PROJECTS




‘
TALENT INTEGREﬁH-P-ROJa‘ ! :

RETENTION- 1 YEAR LATER S

Average ANDRUS Residential Dept. ANDRUS Residential Dept. Turnover of
Turnover 2015-2020- 42% Direct Care Staff with TIP (one

Turnover %

33%

51%

45%

49%

33%

O
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TIP IMPLICATIONS FOR OUR FIELL

Clients: Enriched programming, engagement, and treatment outcomes for youth

Staff: Improved direct-care en

« More motivated :
« Stronger relatior \ @

« Greater emp |

Teams: Le

-

Agencie



Graduate Program Organizational Sponsor

Jason Honecker, VP & Chief Operating Officer

Tuition Reimbursement Program Support

Tito Del Pilar, Interim President & CEO

Project Consultation & Authorization

Eric Osterman, VP of Campus Programs

G
Chris Kehr, Director of Residential Services ¢ TODAY'’S EVE NTS

Corine Lurry-Mabin, VP & Chief Program Officer

DAKTRONICS GALAXY"®

Siobhan Masterson, AVP of Strategic Initiatives

Data Collection & Analysis Parthership

Jennifer Ho, PhD, Psychologist

Workshop Development & Facilitation Partnership

Lindsay Jackson, Director of Training

TIP Collaboration & Execution

Rec Team & Program Manager Team

Project Participation

Residential Department Staff

Inspiration
Youth of ANDRUS & The Sanctuary Model
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