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Learning Collaborative on Workforce Recruitment & Retention           in Behavioral Health – Woodruff Foundation 
Final Report

Organization Name: Positive Education Program
Web address: 	www.pepcleve.org
Team Leader: Kathleen McConnell, Recruitment & Retention Specialist
Email Address: Kmcconnell@pepcleve.org
Organization Description
As one of Ohio’s largest non-profit agencies committed to children, PEP provides services – both direct and consultative in nature – for children with severe mental health and behavioral challenges, their families and the professionals who support them. PEP is committed to understanding and overcoming the significant trauma and chronic stress experienced by many of the children we serve. Programs include six PEP Day Treatment Centers, PEP Connections, PEP Early Childhood Plus and PEP Assist.  PEP programs touch more than 2,500 children each year.
Goals
Recruitment Goal:  Increase the number of applicants for open positions.
1.)  Improve awareness of PEP Programs for purpose of recruiting talent.
a.) Presentations to area high school, vocational school, two and four year colleges.
b.) Promote PEP employment opportunities on college social media sites.
c.) Promote PEP employment opportunities using grass roots efforts, i.e. local churches, community agencies, county fairs.
d.) Increase PEP visibility on social media sites like Facebook, Linked-In.

2.) Build Talent Pools for future job openings
a.)  Utilize Handshake and Virtual Career Fairs to connect with graduating college seniors.
b.) Save resumes of applicants not selected in category folders for future consideration.
Retention Goal:  Decrease overall turnover
a.) Create and implement Stay Interviews with top performers.
b.) More closely analyze data from Exit Interviews and share results with the Administrative team.  Looking for opportunities for continuous improvement within the organization.
c.) Increase the frequency/means of communication from the Executive Team to all PEP staff.


Strategies, Results & Obstacles
Describe below the major strategies you implemented and, for each, the results you achieved and major obstacles encountered. 
1. In person classroom presentations were well received by the schools as they welcome this type of exposure for their students.  It provides students with an opportunity to consider future career choices as well as speak to someone in the field.  Recruitment payoff may not always be immediate but a building block for future applicants.  The biggest obstacle of in person classroom presentations is that its time consuming.  Virtual classroom presentations are a possibility to consider.

2. Utilizing Handshake and Virtual Career Fairs allowed us to reach out to
college students ready to graduate and connect with so many more students than you might at an in- person Career Fair.  Because you are receiving student emails, you can contact them regularly and send them updates on current employment opportunities.  The benefits of virtual career fairs is the ability to reach far more students as well as eliminate the cost of travel. 

3. How important effective and timely communication are to a company.  This was not a strategy that was initially on our plan, but after the impact Covid-19 had on our company we quickly realized it was the lifeline to our employees.  Once we were no longer able to communicate face to face in daily interactions as the schools closed and moved to remote learning, it was clear we had to be much more intentional with communication from the senior leadership team.  Daily emails from the CEO and Zoom Meetings to “check in” with staff were implanted.  We found that frequent communication with staff helped to ease their anxiety of the unknown and let them know how the company planned to operate moving forward.  
Etc.
Lessons Learned
Describe lessons learned about workforce recruitment and retention, your organization, and/or the process of change.
Recruitment:  We learned that recruitment can be done successfully using remote technologies.  Thankfully, we already started utilizing some virtual recruitment methods to contact applicants and promote our business.  Virtual Career Fairs, Handshake (college job boards) and advertising on Indeed allowed us to continue to source candidates and build talent pools.

Retention:  We learned how important meaningful and timely communication was to our staff and that it had be relayed using different methods. Daily face to face communication was no longer available so email, newsletters, post card messages, Zoom “check-ins” were the new means of communication.  Staff were very appreciative of these efforts and it allowed them to feel connected to the PEP Team and work goals/objectives.  
Sustainability
Describe how you will maintain results achieved, sustain a focus on recruitment and retention, and your future plans regarding recruitment and retention. 

Recruitment:  I really believe the use of virtual technology will continue to be relied upon even after the Covid-19 pandemic ends.  The convenience, cost savings and ability to have an even broader applicant reach are all advantages virtual technology provides.  I foresee most of the initial applicant contact and screening continuing to use virtual technology with final interviews going back to the previous model on being onsite to get a feel for the work environment and team dynamic.  

Retention:  I believe the impact of Covid-19 reinforced the importance of meaningful and frequent communication with staff using a variety of methods.  Meaningful, effective and timely communication provides the foundational support so employees can flourish.  It provides employees with a sense of direction, purpose and recognition of them as an integral part of the company.  Communication that is meaningful, frequent and effective will continue to play a vital role in staff retention and ultimately the success of the company long after the pandemic ends.  
COVID-19 Impact 
Describe how the pandemic impacted the ability of your agency to participate in the Collaborative.
 Covid-19 definitely impacted our initial recruitment and retention goals.  Our initial goal for recruitment centered around the need to increase staffing.  The unemployment rate at that time was at an all-time low and the available labor pool was shrinking.  Our action plans relied heavily on in-person efforts.  Once the pandemic hit it immediately changed our in-person, grass roots recruitment plans.  It also changed our whole business model.  Our schools went from in-person classroom instruction to remote learning.  The remote classroom no longer required the levels of support staff that we currently had for in classroom instruction.  We put an immediate hold all of the open school support staff positions.  Limited hiring other than for Teachers continues today.

As much as the pandemic put our recruitment plans on hold, it escalated our need to focus on retention strategies.  Even though we were not filling open positions, it was vitally important to retain our existing staff.  Soon after the pandemic began it became clear the retention plan needed to include increasing the levels of communication throughout the company.  The pandemic prompted an overnight change to our business model.  Our employees were anxious and uncertain about the future.  Typical face to face communication was now cut off and other means of communication had to be utilized.  Due to the constant change the pandemic was having on our business, it became evident the communication needed to be frequent and timely.  It was imperative that employees still felt connected to each other and to the company.  Since this could no longer be accomplished from their typical daily interaction with each other, we now needed to rely on different forms of communication to connect.  Daily email updates from the CEO were implemented.  Post cards with a positive message were sent to all employees.  Zoom meetings were scheduled with large and small groups so staff could connect with each other.  The feedback from staff on these efforts was very positive.  I believe these efforts supported retention of our staff as turnover was very low from March thru August.  
I think participating in the Collaborative during the pandemic provided us an opportunity to take a snapshot of a very unique time in our history and see how the pandemic so quickly and dramatically changed our recruitment and retention strategies.  Even though the pandemic has had a traumatic negative impact on our business, it has forced our company to rethink how we conduct business in particular in the areas of recruitment and retention.  We have become more nimble and able to make 180 degree changes if needed.  We will take these new learnings and methods with us even after the pandemic ends.  
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