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Still Accepting Submissions! 
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Statewide ECI Personnel Survey Initial Results
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Employment Status

89.4%

10.6%



Characteristics Percentage

Gender 96.8 % Women, 3.2% Men
Age Average Age: 41.1 years

Range: 22 – 66 years
Race/Ethnicity 1.6% Asian, 4.5% Black

2.6% Native American/Indian/Alaska Native
43.4% Hispanic, 87.8% White

Language 62.3% English Only, 34.9% Spanish
Education 97.5% College Graduate

47.4% had at least a Master’s Degree
Have Children at Home 45.0%

Demographics



Income

30.2%

37.9%

26.7%

3.5%
1.6%



Location of 
ECI 

Program
West

Gulf

Lower SouthUpper South

MetroplexNorth

Northwest

Upper Rio

High Plains

Central

Unsure



87.5% provide direct services to children and/or 
families
• Average caseload is 37.7
• 59.3% Urban, 47.1% Suburban, 35.9% Rural
• 85.6% In-person, 58.3% Telehealth
• 83.4% Use own car
• 4.0% Not reimbursed for gas mileage
• 30.1% Work outside of typical work hours once per week or more

Direct Service Providers



52.6% 
Reported 

Major Staff 
Shortages 
in Program

44.6% 
Reported 

Major Staff 
Turnover in 

Program

Perception of Program Challenges 
with Shortages and Turnover



Level of Commitment to ECI (1 to 10)

40.4%

11.7%

21.2%

12.7%
6.8%4.6%1.0%1.3%0.3%



Would Choose a Career In ECI Again

78.5%

17.0%

4.5%



Likelihood to Leave in Next 12 Months
To quit and start a career unrelated to ECI

To quit and start a career related to ECI

To take time away from working

To stop working entirely

To leave and join a different ECI program

To join a different position in ECI



Likelihood to Leave in Next 2 to 5 Years
To quit and start a career unrelated to ECI

To quit and start a career related to ECI

To take time away from working

To stop working entirely

To leave and join a different ECI program

To join a different position in ECI



Satisfaction with Retention-Related Factors

Compensation Program 
Management The Work Climate

Training and 
Mentoring Supervisors Co-workers Families



Percent Dissatisfied with Compensation
Job security

Benefits

Fairness of pay considering co-workers

Pay, in general

Access to perks

Fairness of pay considering skills

Opportunities for promotion and raises

Fairness of pay considering contribution

Opportunities for bonuses or extra pay



Percent Dissatisfied with Management
Program uses and manages funds

Program is managed

Amount and quality of materials/resources

Program recruits and hires new personnel

Amount and quality of meetings

Program trains and supports personnel



Percent Dissatisfied with the Work
Ability to work in-person or virtually

Schedule

Holiday and vacation time

Job duties

Caseload size and/or workload

Paperwork or record-keeping expectations



Percent Dissatisfied with the Climate
Way program values diversity, equity, 

inclusion, and accessibility

Sense of mission and purpose

Comfort I feel

Climate and culture, in general

Teamwork and collaboration

Way program values work-life-balance and 
self-care



Percent Dissatisfied with Training/Mentoring

College or university training

Quality and amount of mentoring received

Quality and amount of professional 
development received

Onboarding and/or credentialing process



Percent Dissatisfied with the Supervisors
Relationship with supervisor(s)

Help from supervisor(s)

Emotional support from supervisor(s)

Trust with supervisor(s)

Amount and quality of feedback from 
supervisor(s)

Recognition and acknowledgement from 
supervisor(s)



Percent Dissatisfied with Co-Workers
Relationship with co-workers

Trust in co-workers

Emotional support from co-workers

Help received from co-workers

Recognition and acknowledgement 
received from co-workers



Percent Dissatisfied with Families Served
Amount I have been able to help 

children

Communication with families

Amount I have been able to help 
families

Level of collaboration with families

Openness families have to the coaching 
and recommendations I provide



§ “Sense of purpose and investing in future generations.”

§ “Seeing the progress in children and families, knowing we are 
helping them. Working with a team of people who believe in 
the same mission.”

§ “Seeing progress in families and the flexibility of my job.”

Most Satisfying



Most Frustrating

§ “Long hours, paperwork, evening appointments, families who 
cancel a lot.”

§ “Lack of resources and pay.”

§ “Administration micromanages. Highly critical of mistakes and 
short on recognition of successes.”

§ “Expectations and stress/burnout.”



§ “Address work, life balance, and productivity expectations, 
sometimes it feels the job never ends.”

§ “Productivity bonuses; well balanced caseloads across the 
teams.”

§ “Increased pay. Positive feedback. Stipends for excelling at 
timelines as an agency. Improved morale.”

§ “Higher pay, more discipline specific training and mentorship 
opportunities, more flexibility with co treating [sics].”

§ “Improve efficiency of systems to increase productivity with 
less stress on staff.”

What Can Be Done?



If only I was 
listening! 

Sheryl L Wilcox



What does 
listening mean 

to you?



7 types of Listening!

Informational 
listening

Discriminative 
listening Biased listening Sympathetic 

listening

Comprehensive 
listening

Empathetic or 
therapeutic 

listening
Critical listening Webpage
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Empathetic Listening 

• Empathetic 
Listening Berkley 
University
• Empathetic 

Listening Article 

• Empathetic listening is a 
structured listening and 
questioning technique that 
allows you to develop and 
enhance relationships with 
a stronger understanding of 
what is being conveyed, 
both intellectually and 
emotionally.

https://nature.berkeley.edu/ucce50/ag-labor/7labor/15.pdf
https://nature.berkeley.edu/ucce50/ag-labor/7labor/15.pdf
https://nature.berkeley.edu/ucce50/ag-labor/7labor/15.pdf
https://learninginaction.com/PDF/ELSR.pdf
https://learninginaction.com/PDF/ELSR.pdf
acastillo36
Typewritten Text
Click links in blue



Active 
Listening 

(link)

https://www.bumc.bu.edu/facdev-medicine/files/2016/10/Active-Listening-Handout.pdf


Let’s try to listen!

Pick a partner and Dosey
Doe (no don’t dance we 

don’t have time for that!)

We are going to share all 
about your first time driving. 

First listener raise your hand!

Look and listen only

Smile and nod

Keep your eyebrows neutral

Ask how did that you feel or 
tell me more about ____.





Tomorrow we will delve 
into all 4 stages of 
listening together!



Thank you for 
listening!



• Reconnect
• Play cornhole
• Check your phone
• Get some more coffee
• Talk about work
• Check your phone again
• Take a dip in the river

Break



Retention Strategies in Action: Program Showcase

Elizabeth Beavers, Dana 
Childress, & Sheryl Wilcox
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• Proactive, Intentional 
Approaches

• Data Analysis

• Strengthening & 
Restructuring

• System Implementation 

• Staffing Model 
Development 

Fiscal 
Year

FY Onset 
Enroll.

% 
Increase

# of  
Teams

Staff per 
Team

FY Onset 
Total Staff

Staff Hired 
(EIS Cred)

FY21 950 22% 3 24 - 27 60 21 (1)

FY22 1160 43% 7a 10 - 16 80 42 (9)

FY23 
(cur)

1720 15% 8b 12 - 14 130 26 (9)

a Includes 6 Treatment Teams & Enrollment Team
b Includes 7 Treatment Teams, Enrollment Team & Admin Team
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Our Why
• Reconceptualization of people, roles & 

structures to support staff & ensure 
quality services for our families

• Strategic Planning - Building 
leadership capacities in people at 
all levels

• Staff Empowerment

• Staff Engagement
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What We’ve Implemented
• EIS & Therapist Training Guides

• Structured, Theme-Driven Training, Observations & Hands-On Learning

• Staff Interviews

• Mentor Program 

• Application Process

• Mentor Training

• Pairings

• Monthly Check-Ins
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Next Steps
• Ongoing Mentor Development

• Mentor Program Analysis

• Mentor Feedback





Easter Seals of Greater Houston 
– ECI Infant Program

Retention Grant



Steps for Retention Grant – Part 1

1.Review HR #’s for Staff Turn over (see chart) & Actions Taken
2.Create Peer Leader Program
3.Peer Leader Applications
4.Staff Pre-Survey - anonymous
5.Kits for Peer Leaders/Peer Leader Training
6.Follow-Up Survey - anonymous
7.Adjustments made to Peer Program



Termination by Tenure Length

45

2-5 years
13% (5)

6-12 months
31% (12)

Less than 6 
months

25% (10)

Over 5 years
31% (12)

• Less than 6 months includes one Voluntary 
Termination on a PIP

• 6-12 months includes:
• 2 rehires who quit (ECI) and one employee 

who quit then was rehired (Vets)
• 3 Involuntary Terminations
• 4 Voluntary Terminations on a PIP

• Over 5 years includes:
• 4 Involuntary Terminations
• 1 Voluntary Termination on a PIP



ECI actions taken to address terminations

• Screening candidates for digital/tech capabilities
• Adding back observations as part of candidate interviews, so they 

understand the job better
• Helps address exits of short-tenured employees

• Where possible, moving staff to outreaches closer to where they live
• Distance over 30 miles between home zip and outreach zip creates a retention risk

• Creating new Supervisor roles
• Awarded Retention grant to bolster staff engagement, and created Peer 

Retention Leads to focus on engaging smaller teams
• Targeted intervention for N Harris and Conroe, which have the highest 

turnover

46



Peer Leader Applications (plus good standing to apply)



Pre-Survey (Survey Monkey)

1. What do you see as three major issues facing new or existing staff?  How 
can a Peer Leader help with these?

2. Think back to your orientation experience…what do you think is most 
helpful to a new employee during the orientation period?

3. On a scale of 1 to 10, with 0 being none and 10 being “off the charts”, 
what is your current stress level?

4. How often would you like your Peer Leader to send encouraging texts?  
(Weekly, Twice a Month, Monthly, Quarterly)

5. How can your Peer Leader best support you in your everyday job?   
(choices:  *Encouraging texts, *Sending out helpful tips and information, 
*Answering questions specific to my discipline, *other)

6. Will having a Peer Leader make you feel more supported in your job? 
(choices: *yes, *no, *other)



Peer Leader Kits



Peer Leader Training
• Peer Leader Do’s and Don’ts (next slide)
• Month to Month Topics/Plans (next slide)
• All Staff assigned a Peer Leader – same discipline
• Group Texts, Tips
• New staff observe Peer 







Follow-Up Survey (Survey Monkey)

1. How is the Peer Leader Program Going?
2. Do you enjoy receiving encouraging texts? (Choices: *yes, *no, *too many!, *too few!, *too 

busy to read them!, *they are great!, *other)
3. If you are a seasoned staff, do you want to continue the Peer Leader Program?
4. If you are a new (less than a year with the program), do you feel supported by the Peer Leader 

Program?
5. What can we add to the Peer Leader Program to make you feel more supported?
6. Would you be open to attending optional social events after hours to help in team building?
7. Is the Peer Leader Group what you thought it would be?  If not, please explain or make 

suggestions.
8. How long have you been with the agency?
9. Would you like to continue to be part of the Peer Leader group message or would you prefer to 

be removed?
10. Additional comments about the Peer Leader Program?



Adjustments to Peer Leader Program

Based on Follow-Up Survey:
• New Staff Only – under 1 year
• Continue Same Disciplines
• Continue Observations
• Continue group texts, tips and ideas
• Assign in Same Service Area



Retention Grant – Part 2

• Employee Enrichment and Education for Retention Prevention: 2 day 
Continuing Education Training including Employee Enrichment and Team 
Building at CAMP FOR ALL
• May 3rd & 4th (10am Wednesday to 1pm Thursday)
• Wednesday – Guest Speakers – Positive Discipline for Children with Special 

Needs – 6 CEU’s for all Staff.  Lunch/Dinner/Snacks at Camp.  Evening will 
be Movie/Game Night/Team Building – 80’s Theme; Stay night in Cabins.
• Thursday – Breakfast- Team Building – Camp Activities – Lunch – Leave at 

1:00 pm
• Give aways
• Pre/post survey



Individual Program Reflection (1:00pm-1:30pm) 

Retention Strategies, Impact, and Barriers



Breakout Groups (1:30pm-3:00pm)

Reflection, Data, & Next Steps



Breakout Group #1 (1:30pm-2:00pm) 

Reflection

What retention strategies did you implement in 2022?

How closely did your strategies align with your proposed action 
plan? How did you adjust?



Breakout Group #2 (2:00pm-2:30pm)

Data

What data did you collect to gather evidence of need 
and effectiveness throughout the year?

Did you meet your desired outcomes? How do you 
know? What additional data would you like to collect 
moving forward?



Breakout Group #3 (2:30pm-3:00pm) 
Next Steps

Overall, what did you learn about attracting, preparing, and 
retaining personnel in 2022?

What do you still want to learn about attracting, preparing, 
and retaining personnel for 2023?



• Reconnect
• Play cornhole
• Check your phone
• Get some tea, brownies
• Talk about work
• Check your phone again
• Take a dip in the river

Break (2:40-3:00pm)



Whole Group Debrief (3:00pm-3:30pm)

Key Takeaways



Individual Program Work Time (3:30-4:15pm)

Draft 2023 Action Plan

Selected Strategy: 

Current Data
(Evidence of Need)

Timeline of 
Activities 

(With Persons 
Responsible)

Resources and 
Materials 

(Estimated Costs)

Desired Outcome
(Evidence of 

Effectiveness)




