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Training Session Breakdown/Agenda
75 mins 
5 mins – Welcome, house notes, session overview and presenter 

intros (NJCA staff)

20-25 mins – Training and best practices (presenters/leads)

25-30 mins – Breakout discussion (all attendees)
 Attendees will be given prompts/scenarios/questions to 

guide breakout discussion
 Each breakout group will identify a lead who will provide a 

brief report-out either verbally or via the chat

15-20 mins – Report out (presenters/leads facilitate)
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House Notes
 This training is being recorded – a copy of the training and 

associated materials will be sent to all REGISTERED attendees 
and posted online.

 The slide deck and associated materials will also be available to 
download via the NJCA Back-to-Basics website: 
www.njcaweb.org/btb. 

Please ask questions via the chat.

 If you would like a certificate confirming your participation in the 
training, please contact Stacy Green (sgreen@njcaweb.org). 

http://www.njcaweb.org/btb
mailto:sgreen@njcaweb.org
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Disclaimers
The contents of this training do not constitute legal 
advice with respect to compliance with contract 
terms. Additionally, this training is being facilitated 
by the National Job Corps Association and has no 
affiliation with the U.S. Department of Labor.
 
Please coordinate with your direct 
manager/supervisor, campus leadership, 
AND/OR corporate leadership prior to 
implementing the recommendations or best 
practices from this training.
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Presenters/Leads

Nicole Trombly
Center Director

Grafton Job Corps Center

Ellen May
Center Director

Hawaii Job Corps Center

Stephanie Ashworth
Center Director

Shriver Job Corps Center



CREATING A CENTER WHERE STUDENTS CHOOSE TO STAY THROUGH:
• Culture of Care
• Accountability

• Sense of Belonging
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MANAGEMENT 
MATTERS



CULTURE OF CARING

5 Management Commitments:

1. KNOW – Know your students and your data

2. NOTICE – Recognize disengagement early

3. OWN – Assign responsibility for every potential 
unplanned separation. Manage the managers

4. ACT – Intervene quickly and collaboratively in 
order to build a Culture of Care

5. FOLLOW UP – create accountability & follow-
through
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NOTICE. CONNECT. ACT.
NOTICE when a student begins 
to disengage.
CONNECT the student to 
people who care and resources 
that can help.
ACT before disengagement 
becomes separation.



CULTURE IS CREATED IN THE SMALL MOMENTS
Culture is what the students experience everyday. 

A staff member who knows their name.
A manager who stops to ask how they’re doing.
An Instructor who notices they missed class.
An RA who checks on them after a difficult night.
A counselor who follows up timely.
A security officer who redirects respectfully.
A food service staff who says good morning.
A center director who asks how trade is going. 

Small Interactions create culture of caring. 
Culture creates connection. 

Connection supports retention.
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CULTURE OF CARING



MANAGEMENT CREATES THE CULTURE
Culture is what the students experience everyday. 
Culture doesn’t happen by accident. 

If a student started giving up today….

Would someone notice?
Would someone ask?
Would someone tell the right people?
Would someone take ownership?
Would someone follow up tomorrow?

What leadership permits becomes culture.
What leadership reinforces becomes standard.

That is a culture of caring.
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CULTURE OF CARING



A Culture of Care Means:

We 
Notice
When a students 
behavior 
changes, we pay 
attention

We Ask We Listen We Respond
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We don’t assume, 
we find out what’s 
going on.

Students have a 
voice, even when 
we can’t give 
them the answer 
they want.

Concerns don’t 
disappear into an 
email or meeting.

CULTURE OF CARING



CARE & ACCOUNTABILITY

CARE WITHOUT ACCOUNTABILITY

Students may feel 
supported, but 
expectations become 
unclear.

ACCOUNTABILITY WITHOUT CARE

Students may 
comply—but 
disconnect.

CARE & ACCOUNTABILITY

Students know: “They 
expect something from me 
because they believe I can 
succeed.”
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CULTURE OF CARE



COMMITMENT 1 | CREATE CLARITY
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• Students cannot meet expectations they do not fully understand. Rules, 
routines, consequences, and opportunities to recover should be clearly 
taught— not merely placed in a student handbook.

• Research Study
Ref. https://www.nimh.nih.gov/health/publications/the-teen-brain-7-things-to-know

RETENTION THROUGH ACCOUNTABILITY – 4 COMMITMENTS

TEACH IT

Establish clear non-
negotiables.

CONNECT IT

Link expectations to 
career goals.

RESTORE IT

Explain the consequence 
and pathway back.



COMMITMENT 2 | CREATE CONSISTENCY
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• Hold staff accountable first. Students quickly notice when one department 
enforces a standard and another ignores it. Inconsistency feels like 
unfairness, weakens trust, and gives students permission to disengage.

• Research Studies
  Ref. https://stacks.cdc.gov/view/cdc/151699
    Ref. https://www.cdc.gov/youth-behavior/school-connectedness/index.html

RETENTION THROUGH ACCOUNTABILITY – 4 COMMITMENTS

• ONE STANDARD — Expectations do not change by department or shift. 
• ONE RESPONSE — Similar conduct receives a similar response. 

• ONE FOLLOW-THROUGH — Staff do what they say they are going to do.



COMMITMENT 3 | CORRECT WITH COMPASSION
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• Many young people arrive carrying experiences we may never fully know. 
Nationally, 76.1% of high school students reported at least one adverse childhood 
experience, and 18.5% reported four or more.

•

• Research Study
Ref: https://publications.aap.org/pediatrics/article-abstract/144/1/e20183766/37106/Adolescent-Connectedness-and-
Adult-Health-Outcomes?redirectedFrom=fulltext

RETENTION THROUGH ACCOUNTABILITY – 4 COMMITMENTS

COMPASSION
• Understand the story. 
• Remove legitimate barriers. 
• Preserve dignity.

ACCOUNTABILITY
• Name the behavior. 
• Explain its impact. 
• Require repair or consequence.



COMMITMENT 4 | CREATE COLLECTIVE OWNERSHIP
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• Intervene before separation. Every employee influences whether a student feels 
seen, supported, safe, and capable of succeeding. Centers should review leading 
indicators—attendance, class cuts, training progress, conduct, dorm engagement, 
health concerns, and requests to leave—before they become separation indicators. 

RETENTION THROUGH ACCOUNTABILITY – 4 COMMITMENTS





When centers combine high standards with high support, 
accountability becomes more than discipline: it becomes 
preparation for employment, independence, and adulthood.

ACCOUNTABILITY

"Accountability tells students what 
they must do; belonging gives them a 
reason to keep trying."

BELONGING

"Belonging is not a soft extra—it is a 
retention strategy. Research found 
that strengthening students’ sense of 
belonging reduced enrollment 
interruption by approximately 42%."
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RETENTION THROUGH ACCOUNTABILITY

Ref. https://www.science.org/doi/10.1126/sciadv.aba4677



THE POWER OF BELONGING

What if sometimes the reason is much simpler... 

“I never left because this was the first place I ever felt like I belonged!” ~Shriver Job Corps August 2026 Graduate
!”

We often Assume the reason is bigger
• Academic
• Dormitory 
• Money
• Needed at home

Do they see themselves as part of the 
program?

Someone knows my name.
Someone expects me back.
Someone sees my progress.
Someone would notice if I 
left.
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Why This is Crucial

Statistics Speak 
Volumes

After accounting for family background and other risk 

factors, students with low school connectedness had 65% 

lower odds of completing secondary school than students 

with strong school and social connections. Students with a 

strong sense of school and social connection had a 94% 

completion rate—compared with 63% among students who 

felt socially supported but disconnected from school

Journal of Adolescent Health
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THE POWER OF BELONGING

“Overall, young people's experiences of early secondary 

school and their relationships with others may continue to 

affect their moods, their substance use in later years, and 

their likelihood of completing secondary school. Having 

both good school connectedness and good social 

connectedness is associated with the best outcomes. The 

challenge is how to promote both school and social 

connectedness to best achieve these health and learning 

outcomes.

Bond et al., Journal of Adolescent Health, 2007

https://gcc02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpubmed.ncbi.nlm.nih.gov%2F17367730%2F%3Futm_source%3Dchatgpt.com&data=05%7C02%7CAshworth.Stephanie%40jobcorps.org%7Cc9299ea9406142579d4008df03b6229b%7C60b3527875bc40c394254a96580aa005%7C0%7C0%7C639233752921453347%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=izvItyXpb91KRo53B74ytzYaGp9zx%2BThMx3hEQf635A%3D&reserved=0
https://gcc02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpubmed.ncbi.nlm.nih.gov%2F17367730%2F%3Futm_source%3Dchatgpt.com&data=05%7C02%7CAshworth.Stephanie%40jobcorps.org%7Cc9299ea9406142579d4008df03b6229b%7C60b3527875bc40c394254a96580aa005%7C0%7C0%7C639233752921453347%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=izvItyXpb91KRo53B74ytzYaGp9zx%2BThMx3hEQf635A%3D&reserved=0
https://gcc02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpubmed.ncbi.nlm.nih.gov%2F17367730%2F%3Futm_source%3Dchatgpt.com&data=05%7C02%7CAshworth.Stephanie%40jobcorps.org%7Cc9299ea9406142579d4008df03b6229b%7C60b3527875bc40c394254a96580aa005%7C0%7C0%7C639233752921453347%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=izvItyXpb91KRo53B74ytzYaGp9zx%2BThMx3hEQf635A%3D&reserved=0


What Can We Offer

STUDENT 
PATHWAYS 

TOWARD 
BELONGING

Dormitories

Leadership 
Roles

Recreation

Programming

Wellness

Relationships

Mentorship
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THE POWER OF BELONGING

Recognition





The Retention Connection
How can Management Help

CULTURE OF CARE

Management creates a Culture of 
Care by modeling empathy, being 
visible and approachable, and 
ensuring every student feels 
supported and valued.

ACCOUNTABILITY

Management strengthens 
accountability by setting clear 
expectations, ensuring 
consistency, and following through 
while maintaining a supportive 
approach.

SENSE OF BELONGING

Management builds a sense of 
belonging by creating an inclusive 
environment where every student 
feels known, connected, and an 
important part of the center 
community.
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THE POWER OF BELONGING

Set the Expectation
Model the Expectation

Inspect What you Inspect



FINAL MISSION MIB: MISSION IS BELONGING
BREAKOUT GROUP QUESTIONS
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Group 1 with Nicole Group 2 with Ellen Group 3 with Steph

Group 4 with 
Brendan

Group 5 with 
Helyse

Group 6 with Tanisha

Through the eyes of a student: 
Imagine you were a student 
on your center for one 
week.  What would you 
experience that would make 
you want to stay? What might 
make you question whether 
you belong there? 

In the context of self-
accountability: what 
behaviors from staff most 
often contribute to 
students disengaging and 
leaving vs. staying and 
completing? 

How can we utilize SGA and 
students in leadership roles 
to improve retention and 
the sense of belonging 
across campus, and how 
can management best 
support this?

How can we validate 
from a management 
perspective that our 
students are 
experiencing a culture of 
caring on our campus?

Scenario 1: A student who has been on-
center for 2 months has recently become 
withdrawn, is skipping classes, and has 
received several minor infraction write-
ups.  Staff are frustrated with the 
student’s behavior and believe stronger 
consequences are needed.  What could 
management do to shift the response 
from simply addressing the behavior to 
understanding what is driving it, and what 
actions could the center make?

Scenario 2: A student with a history of 
significant trauma has made progress; 
however, they have recently committed 
a Level 2 policy violation and risks being 
a bad influence to other students. Some 
staff advocate compassion, while 
others believe retaining the student will 
undermine center standards. How 
should safety, due process, individual 
circumstances and campus culture be 
balanced?
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Breakout Details
 All attendees will be placed into a breakout room for 

approximately 20 minutes

 Please use the prompts/scenarios/questions that our 
presenters discussed to guide your breakout
 We will also send them via the chat

 Please identify one lead from your group who will speak 
on your behalf during the report-out

 A timer will let you know when your breakout is near 
completion and you will automatically be brought back 
into our main room
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Breakout Room Etiquette 
 Please mute yourself if you are not speaking and be mindful of 

background noise

 Please avoid multi-tasking so you can more fully participate.  If 
you are comfortable and able, please turn your camera on

 Please be respectful of other people’s thoughts, ideas and 
opinions

 You represent yourself, your Job Corps campus AND your 
operator

 Most important – this is not a test and there are no wrong 
answers!
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Breakout Questions/Prompts
1. Imagine you are a student and have been on your center for one week.  What would 

you experience that would make you want to stay? What might make you question 
whether you belong there? - NICOLE

2. In the context of self-accountability: what behaviors from staff most often contribute to 
students disengaging and leaving vs. staying and completing? - ELLEN

3. How can we utilize SGA and students in leadership roles to improve retention and the 
sense of belonging across campus, and how can management best support this? -
STEPHANIE

4. How can we validate from a management perspective that our students are 
experiencing a culture of caring on our campus? - BRENDAN

5. Scenario 1: A student who has been on-center for 2 months has recently become 
withdrawn, is skipping classes, and has received several minor infraction write-ups.  Staff 
are frustrated with the student’s behavior and believe stronger consequences are 
needed.  What could management do to shift the response from simply addressing the 
behavior to understanding what is driving it, and what actions could the center make? 
– HELYSE

6. Scenario 2: A student with a history of significant trauma has made progress; however, 
they have recently committed a Level 2 policy violation and risks being a bad influence 
to other students. Some staff advocate compassion, while others believe retaining the 
student will undermine center standards. How should safety, due process, individual 
circumstances and campus culture be balanced? - TANISHA
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Questions/Technical Assistance

Questions/TA
Brendan O’Hara
VP, Advocacy & External Affairs
bohara@njcaweb.org 
651-336-6216 

Certificate of Attendance
Stacy Green
Director, Operations
sgreen@njcaweb.org 
240-286-1914 

mailto:bohara@njcaweb.org
mailto:sgreen@njcaweb.org
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Thank You!
A recording of the training and associated materials will be sent 
to all registrants and posted to the NJCA Back-to-Basics website
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