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The Crisis We Face

Substance use disorder treatment centers experience turnover rates exceeding 50% annually—
among the highest in healthcare. This workshop helps you understand, assess, and address the
profound impacts this has on your work, your clients, and your organization.

What You'll Learn

e How turnover disrupts continuity of care

e The true costs of recruitment and training
e Loss of institutional knowledge

« Impact on staff morale and burnout

e Quality of care implications

Workshop Outcomes

« Assess turnover impact in your setting
« ldentify specific challenges you face

» Develop mitigation strategies

« Create personal action plans

 Build resilience skills

Module 1: Disruption in Continuity of Care &
Organizational Costs

Therapeutic Relationship Interruption

The sudden termination of client-therapist relationships due to staff turnover can have profound
effects on clients' treatment experiences and outcomes.

Key Impacts

Traumatic Endings

Abrupt endings can re-traumatize clients, particularly those with abandonment histories.

Loss of Trust

Years of rapport-building can be lost instantly, requiring clients to start over.

Risk of Disengagement
Frustrated clients may drop out of treatment entirely, risking relapse.

Reflection Question

Think about a time when you inherited a client from a departing colleague. What challenges did
you face in building trust?
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Treatment Plan Inconsistencies

Staff turnover leads to varied interpretations of treatment plans, potentially altering the course of
treatment and client outcomes.

Varied Interpretations

New staff may understand treatment goals differently, leading to inconsistent approaches.

Repeated Assessments

Unfamiliarity with client history leads to redundant evaluations, wasting valuable time.

Overlooked Details

Important nuances in treatment history may be missed during transitions.

Best Practices for Consistency

e Detailed documentation of treatment rationale, not just interventions
e Structured handoff meetings between outgoing and incoming staff

e Written summaries of client's journey and current status

« Regular team reviews of active cases

« Standardized treatment protocols with clear decision trees

Progress Setbacks & Medication Challenges

Progress Setbacks

« Regression: Clients may lose ground in recovery

« Adaptation time: Energy spent on new relationships

» Repetitive disclosure: Frustration from "starting over"

Medication Management

« Disrupted adjustments: Delayed medication changes

« Communication gaps: Lost information about responses
e Error risk: Increased potential for mistakes

Critical Safety Point

Medication errors during transitions can be life-threatening. Always conduct thorough medication
reconciliation when inheriting clients, including contacting previous prescribers when necessary.

The True Cost of Recruitment & Training
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The financial impact of turnover extends far beyond salary replacement. Understanding these
costs helps justify retention investments.

Cost Breakdown
Recruitment Expenses$3,000 - $5,000

Job postings, agency fees, background checks
Onboarding & Training$5,000 - $10,000
Orientation, training materials, trainer time
Productivity Loss$10,000 - $25,000

3-6 months to full productivity

Total Per Departure$18,000 - $40,000

Hidden Costs Often Overlooked

e Overtime pay for staff covering vacant positions

» Reduced quality leading to poor outcomes and reputation damage
 Lost billing opportunities during training periods

e Increased errors requiring correction and rework

e Administrative burden on HR and management

Module 2: Loss of Institutional Knowledge &
Expertise

Clinical Expertise Drain

When experienced staff leave, they take irreplaceable knowledge and skills that can take years to
rebuild.

Population-Specific Knowledge
« Dual diagnosis expertise

« LGBTQ+ competency

e Veterans' unigue needs

» Adolescent specialization

Treatment Modality Expertise
- EMDR certification

DBT skills

e Motivational interviewing

e« Trauma-informed care

Process Knowledge

e Informal workflows
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e Historical context
e Interdepartmental navigation
e Problem-solving approaches

The Mentoring Crisis

Loss of experienced staff means fewer mentors available to develop newer clinicians, creating a
knowledge gap that compounds over time. Organizations must intentionally create mentoring
structures before expertise walks out the door.

Relationship Capital Loss

Years of relationship building with community partners, referral sources, and support systems
vanish when staff depart.

Critical Relationships at Risk

Community Partners

» Hospital emergency departments
e Primary care providers

« Mental health agencies

e Court systems

Client Support Systems
e Family engagement

« Employer connections

e Recovery communities

« Sober living facilities

Professional Networks
« Conference presentations
e Committee participation

» Research collaborations

e Grant partnerships

Program Development & Quality Challenges

The financial impact of turnover extends far beyond salary replacement. Understanding these
costs helps justify retention investments.

Program Development Setbacks

« Historical context loss: Repeated mistakes from forgetting past lessons
e Custom protocols lost: Tailored interventions disappear

« Vision continuity: Long-term planning disrupted

Quality Improvement Challenges
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 Initiative ownership: Projects abandoned mid-stream
« Data consistency: Collection methods vary
« Evidence-based drift: Fidelity to models weakens

Knowledge Preservation Strategies

e Document all custom protocols and interventions

« Create video recordings of specialized techniques

« Maintain detailed program history files

« Establish knowledge transfer protocols

« Conduct exit interviews focused on knowledge capture
« Create mentorship programs before departures

e Build redundancy in specialized skills

e Maintain relationship maps and contact lists

Module 3: Staff Morale & Quality of Care Impact

Decreased Morale Among Remaining Staff

High turnover creates a vicious cycle where remaining staff face increasing pressure, leading to
burnout and further departures.

The Burnout Cascade

Increased Workload

« Covering extra shifts and extended hours

e Managing larger caseloads than recommended

» Taking on administrative tasks outside primary role
e Work-life balance becomes impossible to maintain

Job Insecurity

e "Will | be next?" anxiety

« Difficulty planning career progression

* Preemptive job searching while still employed
« Reduced commitment to organizational goals

Team Cohesion Loss

« Constant integration of new members

« Loss of trusted colleagues and friends

e "Why invest in relationships?" mentality
e Breakdown of communication patterns

Self-Assessment: Burnout Risk

Check all that apply to you:
1 | feel emotionally drained by my work
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[0 | dread coming to work most days

O | feel cynical about whether my work makes a difference
0 | have considered leaving in the past 6 months

[ | feel unsupported by leadership

O | regularly work through lunch or stay late

Potential Decline in Quality of Care

When teams are constantly in flux, maintaining consistent, high-quality care becomes
increasingly difficult, directly impacting client outcomes.

Treatment Inconsistencies

e »Variable interpretation of protocols
« »Evidence-based practice drift

« »Model fidelity challenges

e »Inconsistent client experiences

Complex Case Challenges
e »High-risk client gaps
« »Missed subtle clinical issues

»Limited specialized interventions
« »Reduced crisis response capacity

Client Safety Concerns

e Medication management errors increase
« Relapse warning signs missed

« Safety protocols inconsistently followed
« Emergency response delays

« Documentation gaps create risks

e Supervision quality decreases

Quality Preservation Strategies

* Implement robust supervision structures even during transitions

e Create detailed treatment protocols that minimize interpretation variance
« Establish peer review processes for complex cases

e Maintain minimum experience requirements for high-risk caseloads

« Develop rapid competency assessment tools for new hires

Interactive Worksheet: Assessing & Addressing
Turnover Impact

Section 1: Personal Impact Assessment
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1.1 How many clients have experienced therapist changes due to turnover in the past year?

1.2 Rate the impact of these changes on your clients:
0102030405

Very Negative - No Impact

1.3 Describe specific challenges you've observed:

Section 2: Organizational Impact

2.1 How many hours have you spent on hiring/training in the past year?

2.2 How has this impacted your clinical work?

2.3 What aspects of training new colleagues are most challenging?

Section 3: Strategies for Improvement

3.1 Suggest three strategies to improve continuity of care:

3.2 What factors contribute most to turnover in your organization?
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3.3 What recommendations would you make to leadership?

Section 4: Personal Action Plan

4.1 How has high turnover affected your job satisfaction?

4.2 List three actions you will take to address turnover impacts:
1.

4.3 What support do you need to implement your action plan?

Your Commitment Statement

Based on your reflections, write a commitment statement for how you will help address turnover
impacts in your workplace:
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Workshop Complete!

Key Takeaways:

e High turnover disrupts therapeutic relationships and client progress
e The true cost of turnover extends far beyond recruitment expenses
« Institutional knowledge loss compounds over time

« Staff morale and quality of care are interconnected

 Individual actions can help mitigate turnover impacts

Next Steps:

e Share your insights with team members and leadership

« Implement at least one strategy from your action plan this week
e Schedule regular check-ins to monitor progress

« Consider forming a retention committee at your organization

« Reuvisit this workshop quarterly to track improvements

Remember: While organizational change takes time, every action you take to support continuity
of care, preserve knowledge, and maintain morale makes a difference for your clients and
colleagues.

Supporting substance use disorder treatment professionals through education and resources
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