
Identifying, Cultivating, and 

Enhancing Organizational Culture: 
An Adaptable Framework from a Case Study
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• A little about us…

• A little about you…

Introductions
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 Organizational culture must align with mission, 

vision, and values, or else “Culture eats strategy 

for lunch.”

 Culture change requires “top-down” leadership, 

support, and accountability, complimented by 

“bottom-up” inclusion and engagement of all 

tiers of the organization’s staffing model.

 Participants will leave with examples of 

strategies, tactics, milestones, and metrics 

which they can modify for the best “fit” with their 

organization. 

Learning Objectives



Our Journey is a Story… 

and a Framework
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Overview of Villa History 

• Established 1942 as St. Joseph’s Villa – Orphanage

• Separated from Diocese in 1976

• Social Service Agency for Residential (1976-2000’s)

– 92 Residential Beds on Campus

– 7 Group Homes

– School served residential students (small day school)

– Small community programming

– No insurance billing, all manual processes limited 
policies & procedures, and paper records

– Ineffective Governance
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Mission: 

Villa of Hope partners with 

individuals, families and communities 

to Rebuild relationships, 

Recover potential, and 

Renew Hope for the future.

Vision 2030: 

We will advance equity by transforming 

the social foundations of our neighbors, 

elevating lifelong health outcomes for 

our community. 
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• The agency was looking to adopt a trauma-informed 
model of care.

• An interdisciplinary and interdepartmental committee 
evaluated options and chose The Sanctuary Model.

• A Core Team was formed and completed the initial 5-
day “immersion” training.

• A position was created (restructured) at the Executive 
Leadership Team (ELT) level of the organization. 

• A strategy for agency-wide implementation was 
developed and completed over a 4 ½ year period. 

• Certification was achieved, but we are continuously 
working on fidelity over time.

The Sanctuary Model
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• The agency recognized the critical need for DEI&B 
work.

• We knew we needed help getting started –
contracted for external expertise.

• A Core Team was formed and completed 2-day Anti-
Racism training – and then the pandemic arrived .

• A position was created at the Executive Leadership 
Team (ELT) level of the organization. 

• A strategy for agency-wide implementation was 
developed and is in process (see next slide). 

Diversity, Equity, Inclusion, & 

Belonging (DEI&B)



DEI&B Strategy Work

• An agency-wide self-assessment was 

conducted

• Purpose (Mission) & Vision were 

developed

• Strategy Planning – “building the plane”
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TC1: Integration in Action: 

Healing & Equity Council:

Champions for DEI&B and Sanctuary

The Healing and Equity Council: Champions for DEI&B and Sanctuary was 
adopted as the new name for the DEIB/Sanctuary Core Team. The Councils 
name embraces the integration of both committees and acknowledges 
collective healing and trauma

Mission Statement: Villa of Hope’s Healing and Equity Council creates and 
promotes a culture of embracing ALL individuals, ideas, and backgrounds by 
championing initiatives that advance diversity, equity, inclusion and belonging, as 
well as healing trauma through the Sanctuary Model

Vision Statement: Villa of Hope’s Healing & Equity Council will attend to the 
needs of employees and organizational culture in order to create healing, equity, 
and belonging within our agency. We will be a catalyst for conscious change 
internally and across the broader community, influencing systems to be 
welcoming and equitable.



Healing & Equity Council:

Champions for DEI&B and Sanctuary

2023 Initiatives

 Sanctuary Recertification

 Policy/Process and Fidelity: Sanctuary Handbook (retool)

 Agency Engagement: External Partnerships & Collaboration

 Racial Equity and Trauma Informed Care Practices (Internal)





The “Blue Print” 

• Assess & Understand Needs

• Research, Explore, & Benchmark

• Make a Decision with Intention & transparency

• Set Infrastructure & Accountability (“top down” 

Board/ELT and “bottom up” inclusion of staff)

• Engage Resources (including partnerships)

• Measurement of Progress/Success (“the things 

we measure are the things that improve”)
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Caution: The Work is Never Done…
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Discussion/Q&A
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