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Welcome to the HCBS Workforce Grant Summit
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HCBS Workforce Grant Program Evaluation
Public Consulting Group, Sarah Harrigan, MPA, PPM
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Objectives
•Overview of Evaluation Methods
•Collective Impact
•Categories of Workforce Interventions
•Success Stories
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Project Background
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Grant Priorities
Human Service and Home and Community-Based Services (HCBS) Workforce
•Direct Care Staff 
•Home health aides, personal care aides, CNAs, peer workers and specialists, outreach workers, or care coordinators
•Nurses
•LPNs, RNs, independent nurses, nurse practitioners, or advance practice RNs
•Behavioral Health Staff
•Social Workers, case workers, case managers, mental health counselors, social workers, substance use disorder workers, counselors, or other mental health providers
•Community Health Workers (CHWs)
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The grant opportunity was announced in the Fall of 2022.
More than 6x the amount of available funding was requested.
83 organizations were awarded $42.5 million.
HCBS & Human Services Workforce Grants
Funding: $42.5 Million
Total Applicants: 471
Total Requested: $268 Million
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Evaluation Methodology 
Baseline analysis and categorization
Performance Reports
Focus Groups
Learning Collaboratives
Surveys of Direct Care Workers
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Project Profile
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Most grantees are direct care service providers. Grantees serve a variety of populations.
Circular chart showing Types of Organizations
60 Direct Care Provider, 5 4-year universities, 5 other, 4 Aging Services Access Points, 4 Community Colleges, 2 Foundations, 2 Adult Day Health
Bar chart showing Percentage of Organizations Serving Each Population
55% Mental Health/Substance Use Disorder, 44% Children & Families, 39% Intellectual & Developmental Disabilities, 32% Older Adults, 18% Other
Source: Final Performance Report, March 2025 N =83
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Grantees support Massachusetts Residents in all regions of the State
Career Center and Workforce Area Map 
WORKFORCE REGIONS & Number of Grantees
· Berkshire 2
· Pioneer Valley 10
· Central Mass 13
· Northeast 14
· Greater Boston 30
· Southeast 12
· Cape & the Islands 3
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Workers and interns identified with a variety of race/ ethnicities. Most spoke English as a primary language.
Bar chart showing race/ethnicity
33% White, 13% African American/Black, 10% American unspecified, 7% Haitian, 6% Irish, 5% Puerto Rican, 5% African, 4% Dominican
Bar chart showing Primary Language
77% English, 15% Spanish, 4% Haitian Creole, 3% other, 1% Russian, 1% Vietnamese
Source: Worker Impact Survey, Nov. 2024 N = 750
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Grantees focused primarily on full-time workers, but all employment times contribute to the HCBS workforce.
Bar chart showing Percentage of Organizations Targeting Different Worker Types
54% Interns, 38% Per Diem, 68% Part-time Workers, 79% Full-time Workers
Source: Final Performance Report, March 2025 N =82
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More than half of grantees hired and retained case workers and social workers. The priority workforce also included nurses, home health workers, and behavioral health specialists.
Source: Final Performance Report, March 2025 N =83
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Collective Impact
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Grantees leveraged six distinct workforce intervention strategies. 
Graphic showing percent of grantees using each strategy 
Training 59%
Internships 31%
Career Pathways 28%
HR Enhancement 14%
Recruitment Innovations 14%
Workplace Culture 11%
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Collective Impact
2,019 Certifications or Licenses Earned
7,163 New Employees Hired
1,589 Per Diem Workers Hired
9,999 Est. Employees Retained
1,005 Interns Engaged
191 Courses Offered
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More than 2,000 workers received certifications that lead to career advancement.
Source: Final Performance Report, March 2025 N =83
HHA or CNA 688 certifications
Early Childhood Mental Health 366 certifications
Other 320 Medication Admin (MAP) 193 certifications
PHCAst 174 certifications
CHW 80 certifications
CMAT 53 certifications
Human Services 50 certifications
LPN/RN 41 licenses
CAD/LAD 22 certifications
Recovery Coach 32 certifications
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Grantees experienced a noteworthy decrease in vacancy rates throughout the grant period.
Vacancy Rate comparison from grantees’ 1st performance report (December 2023) and final report (March 2025)
Bar chart showing average and median vacancy rates
Average vacancy rate
1st report 22%; final report 12%
Median vacancy rate
1st report 13%; final report 9%
2023 n: 57 2025 n: 41
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Grantees used 89% of funds and met or made progress towards 85% of their goals before the end of the project period.
•85% of program goals were met or somewhat met
•61% of grantees met or exceeded at least 2 of their goals
•Only one grantee was not able to achieve either of their goals
Source: Final Performance Report, March 2025 N =83
Chart showing funds spent between 7/1/22 and 3/1/25
$37,829,083.30 utilized; $6,125,497 unspent
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Grantee Report Success
“Employees who go through our (new) internal (HHA) training have a higher retention rate than those hired from elsewhere.”
“Use of staffing agencies has decreased dramatically (by $75,000 over the past year).”
“We have seen a dramatic decrease in days to fill (50% decrease) once [we] hired a recruiter.”
“Since we built an infrastructure that allows us to support ESOL for our workers, our turnover rate has decreased from 25% to 14%.”
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What We Learned
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Career Motivation—It’s Not Just About the Money
•Direct care workers are motivated to join and stay in the workforce by alignment with the organization’s mission.
Key Factors in Worker Recruitment 
· Supportive Environments
· Growth Opportunities
· Schedule Flexibility
Workers Who Reported They Plan to Stay with Organization 
83% of newly hired workers and 72% of incumbent workers 
Source: Worker Impact Survey, Nov. 2024 N = 750
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Career Motivation
Scheduling flexibility is the most important incentive for the direct care workforce. 
Source: Worker Impact Survey, Nov. 2024 N = 164
Bar chart showing percent of responses to incentives that inspired to take their job
55% scheduling flexibility, 44% job skills training, 39% career advancement opportunities, 37% paid training time, 23% mentorship training and supervision, 22% training or simulation labs, 16% case management certification, 15% medication administration program (MAP), 10% technology available, 9% ESOL or other language training, 9% transportation assistance, 7% CTE credits for licensure or certification, 5% other, 5% technology training, 1% childcare vouchers
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Expanded Recruitment Strategies
“Other” includes partnerships with cultural organizations or organizations that support new immigrants, website videos, and digital marketing through streaming services.
Source: Final Performance Report, March 2025 N =83
Bar chart showing number of grantees using each recruitment tool
· 28 online job boards (used by top recruiters) 
· 23 internship or apprenticeship program
· 22 networking events (used by top recruiters)
· 21 job fairs
· 19 college/university referrals (used by top recruiters)
· 17 facebook ads
· 13 high school or technical programs
· 9 employee referral bons
· 9 state job board
· 8 other
· 6 radio advertising
· 5 newspaper ads
· 5 google ads
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Workers report finding jobs online and through referrals.
Newly hired workers reported that they were most likely to hear about job opportunities from an online job board (43%) or from a word-of-mouth referral (32%).
Most newly hired workers found the job application and interview processes to be easy. Of those applicants that did not find the application and interview process to be easy, the biggest challenges were related to the documentation required for the application, expectations for the interview, and job descriptions. 
Source: Worker Impact Survey, Nov. 2024 N = 750
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Workers stay when they have career advancement opportunities.
•Those who participated in a credentialing preparation program are the most likely to report that this program will encourage them to remain in their field (86%).
•Organizations agreed that providing paid training time is an important element of a successful workforce development initiative. 
79% of incumbent workers reported that the professional development program they participated in will encourage them to remain in the field of direct care work.
Source: Worker Impact Survey, Nov. 2024 N = 750
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Workers stay when they are supported.
•Grantees frequently cited dedicating a full-time employee (FTE) to a focused workforce development role, such as Full-Time Recruiter, Training Manager, or Internship Manager, as a best-practice in program design (focus group).
“We developed a first- year training academy that included career ladder planning and creation of a career plan for each staff person.”
“We set up an emergency fund to support staff with childcare, transportation, housing, and other unexpected life issues.” 
Source: Grantee Focus Groups
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Building a More Diverse Workforce
•Focus on lived experience and encourage ‘word of mouth’ referrals 
•Develop strategic recruitment partnerships to expand or change the applicant pool, including focusing on high schools with diverse student bodies, and on community colleges
•Build a culture that models support for diversity at all levels in their organization
“We developed an advanced training specifically for our students working in Latinx communities. We specifically targeted high schools with diverse student bodies. Relying on lived experience helped with recruitment.”
“We provided more support to our supervisors in how to manage a diverse workforce with cultural sensitivity.”
“We (are now) creating our training materials in other languages” 
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Success Stories
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Perspectives Behavioral Health Clinical Preceptorship Program
•Hosted 16 graduate-level behavioral health interns
•Social Workers
•Psychologists
•Mental Health Counselors
•The program provided mental health students with practical training across various areas of behavioral health care
•92% identified as bilingual, bicultural, or of mixed race/ethnicity
Graphic showing behavioral health clinicians career ladder map
· 1-2 years behavioral health specialist (entry level) enrollment in masters program
· 2-3 years master’s clinician (mid-level, licenses eligible) maser’s degree in social work, psychology, counseling, or related field
· 4-5 years licensed clinician (advanced mid-level) master’s degree in relevant field with current licensure; 3-5 years of advanced clinical competencies; effective supervision skills
· 5-6 years clinical director (senior level) master’s in social work or related field; current unrestricted license to practice independently in MA; minimum of 5 years behavioral health experience including 2 years in leadership role
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Upskilling the Workforce (1 of 2) 
Excel Nursing Services
•Offered Home Health Aide on the job training program 
•166 individuals recruited for HHA on the job training 
•127 or 76% graduated from the training program and were hired
•Contracted with two additional ASAPs as a direct result of the ability to attract, train, and retain direct care staff workers through this grant
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Upskilling the Workforce (2 of 2) 
Tri-Valley
•Enrolled 57 individuals in Case Management Accelerated Training
➢48% HS diploma or GED
➢26% some college
➢26% associates degree
Bar chart showing employment impact 45 days after CMAT
87% alumni response rate (46 of 53)
Out of 46 survey respondents 41 (89%) achieved employment and of those employed 30 (73%) were hired as case managers
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Workplace Culture (1 of 2)
Stanley Street Treatment and Resources (SSTAR) 
•Provided formal training and coaching for all levels of staff to establish clear pathways within the organization
➢GED Programs 
➢Alcohol and Drug Counseling Licensure and certification
➢LPN to RN support
•Additionally:
➢Strengthened a formal DEI Committee
➢Implemented a 2-day orientation program to increase retention and enhance onboarding experiences
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Workplace Culture (2 of 2)
Lifeworks
•Made a significant investment in professional development and inclusive practices during the grant period 
•500 employees participated in agency-wide workshops on Culturally and Linguistically Appropriate Standards (CLAS) and Implicit Bias training
•Leadership training series including full day management workshops in collaboration with Arc of Massachusetts, and the Association of Developmental Disabilities Providers (ADDP)
•35 members were certified in Medication Administration Program (MAP), which allows specially trained, unlicensed direct care staff to administer or assist in the administration of medications to individuals living in residences in the community, such as group homes
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