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e Village to Village Network: A grassroots organization of older adults who form a
community of care, using volunteers and self-help, to support each other with non-
medical tasks or services to minimize isolation and support aging in place. The
Village Movement started in Boston with the Beacon Hill Village and has spread to
other communities across the country.

Now that you have a general understanding of the major players and key terms in the
health care and aging landscape, the next section will help you to make your case and
prepare to engage potential health care partners.

Prepare to engage

Information in this section was supported by Marisa Scala-Foley, director of the Aging and
Disability Business Institute.

Regardless of the type of partner within the health care sector, in order to engage successfully,
it is necessary to understand “what is important to them” and then succinctly present the value
proposition for your organization’s services that align with that need.

Know yourself; know your service

WHY THIS IS IMPORTANT

Knowing your organization and knowing your services are both fundamental steps in
developing a strong value proposition for partners in the health care sector. This process
will help you present your case and determine if the potential partner aligns with the core
values, goals and capacity of your organization.

KEY LESSONS

Marisa Scala-Foley, director of the Aging and Disability Business Institute at USAging,
works with community-based organizations, or CBOs, across the country in building their
business acumen to partner and contract with health care providers and payers. Here are
key lessons from the Aging and Disability Business Institute:

e Your approach needs to include an expanded view of customers, flexibility and
data-based decision making.

e Know where your organization fits in relation to other organizations with similar
missions and capacity. A market analysis is an important tool for understanding
your market and where you fit.

e Know your service lines, the volume you can produce, your capacity to deliver, and the
true costs for those services. There should be some minimum guarantees in any
contract that you sign, especially if your health care partner will be referring clients to
you. Knowing the expectations allows you to plan and staff accordingly.

e Know your standing in the community and your reputation for delivering services.

e Finally, while contracts are typically signed by executive leadership, staff-level
buy-in at your health care partner is critical to ensuring that you can generate and
sustain client volume.

HELPFUL TOOLS

This section offers questions to begin the process of analyzing your local market and
define your service and cash flow with links to tools developed by the Aging and Disability
Business Institute.

ABOUT THE AGING
AND DISABILITY
BUSINESS INSTITUTE
The Aging and Disability
Business Institute is an
initiative supported by
USAging, formerly
National Association of
Area Agencies on Aging
or n4a. The Business
Institute provides
resources and technical
support to build and
strengthen partnerships
between community-
based organizations
(CBOs) and the health
care system in order to
improve the health and
well-being of older
adults and people with
disabilities. Increased
access to community
services and integrated,
evidence-based
programs supports the
ability of older adults to
live with dignity and
independence in their
homes and
communities.
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Market analysis process

e What is the scope of the health care market in your community? Who are the
players, and what benefits are being offered?
= External Market Assessment Tool
=  Qpportunity Assessment Tool

e Who are your current customers (homeowners, community leaders, donors,
funders, health care payers) and potential partners? What do they want or need?

e What are your network’s strengths and weaknesses? Where are the gaps, and
where you do you have champions who can support expansion of your network?
= Readiness Assessment Tool

e Who are your competitors — both for funding and for providing services?
= Competitor Assessment Tool

e Are there any regulatory or political factors that might affect your ability to deliver
services or attain contracts?

¢ Who can help you make the case? Who isn’t in your network but needs to be?
Who are your internal champions?
= Building the Case

Service lines/packages, pricing and cash flow analysis

e What is the full menu of programs, products and services that your organization
provides to families, individuals and the community?

e What does it cost to deliver those services — both the true cost to the
organization, including indirect costs, and the cost to the client?

e What are your qualifications and experience in delivering those services? What is
your stature (reputation and brand) in the community?

e How do your costs compare with other comparable services in the community? Are
your services and products priced accurately so that you can deliver what is
promised?

e Do you have the capacity to deliver services at the scale required? What
resources will be required to increase staffing as you consider the implications of
a health care partnership? Are there options for using volunteers, contractors or
partnering with another housing organization?

The Aging and Disability Business Institute’s Pricing Resource Guide provides additional

information on financial contracting and competitive pricing models in negotiating with
accountable care organizations and managed care organizations. The guide explains
some of the implications of different payment models, like per member per month.

Know your outcomes

DEVELOPING A LOGIC MODEL??

Why this is important

Habitat has been privileged to be able to work closely with clients, to go into homes and meet

families. We see the results firsthand and join in the celebration when older adults, families and

their caregivers share their stories of the difference that Habitat has made. Those stories are

important. Of equal importance is the data that shows an intentional and professional approach

to setting goals and measuring both short-term and long-term outcomes. Developing a logic

model is the first step in being able to talk about housing’s impact on the health of older adults.

“One of the most
important things that we
have learned when it
comes to CBOs building
their business capacity
is that culture matters —
not only on your part as
a community-based
organization working in
housing but on the
health care side. This is
different for them too.
The health care world
has just in the last few
years really started to
pay more attention to
social determinants of
health. This culture shift
is really about having a
vision for how your
services play into the
bigger picture of a
holistic approach in
addressing the person-
centered needs of older
adults. Health care can'’t
do it alone; they really
need you. You all have
the eyes and ears in the
community.”

— Marisa Scala-Foley
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Key facts

A strong logic model articulates your program outcomes to
stakeholders, funders and supporters, along with the activities,
processes and experiences that result in those outcomes. With
a visual picture of the program design, outputs and outcomes,
project managers can then consider the best and most practical
ways to collect data and information that will demonstrate that
the outcomes have been achieved and to what degree. The
logic model also helps you test your assumptions and make
corrections as needed. Essentially, a logic model is a guide for
continuous improvement.

Developing a logic model entails sequentially thinking through
and aligning the following areas:

e Inputs: Include resources that are available and directly
used for the program activities. This might include
human, financial, organizational and community
resources.

e Activities: Include program activities (i.e., what
constitutes the program intervention) with the
resources you listed previously that lead to the
intended program results or outcomes.

e Outputs: Include the direct results of activities (e.g.,
participation, satisfaction, quantity and quality of
services).

e Short-term outcomes: Include how participants’
beliefs, behaviors, skills, health or decisions could
change as a result of the program.

e Long-term outcomes: May include the changes
occurring in communities or systems as a result of
program interventions. Consider how intermediate
outcomes drive longer-term outcomes for
participants.

When preparing to develop a logic model, it is important to
involve key stakeholders to help sequentially think through
and align the areas listed above. This process is successful
when a sufficient amount of time is allocated to analyze the
information and refine the logic model based on what has
been learned.

Helpful tools

Habitat of South Palm Beach County in Florida
worked with 99-year-old veteran William,
installing lever door handles, grab bars in his
bathroom, and lighting to make his home safer.

Logic Model Framework: This chart provides the framework for a logic model with key
guestions to help you identify the types of inputs, activities, outputs and outcomes that are
likely for a program like CAPABLE. As you identify and describe specifics and metrics for
your program, also consider the systems that will need to be in place to track, count,

measure and analyze the results in each category.
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Figure 5: Logic model chart

* What organizations will be supporting your project? How will they be providing support?

* Have you contracted with any health care professionals: an occupational therapist, a
registered nurse?

* What staff members will be supporting the project?
* Any local contractors?
* What funding support do you have? From whom or where?

* What is the planned activity for marketing the program, receiving referrals or enrollment?
* How will the home and functional assessments be completed?

* How will repairs and modifications be completed?

« Is there a time frame for each activity?

Activities

* How many older adults will be served (with repairs and/or modifications completed) within
the time frame?

* How many of each type of repairs will be completed (e.g., number of grab bars installed,
number of ramps installed, etc.)?
* What is the cost of repairs and modifications per homeowner?
OutpUtS * What is the expected feedback from the homeowner on experience?

* What improvements in functionality and mobility (ability to live independently) do you expect?
What will be the reduction in fear of falling?
What will be the reduction in incidence of falls?

* Whatother health outcomes are expected (e.g., decrease in depression, stress and anxiety)?
Short'term * How many clients will have achieved their goals or feel a greater “sense of safety” in their

outcomes Bl

* What will be the decrease in hospitalizations, emergency room visits and calls to EMT?

» How many older adults will be able to remain in their homes who otherwise might have had
to move to an institution?

Lon _te rme What will be the cost savings to Medicaid/Medicare?
g » What will be the cost savings to the hospital and to individuals?
outcomes

A logic model developed by Habitat for Humanity International is in the Appendix.

18



HABITAT FOR HUMANITY INTERNATIONAL BRIDGING THE GAP BETWEEN HEALTH AND HOUSING FOR OLDER ADULTS

Building a Strong System for Data Collection and Evaluation

A Case Study from Greater Memphis Habitat for Humanity
Dwayne Spencer, CEO of Habitat for Humanity of

Greater Memphis and a leader in Aging in Place Do you think that your
efforts for the Habitat network, shares the affiliate’s home is a healthier
experience in building a strong system of data p|ace than it was?

collection and evaluation.

Dwayne: All of us have been impacting health
outcomes from the very beginning of our work, but
we just weren't really talking about it. At Memphis
Habitat, we believe strongly in data collection,
analysis and evaluation.

What are the data points that you feel are the most
significant in telling the story of your impact?

Dwayne: One survey that we administer to all of
our AIP (Aging in Place) clients asks the question:
Do you think that your home is a healthier place
than it was?

Through this survey, we have found significant
changes to our clients’ sense of health. Over 90% m Strongly agree Agree
experienced an increase in sense of health after = Neither
bathroom modifications. Clients noted improved ability
to toilet, to practice consistent hygiene and to just feel

safer in the bathroom, which we know can be a scary Presentation slide from Habitat for Humanity

m Disagree

m Strongly disagree

and dangerous place for anyone with mobility issues. ofGreatertdemphis:

Over half of our clients are saving between $120 and It is important to emphasize tertiary benefits of Aging
$720 a year on utility costs. This is a big deal since in Place. We know that the older adult benefits, but
our families are living on about $1,000 a month. so does the community. There is job creation from
Also one-third of our clients with significant construction, and property tax retention when older
breathing issues reported improvements. adults remain in their home, and as we continue to

point out, the health savings are significant and a

The biggest question for ourselves: Is this work ) )
benefit for insurers and payers.

really helping to keep clients in homes? We know

that each year about 25 clients have reported that These are some of our big savings:

the condition of their home was so poor that they

would have had to move to a nursing home within Reduced admission to long-term  $19.7 million
a year. Issues that were mentioned included fear of care facility

falling, inability to toilet, inability to get in or out of Preventing falls (medical cost $1.4 million
their home, high rates of breathing issues because savings)

of an inoperable or faulty HVAC system, and

inability to manage utility costs. Utlity bill savings $800,000
We believe that each year of our Aging in Place Neighborhood protection value $17.7 million
program we are saving about $2.2 million in Savings on blight impacts (e.g.,  $11.7 million

taxpayer dollars that would have gone to nursing fire/law enforcement/code)
home stays.
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With this data available to Memphis, how would
you summarize your value proposition to a
potential partner?

Dwayne: The work that we are doing in serving
older adults is having amazing benefits, including
long-term care savings, medical cost savings,
saving on utility bills and an increase in home
values. Memphis Habitat has invested about $8
million in Aging in Place. The cumulative benefit
from improving the housing conditions of 500
seniors is more than $26 million. That's 3.3 times
the initial investment. We have now served 1,100
seniors. By my quick math, that means that our
impact is now at about $50 million.

By 2019, we were able to save hospitals an
estimated $1 million in fall-related emergency
department costs for seniors.

How have you built the capacity to collect and
verify all of this data?

Dwayne: We have two anthropologists on our
team. One specializes in applied housing and
community issues and leads all of our evaluation
efforts; the other is a medical anthropologist and
leads our CAPABLE program.

In 2012, our senior research and evaluation
manager conducted a meta-analysis review of 22
global housing and economic studies and
interviewed our board and leadership to create the
basis of a socioeconomic study, which focuses on
individual, familial and community impacts of our
programs. We have worked with an economist
since 2013 to look at up-to-date and cumulative
impacts of our programming. As new and evolved
outcomes appear in the latest aging in place
research, we add those to our study.

We also have partnerships with other nonprofits
that have an interest in collecting and verifying
housing outcomes:

e Seeding Success, which focuses on
educational outcomes of homeowner children.

e Green and Healthy Homes Initiative, helping
us crunch data in relation to CAPABLE.

e Aresearch organization called Three3
(ThreeCubed) that evaluates the statistical
impacts of weatherization interventions for
older adults, including utility costs.

We are also in talks with a health care expert who
works with hospitals and managed care
organizations to understand their motivations and
value propositions.

How long has it taken to build the capacity for
this type of data collection? What would you
recommend to an affiliate starting down this
road as a first step?

Dwayne: Habitat for Humanity Greater Memphis
hired our senior research and evaluation manager
in 2009. With a background in applied
anthropology, she uses qualitative data collection
methods to explore how aging in place
modifications impact clients, their families, and
their surrounding neighborhoods.

In most cases, affiliates will not be able to bring on
a full-time social scientist. However, the work can
be supplemented by partnering with research
organizations and local universities. Also, affiliates
have access to research and Quality of Life
evaluation training at Habitat conferences and
resources on MyHabitat.

We understand that self-reported data are best
presented when bolstered by statistical data such as
health care utilization costs, medical assessments of
Activities of Daily Living, emergency department use
data, and utility data provided by local utility
companies. Because of the necessity of including
qualitative and quantitative research to see if we are
truly impacting lives, our evaluation work is based on
peer-reviewed literature and further informed by
socio-medical research partners with whom we've
collaborated over the last 12 years. Our partners have
included experts in the fields of urban planning,
occupational therapy, nursing, gerontology,
psychology, political science and economics.

Housing and community development sectors don’t
have the ability to access, manage and
disseminate HIPAA-centric impact data; therefore,
it is necessary to arrange for data sharing with
medical health care utilization experts. Qualitative
data alone and statistical data alone can't tell the
whole story; it must include both. It is in the best
interest of both the housing and health care sector
to share data in order to have the full picture and
be able to validate outcomes.
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Our view on research and evaluation is twofold: Itis important to us that staff are able to share our
1. We are focused on client-centered research results and programmatic impacts with other
and elevating the voices of the clients we sectors, other affiliates, in publications and at
Serve. conferences. We have various ways of
2. Our work must be reliable, replicable, and disseminating analyses for holistic impact so that
contribute to the aging in place knowledge we are constantly bridging with others and sharing.
base so that others may learn and exchange
with us.

WHAT IS AN IRB, AND WHEN IS IT NECESSARY?

In its association with other organizations in collecting and analyzing research results, the Memphis team
has undergone the extra due diligence of acquiring an institutional review board, or IRB, approval for its
survey activities. Under federal regulations, when research is conducted on human subjects, an IRB must be
convened and either exempt the activity from its review or review the proposed research activity for approval,
modifications or disapproval. The purpose is to protect the individuals who are subjects of the research
project. “Research” that requires IRB approval or exemption is “a systematic investigation, including research
development, testing and evaluation, designed to develop or contribute to generalizable knowledge.” For

example, the development of the CAPABLE model involved research to support and publish the generalized
knowledge that employing the model is likely to produce certain desired outcomes, for example a reduction
in difficulty with activities of daily living.

In contrast, Habitat affiliates (and others) conducting evaluations to determine the outcomes of their specific
programs are not “research” in this context and do not require IRB review. If your survey is focused on
perceptions of the client, client satisfaction, feeling of safety, or fear of falling, then an IRB is probably not
necessary. Note: This is independent and in addition to confidentiality and anonymity protocols that Habitat
affiliates and their collaborators will need to follow.

DEVELOPING A VALUE PROPOSITION

“We know we are

Why this is important serving clients and

A value proposition is a clear and concise statement that summarizes why a potential making their lives

partner (or customer) should contract with you for your services and products instead of better. We do it

some other organization. Having a well-crafted value proposition helps to make the because we care about

case to a potential partner or donor. Being ready with that statement and being able to the individuals, but we

adapt it according to the organization you are talking with is an important step in do need to think about

building productive relationships that will support your program. the value proposition
for all of the others that

Key facts we want to bring to the

The focus of a value proposition should be on what your organization can do to solve a table. What is

problem, save money or serve a common constituency in a way that is compelling to the ~ important for them?”

potential partner, whether as a funder or a collaborator. — Dwayne Spencer,

CEO, Greater

HELPFUL TOOLS Memphis Habitat for

Defining your value proposition®®

Humanity

In a nutshell, the Aging and Disability Business Institute’s Value Proposition How-to
Guide says a strong value proposition:
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1. Clearly communicates the benefits of the product or services you provide.
Focuses on what your customers value, want and need in language that resonates
with them.

3. Is compelling and easy to remember.

4. Differentiates your organization (products and services) from the competition.

The following questions (also taken from the Value Proposition How-to Guide) will help to
collect the information that will define your value proposition, based on your knowledge of
the potential health partner or organization that you want to approach:

e What is the problem you intend to address?

e What is the specific intervention that will address the problem?

o How will your service address the potential partner’s concerns, pain points or
financial risks?

e Who are the beneficiaries that you serve and the challenges that they face? How
do these beneficiaries align with those of the potential partner?

e What is your experience in working with this beneficiary, and what is the level of
access that you have in reaching the target population?

e What is evidence of your effectiveness in working with the target group and
addressing their problems and concerns in a way that will also prove beneficial to
the potential partner?

o What is the return on investment for the potential partner? Can it be quantified?
(Hard or soft ROI?)

Value proposition example

In this hypothetical example, potential partner is an Area Agency on Aging with a service
area covering five counties.

In this five-county area, Habitat's local offices have served more than 100 older
homeowners who live on a fixed income and are unable to afford much-needed repairs to
their homes. In addition to major repairs, Habitat works with an occupational therapist (or
social worker) to identify and prioritize modifications that will enable greater mobility,
independence and reduce the risk of falling. The AAA services in this region provide
support to the lower-income older adults who want to age in place. Habitat is a trusted
brand and can help provide a safe and stable environment for those services.

Connect with confidence

WHY THIS IS IMPORTANT

With a strong value proposition and a clear idea of the landscape, the next step is to make the
connection. Sometimes the greatest leads are found in unlikely places. A good rule of thumb is
to start with whom you know and ask for an introduction. As illustrated in the networking tips
below, board members, clients and current community partners are a great place to start.

NETWORKING TIPS

e From Habitat for Humanity Metro Maryland: Map organizations in your
community that prioritize aging and health. In order to seek out and enroll older
adults to the CAPABLE program, we looked for organizations that were already
engaging clients on the basis of their health, both in the government and other
nonprofits. The city of Hyattsville is an age-friendly city engaging older adults
through exercise programs, community centers and health-based initiatives. There
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is also a senior village in Hyattsville that helped with
outreach and helped interested applicants through
the process. Other helpful contacts were AAA case
workers, the Department of Health and Human
Services, Fire Rescue and EMS, support groups for
caregivers, housing counseling nonprofits, and faith
groups.

From Habitat for Humanity of Douglas County,
Minnesota: Aging in Place clients are a great
resource in identifying other aging services
organizations. The affiliate service coordinator had
heard of Recover Health from working with Aging in
Place older clients. When the affiliate began
searching for a CAPABLE partner, Recover Health
was very interested, and the affiliate was able to
negotiate a service contract for the OT and nurse.
From Susquehanna Habitat for Humanity,
Maryland: Engage members of your board in
making connections. A member of the Habitat
Susquehanna board of directors worked for the
hospital system and knew everybody. From that
contact, the affiliate was introduced to Christina, who

was in charge of all OT/PT through the local hospital.

Christina thought CAPABLE was wonderful and had
a commitment to the project. Susquehanna Habitat
CEO Karen Blandford says, “If we hadn’t had such a
wonderful person, it wouldn’t have happened.”

HELPFUL TOOLS

Map Your Context Tool
Health care outreach and messaging toolkit
from the Aging and Disability Business Institute

Habitat of Wisconsin River Area helped
86-year-old Roslyn and her husband and
caregiver, 82-year-old Bryant, by installing
grab bars in their home and suggesting other
organizations that have resources to help
them in other areas where they have needs.
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A cross-sector conversation on how and why to connect

Cross-sector work can highlight the need for equity
and systems change. In a conversation facilitated by
Fred Karnas from Richmond Memorial Health Fund,
Alice Bonner from Johns Hopkins University and
Tawkiyah Jordan from Habitat for Humanity
International explore the value of partnerships that
move the needle of equity and how to develop them.

Fred: What types of partnerships are needed at
local, state and national level to sustain
investment in health?

Alice: It's not just the usual suspects in housing
and health care, but we need to look beyond
typical programs designed to help older people,
including workforce investment, university systems,
community colleges and community-based
organizations — AAAs, senior centers, Meals on
Wheels and other community organizations. We
must think and act beyond the silos, get rid of all
the barriers, and aim for integrated and
coordinated system of support for older people.

Tawkiyah: We often miss an important step by not
mapping the context. Determine who’s who and look
further upstream at how decisions were made to get
us to this point. Who are the influencers in the state
and at the city level? In health and hospital systems?
Decisions may have been made way upstream in the
past. If we know who is who, we are better equipped
to address audiences and forge alliances.

Alice: Especially at the state level, it's remarkable
how systems and processes differ. In some states
there is very close coordination between Medicaid
and aging offices, but this is not typical. Within each
state where you are working, it's important to
understand where the different organizations “sit”
and how they work or don’t work together. That is
critical when you are thinking about funding models.

Tawkiyah: Follow the money — we are spending so
much on health care. Similarly, we know we have
gaps in how we help people find housing — whether
it is supportive housing, transitional housing,
combatting homelessness or just needing more
affordable housing. There could be good synergy
and efficiencies in determining a double bottom line
so that funding is meeting both needs with a single
approach. Could supportive housing be a model as

a starting point? Could we expand that model to
meet other housing/health care needs that overlap?

Fred: There is sometimes a difficulty around
bringing housing and health together when it
comes to partnership. Are there natural ways
for these two sectors to be brought together?
Are there models you have seen to get people
in the room to talk with each other who don’t
normally talk to each other?

Alice: Age-friendly communities are a way to
include the larger community — the municipality,
health systems, education systems, public health.
Every state has a least one or several organizations
working toward either becoming an age-friendly
health system or an age-friendly community. It
started out with just a handful, but now there are
over 2,000 health system sites working on this
across the country. Community and health systems
are really one ecosystem. If you are an age-friendly
community, you need to have all of these different
sectors (housing, health care, government) and
community leaders across these sectors.

Fred: Philanthropy can also bring groups together.
If you can convince one visible leader to invite folks
to the table, others will show up. Corporate and
sports leaders can also do that. An outcomes focus
is important to establish an ROI for partners.
Positive PR always helps.

Tawkiyah: Storytelling is a primary tool for
communicating needs and the impact we can have
on shelter, family and community. We can use the
data to help capture the impact and combine it with
storytelling.

Fred: Why is the focus on health equity critical
for health and housing?

Tawkiyah: There is a history of marginalization and
discrimination in housing and health, along with
uneven spread of resources and access to resources
(those who are underhoused, uninsured) — and this
is largely the same population. The equity lens helps
identify the core client, and if we can meet their needs
better, then it helps to resolve issues in the broader
system. Often when we start with those who are
struggling the most, it can help untangle challenges
facing many others across groups.
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Partnership development

For cross-sector partnerships, it is necessary to get beyond stereoptypes to
understand perspectives: benefits, costs, contributions, perceptions.4

Key questions to explore

e Why each sector may want to partner (drivers and benefits).
e What concerns each may have (risks).
o What each sector can offer to the partnership (contributions).

The following case study from Habitat for Humanity of Metro Denver traces the
phases in which the above questions are explored, resulting in strong alignment
and agreements that recognize the contributions (strengths and roles) of each
partner. Habitat of Metro Denver is one of the first Habitat affiliates to participate
in CAPABLE. Over the past four years, the partnership with Colorado Visiting
Nurse Association has continued to thrive and grow, attracting new donors
and expanding their outreach to older adults across the city of Denver.

Moving from talk to implementing CAPABLE

A case study from Metro Denver Habitat for Humanity

BEST PRACTICE

The Denver partnership is a best
practice in leveraging the strengths
of each organization. Sustainability
of CAPABLE is best achieved when
the health care entity takes the lead
in recruitment, referral, enrollment
and scheduling. Construction
expertise is incorporated by advising
on structural issues, materials and
budget management, and timely
delivery of modifications that support
the client’s goals.

In 2017, the Colorado Visiting Nurse Association,
or CVNA, invited Habitat for Humanity of Metro
Denver to join in a pilot of CAPABLE with funding
received from the Colorado Health Foundation.
CVNA was the first home health care agency in
Colorado, caring for more than 30,000 patients a
year. Services include workplace wellness,
vaccinations, home care for chronic conditions,
palliative care, hospice and health prevention
programs. CAPABLE was seen as a natural
addition to its menu of services.

Mike Criner, Habitat of Metro Denver’s chief
operating officer, describes how the partnership
developed.

Mike: The partnership with CVNA came together
about four years ago. At that time, Habitat Metro
Denver had a pretty strong home repair program. We
were doing more than 50 home repairs a year, but all
external work and only in three neighborhoods. We
had been discussing about expanding in order to
have greater impact in the Denver metropolitan area.
We were also finding that a majority of the repairs
were for older adults, some with disabilities.

CVNA reached out to us because they knew of
Habitat, the work that we were doing in Denver and

how trustworthy we were. Members of CVNA had
volunteered with Habitat. They asked if we wanted
to help pilot this new program, called CAPABLE.
First, we had to look up what CAPABLE was. As
we were reading about the program, we thought
that it made a lot of sense and also addressed
concerns that we had been discussing internally.
We felt like there was good basis for partnership
and decided to move forward.

Finding alignment

Alignment is a key piece of a successful cross-
sector partnership. Ensuring mutual goals and
outcomes, synergy, and clear buy-in from leadership
often determines the long-term success of the
partnership. Sometimes the first opportunity that
presents itself aligns perfectly, but it can take more
than one try to find a strong partner. Below is Habitat
of Metro Denver’s experience finding alignment.
What factors helped you determine alignment?
Mike: First, we both had the same goal of helping
older homeowners stay in their homes. We know
that many have to go into an institutional setting
because their homes are falling down around them,
and they don’t have resources to make repairs. We
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both wanted to give older homeowners the choice

to stay in their homes for as long as possible. IN'/A NUTSHELL:
ALIGNMENT PRIORITIES

We also felt like we could have far greater impact

working together than working individually. For us,  Mutual goals and purpose: focused on the
being able to come into the home and address same client target group and their needs.
specific needs that were prioritized by the Synergy: Greater capacity working together
homeowner was really important. to have more impact than working

individually.

No overlap of competencies or competing
priorities: Ability to provide value to each other.
Leadership commitment; compatible culture;
clear roles and responsibilities.

Finally, we would be participating in an evidence-
based program with standard measurements so that
we could really understand from clients how their lives
had changed. Those factors were really important.

In addition, | have had some experience in the
health care industry and knew that there would be
the possibility of reimbursement for this work from
Medicare and Medicaid. We did not want to go

Finalizing the agreement

through the process of becoming a Medicaid Most partnerships are on a continuum between
provider. It's a lot of work. CVNA already was a transactional and collaborative. The type of
Medicaid provider, so they brought that to the agreement will depend on where the relationship
table. That was a real benefit to Habitat. lies on this continuum.

Having mutual goals that benefit both organizations [N the case of Habitat for Humanity Metro Denver
is really important. We haven’t looked for anybody and CVNA, there were eventually agreements that
else to work with because we align so well with defined both the transactional and collaborative

CVNA and hopefully they feel the same about us. relationships that evolved. The partnership started

Transactional or collaborative
relationships?

Transactional Collaborative
relationships relationships

Service delivery Co-created activities
Sub-contracted work Mutual accountability
Funding relationships Complex relationships
Transferred risk Shared risk

Source: Partnership Brokers Association
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with a memorandum of understanding, or MOU,
which is more high level, defining the purpose,
goals, the target group, and the responsibilities of
both parties. A service agreement was then
developed to define and govern the services
expected and for the billing and payments,
insurance, and risk. The service agreement also
included provision for protected health information,
or PHI, to meet HIPAA reqguirements.

What type of agreements did you have with
CVNA?

Mike: We started with an MOU and ultimately ended
up with a service contract to do the handyperson work
since CVNA was responsible for the grant funding.
The business associate agreement was part of the
service contract. | knew enough about HIPAA that we
needed to pay attention to it.

Can you talk a little more about the BAA and
HIPAA? Did CVNA bring up the need?

Mike: We jointly agreed that the BAA was in the best
interest of both our organizations. | recommend that
affiliates have, or engage someone with, a solid
understanding of HIPAA so that staff can be trained
and appropriate agreements put in place, particularly
in regard to disclosures and notifications and what to
do if PHI becomes public.

Were expectations around client volume in the
contract, or was it discussed in the
negotiations?

Mike: For the first pilot, the grant identified 60
households to be served over a two-year period.

How were roles and responsibilities defined?

Mike: Capacities need to be aligned well, based on
the strengths and expertise of each partner. For
example, from an intake standpoint, CVNA works with
other health plans across the state, so they are well-
positioned for enroliment and building a pipeline of
clients. Habitat focuses on the home modifications.

For the first pilot, since CVNA had secured the
grant, they did all of the grant compliance and
reporting. Later, when we received funding from
the Weinberg Foundation grant, Habitat took the
lead for grant management and reporting. Now we
also have a contract with the local AAA where

IN A NUTSHELL:

CONTRACT CONSIDERATIONS

e Type of relationship: Is it transactional or
collaborative?
Strengths each partner brings to the
relationship: What are the roles and
responsibilities of each partner?
Expectations around client volume: How
many older adults will be served and in what
time frame? How will potential clients be
identified?
Target population: What are the
requirements around who is served (age,
income level, location)?
Type of agreement: Service contract or
MOU? If a service contract, what will be the
billing/payment requirements, insurance,
etc.? What will each party’s roles and
responsibilities be? What specific services
will be provided by each?
Evaluation and data collection: When and
how will the project (program) be evaluated?
Who will be responsible for collecting and
analyzing data? Will data be shared between
organizations?
HIPAA considerations?': Is a BAA
appropriate and necessary? Is there a need
for legal advice to make the decision?
Termination: Under what conditions will the
agreement be terminated? What exit
strategies can be agreed upon?

CVNA is the lead. We have service contracts going
in both directions. If CVNA is the grant lead, then
Habitat invoices for services; if Habitat is the lead,
then CVNA invoices for services. We have systems
set up so that the service reimbursements can go
in either direction.

Fundraising is probably the best example of where
we are working jointly. It doesn’t make sense for
both organizations to apply for the same grant. We
coordinate those efforts and put in a combined
grant request. It's much stronger when Habitat and
CVNA submit the grant request jointly than if we
did it individually.
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Getting started

Starting any new program is challenging. Important
considerations include:

e Adjustments to procedures and policies.

e Marketing and client enrollment.

e Legal implications, setting up systems and
processes for HIPAA.

In this segment, Mike discusses how Habitat of
Metro Denver got CAPABLE off to a good start by
addressing each of these important considerations.

Were there procedures or policies that needed
to be adjusted or modified for working with
health care partners and meeting the CAPABLE
requirements?

Mike: Because we had an extensive home repair
program already, we had a number of policies and
procedures in place for doing assessments,
scoping work, creating budgets, sign-offs from
clients, and doing financial reporting. Most only
required minor modifications to work for the
CAPABLE program. Some examples are adding
branding to public documents, adding new
materials and suppliers to orders, and updating
workflows to more accurately align with how a
CAPABLE project works. Some new documents
had to be created, mostly dealing with privacy,
HIPAA, and how our two organizations would
share information and coordinate work.

How was the referral process set up? Did
Habitat need to qualify the client (homeowner
family) according to your policies after the
referral from CVNA?

Mike: For the most part, client requirements have
been determined by the grant funder. Alignment
with Habitat’s requirement of need and willingness
to partner has not been a problem. All clients have
met the less than 80% AMI (area median income)
requirement for Habitat. Since the CAPABLE
program requires the client to set goals and work to
meet the goals, we decided that their full
participation in the program satisfied Habitat’s
definition of “willingness to partner.” Since so many
of these clients are among the lowest income
brackets in our area and the program was fully

IN A NUTSHELL: BEST PRACTICES

IN GETTING STARTED

¢ Review and modify systems, procedures,
documents.
Set up systems to track clients and budget per

client, per donor requirements (especially if
there are multiple donors).

Set up secure email to deal with clients’
protected health information.

Develop staff and volunteer training on any
new systems or procedures.

grant-funded, we do not require any client payment
for services. “Need” is satisfied by the CAPABLE
gualifications as set by Johns Hopkins University of
difficulty in performing activities of daily living.
Some funders have required other qualifiers
regarding age or lower income requirements than
Habitat’s less than 80% threshold. CVNA and
Habitat have set up systems to identify and track
each client according to the qualifications and
budget requirements of each funder.

How did you make sure that you were meeting
the HIPAA requirements?

Mike: We set up a secure internet connection
between our two organizations so that our staff
didn’t worry if they sent an email that had a client’s
name or mentioned a client’s disability. We also set
up a lot of procedures for security on file systems.

For example, | have no business reason for looking
at any of the files that Kiersten (Kelley, Habitat of
Metro Denver’s construction repair manager) and
Amanda (Goodenow, manager of occupational
therapy for the CVNA) are working with that have
information about the client or types of
accommodations being made in the home. They
need to know that information, but | have no
business reason to know it, so | can’t even get into
those files.

We also did a lot of training for our staff and
volunteers. We wanted to train them on how to
behave appropriately and what was allowable to
talk about in public and what wasn't.
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Sustaining the partnership

Funding pathways

In this section, Ruth Ann Norton, CEO of Green & Healthy Homes Initiative, maps the
funding landscape for health and housing collaborations, based on the organization’s
successes and lessons learned. Geoff Gregory of OhioHealth and Marisa Scala-Foley
from the Aging and Disability Business Institute also contribute their expertise in analyzing
the funding opportunities.

Why this is important

For any nonprofit, program sustainability depends on the sustainability of funding. While
there are many health care and housing experts who want to help older adults age in their
homes and avoid or delay the more costly solution of institutionalization, the key is
engaging those organizations and potential funders that have the capability and also a
vested interest. According to Ruth Ann, “Right now, there is a high dependence on

ABOUT GHHI

The Green & Healthy
Homes Initiative is
dedicated to addressing
the social determinants
of health and advancing
racial and health equity
through the creation of
healthy, safe and
energy-efficient homes.
Founded in 1986 as
Parents Against Lead,
GHHI creates innovative

government funding and philanthropy. However, the next frontier for funding is Medicaid,
Medicare and hospital community benefit investments.”

programs to reduce lead
poisoning, asthma and
injury in low-income
housing. Visit greenand
healthyhomes.org to
learn more about
program locations and
technical assistance.

Key facts

Ruth Ann sees two emerging trends for providers and payers: increased efforts to
“recapture” or save money by increasing prevention, and the reinvestment of those
savings in the social determinants of health, including housing modifications.

Four pathways for funding are Medicare, Medicaid, hospital investment and leveraged
funding.

—Wﬁrm&ﬂeahhy Homes Initiative”
AIP Funding Framework

In-Home Care

Home Modifications

Some components of AIP programs

may be billable under Medicare and Parts A& B Parts A& B
Medicaid (i.e., home visits by Medicare —
medical professionals), but there are  JRACNSIWICY et 2 :
significant funding gaps when it MedicargAidvantane
comes to environmental 000 @ ey R B L TR TR LRt POTSRPRRT PP LT PPRELRIRLELERE
assessments and modifications. Medicaid EcHoling : :
Direct: OH Waiver ! Wai\/?y

SPA: IN, MO, MN, NY, OR
Quality: MI
VBP: NY

State Plan Amendment

MCO - direct billing, quality improvement, VBP

.............................. e e e e e e eeeaae e

Legend: Community Benefit Investment

Hospital Investment
Established funding stream for AIP PA, Chicago, Boston

services Endowment Funding

Federal Funding (HUD, DOE, HHS/CDC, EPA, CDBG)
Philanthropic Funding

Potential funding stream w/ healthy
housing precedent

Leveraged Funding
HUBS in MD

Private Sector Funding
Utility Funding
Community Reinvestment Act

Slide courtesy of Ruth Ann Norton.

Potential funding stream without
known precedent
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Depending on the stage of program development, strategy and capacity of your
organization, any of the four pathways are potential opportunities for funding CAPABLE or
other collaborations that improve health and housing for older adults in your community.

MEDICARE KEY FACTS

Medicare Part A will cover some home health aide services, including occupational
therapy if the member is homebound. Medicare Part B will cover “medically reasonable
and necessary” home-based services up to “therapy caps.”

Some Medicare Advantage plans are starting to offer home modifications, but this is still
reasonably new. As shared by Marisa Scala-Foley, the Bipartisan Budget Act of 2018
included the CHRONIC Care Act, which allows Medicare health plans and other kinds of
Medicare health care providers and payers to address the needs of people who have
complex care needs. The legislation reduced some barriers to care coordination, allowed
more in-home services and expanded allowable Medicare Advantage supplemental
benefits to include home- and community-based services, giving Medicare Advantage
plans new flexibility to expand the kinds of supplemental benefits they offer.

Special Supplemental Benefits for the Chronically Ill, or SSBCI, has been in effect for
about two years. Under the definition of “primarily health related benefits,” home and
bathroom safety devices and modifications have been included. The SSBCI also
introduces an expanded list of benefits that includes structural home modifications.

Since SSBCI was offered and the definitions were expanded, many Medicare Advantage plans
have included the new benefit options. In 2021, 737 plans nationwide are offering expanded
health-related benefits, and almost double that offer benefits for the chronically ill. Plans pick and
choose what they offer to specific groups of enrolled beneficiaries. Currently, a limited number of
plans offer a structural home modification benefit, but plans change their offerings every year.

Implementing the SSBCI
Expansion of Definition of ‘Primarily Health Special Supplemental Benefits
Related’ Supplemental Benefits for the Chronically Il (SSBCI)

Must be health related? Yes No

Adult Day Care Services

Home-Based Palliative Care

In-Home Support Services

Support for Caregivers of Enrollees
Medically-Non-Opioid Pain Management
Stand-alone Memory Fitness Benefit
“Home & Bathroom Safety Devices &
Modifications”

Transportation

Over-the-Counter Benefits

Meals (beyond a limited basis)

Food and Produce

Transportation for Nonmedical Needs
Pest Control

Indoor Air Quality Equipment and Services
Social Needs Benefits

Complementary Therapies

Services Supporting Self-Direction
Structural Home Modifications

General Supports for Living

Examples of Benefits:

How many Medicare Advantage plans are
offering these benefits in Calendar Year 737 1,351

20217? (According to CMS press release)

Sources: ATI Advisory, New, Non-Medical Supplemental Benefits in Medicare Advantage in 2021, https:/atiadvisory.com/wp-

content/uploads/2021/01/2021-Special-Supplemental-Benefits-for-the-Chronically-Ill.pdf; AT/ Briefing on Medicare Advantage and the A |ng and D|5ab|||t
CHRONIC Care Act (http://www.ltga.org/010720-briefing-medicare-advantage-chronic-care-act/); CMS’ Memo ‘Reinterpretation of

“Primarily Health Related” for Supplemental Benefits’ (April 2018) and CMS’ Memo ‘Implementing Supplemental Benefits for Chronically BUSINESS INSTITUTE
Il Enrollees’ (April 2019) Connecting Communities and Health Care

Slide courtesy of Marisa Scala-Foley.
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MEDICAID KEY FACTS

Medicaid programs are structured and administered on a state level, following federal
guidelines. Most states now have Medicaid waiver programs that enable long-term service
and supports in the home rather than institutionalization. Some waiver programs also
include home modifications and improvements. Ruth Ann notes that GHHI is seeing
movement in this direction in Indiana, Missouri, New York and Michigan.

Other examples from the Green & Healthy Homes Initiative:

e In Missouri, Minnesota and Oregon, there are examples of using waivers to allow
nonlicensed professionals (community health workers, health educators) to be able
to do assessments. Some of those waivers include home repairs.

e Another pathway is tapping unused administrative dollars from Medicaid Managed
Care for reinvestment to advance quality health outcomes and quality
improvements. Examples are in Ohio and Michigan.

e GHHI is starting to build contracts around outcomes-based financing. By analyzing
statistical results in lowering hospitalizations and emergency room visits, they have
been able to project the outcome savings from a reinvestment standpoint. Many
states identify and give priority dollars for demonstration projects or pilots.

e In New York, their Delivery System Reform Incentive Payment program enables
value-based payments for community services, such as home repairs.

How do | connect?

Both Ruth Ann Norton and Marisa Scala-Foley recommend sitting at the table with
Medicare and Medicaid programs in your state around cost containment and prevention. If
you are working in a state mentioned in the summary above, start having the conversation
on how to be a service provider and present your value proposition. Start with people you
already know. Ask your clients who their Medicare or Medicaid providers are. The first
step is to build the relationships at the local and state levels.

HOSPITAL INVESTMENT KEY FACTS

Hospital investments are driven in large part by a focus on reducing hospitalization and
emergency room visits, looking at cost containment, and addressing social determinants
of health. According to Geoff Gregory, readmissions is a key word in the health care
industry. When a patient is discharged from the hospital and is readmitted for any reason
within 30 days, the hospital has to cover the cost. If readmissions can be reduced by
patients having a healthy, safe home to return to, the hospital saves money that can be
reinvested in other ways. When presenting your value proposition, Geoff recommends
using the term “decreasing readmissions.”

‘I can’t send him home.
I wouldn't feel
comfortable sending
him home to that
environment.”
— An OhioHealth
orthopedic surgeon,
expressing concern

Everyone wants to ensure that patients are returning to a place where they are safe and for a patient, as
can care for themselves. In a case like the orthopedic surgeon quoted at right, the related by Geoff
surgeon either extends the length of time in the hospital or sends the patient to a skilled Gregory

nursing facility for rehabilitation. Skilled nursing facilitates have a per diem rate that will
drive up the cost for the payer.

Finally, as mentioned in the earlier section on health care, in order for a nonprofit hospital
system to remain tax-exempt, it must adhere to community benefit requirements. The
guidelines require a community health assessment every three years with a plan for
interventions that includes input from public health officials and community residents. This
program opens up another pathway for engagement.
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Ways hospitals save money that can be reinvested in the community?®

e The length of hospital stays can be reduced by ensuring that patients in post-op
have a safe environment when they return home. Hospitals save money if
hospitalizations are within certain required limits. For example:
= Remaining within the global surgery period. For a minor surgery, there is a 10-
day period; for major surgery, there is a 90-day period. If the patient is not able
to return home within that period, there are additional costs for the hospital.

®= Remaining within the length of stay dictated by the diagnostic-related group for a
particular diagnosis. The diagnostic-related group determines the length of stay
that will be reimbursed by Medicare. If the length of stay can be reduced, the
hospital will be able to save money; if the patient has a home that is not suitable
for them, they may have to stay longer, increasing costs for the hospital.

e The number of hospitalizations for older adults who aren’t covered by insurance or
Medicare or Medicaid can be reduced. Charity care can be reduced if there are
reductions in falls and in uncompensated care.

e Annual hospital community giving is another opportunity for funding. You just have
to ask. Once an organization has been approved for funding, it is likely to be
approved for the next year.

Examples of hospital investment®

e In Lancaster, Pennsylvania, a $50 million investment ($5 million a year over 10
years) came from a University Health system in a city of 90,000 people and county
of 500,000 to improve health and housing for lead remediation.

¢ In Massachusetts, Boston Medical Center invested $6.5 million.

e In Chicago, AMITA Health (formerly Presence Health) invested in asthma
education, supplies and home repairs for uninsured patients.

LEVERAGED FUNDING KEY FACTS

This category of funding is foundational for nonprofits working in the housing sector. It
includes government funding programs — Community Development Block Grants, Home
Investments Partnership Program, USDA, Veterans Housing Rehabilitation and
Modification — and philanthropic funding from foundations, corporations and individuals.
Leveraged funding is helpful in program development, innovation and building capacity.
While motivations for funding vary greatly, these funders are also increasingly interested
in data collection, evaluation and outcomes. Building capacity to successfully partner
through the other pathways will increase credibility and access to other funding streams.

Implementing and sustaining CAPABLE

In addition to a strong health care partnership, sustaining an innovative program like
CAPABLE depends on continued executive sponsorship and commitment; continuous
improvement; and staff capacity to achieve expected results, track and measure impact,
and sustain financial support. These factors are interdependent and feed each other, but
also require a plan, support and thoughtful decision-making. In this segment, Dr. Deborah
Paone, director of implementation and evaluation for CAPABLE at Johns Hopkins
University, provides advice and helpful tools to support decision-making and describes the
level of program implementation, data collection and reporting that will be required to
demonstrate value and retain sustainable financial support from health care payers.

“The role of housing
organizations in home
improvements is not
only critical to improving
health outcomes while
decreasing health care
costs, but also for
intergenerational wealth
transfer, which is
important to advance
equity and inclusion for
those living in
underinvested
communities.”
— Ruth Ann Norton,
CEO, Green & Healthy
Homes Initiative
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Why this is important

CAPABLE is an evidence-based program that has proven results and demonstrated
success in health outcomes, such as improving functional status, reducing depression, and
increasing the individual’s sense of self-efficacy through achieving goals. Many stakeholders
are interested and want to support CAPABLE. For organizations ready to move from the
initial stages of implementation to embedding the program as an ongoing service, it is
necessary to build a strong operational program with a sustainable funding base.

Key facts

Since CAPABLE is an evidence-based program, an organization interested in implementing
CAPABLE must receive the required training and certification through Johns Hopkins University
School of Nursing. After the organization has registered with Johns Hopkins, many resources
become available, including a CAPABLE Implementation Manual written by Deborah and her
colleagues. The manual walks through the necessary steps to plan and prepare to launch
CAPABLE, set up operations, and maintain the program with fidelity to the tested approach. The
Johns Hopkins CAPABLE team provides technical assistance through the manual; regular
bimonthly virtual meetings for the program administrator, OT and RN; and customized one-on-
one support. This builds a learning community of implementing leaders. Through these venues,
Johns Hopkins shares tips and strategies and continues to develop resources and tools based
on the experience and lessons from CAPABLE programs across the country.

Deborah identifies four benchmarks that define a “foundational level of program
implementation” that needs to be present for organizations interested in approaching an
MCO or another payer. Each CAPABLE provider needs to ensure that:

e The organization has a well-defined and structured process around recruitment,
referral and enrollment, with the workflows between organizations (e.g., between
the health care and housing services organizations) operating smoothly in terms of
intake, screening, scheduling and communications.

e The CAPABLE program is delivered with fidelity, with adequate staffing levels and
following the protocol/program visit content. The organization must be able to
demonstrate to the potential payers that it is following the evidence-based program.

o Data collection and aggregation are sound, accurate and complete. Data are tracked
to allow for oversight and evaluation — both in terms of the individual (pre-post
measures of function collected, visits received, goals met) and overall outcomes
achieved for the CAPABLE participants in the aggregate. That is, the organization
should be able to run aggregate reports and share results (by payer or by referrer).
The organization needs to look at the whole population of CAPABLE clients over
time, and to view results by payer, by dates of service, by region, etc.

e The organization has strong feedback loops for operational oversight and
continuous improvement, with evaluation results shared with the CAPABLE
professional team so that the clinicians and handyperson are informed.

According to Deborah, payers (such as managed care organizations) will want to see results
for their enrolled members who have been referred to CAPABLE. They will want to see
improved function, reduced depression, fewer falls, reduced hospitalizations, fewer emergency
room admissions and better self-management of health status. Payers will want to see the data
on their members — not just the volume of visits provided or the number of clients served. In
other words, it is important to collect data consistently on every CAPABLE client, aggregate the
data and analyze it. Here are some measurements that demonstrate value:
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DATA COLLECTION AND ANALYSIS TO DEMONSTRATE VALUE
e Process and program measures, such as:

= Number invited, number started, number completed, number refused and why.
= Referral source and outreach effectiveness.
= Demographic information: age, gender, ZIP code, health payer.

e Outcome measures, such as pre- to post-change in:
= Functional status (ADL and IADL).
= Depression, pain.
= Falls self-efficacy, self-report of health status.

e Use, health care costs impact:
= Reduction in ER, hospitalization, nursing home use, TCOC.
e Participant measures (self-report):

= Goals met, partially met, not met.
= CAPABLE client experience, (post-CAPABLE survey).

Deborah also recommends the following:

e Be able to demonstrate value by payer, by accounting for the dollars by person
and by payer, including the funding you received, how much it cost you to deliver
the service, and the results.

e Develop regular dashboard reports that you send to your payers and stakeholders
quarterly. At least annually, do a full analysis and include case stories.

e Track and report long-term data (12-24 months post-CAPABLE) if possible. For the
health care payers, the total cost of care is a fundamental measure of success. It is
the dollars and their use that will drive their interest and maintain a contract. They
will ask you to show them data that shows people receiving CAPABLE did better
than expected compared with a matched group of people who didn’t receive
CAPABLE. Work with your payers to set up such a comparison group design.

e Determine the return on investment. The ROI is demonstrated by a comparison of
outcomes/benefits to investments/costs. The real benefit is over a longer time
horizon — such as 24 months (seen in the randomized control trials of CAPABLE).
Payers will need to make a commitment to the program for long enough to see the
results. To demonstrate the ROI, take the dashboard indicators that are
fundamental in CAPABLE, and assign a dollar value for each metric. The
Commonwealth Fund has done a great ROI calculator that assigns dollar values to
social determinants of health: Welcome to the Return on Investment (ROI)
Calculator for Partnerships to Address the Social Determinants of Health |
Commonwealth Fund.

Other key capacity requirements for organizations in contracting with payers include:

o Ability to meet service volume expectations.
e Extending the service across a wide region.
¢ Demonstrating consistency.

Consider how your organization can grow to meet payer demand for this service. Your
organization may wish to collaborate with other CAPABLE providers to cover a region.
This moves the CAPABLE provider toward building its business acumen to contract with
payers as one entity (allowing the MCO, ACO or other payer to write one larger contract
rather than many small ones).
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Determining your funding strategy

Sustainable funding for CAPABLE requires careful planning and a long-term funding
strategy. Ideally, funding will come from a variety of organizations and donors who can
provide value and also who value the results of the CAPABLE program from their own
perspectives. Deborah advises: “As you build a funding strategy, think about your
organization’s comfort level with different potential payers or funders.”

1. Start with identifying the possible stakeholders and what they value. This chart
is a good start in listing the various types of stakeholders and why they would be
interested in CAPABLE.

Stakeholder Top value

Potential participant Life changes for the better.

Your organization’s leadership | Service, mission, reputation, cover costs

Your partners Service, mission, payment
OT, RN and housing repair Service excellence and satisfaction
specialist

Local senior service providers | Ability to refer their clients to a proven,
effective program

Private philanthropist or Community impact

foundation

Primary care providers Fewer patient falls/calls; better patient health
Hospital and ER Fewer hospital readmissions

Managed care organization Reduced hospital/ER costs and improved

member satisfaction

Federal Medicare program Reduced Medicare costs due to avoided
hospital/ER costs; better quality outcomes

State Medicaid program Reduced Medicaid costs due to avoiding
early admissions to a nursing home; better
quality outcomes

City/town services (EMT, fire) Reduced “pick up from floor” calls

Chart information provided by Deborah Paone, Paone & Associates LLC.

2. Determine the comfort level (high, medium, low) that you currently have with
each type of donor. For example, to contract with a managed care organization, you
might need to be certified in Medicare or Medicaid and set up billing and coding
systems, which may require a higher level of organizational capacity than you
currently have. However, it is useful to brainstorm and think about capacity
requirements in terms of long-term growth. The chart on the next page is an example
of how to analyze options and build your strategy.
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Determining Funding Strategy

What is your organization’s
comfort level with. ..

Type/Source of Funds ';Ligh/M°d 1. Consider funding sources & their
oW reliability, timing, organizational “lift”

Gov’t payment fee for service and expected size of payment
Gov’t grant program with % match

2. Build a budget and service forecast

Managed care organization or ACO > ;
- that matches capacity (min/mod/max)

claims based payment

Donations 3. Do scenario planning by funding

Philanthropic foundation grants source

Private pay (portion or full) from the
participant or LTC insurance 4. Anticipate funding cycles

Organizational reserves

©2015 Dr. Deborah Paone, Paone & Associates, LLC 11

Slide courtesy of Deborah Paone.

3. Determine the scope and scale of the program, based on the budget
projections and funding strategy. The following chart summarizes the type of
criteria that should be considered in planning for current and future program delivery
and the funding that will be needed.

[ CAPABLE  Set Scope and Scale that is attainable

Define These Example

Geographic area/region to cover Metro area - 5 zip codes

Inclusion and exclusion criteria (age, cognition, 62+; no or mild cognitive deficit; 1+ activities of daily living
functional limitations) challenges; 1+ chronic conditions; low-income

Current patient of X medical group, Y managed care plan or

Current or new clients/patients/members Z healthcare ACO, o State Medicaid

Access to systems to confirm eligibility and secure approval

Datasets needed for identifying qualified . o
@ " .. fying to start service — e.g., ACO, managed care organization,
candidates or confirming referral o
State Medicaid

Expected referral sources and referring; Selection criteria to ensure qualified candidates; lead
individual outreach organization confirms eligibility prior to start

_— Can handle up to 10 participants per month for maximum
t133it VISR G B RS of 120 participants; Minimum break even is 50 per year.

Slide courtesy of Deborah Paone. 17

JOHNS HOPKINS UNIVERSITY CAPABLE TEAM

Finally, contact the Johns Hopkins University CAPABLE team with ideas, questions and
practical experience as organizations build and sustain their programs. Under the
leadership of Sarah Szanton, co-founder of CAPABLE, the team is assisting organizations
in the pre-adoption, initial implementation, and sustainability stages (see
https://nursing.jhu.edu/faculty research/research/projects/capable/).
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Continuous improvement

With more than four years of experience under their belt, the Denver partnership between
Colorado Visiting Nurse Association and Habitat for Humanity of Metro Denver has
achieved many of the benchmarks that Deborah referenced in the previous section.

e A structured process around recruitment, referral and enroliment, with workflow
between organizations working smoothly in terms of intake, scheduling and
communications.

o Fidelity in program delivery.

o Data collection, both in terms of the individual goals and overall outcomes, with the
ability to aggregate results (by payer or by referrer).

e A feedback loop for continuous improvement among the professional team with
good management oversight of the whole process.

Benchmark 1: Structured process for recruitment and enrollment

From the beginning, the Colorado Visiting Nurse Association took the lead, using its
connections across the state and its long history of service to older adults. CVNA also
used its scheduling system for smoothly managing the intake of new clients, assignment
of occupational therapists and nurses, and scheduling of sessions. Through good cross-
communication with Habitat, Kiersten Kelley, the repair construction manager, was able to
schedule the modifications to align with the timing required to meet clients’ goals. Systems
were set up so that the recruitment and scheduling process remained the same no matter
which organization was responsible for the funding.

Benchmarks 2 and 3: Program delivered with fidelity;
data collection is tracked by payer

Over time, funding for the program has included several donors. The Colorado Health
Association funded the first two years, then Metro Denver Habitat received funding for two
more years through Habitat for Humanity International from the Harry and Jeanette Weinberg
Foundation. During that time, an additional grant was awarded to CVNA by the Denver AAA.
Both partners are very aware of the deliverables and budget requirements for each grant, but
the organization that secured the funding provides financial oversight while the other submits
invoices for services, according to a service contract (and vice versa). Data collection and
analysis has been continuous, using Johns Hopkins University criteria, but responsibilities for
reporting have switched back and forth, depending on the funding lead.

Benchmark 4: Feedback loop for continuous improvement

On a monthly basis, Amanda Goodenow, CVNA’s CAPABLE manager, and Kiersten
Kelley, Habitat’s construction repair manager, meet to discuss issues, review the clients,
identify roadblocks and find solutions. Some of the improvements seem small but make a
big difference in effectiveness and efficiency for delivering the program and serving
increasing numbers of clients as the funding has allowed the program to grow.

Communication and collaborative problem-solving are key. Part 2 of this guide will share
several best practices, efficiencies and practical tools that have emerged as Habitat and
CVNA have worked together, each bringing their particular expertise and perspective to
improving processes and procedures. In addition, the importance of having a person-
centered approach and shared understanding of the role of the occupational therapist and
the role of the handyperson will be explored.
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Part 1 conclusion

WHAT HAVE WE LEARNED?

Cross-sector collaboration is not easy. The information presented in this resource guide is
a basic compilation of expertise from professionals who have spent many years working
on these issues. There is much more to learn, and there are many constraints, including
legal and financial issues and the ability to deliver at scale.

What we know for sure is that one organization, one partnership, one conversation will not
solve the problem. The good news is that many of us will be building many bridges. We
are aligned in this common purpose: to enable older adults to age with dignity, to remain
independent for as long as possible, and to live a life of purpose.

WHAT ARE THE IMPLICATIONS?

The May 2016 Bipartisan Policy Center report Healthy Aging Begins at Home summarizes
the importance of bridging the gap and cross-sector collaboration: “One of the most
important public health findings over the last two decades has been that there are a
number of factors, beyond medical care, that influence health status and contribute to
premature mortality. Of these factors, social circumstances and the physical environment
(particularly the home, whether a single-family home or an apartment) impact an
individual’s health. Housing takes on an even greater importance for older Americans,
since they spend a significant portion of their days in this setting. The home is also
increasingly being seen as a potential site of care for seniors to receive health and
wellness services and as an essential tool in chronic care management.”

The report goes on to conclude that affordable housing is “the glue that holds everything
together; without access to such housing and the stability it provides, it becomes
increasingly difficult, if not impossible, to introduce a system of community-based services
that can enable successful aging.”

WHAT IS OUR CONCLUSION?

The Bridging the Gap Convening and this resource guide are not the solution; they are a
step along the way. We hope that this publication provides some helpful information and
resources for housing organizations and the Habitat network to continue and grow the
good work that has begun.
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Part 2:
Construction
Implementation

“We used to think in terms of the health of the structure
and the longevity of that structure. With a person-centered
approach, you're really re-centering on the occupant, the
person. Of course, they are related, but the health of that
person and what’s going to keep that person healthy in
their home is the priority. You are concerned with their
daily activities and how they live in the house. Instead of
how the building will age, you're thinking more about how
the occupant will age. It’s a definite shift in mindset and
focus. It will shift the priorities as well.”

— Emily Lucas,
construction manager,
Habitat for Humanity
Philadelphia
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Overview

This section will focus on the construction implementation of person-centered older adult
home modification programs. The home environment is an important health factor for all
older adults. The primary reason is the risk of tripping and falling due to unnoticed hazards
in the home. According to the U.S. Centers for Disease Control and Prevention, falls are a
leading cause of medical treatment for older adults. Every 11 seconds, an older adult is
treated in the emergency room for a fall; every 19 minutes, an older adult dies from a fall.
As individuals age, functional abilities change, and mobility becomes more difficult. Home
modifications and repairs may prevent 30% to 50% of home accidents and make it easier
to safely navigate and continue to perform activities that are important to well-being and
independence.!” There is a very real and obvious impetus for bridging the gap between
construction and health care in serving an ever-increasing older adult population.

Habitat for Humanity’s awareness of the need to work with the health care sector has
evolved over the past 10 years as local Habitat organizations began helping older
homeowners with critical home repairs. To increase knowledge of the field of aging, Habitat
sponsored a series of regional learning exchanges for the affiliate network in 2014 and 2015.
One of the sessions in Philadelphia, Pennsylvania, featured Dr. Sarah Szanton from Johns
Hopkins School of Nursing as the lead speaker. Her presentation on the evidence-based
program, Community Aging in Place Advancing Better Living for Elders, or CAPABLE,
inspired Habitat's leadership and transformed local aging in place efforts.

Among other important outcomes, the Johns Hopkins research confirmed the connection
between the independence and well-being of older adults and their lived environment.
According to a 2019 issue of JAMA, “simple home modifications, such as filling in holes in
floors, stabilizing shaky banisters, lowering microwaves to reachable heights, installing
tailored bathroom safety equipment, and raising toilet seats, improve older person’s daily
life by reducing the obstacles and physical demands of their environment.”'8 From a
construction standpoint, the additional insights of someone trained in the health and
mobility needs of older adults leverages the construction work so that even greater
outcomes are achieved for the people we are committed to serving.

Integrated Housing Plus strategy

With a network of more than 1,100 local organizations across the country, Habitat has an
opportunity to serve older adults living in both urban and rural areas, in locations where
Habitat has large organizations with many resources available and in volunteer-based
organizations in rural towns. These affiliates are adopting a wide range of integrated
service models connecting health service to repair work to enhance outcomes for older
adults and other vulnerable populations. These Housing Plus strategies at a minimum
incorporate the expertise of a health care professional in determining the scope of
construction work and include evidence-based best practice models such as CAPABLE.
Housing Plus provides an entry point for building capacity to partner with health care
providers who are looking for construction expertise in implementing CAPABLE.

The basic components of the Housing Plus strategy include:

e Partnership with a health care professional who may be an occupational
therapist, social worker or nurse. The health care partner assesses the functional
abilities of the older adult, supports the identification of safety issues, recommends
modifications, and refers the older adult to other community resources.

“The partnership with
health care is huge.
This is doing home
modifications that are
making significant
difference in the lives
of the older adults. We
have many that have
said they would not
have been able to stay
in their homes without
the changes. The
depth and breadth of
knowledge of the
providers working
together is more
impactful. People really
want to live in their
homes. They don'’t
want to move. We
have to set outside
thinking that we know
best. We need to be
able to listen and ask
the right questions.”

— Pam Johnson,
program manager,
Twin Cities Habitat

for Humanity
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Collaboration between construction and health professionals to assess the
home environment and how the older adult operates within the home in order
to prioritize modifications and home repairs for safety and mobility.

Interventions involving one or two visits by the health care professional. A
follow-up visit after modifications are completed is highly recommended.
Construction interventions that may include some critical home repairs in
addition to modifications for the overall safety of the home.

Regular and systematic qualitative and quantitative evaluations, which have
improved the program over the years.

In order to serve the many older adults who want to age safely in their homes and
communities, Habitat is committed to supporting Housing Plus integrated approaches with
an emphasis on building capacity to implement CAPABLE.

Key facts: CAPABLE

As a review, here are the basic components of the CAPABLE program from the
construction standpoint. For a complete description, please see Page 4 in the
Partnership section or the CAPABLE website.

CAPABLE is an evidence-based program offered through Johns Hopkins
University School of Nursing.

The team includes an occupational therapist, nurse and handyperson. The
occupational therapist, or OT, takes the lead in working with the older adult to set
goals. The nurse supports underlying issues such as pain or medication concerns.
The handyperson provides construction expertise, orders materials and advises if
there are structural constraints. CAPABLE training and certification are required for
the occupational therapist and nurse.

The program involves a total of 10 visits by the OT and nurse for assessment and
consultation; fidelity to this process is very important in order to achieve the
evidence-based health improvements. Construction modifications are usually
completed in one day.

After the modifications are completed, the OT and nurse continue to work with the older
adult to achieve goals set in consultation with the OT. By analyzing problems with
activities of daily living and brainstorming solutions, the older adult achieves not only
the established goals but also a level of independence in addressing future problems.
The construction intervention is focused exclusively on modifications and assistive
devices to support goals set by the older adult client.

As a best practice, the health care entity takes the lead in recruitment, referral,
enrollment, scheduling, data collection and evaluation. The construction expertise
in incorporated as detailed throughout this section of the resource guide.

Readiness checklist

Here is a checklist of what should be in place before this type of program is launched.
Most of these processes are discussed in the Partnership section of this guide:

O Prior experience in doing repairs and working with older adults.

O Repair policies that define mission, scope and program parameters with buy-in from
the board of directors. (See Appendix 3 for a checklist of policy considerations.)

O Finalized program design; completed logic model and evaluation process (see pages
16-18).

“We love being in on
the aging in place
work. We think it is so
important. To Habitat
staff who are used to
working in partnership
and have a person-
centered mentality, it's
an obvious fit. We
have a large aging
population here in
Philadelphia. There's a
lot of older housing
stock and need for this
work.”
— Emily Lucas,
program manager,
Philadelphia Habitat
for Humanity
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O Organizational structure in place, taking into account staffing needs, budget/true
costs, market analysis (see page 16).

O Identification of a health care partner and establishment of agreements/contracts (see
pages 25-28).

O Understanding of the expertise and role of the health care professionals (see page 44).

O Identification of funding and setting of agreements in place (see page 29).

O Understanding of the implications of HIPAA, if any (see page 10).

O Staff training to understand the role of the health care partner and a person-centered

approach.

For construction teams, a person-centered program model that includes health care
expertise requires a shift in thinking and a willingness to include a different perspective in
determining the project’s scope. This section will explore what that means and how it has
been achieved in various Habitat locations. As in the previous section, best practices and
practical recommendations will be shared from the CAPABLE implementation in Denver
and from other Habitat locations with experience in providing the construction expertise in
coordination with a health and human services provider. The tools and templates that

have been developed over the past five years will be helpful in implementing the
construction aspect of integrated health and housing program models.

TYPICAL HABITAT INTERVENTIONS

Habitat construction teams typically focus on these three types of interventions to improve durability, energy
efficiency, water intrusion issues and structural repair needs:

HOME PRESERVATION WEATHERIZATION ‘ CRITICAL HOME REPAIR
Home preservation: Exterior | Weatherization: Work done to Critical home repair: Extensive interior
work that includes painting, improve the energy efficiency and | or exterior work performed to address
patching, minor repair, indoor air quality of a structure. health and safety issues or code
landscaping and replacement | The scope of work of a violations. Critical home repairs include
of exterior building materials weatherization project is defined such activities as changing or repairing
for maintaining good or sound | by a comprehensive energy audit materials or components; reconfiguring a
condition. and on testing the home upon space; making a modification for
completion. It should include a accessibility; or installing or extending
homeowner education plumbing, mechanical or electrical
component. systems on an existing structure.
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How to use this guide

Part 2: Construction Implementation

Having navigated the process for identifying and developing a health care partnership, the next step is to
implement the program in collaboration with your partner. Part 2 of this resource guide provides practical
recommendations, templates and timelines for operationalizing a person-centered, integrated, holistic home
modification program. Many of the best practices, how-to guides and tools carry forward the case study from
Metro Denver Habitat for Humanity in their implementation of CAPABLE.

WORKING WITH HEALTH CARE

PROFESSIONALS

e Roles and responsibilities:
Explanation of the expertise
and consulting role of an
occupational therapist, or OT,
in helping the client set goals;
overview of the working
relationship between the OT
and the construction team.

e Decision-making: Description
of the parameters and process
for determining the scope of
work.

e Communication: Best
practices in clear
communication, including
record-keeping and
documentation, for efficient
problem-solving, scheduling
and teamwork.

e Scheduling: Overview of the
CAPABLE schedule and
timeline.

e Ongoing training: Best
practices in training new staff
members and volunteers.

WORKING IN THE HOME
OF AN OLDER ADULT

e Building trust: Best
practices in spending quality

time to listen, understand the
concerns of the client, and
maintain a person-centered
approach.

e Managing expectations:
Recommendations for being
clear with the homeowner
about the budget parameters
and decision-making for the
scope of work.

e Elder abuse and hoarding
disorder awareness:
Definitions and descriptions
for identifying these situations
in the home;
recommendations on how to
respond; screening tools for
hoarding disorder.

e Self-care: Recommendations
and resources for maintaining
health and managing stress.

CONSTRUCTION MANAGEMENT
BEST PRACTICES

e Program management: Best
practice recommendations for
program development for growth
and sustainability.

o Staff management: Best

practices in training and equipping

staff to work in homes of older
adults and with health care
professionals.

e Budget management: Best
practices in time management
and tracking total costs by project
for continuous improvement,
fundraising and financial
sustainability.

e Materials management:
Practical tips for developing
efficiency and standardization in
ordering and inventory of project
materials.

e Project timeline for CAPABLE:
Step-by-step project timeline used
by Habitat for Humanity of Metro
Denver for the implementation of
CAPABLE.
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Working with health care
professionals

Information in this section was supplied by Amanda Goodenow, the CAPABLE program
manager and an occupational therapist with the Colorado Visiting Nurse Association in
Denver, Colorado, and Kiersten Kelley, repair manager for Habitat for Humanity of Metro
Denver.

Why this is important

Effective teamwork is key to the success of an integrated health and housing program.
The professionals who are interacting with the client must demonstrate mutual respect,
understand their roles and establish efficient procedures in order to implement the
program seamlessly while communicating clear and consistent messages to the
homeowner, caregivers and family members.

Key facts: Best practices in working together

e Clearroles.

e Mutual respect and collaborative decision-making.

e Regular and consistent communication (monthly calls).

e Consistent messaging in communicating with the client and setting expectations.
o Efficient use of tools (the work order) to facilitate communication.

e Coordinated scheduling and timeline in supporting the client.

e Training as new staff members are brought into the program.

What is an occupational therapist?

Outside of the health care sector, many have never heard of an occupational therapist, or OT.
The role of an OT is important to a program like CAPABLE. The construction manager or
handyperson will most frequently interact with the OT, who assesses the functional abilities of
the older adult, helps articulate the goals and writes the construction work order.

In simplest terms, an occupational therapist helps people who are experiencing physical
or cognitive difficulties participate in the things they want and need to do. An OT may help
a child with disabilities participate fully in school or help an individual recovering from an
injury to regain skills and independence.®

In working with older adults, an OT most often supports activities of daily living, or ADLS,
which include dressing, bathing, eating and toileting, or with instrumental activities of daily
living, or IADLs, which include housekeeping, meal preparation, shopping, medication
management, and using the telephone or computer. These activities are the “occupations”
of daily living that contribute to the health and well-being of an individual. An OT has the
ability to observe and analyze movement and the physical stress or risks that may occur
as the individual interacts with their environment. In other words, an OT is assessing the
ability to perform tasks or activities within a particular environment. With this training, an
OT can assess the living environment, make suggestions to prevent falls, and recommend
assistive devices that will help in adapting and maintaining independence.

By its very nature, occupational therapy is person-centered. As explained in the American
Occupational Therapy Association website, “occupational therapy practitioners ask, ‘What
matters to you?’ not ‘What'’s the matter with you?"”2° An OT starts with the premise that the

“In OT school, you
analyze tons of
activities and write it
down on paper.
Literally it’s drilled into
your brain how to do
activity analysis
without even thinking
about it — the muscles
used in doing the
movements and the
planes being moved
through. It's amazing
how you almost forget
you’re doing it.”

— Amanda
Goodenow
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individual is an expert on himself or herself. The older adult knows which activities are the most
important to independence and well-being but might not be aware of how to make their living
situation safer and less stressful. That's where the expertise and coaching of an OT are helpful.

In a medical setting, the occupational therapist is providing what is considered “skilled”
care and is working under the order of a physician. In the CAPABLE program, the OT is
delivering non-skilled care and assumes the role of a consultant. Rather than “telling” the
patient what they should do, the OT uses motivational interviewing. By asking open-ended
guestions and listening carefully to the responses of the client, the OT establishes a
dialogue that leads to brainstorming and mutual problem-solving.

Roles and responsibilities

In a cross-sector program model, traditional roles shift for both the health care
professional and the construction expert. The OT is working in a consultative role rather
than providing skilled therapy with the oversight of a physician. Construction teams who
are accustomed to identifying and repairing structural problems in the home are focused
solely on home modifications, based on the goals of the client.

The OT consults with the client to brainstorm solutions and takes the lead in determining
the types of modifications that will address the client’s goals. With specialized knowledge,
the OT also takes the lead in explaining to the client how the home modifications will
support the functional goals and addresses any concerns.

The construction expert advises the OT on any structural limitations in the home and what
materials will work best and completes the modifications in a timely way so that the OT
can continue working with the client in the new environment. As a best practice in the
Denver program, the construction expert explains to the client and/or homeowner what the
construction work will entail before it begins, then asks the homeowner to sign off on the
scope of work. If concerns come up during that process, the OT is brought back into the
discussion to address any additional questions and approve any changes if necessary.

Decision-making

To a large extent, decisions on the scope of the project are determined not only by the
client’s needs and goals but also by the budget and donor requirements. Guidelines are
necessary to determine priorities and apply them fairly to each situation. In the Denver
CAPABLE program, construction decisions follow three guidelines:

o Effectively support the client’s goals.
e Focus on safety and fall reduction.
e Meet the construction budget for the project, which is set by the donor agreement.

Both the OT and the construction expert assess the fall or trip hazards in the home, each from
their own perspective. Since the client’s goals are the priority, the OT is the final decision-
maker and explains to the client how and why the modifications will support the goals.

In any integrated, person-centered housing and health program model, when weighing the cost
and benefits of how the budget dollars should be spent, two considerations are uppermost:

1. The priorities of the homeowner or older adult client. The greatest long-term
impact will be those modifications or repairs that are the highest priority to the older
adult and therefore the most important to their health, well-being and peace of mind.

2. The overall needs and relative benefit of each intervention. For example, if all of
the budget is spent on a ramp, then there won’t be funding for less expensive but

“We’re not treating the
diagnosis; we are
treating the person.
When I'm looking at
someone with a stroke,
we’re going to focus on
how that stroke has
affected them, and
we’re also going to
focus on how to
increase their
independence and be
safe with their daily
occupations of
dressing, bathing,
toileting and also their
leisure activities.”

— Amanda

Goodenow

“The older adult
doesn’t realize right
away that we are
letting them make the
decisions and partner
with problem-solving.
That happens down
the road. What they
realize at first is that
we let them talk and
we listen. We aren’t
talking over or around
them. We are talking to
them.”

— Amanda

Goodenow
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impactful modifications such as grab bars, railings or extra shelving for cabinets. Only
one area of need will have been addressed versus multiple areas.

Communication

Clear and consistent communication is essential, including communication within the
cross-sector team and with the client. Regular calls between the health care professional
and construction team are very important. In the Denver partnership, Amanda and
Kiersten have a set time every month to talk about the client list, discuss the status of the
modifications, talk through the pipeline, and check on the timeline required to meet the
expectations for each grant.

Managing expectations and keeping messaging with the client consistent are very
important and are the responsibility of both the OT and the construction expert. It is
important for everyone to communicate consistently. In the Denver program, the OT is the
primary point of contact in working with the client and discussing the recommended
modifications. The Denver team is always clear with the client that the construction
recommendations are subject to the review of the construction team. For example, the OT
and the client might want a grab bar in a particular location, but there may be many
reasons why a grab bar cannot be installed in that exact spot. Budget constraints also can
prevent modifications on the list from being done.

An important communication tool for the team is the work order or scope of work. A
sample work order can be found in Appendix 4. In Denver, the work order is filled out by
the OT after the goals have been set by the client and the necessary modifications have
been discussed. Along with the list of modifications and assistive devices, the Denver
team has made these additions to the work order:

e Adding client goals so that the construction expert knows the reasons for the
modifications or assistive devices being requested and understands why the
interventions should be completed on a timeline to support achievement of the goals.

e Providing a summary of the situation in the home so that the handyperson has a
better understanding of the family dynamics before entering the home.

¢ Including two signature lines where the client will sign the work order before the
construction starts and also after it is completed. This process helps clarify client
guestions about how the modification will help meet goals and how the
construction is prioritized. The handyperson goes through each line with the client
to confirm and clarify the work that will be done before starting so that any
questions are addressed before the work starts, making sure that the client is
comfortable and not overwhelmed by the changes.

e Conducting an evaluation of fall risk (low, medium or high) in order to prioritize
getting work done. The handyperson also may notice something that the OT
missed in the home assessment, since each member of the team is assessing
from their own perspective. Different eyes see different things.

Scheduling

Another shift for construction teams is scheduling to accommodate the consultation
process of the health care professionals. Successful outcomes often rely on a consistent
timeline that includes the client’s ability to adapt to the modifications as they are
completed. For example, in the CAPABLE program model, the timeline for the OT and
nurse visits is integrated with the construction intervention, as illustrated in the sample
process map from Denver on the next page.

“The client’s perspective
is always the top
consideration. The team
must stop thinking about
what they think is
important and start
thinking about what the
client thinks is
important. Itis difficult.
As professionals, each
member of the team
has their own idea of
what should be done to
increase health and
safety of the older adult,
but if the intervention is
not significant to the
client, then it's not going
to have the desired
impact.”

— Amanda

Goodenow
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Full CAPABLE process timeline
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Ongoing training

As a best practice, Metro Denver Habitat for Humanity provides ongoing training for new
construction staff and volunteers. One important part is a Q&A session with the OT to ensure
understanding of the OT’s role in working with the client. This gives the construction team a
better perspective when looking at the work orders and increases their ability to understand the
reasons for the modifications. Another best practice is “a ride-along” with the OT to walk
through critical steps and understand how priorities are identified from the OT perspective.

HOUSING PLUS STRATEGY

Roles: In broader Housing Plus strategies, the health care partner and construction expert meet with the homeowner or
older adult client to conduct a holistic survey that includes both an assessment of the functional abilities of the
homeowner and the structural needs of the home. Modifications needed for mobility and fall prevention are documented
by the health care professional, with an equal voice given to the structural issues identified by the construction expert.
Both professionals listen to the needs of the older adult and observe how the older adult functions within the home.
Decision-making: Decision-making is a collaborative process based on the assessments of the health
professional and the construction expert. Options are explored with the older adult to determine what will be most
impactful and helpful within the parameters of the budget.
Assessment tools in appendix:

e Home Assessment Guide, sample from Habitat for Humanity Philadelphia

e Home Assessment Condition Standards: minimum, elevated, preserving for years
¢ Home Assessment, minimum standards

Frequently used older adult assessments

e ADLs: Katz Index of Independence in Activities of Daily Living (alz.org)
e |ADLs: Lawton-Brody Instrumental Activities of Daily Living Scale (alz.org)
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Working in the home
of an older adult

Why this is important

Working in someone’s home means entering a very personal space. Home modifications
that improve safety and mobility are by definition in the areas of the home that are used

most by the client. These changes to the home environment are important and significant

— and they can be intimidating. It is important to invest time in building the relationship
with the client and establishing trust.

Itis also important to be aware of conditions within the home or with the older adult that will
require special attention and care. Included in this section is basic information about hoarding
disorder and elder abuse. Anyone who is working with older adults has an obligation to be
aware of these problems, to be familiar with the facts, and to know how to seek help.

Regardless of the situation, approach every client interaction with respect and understanding.

Key facts

For most projects, construction staff members will make two or possibly three visits to the
home. During those visits, the following important tasks need to be accomplished:

e Build trust with the older adult: Establish a respectful and personal connection with
the homeowner and residents so that they feel comfortable with your presence and
understand that they are in control of final decisions on any changes to the home.

e Perform the construction assessment: Walk through the home to take
measurements, assess structural issues and note any other needs that should be
addressed for the project (or in the future).

e Finalize the work order (or scope of work): Based on the madifications that
have been recommended, determine whether adjustments need to be made
(because of structural issues or budget constraints) and review construction plans
with the homeowner/client.

e Schedule the construction day and complete the project.

Building trust

When you enter the home, prioritize relationship-building with the client. Make time to
listen and empathize with the concerns of the client. Focus on interacting with the client
and direct all questions to the client. Even if a family member or caregiver is nearby and
answers the questions, involve the client in the conversation as much as possible. If
language translation is required, maintain eye contact with the client.

Based on their experience in working with older adults, Crystal Spears, community
outreach director for South Palm Beach Habitat for Humanity, has put together this list of
best practices for building trust with the older adult homeowner:

e Know the demographic and community you serve.

e Genuinely get to know the homeowner.

o Follow the homeowner's pace when entering the home.
e Listen with sympathy/empathy.

e Address any concerns openly.

¢ Communicate the timeline and changes as necessary.

“Spend time listening;
it’'s an investment, not a
waste. Even if the story
they're telling has
nothing to do with the
tub cut, it has everything
to do with who they are
and why you are there.
And for many
construction experts
partnering with
CAPABLE, this
interaction is the most
rewarding part of the
work. Enjoy it.”

— Kiersten Kelley
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Effective communication, transparency and managing expectations are the keys to
building trust and establishing confidence that the construction changes will help the older
adult resident maintain independence and safety.

The home visit

Ideally, two construction team members should visit the home together. Construction team
members should not enter the home alone, and more than two might overwhelm the client. It
is helpful to have one person take notes, measurements and photos while the other staff
person engages with the client. The second team member could be a volunteer or
AmeriCorps member who is interested in learning more about working with older adults.

e Review all work order (or scope of work) items. Walk around the home to look carefully
at each location and take measurements. Be sure to take detailed notes and photos, if
possible. Ask the older adultthomeowner for permission before taking photos.

o While in the home, assess any safety concerns or structural problems.

e Review the list of recommended modifications (or repairs) with the client. Ask the
client if they have any concerns.

e If appropriate, conduct any initial surveys that are being taken to capture
demographic information or other data that will be used to evaluate the program.

e Review the construction process with the client.

o Finalize the scope of work.

e Schedule the installation and any future visits with subcontractors (if necessary).

Managing expectations

Many older homes will have numerous maintenance and structural issues that are a
concern to the homeowner. For those who are trying to manage on a fixed income, the
opportunity to have a construction expert in their home may raise expectations that are out
of the scope of a home modification program. Managing those expectations from the start
is very important in order to maintain trust and avoid disappointment. Here are some best
practices from the Denver experience:

e Use clear, consistent language that aligns with explanations from the occupational
therapist on the factors that determine the scope of work and purpose of the
program, including:
= Modifications and assistive devices that support the client’s goals.
= The budget for the project, as determined by donor agreements.
= Safety and fall prevention.

o Explain the program’s budget limitations and that your work will focus on making
functional adjustments and home modifications.

e Consider using a title that will indicate your role in doing small adjustments rather
than a large construction project. For example, a handyperson or handy worker
may be a better descriptor than construction specialist, construction supervisor or
contractor, which implies a larger project.

e Share photos of common modifications to give the client an idea of what the
finished product will look like when completed. As a best practice, Kiersten has put
together a photo book of common modifications. Showing a photo of a tub cut, for
example, helps the older adult visualize the change and understand better how
their life will be improved.

e Tool in appendix: Photos of common home modifications from Habitat for
Humanity of Metro Denver

“It’s tough on a
construction team to
stick to the work order
when we so often want
to do more for our
clients. Make it clear to
clients early and
throughout scope
development that the
handyperson is there
to perform the work
order and that is all.”
— Kiersten Kelley
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INTEGRATING CRITICAL HOME REPAIRS

Depending on the part of the country and age of the housing stock, many homes of older adults

have serious repair needs, including roof repair, plumbing, HVAC system replacements and

more. In implementing CAPABLE, Habitat affiliates have piloted a variety of ways to integrate

critical home repairs. Depending on funding and the extent of repair needs, two approaches are

emerging as best practices:

1. Offering homeowners the opportunity to apply to the affiliate repair program once
CAPABLE implementation is complete.

2. Identifying and completing the critical home repair before the CAPABLE program starts.

Regardless of the approach, it is important to be clear about the parameters of CAPABLE
and/or the repair program and manage expectations. In addition, the timing of the critical home
repair should not interfere with the schedule of the occupational therapist and the nurse working
with the client and should accommodate the modifications that are supporting the client’s goals.

Elder abuse and hoarding disorder

Why this is important

According to the National Center for Elder Abuse, or NCEA, approximately 1 in 10 adults
over the age of 60 and living at home experience some sort of elder abuse.?* Hoarding
disorder occurs in approximately 3% to 6% of the population, impacting 1 out of 20 homes.?
Anyone who is working with older adults is obligated to be aware of both of these problems,
to be familiar with the facts, and to know how to seek external help, if necessary.

Elder abuse: Key facts

The NCEA says elder abuse includes physical, sexual, psychological and financial
exploitation; neglect; and abandonment. Victims of neglect are usually older women who
are cognitively impaired or socially isolated, and the most common form of elder abuse is
financial. Perpetrators represent a wide variety of individuals, but usually they are
spouses, adult children, other relatives or caregivers. Most cases go unreported.

Experts say elder abuse occurs in the absence of strong social supports. The following
factors create an environment where abuse can take root and flourish:

e Social isolation.
e Lack of access to support services and community resources.
e Physical, mental or emotional needs in carrying out daily activities.

Awareness of the problem, education and strengthening of community connections are
ways to prevent elder abuse and foster a strong society where all individuals, regardless
of age or ability, are valued and treated with respect.

What to look for

Identifying elder abuse can be challenging, since common age-related changes can mask
the abuse. For example, older adults bruise easily as their skin becomes thin and
capillaries are fragile. A loss of bone density can make older adults more prone to
fractures. Memory and reaction time are slower, and many older adults experience
sensory loss (e.g., hearing, seeing, ability to feel). It is possible, however, to learn signs of
elder abuse through tactful questioning, listening and observing.
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Potential markers include an unkempt appearance, poor hygiene, malnutrition and
dehydration. Types of injuries include bruises, pressure sores, fractures and burns, combined
with a delay in seeking care. Normal bruising will occur mostly on the extremities — the arms
and legs. If asked, most older adults will not remember how or when they got the bruise
because they might not have even noticed when it happened. Abusive bruises are larger and
in multiple areas, including around the face and neck. If the older adult offers an explanation
about how they got a large bruise on the face or neck area, that is a red flag.

Emotional behavior signs include increased fear or anxiety, isolation from friends and
family, withdrawal from normal activities, unusual behavior or changes in sleep patterns,
and a tense or fearful relationship with a family member or caregiver. Signs of financial
abuse include unpaid bills and sudden changes in spending patterns.

What to do if you suspect elder abuse

Creating a set of policies and procedures that can be followed if abuse or neglect is
suspected helps to provide a framework for responses. Here are some action items,
based on recommendations from the Nutrition and Aging Resource Center:

e Speak with your immediate supervisor about the situation to determine if additional
actions or advice from an expert is needed.

e In appropriate circumstances, engage the older adult in a private conversation about
how things are going and whether they would like any help to improve the situation.

e Review rules about what kinds of cases Adult Protective Services, or APS,
investigates in your state. You may need to contact local APS if your state law
requires mandatory reporting for your organization. In many states, health care
providers and social workers are mandated by law to report instances of elder
abuse. Referral to APS, especially without the consent of the older adult, should be
considered a last resort.

o Facilitate a meeting with a specialist in elder abuse and neglect to assess concerns
and create a plan of action.?

One potential source of expertise is your local Area Agency on Aging, or AAA. Most AAAs
have elder abuse on their radar and have experience in working with authorities.

The Eldercare Locator website is also an excellent way to locate and connect with
resources in your community. The Eldercare Locator is open Monday through Friday, 9
a.m. to 8 p.m. Eastern Time. If an older adult is in immediate danger, call 911.

Adult protective services

The Adult Protective Services mandate is to ensure the safety and well-being of elders
and adults with disabilities. The agency offers the following services:

e Receiving reports of adult abuse, exploitation or neglect.
¢ Investigating these reports, case planning, monitoring, and evaluation.
e Assistance arranging for supportive services.

If Adult Protective Services decides the situation may violate state elder abuse laws, it
assigns a caseworker to investigate, usually within 24 hours if it is an emergency. If crisis
intervention is needed, they will direct the case to the appropriate services and enforcement.
If elder abuse is not substantiated, most agencies will work with other community social and
health services to ensure that the older adult receives the care that is needed.?
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Hoarding disorder: Key facts

Hoarding disorder is a mental health diagnosis that frequently occurs concurrently with
other mental health conditions, including depression, anxiety, attention deficit hyperactivity
disorder, or obsessive-compulsive disorder. In other words, the hoarding behavior may be
indicative of other conditions that make it difficult for the individual to focus, make
decisions or categorize information.

It is important to distinguish hoarding disorder from an inability to organize and the
accumulation of clutter. Hoarding is a mental health issue in that the individual becomes
distressed and emotionally unable to cope with the thought or process of discarding items.
The accumulation of possessions and clutter is so extreme that the home becomes
unlivable and unsafe.

Some older adults will have a collection of items that have taken over a living space, but it
will not create the same level of emotional stress as someone with a hoarding disorder.
Individuals with a hoarding disorder require the expertise of a mental health professional
who can address the underlying issues and support behavior change.

What to do

e Take photos only with permission from the homeowner/older adult.

e Speak with your immediate supervisor about the situation to determine if additional
actions or advice from an expert is needed. The Screening tools on the next page
can help you determine next steps.

o Seek information from local sources. Check the Eldercare Locator if you aren’t sure
where to start. Many states have websites with helpful resources, and most realize
that while hoarding is a public health and safety issue, the solution to a hoarding
disorder will need to be multidisciplinary and will take time.

o Facilitate a meeting with a specialist or social worker who can provide support,
create a plan for action and contact other agencies, if needed.

Creating a set of policies and procedures can be helpful in providing a consistent response.

COMMUNICATION DOS AND DON’TS

DON'T DO

e Don’t use judgmental language, e Do be respectful of the older adult and listen
intonation or facial expressions that carefully to match the person’s language. For
express disapproval, dismay or example, if the older adult refers to “my
discomfort. Don’t refer to the items as things” or “my collections” then refer to the
“stuff,” “trash” or “garbage.” possessions as “your things” or “your

¢ Don’t touch anything without explicit collections.”
permission. Don’t make suggestions e Do use encouraging language and
about discarding items or argue with the acknowledge any positive aspects that may
person. This approach will result in be contributing to safety and mobility. Focus
defensiveness and withdrawal of trust. on safety.
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Screening tools

These screening tools can be used as an initial assessment to gauge the seriousness of
the issue. To diagnose a hoarding disorder, it is important to have the input of a
professional who is trained on these screening tools.

CLUTTER IMAGE RATING

This scale, published by Oxford University Press, can be used to assess the degree of
severity that exists in the home. Photographs that progressively increase in severity provide
a way to compare and determine if the older adult is a “collector” or has a mental health
problem that will need professional intervention. Boston University has created a free phone
app for the Clutter Image Rating: Clutter Image Rating on the App Store (apple.com).

HOMES MULTIDISCIPLINARY HOARDING RISK ASSESSMENT

Developed with the Massachusetts Statewide Steering Committee on Hoarding, this
assessment provides an initial measure of level of risk through a visual scan of the home
environment combined with a conversation with the older adult or homeowner. Categories
of assessment include heath, obstacles, mental health, endangerment and structure.

UNIFORM INSPECTION CHECKLIST

Developed by the Center for Hoarding and Cluttering, this assessment, also known as
UIC, takes a harm reduction approach by applying minimum safety and sanitation
standards to the living environment. The checklist is very concrete and specific so that the
homeowner understands the basic criteria for health and safety in the home. This link
explains the UIC and the approach of harm reduction, including a helpful video: Uniform
Inspection Checklist — Center for Hoarding and Cluttering.

Self-care

Key facts

Managing difficult situations can be stressful. In addition to situations like elder abuse or
hoarding, COVID-19 has increased anxiety and social isolation for the older adult. Family
situations may be strained or in transition. Depending on the program model, the
construction team may be in the home to manage very specific modifications without the
resources to address all of the potential repair needs.

It is important to be intentional about taking care of staff well-being. Here are some well-
worn and proven tips for self-care:

o Talk to someone. If you have had a stressful or confusing interaction with an older
adult homeowner, family member or caregiver, talk to your supervisor or a trusted
colleague and seek a solution that is in the best interest of everyone.

o Exercise. The World Health Organization recommends 150-300 minutes of
moderate-intensity aerobic physical activity a week for all adults. Physical activity
improves overall well-being; reduces symptoms of depression and anxiety; and
enhances thinking, learning and judgment skills.?

e Eat a healthy diet. Enjoy green, leafy vegetables; fruits; nuts; and legumes. Avoid
trans-unsaturated fatty acids found in processed foods; also avoid sugar and foods
with a high salt content.
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e Sleep seven to eight hours every night. Exposure to sunlight during the day,
following regular sleep routines, and sleeping in a darkened room will support
healthy sleep patterns.

e Intentionally seek healthy ways to relax and spend quality time with family
and friends.

Our health care partners have more experience, more training, and intentionally integrated
support systems for this aspect of the work. Nurses and occupational therapists are
exposed to these issues more frequently and have access to support resources. Reach
out to your health care partners about their best practices for emotional support and self-
care. Reach out to your human resources team and your insurance provider to see what
resources are available. Mental health is often dismissed and stigmatized in the
workplace, and this may be especially true in the construction industry. Recognize these
issues and be proactive in using available resources.

Finally, find time to be grateful for the large and small blessings in your life. For more
explanation, spend 12 minutes listening to this TED Talk: Shawn Achor: The Happy
Secret to Better Work.

RESOURCES

e National Center of Elder Abuse: Funded under the Administration for Community Living, the
NCEA works to increase awareness, provide resources and improve the ability of individuals in
the aging network to identify elder abuse and take action. A wide variety of resources are
available, including fact sheets, training materials and research on elder abuse.

e Clearinghouse on Abuse and Neglect of the Elderly: Located at the University of
Delaware and a partner of NCEA, this is the largest digital library of published research,
training resources and government documents on elder abuse.

e Pass It On: A fraud education campaign hosted by the Federal Trade Commission to
prevent scams, including identity theft, health care scams and home repair scams.

e National Center on Law and Elder Rights: Funded under the Administration for
Community Living, NCLER works to increase awareness, provide resources and assist with
information for attorneys and professionals working with older adults.

e Eldercare Locator: Locates resources in your community. The Eldercare Locator is open
Monday through Friday, 9 a.m. to 8 p.m. Eastern Time. If an older adult is in immediate
danger, call 911.

e International OCD Foundation: Includes basic information on obsessive compulsive
disorder and similarities and differences with hoarding disorder.

e Center for Hoarding and Cluttering: Provides training with certification for professionals in
diagnosing and treating hoarding disorder, works to dispel stereotypes, and provides other
tools and resources.

e American Bar Association’s Commission on Law and Aging: Works to strengthen and
secure the legal rights of older adults through research, policy development, advocacy,
education, and consultation with lawyers and professionals working with older adults.
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Construction management
best practices

Why this is important

Effectively developing and scaling a new program is challenging even as it opens up
opportunities to serve a target group in a new and important way. This section outlines critical
systems and tools that will need to be in place in order to effectively manage the construction
projects that are such an important part of programs like CAPABLE and other cross-sector
programs that require careful attention to donor requirements, reporting and budgeting.

Key facts

In the start-up of any new program, keep the future in mind as you build processes and
practices that will be scalable for potential future growth. A new program is often relegated
to one person who will likely set up systems and processes that work perfectly for that one
person. If and when the program grows, it can be difficult to transition those specialized,
personal systems into a program management system ready to efficiently include other
staff members and volunteers. Each of the program management topics below includes
best practices for establishing the initial program and preparing for its potential growth.

PROGRAM MANAGEMENT

e Incorporate systems already in place from your repair program.

o Plan for future growth as you think through systems and processes.

e Work with partners to align systems and ensure necessary information is captured
from the beginning, like demographics and other data for evaluations.

o Document everything, especially costs and staff time.

STAFF MANAGEMENT
e Consider rotating staff members from other construction programs, if possible.
e Prepare the team with an orientation program and clear instruction guides.
e Equip your team with the right tools — not only construction tools, but also policies,
standard procedures and emergency protocols.

BUDGET MANAGEMENT

e For small projects, like modifications, budget management is especially crucial,
particularly in terms of tracking the time that the staff is spending on each project.

MATERIALS MANAGEMENT

e The key is simplicity and consistency. Have a standard, default product type and
source for all the common modifications.

e Start with product recommendations from your health care partner.

o Document what you've learned as you produce your own standardized product list.

e If possible, buy the standard products in bulk.
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Program management

Each project is limited by its budget. The efficiency of the program management is an
important factor in the number of modifications that can be completed for each client
within the budget. Developing systems that will grow with the program is the key to
efficiency and sustainability. Here are some best practices and tips to get started.

1.

Don’t start from scratch; adapt the systems you already have. Successful program
development relies on efficiency and consistency. If you have an owner-occupied
repair program, use the systems within that program as a starting point. As the
program grows, future support staff and volunteers will already be familiar with tools,
spreadsheets and billing processes. If you don’t yet have a repair program, match
some of the systems in your existing construction program.

Develop with your partners. The sustainability of an integrated program model that
serves low-income older adults depends on continuing partnership and complex
funding sources. Consider the needs of your partner and donors as you develop
systems that will be both flexible and efficient. Include input from key stakeholders
right from the beginning. For example, if your funding source has specific
requirements for collecting client demographics or the number of people in the
household, who will be responsible for collecting that information, the construction
team or the health care partner? If that’s your team’s responsibility, how should the
information be collected, and when? Will you need a separate survey, or can it be
built into your scoping process? When the funding source changes or new ones are
added, how will you identify new requirements for tracking client demographics, and
how will you incorporate them into existing documents and processes?

Set the expectation that program evaluation will be an important part of continuous
improvement and that it will be collaborative. After an initial pilot period, get the team
back together to review the pilot, identify the greatest successes and any areas for
improvement, and make those improvements as a team. Whenever new funding
sources are added or new partners join the process, gather the stakeholders for
another collaborative evaluation and improvement session.

As you develop your new program, document everything you do, everything you
learn, and everything you change and improve. The more you document, the more
opportunities you have to learn and make gradual improvements. Document each
task, who does it, and how each task is done. This process also helps with future
growth and turnover. When new staff members join the program, you have efficient,
effective training resources ready to use.

Pay special attention to recording all project-related costs. The true cost of the program
should guide your decisions in effectively scaling the program and bringing in new
donors. Begin recording all material costs and staff time spent on each project, right
from your first project. Which specific products are you using, and from which suppliers?
Can you get a better product for the same price? Can you get the same product at a
better price from a different supplier? If you're consistently using the same products,
can you get a better per-unit price if you buy in bulk? Does one version of a product
require twice as much staff time to install? Does one version require two visits instead of
one because the preparatory step requires drying time? The products and processes
you use should evolve and improve as you build and grow the program. The decisions
should be based on data, and data depends on documentation.

PRO TIP:
USE PROCORE.

Through the Donated
Product partnership,
affiliates can obtain
free access to the
ProCORE project
management platform.
One affiliate uses this
platform specifically for
the collection,
organization, sharing
and archiving of
project-related photos.
The platform is highly
mobile and
customizable, and
dedicated support is
available to help
affiliates set it up and
use it effectively.
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Staff management

1. Develop your team through staff rotations. Establishing a process to rotate staff members
and volunteers through the new program from other roles, like new construction or
traditional repairs, provides a new experience for staff members and helps in identifying
individuals whose skills and interests match the program’s needs. Some individuals may
be good at efficiently implementing modifications, which is critical for maximizing impact
within a limited budget. Others may be naturally empathetic, with interpersonal skills that
are a good fit for the person-centered approach. Rotation also offers professional
development through expanded skills and a more diverse understanding of all
construction programs and their impact. Career paths like occupational therapy wouldn’t
normally have clear overlap with construction experience, but cross-sector programs like
CAPABLE offer great opportunity for future professionals to gain field experience.

2. Prepare your team. Orientation programs with clear instructions and guidelines are critical
starting points for preparing new program team members. These documents will be easier
to develop if you have been proactive about documentation in the program start-up. As
your program grows, shadowing can also be a very effective approach to training staff
members and volunteers for the home visits and modification aspects of the program. If
you send handy people in pairs for both types of visits, you can easily pair more
experienced team members with newer program support. This on-the-job training, both in
terms of practical construction skills and the interpersonal customer interaction, is critical.
New team members can start by being the “extra set of hands” on projects, then progress
to performing modifications under supervision and transition into assisting on budgets and
work orders. Eventually, these individuals will be ready to take on leadership of projects
and train the next incoming team members. Modeling behavior is especially important not
only for learning how to do the modifications, but also for seeing good examples of client
engagement, understanding the client-centered approach, and solving problems.

3. Equip your team with the right tools — not just tape measures and extra grinding
wheels, but also documents, standard operating procedures, emergency action plans
and other program resources. The tools that support effective project and program
management include standard operating procedures for document collection and
management and instructions built into each spreadsheet or template.

A list of documents and tools recommended by Habitat of Metro Denver is in Appendix 7.

Budget management

Because of the smaller scale of most construction budgets for modifications, careful
management is particularly important for sustainability and impact. A project coming in
$100 over budget can be a problem, especially if such overruns become common.

Budget management is directly tied to time management. For smaller modification projects,
time management is much more detailed compared with other types of construction projects. In
new construction we count time in weeks. For repairs we count days, but for modifications, we
are counting each hour spent on a project. Successful time management relies on two things:
accurately counting the time spent and accurately assigning cost values to that time.

Before you begin, develop an accurate and consistent way to quantify your labor costs,
including administrative time to support the program, general overhead, staff salaries and
benefits. The staff and overhead costs are important for accurate construction cost
analysis across all programs, but it's especially important for this type of program because
of the prevalence of fee-for-service models within funding sources and the need to include
program costs in grant applications.
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For these reasons, it’s critical to accurately document the actual time spent by all team

members supporting the program implementation. You can’t accurately forecast program costs
for the next grant application if you don’t count the time you're currently spending. The majority

of grants and other funding sources expect to fund your staff time, as long as you can
accurately predict and track it. Some donors require detailed documentation of staff time for
each project. If the organization is working under a service contract with a fee-for-service
model, this type of tracking will be required. The best practice is to begin counting and
documenting all time spent right from the first project in order to prepare for all of these needs.

Materials management

The key to successful materials management, especially in terms of supporting accurate

budgets and maximized impact, is simplicity and consistency. Have a standard, default product

type and source for all common maodifications. It takes time to test products and determine
which are best for your clients, but the goal as you develop the early program is to establish
this list of standardized products. Start with any product recommendations from your health
care partners; their experience with specialized products like toilet risers is invaluable. Learn
from others implementing similar programs and consider their preferred products based on
ease of installation, average installation time and any warranty callbacks. Document what you
have learned as you produce your standardized product list.

If you have the capacity to purchase these standard products in bulk, the overall
construction schedule is significantly expedited since you don’t have to factor delivery
times into standard product installations. Bulk purchasing may also create cost savings,
depending on your supplier. This practice is best implemented as part of your program
growth strategy, after you've tested and vetted your standard product list.

Site safety

Performing construction activities within a person’s home while they are living in it
presents different challenges to construction safety. Construction tasks have to be
adapted to protect residents’ health, safety and comfort. Residents and their homes can
also present health and safety concerns for affiliate staff members and volunteers. The
requirements for safe working conditions need to be established and clearly communicated
to the homeowner, older adult client and other family members and residents.

Below are considerations for developing safety guidelines for working in the home:

e Are any hazardous materials present, such as lead, ashestos or mold? How are
you evaluating home sites for their presence, and what are your mitigation
strategies, especially if permanent mitigation is out of scope for the program?

e Are any health concerns present, such as insects, rodents or other pests?

o Are there any pets on the site that could pose a threat to construction staff
members or volunteers? What are your expectations for residents’ removing such
pets from potential contact with staff members/volunteers, and how will you
communicate those expectations to residents and enforce their implementation?

e What policies surround conditions in the home that would create an unacceptable
or inappropriate work situation, including if a member of the household exhibits
threatening behavior, verbal abuse or indecency? Also consider the presence of
guns/weapons or any illicit substances.

e Is smoking allowed?

o What is the emergency action plan for construction staff members and volunteers
in the event of various plausible emergency situations?

DO WE WARRANTY
THIS WORK?

The affiliate best
practice is to provide
some kind of warranty
on modifications.
These clients are our
partners, just like our
repair and new
construction families.
Habitat for Humanity of
Metro Denver provides
a one-year warranty
on CAPABLE
modifications, just like
for repair projects. The
OT is aware of the
policy, and the client
knows to reach out to
the OT if there is a
problem with one of
the modifications.
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Construction implementation of CAPABLE

This tool provides a detailed outline of the basic process and best practices developed by Habitat for Humanity of
Metro Denver for managing a CAPABLE construction project. It provides a sense of the workflow and management
process for integrated programs providing modifications as a core component of the work, like CAPABLE.

Full CAPABLE process timeline
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Preliminary steps:

O

O
O
O

Pre-assessment survey: Conducted by someone not involved with the program implementation (i.e., not the
OT, nurse or construction partner). A survey at the end of the project evaluates outcomes of the program.

OT visit 1 (evaluation of client activities of daily living and instrumental activities of daily living).
OT visit 2 (brainstorming with client to establish goals).

OT creates a work order based on client goals, in order of priority, and sends it to the construction partner.

Begin construction partner involvement:

O

Receive the work order from the OT.

e Construction partner inputs information into existing client management, budgeting and scheduling systems.
e Review the work order.

Best practice: Reach out to the OT if any items on the work order are not immediately obvious to

prevent multiple trips to the client’'s home for the assessment.

e Construction team schedules the home assessment.

O Perform the home assessment.

e Approximate time: 1-2 hours.
e Meet the client and discuss the purpose of the visit and the overall process for modifications.

Best practice: Perform home assessments in pairs, such as a construction staff person and a
construction volunteer. This allows pairing of complementary skills for better customer service. The
individual with stronger construction skills can perform the technical assessment and the individual with
stronger interpersonal skills can engage the homeowner in meaningful, trust-building conversation.

e Tool in appendix: Guidelines for working in the home.

¢ Review all items on the work order and gather all information from the home that will be necessary for
the home modification.

Best practice: Be thorough. It takes less time to gather every measurement that could possibly
impact the installation than it does to reschedule a second assessment. Take pictures for future
reference, with permission from the older adult client and/or homeowner.

¢ Identify any high-priority modifications that should be recommended for the work order. This home
assessment is an opportunity for the client to identify and/or request additional items for the work order. It is
also an opportunity to conduct a high-level health and safety assessment and make your own
recommendations. All of these recommendations go back to the OT to review and approve before
assurances are made to the client that these other modifications will be included. All recommended changes
are weighed against the client’s previously identified goals as the highest priority within the available budget.

Examples:
e High-priority health and safety concerns (which are likely to fit within the CAPABLE budget)

could include missing smoke and carbon monoxide alarms or open holes in floors.
» Additional client priorities that may come up outside of their identified goals (which are likely to fit
within the CAPABLE budget), e.g., additional handrails, lighting or grab bars.
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o Discuss the individual items on the work order, manage expectations, and provide information on the
practical application and final appearance of all modifications.

Examples:
e What does “tub cut” mean? How is it installed? Can the client select where it goes? What will it

look like when complete?

What kind of shelves will be installed? Can the client select the height or material? How much
finish work will be completed, and what will it look like when completed?

What is a toilet riser? What are the different options, and can the client select among them?
What do the finished products look like? Can the client remove it if they don't like it?

How much time is the modification expected to take? Will it take two visits? Will it be loud or
dusty, require subcontractors, or prevent family members from using any parts of the home
during installation?

Best practice: Have photos available from previous projects to show clients examples of how their
modification is likely to look.
e Tool in appendix: Photos of common CAPABLE modifications.

e Optional: Evaluate whether the client may be eligible for additional programs within your housing
organization, e.g., critical home repair or services provided by community partners, such as energy retrofits.

Best practice: Have an organization-approved list of related programs and services available to share
with the client. Use organization-approved language to manage expectations about eligibility and their
responsibility to apply, and make no assurances about the likelihood of eligibility or selection.

O Finalize the work order.
¢ Incorporate all notes from the home assessment into the work order to share with the OT, scheduler
and construction team.
o Develop the materials list with the estimated cost of each product and create the budget for the project. If the
full work order is projected to go over the budget set by the CAPABLE program, identify which items can fit
within the budget (based on the priorities established by the client's goals) and which items will not.

Best practice: Include the full materials list, including any specialty products, in order to increase

budget accuracy, provide more accurate expectations to the client, and expedite product ordering
in the next step.
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Confirm these priorities and final scope with the OT and get approval.

Make any necessary changes to the scope of work and send the final work order with a list of
modifications to the OT.
Prepare the work order for internal teams.

Best practices:

e Save the final, approved copy from the OT for reference. Save a new copy that is for your
construction team and include all comments and details from the home assessment. Depending
on your team’s size, capacity, and skills, these should be prepared so that any team member
can perform the work, even if they didn’t perform the assessment. This flexibility supports the

ability to complete modifications within the schedule for best client outcomes.

Use descriptive language that is accessible to people not involved in construction. If your team
uses terms that are different from those the OT uses, include both. If you have another staff
member or a volunteer who is scheduling the work with the client, use descriptive language so
that the scheduler can explain it to the client.

O Order materials.
O Schedule the work with the client.

Timing: The work needs to occur on schedule. For CAPABLE implementation at Denver, construction
is generally completed between three to six weeks of the overall schedule, depending on the approval
process and material availability. Remember that if the modifications don’t occur until later in the
process, the client won’t have as much time to work with the nurse and OT to practice safely using the
modification to reach their goals.

Best practices:
e When scheduling, remind the client of any construction activity expectations.
= Examples: Will it be loud? Will it be dusty? Will there be other subcontractors? Will any
material deliveries arrive at the client’'s home?
o Also remind the client of any standard or specific expectations about the home and/or behaviors.
= Examples: Will the dog need to be locked up? Will the driveway need to be clear? Will
the bathroom need to be cleaned?

O Begin the construction work.

Timing: Construction activities often take between one-half to one full day. If the construction work
takes longer than two days, the modification may go over budget because of labor costs. Be careful
when estimating the time that construction will take so that it is factored into the budget when the
scope of work is decided.

The most common projects that require multiday visits are exterior projects that include pouring
cement for new concrete, such as post holes for exterior handrails or piers for platform stairs. The
concrete needs time to cure before the rest of the project can be completed.

Before beginning work, discuss the full work order again with the client to be sure they understand the
work about to be done and still agree with it.

Best practice: Have the client sign the work order before starting work to confirm agreement.
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e What happens if they don’t agree? Occasionally a client will change their mind on an item on the work order.
The client or homeowner is the ultimate approver; if they don’t want the work done, we don’t do the work.

Best practices:
o Without pressuring the client, clearly communicate that there will not be another opportunity for
installation through this program. A return visit will likely make the project over budget.

o If the item is already ordered, consider leaving it with the client so that other arrangements can
be made for installation if the client changes their mind.
= Example: Grab bars and toilet risers are not complicated installations, often include
helpful instructions, and can be left with a client for optional future installation.

O Conclude the construction work.

o Verify that all items on the work order are complete.

e |If any items on the work order have not been completed, or any issues have emerged as part of the
installation, note this on the work order and communicate these updates to the OT for future discussion
and resolution with the client during upcoming home visits.

¢ If any of the modifications include practical changes but don’t necessarily include the aesthetic
finishes, be sure to discuss this with the client.

Example: Shelves might be installed but not painted.

Best practice: Refer back to the details of the work order and any samples that were shown
earlier in the work order development (such as previous projects in the picture book). Reiterate
that the affordability of this program depends on minimizing noncritical labor (like painting) in order
to prioritize more technical labor (like tub cuts).

¢ Have the client sign the work order to confirm that the work is complete.
O Bill for the work, as appropriate.

¢ Invoicing processes may differ depending on the service agreement or which partner is the owner of
the grant or donor funding.

Best practices:

¢ Invoice documentation should include a scanned, signed copy of the final work order.
o Document and use standard operating procedures for the invoicing process.

After the construction activity is complete:

O The OT and nurse continue to meet with the client, in alternating visits, to support the client in
adapting to the modifications.

O The post-assessment is conducted.

O The CAPABLE project is complete.
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Part 2 conclusion

To summarize, there are compelling reasons why bridging the health and housing gap is important for nonprofits that
are focused on supporting older adults who want to age in place. These reasons include:

The increase in longevity and the number of older adult homeowners who want to remain in their homes and
communities as they age.

The number of older homes that not only do not have basic accessibility features but also have many hazards
that contribute to risk of falling.

The fact that as people age the incidence of disability increases. Simple modifications can make a big
difference in safety and maintaining independence.

The most effective response will require a coordinated approach and expertise from both health care and housing
professionals. To present the construction perspective, this resource guide has focused on key lessons and best
practices from Metro Denver Habitat for Humanity and other Habitat locations around the country that have been
implementing CAPABLE or similar programs.

In brief, here is what we have learned:

First, communication skills are as important as construction skills. Regular and clear communication, listening,
mutual respect, building trust with the client, managing expectations, and solving problems collaboratively are
at the heart of effective implementation of an integrated, holistic program model like CAPABLE.

Second, effective and efficient systems are important for sustainability and growth of the program, continued
support from donors, the ability to determine the return on investment, and evaluating short- and long-term
impact. Time needs to be invested in setting up effective systems and processes for staff training, time
management, budgeting, purchasing of materials, communication, scheduling and data collection. A final word
of advice from Kiersten Kelley, construction manager for CAPABLE at Metro Denver Habitat for Humanity:
“Everything takes longer than you think it will, including conversations with clients, the clients’ decision-making
process, back-and-forth communication with OTs, playing phone tag with clients, and the work itself. The
same task on a new home will inevitably take longer on an older, owner-occupied home.”

And last but certainly not least, a person-centered approach is required. This approach is a shift for most
construction experts, who are trained at identifying and correcting the health and safety risks created by the
structure of the house. Working with an OT has opened the door to understanding the person-centered
perspective.

Habitat construction teams implementing CAPABLE and other locations with integrated programs agree that the
person-centered approach has transformed their work. It has helped them partner better with the people and
communities they serve. Cross-sector work can be a challenge, but bridging the gap leads to more robust, holistic
solutions that strengthen our collective work.
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Glossary

Accountable care organization (ACO): A fairly recent legal arrangement that allows doctors, hospitals and other
health care providers to give coordinated care at a set rate per contracted member, whether through a Medicare plan
or with an employer. The goal is to avoid duplication of services and save money. If it is successful in spending health
care dollars more wisely, the ACO will benefit from the savings.

Activities of daily living (ADL): The basic self-care tasks an individual does on a day-to-day basis, including
washing, dressing, eating and toileting.

Acute care: A pattern of health care treatment for a medical condition or iliness that is of a relatively short duration,
usually 30 days or less.

Affordable Care Act (ACA): Also known as the Patient Protection and Affordable Care Act, the ACAis a
comprehensive health care reform law enacted in March 2010 with three major goals: to make affordable health
insurance available to more people, to expand Medicaid, and to support innovative medical care delivery methods in
order to lower costs.

Ambulatory care: Health services delivered on an outpatient basis to a doctor’s office or surgical center without an
overnight stay.

Business associate agreement (BAA): Under the HIPAA privacy rule, when health care providers and health plans
share information across entities, each party enters into a business associate agreement that ensures both parties will
maintain and adhere to the privacy rules. (See HIPAA.)

Capitation: A payment model for health care services in which a set amount is paid for each enrolled person, per
period of time, based on the average expected health care use of the patient group and regardless of whether each
member of the group accesses the services.

Centers for Medicare & Medicaid Services (CMS): The federal agency that administers Medicare and Medicaid
programs and provides regulatory oversight. CMS defers to each state regarding how their Medicaid programs are
structured and managed.

Chronic care: Long-term care of individuals with persistent diseases or conditions that are not curable, including
measures to address the specific health problem and to encourage self-care, promote health and prevent loss of
function.

Clinically integrated network (CIN): A legal entity whereby physicians and hospitals work together across regions,
systems and practices to care for patients in the accountable care organization model. A CIN can enter into an
insurance contractual arrangement on behalf of its members.

Comprehensive Primary Care Initiative (CPCi): Federal- and State-funded pilot programs for new models of
primary care. These models are expected to create and use care teams to manage patients through the care
continuum in order to reduce their use of health care services and thus reduce overall cost of care.

Current Procedural Terminology (CPT): A numerical system to support billing for services that is used to describe
each billable procedure or service provided in a physician’s practice.

Diagnostic-related group (DRG): A system for grouping similar diagnoses that will require similar hospital resources
and an expected length of stay, used in standardizing billing for insurance or Medicare. If the patient’s length of stay
is reduced, then the overall cost of care is also reduced, and the hospital saves money.

Discharge planning: This procedure, required by Medicare for all hospital patients, determines aftercare services
prior to discharge. Discharge planning is usually begun upon admission to the facility.

Health Insurance Portability and Accountability Act (HIPAA): Enacted in 1996, HIPAA'’s original intent was to
allow people to keep their health coverage through life changes, but the privacy rule is now more of a focus. The
privacy rule creates widespread protection of private health information, or PHI. Health providers must follow specific
rules regarding how to use and share PHI.
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Health maintenance organization (HMO): A medical insurance group that provides health services for a fixed
annual fee. An HMO provides or arranges managed care for health insurance, self-funded health care benefit plans,
individuals, and other entities, acting as a liaison with health care providers on a prepaid basis.

Hierarchal Coding Classification (HCC): A newer way to identify higher-risk populations. It is expected that HCCs
will soon become a method for setting payment rates to providers who are taking care of sicker patients with more
intense needs and resource usage. In traditional payment models, the sickness level is not considered, regardless of
the intensity of services needed.

Home- and community-based services (HCBS): Person-centered care delivered in the home to older adults who
need assistance with activities of daily living, also known as ADL. These services are especially important for older
adults living alone or without a family caregiver.

Institutional review board (IRB): Under federal regulations, an IRB is a group that has been formally designated to
review and monitor any research involving human subjects. An IRB has the authority to approve, require
modifications, or disapprove a research project in order to protect the rights and welfare of the individuals who are
subjects of the research.

Instrumental activities of daily living (IADL): Activities related to independent living, including shopping, cooking,
managing medications, managing finances, cleaning and household chores.

Managed care organization (MCO): An organization that delivers health care through a system that enhances
efficiency and reduces costs by combining the functions of health insurance, delivery of care and administration.
Examples of managed care organizations include traditional health maintenance organizations, or HMOs, and
preferred provider organizations, or PPOs.

Management services organization (MSO): Entities that physicians can join to be part of a larger collaborative
when negotiating pricing, insurance contracts, malpractice insurance and other services.

Medicare: The federal health insurance program for individuals who are 65 and older. There are two ways that older
adults receive coverage: original (fee-for-service) Medicare and Medicare Advantage.

Medicaid: A health coverage program designed for low-income individuals, including children, pregnant women,
older adults and people with disabilities. Although broad guidelines are set by the federal government, each state has
the authority to design and administer the program.

Medicaid waiver program: A program that enables states to apply for a waiver that will shift long-term care
expenses for low-income older adults from institutionalization to home- and community-based services, or HCBS.
The HCBS waivers enable older adults to remain in their homes, if they choose, while reducing the costs of long-term
care.

Patient-centered medical home (PCMH): A model of care credentialed by the National Center for Quality
Assurance to improve health outcomes and reduce costs. In some cases, insurers pay a higher rate of
reimbursement for care provided in a patient-centered medical home accredited practice.

Pay for performance (P4P): A contractual agreement between providers and insurers, based on the health
outcomes of the insured members. If the provider is able to meet expected health outcomes, they receive additional
funding from the insurer for the cost savings.

Per member per month (PMPM): Also referred to as capitation. An entity (e.g., a physician group, ACO accountable
care organization or health system) is paid a set amount monthly for each member of the insurance health plan. This
payment is expected to cover all the costs for all the care each member will need, allowing the insurer to have set
costs.

Preferred provider organization (PPO): A network of preferred providers and hospitals that have a contracted rate
for services with the insurer for their members that is below the full fee charged to other patients.

Program of All-Inclusive Care for the Elderly (PACE): A Medicare and Medicaid program that provides
coordinated care in the home. A t