CASE STUDY

Baystate Health

Outside-in and Inside-up Workforce Strategies

Key Strategies

Outside-in

e Partner with other local employers, community- based
organizations, and educational partners to support an
effective workforce ecosystem.

e Connect unsuccessful applicants with career
development opportunities.

e Collaborate with community-based organizations and
other community partners on initiatives such as cohort
training programs.

e Holistically assess candidates and provide training
opportunities and other support for those lacking formal
work experience or technical skills.

e Hold focus groups with entry-level employees to better
understand their perceptions of the organization.

Inside-up

e |ncrease retention rates with an inside-up workforce
strategy that includes apprenticeships, internships,
earn-and-learns, and “pay to train” models.

e Develop a strategy to help employees overcome
financial instability.

e Enlist workforce planners to build programming to
support incumbent employees’ career advancement.

Overview and Background

Baystate Health is a nonprofit, integrated health system serving over 800,000 people across western New
England. Based in Springfield, Massachusetts, it is the largest healthcare organization in western
Massachusetts, with a workforce of over 13,000 employees across its four hospitals. It is also an integrated
academic health system, serving as the regional campus of the University of Massachusetts Medical
School. As one of the largest employers in the region, Baystate Health plays a pivotal role in the economic
and social well-being of the communities it serves.

Baystate Health launched its anchor mission strategy in 2016, with inclusive, local hiring as one of the core
pillars of this strategy. Census data showed that a number of zip codes and census tracts in the Springfield
area were some of the poorest in the country and the concentration of employees who made the lowest
wages lived closest to the medical center. Baystate Health sought to incorporate new, intentional, “outside-
in" pathways focused on hiring residents of these geographic areas with existing "inside- up workforce



development initiatives” to create a formalized inclusive, local hiring strategy. Combined, these outside-in
and inside-up strategies could address the needs of the local community and advance the health system's
community health goals and its overall mission “to improve the health of the people in our communities
every day, with quality and compassion.”

It would also provide a robust workforce pipeline that could fill high-demand jobs. As Patricia Samra, vice
president of human resources, operations and total rewards at Baystate Health, put it, “this is the key to
survival: having a healthy, sustainable pipeline of workers.” Samra also added, “At the end of the day, the
mission of our business is to be accountable to the health and wellness of our community, and more than
60% of that [is influenced by] the social determinants . . . we were unlikely to realize our full impact [on the]
community if we didn't start doing things that address social determinants along with offering quality
healthcare services.”

Program Design

Samra and Jason Pacheco, director of workforce planning, led the effort to build out the inclusive, local
hiring strategy. To help build buy-in with internal stakeholders, Samra and Pacheco leveraged existing case
studies from the Healthcare Anchor Network that highlighted how leading healthcare institutions across the
country were working to address zip code-based disparities in life expectancy and health outcomes in their
local communities,1 and socialized the idea of “growing their own" talent by advancing employees from
entry-level positions to fill high-need positions.

In 2020, Baystate Health established goals to increase local hiring between five to ten percent annually.
Samra and Pacheco collaborated with Dr. Frank Robinson, vice president of public health and community
relations at Baystate Health, to identify specific census codes to focus on (rather than zip codes, which
they found to be too nebulous). “We had been struggling the most with identifying the underesourced
neighborhoods that we want to be targeting,” Samra admitted. “That's helping us really stay fact- based
around what's happening in our organization,” highlighted Samra. These local hiring goals were set at the
executive level and linked with a leadership bonus incentive program. “There's some skin in the game in
terms of achievement,” stated Samra.

Rather than starting new initiatives, Samra and Pacheco initially focused on leveraging work already being
done so that it was more aligned with Baystate Health's new emphasis on hiring from the local community.
“It's not necessarily all about new investments. It's really about looking at the things you're already doing
today, and [thinking about] how you can do them differently [so that] they really impact those social
determinants [of health] for the people in your community,” Samra pointed out.

Samra and Pacheco took steps to align the local workforce
development ecosystem, including residents from the local
community, community-based organizations (CBOs) and
educational partners, and other employers in the Springfield
area. "We have all the puzzle pieces here,” Samra reflected.
“We have people who want to work, we have training
partners that have empty seats in their programs, and we

have jobs that we can't get people in. So how do we change
the flow of that experience for candidates?”

Baystate Health's president and CEO, Dr. Mark Keroack, played a pivotal role in socializing the health
system's inclusive, local hiring strategy internally as well as highlighting new initiatives to the local press to
build external awareness and internal support. “He's led by example, and | think that has trickled down,"
stated Pacheco.



Key Strategies

Outside-In

o Partner with other local employers, CBOs, and educational partners to
- support an effective workforce ecosystem.

Baystate Health partners with numerous other local employers, CBOs, funders, and educational partners
through Springfield WORKS, an initiative with the Western Mass Economic Development Council. The
vision of Springfield WORKS is “to have thriving communities where economic opportunity, growth, and
resilience are available for all,” in which any resident who wants a job can find and succeed in one, and any
employer can hire and retain qualified employees who meet their needs. This cross-sector partnership
aims to achieve this vision through “ongoing, collaborative work to remove systemic and racial barriers and
create pathways to economic opportunity and well-being.”

Other partners involved in the collaboration include large
employers like MGM Springfield (a local casino) and Big Y (a
local supermarket chain); CBOs like Dress for Success of
Western Massachusetts and Way Finders; and education
providers including Holyoke Community College and
Springfield Technical Community College.

One of Springfield WORKS' major initiatives is an online

workforce hub called SkillSmart Seeker, which individuals can use to navigate the local job market. For
candidates with limited formal job experience, the website helps them to articulate and emphasize their
skills and abilities gained from life experiences. The website also provides candidates with assessments on
how well they match with particular jobs and guidance on how to apply for positions.

Connect unsuccessful applicants with career development opportunities.

Samra described how Baystate Health had struggled to connect unsuccessful candidates to professional
development opportunities because their recruiting staff did not have the capacity to provide this support,
given that their focus was on hiring qualified candidates as quickly as possible. She recognized the need
for a long-range approach with additional resources to complement the short-term focus of their recruiting
efforts in order to build a sustainable talent pipeline. "What we're trying to do is to get [unsuccessful
candidates] out of the recruitment stream and into a development stream, because they just get gobbled up
with the 40,000 applications we get a year . . . Our recruiters have to be built for speed . . . We have to then
dedicate other people who have more time to [provide that support],” said Samra.

In partnership with Springfield WORKS, Baystate Health launched an initiative which enabled it to refer
unsuccessful candidates to Springfield WORKS through an email account affiliated with the health system.
Utilizing a Baystate Health email creates a "warm bridge" connection to Springfield WORKS, which then
leads to more individuals following up with the organization. Once connected, Springfield WORKS then
provides the job seeker with a deeper assessment of their professional development needs and connects
them with training opportunities. In addition to supporting these candidates’ career development, the
initiative has helped to improve the community's perception of Baystate Health by signaling the health
system's interest in these candidates and commitment to supporting their growth.

0 Collaborate with CBOs and other community partners on initiatives such
- as cohort training programs.




Baystate Health has expanded its partnerships with CBOs and developed cohort hiring initiatives to reach
its local hiring goals. Baystate Health communicates to CBOs about the critical roles it needs to fill, for
which there are many opportunities and not enough applicants from the local community. The CBO
partners then work to develop the local workforce to meet the health system’s critical hiring needs.

For instance, Baystate Health partnered with Dress for Success of Western Massachusetts (DFSWM)—a
local nonprofit organization that provides women with professional support and development tools to
achieve economic independence—to support the Foot in the Door program. The nine-week workforce
readiness training program, offered at Springfield Technical Community College, supports unemployed and
underemployed women to develop skills that will increase their professional development. Upon
completion, participants receive a training certificate from Training & Workforce Options, a collaboration
between Springfield Technical Community College and Holyoke Community College, as well as a National
Career Readiness Certificate. Graduates of the program are guaranteed an interview with one of DFSWM's
employer partners, including Baystate Health.

Holistically assess candidates and provide training opportunities and
other support for those lacking formal work experience or technical
skills.

One challenge for Baystate Health has been recruiting for positions that require a certain amount of work
experience, which limits the number of candidates who are eligible. Baystate Health began reviewing job
descriptions to identify unnecessary education and experience qualifications and making improvements to
focus more on candidates’ skills and abilities, and has worked to provide training opportunities and other
support for individuals to gain formal work experience and develop technical skills. “[It's about] how you
look at candidates, not only the credentials they bring, but what capabilities they bring to the job . . . [lt's
about] taking that leap of faith on someone who's eager to learn and advance and giving them a chance in
your organization,” reflected Samra.
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“We have all the puzzle pieces here,” Samra reflected. "We have people who

want to work, we have training partners that have empty seats in their programs,
and we have jobs that we can't get people in. So how do we change the flow of
that experience for candidates?”

— Patricia Samra, vice president of human resources
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In implementing these changes, Samra highlighted the
importance of senior level buy-in as well as robust support
infrastructure to enable employees to be successful. "It starts
at the top and [letting that] trickle down as part of your
cultural transformation . . . [and then] building infrastructure
down at the management level,” added Pacheco.

During the COVID-19 pandemic, Baystate Health struggled to
hire enough phlebotomists, who were required to have a
training certificate and a year of experience, performing a high number of blood draws in order to be
considered as a candidate. Talent acquisition shifted to focus more on skills applicable to the position and
qualities like customer service and empathy, and provided on-site training for those who lacked job
experience and technical sKkills.




Hold focus groups with entry-level employees to better understand their
- perceptions of the organization.

To increase retention rates and improve outreach strategies to applicants, Pacheco held focus groups with
entry-level employees, specifically environmental and food service employees. Pacheco solicited
employees’ feedback on what they valued about working at Baystate Health and their perception of

the health system. “We really [got] to understand them [more deeply] in terms of how it's more than just a
job [for them], how connected they were to [Baystate's] mission, [and] how proud they were of serving
their communities through the hospital setting. That was a pivotal change in terms of how we sell ourselves
as an employer to our local community,” stated Samra.

Inside-Up
Increase retention rates with an inside-up workforce strategy that

0 includes apprenticeships, internships, earn-and-learns, and “pay to train”
y dels
mo .

When developing its strategic workforce plan, Baystate Health employed the healthcare consulting firm,
The Exeter Group, to assess to what extent Baystate Health's policies, practices, and procedures contribute
to structural barriers to advancement and retention, including for entry-level employees.

The assessment helped lead Baystate to focus on connecting entry- level employees to pathways for
career advancement. The health system has developed and scaled apprenticeships, internships, earn-and-
learn trainings, and other workforce development programs. These programs provide work-based and
contextual-based learning opportunities, typically for direct care or allied healthcare positions.

This allows Baystate Health to hire for more advanced positions both internally (incumbent employees in
entry-level positions) and externally (individuals from the local community seeking to begin careers in the
healthcare sector). “Structured inside-up pathways can be very effective” for increasing retention rates,
shared Pacheco.

For example, Baystate Health was struggling to recruit pharmacy technicians during the pandemic. In
response, they designed and implemented a pharmacy technician registered apprenticeship program, with
an initial plan to recruit pharmacy technicians from retail stores and teach them the advanced
competencies needed for the role. While people did join and complete the program, the health system
found that the retention rate of program participants was not averaging the rates they had hoped to see.

In response, Baystate Health leveraged grant funding from the Commonwealth Corporation, a quasi
publicly funded agency that disburses workforce development funding in Massachusetts, to develop a
specialized pharmacy technician training curriculum for incumbent employees in partnership with a local
community college. This included coursework on sterile compounding and hazardous substances, which
enabled participants to earn basic certifications as well as advanced competencies. The program was
delivered in a hybrid fashion, half online and asynchronous on participants’ own time, and then half in the
lab at the community college.
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making dedicated investments [in them] that not only help them better
themselves and their careers, but [also] help the institution get people into jobs
that we are so desperate [to fill.]"

— Patricia Samra, vice president of human resources
b))



Critically, Baystate Health guaranteed trainees a job as a pharmacy technician upon completing the
program, with wage gains built in for those who moved up the career ladder. The health system also
worked with the operations unit to hire the entire cohort. This resulted in a significantly reduced turnover
rate within the pharmacy department and about a 90% retention rate. Since the pandemic, Baystate Health
has successfully graduated three cohorts of pharmacy technicians, and secured additional funding to
continue the program.

A second example is recruiting medical assistants. Like many health systems, Baystate Health struggled to
retain medical assistants during the pandemic. In response, Baystate Health worked with its community
college partner to develop a custom 20-week medical assistant training program, which condensed the
year-long coursework typically required for the role. This program utilized a “pay to train” model, where
individuals are hired from the very beginning, either as external hires from the local community or as
internal employees. Baystate Health braided funding sources to cover the costs of the program, with a mix
of foundation funds and registered apprenticeship funding from the Massachusetts Department of Labor
covering instruction costs, and vacancy dollars from the operations unit paying for the employees’ time.
This model yielded a 75% retention for medical assistants.

Baystate Health continues to expand its pay to train programming. Zachary Makol, a graduate of an
apprenticeship program for operations associates/cardiac monitor technicians, reflected on the experience
in 2023: "This apprenticeship has opened more doors for me than | could have ever imagined.” Makol had
completed 150 hours of educational instruction and 2,000 hours of paid, on-the- job training. "It has been
empowering and life-changing for me, and | want to make sure others have the same opportunity.”

Develop a strategy to help employees overcome financial instability.

In 2020, Baystate Health received $125,000 in grant funding from the Ascend at the Aspen Institute “Family
Prosperity Innovation Community” to advance the growth and development of low-wage entry-level
employees, and to increase employment opportunities for residents from surrounding neighborhoods with
limited opportunities. The health system is partnering with Springfield Economic Development Center,
Springfield WORKS, and the CBO Parent Villages to establish a network of organizations that advance
children and their families toward educational achievement and economic security. Dr. Robinson described
this initiative as “a strategic investment that promotes economic dignity for low- and moderate-income
employees and equitably strengthens their families. Simply put, economic dignity means changing how we
support employees to have a financially stable family life that brings with it fair access to opportunities and
makes it easy for their children to live healthy lives.”

Samra underlined, “It's a tough thing to look at your own employee base and think that you could have
[some] of them not making a family-sustaining wage . . . [We're] putting the spotlight on that segment of
[our] employee population and making dedicated investments [in them] that not only help them better
themselves and their careers, but [also] help the institution get people into jobs that we are so desperate [to
fill.]"

Enlist workforce planners to build programming to support incumbent
- employees’ career advancement.

In 2018, Baystate Health launched an incumbent employee training program linked with its strategic
workforce plan and focused on high- demand jobs in direct care, to increase the number of these positions
filled by internal employees and reduce the health system'’s reliance on external recruitment efforts. “We
want to track internal employees' [movement] into these occupations and really help them succeed, and at
the same time, help them meet some of those wage gains and sustainability [goals],” said Pacheco.



They started by adding two full-time career mobility coaches to support employees in entry-level jobs and
provide them with guidance and connect them with training opportunities to progress into clinical positions.
This pilot fell short of expectations, so Baystate Health transitioned the two coaches to become workforce
planners. In this capacity, they work more on the programming and planning for incumbent training as well
as conduct intentional recruitment into those programs. The team was later expanded to four full-time
workforce planners in 2023.

Program Impact

Pacheco shared, “At the entry-level, we're doing pretty well [relative] to particular benchmarks, from an
EEO-14 and diversity and underrepresented in medicine standpoint.” In addition, with the various
internships, apprenticeships, and cohort training programs, Baystate has demonstrated positive outcomes
for graduating participants and filling critical job roles.

Robust Staffing & Resources

Pacheco and Samra spearhead Baystate Health's inclusive, local hiring strategy, with three groups within
the Human Resources Department providing support: (1) the recruitment team, led by the senior director of
talent acquisition and physician and advanced practice providers recruitment, which is focused on external
hiring efforts and reports to Samra; (2) two workforce planning consultants on Pacheco's staff, who work
on programming and recruitment for the incumbent employee training programs; and (3) a career advisor
within Talent Management.

In addition, the inclusive, local hiring strategy is embedded in other departments throughout the
organization. Dr. Keroack, the CEO, has championed the strategy internally and externally. Dr. Robinson has
helped align the inclusive, local hiring strategy with the organization’s community health initiatives. Support
from staff in community relations, community benefit, and a high school-to-career pathway program, has
also been key. "We have identified some of our operational leaders who are of the same mindset, who
appreciate taking on new people, and recognize that they need to restructure their operations,” stated
Samra.

Baystate Health has leveraged various resources and funding streams to support their inclusive, local hiring
strategy. "Pathway funding is often available from multiple sources and requires combination with other
funding sources,” said Pacheco. The health system has leveraged grant support from the Massachusetts
Department of Labor for their apprenticeship programs, and partnered with several institutions to secure
grants through Commonwealth Corporation, workforce training funds, and other funding available at the
state level. MassHire Springfield Career Center, the county's workforce development board, has served as
a valuable partner, helping Baystate to leverage public and private funds and acting as a convener for
regionally-based workforce development approaches.

Lessons Learned & Key Takeaways

Start small and build out the work over time.

Pacheco shared how Baystate Health started small by borrowing two FTEs from recruitment to develop an
internal recruitment strategy. “The idea was that [the FTEs] were going to focus on internal recruitment so
they would own the requisition from soup to nuts.” Later, as programs demonstrated impact, additional staff
were added, including four additional FTEs in 2022.



o Obtain support from senior leadership and across the organization to
- embed outside-in and inside-up strategies into everyday operations.

Buy-in from leadership and across the entire organization has been pivotal in advancing the organization's
inclusive, local hiring strategy. Samra highlighted, “That's how things start to happen. When you have your
entire leadership team and organization connected, you start examining [your] own barriers that are
preventing [the organization] from being successful. You get this tremendous collective effort around how
to change the organization, how to remove those unintentional barriers, and how to make these pathways
of outside-in and inside-up a reality for the workforce.”

Given that strategies are embedded in numerous departments across the organization, Pacheco explained
that there is often overlap between different initiatives, which can create confusion. “There is a need for us
to streamline and really clarify [who's leading],” stated Pacheco. Samra added, “Things are starting to come
into alignment and formulate a more comprehensive strategy that we believe we'll be able to sustain
because we've done some of that foundational work, right down to our organizational cultural pillars about
lifting up our employees . .. So how do we live these pillars everyday in our operations?”

o Strengthen relationships with community partners to help build
- sustainable talent pipelines.

Through its inclusive, local hiring strategy, Baystate Health sought to strengthen relationships with
community partners and improve the perception of the organization. “We need to do a lot of foundational
work in terms of [improving] our community’s perception of us as an employer,” said Samra. Baystate
Health has addressed this through initiatives such as referring unsuccessful candidates to Springfield
WORKS for professional development, implementing cohort hiring programs in partnership with CBOs,
supporting programs like Foot in the Door, assessing candidates more holistically, and providing candidates
who lack formal work experience with on-the-job training and support. In addition, conducting focus
groups with entry level employees helped to identify barriers and ideas for improving how the health
system markets open roles.

@ Leverage learning from initiatives to build a sustainable and cohesive
- strategy.

Samra emphasized the need to sustainably integrate initiatives into their operations so that they are not just
one-time pilot programs, but rather part of a long-term, cohesive strategy. “We are trying to bring different
initiatives together and leverage learning from them,” said Samra. In addition, she added, “highlighting
success stories and trying to replicate them, [and spreading] that approach to other departments, will be
critical.”

“Fail quickly and move on,"” advised Pacheco. “Don't be afraid to change the model mid-way through and
do something different. You may like the results.”

o Amplify impact through place-based collaboratives and leadership
- commitments.

To demonstrate its commitment to economic opportunity for all, Baystate Health signed an Impact
Workforce Commitment (IWC) in 2022. The commitment, designed in partnership with a leadership group
of Healthcare Anchor Network (HAN) member health systems and the National Fund for Workforce
Solutions, includes goals related to aligning hiring and workforce power with clinical and community efforts
to provide opportunities for individuals who may have faced barriers to employment due to low income,



lack of access to education and training, or other socioeconomic challenges.

“We have learned about the importance of the Social Determinants of Health through our work with the
Medicaid ACO," Baystate Health President & CEO Mark Keroack, MD, said. "Addressing issues of housing
insecurity, food insecurity, behavioral health support, legal services, and overall economic opportunity are
critical to the success of our efforts to improve health in our community.”

These institutional efforts are complemented by the work of a regional anchor collaborative, the Western
Massachusetts Anchor Collaborative (WMAC), which Baystate Health launched in 2022 in partnership with
the Economic Development Council and several large local employers. "Each of us has pledged to
advancing social justice and economic opportunity in our community through local diverse hiring and
advancement,” Keroack stated.

In 2023, MassHire Hampden County Workforce Board, with support from Baystate Health and the anchor
collaborative, applied for and was selected as a 2023 U.S. Economic Development Administration (EDA)
Recompete Finalist and Strategy Development Grant Recipient. The project would support the anchor
collaborative to tackle structural barriers to employment, develop additional outside-in pathways, and
create a shared services hub in historically underrepresented communities.5

Table 1. Workforce Programming, 2022

Apprenticeships Programs Non-Apprenticeship

Certificate

Certified Pharmacy Technician Behavioral Resource Technician  Medical Assistants

Polysomnography Tech Patient Care Technicians Pharmacy Technicians
(Certified Nurse Aid)

Certified Medical Interpreter Digital In Life-Long Learning Patient Care Technicians (New)
(Pharmacy Technician)

Medical Assistants

Multi-Skilled Imaging Technician
(CT)
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