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EXECUTIVE SUMMARY 

History of the Evaluation 

In the spring of 2018, Civic Works, on behalf of the leadership team contracted with IMPAQ 

International LLC (IMPAQ) to evaluate the Housing Upgrades to Benefit Seniors (HUBS) 

program. Specifically, Civic Works sought to understand the programôs efficiency, effectiveness, 

and the potential impact it was making on clientsô lives and the broader community of Baltimore 

City. Civic Works also requested an analysis of what programmatic components would be 

necessary to replicate the program successfully in locations beyond Baltimore. 

Report Structure 

The HUBS program is fundamentally a network of organizations with a shared mission of 

helping older adult homeowners1 in Baltimore age in place, built on a foundation of existing 

relationships. This report begins by outlining the creation of the HUBS program from those 

relationships and diagrams the specific inputs, activities, outputs, and outcomes of the program 

in a Logic Model.  

The HUBS programôs outcomes are evaluated in three ways:  

1. Demonstrating the magnitude of the need for HUBS services;  

2. Estimating the savings of every dollar invested in HUBS; and  

3. Estimating the impact of HUBS on the health and well-being of clients. 

 

The evaluation includes sections on an Efficiency Study, an Impact Study, and 

Recommendations for Replication. 

Findings 

The Efficiency Study found that the HUBS program has been very successful at coordinating 

and completing home repairs for older adults, as well as linking clients to social support services 

to further assist them in maintaining their safety as they age in place. In a three-year grant 

period, HUBS served 1,128 households, helping these older adult homeowners to live at home 

safely and with a better quality of life. 

HUBS partners could increase efficiency and effectiveness by identifying opportunities for 

providing ongoing support to clients, expanding HUBS outreach by strategically using social 

networks, and building sustainability through new partnerships that can help to close gaps in the 

 
1 HUBS also serves some renters if they meet eligibility criteria.  
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current system. Opportunities exist to improve the programôs efficiency and effectiveness by 

creating centralized data and resource libraries to reduce staff burden in serving clients and by 

expanding partnerships to close gaps and connect to additional resource streams.  

The Impact Study sought to quantify the need for HUBS services and the homeowners who 

would benefit from low- or no-cost home repairs. Findings indicate that there are currently 

20,486 low-income older adult homeowners in Baltimore City who may benefit from HUBS 

services. Of these, 10,414 older adults face explicit housing-cost burdens, and between 3,559 

and 4,256 of older adult homeowners face difficult loan-ineligibility constraints because of 

having had a reverse mortgage in the past or a tax-lien sale on their property. 

A cost-benefit analysis simulation was conducted in order to estimate the potential economic 

benefit or dollar savings generated by the HUBS program. The analysis found that for every 

dollar invested in HUBS, $1.80 in benefits are realized.  This means that for each year the 

program is implemented at a cost of $1,678,998.67, HUBS has the potential to produce net 

savings of $3,022,369 over the next 10 years.2 These benefits will primarily accrue to 

Medicaid/Medicare (on account of avoided healthcare costs) and to federal, state, and 

city governments (on account of avoided rental assistance costs). 

In order to estimate the impact of HUBS has on the client, the community members, and local 

communitiesô health and well-being outcomes, we used a combination of pre-post regressions 

and outcome-data tabulations using a dataset from the Cities for All Ages data (a program that 

provides home modifications and occupational therapy services to HUBS clients). The most 

significant impact of the HUBS program is in the reduction of fall risk:  

ǒ Falls inefficacy is lower by about 32.63 percent among older adults after being in the 

program.  

 

Green & Healthy Homes Initiative data show that the program had the greatest impact on 

mobility:  

ǒ 67 percent of clients reporting an improved ability to move around their homes safely. 

ǒ 62 percent of clients reporting improved mobility while entering or exiting their homes.  

 

Other areas of substantial improvement for the client include:  

ǒ Ability to perform Activities of Daily Living (59 percent report improvement)  

ǒ Physical endurance and strength (54 percent report improvement).  

 
2 Cost savings or ñprofitsò are realized over a 10 year period and are calculated in present-value terms for one year of 

investment in the program where 375 clients are served. 
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ǒ Improvements in the temperature of their homes. 

ǒ Socialization  

ǒ Reduction in clientôs anxiety regarding home maintenance, overall health, and their utility 

bills. 

 

Impact on the local community and community members:  

ǒ Neighborhood stability  

ǒ Generational wealth transfer 

ǒ Increase home value 

ǒ Benefit to person, house, neighborhood and family 

ǒ Increases health and wellness of multiple generations 

 

Finally, based on the findings from the Efficiency and Impact studies and discussions during a 

Replication Forum held with key HUBS stakeholders in Baltimore City, we identified several key 

steps and factors that should be considered when building a replication of the HUBS program in 

a location other than Baltimore City.  

1. Identify official Program Owners and designate an Administrator.  

2. Conduct a needs assessment and resource analysis to ensure that adequate need 

exists and that funding and partners are available to the program.  

3. Create a strategic planning process, to include: 

¶ Building the HUBS network,  

¶ Assembling the HUBS Operating Team,  

¶ Building a universal database, and  

¶ Planning for program evaluation and sustainability.  
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1. INTRODUCTION 

In May 2018, Civic Works contracted with IMPAQ International LLC (IMPAQ) to conduct an 

evaluation of the Housing Upgrades to Benefit Seniors (HUBS) program. Specifically, the 

Leadership Team, wanted to understand the efficiency and impact of HUBS, as well as the 

programmatic components necessary to replicate the program successfully in locations beyond 

Baltimore. 

This report begins by setting the context for the evaluation with: (1) a brief history of the HUBS 

program and (2) a detailed logic model depicting the specific inputs, activities, outputs, and 

outcomes of the HUBS program and the goals, processes, and partners involved. 

Following this, the Efficiency Study describes how well the HUBS program is operating and 

whether it is achieving its intended goals of helping older adult homeowners in Baltimore 

successfully age in place by answering six questions.  

1. Is the HUBS Leadership Teamôs role efficient and effective?  

2. How efficient and effective are partnerships between HUBS sites, the HUBS 

program, and key stakeholders?  

3. What are the best practices of the four operating sites in recruiting and serving 

clients? 

4. How is the HUBS program successfully keeping vital community stakeholders in 

the community?  

5. What opportunities exist to make the HUBS program more efficient and effective?  

6. What strategies show promise for sustaining HUBS into the future? 

 

Next, the Impact Study provides estimates and analysis that may help demonstrate the 

economic value of HUBS and inform future fundraising objectives. This study had three goals.  

1. To provide the HUBS Leadership Team with an estimate regarding the potential need for 

grant-funded services. In part this is estimated by calculating the magnitude of loan 

ineligibility among older adult homeowners in Baltimore City.  

2. To conduct a cost-benefit analysis of the HUBS program. The purpose of this analysis 

is to provide the HUBS Leadership Team with an estimate of the potential economic 

benefit or dollar savings generated by the HUBS program.  

3. To estimate the impact of HUBS on the health and well-being outcomes of its 

clients.  
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Finally, we present Recommendations for Replication, using findings from both the Efficiency 

and the Impact studies and feedback gathered during the Replication Forum to identify aspects 

of the program that are tied to its success and to discuss other important factors to consider and 

plan for when replicating HUBS in another location. A logic model template documents the 

inputs, activities, outputs, and outcomes most important to replication. Steps and factors to 

consider when planning for program replication include:  

1. Identifying the Program Owners and Administrator 

2. Conducting a needs assessment and resource analysis  

3. Building a network 

4. Assembling the HUBS Operating Team 

5. Creating a universal database 

6. Planning for sustainability  

On December 10, 2018, a Replication Forum was convened with key members of Civic Works, 

the HUBS Leadership Team, HUBS grantee site staff, the HUBS Advisory Committee, the 

IMPAQ evaluation team, and other stakeholders. The forum provided an opportunity for key 

stakeholders in the HUBS program to discuss and reach consensus on recommendations for 

HUBS replication outside of Baltimore City and for program sustainability. Findings from the 

discussions were synthesized and used in the writing of the Recommendations for Replication 

(Section 4).  

1.1 BRIEF METHODOLOGY 

Efficiency Study Methods 

To understand HUBSô processes and to evaluate those processes for efficiency, effectiveness, 

and opportunities to improve, we collected and analyzed the three streams of data described 

below. 

1. Review of documents provided by the Leadership Team and sites, which included: 

workflow documents, grant applications, program descriptions, program budgets, client 

intake and data reporting forms, and introduction letters. 

2. In-depth interviews with Leadership Team members, site staff, referral partners, 

clients, and key stakeholders involved in the development of HUBS. 

3. Review of process metrics, as collected for and reported in grant reports. 

Impact Study Methods 

To estimate HUBSô potential impact, we worked with a combination of different datasets and 

methods tailored to the analytic needs of each of the three research topics within the study.  
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1. To estimate the need for grant-funded services among Baltimore City older adult 

homeowners, we calculated descriptive statistics regarding the total number of low-

income older adult homeowners, the incidence of housing-cost burden, reverse 

mortgages, and tax-lien sales. We used data from (a) the American Community Survey 

for income and housing costs, (b) HUDôs Home Equity Conversion Mortgage Dataset on 

reverse mortgages, and (c) Bid Baltimoreôs tax-lien sales dataset. 

2. For the Cost-Benefit Analysis, we used simulation methods and impact estimates of 

home-modification interventions from the literature to estimate the potential net cost 

savings of HUBS over a long-term time horizon. 

3. We calculated the impact of HUBS on health and well-being outcomes using pre-

post regressions and tabulations on outcome data from two HUBS partners (Cities for all 

Ages and the Green & Healthy Homes Initiative).   

Recommendations for Replication Methods 

We utilized findings from both the Efficiency and the Impact studies and synthesized feedback 

from the Replication Forum to identify aspects of the program that are tied to its success and to 

discuss other important factors to consider and plan for when replicating HUBS in another 

location. Key informant interviews included questions about how to improve HUBS, what worked 

well, what could have been done differently, and what should be considered if HUBS were to be 

replicated. Interview responses were analyzed and combined with the findings from the 

Efficiency and the Impact studies to provide a framework, depicted using a logic model, for the 

key resources/inputs, activities, and outputs needed to replicate the HUBS program.  

1.2 HISTORY OF HUBS 

The Association of Baltimore Area Grantmakers 

convened funders, non-profits, and government 

stakeholders from the aging and housing sectors in a 

Seniors and Housing Collaborative. The collaborative 

developed several subcommittees, including a 

Housing Rehabilitation subcommittee whose members 

included housing rehabilitation groups, government 

stakeholders in aging and housing, and aging 

nonprofits. The subcommittee discussed a number of 

problems with the current system supporting older 

adults aging in place, such as identifying clients, making referrals, and completing the home 

repairs. Baltimore City had also received an influx of funding for home energy efficiency repairs 

ñThe kind of coordination to solve 

complex problems doesnôt happen 

unless you get everybody in a room, 

focused on the case, and work through 

ité If you actually have the Department 

of Public Works at the table ï the 

people who are supposed to get those 

requests for senior discounts on water 

bills and prevention of foreclosure ï 

then youôre a lot further along than just 

calling up or telling people where to call 

for help.ò ï HUBS Partner 

ñThe kind of coordination to solve 

complex problems doesnôt happen 

unless you get everybody in a room, 

focused on the case, and work through 

ité If you actually have the Department 

of Public Works at the table ï the 

people who are supposed to get those 

requests for senior discounts on water 

bills and prevention of foreclosure ï 

then youôre a lot further along than just 

calling up or telling people where to call 

for help.ò ï HUBS Partner 
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as part of the conditions for Exelonôs merger with Constellation Energy3 and was seeking 

applicants to make use of those funds. 

The Stulman Foundation invited subcommittee members to create and develop a better, more 

coordinated system that would identify the seniors most in need, help them complete their 

applications for rehab work, connect them to other services, and take advantage of the city's 

windfall. That subcommittee developed the proposal for what is now HUBS, with the four 

leadership team organizations including Civic Works, Green and Healthy Homes Initiative, 

Neighborhood Housing Services of Baltimore, Rebuilding Together Baltimore and Baltimore City 

Housing and Community Development as partners 

Civic Works, as an organization with experience working with older adults on aging in place, 

would serve as the recipient of the grant and then disburse grant funds to other organizations 

within the HUBS network (the sites). The grant application was drafted iteratively during 

planning, strengthening the existing relationships and shared mission. Once the initial grant was 

awarded, the team solicited RFPs for the site subgrants.4 

As the central organization, Civic Works serves as the liaison between the HUBS sites (and 

their clients), the other Leadership Team members (described in detail below), and between 

other non-profits and relevant city entities. Civic Works also centralizes client intake, 

coordinates data collection on HUBS services, and disburses funds to HUBS sites and partners. 

As the project continued into its first year, the HUBS 

partners realized that the true need in Baltimoreïïboth in 

number of households and complexity of repairs in each 

householdïïwas beyond what they had initially planned for. 

In facilitating applications to programs, it became clear that 

the volume of households in need of and eligible for city services would be overwhelming. 

Delays in home repairs due to backlog could make repairs more extensive, as one 

compromised part of the house could lead to other issues.  

To achieve their goals for number of households serviced by the end of the initial three-year 

grant, the HUBS Leadership Team reached out to additional funders for resources to directly 

fund home repairs. The Weinberg Foundation joined the HUBS team with a grant to alleviate the 

 
3 Hopkins, J.S. (2012, November 8). Exelon merger-fund millions go to projects to lower energy costs. Baltimore 

Sun. Retrieved January 31, 2019 from https://www.baltimoresun.com/business/bs-bz-exelon-merger-

payments-approved-20121108-story.html 
4 Leadership Team members. Personal correspondence. 2018. 

ñSo, we opened the floodgates to 

get applications from seniors who 

needed home repairé I mean, 

we knew it was big, but now itôs 

on paper.ò ï HUBS Partner 
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backlog through funds that could be paid directly to contractors. Each site submitted a grant 

application and funding was made available to sites as well as HUBS Leadership Team 

organizations based on the size and service provision that the organization could provide. Sites 

would pool these funds with the cityôs contribution to address major home repairs for clients. 

HUBSôs mission and role then evolved into one of facilitating home repairs by helping older 

adults complete applications and providing direct repairs through the home-repair 

organizations.  

HUBS was conceived as an effort to streamline existing 

programs and assist older adults with aging in place. In 

response to the scope of the need in Baltimore City and the 

waitlist for services that such a need generates, HUBS partners 

took a more active role in delivering services as well as 

connecting older adults to service organizations. After three 

years, the program has become an effective network of 

non-profits, city, and state programs.  

 

HUBS brings together organizations that have experience working with older adults and home 

repairs into a diverse ñecosystemò of services. By creating central points of contactïïCivic 

Works for HUBS program administration, case workers for contact with clientsïïHUBS 

streamlines the process for clients and helps all involved navigate the available home-repair and 

social services. With the additional funding from the Weinberg Foundation, HUBS partners now 

also provide direct funding for home repair to better meet older homeownersô needs for timely 

housing repairs. 

1.3 LOGIC MODEL 

IMPAQ created a HUBS Logic Model (Exhibit 1) to diagram the specific inputs, activities, 

outputs, and outcomes of the HUBS program. In order to illustrate clearly the levels of service 

HUBS provides, the activities, outputs, and outcomes are presented in three tiers: the HUBS 

Program tier (administration), the House and Neighborhood tier (repairs and condition), and the 

Person and Family tier (additional support services provided).  

Resources/Inputs 

The resources and inputs supporting the HUBS program can be broadly grouped into three 

main categories: partnerships, monetary support, programmatic/personnel effort and time. 

¶ Partnerships between Civic Works and the member organizations of the Leadership 

Team (comprised mostly of organizations that coordinate home-repair programs, 

ñHUBS doesnôt just ógo in for 

home repairs.ô They are very 

systems perspective: they look at 

the whole home, which is not just 

the structure of the home but 

whatôs going on with the person 

é HUBS is the entry way to 

accessing community supports. ï 

Referral Partner 
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including the city), HUBS sites, Referral Partners, Advisory Committee Members, 

Community Partners, Contractors, and Funders.  

¶ Monetary support from foundations for programmatic activities and housing repairs; city 

and state housing-repair funds; and funding available through other organizations 

related to housing and other wrap-around services.  

¶ Programmatic/Personnel effort and time involved in supporting all aspects of the 

program.  

Activities, Outputs, Outcomes (by Tier) 

Below we present HUBS activities, outputs, and outcomes categorized according to the three 

tiers: the HUBS Program tier, the House and Neighborhood tier, and the Person and Family tier. 

HUBS Program Tier 

The HUBS Program tier covers all activities related to administration of the program and 

coordinating between HUBS partners, short of client intake and delivering services. These 

activities include: identification of potential clients, creating and sustaining relationships among 

partners, managing data, identifying funds, managing sites, and advocacy. These activities 

result in outputs, such as referrals to HUBS, the creation of datasets, partner relationships, and 

documentation for grant reporting. Ultimately, these activities/outputs result in the following 

short-, medium- and long-term outcomes. In the short term, relationships between Civic Works, 

HUBS partners, and referral/community partners are strengthened. In the medium term, there is 

increased awareness of HUBS in the community. Finally, in the long term, the increased 

awareness of HUBS should lead to increased referrals and financial support for the program.  

House and Neighborhood Tier 

The House and Neighborhood tier involves the process of repairing the clientôs home and the 

outcomes that are expected for the homeôs physical structure and the surrounding 

neighborhood. Several activities are involved in eligibility screening and the application process, 

including telephone screening completed by the HUBS Intake Coordinator and site case 

workersô in-person intake assessment of needed home repairs and social supports. The outputs 

of these activities are completed applications to the relevant programs. Ultimately, these 

activities/outputs result in the following short-, medium- and long-term outcomes. In the short 

term, the home repairs, modifications, and upgrades are completed. In the medium term, the 

home is livable and does not contribute to blight in the neighborhood. Finally, in the long term, 

the home and its value may increase and can be transferred to other family members, and the 

neighborhood is strengthened by retained property values and invested homeowners and 

families. 
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Person and Family Members Tier 

The Person and Family Members tier involves the services the person or household receives 

because of the connection to HUBS and how this affects their quality of life as well as that of 

any family members living with them. Several activities are involved in screening for further 

resources to assist with additional needs of the client, including the initial assessment and 

ongoing communication with the client and family members. Case workers then help the person 

to apply for additional services or refer them to other programs/ organizations. Ultimately, these 

activities and their outputs (completed applications) result in the following short-, medium-, and 

long-term outcomes. In the short term, the individual is connected to other established services. 

In the medium term, the individualôs quality of life is improved (i.e., reduced isolation). In the 

long term, quality of life and health improvements are sustained. 



 HOUSING UPGRADES TO BENEFIT SENIORS  ¼  March 11, 2019  
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Exhibit 1: HUBS Logic Model  
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1.4 HUBS GOALS AND PROCESSES 

The HUBS program is fundamentally a network of organizations with a shared mission of 

helping older adult homeowners in Baltimore age in place. In describing the HUBS processes, 

this report begins with an overview of the partners and their roles before describing the model 

through which HUBS delivers services. 

1.4.1 HUBS PARTNERS 

The ñecosystemò of partners and services is outlined below in Exhibit 2. A more detailed 

diagram is available in Appendix A.5  

 

Exhibit 2: HUBS Network Diagram 

 
 

Funders  

Funders supply Civic Works and the Leadership Team partners with funds to disburse to sites 

(in the case of Civic Works) or to be used directly for home repairs. The primary funders for the 

 
5 The outline and more detailed diagrams represent a snapshot of the HUBS network at the time of report writing. The 

HUBS network has evolved and continues to evolve as new partnerships are formed; at the time of report writing, 
the HUBS partners were submitting grant applications for a new round of funding, which would include at least one 
new site. 



 

17 

 

HOUSING UPGRADES TO BENEFIT SENIORS  ¼  March 11, 2019 

HUBS project are the Stulman, Hoffberger, and Weinberg Foundations. Other indirect sources 

of funding are pre-existing housing-repair, weatherization, utility-assistance, and other programs 

to which sites refer clients. (HUBS clientsô repairs and assistance are paid for by the funding 

sources that have been previously established for those services.) 

Leadership Team  

The Leadership Team is composed of organizations that coordinate home-repair programs: 

Civic Works, the Green & Healthy Homes Initiative (GHHI), Neighborhood Housing Services of 

Baltimore (NHS), Rebuilding Together Baltimore (Rebuilding), and representatives from the 

Baltimore City Department of Housing and Community Development. As the Leadership Team, 

these organizations provide advisory and problem-solving assistance to sites, coordinated 

through the Civic Works HUBS Coordinator. They 

also generate capital for HUBS, using their knowledge 

of and relationships with funders. Team members 

combine forces and resources to find solutions to 

clientsô needs, and each member brings different 

strengths to the team. 

Á Civic Works is a non-profit organization that has capacity to manage grant funds as well 

as experience working with older adults. Civic Works provides oversight to sites and 

liaison with city organizations based on previous relationships.  

Á Green & Healthy Homes Initiative is a national healthy-housing nonprofit with a 

Baltimore direct-service program that integrates home remediation, case management, 

and legal services. Due to GHHIôs comprehensive assessment approach, in-house crew 

capacity, and contractor relationships, GHHI is able to address the homes with the 

greatest need. 

Á Neighborhood Housing Services brings experience working with multiple funders on 

previous aging-in-place projects, including previous experience as a grantor. NHS also 

provides rehabilitation loans for Baltimore homeowners. 

Á Rebuilding Together Baltimore is a national organization whose Baltimore affiliate 

brings extensive experience working in low-income communities and providing aging-in-

place-related home repairs. They bring to bear relationships with paid contractors and 

resources for volunteer labor. 

The Leadership Team was originally created to have an advisory role, similar to a Board of 

Directors. As the Team began to take on more of a troubleshooting and sustainability role, 

Team members recognized the need for an additional body, an Advisory Committee, which 

could play that role and bring in the perspectives of additional organizations. 

 

ñThey [the Leadership Team] are 

advocates for the program in the 

community. They have connections, 

leaders, and know how to push the right 

people.ò ï HUBS Partner 
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Referral Partners 

Referral partners as described by respondents, include organizations that refer clients to HUBS 

as well as organizations that provide services to which case workers can refer clients. This 

reciprocal relationship expands the HUBS network by bringing these organizations into the 

ñecosystemò of coordinated services. Referral partners can include: 

Á Healthcare organizations that identify patients who can benefit from HUBS.  

Á Social-support organizations for older adults that can identify potential HUBS clients in 

need of home repairs and provide social services for existing HUBS clients.  

Á Counterpart aging-in-place services networks, such as Project Household (which 

focuses on legal issues that prevent older homeowners from successfully aging in 

place). 

HUBS Sites 

At the time of report writing, the four HUB sites are: (1) Comprehensive Housing Assistance, 

Inc. (CHAI)/Sinai Hospital; (2) Keswick Community Health (Keswick); (3) Banner Neighborhoods 

Community Association (Banner); and (4) Meals on Wheels of Central Maryland, Inc. (Meals on 

Wheels). (One previous site, Strong City Baltimore, ended its participation in HUBS in 2017.) 

 

Civic Works assigns clients to each site based on the clientôs residential catchment area (a 

collection of zip codes serviced by a site). Sites work collaboratively with the Leadership Team, 

referral partners, and each other to identify resources to meet clientsô needs and to troubleshoot 

when current resources (repair dollars or available services) do not meet a clientôs needs. Each 

of the current sites is described in detail below. 

Á The Comprehensive Housing Assistance, Inc./Sinai Hospital site brings together a 

pre-existing housing-assistance program for older adults with a medical center that 

serves many older adults who can benefit from home repairs. CHAIôs experience helps 

Sinai deliver services more efficiently and helps with the larger case load for the Sinai 

area (as compared to CHAIôs service area). This site utilizes three case workers: two 

employed by CHAI, one by Sinai. As a team, this site covered Northwest Baltimore, 

specifically zip codes 21215, 21216, 21229, 21207, and a small section of 21217. The 

future catchment area will focus only on 21215 and a small portion of 21208 and 21209 

in order to improve service to clients by serving fewer clients more comprehensively.6 

This area will still include an estimated 9,014 homeowners 65 or older. 

 

 
6  Sinai Hospital of Baltimore and Comprehensive Housing Assistance, Inc. Northwest HUBS Service Site Proposal. 

2018. 
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CHAIôs community partners include: Jewish Community Services (offering a wide range 

of aging-in-place and caregiver services), the Jewish Community Center (fitness, 

cultural, and social programs), and the Myerberg Center (social, fitness, and art 

programs). Sinaiôs community partners include: the Park Heights Renaissance 

(community events, foreclosure prevention, energy-saving loans), Healthy 

Neighborhoods (home-renovation loans), and the Zeta Center for Healthy and Active 

Aging (a senior center). 

 

Á The Keswick site is a partnership between Keswick (which provides services for older 

adults that include short-term rehabilitation and residential programs) and several 

community partners in northern and northeastern Baltimore, serving the 21210, 21211, 

21212, 21213, 21214, 21218 zip codes and the city portion of zip code 21239. This area 

is home to 24,069 adults over the age of 65 and a higher percentage of people living at 

or 50 percent below the poverty level, as compared to overall Maryland rates.7  

Keswickôs community partners include: Action in Maturity (offering transportation for 

older adults), St. Maryôs Outreach Center (social-services assistance and coordination), 

Medstar Health (a referral partner), the Hampden Family Center (social and health 

programs for older adults, benefits assistance), and GEDCO (older adult housing, food 

assistance, and social services). 

 

Á The Banner site is led by the Banner Neighborhoods Community Association, a non-

profit founded in 1982 to serve the Patterson Park area in eastern-southeastern 

Baltimore. Their Home Maintenance Program was one of Bannerôs first projects and 

dovetailed neatly with HUBSô services, serving clients with an average age of 78 and an 

average annual income of $15,000. In response to the large caseload in its catchment 

area, Banner has devoted additional resources to case management, including an 

administrative assistant to support their case worker.8 

Bannerôs community partners for their HUBS work are based on existing relationships 

from their Home Maintenance Program and include existing HUBS organizations (NHS, 

Baltimore City Department of Housing, GHHI, Civic Worksô Cities for All Ages); the 

Southeast Community Development Corporation; Johns Hopkins Bayview Medical 

 
7 Keswick Community Health. HUBS Proposal. 2018. 
8 Banner Neighborhoods Community Corporation. HUBS Proposal. 2018. 
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Center (a referral partner), and St. Ambrose (many services for older homeowners and 

now itself a HUBS site). 

Á The Meals on Wheels site brings its existing connections to older adults through meal-

delivery services into a comprehensive service provision that includes an in-home 

assessment and connection to social services, which can serve as an entry point to 

HUBS. As of 2018, Meals on Wheels has enrolled 22 clients as referrals from its meal-

delivery services (Meals on Wheels, HUBS Proposal, 2018). One-half of Meals on 

Wheelsô city residents served were over 75, and the majority (69 percent) lived at or 

below the poverty line.9 Meals on Wheels also offers its meal-delivery services to all 

sitesô clients, as that service covers all of central Maryland.  

Meals on Wheelsô community partners include: the Baltimore City Department of Aging 

and Care Services; MedStar Good Samaritan Hospitalôs Center for Successful Aging 

(referrals to HUBS and from HUBS to medical care coordination); Johns Hopkins 

Bayview Medical Center (Together in Care initiative); and the Johns Hopkins School of 

Nursing Center on Innovative Care in Aging (care coordination and in-home care for frail 

older adults). 

Sites have a good deal of autonomy in how they run the program, sharing best practices with 

each other but using resources that make sense for their organization. The Leadership Team 

and sites meet regularly for troubleshooting and information sharing, such as having optional 

talks from speakers addressing specific issues for older adults. Sites, the Leadership Team, and 

Civic Works also frequently communicate informally over email and telephone calls and meet 

regularly during their Monthly Case Worker Meetings where they discuss programmatic and 

case-specific issues.  

1.4.2 HUBS CLIENT SERVICES 

To be eligible for HUBS, a client must be 65 years or older, meet income requirements (that 

vary by number of members in the household and the 

Department of Housing and Urban Developmentôs area 

median income calculations), and live in one of the 

catchment areas. In addition to HUBS eligibility requirements 

(age, income, living within catchment areas), sites have client 

subtypes they try to focus on: those on fixed incomes, those 

who lack heat (especially during cold months), and those 

 
9 Meals on Wheels of Central Maryland, Inc. HUBS Proposal. 2018. 

ñThe typical client is fairly 

independent. Not completely 

dependent, but their 

independence is decreasing. 

They are usually very proud 

people that donôt like to ask for 

help, but they find themselves in 

a situation where they feel 

stuck.ò ï Case Worker 
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clients from their other services who have expressed a need or interest in home repairs. With 

the addition of the Weinberg funding to alleviate repair waitlists, case workers also reported 

focusing that funding on new urgent cases (where another program would not be able to 

respond as quickly). 

Although HUBS clients vary by age, home condition, and other needs, in general clients can be 

described as adults who are living independently (alone or with family members) but who are 

facing challenges with repairing and living safely in their home and who do not have resources 

to fix it themselves.  

Exhibit 3 below summarizes clientsô demographic information. (Note: not all demographic 

categories may sum to the full number of clients, if data are not available for that demographic 

category.) In general, most HUBS clients identified as female, and most identified as African-

American. Just over one-half of the clients had annual income levels below 30 percent of the 

area median income for their household size. 

Exhibit 3: HUBS Client Demographic Information, Cumulative 

Demographic Data  Totals 

Primary Age Group Served 

65ï70 290 

71ï75 212 

76ï80 171 

81ï85 124 

86ï90 49 

90+ 55 

Gender 

Male 154 

Female 745 

Transgender 0 

Queer 0 

Non-binary 0 

Race/Ethnicity 

Caucasian 76 

Asian 0 

African-American 826 

American Indian 0 

Hispanic/ Latino 1 

Other 4 
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Demographic Data  Totals 

Average Household Income 

Area Median Income10, 0ï30%  441 

31ï50% 323 

51ï80% 97 

Other Characteristics 

SSI/SSDI11 Recipients 773 

Homeowners Served 877 

Renters Served 3 

Veterans Served 26 

 
Even if the homeowner is eligible for services, there may be legal or administrative issues they 

require help with (such as not being listed on the deed). In case workersô estimation, fixed 

income is very common, one-half of households were multi-generational, and about one-half of 

clients had additional resource needs beyond home repair. While some HUBS clients are 

eligible for home loans for repairs, case workers noted that many clients are concerned about 

taking out additional loans. The loan process is lengthy (ranging from several weeks to over a 

year in some cases) and is not always appropriate for clientsô immediate needs. Lack of home 

equity, sufficient credit, or homeowners insurance (common among HUBS clients) can further 

complicate this process. As HUBS partners discovered, the great need for cost-assisted loans 

can deplete the available annual resources before the end of the year, presenting another 

financial barrier to paying for repairs. 

Lack of homeowners insurance presents a circular challenge to initiating home repairs. As one 

case worker explained,  

If your house is in a dilapidated state, you canôt get homeowners insurance. The 

reason they need the home-repair loan is because itôs in a dilapidated state, and 

itôs like that because they donôt have homeowners insurance. ï Case Worker 

This lack also makes a client ineligible for many city services, and the same barriers that HUBS 

identified as barriers to accessing city servicesïïdifficulty obtaining and submitting documents 

 
10 Based on U.S. Department of Housing and Urban Development-designated Area Median Income for the Baltimore 

Metro Area. Total annual dollar amount varies by size of household (for example, 0ï30% median income is 
$19,950 for a household of 1 and $42,380 for a household of 8). 

11 Supplemental Security Income/Social Security and Disability Income. 
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like deeds, proof of identity, financial informationïïare also barriers to securing homeowners 

insurance. 

Identifying, Screening, and Enrolling Clients 

Civic Works conducts the initial intake for clients, verifying their eligibility requirements (age, 

income, catchment area) and assigning them to sites based on a zip code.12 Potential HUBS 

clients are directed to the HUBS Hotline for intake, whether this is by word of mouth, from a 

referral partner, or from community outreach conducted by sites. 

Once a client is assigned to a site, case worker conduct an intake assessment to determine 

housing services needed and additional information on the clientôs housing situation (whether or 

not a child is present in the home, regular or reverse mortgage, home equity loan, homeowners 

insurance, fall within the last six months, bed bugs in the home, and any major health 

conditions).12 Case workers have created introduction letter templates that describe what the 

program offers and prompts the client with list of documents needed for application so that 

clients are prepared for the first home visit. Depending on the urgency of the situation and the 

caseload at the site, timing for the home visit can vary from a few days to several weeks. Case 

workers then triage clients and assist them with submitting applications to the relevant city, 

state, and partner services. Case workers also advocate for clients during repairs and follow up 

on clientsô satisfaction after repairs.12 

Delivering Services 

Sites track client updates and referrals using a client-tracker spreadsheet, as well as their own 

internal documentation. Sites provide Civic Works with monthly updates on the number of 

clients served and the services provided, which Civic Works reports to the grantors. Commonly 

delivered services include safety modifications, roof repair/replacement, furnace 

repair/replacement, water heater repair/replacement, electrical, plumbing, weatherization, 

energy-efficiency services, lead and hazardous-materials abatement, and repair of porches and 

steps.12 Of these, roofing and heating are the most common, followed by accessibility 

modification. (This was corroborated by both the tracker data and case workersô responses.) 

Organizations that manage home repairsïïwhether a site, a community partner, or one of the 

Leadership Team organizations that provide repairsïïreceive information on what repairs are 

needed, identify contractors, send out bids, and manage payment. Some organizations, such as 

Civic Works, have created a position dedicated to supervising contracts; others have a similar 

 
12 Weinberg Foundation. ñRe: One-Year Capital Project Grant (non-challenge).ò Memo to Civic Works. 2015. 
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position built into the organization so that the case workers can focus on follow-up and 

communication with the client. 

Aside from home repairs, sites provide assistance with deed changes, foreclosure and 

bankruptcy prevention, food assistance, Medicare/Medicaid, property tax credits, veterans 

programs, and caregiver support and resources.12 

The degree of assistance varies, depending on a 

clientôs needs.  

In case workersô estimation, nutrition assistance, 

bill-payment assistance, and de-cluttering were the 

most common supplemental services clients 

needed. Sites partner with other HUBS organizations (Leadership Team members, other sites, 

community partners) to deliver these to clients, with most supplemental services delivered via 

referrals to outside programs or to other HUBS sites. Case workers maintain a shared resource 

list of service providers, which they view as essential for problem-solving with clients. Sites may 

also refer their HUBS clients for additional, non-HUBS-related services that those organizations 

provide, if the clients are eligible for them. For example: 

¶ CHAI can offer ongoing support for clients under CHAIôs other programs, after 

the HUBS grant funds are used. CHAI also has affordable housing units for older 

adults whose homes are or become unsafe for habitation. 

¶ Bannerôs additional programs include community safety, social events, and 

community beautification. Their home-repair program offers home repairs for 

older adults starting at age 62 (some of whom also become HUBS clients when 

they turn 65). 

¶ Meals on Wheels offers its home meal-delivery service as well as connections to 

the YMCA and Jubilee (an organization that offers creative and exercise classes 

for older adults). 

¶ Keswick, as a complete care system for older adults, offers both extended 

residential programs (for those who cannot safely age at home) as well as short-

term rehabilitation, which helps them identify people who could be supported by 

HUBS to age in place. 

Case workers use multiple modes to contact clients, with telephone being the most frequent. 

Some clients described texting or emailing their case worker, but case workers agreed that 

clients who preferred text or email were in the minority. Case workers will also use postal mail 

(for sending introduction letters or copies of documents) and home visits (for assessments and 

collecting/returning sensitive documents). 

ñSometimes itôs just me sending an email, 

sometimes itôs actually an application that I 

would submit for them. So then I would 

interact with the various program headsïï

anyone who brings in those intakes or 

applications.ò ï Case Worker 
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2. EFFICIENCY STUDY 

Motivation for the Study 

We conducted the Efficiency Study to understand how well the HUBS program is operating and 

whether it is achieving its intended goals of helping older adult homeowners in Baltimore 

successfully age in place. This inquiry was guided by four overarching research questions. 

Á Is the HUBS Leadership Teamôs role efficient and effective? 

Á How efficient and effective are partnerships between HUBS sites, the HUBS 

program, and key stakeholders? 

Á What are the best practices of the four operating sites in recruiting and serving 

clients? 

Á How is the HUBS program successfully keeping vital community stakeholders in 

the community? 

In addition to assessing the efficiency of HUBS among the four domains covered in the research 

questions, we also identified: 

Á What opportunities exist to make the HUBS program more efficient and effective? 

Á What strategies show promise for sustaining HUBS into the future? 

Methods 

To understand HUBSô history, its processes, and to evaluate those processes for efficiency, 

effectiveness, and opportunities to improve, we collected and analyzed three streams of data. 

1. Review of documents provided by the Leadership Team and sites, which included: 

workflow documents, grant applications, program descriptions, program budgets, client 

intake and data- reporting forms, and introduction letters. 

2. In-depth interviews with Leadership Team members, site staff, referral partners, 

clients, and key stakeholders involved in the development of HUBS. 

3. Review of process metrics, as collected for and reported in grant progress reports. 

Documents were reviewed and summarized by a pair of coders, with overview from the 

Efficiency Study lead. Information from the documents was used to prepare for interviews 

(identifying current workflow patterns, opportunities to probe for additional detail, or places 

where obtaining multiple perspectives would be important). The documents also provided 

information on how the HUBS program was originally proposed as well as how it changed over 

time. This supplied additional context for responses from the key informant interviews. 
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Interviews were conducted with a total of 35 individuals across the stakeholder groups.13 

Challenges with recruiting clients at two of the sites resulted in a smaller number of client 

perspectives, but no site-specific differences between clientsô responses were identified during 

analysis. 

Note-takers transcribed each interview and applied qualitative codes related to the research 

questions using qualitative data analysis software. The Efficiency Study Lead ensured inter-

coder reliability by conducting several rounds of coder training and using team-based coding on 

complex interviews. 

Finally, we analyzed process metrics that quantify the activities performed by sites. These data 

are helpful in setting context for the Efficiency Study and can be combined with information from 

the interviews to provide quantitative detail on the processes described qualitatively. 

Brief findings follow, with detailed findings in the subsequent sections. 

Á Is the HUBS Leadership Teamôs role efficient and effective? We compared the 

reflections of respondents from the Leadership Team with those of site case workers 

and other HUBS Partners. Overall, case workers were satisfied with the degree of 

support they received from the Leadership Team and especially from Civic Works, with 

whom the case workers interact regularly for client referrals, data reporting, and 

problem-solving. Site staff experienced challenges in working with Leadership Team 

members when the staff member or point of contact for a HUBS partner left the position. 

Á How efficient and effective are partnerships between HUBS sites, the HUBS 

program, and key stakeholders? For this, we compared responses across all 

respondents. Similar to the Leadership Team, HUBS partners generally found 

partnerships fruitful and essential to doing the work. A shared mission and pre-existing 

relationships were key factors to efficient and effective partnerships.  

When there were challenges with partnerships, they related to staff turnover that 

disrupted the working relationship between partners. As a result, sites and HUBS 

partners have focused on attracting and retaining staff to maintain these relationships. 

Other challenges that sites experienced included a high caseload, lack of a universal 

database, and limitations of the funding for direct home repairs. Sites have addressed 

the first and third challenges by adjusting their catchment areas and prioritizing funds for 

 
13 Including 6 HUBS Case Workers, the current and previous HUBS Coordinate, 9 Leadership Team member, 3 

referral partners, the HUBS Contracting Coordinator, an early HUBS stakeholders, and 13 clients across the 4 
HUBS sites.  
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emergency repairs, but lack of a universal, shared database for all data remains a 

challenge. 

Á What are the best practices of the four operating sites in recruiting and serving 

clients? Not surprisingly, the best practices from the sites capitalize on the network 

model that underlies the HUBS program. Recruiting HUBS clients utilizes clientsô social 

and partnersô professional networks: word-of-mouth was how most self-referred clients 

learned about the program, and partners to which HUBS clients were referred could 

become partners that referred older adults to HUBS. Case workers cited the universal 

knowledgebase for client resources as a best practice that helped make them more 

efficient as well as ensuring that they had resources available to meet clientsô needs. 

When there were challenges or no resource was available, case workers appreciated 

the collaborative problem-solving approach: case workers would work collectively to 

solve a problem and could bring it to the Leadership Team for additional perspectives, 

solutions, or advocacy. 

Á How is the HUBS program successfully keeping vital community stakeholders in 

the community? HUBS has made measurable progress toward its objective of keeping 

older adults in the community and is projected to serve over 1,000 households in the 

three-year grant period. Based on client responses, we learned that while clients may 

have planned to stay in their homes, this generally came with a compromise to safety 

and comfort given the homeôs condition. HUBS helps older adult homeowners live at 

home safely and with a better quality of life. The impact of being a HUBS client also 

goes beyond home repair and support services: the relationship case workers develop 

with clients holds significant meaning for these older adults, and even if all issues could 

not be addressed, clients expressed gratitude for what case workers could help them 

obtain. 

Á What opportunities exist to make the HUBS program more efficient and effective? 

In the short term, the HUBS partners should consider: creating a universal database for 

collecting HUBS resources and tracking data; identifying opportunities to streamline the 

contractor process (identification, bidding, follow-up); and identifying more ways to 

prioritize urgent repairs. In the longer term, HUBS partners could increase efficiency and 

effectiveness by: identifying opportunities for providing ongoing support to clients; 

expanding HUBS outreach by strategically using social networks; and building 

sustainability through new partnerships. 

Á What strategies show promise for sustaining HUBS into the future? As described 

above, the need for something like HUBS will continue well into the future. Although the 
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HUBS partners have succeeded in securing another round of funding for the next three 

years, partners could help build the sustainability of the program by: 

o Identifying partners that can close the current gaps in the HUBS program (urgent 

and ongoing repairs, as well as specific needs for the types of clients HUBS sites 

are seeing).  

o Using the structure of the Advisory Committee to invite in organizations that can 

potentially become sites or members of the Leadership Team (bringing additional 

resources directly to serving clients). 

Below we provide additional detail in response to each of these six questions: role of HUBS 

Leadership Team (Section 2.1), HUBS partnerships (Section 2.2), HUBS best practices (Section 

2.3), keeping stakeholders in the community (Section 2.4), opportunities to improve HUBS 

(Section 2.5), and strategies to sustain HUBS (Section 2.6). 

2.1 EFFICIENCY AND EFFECTIVENESS OF HUBS LEADERSHIP TEAM 

The HUBS Leadership Team is a collaborative body of representatives from key organizations 

working to coordinate home repairs for older adults in Baltimore City: funders (the Stulman, 

Hoffberger, and Weinberg Foundations), organizations that coordinate and provide home 

repairs (Civic Works, NHS, GHHI, Rebuilding), and representatives from the Baltimore City 

Department of Housing and Community Development. As described by one Leadership Team 

Member, the Teamôs initial goal was: 

é To be almost like a steering committee or a board in some way é To have a 

group of people who could be discussing what challenges we might be 

encountering through the process and how to direct those challenges. To 

celebrate successes. To look at things weôve encountered along the way and 

consider how those things, whether theyôre barriers or new opportunities, might 

impact the program.ò ï Leadership Team Member 

 

The Team has since taken on a more active, problem-solving 

role, especially in identifying additional funding for programs to 

meet clientsô needs. The prime example of this role was in 

securing funding from the Weinberg Foundation for direct 

home-repair contracts. That is, when case workers 

encountered delays in completing home repairs through 

existing programs, the Team identified a funder and put together a proposal estimating what 

would be needed to resolve the backlog. Leadership Team respondents acknowledged that this 

ñThey are exhausting their 

grant funding, and they also 

make way for clients to still get 

what they need: contractors at 

a reduced rate, send it our 

way and weôll see what we 

can do.ò ï Case Worker 
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active role was not originally planned for but also felt that it was a necessary, positive 

development over the course of the HUBS program. With the additional Weinberg Foundation 

funding, NHS, GHHI, and Rebuilding all received grant money to deliver services quickly, 

shrinking the waitlist for repairs that had grown in the first year of HUBS. 

Regular communication with sites ensures that the Leadership Team is apprised of challenges 

and can brainstorm to solve them. The Leadership Team holds semi-annual ñcheck-insò with 

sites to assess progress.14 Case workers and other partners also described voluntary monthly 

meetings with the Leadership Team, including presentations by outside speakers on topics 

relevant to aging in place. This regular, formal communication schedule was supplemented by 

ad hoc telephone calls and emails. The combination of flexible, ad hoc communication with 

regular meetings has succeeded in forming effective working relationships while still 

holding all partners accountable for making progress. Overall, sites felt that communication 

with the Leadership Team had improved over the course of the grant. When site respondents 

described negative experiences working with Leadership Team partners, they attributed the 

difficulty to staff turnover in the partner organization; as partner staff became more familiar 

with the project, respondents noticed, the working relationships became more effective: 

fewer delays and less need for follow-up. 

To support the Leadership Team in the original goal of providing oversight, the HUBS partners 

created an Advisory Committee. This body includes representatives from Leadership Team 

members as well as a much wider array of stakeholders: community partners, medical 

institutions, and aging experts. Since the Advisory Committee is a relatively new entity 

(formed in just the last year) and membership overlaps with the Leadership Team, the 

responsibilities of each group should be clearly defined in order to avoid duplicating 

efforts, especially for members who participate in both groups. 

In addition to oversight and problem-solving for day-to-day work, the Leadership Team is 

responsible for ensuring HUBSô sustainability. This continues to be an ongoing process, but one 

indicator of success for sustainability is the second round of grant funding for four 

continuing sites and the addition of one new site. 

Sites interact most frequently with Civic Works, as a reporting body and as a troubleshooting 

resource, and all respondents spoke positively about this relationship. Civic Works is also the 

grantor for HUBS site funds and, as shown in Exhibit 4 below, utilizes one-third of the funds for 

the HUBS Coordinator salary and ongoing coordination and administration of HUBS, including 

handling all client intake. Although the last period shows no funds disbursed to sites, the final 

 
14 Civic Works. Leonard and Helen R. Stulman Charitable Foundation, Grant Report (Preliminary). 2018. 
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grant period amount was utilized for a partner Civic Works program, Cities for All Ages, and the 

rest held in reserve by Civic Works. By both of these metricsïïpercentage of funds allocated to 

the program and percentage of funds held in reserveïïCivic Works is operating efficiently.15,16 

Exhibit 4: HUBS Grant Expenditures Summary 

Period Total Grant Amount Disbursed 
to Sites 

Percent of Total 
Disbursed to Sites 

3/15/15 ï 9/30/15 $223,386.00 $144,579.00 65% 

10/1/15 ï 9/30/16 $408,138.00 $ 290,073.50 71% 

10/1/16 ï 9/30/17 $482,120.00 $415,127.50 86% 

10/1/17 ï 12/31/17 $186,366.00 $0.00 0% 

Total Period $1,300,010.00 $849,780.00 65% 

Source: Civic Works, HUBS 3.15.15 ï 12. 31.17 Expenditures Report. 

2.2 EFFICIENCY AND EFFECTIVENESS OF HUBS PARTNERSHIPS  

Strength of HUBS Partnerships 

As discussed further in the Replication sections, respondents identified a number of strengths 

that help the HUBS partnersïïfunders, members of the Leadership Team, sites, and referral 

and community partnersïïaccomplish their goal of helping older adults age in place. First and 

foremost, having a shared missionïïwanting to make life better for older adultsïïwas 

crucial to keeping all the partners aligned. Having leadership from the housing-services 

groups within the Baltimore City government aligned to this mission was identified as particularly 

important, since much of HUBSô work is accomplished through city- and state-administered 

programs. 

 

In addition to a shared mission, the HUBS project was built on a foundation of existing 

relationships between organizations and, importantly, individuals at organizations. 

Through these personal relationships, the network is able to accomplish more than individuals 

or individual agencies working alone. As one member of the Leadership Team described, ñWe 

were successful because HUBS came out of a meeting with 120 people from the beginning.ò In 

addition to strengthening existing relationships, the HUBS program also helps build new 

relationshipsïïboth between current HUBS partners and with new organizations as they are 

 
15 Charity Navigator. ñHow Do We Rate Charities' Financial Health?ò 2016. Retrieved November 30, 2018, from 

https://www.charitynavigator.org/index.cfm?bay=content.view&cpid=35. 
16 Better Business Bureau Wise Giving Alliance. ñStandards for Charity Accountability.ò 2003. Retrieved November 

30, 2018, from 
https://www.bbb.org/us/storage/0/Shared%20Documents/Standards%20for%20Charity%20Accountability.pdf. 

https://www.charitynavigator.org/index.cfm?bay=content.view&cpid=35
https://www.bbb.org/us/storage/0/Shared%20Documents/Standards%20for%20Charity%20Accountability.pdf
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added to case workersô resource list or become HUBS grantees themselves. This extends even 

beyond the HUBSô work, as in this example from a member of the Leadership Team: 

Weôre getting ready to launch a new partnership with Keswick that is kind of 

unrelated to HUBS, but é HUBS has kind of opened the doors for us to begin 

doing this new partnership with Keswick. ï Leadership Team Member 

This network of relationships helps with problem-solving, whether identifying new resources for 

a clientôs needs, solutions for HUBS processes, or new funding sources for the work. However, 

a network based on relationships between champions at organizations can be vulnerable to the 

effects of staff turnover and loss of institutional knowledge (e.g., knowledge about workflows 

and points of contact). To remedy this, many sites made attracting and retaining staff members 

the focus of their new grant proposals, and partners have developed a way to disseminate the 

knowledge gathered over time to new partners. Additionally, while reaching consensus among 

partners is a necessary part of collaboration, it can take time to win every partnerôs buy-in. 

Even with these drawbacks, HUBS partners and clients appreciated having a single, 

identified point of contact for their needs. Civic Works coordinates client intake, the HUBS 

Coordinator is the point of contact for information about the program, and the case worker is the 

clientôs point of contact for their housing repairs or services.  

Because everyone works together, I can go to one person and see who is on a 

waiting list and what answers they [the funders] need. ï Leadership Team 

Member 

There was no problem too big or too small. No problem that she [case worker] 

couldnôt find out what to do. ï Client 

As the sole organization conducting client intake, Civic Works recognized the need for additional 

support and has created an Intake Coordinator position (after seeing successes with interns and 

volunteers). Case workers in particular appreciated Civic Worksô coordination of intake and also 

appreciated the improvements made to the intake process over time, which reduced time spent 

by case workers verifying eligibility. 

Challenges with HUBS Partnerships 

In the first three years of the grant, and especially in the first year, the HUBS partners 

discovered and overcame challenges to delivering home-repair and support services to older 

adults in Baltimore, the first of which was learning to work together as a network. 
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You can see it in the number of homes that were completed in the first two years 

compared to the third. We kind of found our groove and weôre able to get a lot 

more done. I think it takes time with a new program, to develop processes that 

work. ï Case Worker 

Over time, the HUBS partners refined the processes laid out in the initial grant proposal and 

identified opportunities where new positions or additional support were needed. However, some 

challenges persisted throughout the grant period, such as staff turnover, a high volume 

of clients with complex needs, limitations on the amount of funds that can be allocated to 

each household directly for repairs, and challenges with collecting and reporting data on 

clients and services. Each of these challenges is discussed further below. 

Staff Turnover 

When staff turnover occurred at sites and at HUBS partner organizations, fractures and delays 

in communication appeared until the relationships could be re-established. Additionally, the 

mission of HUBSïïto facilitate homeowners wishing to age in place by navigating them through 

home-repair and support servicesïïuncovered a significant need, which respondents described 

as overwhelming the current city services. 

Client Volume and the Complexity of Need 

The high volume of clients, driven by the scope of the need in Baltimore City, was a common 

challenge mentioned by all HUBS partner respondents and even some of the clients. As the 

HUBS program has successfully completed and submitted applications, this has resulted in 

waitlists for services as the ñbubbleò of applications come in to each program. The HUBS 

partners have tried to alleviate this in several ways, including: sharing referral partners and 

resources (as well as sharing which programs are inundated so clients can be referred 

elsewhere); identifying new community partners to keep up with the demand for repairs and 

services; and securing funding for direct home-repair services from the Weinberg Foundation. 

In addition to having an overall high volume of clients, case workers reported that many clients 

had complex and ongoing needs: 

Weôre usually getting people at rock bottom, their worst-case scenario, and a lot 

of the time, they donôt know the benefits they could be accessing. I would say, of 

the 450 cases Iôve touched é thereôs probably been 20 easy, cut-and-dried, óyou 

need a grab bar, ok, here it isô cases. Theyôre usually a lot more involved. ï Case 

Worker 
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The same high volume of eligible and interested 

clients that overwhelmed service providers also 

made it difficult for case workers to stay on top of 

new client intake, follow up with existing clients, 

and navigate clients through all the steps of 

partner programs when the HUBS work is 

complete. For clients, this could be upsetting and 

frustrating to wait several weeks for an update or 

several months for a service to be completed. Still, some clients reported their own sense of 

how many people in the city need the assistance and expected that their case worker might be 

delayed because of how busy he or she was.  

Finally, case workers also noted that a significant minority (between 25 percent and 40 percent) 

of their clients reached out with multiple needs over the course of their time as a HUBS client. 

This made it difficult for case workers to ñclose outò the clientôs case, as new problems would 

emerge. On the one hand, this supported clients in being able to age in place, but on the other 

hand, this put strain on the case workers by continuing to add to their case load. At least one 

site described a process by which clients could ñre-enrollò in HUBS, but this re-enrollment would 

be somewhat limited due to funding requirements to complete a number of households by the 

end of the grant period. Case workers have done some data collection on clientsô experience 

with the program and outcomes and expressed interest in doing more, but acknowledged 

needing to balance this with taking care of the existing caseload. 

Limitations of Direct Repair Funding 

In addition to the high number of clients, one challenge 

noted by those working with clients was the limited 

funding that can be allocated to each household for 

direct repairs. The goal of the Weinberg Foundationôs 

additional funding was to speed up the completion of 

HUBS clientsô cases by directly funding housing repairs. 

However, needed repairs often involve expensive repairs (such as roof replacements, entrance 

ramps, and stairlifts), since cost was often the barrier preventing the homeowner from 

completing the repair or modification. While some clients may be eligible for private loans, the 

application process can take significant time and clients are apprehensive about taking on more 

debt. 

ñI refer [clients] to a foreclosure counselling 

agencyé But Iôve developed a relationship 

with a lot of these clients, so a lot of them 

want me to help them to fill out the 

application for the foreclosure agency and 

Iôm not always able to do that.é I really like 

to do it myself because I know it was 

submitted, turned in, the client gave them 

all their documents, I keep a copy ï but Iôm 

not always able to do that.ò ï Case Worker 

  

ñIôve found that, even if clients 

are eligible for a deferred loan, 

theyôre very hesitant to take on 

an additional loan. Even if itôs 

deferred, once you say the ñl-

wordòïïloanïïthey kind of shut 

down. ï Case Worker 
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As noted in the initial Weinberg grant agreement (2017), the cost per household can range from 

$1,000 to $20,000, depending on the complexity of the repairs (especially for issues that require 

several sequential, smaller repairs to fully address the problem). 

While the Weinberg funding was not intended to replace other 

city- and state-run home-repair programs, case workers 

appreciated the timeliness that comes from being able to 

directly fund a contract for home repair and reserve it for their 

most urgent home repairs.  

Even with Civic Works collating sitesô data and generating the grant reports, data collection and 

reporting is still a persistent challenge for the HUBS partners involved in both. Due to the 

requirements of some sites, sensitive client data must be kept in a Health Insurance Portability 

and Accountability Act (HIPAA)-compliant environment, which has resulted in a large amount of 

data being stored in individual databases at each site. As explained by the case workers, 

generating summary reports of these data for monthly reporting to Civic Works is a time-

consuming process. Although sites can store some information in a common tracking document, 

all case workers expressed a strong desire for a universal HUBS database that would allow 

them to store up-to-date data on each client and quickly generate the needed data summaries 

for the grant reports. 

2.3 BEST PRACTICES FOR RECRUITING AND SERVING CLIENTS  

Although the current challenge facing HUBS is managing the large number of households that 

are eligible and interested in HUBS services, the Efficiency Study identified best practices for 

bringing clients into HUBS, as well as how to be most efficient and effective when serving them. 

Best practices specifically identified by respondents included: raising HUBS awareness through 

networks, maintaining a universal knowledgebase, and collaborative problem-solving. 

HUBS Awareness through Networks 

As reported by clients and case workers, word-of-mouth is the most common way that 

prospective HUBS clients hear about the program. A number of clients mentioned learning 

about HUBS from outreach done by the lead site organizations in places where clients already 

go (such as senior centers), and older adults have been referred by other clients or through 

sitesô other programs. In particular, case workers mentioned that partnerships with hospitals or 

local medical centers were helpful in recruiting clients. These partnerships could also be 

developed into referrals for provider-care coordination or fall-prevention programs. Sites 

expressed interest in doing additional outreach (explained in detail under Section 2.5 

ñWe have to be conscious of 

what we are spending our 

funding onïïwe try to 

address the most urgent 

need.ò ï Case Worker 
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ñOpportunities for Improvementò below) but are cognizant of balancing this with the current 

caseload and waitlists. 

Universal Knowledge Base for Client Resources 

The case workers have improved their effectiveness and 

efficiency over time by generating a HUBS Training 

Manual, a shared resource list, and an up-to-date client 

tracker that is easily accessed by all sites. The training 

manual is especially helpful to newer case workers, who 

can learn from the processes developed during the first 

years of HUBS. Using templates for process documents 

(e.g., intake forms, introduction letters), case workers can spend more time interacting with 

clients and be more effective during those interactions. Finally, standardized forms across sites, 

especially for data collection, makes data collection more complete and efficient. Even with 

limitations, the shared tracker allows case workers to maintain some client information in ñreal 

time,ò in a way that can also be shared with Civic Works. 

Collaborative Problem-solving 

The shared resource list is one example of how case workers share information and lessons 

learned among the sites. Case workers describe an organic, 

informal process of using telephone calls and emails to 

troubleshoot and taking any unresolved issues/questions to 

the Leadership Team for additional help. Among the 

Leadership Team, there is also a collaborative approach to 

problem-solving, based on the strengths or expertise of the different Team members.  

This collaboration keeps the goal of HUBS (expert organizations coming together to 

streamline processes that help older adults age in place) central to the day-to-day work. 

2.4 KEEPING VITAL COMMUNITY STAKEHOLDERS IN THE COMMUNITY  

HUBS has helped clients in over 1,000 households age in place, improving their safety and well-

being and achieving broader impacts beyond home repair and other support services. 

HUBS has fulfilled its initial objective of completing repairs for 75 houses per site, per 

year, for three years. In the first HUBS grant agreement, each site was tasked with completing 

repairs for 75 households per year for three years, for a total of 1,125 houses across (at that 

time) five sites over three years. With the additional capital from Weinberg, HUBS partners have 

ñThe shared space has all tracking 

information, resource information. 

It is kind of like our óHUBS Bible.ô 

We can find anything in it, 

including applications, some 

resources, tracking for Weinberg 

clients and [all] HUBS clients, and 

it is always updated in real time.ò 

ï Case Worker 
 

ñWithin the Leadership Team, we 

divide [responsibility] based upon 

what the issue is. There is no laid 

out responsibility for each person.ò 

ï Leadership Team Member 
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successfully completed their goal and provided thousands of individual repairs, in-home 

assessments, and assistance with applications for repairs and support services. 

Exhibit 5: HUBS Performance Measures, Cumulative for First Three Grant Years 

Performance Measure Cumulative Total 
(FY 2015-2018) 

In-Home Assessments 2,022 

Current Caseload (as of September 2018)  2,168 

LIGHT Applications on Waitlist 350 

LIGHT Repairs Made 79 

Applications to Other Housing Services 2,193 

Overall Applications Submitted 2,543 

Other Housing Repairs Made 1,182 

Completed Services  1,260 

Completed Houses  1,128 
 
Case workers, from their position ñon the groundò working with clients and programs, observed 

evidence of the programôs scope and effectiveness: one case worker saw that sitesô annual 

Weinberg funding was always spent completely before the end of the year, and another 

observed a state-run program had exhausted its 2018 funding halfway through the year with the 

increased number of applications. 

Keeping Clients in Their HomesïïSafely 

From the clientsô perspective, what HUBS improves is quality of life and safety, reducing the risk 

that clients may experience accidents or illness that will render them unable to age in place. 

When asked how HUBS helps them stay in their homes, clients responded that they had 

planned to stay in their homes, yet in situations they knew were less than safe and presented 

them with challenges (stairs they were unable to navigate, lack of heat, weather damage from 

incomplete roofs).  

The roof really helped because I didnôt have the money to get that done. I guess I 

would still be here, but maybe with a leaky roof. ï Client 

Those types of things that were done for meïïthe maintenance for the roof, the 

handrails, and all those type of thingsïïthey definitely help me to stay right 

where I am. Iôm able to maintain my health and my strength to help take care of 

everything, so yes, it helped me a lot. ï Client 

Exhibit 6, created by Civic Works from data on client needs identified by sites, shows that roof 

and accessibility needs, combined, make up one-half of clientsô primary home needs, with roof 
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repairs making up almost one-third. As also indicated in the grant reports, roof repairs or 

replacements are a significant cost to homeowners, with roof replacements starting at $5,000.14 

Exhibit 6: Primary Home Repair Needs Identified by HUBS Sites, as of January 2018 

 

Source: Civic Works, 2018, Leonard and Helen R. Stulman Charitable Foundation Grant 

Evaluation Report 

Several clients emphasized that HUBS was able to provide repairs that clients otherwise 

could not afford, especially the more extensive repairs.  

Yes, oh my goodness, it was like, I was like seeing the light at the end of the 

tunnel, you know, when youôre on a fixed income é I had some savings that was 

done for some of my house, I had windows put in but the daily care is just, you 

know, it just takes all of your savings. But I am thankful, Iôve been able to 

maintain right now on my fixed income because of the reduction that I received 

through those programs. ï Client 
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Doing the roof was a miracle. Over the years, my roof has gotten repairs, but 

they [HUBS] didnôt repairïïthey gave me a new roof. They took three pounds of 

rotten tar and [gave me] a new roof. ï Client 

Even when repairs were less expensive, financial constraints may still prevent older adults from 

completing repairs with serious quality-of-life impact: all case worker respondents shared 

examples of clients who had gone several years without heat or hot water in the household. 

Impacts Beyond Home Repair and Support Services 

Case workers develop relationships with clients during the HUBS intervention that have impacts 

beyond the effectiveness of completing home repairs. Clients appreciate having someone who 

advocates for their needs, someone they know they can approach with questions or problems. 

She [case worker] didnôt have a checklist that she ticked off, she really cared. 

You could see her care and confidence, of help with compassion. ï Client 

They appreciate the case management, that they have someone guiding them.  

ï Leadership Team Member 

The progress I have seen is the extreme gratitude. Prior to us, older adults were 

having trouble getting simple services, before us. ï Case Worker 

She [case worker] would ask questions on anything I needed help with, and it 

meant a lot to come to my house and help me. And she would get things we 

need, like the application and paper. To me, she didnôt have to do that; she could 

have had me go downtown to the court house, to get the original deed, and she 

was able to get it for me without me going there. ï Client 

Beyond improving safety and basic livability, clients and HUBS partners observed that home 

repairs and other social supports provided intangible but important social and 

psychological benefits to clients. 

I think the whole experience was amazing. Itôs like moving into a new house 

with all the things they did here. ï Client 

I had a patient who has had the floor redone. The floor was unstable and 

there were rats coming into the home. [Through] the HUBS program, she was 

able to get the floor repairs. The floor was also a pretty floor, and she was so 

proud of that laundry area now. We are bringing a pride to [people of] 
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Baltimore City that wouldnôt have access to home repairs, either. ï Referral 

Partner 

2.5 OPPORTUNITIES FOR IMPROVEMENT 

Over the first three years of HUBS, partners have encountered and surmounted significant 

challenges to meeting the need for services to help older adults age in place. Still, there are 

some areas identified in the Efficiency Study that could make HUBS more efficient and more 

effective. 

In the short term, HUBS partners should consider the suggestions below. 

Create a universal database for collecting HUBS resources and tracking data, especially 

for grant reporting. 

The current shared resources have been successful in helping different HUBS case workers 

stay up to date on the available resources and on client statuses. However, much of the 

information that case workers are using is stored locally and requires case workersô time to 

generate reports that contain the needed data. Additionally, case workers do not have a good 

sense of which referral programs may be at capacity for receiving clients. Exploring options 

for a universal database that meets sitesô needs for data security, case workersô 

collaboration needs, and Civic Worksô requirements for grant reporting should be a high 

priority. A well-structured database would allow more time for working with clients and offer 

opportunities to collect additional outcomes data (such as data on health outcomes). 

Identify opportunities to streamline the contractor process (identification, bidding, 

follow-up) across all the organizations that are funding home repairs.   

Another time-consuming activity that case workers identified was identifying, managing, and 

following up on contractors. In discussing home repairs, clients shared mixed satisfaction with 

the timeliness of home repairs: some repairs were completed quickly, while others remained in 

progress for weeks or months. Currently, there are several organizations that interact with 

contractors: sites, Civic Worksô HUBS Coordinator, NHS, GHHI, and Rebuilding. Creating a 

formal coordinating structure with a designated point of contact is a successful model 

that could be replicated to coordinate home-repair contractors. This will reduce time 

needed to begin and complete repairs and can be used to evaluate contractor performance to 

improve client satisfaction.  

Identify more ways (including funding) to prioritize urgent repairs.  

This sentiment was expressed by case workers, clients, and the Leadership Team. There is a 

particular need to address urgent home repairs, especially extensive repairs that are preventing 
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an urgent repair (for example, asbestos remediation so that a furnace can be replaced). Case 

workers, in particular, saw a need for a dedicated emergency repair fund and ways to 

prioritize older adultsô cases in city- and state-run programs.  

One way to accomplish thisïïas something that 

can also be built into the universal databaseïïis 

to establish standard ñtiersò or definitions of 

severity, formalizing the prioritization process 

case worker are already undertaking. This could 

be shared with city- and state-run programs, as 

part of the HUBS partnerships. 

Focus partnership-building on closing gaps that can be barriers to other home repairs. 

As discussed under strategies for sustainability below, one of the ways HUBS partners can 

sustain their efforts is by forming strategic partnerships that bring in additional resources 

(services, personnel, and funding). Currently, HUBS partners are aware there is a service gap in 

being able to help when urgent repairs are needed. Another service gap already identified by 

HUBS partners is that if a home has a current bed-bug infestation this will disqualify the 

household for many programs, thus creating a barrier to accessing home repairs. Two other 

repair typesïïmold and asbestos remediationïïare costly, have a significant impact on health, 

and are challenging to successfully complete. In the short term, these gaps should be prioritized 

as part of an overall effort to close service gaps through new partnerships.  

Longer term, HUBS partners should consider the suggestions below. 

Identify opportunities for providing ongoing support to clients.  

Currently, the Weinberg grant funding is not set up for ongoing or new repairs to the same 

household. Case workers noted that the grant funding is very efficient in terms of timely repairs, 

and it is challenging for case workers and clients when 

a house has additional issues that must be served by 

referrals to other programs. Case workers estimate that 

between 25 and 40 percent of clients (varying by site) 

will come back or need ongoing support:  

Younger clients (those in their 60s or 70s) that 

complete the HUBS program may need additional 

support in the future, as new repairs are needed and/or the homeownerôs needs change. As 

described below, all HUBS partners saw opportunities to expand the reach of HUBS. In 

addition to adding new partnerships to increase capacity, HUBS partners should look for 

ñSeventy percent are one issueïïand 

when I say óone,ô I mean é on a list it 

could be ten [issues] and once I solve 

those ten issues, I would say 70 

percent donôt reach out to me again. 

But those 30 [percent] do, and they 

call a lot.ò ï Case Worker 

ñIf they are 90 years old and have to 

wait two years for an application to go 

through, thatôs a problem. When the 

Weinberg money is up, the 

applications, cases, and services canôt 

move as fast.ò ï Case Worker 
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partners who can maintain ongoing relationships. As more homes are repaired and more 

non-profit resources supplement current city- and state-run programs, this ongoing and 

anticipated need can be an advocacy point for maintaining (not decreasing) funding for those 

programs. 

Expand HUBS outreach to potential clients by strategically using social networks.  

Right now, capacity for existing clients and referred clients is a greater challenge than outreach, 

but opportunities exist to activate the social network of current and former clients, as many 

referrals are coming through word of mouth. Even those clients that heard about the program 

through word of mouth, when asked about ways to improve outreach, felt that more direct 

advertising would help to reach additional older adults. This presents an opportunity to 

analyze what outreach approaches have been the most effective and what strategies can 

build on successes, especially for the communities that HUBS partners identified as areas for 

outreach (the Hispanic/Latino, Greek, and Korean communities in Baltimore). Two respondents, 

however, voiced concerns about how socially isolated older adults could be made aware of the 

program. 

2.6 STRATEGIES FOR SUSTAINABILITY 

As successful as the HUBS program has been in meeting its goals of connecting older adults to 

social and home-repair services that will help them age in place, the program also uncovered a 

vast, ongoing need for these services that will continue into the future. In addition to expanding 

capacity, reducing wait times, and making HUBS processes easier and more efficient for those 

doing the work, a number of opportunities exist to make HUBS part of a long-term solution to 

healthy aging in Baltimore. 

 

Determine the capacity of HUBS sites and partners to fill two documented gaps: urgent 

repairs and services and ongoing repairs and services. 

The HUBS program uncovered both a clear need for urgent repairs (especially for heat in colder 

seasons) and for an ongoing relationship with clients who have emergent needs (either in the 

next one to two years or as they age). One of HUBSô strengths is the program partnersô shared 

mission, and so it will be important to identify HUBSô new mission or missions as it has evolved 

from the first grant applications. While having a single mission offers clarity, it may be 

appropriate to have multiple missions served by different partners. For example, some sites are 

already building long-term relationships with former HUBS clients by linking them to their other 

services (which use other funding streams). Other sites are able to tap into organizational funds 

(outside of the Weinberg funding) that allow them to directly fund time-sensitive repairs. 



 

42 

 

IMPAQ International, LLC  ¼  Final Report 

 

Expectations for future RFPs may include the ability to provide one or both, with HUBSô program 

structure continuing to coordinate these efforts. 

Build sustainability by identifying new partners to close other, specific gaps in HUBSô 

current work. 

All the HUBS partner respondents identified gaps in the HUBS program that they hoped to close 

through future partnerships. These include: 

Á Expanding social services to other household members in multi-generational households 

Á Building home-repair capacity by partnering with skilled trade training programs or 

offering education and training on home maintenance to interested homeowners 

Á Engaging larger organizations like the Baltimore Health Department, the Baltimore City 

Aging Network, and the state Department of Aging 

Á Partnering with organizations that focus on the need of LGBTQ older adults 

Á Identifying partners that can work on major barriers that threaten home repairs, such as 

mold, bed bugs and other infestations requiring extermination, tree grooming, and 

neighboring vacant houses 

Á Forming additional hospital partnerships to foster older adult health 

Á Creating and strengthening relationships with policymakers 

In addition to the capacity for referrals, bringing in these new partners could continue to 

replicate the HUBS model by expanding the ñseats at the tableò to accommodate new funders, 

new members of the Leadership Team, and new members of the Advisory Committee. 

 

Use the Advisory Committee structure to bring in new Leadership Team members, sites, 

and funders. 

With the original goal of program oversight and steering now split between the Advisory 

Committee and the Leadership Team, one strategy for avoiding duplication is to use the 

Advisory Committee to vet organizations that may have the interest and capacity for becoming 

involved in the day-to-day operations of the HUBS program. Additionally, the wider reach of the 

Advisory Committee offers an opportunity to tap into new funding streams by utilizing 

Committee membersô professional networks and advocacy for HUBS. 
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3. IMPACT STUDY 

The HUBS Impact Study helps further our understanding of two major areas of the HUBS logic 

model. The first part of the study (Goal 1) helps identify the resources/inputs needed to fully 

serve older adults in need of grant-funded home-modification services; the second and third 

study subsections (Goals 2 and 3) quantify the implications and magnitude of HUBS program 

impacts, in particular as they relate to the medium- and long-term quality-of-life outcomes of 

individuals served by HUBS. We conducted the HUBS impact study keeping in mind the three 

main goals of the evaluation. 

1. Goal 1. To provide the HUBS Leadership Team with an estimate regarding the potential 

need for grant-funded services. Part of this estimate comes from calculating the 

magnitude of loan ineligibility among older adult homeowners in Baltimore City. 

This is to inform the Teamôs fundraising objectives. 

2. Goal 2. To conduct a cost-benefit analysis (CBA) of the HUBS program. The purpose 

of this analysis is to provide the HUBS Leadership Team with an estimate of the 

potential economic benefit or dollar savings generated by the HUBS program. This may 

help demonstrate the economic value of HUBS to funders and stakeholders.  

3. Goal 3. To estimate the impact of HUBS on the health and well-being outcomes of 

its clients. Again, this piece of analysis can help HUBS demonstrate the value of the 

program to funders and stakeholders. 

Our main findings are presented in brief below. 

Goal 1 

We estimate the need for grant-funded services by calculating the total number of low-income 

older adult homeowners in Baltimore City, using HUBS income-eligibility criteria. We also 

calculate the incidence of housing-cost burden and two indicators of loan ineligibility: having a 

reverse mortgage and having a tax-lien sale on oneôs property.  

a. Housing-cost burden. We calculate that as of the latest available data, there are 

20,486 low-income older adult homeowners in Baltimore City. About 25.76 percent of 

these low-income older adult homeowners are moderately cost burdened, and an 

additional 25.85 percent are severely cost burdened. The total number of cost-burdened 

older adult homeowners in the city is about 10,414.  
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b. Reverse mortgages. We estimate that roughly 3,559 older adults who took out reverse 

mortgages between 2003 and 2011 are potentially facing equity constraints today. This 

amounts to roughly 11 percent of the current older adult homeowner population in the 

city. 

c. Tax-lien sales. In 2018, we estimate that 4,256 older adults had a tax-lien sale on their 

property. This amounts to roughly 13 percent of the overall older adult homeowner 

population in the city. 

Therefore, there are a little over 20,000 older adults homeowners that are in potential 

need of HUBS services today. Of these, between 3,559 and 4,286 older adults are most 

in need because they face difficult constraints on loan eligibility.  

Goal 2 

We calculate, under certain assumptions, that HUBS has the potential to produce net cost 

savings of $3,022,369 or roughly $3 million over 10 years in present-value terms. Assuming 

HUBS program costs of $1,678,998.67, used to serve 375 clients over one year, the calculated 

net cost savings imply a benefit-cost ratio of 1.80.  This means that for every dollar invested in 

HUBS, $1.80 in benefits are potentially realized. The estimate of net-cost savings of $3,022,369 

is on an annualized basis. If HUBS serves the same number of clients in years 2 and 3, then in 

present value terms, HUBS has the potential to produce net cost savings of $9,067,107 over 

three years.   

Goal 3 

We use data on outcomes from two HUBS partnersðCities for all Ages and the Green & 

Healthy Homes Initiative.  

a. From CAA data, we estimate the impact of the program on falls efficacy and general 

well-being for clients referred to the program by HUBS. Falls efficacy indicates the level 

of confidence that older adults feel about performing everyday tasks without falling. For 

the most representative sample, we find that post the CAA intervention, on average, falls 

inefficacy is lower by about 32.63 percent among older adults, relative to baseline. The 

post-intervention general well-being score is higher by about 5.42 percent, relative to 

baseline. 

b. Tabulations from the GHHI data show that a substantial proportion of clients report 

improvements on a varied set of outcome measures. The largest improvements are 

seen for mobility measures, with about 67 percent of clients reporting an improved ability 

to move around their homes safely and 62 percent of clients reporting improved mobility 
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while entering or exiting their homes. Other areas of substantial improvement include: 

ability to perform Activities of Daily Living (59 percent report improvement) and physical 

endurance and strength (54 percent report improvement). A large percentage of clients 

also report improvements in the temperature of their homes, their ability to socialize, 

their anxiety regarding home maintenance, overall health, and their utility bills. 

Further detail on each of the above analyses follows below: estimating need (Section 3.1), cost-

benefit analysis (Section 3.2), and assessing impact on client outcomes (Section 3.3). 

3.1 GOAL 1 ï ESTIMATING THE NEED FOR GRANT-FUNDED SERVICES IN 

BALTIMORE CITY  

The purpose of this analysis is to identify the need for grant-funded services among older adults 

in Baltimore City who may be in danger of losing their homes due to disrepair. This aspect of the 

study will help to inform the fundraising objectives of the HUBS Leadership Team, so that more 

older Baltimoreans can stay safely in their homes and neighborhood blight can ultimately be 

prevented.   

We first estimate the total number of low-income older adult homeowners in the city as well as 

the number among them that face a high housing-cost burden. Next, we calculate two measures 

of loan ineligibility. Loan-ineligible older adults may be most in need of HUBS grants. While 

loan-eligible older adults may be able to take out small loans to make home repairs in order to 

avoid code violations and stay up to date on property and utility bills, this may not be possible 

for loan-ineligible adults. For example, taking on a reverse mortgage oftens makes older adults 

loan ineligible a few years down the line when payouts from the reverse mortgage have dried up 

and older adults no longer own equity in their home.  

While loan ineligibility can provide a useful ball-park estimate for the need for grant-funded 

services, it is important to keep in mind that the need for HUBS services also comes from older 

adults who may be technically loan eligible but may still be in need of financial assistance. 

Insights from the Efficiency Study reveal that even if some of the clients are able to find 

personal resources to pay for their housing repairs and/or may not be technically loan ineligible, 

often they are unable to come up with all of the resources needed to pay for urgent, immediate 

needs like lack of heat during the winter. Therefore, the grant program in this case helps with 

the older adultôs immediate needs and serves as one of many options that case workers will use 

to help someone obtain home repairs. 

IMPAQ, in consultation with the HUBS Leadership Team, has estimated the numbers and 

percentage of  older adult home owners who may be in need of grant-funded services using 
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three proxy indicators. These indicators are: (a) the total number of low-income older adults and 

the number and percent of older adults who are burdened by housing costs, (b) the percent of 

older adults with reverse mortgages, and (c) the percent of older adults with tax-lien sales on 

their property. The first indicator regarding having housing-cost burden does not directly indicate 

loan ineligibility, since it is possible that despite having high housing costs, some households 

are eligible for private, unassisted loans. However, the indicator still provides a useful insight 

into the proportion of older adults who may require financial assistance through a program like 

HUBS. The other two measures more directly indicate loan ineligibility and are not mutually 

exclusive. Both measures are complementaryðeach providing an estimate utilizing a different 

approach. Both reverse mortgage data and tax-lien sales data yield comparable findings on the 

percentage of older adults who are loan ineligible in the city and indicate that about 11 to 12 

percent of older adults in Baltimore are loan ineligible. 

Next, we describe our findings for each of the three proxy indicators. 

3.1.1 TOTAL NUMBER OF LOW-INCOME OLDER ADULTS AND HOMEOWNER COST 

BURDEN 

We use latest available (year 2016) data from the American Community Survey (ACS)17 to first 

estimate the total number of low-income older adult homeowners in Baltimore City. We calculate 

that as of the latest survey, there are a total of 20,486 low-income older adult homeowners in 

the City. To identify low-income older adult homeowners, we use the household-size-dependent 

income-eligibility cut-offs detailed in the HUBS brochure.18 

Next, we look at Homeowner Cost Burden. Homeowner Cost Burden refers to the proportion of 

monthly income that households devote to housing-related expenses. According to HUD 

definitions,19 when housing expenses amount to more than 30 percent but less than 50 percent 

of income, households are considered to be facing a moderate housing-cost burden. When 

housing-related expenses exceed 50 percent of total income, households are considered to be 

facing a severe housing-cost burden. The idea is that cost-burdened households may have 

difficulty affording other necessities such as food, transportation, and medical care. As 

mentioned previously, being housing-cost burdened is not a direct indicator of loan ineligibility, 

since it is possible that despite having high housing costs, some households are eligible for 

 
17 In particular, we use data from the 2012ï2016 ACS 5-year sample, which comprises 5 years of data up to and 

including 2016 and is the most reliable data extract to calculate estimates for small geographic areas like counties 
and cities. At the time of calculating these estimates, the 2012ï2016 ACS 5-year sample was the most recent data 
publicly available. 

18 https://civicworks.com/wp-content/uploads/2015/10/HUBS-Brochure-Final.pdf. 
19 U.S. Department of Housing and Urban Development. Affordable Housing. Accessed on 9/30/2018. URL: 

https://www.hud.gov/program_offices/comm_planning/affordablehousing/. 

https://civicworks.com/wp-content/uploads/2015/10/HUBS-Brochure-Final.pdf
https://www.hud.gov/program_offices/comm_planning/affordablehousing/
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private, unassisted loans. However, the indicator still provides a useful insight into the 

proportion of older adults who may require financial assistance through a program like HUBS 

and, further, provides an upper bound on the total number of individuals who may require 

funding assistance for home modifications. 

In Exhibit 7, we show the percentage of homeowning older adults (aged 65 and older)20 who 

are housing-cost burdened in the city.21 We estimate this percentage for (a) all older adult 

homeowners and (b) for low-income older adult homeowners. Overall, 19 percent of older adult 

homeowners are moderately cost burdened, and an additional 16 percent are severely cost 

burdened. Limiting the analysis only to low-income older adult homeowners, we estimate that 

25.76 percent of low-income older adult homeowners are moderately cost burdened and an 

additional 25.85 percent are severely cost burdened. In terms of counts, we estimate that there 

are 5,198 low-income older adult homeowners who are moderately cost burdened in the city 

and an additional 5,216 who are severely burdened by housing costs. This means that, in total, 

about 10,414 low-income older adults are housing-cost burdened, which amounts to over 50 

percent of the low-income older adult homeowner population.  

Exhibit 7: Housing Cost Burden in Baltimore City, 2016

 

 
20 Older Adult Homeowners are those where the household head is 65 or older in age. 
21 Homeowner costs in the ACS data are calculated, where applicable, as the sum of payments for mortgages, 

deeds of trust, contracts to purchase, or similar debts on the property (including payments for the first 
mortgage, second mortgages, home equity loans, and other junior mortgages); real-estate taxes; fire, hazard, 
and flood insurance on the property; utilities (electricity, gas, and water and sewer); and fuels (oil, coal, 
kerosene, wood, etc.). It also includes, where appropriate, the monthly condominium fee for condominiums 
and mobile home costs (personal property taxes, site rent, registration fees, and license fees). 
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The numbers we estimate align closely with ACS tabulations reported on American Fact 

Finder.22 According to data on American Fact Finder, 35 percent of all older adult homeowners 

in Baltimore City, aged 65 and over, were cost burdenedïïthat is, their homeowner cost-to-

income ratio was 30 percent or more. 

3.1.2 REVERSE MORTGAGES 

Next, we consider the incidence of reverse mortgages as an indicator for the extent of loan 

ineligibility in Baltimore City. A reverse mortgage is a loan for seniors aged 62 and older that 

allows homeowners to obtain lump sum or regular payments, typically to supplement retirement 

income, in exchange for equity in their home. Seniors with reverse mortgages who no longer 

have equity in their home but require home upgrades are likely ineligible for most loans. In a 

large fraction of instances, seniors exchange the equity in their homes for the reverse mortgage 

payout as a lump sum, and the money is often spent by the time it is needed for late-in-life 

hardships.23 In some cases, reverse mortgages can also eventually lead to defaults or 

foreclosures. Single spouses not named on a reverse mortgage loan suffer when their spouse 

dies or enters assisted care. Such spouses are responsible for loan repayment, in the absence 

of which their home is sold from under them. Defaults also occur because older adults cannot 

remain in their homes if they fail to pay property taxes and homeowners insurance.24  

We use data from HUDôs Home Equity Conversion Mortgage (HECM) dataset to estimate the 

number of reverse mortgages originating in Baltimore City from the early 1990s to 2011. Even 

though data are only available until 2011, for reverse mortgage analysis it makes sense to look 

at data within this timeframe. The seniors who currently lack adequate home equity and are in 

need of financial assistance are likely those who took out a reverse mortgage around seven to 

eight years ago.25 In Exhibit 8, we look at the number of reverse mortgages originating in 

Baltimore City between 1991 and 2011. Up until 2002, very few reverse mortgages originated in 

the City. Between 2003ï2005, there was a greater than six-fold hike in reverse mortgages, and 

in 2006ï2008 there was a further five-fold hike. Between 2006 and 2008, a total of 4,132 

reverse mortgages originated in the city, and between 2009 and 2011, a total of 3,726 reverse 

mortagages were originated.  A number of exogenous, market factors likely explain this 

 
22 American Fact Finder is a data-retrieval product of the U.S. Census Bureau and a tool to access various 

tabulations from data collected by the Bureau. URL: https://factfinder.census.gov/faces/nav/jsf/pages/index.xhtml. 
23 ABC News. Senior Homeowners Warned of Risks of Reverse Mortgages. Accessed on 9/30/2018. URL: 

https://abcnews.go.com/Business/senior-homeowners-warned-risks-reverse-mortgages/story?id=17889575. 
24 AARP Brief. Are Reverse Mortgages Risky? Accessed on 9/30/2018. URL: https://www.aarp.org/money/estate-

planning/info-03-2012/risks-of-taking-reverse-mortgage-early.html. 
25 SFGATE. The Normal Term of a Reverse Mortgage in Years. Accessed on 10/1/2018. URL: 

https://homeguides.sfgate.com/normal-term-reverse-mortgage-years-62796.html. 

https://factfinder.census.gov/faces/nav/jsf/pages/index.xhtml
https://abcnews.go.com/Business/senior-homeowners-warned-risks-reverse-mortgages/story?id=17889575
https://www.aarp.org/money/estate-planning/info-03-2012/risks-of-taking-reverse-mortgage-early.html
https://www.aarp.org/money/estate-planning/info-03-2012/risks-of-taking-reverse-mortgage-early.html
https://homeguides.sfgate.com/normal-term-reverse-mortgage-years-62796.html
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variation in the number of reverse mortgages across years. Even though the HECM program 

started in 1989, in early years, only a very small number of elderly adults took out these 

mortgages. However, as awareness of the program grew among older adults, and financial/risk 

attitudes shifted, reverse mortgages started to gain popularity. Starting in year 2000, reverse 

mortgages grew rapidly on account of a housing market boom and lower interest rates, with 

mortgages peaking in 2008. The subsequent decline in numbers are likely on account of  

financial market regulations following the sub-prime mortgage crises and declining home prices. 

Exhibit 8: Reverse Mortgages in Baltimore City, 1991ï2011

 

A year-wise break-down of the number of reverse mortgages between 2003 and 2011 is shown 

in Exhibit 9. There was a steady increase in the number of reverse mortgages up until 2008, 

when the number peaked at 1,862, after which a decline can be observed. In 2011, there was a 

considerable slow-down, with only 670 reverse mortgages originating.26 Next, in Exhibit 10 we 

present some numbers in percentage termsðbetween 2007 and 2010 roughly 4 to 5 percent of 

older adult homeowners in the city obtained a reverse mortgage each year, and this rate slowed 

to around 2 percent in 2011. As per HUBSô intake data from 2017, which asks a client about 

 
26 One point to note is that data were reported by HECM only through the end of November 2011. Therefore, if 
we had data for December 2011, it is likely that the yearôs total tally would be greater than 670. In 2010, 
around 85 reverse mortgages originated in December. Therefore, even if the same number of reverse 
mortgages originated in December 2011 as in December 2010, the overall number in 2011 would be nowhere 
close to the 2010 number. 
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whether or not they have a reverse mortgage at the time of screening, 6.87 percent of all older 

adults screened by HUBS stated that they currently have a reverse mortgage. 

Exhibit 9: Reverse Mortgages in Baltimore City, 2003ï2011 

 

Exhibit 10: Number and Percentage of Older Adults with a New Reverse Mortagage,  

2007ï2011 

Year 

 

 

Total Number of Older 

Adult Households with 

Reverse Mortgages 

Total Number of 

Older Adult 

Homeowners 

% of Older Adult 

Homeowners with 

Reverse Mortgages 

2007 1,433 31,009 4.62% 

2008 1,862 31,891 5.84% 

2009 1,740 32,162 5.41% 

2010 1,316 31,946 4.12% 

2011 670 31,749 2.11% 

 






























































































