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Executive Summary
Community health workers (CHWs) have a unique role to play in public health departments as frontline ambassadors 
and connections to communities that they serve. We created this toolkit to assist local health departments (LHDs) 
in creating sustainable recruitment and retention strategies to CHWs. To form this toolkit, we conducted searches 
of peer-reviewed literature and community-based resources on terms relevant to CHWs, with an emphasis on 
CHWs working in public health settings. We condensed the search results into a toolkit of findings with trends 
and best practices, example programs and resources, and specific recommendations for LHDs. Our findings and 
recommendations focus on integration of CHWs into local health departments, attracting diverse candidates and the 
hiring process, skills and associated equitable compensation, and retention strategies for building out this critical 
workforce. 

INTRODUCTION
This toolkit assists LHDs in their practices to achieve increased equity, diversity, and inclusion in their hiring process 
of CHWs while addressing discrepancies in recruitment and retention efforts. In this toolkit we provide 8 tools that 
LHDs can use to assist with their recruitment and retention of CHWs and discuss the following:

1.	 The Importance and Role of CHWs in LHD

2.	 Integration of CHWs and Effective Outcomes of CHWs

3.	 CHW Expertise

4.	 Diversity Within CHWs

5.	 Recruitment Strategies

6.	 Reviewing CHW Candidates

7.	 CHW Salary and Funding

8.	 Improving the Hiring Process 

9.	 Retention Strategies

10.	Recognition and Signs of Work Burnout

11.	Leadership and Support

12.	How CHW Associations Can Support CHWs

Why Are CHWs Important?
Community health workers (CHWs) are considered “frontline public health ambassadors and health educators, 
with a trusted and close understanding of the community being served.”1 They help aid “community members in 
addressing unmet social needs, promoting health, and building the capacity of the community.”1 

CHWs play a central role in providing direct health services for local health departments (LHDs). CHWs have been 
a prominent force in community-based organizations and the healthcare industry for many years and are now 
increasingly prevalent in LHDs, especially during and after the COVID-19 pandemic.2, 3 Their significance lies in their 
relatability, knowledge, and ability to build trust and connections with the community. Serving as the first point of 
contact for community members, CHWs bridge the gap between the community and public health and health/social 
service organizations, creating opportunities to reduce disparities and increase equity. CHWs typically represent 
their communities and possess invaluable knowledge and wisdom through lived experience, which is unmatched by 
other positions within health agencies.

To effectively engage with their community and promote health, LHDs should:4 

	ӹ Hire employees who reflect the community they serve (see CHW Inclusive Job Description Assessment tool)

	ӹ Address barriers surrounding culture and language (see Diversity within CHWs)
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CHW ROLES
CHWs fill many roles and may be referred to by various titles.5 Some CHWs are most commonly referred to as: 

	ӹ Promotores(as)

	ӹ Community Health Advisor

	ӹ Community Health Representative

	ӹ Please see the National Association of Community Health Workers’ (NACHW) Community Health Worker 
Professional Roles and Titles resource for a more comprehensive list of CHW job titles 

LHD CHWs may also work with different populations or are focused on specific disciplines such as:6

Integration of CHWs
By having CHWs integrated with other departments, facilitating 
cultural awareness and diversity strategies between all parties 
helps utilize their roles to the highest potential. This enhances 
their ability to be more effective in their roles.7-10 Figure 1 on the 
right shows four ways that CHWs can be integrated into LHDs.

	ӹ Nutrition

	ӹ Diabetes

	ӹ Disease/Population-Based 

	ӹ Maternal & Child Health

	ӹ Immunization

	ӹ Sexual Transmitted Infection

	ӹ Reproductive Care

	ӹ HIV/AIDS

	ӹ Aging Health

Community-Clinical Linkages
Partnership with Community-based 
organizations (CBOS) and local 
health care institutions to advance 
support in health care delivery and 
provide services to communities.

Integration with Payers
Integrating CHWs into health care 
providers, Medicare and Medicaid to 
work directly on teams, projects and 
organizations. 

Employment Within  
Health Care
Being employed directly through 
health care institutions (federally 
qualified health centers, hospitals 
and health systems) which allows 
easier access to health records, 
working with patients and providers, 
and enhancing trust of patient care.

Coordination by Public Health 
Departments
Public Health Departments 
coordinating with other health care 
entities (public and private) and 
organizations to provide CHW 
services to the community at large. 

Figure 1. Four Ways CHWs Can Be Integrated Into LHDs.

“In local public health, we know that health happens 
outside of the government center, so we need to 
engage with the community in their homes, workplaces, 
community gatherings spaces and schools. CHWs have 
firsthand knowledge of how to engage these communities 
and where to find them and can offer information in the 
language that is most accessible to them. In Dakota 
County, our public health CHWs are very active in our 
communities. For example, if our department is offering a 
mobile vaccination clinic that is looking to reach Spanish-
speaking families to provide school vaccinations, the 
DCPHD Spanish-speaking CHWs will go to the local food 
shelf and connect with families to encourage them to go if 
they need shots for school. They also work with the cultural 
liaisons in the school districts to get the word out and attend 
workplaces like restaurants to distribute flyers. If it is at a 
mobile home park, the CHW may go knock on doors of the 
community since they recognize and trust her and will be 
more likely to come with a personal invitation. The DCPHD 
attributes this kind of grassroots outreach by CHWs to be 
the reason why mobile clinics served 52.5% of all Hispanic 
or Latino clients via mobile clinics as opposed to county 
buildings or mass vaccination clinics from January 15, 2021, 
through March 8, 2022.” 

— Amalia Roberts, Public Health Supervisor at Dakota 
County Public Health Department

IN THEIR OWN VOICE

https://nachw.org/wp-content/uploads/2022/10/CHW_sheet_prt_1a_nobleed-1.pdf
https://nachw.org/wp-content/uploads/2022/10/CHW_sheet_prt_1a_nobleed-1.pdf
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EFFECTIVE OUTCOMES OF CHWS
CHWs are important because of what they can accomplish.11 Below are some outcomes that CHWs have improved 
in health care and how their role has demonstrated a significant reduction in health care disparities by highlighting 
four important focuses.5, 11

1.	 Improvement in health outcomes for community members (e.g., diabetes outcomes and cardiovascular 
disease outcomes)

2.	 Improving patient experience in primary and preventative care (e.g., cancer screenings, management of 
chronic conditions, perinatal health, antiretroviral medication adherence among people with HIV)

3.	 Reduced cost of care

4.	 Advancing health equity (e.g. culturally and linguistically appropriate services, care coordination for 
marginalized communities, and access to and coverage of maternal health services)

CHW Expertise
Lived experience and community connections are valuable assets that CHWs bring to public health agencies. CHW 
certification and training efforts, while beneficial for standardization and regulation, also raise concerns around 
career path accessibility, especially to underserved communities. When deciding whether to require certification, 
consider the funding and state requirements, 
provide a grace period and resources for 
the employee to obtain their certification 
(this shows that an LHD is invested in the 
employee and may increase retention). 
Education requirements can be another 
barrier and overlook the skills necessary 
to perform the job.12 For example, Nicollet 
County (MN) noted that “When posting the 
role, we do not require a CHW certification 
and anticipate providing on-the-job training/
certification.” Important values and attitudes 
can come from lived experiences. In 2021, 
NACHW implemented the CHW survey in 
which CHWs identified a list of 10 core values 
that they identified with (see list in Figure 
2). The CHW Core Consensus Project (C3 
Project) published a report which identified 
11 CHW core competencies and skills 
(see the list in Figure 2). These skills and 
competencies can come from on-the-job 
training. 

C3 Project CHW Skills and 
Competencies

	ӹ Communication Skills

	ӹ Interpersonal And  
Relationship-Building Skills

	ӹ Service Coordination and 
Navigation Skills

	ӹ Capacity Building Skills

	ӹ Advocacy Skills

	ӹ Education And Facilitation Skills

	ӹ Individual And Community 
Assessment Skills

	ӹ Outreach Skills

	ӹ Professional Skills and Conduct

	ӹ Evaluation And Research Skills

	ӹ Knowledge base

CHW Survey CHW  
Core Values

	ӹ Respect

	ӹ Integrity

	ӹ Equity

	ӹ Dignity

	ӹ Self-empowerment

	ӹ Self-determination

	ӹ Social justice

	ӹ Unity

	ӹ Empathy

	ӹ Trust 

Figure 2. Examples of skills and 
qualificiations.

“In Nicollet County (MN), our CHWs are imperative to making inroads to communities who might otherwise be 
hard-to-reach due to language barriers, documentation status, etc due to them representing the communities 
they serve. We have new community members in Nicollet County who are arriving from Guatemala and speak 

a subgroup of the Mayan family of languages. Many are experiencing a wide range of challenges including 
access to housing, healthcare, transportation, and childcare. Our CHWs have pre-existing rapport with the 

community and are able to meet with new arrivals and provide them with connections and resources.” 

— Breanna Allen, Public Health Supervisor at Nicollet County Public Health

IN THEIR OWN VOICE

https://nachw.org/wp-content/uploads/2022/08/chw_SDVL_3.pdf
https://www.c3project.org/roles-competencies
https://www.c3project.org/roles-competencies
https://www.c3project.org/roles-competencies
https://www.c3project.org/roles-competencies
https://nachw.org/wp-content/uploads/2022/08/chw_SDVL_3.pdf
https://nachw.org/wp-content/uploads/2022/08/chw_SDVL_3.pdf


https://www.indeed.com/career-advice/interviewing/how-to-use-the-star-interview-response-technique


Community Engagement
Please give me an example of a time when you successfully engaged with a community to 
identify their health needs.

Behavior-based Interview 
Questions for CHWs

Describe a situation where you had to adapt your communication style to effectively 
interact with individuals from diverse cultural backgrounds.

Share an example of how you built trust with a client or community member who initially 
seemed hesitant to engage with health services.

Please provide an instance where you developed and delivered a health education 
program that had a positive impact on the community's understanding of a specific health 
issue.

Describe a situation in which you collaborated with other healthcare professionals, 
community organizations, or local agencies to address a public health concern. 

Funding for this initiative is supported by the Centers for Disease Control and Prevention (CDC) under 
award 6 NU38OT000306-04-02 entitled National Initiative to Address COVID-19 Health Disparities 
Among Populations at High-Risk and Underserved, Including Racial and Ethnic Minority Populations 
and Rural Communities

Cultural Competency

Building Trust

Health Education

Collaboration with Stakeholders

Share an example of a conflict or disagreement you encountered while working with a 
client or within a community, and how you resolved it to maintain positive relationships. 

Conflict Resolution

Can you provide an instance where you advocated for the health and well-being of an 
individual or community, empowering them to take control of their health outcomes? 

Advocacy and Empowerment

Describe a specific case where you efficiently managed the care of a client with complex 
health needs, ensuring they received the necessary support and resources. 

Case Management
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Reviewing CHW Candidates

When creating a review committee,  
consider these recommendations:

Prioritize skills 
Prioritize demonstrated skills and job  

competency rather than education level

Accommodate 
Provide appropriate accommodations as needed

Biases 
Understand one’s own biases7, 24

In developing an equity lens and  
commitment to diversity, LHDs can be:

Diversity Focused 
Establish a diverse panel of staff and backgrounds

Inclusive 
Write culturally inclusive interview questions to  
obtain employees that align with LHD values24

Versatile  
Honor multilingual skills that will be used on the job25

In the field, ideal CHWs exhibit cultural knowledge and soft skills.26 LHD leadership should recognize the unique 
role of CHWs to fully appreciate their abilities. Such understanding encourages leadership to prioritize skills over 
education and continue to increase awareness around CHWs’ roles.

On the following pages, we provide 2 tools: The CHW Persona-Based Recruiting Tool and CHW Skill-Based 
Assessment Template. 

The CHW Persona-Based Recruiting Tool is designed to help public health departments identify their ideal 
candidate. This tool teaches LHDs how to utilize personas for marketing and hiring, and the benefits of utilizing 
a persona for targeted recruiting efforts. This tool is two pages. The first page features a completed persona 
(demographics, values, circle of influence, hobbies and interests, and goals). The second page is a blank template 
for public health departments to fill out for themselves.

The CHW Skill-Based Assessment Template is a tool designed to help LHDs evaluate CHW candidates' skills and 
experience, rather than relying solely on resumes and cover letters. This tool is a checklist that LHDs should use 
when assessing interviewees during interviews.

Figure 3. Recommendations in creating a review committee and developing an equity lens.
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CHW Skill-Based Assessment 

Template

 DEFINE PURPOSE AND COMMUNICATE EXPECTATIONS
▢ Clearly communicate the purpose of the skill-based assessment to the candidate.

▢ Provide a brief overview of the task or scenario and explain how it relates to the job

▢ Ensure the CHW candidate understands the situation, scenario, or task at hand and what is 
required for them to do

 PRESENT THE TASK OR SCENARIO
▢ Clearly present the task or scenario to the candidate. Include relevant details and any 

necessary background information.

▢ Specify the desired outcome or expectations for the completion of the task.

▢ Ensure the CHW candidate understands the situation, scenario, or task at hand and what is 
required for them to do

▢ If applicable, provide candidates with a reasonable amount of time to prepare for the task. 
This allows them to gather their thoughts and plan their approach.

 OBSERVE AND EVALUATE
▢ As candidates perform the task or engage with the scenario, observe their actions, decision-

making, and application of relevant skills.

▢ Take note of any unique approaches, problem-solving abilities, and adaptability.

▢ If the task involves interaction or communication, encourage candidates to verbalize their 
thought process. This provides insights into their communication skills.

 EVALUATE ADAPTABILITY TO CHALLENGES
▢ If possible, introduce unexpected elements or challenges during the assessment to evaluate 

candidates' adaptability and problem-solving skills.

PROVIDE FEEDABACK AFTER DEMONSTRATION
▢ After the completion of the task, offer constructive feedback. Highlight strengths and areas 

for improvement.

▢ Encourage candidates to reflect on their performance and provide their own insights, 
discussing what went well and areas for improvement.

INTERVIEWEE
NAME

INTERVIEW DATE

JOB TITLE SUPERVISOR

Funding for this initiative is supported by the Centers for Disease Control and 
Prevention (CDC) under award 6 NU38OT000306-04-02 entitled National 
Initiative to Address COVID-19 Health Disparities Among Populations at High-
Risk and Underserved, Including Racial and Ethnic Minority Populations and 
Rural Communities.
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ASSESS CULTURAL COMPETENCY
▢ If relevant to the role, assess candidates' cultural competency in how they approach the 

task or interact in diverse scenarios.

EVALUATE OVERALL PERFORMANCE
▢ Document your observations and specific examples of the candidate's performance during 

the skill-based assessment.

▢ Consider the candidate's overall performance, including their ability to apply skills, handle 
challenges, and communicate effectively.

▢ Use a scoring rubric and evaluation criteria to ensure consistency in the assessment 
process.

▢ Use qualitative assessment to gauge performance.

▢ Based on your observations, evaluate the candidate's suitability for the role and their 
alignment with the required skills and competencies.

DOCUMENT OBSERVATIONS AND RESULTS

▢ Document the results of the skill-based assessment, including any notes, feedback, and the 
final evaluation.

▢ Use this information to inform the overall hiring decision.

Funding for this initiative is supported by the Centers for Disease Control and 
Prevention (CDC) under award 6 NU38OT000306-04-02 entitled National 
Initiative to Address COVID-19 Health Disparities Among Populations at High-
Risk and Underserved, Including Racial and Ethnic Minority Populations and 
Rural Communities.
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Diversity within CHWs
When hiring Black, Indigenous, and people of color (BIPOC) CHWs, it is important to understand that the hiring 
manager plays a major role in hiring candidates.14 Organizations who have a hiring manager who is from the 
BIPOC community are more likely to hire someone from that community, which can be an important factor in CHW 
recruitment and retention.14 In addition to hiring BIPOC individuals, hiring a person from the disabled community is 
significant as well. People with disabilities can provide unique abilities to enhance workforce diversity, productivity, 
and innovation. Past experiences working with people with disabilities and knowledge/training such as the American 
Association of People with Disability are some hiring practices LHDs can use to include people with disabilities.

Hiring best practices:

	ӹ Focusing on the applicant’s ability to fulfill job responsibilities and not their physical appearance or personality

	ӹ Increasing their own knowledge of current DEI hiring practices

	ӹ Emphasizing attributes such as racial background, ethnicity, and gender to avoid assumptions which could 
exclude certain attributes15
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Outreach
Recruitment is crucial for finding quality candidates. Below are some marketing strategies to consider:17-19

	ӹ Targeted community-specific channels or listservs

	ӹ Email subscriptions to organizations and newsletters

	ӹ Word of mouth to individual networks

	ӹ Posting/advertising job positions: Community gatherings, social media, highly visited community locations 
(e.g., barbershops), job boards

	ӹ CHW associations (See How CHW Associations Can Support CHWs and Appendix B: CHW State 
Associations for more information on associations)

	ӹ Faith-based organizations

Job Description
Incorporating certain elements into the job descriptions not only attracts a broader range of candidates but 
also promotes a more inclusive, innovative, and successful work environment. Below are things to consider 
when creating job descriptions:

	ӹ Be intentional and clear18, 20, 21

	ӹ Provide multilingual or community-specific flyers and documents17, 22

	ӹ CHW-specific job tasks

	ӹ Specifying the type of skills needed

•	 Being able to work in a diverse work environment

•	 Able to analyze the situation and problem solve

	ӹ Provide a paragraph about the organization’s commitment to diversity17, 23

Recruitment Strategies

“Partnering with local 
organizations (e.g., churches, 
schools, community centers) 
and community leaders (e.g., 
city council members, CHW 
Alliance) can be a great way 
to promote your organization 
and recruit CHWs. These 
organizations and leaders 
often have established 
relationships with community 
members and can help spread 
the word about your open 
CHW positions.”

— Angela Fields, Associate 
Executive Director at 
Minnesota CHW Alliance

IN THEIR OWN VOICE



1. Collaborate with Community Organizations

CHWs come from the community. Build 
partnerships with local community 
organizations, nonprofits, and advocacy 
groups

2. Outreach to Marginalized Communities

Develop intentional and targeted 
outreach strategies. Utilize culturally 
competent messaging and channels that 
resonate with marginalized communities.

3. Attend Community Events

Community events, health fairs, and 
workshops provide a way an opportunity 
to share information about CHW roles 
and recruit on-site.

4. Utilize Social Media Platforms

Create engaging and relevant content 
that highlights the impact of CHWs. 
Utilize targeted advertising to reach 
specific demographics.

5. Network with Educational Institutions

Attend career fairs, provide informational 
sessions, and establish internship 
programs to connect with potential CHWs.

6. Cultural Competency and Implicit Bias Training

Provide cultural competency training and 
implicit bias training for recruiters and hiring 
managers to ensure sensitivity and awareness 
when engaging with diverse candidates

7. Highlight Career Advancement Opportunities

Clearly communicate career advancement 
pathways within the organization. This can 
attract candidates who are looking for 
opportunities for professional growth and 
development.

9. Showcase Impactful Work

Share success stories and the impact of 
CHWs in your organization. Use testimonials 
and case studies to showcase the meaningful 
contributions of CHWs.

10. Use job boards and recruitment websites

Reach out to a variety of sources, such as DEI 
organizations, minority job boards, and 
professional associations that target BIPOC 
communities and professionals.

10 Ways to Expand Your CHW 

Recruiting Efforts

Developing effective CHW recruiting methods is crucial for reaching a diverse and 
qualified pool of candidates. Below are some strategies to consider. Customize these 
strategies based on the unique needs and demographics of your target communities. 

By using a combination of these methods, you can enhance your CHW recruiting 
efforts and build a diverse and talented workforce.

8. Engage with Professional Associations

Connect with national or state level CHW 
associations. Attend conferences and engage 
with association members to increase 
visibility and credibility.

Funding for this initiative is supported by the Centers for Disease Control and Prevention 
(CDC) under award 6 NU38OT000306-04-02 entitled National Initiative to Address COVID-19 
Health Disparities Among Populations at High-Risk and Underserved, Including Racial and 
Ethnic Minority Populations and Rural Communities.

https://www.naccho.org/uploads/downloadable-resources/Communications/NACCHO-Social-Media-Toolkit-2021.pdf
https://thinkculturalhealth.hhs.gov/education/behavioral-health
https://equity.ucla.edu/know/implicit-bias/
https://www.aauw.org/resources/career/boost-your-career/8-great-job-boards-for-diverse-professionals/
https://web.uri.edu/career/professional-associations-and-affinity-groups/
https://nachw.org/
https://nachw.org/resources/networks-and-training-programs/
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CHW Salary and Funding
CHWs can be full or part-time staff and the pay varies as some CHWs are paid hourly, while others are salary.27-30 

National Association of Community Health Workers (NACHW) recommends paying CHWs a thriving wage, which 
will usually consist of a baseline of $25 an hour or higher.28 However, as of 2024, CHWs average hourly rate is only 
$21.34 - $22.12.27, 28, 30

COMPETENCY BASED PAY SYSTEM
We recommend LHDs set CHW salaries using a competency-based pay system (CBPS) based on lived 
experience.31 CBPS emphasizes skill enhancement, rewarding skills that are continuously developed. CBPS 
reinforces a culture of continuous improvements to be more productive.

FUNDING
In terms of funding, the majority of CHW positions are grant-funded, which creates sustainability issues.32 A way to 
sustain funding into the work of CHWs is incorporating their positions in reimbursement through Medicaid/Medicare, 
community based organization contracts, or braided funding (using multiple funding sources, such as grants ending 
a different times, for more consistent funding).3, 32-36 LHDs can assess their organization's funding and plan with 
leadership on how to sustain CHWs with the figure below.

Grants
	ӹ Short term 

funding 
that has a 
deadline 

	ӹ Usually lasts 
for 5 years  
or less

Third Party Payer
	ӹ Directly employed by payer

	ӹ Health care provider contracts/add-ons to 
hire CHW

	ӹ Community Based Organizations contracts 
to employ CHWs

	ӹ CHWs as independent contractors

Medicare / Medicaid
	ӹ State Plan Amendments (SPAs) for reimbursing preventative 

services

	ӹ Defined Reimbursement through Section 1115 Waivers

	ӹ State Legislation and State Plan Amendments (SPAs) for Broader 
Medicaid Reimbursement

	ӹ Reimbursement through Managed Care Contracts

	ӹ Funding through Other Health System Transformation Efforts

Braided funding
	ӹ Use multiple funding sources so if/when one ends another continues and 

is able to sustain the position longer until more funds can be added. 

Figure 4. Different Funding Sources for CHWs.

https://www.peoplehum.com/glossary/competency-based-pay
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Improving the Hiring Process 7, 12, 14, 25, 36

Things to consider
	ӹ Reduce assumptions and bias.

	ӹ Skills and competencies over education.

	ӹ Focus on job requirements.

	ӹ Provide appropriate accommodations.

	ӹ Understand one’s own biases.

	ӹ Involve CHWs in interviews.

Potential interview questions
	ӹ What is your personal connection to the 

community we serve?

	ӹ What does it mean or represent to you?

	ӹ Why is it important to you to work with 
this population?

	ӹ What experience do you have that is 
relevant to the position of Community 
Health Worker?

	ӹ What unique perspective do you bring to 
this work?

Equity lens
	ӹ Have a diverse hiring panel.

	ӹ Write appropriate interview questions that 
apply to the role.

	ӹ Disclose salary ranges.

	ӹ Honor and compensate multilingual skills.

Figure 5. Things to consider, equity lens, and potential interview 
questions.

Here are 5 resources to improve the hiring process:

1.	 7 Examples of Inclusive Job Descriptions | Ongig Blog

2.	 Hiring Community Health Workers: Everything You Need to Know - Community Health Worker Training  
(chwtraining.org)

3.	 7 Practical Ways to Reduce Bias in Your Hiring Process (hbr.org)

4.	 How to Take the Bias Out of Interviews (hbr.org)

5.	 sussex.ac.uk/webteam/gateway/file.php?name=gendered-wording-in-job-adverts.pdf&site=7

https://blog.ongig.com/diversity-and-inclusion/inclusive-job-descriptions/
https://chwtraining.org/hiring-community-health-workers/
https://chwtraining.org/hiring-community-health-workers/
https://hbr.org/2017/06/7-practical-ways-to-reduce-bias-in-your-hiring-process
https://hbr.org/2016/04/how-to-take-the-bias-out-of-interviews?utm_campaign=harvardbiz&utm_source=twitter&utm_medium=social
https://www.sussex.ac.uk/webteam/gateway/file.php?name=gendered-wording-in-job-adverts.pdf&site=7
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No Somewhat Yes

My organization has evaluated our CHW job postings to ensure 
inclusive hiring practices.

My organization has expanded our recruiting efforts to include at 
least 5 of the 10 recommended recruiting strategies. See "10 
Ways to Expand Your CHW Recruiting Efforts".

My organization has developed a CHW persona for hiring and 
recruiting purposes.

My organization uses behavior-based interviewing questions to 
assess candidates' capabilities and make more informed 
decisions during the hiring process.

My organization uses skills-based assessments during the 
interview process to evaluate candidates' skills and experience, 
rather than relying solely on resumes and cover letters.

My organization provides the recommended trainings that CHWs 
need to gain the necessary skills and knowledge to perform their 
job duties more effectively.

My organization has developed a career ladder for CHWs 
establishing a structured path for career progression, 
professional development, and advancement within the 
organization.

Organizational Hiring Assessment

This tool is designed to help public health departments reach a wider pool of qualified CHW 
candidates and improve their chances of finding the right CHW for open positions. This 

assessment should be completed by a Hiring Manager or the Human Resource department to 
assess areas of strength and areas where more improvement is needed.

Funding for this initiative is supported by the Centers for Disease Control and Prevention (CDC) under 
award 6 NU38OT000306-04-02 entitled National Initiative to Address COVID-19 Health Disparities 
Among Populations at High-Risk and Underserved, Including Racial and Ethnic Minority Populations 
and Rural Communities.

Comments: 

Strategies
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Retention Strategies
Job security and benefits are significant for CHW applicants.37 Below are some retention strategies  
to employ:

Benefits: 
Provide competitive benefits like vacation time, sick leave, tuition assistance, and mileage 
reimbursement.15 

Career Development: 
Support skill development and training, promotion opportunities, employee empowerment, and reasonable 
caseloads promote a balanced and growing career.38-40 

Commitment to Diversity: 
Organizational commitment to diversity initiatives is critical through all processes of marketing, recruitment, 
hiring, and retaining.41

Leadership: 
Organizations with diverse management and leadership are more likely to be productive.4, 42 For example, 
Nicollet County (MN) uses reflective practices to provide “CHWs with a safe space for CHWs to process their 
client cases, recognize their own strengths and weaknesses, etc.” — Breanna Allen, Public Health Supervisor 
Nicollet County Public Health

Inclusion: 
Promote a balanced and growing career by providing CHWs with skill development and training, promotion 
opportunities, employee empowerment, and reasonable caseloads.43, 41



On-the-Job Training or OJT

CHW Training Tip Sheet

On-the-job training is a form of training provided at the workplace that provides hands-on 
experience of tools, techniques, software, materials, or equipment to train workers on a certain 
skill set, which they will use in day-to-day tasks. OJT will be different at different organizations. 
There are several types of OJT and they include:

Coaching
Mentoring
Structured training
Apprenticeships
Job Rotations

Core Competency Training

Recommendations for the type of training that CHWs need to gain the 
necessary skills and knowledge to perform their job duties more effectively.

The C3 Project proposes a single set of CHW roles and competencies for Community Health 
Workers regardless of work setting. These competencies include:

Specialized Training for Continuing Education
CHWs are most effective when they receive appropriate and comprehensive training that allows 
them to stay abreast of industry trends. Training should be generalized (core competencies) and 
also specialized to their role, job duties, and career aspirations. Examples include:

Leadership and soft skills development
Disease specific trainings
Healthy equity and social determinants of health
Substance abuse and addiction
Mental health, trauma response, and trauma informed care
Harm reduction

Communication Skills
Interpersonal and Relationship Building
Service Coordination and Navigation Skills
Capacity Building Skills
Advocacy Skills
Education and Facilitation Skills

Individual and Community Assessment 
Skills
Outreach Skills
Professional Skills and Conduct Skills
Evaluation and Research Skills
Knowledge Based Skills

Funding for this initiative is supported by the Centers for Disease Control and 
Prevention (CDC) under award 6 NU38OT000306-04-02 entitled National 
Initiative to Address COVID-19 Health Disparities Among Populations at High-
Risk and Underserved, Including Racial and Ethnic Minority Populations and 
Rural Communities.

https://www.c3project.org/roles-competencies
https://www.ruralhealthinfo.org/toolkits/community-health-workers/4/training/curriculum
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Recognition and Signs of Work Burnout
As a unique role, CHWs should be recognized 
for their efforts, rewarded, and encouraged to 
keep the great efforts going.44

CHW supervisors can give positive 
feedback based on performance via:45

	ӹ Award (gift cards), bonus,  
promotion/raise

	ӹ Verbal thank you that includes why they 
are valued

	ӹ Email thread to the entire department 
complementing them on their 
achievements

	ӹ Celebration to mark milestones or 
performance (goals)

When it comes to recognition and support, 
LHDs should also address burnout, which 
is relevant for retention of CHWs. Knowing 
signs of burnout can help prevent it. Figure 
6 to the right shows 3 dimensions of burnout 
identified by the Substance Abuse and 
Mental Health Services Administration.  
Signs of burnout can occur from:46-50

	ӹ Overload in workload

	ӹ Lack of care team integration, 
supervision support, training, and 
enforcement of DEI policies

Leadership and Support
Management and leadership are significant in providing CHWs with support. For CHW supervisors, there should 
be a direct line of communication and support provided to their employees such as:40

	ӹ Recognize CHWs’ roles as a valuable asset to the organization

	ӹ Set goals, provide feedback, and support personal barriers

	ӹ Facilitating mentorship, peer-to-peer support, and motivation to perform well in their role by scheduling  
time to check in how CHWs are doing (see callout box on the next page for a personal example  
from a CHW student).

	ӹ Provide a safe space for CHWs to share their concerns and issues

	ӹ Develop career ladders to promote leadership opportunities and career advancement

Figure 6. Signs of Burnout
Source: Substance Abuse and Mental Health Services Administration 
(2022). Addressing Burnout in the Behavioral Health Workforce Through 
Organizational Strategies.

https://store.samhsa.gov/sites/default/files/pep22-06-02-005.pdf
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LHDS CAN SUPPORT CHWS BY:40

	ӹ Cultivating an environment where CHWs can support each other and build teams which could be assigning 
team members as accountability partners

	ӹ Facilitating mentorship, peer-to-peer support, and motivation to perform well in their role by scheduling time to 
check in how CHWs are doing

	ӹ Helping CHWs set healthy boundaries to ensure they prevent burnout by having a checklist of things that are 
working and not working and how to go about addressing those challenges

	ӹ Develop career ladders to promote leadership opportunities and career advancement

“As a CHW certificate student, I have accessed many opportunities to learn with my peers through the 
MNCHWA. I participate in the CHW Learning Circle virtual meetings, which opens up chances to meet 
CHWs working in the field. Moreover, the Learning Circles offer more real-life learning about what is 

happening right now and how CHWs are impacted (see Appendix C for outline on the replicable CHW 
Learning Circle). Overall, these interactions have helped me become a peer to the CHW workforce and 
helped me feel connected. For me this has been vital because: I live in a rural part of the state, attend 
school online, didn’t know any CHWs prior to my schooling and most people I know don’t know what a 

CHW is or does. I am now confident that I will be able to find work as a CHW in my community because 
of these connections and the opportunities created by the work of the MNCHWA.” 

— Sarah Johnson Malchow, CHW student

IN THEIR OWN VOICE

"In 2019, a group of expert CHWs in South Carolina (SC), who had been chosen as statewide CHW 
Ambassadors, identified lack of career ladders as a major issue impacting their workforce. They compiled the 

challenges and potential solutions, added input from CHW supervisors, and moved forward in partnership 
with the SC CHW Association (SCCHWA) and the Center for Community Health Alignment, drafting examples 
of tiered CHW job descriptions and proposing multiple levels of CHW certification. The South Carolina CHW 

Credentialing Council (SCCHWCC), comprised of 51% CHWs, is the statewide approving body for CHW 
training programs, certification, and continuing education. The SCCHWCC supported the proposal for tiered 
certification levels, and determined that additional CHW education, experience and CHW leadership were 

the factors that would qualify for tier advancement, making SC the first state to have a statewide tiered 
certification system. The three-tiered certification was launched in January 2023 whereby CHWs can apply to 
the SCCHWCC to be certified as CHW-I, II or III. The SCCHWA has been educating employers to encourage 
adoption of the tiered levels into their HR systems, along with increases in salaries, benefits and opportunities. 
SCCHWA is also partnering with the state health department, which is working to incorporate the CHW title into 

their official HR classification system, along with the advanced-level tiers. Once the state health department 
incorporates the tiered classification system, local health departments will be able to post CHW jobs and 

commensurate salaries that align with specific roles and expertise needed. For example, a CHW-II outreach 
position could be posted at an LHD that needed a community outreach program for an infectious disease 

outbreak for an experienced CHW with at least 5 years in the field. Additionally, a CHW Manager position could 
be posted that requires a CHW-III level certification and that would offer a higher salary and related benefits for 
a leadership-level position. Similarly, as a CHW gains more experience, training and leadership development, 

they could be eligible to gain additional certification levels and promotions within the LHD.” 

— Julie Smithwick, Executive Director Center for Community Health Alignment

IN THEIR OWN VOICE
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How CHW Associations Can Support CHWs
"CHW associations have formed at state, regional, and national levels to represent and support the CHW workforce 
through professional support, connections, and a sense of professional identity for the workforce. Developing 
meaningful partnerships with state/national CHW associations/networks/Coalitions (e.g., Minnesota CHW Alliance, 
National Association of CHWs) can be a powerful resource for state leaders looking to improve community health 
through expanding community-level access to care, services, and support.

CHW associations create awareness of the CHW role and profession across settings (e.g., healthcare, public health, 
communities, schools, etc.) and stakeholders including employers, community organizations, policy makers, and 
researchers. They advocate for CHW policy, payment, professional education, and workforce development. Some 
CHW associations are also involved in development of CHW training curriculum and/or collecting and reporting on 
statewide data related to the CHW workforce, interventions, common indicators, and outcomes, etc. Many CHW 
associations also host CHW focused conferences, webinars, and learning opportunities. 

For CHW programs and allies, CHW associations play a key role in convening key stakeholder groups to create 
opportunities for networking, sharing successes, challenges, learning, and work on cross-cutting strategies 
or priorities. For example, CHW associations convene work groups specific to CHW program supervisors/
administrators, CHW educators, CHWs, or policy and payment. They keep key stakeholders abreast on the 
emerging pieces of the profession: For example, NACHW has focused recently ’s recent focus on Medicare 
reimbursement and CHWs occupation manual updates."

 — Angela Fields, Associate Executive Director at Minnesota CHW Alliance

Below are examples of how the MNCHWA has helped LHDs support their CHWs

“As Minnesota increasingly looks for new 
ways to engage communities and support 

the CHW workforce, associations like 
the MNCHWA serves as a key partner 

in building and sustaining the CHW 
workforce as well as developing federal, 
state, and local policy impacting CHWs."

 — Angela Fields, Associate Executive 
Director at Minnesota CHW Alliance

“A quarterly meeting for supervisors of CHW programs 
in Minnesota to gather and discuss issues common to 
working with and managing CHWs. They also invite 

speakers to share about their specific CHW programs. 
Because CHW work in Public Health is growing, it 

helps to hear how other departments and disciplines 
have incorporated CHWs into their organizations.” 

— Amalia Roberts, Public Health Supervisor at  
Dakota County Public Health Department

IN THEIR OWN VOICE IN THEIR OWN VOICE

Conclusion
CHWs are essential to all public health organizations and a valuable component in bridging the gap 
between LHDs and communities. This toolkit provides LHDs with practices to improve recruitment, hiring, 
and retention of CHWs. When developing recruitment strategies, LHDs should be intentional when it comes 
to writing the job description, incorporating equity practices in the hiring process, and marketing to specific 
population channels. Retention strategies include making sure that CHWs are supported in their roles and 
are provided with opportunities for developing their skills and career advancement. Integrating inclusive 
processes around hiring practices and retention can help to grow and maintain a diverse CHW workforce 
that can meet the needs of the community and LHDs. 

https://nachw.org/resources/network-resources/
https://mnchwalliance.org/
https://nachw.org/
https://nachwunity.org/
https://nachw.org/resources/network-resources/
https://nachw.org/sen-casey-introduces-legislation-to-support-chws-improve-health-outcomes/
https://nachw.org/sen-casey-introduces-legislation-to-support-chws-improve-health-outcomes/
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Appendix C: MNCHW Learning Circle
Community Health Worker( CHW) Learning Circle: CHW Peer Support 

The Minnesota Community Health Worker Alliance (MNCHWA) Learning Circle is a peer learning circle meeting held 
the first Wednesday of each month from 3–4:30pm remotely. It is open to all CHWs and provided free of charge by 
The Alliance. 

Mission: The mission of the CHW Learning Circle mission is to provide an avenue for CHWs to connect, learn 
and tap into one another’s knowledge through discussion. The MNCHWA Learning Circle is hosted the MNCHWA 
which lays out a platform of clear organizational goals and objectives for the advancement of all those in the CHW 
profession.

Vision: The MNCHWA Learning Circle vision is to create a workforce that encompasses the voice of those in the 
CHW profession and support our vision of ……. Nothing About Us !!!! Without Us!!!!

Purpose: The CHW Circle is a monthly capacity building event for CHWs, facilitated by CHWs. At the Circle, CHWs 
learn with their peers and explore issues in the field. The Circle provides an environment in which CHWs can share 
successes and concerns and gain the perspective of their peers. CHWs work in multiple environments and enjoy 
getting together and learning with others who may work in a different setting. Guest speakers provide training from 
experts on current issues in healthcare and the field.

Guiding Principle: The Learning Circle supports our vision ……. Nothing About Us !!!! Without Us!!!!             

Leader: MNCHWA Associate Executive Director Angela Fields, CHW facilitates the MNCHWA Learning Circle and 
Peer on Peer and educational activities. 

MNCHWA Learning Circle Objective:

We understand that each organization faces unique challenges, which is why our discussion sessions focus on 
the core needs all CHWs need to be successful in their role. We explore strategies to increase the effectiveness 
of CHWs, provide knowledge around the impact on health, and examine the ethical considerations inherent to the 
CHW role. The circle content covers topics such as:

	ӹ Scope of practice and the various roles CHWs can play in an organization or team.

	ӹ Core professional skills and CHW character development training.

	ӹ Workforce development and engagement options.

	ӹ Health trends and topics

	ӹ Health education and health techniques and for various populations.

Minnesota Community Health Worker Alliance

2901 Metro Drive #400, Bloomington, MN 55425

www.mnchwalliance.org

https://mnchwalliance.org/
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