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The
Engagement Playbook

How High-Growth Agencies Create Consistent Care
Experiences for and Referral Partners

© L

A practical framework built from patterns
observed across high-performing
agencies, plus a step-by-step approach
you can begin applying with the tools and
resources you already have.
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THE HOME CARE ENGAGEMENT PLAYBOOK 2

The Agency That Grows Is Not
The One Working Hardest

It is the one that has built the best experience for the
people who matter most.

Most home care agency owners are working incredibly hard. They
are managing scheduling, compliance, staffing, billing, and daily
operational fires, and many are doing it well. Yet many of these
same agencies are still struggling to grow.

. Caregiver turnover stays high.

. Families call the office constantly for updates they should
have received already.

. Referral partners who once sent a steady stream of clients go
quiet after a few months.

« Revenue plateaus even when the care being delivered is
genuinely excellent.

The reason is rarely the quality of the care itself.
It is the experience surrounding it.

This is why some agencies find it harder to run than they should.

The care may be strong, but the experience around it is
inconsistent.

“The agencies that grow consistently are not necessarily the best at
operations. They are the best at relationships.”

High-growth agencies have figured out something their peers have not yet put into words: home care
is, at its core, a relationship business. And like any relationship, it requires:

« consistent communication
. deliberate effort to build a connection

. an ongoing commitment to making the other person’s life easier

This guide is about building that into your agency, not as a philosophy, but as a system.
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THE HOME CARE ENGAGEMENT PLAYBOOK 3

Introducing the CareCycle Framework

The CareCycle is the framework for the three critical relationships that determine whether a home

care agency thrives or stays stuck. Every agency has these relationships. The difference between high-

growth agencies and average ones is whether those relationships are managed intentionally or left to

chance.

Engagement is how your agency communicates, builds relationships, and delivers a consistent

experience across all three.

RELATIONSHIP 01

Caregivers &
Office Staff
Your operations

depend on this.
\. J

RELATIONSHIP 02

Clients & Families

Your reputation
depends on this.

\ J

RELATIONSHIP 03

Referral Partners

Your growth
depends on this.

& J

Most agencies manage these relationships reactively, responding to problems as they arise rather than

building systems to prevent them. High-growth agencies do the opposite. They build consistent,

structured experiences for each relationship by focusing on three core pillars:

COMMUNICATE
Consistent, clear, timely
information flowing to every
stakeholder before they have

CONNECT

Building real trust, loyalty,
and belonging — not just
transactions. People stay

CONSOLIDATE

Making the experience
simple, accessible, and
organized for everyone

to ask. involved, reducing friction

and unnecessary effort.

where they feel valued,
supported, and part of
something bigger than a
shift.

Together, these three pillars — applied consistently across all relationships — create a growth flywheel.

RESULT

o Better caregiver experiences produce better care.

« Better care produces happier families.

« Happier families refer others and become advocates.

« Referral partners see how consistently you operate and send more business.

It compounds, but only when it is intentional.

Angels
The Visiting Angels Engagement System

Endorsed by Visiting Angels.
Powered by enCappture.

en(Cappture
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The Caregiver & Staff Experience

Your Caregiver Is Your Product

Every experience your client and their family have with your agency passes through the caregiver. Every
perception of quality, every moment of comfort, every interaction that builds trust flows through them.
Yet in most agencies, the caregiver experience is the least designed and most reactive part of the
operation.

According to industry research, the top reasons caregivers leave are not compensation.* They are:

. Feeling undervalued
. Feeling uninformed
. Feeling disconnected

These are relationship problems, and they are solvable.

THE REAL COST OF CAREGIVER TURNOVER

Replacing a single caregiver costs between $2,500 and $4,500.* An agency with 40 caregivers and
30% turnover loses $30,000 to $54,000 per year, before factoring in the impact on client
satisfaction and referrals.

What High-Retention
Agencies Do Differently

The agencies that consistently retain caregivers have one
thing in common: their caregivers feel like insiders, not
contractors. They feel informed, recognized, and connected
to the agency's mission. They know what is expected of
them, they know how to get help when they need it, and they
feel seen when they do good work.

This does not happen accidentally. It is the result of a
designed caregiver experience, one that starts before the
first shift and continues throughout the employment
relationship.

*Source: Activated Insights (formerly Home Care Pulse),
2023 Home Care Benchmarking Report.
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The Caregiver & Staff Experience

The Caregiver Communication Rhythm

High-performing agencies build a structured rhythm of communication and connection with their

caregivers. Here is a framework you can implement regardless of your current systems:

0 Pre-Start Onboarding (Days 1-14)
« Send a personalized welcome message before the first day.
« Ensure all orientation materials are delivered digitally and clearly.
« Set expectations for communication, documentation, and support channels.
o Introduce the caregiver to a team lead or mentor

e First 30 Days

« Schedule brief check-ins at day 7, 14, and 30.

o Ask specifically: What is going well? What is unclear?
« Resolve any friction points immediately.

« Acknowledge any early wins publicly.

e Ongoing Weekly Rhythm
« Ensure every caregiver has access to their schedule, client notes, and agency updates
without having to call the office.

« Create areliable, predictable channel for urgent communication.
« Acknowledge significant milestones, anniversaries, certifications, and great client feedback.

° Recognition as a System
« Build recognition into your operations rather than treating it as occasional.
« Celebrate tenure milestones, outstanding care moments, and peer nominations.
« Recognition does not need to be expensive, it needs to be consistent and genuine.

Caregiver Experience Self-Assessment

Rate your agency on each of the following on a scale of 1 (rarely) to 5 (consistently):

Caregiver Experience — Rate 1to 5 -n n

Caregivers receive proactive updates without calling the office

New caregivers complete a structured onboarding experience before their
first shift, and leave feeling supported, not just with a packet of papers

There is a clear, reliable channel for caregivers to report issues or get help
Caregiver achievements and milestones are recognized consistently

We collect caregiver feedback regularly and act on what we hear
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The Client & Family Experience

Trust Is Your Most Valuable Asset - and the Most Fragile

When a family entrusts your agency with the care of someone they love, they are making one of the
most emotionally significant decisions of their lives. They are anxious by default. They want to know
their family member is safe, comfortable, and cared for. And in most cases, they have little visibility

into what is actually happening.

This information gap is where most agencies lose families, not because the care is poor, but because
the family simply doesn't know how good it is. Silence is interpreted as indifference. Delayed
communication is interpreted as disorganization. And when families feel uncertain, they complain, they
escalate, or they leave.

“Families do not just want good care. They want to see that the care
is good.” Visibility is not a luxury; it is the foundation of trust.”

What Families Actually Need

Research from the Activated Insights Report consistently surfaces the same themes when families are asked

what they want from their agency. They are not asking for perfection; they are asking for predictability:

° Regular proactive updates on their loved one's care,
without having to ask

o Clear, accessible information about their care plan,
schedule, and caregivers

A simple, low-friction way to make requests or report

concerns

communicated clearly

° Confidence that issues will be resolved quickly and

The sense that the agency genuinely cares about their

family member as a person
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The Client & Family Experience

The Family Engagement Rhythm: A Practical Workflow

0 Intake & First Impression
« The first 48 hours set the tone for the entire relationship, so send a personalized welcome
message to the family
« Introduce the caregiver before the first visit
« Provide clear “Who to Call and when” guidance
« Confirm the care plan in writing

e First 30 Days: Build Confidence
« Send brief visit summaries or check-in updates after key visits in the first month.
« Proactively address any early concerns before they escalate
o Conduct a 30-day check-in with the family decision-maker
« Ask: How are you feeling about the care? What could we do better?

e Ongoing: Proactive Visibility
« Establish a predictable cadence of updates, whether daily check-ins, weekly care notes,
monthly summaries, or milestone communications.
« Create a simple, reliable way for families to make requests or flag concerns without calling
the office, and when outside business hours.
« Remove uncertainty before it becomes a complaint

° Referral Activation

« At moments of high satisfaction, ask: “Is there anyone else who might benefit from this
kind of care?”

« Make sharing your information simple

« Turn happy families into your most credible referral source

Family Experience Self-Assessment

Rate your agency on each of the following on a scale of 1 (rarely) to 5 (consistently):

Family Experience — Rate 1to 5 -- n

Families receive proactive updates without calling us first

We confirm the care plan and introduce the caregiver before service begins
Families have a simple, accessible way to make requests or share concerns
We conduct formal family satisfaction check-ins at regular intervals

We have a defined process for asking satisfied families for referrals
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RELATIONSHIP 03

The Referral Partner Experience

Referrals Do Not Slow Down Because You Are Bad at Care. They
Slow Down Because You're Invisible.

Hospital discharge planners, case managers, senior living directors, VA coordinators, and attorneys
managing elder care - these professionals send patients and clients to agencies they trust. Not to the
agency with the nicest brochure. Not to the one with the lowest price. To the one who responds
fastest, communicates most professionally, and makes their job easiest.

The most common reason referral sources stop sending business to an agency is not a bad client
experience. It is silence. The agency accepted the referral, provided the care, and then vanished. The
referral source has no idea what happened. They feel they are sending clients into a black box. And

eventually, they stop sending.

THE VISIBILITY PROBLEM

A discharge planner who refers 8-10 clients per month to a single agency generates enormous
revenue for that agency. But their loyalty is entirely dependent on how professional and
responsive the agency appears. One month of poor follow-up communication can shift years of
referral volume to a competitor.

What Referral Partners Need

Despite the diversity of referral sources, their needs are remarkably consistent. They want to feel

confident that when they send a client to you, their professional reputation is protected:

Fast response to referrals, ideally immediate or at least

within hours
Clear confirmation that intake has begun
Status updates on the client’s early care

Easy access to your agency’s information and

capabilities

Ongoing visibility that keeps your agency top of mind

Angels Endorsed by Visiting Angels. e n @q tu re
The Visiting Angels Engagement System Powered by enCappture. pp



THE HOME CARE ENGAGEMENT PLAYBOOK 9
RELATIONSHIP 03

The Referral Partner Experience

The Referral Engagement Rhythm: A Practical Workflow

Immediate Response
« Speed is the first signal. Acknowledge referrals immediately or within hours, not days
« Send a confirmation even before intake is complete
« This single step differentiates most agencies from their competitors

Intake Update (Within 24 Hours)
« Within 24 hours of accepting a referral, send a brief update to the referral source.
« Confirm care start date and key details
« Introduce the point of contact
« Close the loop so the referral source feels the decision was the right one

Ongoing Visibility
« High-performing agencies maintain regular communication between referrals
« Create a monthly or quarterly touchpoint cadence: share updates on mutual clients where
appropriate, an invitation to a community education event, a relevant article or resource, or
simply a check-in call.
« Consistency keeps you top of mind without being intrusive

Build the Relationship Formally
« Your highest-volume referral sources deserve more than occasional outreach.
« Invite them to an agency tour. Share your quality metrics.
« Ask: What would make it easier for you to refer to us?
« Treat them as partners in their work, not just a vendor they call when they need a placement.

Referral Partner Experience Self-Assessment

Rate your agency on each of the following on a scale of 1 (rarely) to 5 (consistently):

Referral Partner Experience — Rate 1to 5 -n n

We acknowledge new referrals within 2 hours of receipt
Referral sources receive a status update within 24 hours of placement
We maintain proactive outreach to top referral sources between referrals

We have accessible, professional materials describing our services and
coverage

We formally recognize and appreciate our top referral relationships each
quarter
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The Growth Flywheel

When all three relationships align, the
results compound.

Here is what it looks like in practice:

Caregivers feel supported — Better care delivered

« Caregivers who feel connected and informed show up prepared and stay longer
o Client continuity improves, and care quality becomes consistent

Better care — Families feel confident

o Families receive proactive updates, and their anxiety decreases
« Satisfaction increases, and they refer friends, neighbors, and colleagues.

Families feel confident — Referral partners trust you

« When discharge planners see how past referrals feel about you,
« they send more business
« Your reputation grows beyond your direct network

More business — Your Agency Grows

RESULT « Revenue growth is predictable and scalable

o The flywheel accelerates

“The agencies that grow without burning out are not doing more.
They are doing the right things more consistently.”

o
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The Full Experience Audit

THE HOME CARE ENGAGEMENT PLAYBOOK 11

Use the complete assessment below to get an honest picture of where your agency stands across all

three relationships. Refer to your previous totals for each section of the CareCycle. Total all section
scores. A combined score of 60 or above indicates a strong engagement foundation.

CareCycle Experience Audit

Caregiver Experience
Family Experience

Referral Experience

Score Interpretation

Strong Foundation

Opportunity to improve.

Keep building consistency across all three relationships.

Focus on your lowest-scoring relationship first.

Significant growth opportunity.

Start with one workflow in your weakest area.
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Where to Start

If this guide has surfaced gaps, do not try to fix everything at once. The agencies that build lasting
engagement do it one relationship and one workflow at a time. Here is a simple starting framework:

Identify your lowest-scoring section in the experience audit.
a That is your starting point.

Choose one workflow from that section and commit to implementing it fully in the
e next 30 days.

Measure it. Track the leading indicator for that relationship (caregiver retention rate,
family satisfaction score, referral volume per source).

Once the first workflow is running consistently, add the next.
° Build the system progressively.

Revisit this audit every 90 days to track your progress and
identify the next priority

Next Step

For agencies looking to implement this approach,
but don’t have the time to do it themselves:

The CareCycle framework becomes more Book Now
powerful when supported by a consistent

system. If you want to see how other

agencies are applying it and what this looks Book a Strategy
Conversation at

like in practice, we would welcome that

conversation. encappture.com

This playbook was produced by enCappture; the branded engagement platform
built for home care agencies. It helps agencies create consistent, coordinated

experiences for caregivers, families, and referral partners across the CareCycle. en@q pptu re
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