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Vocational ESOL Training Theory of Change
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Increase the rate of 
English proficiency 
within the Greater 

Boston Workforce to 
help immigrants and 

other ESL learners 
reach their full 

economic potential.

Mission Activities Outcomes

ESL learners 
increase their 

English 
fluency

ESL learners 
gain or 

upgrade 
employment

English 
courses

Upskilled and 
empowered greater 
Boston immigrant 
community that 

achieves economic 
parity with the 

broader greater 
Boston workforce.

Vision

ESL learners’ 
wages and 
job quality 

increase

ESL learners’ 
wealth 

increasesOther 
vocational 
supports



Potential Economic Multiplier Effect of ESOL Training
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$45M

$3k
ESOL training 

cost per student1

ESOL Training & 
Vocational Support 

Programs

24%
Wage increase 
from increased 

fluency3

+29x

Notes: Analysis assumes 10k students are served over a 3-year period. 
1) Based on Governor Healey’s proposal to spend $30M on vocational ESOL training to support 10,000 students.
2) Based on the Boston Foundation’s estimate of the cost of supplemental vocational supports.
3) "Massachusetts Needs an Actionable Strategy to Expand ESOL Services." (MassINC, 2024)
4) "Economic Projections for Asylum Seekers and New Immigrants: Massachusetts" (MassBudget, 2024)
5) "State Unemployment Rates for Immigrants" (Center for Immigration Studies, 2020)

10k
Students

$34k
Estimated MA 

immigrant 
salary4

$1.3B
15-year new 

wages for ESL 
learners

$975M 
Annual wage increases 
for previously employed 

ESOL learners

$354M 
New wages for 

previously 
unemployed5 ESOL 

learners

Return on ESOL and vocational support investment
(new wages as a multiple of program costs) 

$1.5k
Vocational 

support cost 
per student2

$30M
Public state 
investment

$15M
Private 

philanthropic 
investment
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Vocational ESOL in 
Practice: 

Learnings from English 
for Advancement



Amy Nishman
Senior Vice President of Strategy

JVS Boston



ENGLISH FOR ADVANCEMENT: 
CONNECTING ESOL LEARNERS TO EMPLOYMENT

September 16, 2025
Amy Nishman, SVP of Strategy, JVS

Vic Acosta, Director of English for Advancement, JVS





Adult Education & Workforce Development: 
Worlds Apart

• Massachusetts, like many states across the country, 

allocates funding for Adult Basic Education and 

Workforce Development services separately

• Consequently, the services and outcome measurements 

of these services are disparate, while serving a similar 

population

• For English language classes, the focus has been language 

acquisition, with little attention to work readiness nor 

assistance with job placement

• However, 70% of adult participants in English language 

classes cited work as their motivator to enroll in 

education services

Education Workforce

English 
Language 

Classes

Job Readiness 
Services

Language Gains Job Placement 
Rates

measured by measured by



English for Advancement brings education & 
workforce development together

• EFA bundles adult education and workforce 

development services, contextualizing curriculum to 

employment.

• EFA provides a model for adult education that meets 

students’ demand for increased skills for employment 

and career advancement and meets employers’ needs by 

preparing new talent for the labor force. 

• EFA has demonstrated a successful model for 

measuring and paying for employment outcomes in 

adult education, resulting in a program that meets 

student demand and fuels economic growth. 

Education Workforce

Vocational English Classes & Job Readiness 
Services

Increased Earnings

measured by

Language Gains, Employability Skills, Job 
Placement

resulting in



New or 
Better Job

English 
Classes

Career 
Coaching

Employer 
Relationships

Increased 
Earnings

English for Advancement: Program Design & Scale

Program Model

~400 Enrollments per year

100s Referrals per month 

FULL Waitlist; currently at capacity



About EFA Participants Now

Geography



What do most 
programs do?

One in, 

one out

Textbook led

Generalized 
Curriculum



What does EFA do 
differently? 

Managed
Enrollment

Differentiated 
Instruction

Student Driven

Contextualized



Traditional English Programs vs. EFA

English Skills

Prepositions of Time 

Developing Listening Skills

Using Past Tense

Workplace & 
Career Skills

Talking about Availability and 
Schedules

Voicemail Recordings

Explaining Work History



Sample Lesson: Grammar



Sample Lesson: Vocabulary



Sample Lesson: Interview Question



Sample Lesson: Practice



CAREER COACHING



Individual Career Pathway Coaching

IDENTIFY 
GOALS

DEVELOP 
PLAN

ADDRESS 
BARRIERS

CREATE 
RESUME

APPLY 
FOR 
JOBS

PREP FOR 
INTERVIEW

START A 
JOB

SUPPORT 
FOR 90 
DAYS

POST 
EMPLOYMENT 

COACHING

Career Coaching Job Search Job Placement



EMPLOYER 
RELATIONSHIPS



How We Work With Employers

Build relationships with 
community employers

Understand employer’s 
hiring needs

Streamline the application 
process to make the best 
possible matches

Clients start employment 
and employers meet hiring 
goals

Laundry 
attendants

Food preparation
Cashier

Sanitation

Phlebotomist
Lab asst.
Clinical asst.
Patient care tech

Pharmacy Tech
Food services
Administration
Sanitation



Students are getting what they want and need

“I feel comfortable and secure with my career coach and teacher. 
They are working with me, and every day try to give me support 
and knowledge.”  - Gianni

“I cannot believe my improvement!” - Lorena

“My life now is better because I understand most. I can talk 
with my co-workers and my teacher." - Mayra



EFA Timeline

Mass. selects JVS 
for first-ever Pay 
for Success project 
focused on 
workforce 
development.

2014

4-track design 
includes new 
English for 
Advancement, with 
randomized control 
trial.

2015

Cohort 1 
enrollment: 
9/2016-12/2017

2016

Cohort 1 
measurement: 
9/2018-12/2019

2017

Cohort 2 
enrollment: 
1/2018-9/2019

2018

Cohort 2 
measurement: 
1/2020-9/2021

2019

Stepping Up: 
Interim Findings on 
JVS Boston’s English 
for Advancement 
Show Large 
Earnings Gains

2020

2021

2022

Early Gains: 
Pandemic Curbs 
Earnings Impacts of 
JVS Boston’s English 
for Advancement

2023

PANDEMIC

Interim report shows significant 
statistically significant impact, 
with earnings gains averaging 

$3,505. 

Final report shows impact of 
pandemic on cohort 2.



Average Annual Earnings during 
measurement period

$18,701 

$21,402 

$17,127 $17,525 
$18,924 

$16,684 

$0 

$5,000 

$10,000 

$15,000 

$20,000 

$25,000 

All Cohort 1 Cohort 2

Average Annual Earnings in the Second Year after Random Assignment 

EfA Group Control Group



Vocational ESOL vs Traditional ESOL

just 7% of the 
nearly 116 
ESOL programs 
that operate in 
Greater Boston 
are vocational. 

7%

93%

Breakdown of ESOL Offerings in Greater Boston

Vocational ESOL classes Non-Vocational focused ESOL



What’s next?

There are thousands of unfilled jobs in the MA economy, and 
EFA is the optimal tool to move low and intermediate speakers 
of English into and up in the labor market.

Employer 
Need

The need for ESOL continues to grow, and resources lag 
behind increased demand. Currently there are hundreds on 
ESOL waitlists and students consistently report their main goal 
in learning English is to get a new or better job. 

Increased 
demand

Agencies already implementing vocational ESOL can provide 
technical assistance to programs wanting to implement this 
proven successful model of moving English language learners 
into employment.

Mentorship
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Panel Discussion
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Tonja Mettlach, Executive Vice President, Massachusetts Business Roundtable

Emmanuel Owusu, Executive Director, African Bridge Network

Wyvonne Stevens-Carter, Associate Commissioner, Adult & Community Learning
Services, Massachusetts Department of Elementary and Secondary Education

Liz Sweet, Executive Director, MIRA Coalition (moderator)
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Audience Q&A



Marty Martinez
President & CEO

United Way of Massachusetts Bay
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Thank you for attending
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