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Background

Results Oriented Management and Accountabil ity (ROMA) is represented by the
graphic cycle shown below. ROMA assumes that al l agencies have a mission
statement, conduct periodic community assessments, use assessment data and
the mission statement to identi fy the results they expect to achieve, and have a
planning process that enables them to select activit ies and strategies to
achieve those results. Following implementat ion of the strategies they have
selected, ROMA requires observat ion and report ing of results. Finally, analysis
of the data regarding actual results, and comparison with planned results,
al lows agencies to assure quality and accountabi l ity.

As part of ident ifying the expected results, agencies must be specif ic about
them, in terms of measurable indicators of these results. The indicators
include specific language about what change and the quant ity of the identi f ied
results are expected. Establishing the quantity of results expected is called
“establishing targets,” which is a part of the planning process in the ROMA
Cycle.
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Do Not be Confused by Slight Differences in Terminology

The GPRA legislation (Government Performance and Results Act of 1993) refers
to “performance plans” and “performance goals,” which both relate to the
concept of target ing. Based upon the legislat ion, agencies establish
performance plans including:

o Performance goals to define the level of performance to be achieved by a
program activity, expressed in an objective, quantif iable, and measurable
form;

o Performance indicators to be used in measuring or assessing the relevant
outputs, service levels, and outcomes of each program activity;

o A basis for comparing actual program results with the established
performance goals; and

o The means to be used to verify and val idate measured values.

In the CSBG/IS Survey and the guide that accompanies it , NASCSP uses
“performance target,” “target,” and “expected to achieve” to describe the same
concept.

TRAINER’S SECTION

The following discussion and example are intended to i l lustrate how to use
targets as tools, not compliance measures. To the extent you can be the voice
of the state funding source, you can reinforce the principle that what counts
to the state is the process of setting targets and learning from the results.
Target-sett ing may be required, but 100% success is not. This part of the
training is an opportunity to forge a state-local commitment to thoughtful uses
of outcome data and to reject ing top-down or “gotcha” penalt ies.

How Targeting Fits into Current Work Plans and Data Reports

Targets are a part of most exist ing state work plans. Most plans require
agencies to identify how many (individuals, famil ies, communities, partners,
and etc.) wi l l be served. This is a service target. ROMA also asks agencies to
project how many of those served wil l achieve results. This is a performance
target. This information is already found in many state work plans.

As agencies implement services and document results, they gather data on both
the quant ity actually served and achieved results. This information is also
already avai lable in planning and reporting processes across the country.

However, a more focused look at how agencies establ ish targets and how they
use the information/data they collect regarding how well they achieved the
targets they projected, wil l increase the quality of management and
accountabi l ity across our network.
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Targets put the results that indicators measure into the perspect ive of your
resources and capabi l it ies. Targets t ie national, state, or agency indicators to
the scale and timing of the specific program you run in a specified time period.
A target says: We can achieve the results our indicator measures for x
(people, households, neighborhoods, etc.) in y months. The “x” and “y”
are targets.

Setting Realistic Targets

A target demonstrates your expectation about your capacity to deliver results.
The process for establishing targets also tests your abil ity to be real ist ic about
your expected achievements.

A negative character ist ic of targets is that managers may set and report on
targets that are not challenging. This is the concept that once you set a
number of expected results, you either “pass or fai l” in achieving the set
number. Consequently, managers may be tempted to set low targets so they
are sure on “passing” and reaching the established number. What is wrong
with low targets? They can suggest to the public and funders that an
organization is not aiming high or is unable to evaluate its own performance in
a realist ic way. Easy targets also fai l to provide much information about what
wil l work to gain continual program improvement with experience. Final ly, if
you achieve a much higher number of results than predicted, funders may
assume that you do not need all of the resources you put into the project in the
current year.

Targets can connect this year’s results to your future management decisions if
targets are wel l designed and provide feedback on what works and what does
not.

Targeting Can Be Useful; It Is More Than a Required Activity

While targeting is a requirement, you should not view it only as an imposit ion
on your t ime, made by external forces or distant authorit ies. Setting targets,
then considering the meaning of any di fferences between targets and actual
achievements, and, f inal ly, making any changes you determine to be needed,
turns the result measurement process into a management tool to develop
stronger approaches.

The task of choosing indicators and setting targets gives you an opportunity to
ref lect on your work. This is something that l ine workers and supervisors often
do informally, but with heavy pressures on everyone’s time, it is sometimes
diff icult for your whole team to reflect formally on your act ivit ies and results.
The target ing “requirement” can init iate an ongoing process of regular,
thoughtful review of the expectations your agency team shares for its
programs.
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A CASE STUDY FROM ADULT EDUCATION:
Targeting encourages reflection; reflection produces change

When the local school district’s GED test preparation program suffered a large budget cut, the
Mount Auburn Community Action Council (MACAC) stepped in to fill the gap. In a short
time, 100 students had enrolled in MACAC’s new GED test preparation course. The course
promised ungraded, highly interactive training with feedback on problem areas and strengths
as well as one-on-one teaching. Based on information found on the internet from an adult
education clearinghouse, the MACAC staff set a target of 40 graduates by the end of the first
year.

At the end of the first year, only 13 students had completed the GED test preparation course
and taken the test. In addition, a substantial number had dropped out of the preparation
course. The program director talked to the director of the former GED test preparation course,
who was not surprised by the low completion rate. He said, “It’s just the way adult education
is.” Nevertheless, MACAC’s GED teachers were not sure they were achieving the best results
possible. The program director and the teaching staff agreed to analyze the gap between their
target and their Year One outcome.

As a first step, the staff identified students who had dropped out or who had missed a large
number of classes. Those students were sent a letter, saying that the MACAC staff was looking
for ways to better meet their students’ needs. The letter asked for the student’s help in the form
of a brief interview over the telephone. A few days later, a MACAC staff member called each
student.

The interview approach was highly successful. Not only did the telephone conversations
provide insights to the staff, the students seemed to appreciate being asked for their input. It
became clear from the interviews that a lack of motivation was not a problem. To the contrary,
most students were anxious to take the GED test, but they became increasingly frustrated over
time by their slow rate of progress. In addition, the classes were scheduled in a way that made
attendance burdensome for the many students who had night-shift jobs.

Reflecting on the results of the survey, the teaching staff questioned their policy of providing
extensive feedback to students but not grades. The theory had been that being graded might
intimidate the students. The teachers realized that a lack of grades meant that students did not
see an objective indicator of any increments of progress was made, and might not perceive the
progress that the teaching staff could see.

With these insights, the program director and the teaching staff decided on changes that
promised to make a significant difference for their students. The hours were changed slightly.
They established several intermediate “certificates of accomplishment” as tangible evidence of a
student’s progress. In addition, a procedure was established for evaluating each student after
enrollment and then creating an individual plan that included an estimated time to graduation.
The program director and teaching staff thought that the first year target was still appropriate
for the following year, and they expected that their program modifications would make the
target reachable.
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When to Measure?

Be sure your plans include measurement times. You wil l identify the t ime or times
that wil l show you whether you are having the impact you want to have.

Of course your impact indicators and targets wil l be for your program’s final
goal. But as stated previously, in some circumstances it is helpful to have
“interim” indicators and targets that wil l keep your program moving forward as
projected. These interim measures may be of process or service indicators.

For example, a program to help low-income renters become first -t ime home buyers
might begin with a series of classes in home-buying basics. You probably wil l
record attendance. It can be a useful indicator. Excellent attendance wil l help
you est imate the number of renters who may reach the goal of buying a home. On
the other hand, i f attendance is poor, it is an early warn ing that the rest of the
program may not go wel l.

How to Measure?

For each type of indicator you select, you must also identify a measurement tool that you will use.
We have mentioned some “tools,” such as pre- and post- tests, surveys, and attendance records.
Some others include pay records (to verify employment), rent receipts (to verify stable housing),
completed budgets and paid utility bills. There are many other tools.

You should also identify the process for measurement: Who will be responsible for data collection?
What is the process for measurement? Who will conduct the analysis of data?

Building a Logic Model

Using all of the information we have discussed so far, your agency can create a
Logic Model to help simpli fy the presentation of your expected outcomes and show
the interconnectedness of all the resources and activit ies that wil l go into the
achievement of the outcomes.

The following example of a Logic Model shows where you would enter the agency
mission statement, the ident if ied need, the activ ity provided by the agency, the
broad outcome, the projected indicator ( including the target number), the actual
indicator (after measurement), the measurement tool, and the measurement
process.
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TRAINER’S SECTION

Introduction of the Logic Model at this t ime wil l help part icipants understand
how this graphic representation of their program is easily bui lt. In other
words, you can help to “de-mysti fy” the Logic Model, which is being used by
greater numbers of funding sources as a part of the application for grants.

You have discussed all of the “background” prior to implementing a program
(agency mission statement, community assessment of needs and resources,
ident if icat ion of needs as family, agency or community, and select ion of
outcomes to achieve) and these elements appear on the Logic Model. This
training wil l help participants understand how to accomplish the following:
write indicators, identify ways to measure the indicators, and document
achievement of outcomes (columns 4–8).

In the Trainer ’s Sect ion at the end of the manual, you wil l f ind a blank Logic
Model form that you could provide to part icipants. For more information on the
Logic Model, contact NASCSP or the National ROMA Peer to Peer Training
Program.
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Sample Logic Model: from the National ROMA Peer to Peer Training Project

Organization: Program: • Family • Agency • Community

Problem
Statement

Identified
Problem,

Need,
Situation

Service or
Activity
(Output)

Identify the # of
clients served or

the # of units
offered.

Identify the
timeframe for the

project.

Outcome

General
statement of

results
expected

Outcome
Indicator

Projected #
and % of

clients who
will achieve

each outcome.

Identify the
timeframe for
the outcome.

Actual Results

Actual # and %
of clients who
achieved each

outcome.

Measurement
Tool

Data Source

Include
Collection
Procedure,
Personnel

Responsible

Frequency of
Data Collection
and Reporting

(1)
Planning

(2)
Intervention

(3)
Benefit

(4)
Benefit

(5)
Benefit

(6)
Accountability

(7)
Accountability

(8)
Accountability

Organization of Program Mission:

National Peer-To-Peer (NPtP) ROMA Training Program, “ROMA for Community Action Agencies and CSBG Eligible Entities,” Version 4.1.
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III – THE TARGETING PROCESS

How Do You Set a Target?

It is important for you to include the concept of sett ing targets as a part of the
ROMA process, which begins with your community needs assessment, fol lowed by
a consensus among your stakeholders on your agency’s overall goals.

Using one goal as an example, let us review the steps that take you from a broad
goal to establ ishing targets.

Goals, Outcomes, Benchmarks, Indicators and Targets

Your goal is l ikely to be broad. Example: “Our low-income participants wil l
become more self-sufficient.” You wil l recognize this broad goal as Goal One of
the Six Nat ional Goals.

For your goal, you may have sub-goals, such as employment, employment
supports, and economic enhancement and uti l ization. These are subsections found
in the National Indicators of Community Action Performance (also known as the
National Performance Indicators, or NPIs) under Goal One.

For each goal or sub-goal, you wil l have one or more outcomes that you hope to
achieve. By using indicators, you wil l state the outcomes in a measurable way.
Some indicators are suggested in the NPIs, but you may ident ify other indicators
that more closely match the outcomes you hope to achieve.

For example, your customers are enroll ing in a vocat ional ski l ls-building program,
and there are training courses to prepare for several vocations avai lable. Your
proposed outcome is that individuals wi l l complete the career preparat ion training
course most appropriate for each and secure employment in that f ield. You know
that enrollees might drop out if they do not l ike the work they are being trained to
do. Therefore, your program seeks to help each customer f ind a career that is a
good fit with his/her strengths and interests.

During the program planning phase, you and your staff wil l identi fy benchmarks,
or intermediate outcomes, that wil l help you to measure progress toward this
ult imate outcome. The benchmarks wil l be written in “outcome language” so you
can measure each of them – giving you measurable evidence of how much
progress you have made toward the outcome. In other words, the benchmarks wil l
be written as outcome indicators, which wil l help you answer the quest ion: Did
you achieve the outcomes to address your goal? (These benchmarks, taken
together, may form a “scale.”)
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For example, on the basis of your assumptions, you might decide that the program
activities should include vocational test ing and counsel ing. One benchmark for
this activ ity might be: “unemployed customers completed vocational testing and
were counseled within two months of enroll ing in the vocat ional ski l ls -building
program.” This is stated as an indicator of an intermediate result.

Now you want to state how many customers you project wil l achieve this benchmark,
based on the most accurate estimation you can make. If your indicator is the
completion of vocational testing and counseling, a target is 95 out of 100, or 95%
of vocational ski l ls-building program part icipants wil l complete vocational testing
and be counseled within two months of enroll ing in the program.

Note: the target for the number of customers who final ly secure employment in
their field wil l be a smaller number and percent than the number who reach this
first benchmark.

At the end of a program cycle, you wil l look at the results of each of a program’s
benchmarks and at whether you hit or missed your targets (and by how much).
Then you wil l have insight into how accurate your assumptions were during the
program planning phase.
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Where Do NPIs Fit into the Targeting Process?

The unique aspect of NPIs is that they are a collection of indicators that are used
by all Community Action Agencies across the country, and as such they provide a
standard set of data that can be aggregated at the national level. The NPIs
ident ify ways of discussing different kinds of success at reaching broad goals, such
as ROMA Goal 1: Low-income people become more self -suff ic ient. In addit ion,
many of the NPIs measure progress toward a sub-goal which itself is quite broad.
For example, NPI 1.1 A—unemployed customers who obtained a job.

Your agency may have several areas of activity that are designed to help
customers achieve one or more outcomes under the sub-goal “obtain a job.”
Activit ies might include vocational testing and counseling; a choice of several
vocational training courses; classes in “soft ski l ls” such as how to develop good
work habits and good workplace interpersonal ski l ls; résumé-writ ing workshops;
and job-hunting supports. For each of these activ it ies, you have an expected
outcome. You may have one or more indicators (or benchmarks) for the activit ies;
for example: the number of customers who achieve a certain score on a test, or
the percent of customers who complete a certain program step. For each
indicator, you should set a target for the number and percent of customers who
wil l achieve each indicator.

It is only when your customers progress to the National Indicator level that they
wil l be reported on the NPIs. Other program indicators/benchmarks wil l be used
by your agency, and possibly by your state, to show progress toward the broad
goal.

Why Do I Need All Those Indicators and Targets?

In multip le-component programs, you need a multi -part picture of results.
Without establishing measurements (indicators) of the different activit ies or
investments in each program component, it would be diff icult to evaluate how
different elements of the program are working.

Predicting your success at reaching a broad goal is the same as “setting a target,”
which means making a commitment to aim for the target. You commit to having a
wel l thought-out program design and invest in the activit ies that wil l enable you to
reach the desired level of achievement.

Your success at reaching a broad goal can be better managed when you specify
what program steps’ outcomes wil l move participants toward the goal.
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IV – WORDING YOUR INDICATORS CLEARLY

TRAINER’S SECTION

While making the transit ion from the previous discussion about ways to
establish targets to this sect ion about wording indicators, reinforce the point
that outcomes must be measurable, not vague. “Improve the relationships of
parents and chi ldren” is quite broad. Examples of measurable outcomes are
“Parents ’ knowledge of constructive discipl ine wi l l increase,” “Parents attitudes
about the use of constructive discipl ine behaviors wil l improve,” and “Parents
chi ld management techniques wil l improve.” Of course for each of these
outcomes, you would have to establish indicators (clear descriptions about how
you wil l know if a change has occurred) and targets (how much change wil l be
observed, how many parents wil l demonstrate the expected change).

You have chosen indicators and set targets. Next, you need to explain exact ly
what you are “aiming at.” When descriptions of indicators are clearly worded,
they are easy for a variety of audiences to understand including: the staff that
runs the program, the managers who oversee it, the institutions that support it,
and the other members of the public who care about it.

The following model for describing an indicator can help with clear wording:

The target
number expected
to achieve the
result

The percent this
target represents
(of the total
populat ion receiving
a service)

The result or
benchmark expected
to be achieved

The
target
date

The first two columns represent the “target” in the indicator. You may not always
provide information regarding the percent, as in the second example below.

Examples

14 out of 21 (66%) students enrolled in the ESOL program will graduate by the end of
this calendar year.

TARGET RESULT TARGET DATE

14 out of 21
(66%)
students

will graduate from the ESOL program by the end of
this calendar year

34 units of affordable elderly housing will be developed by July of 2009.
TARGET RESULT TARGET DATE

34 units of
affordable elderly
housing

will be developed by July of 2009
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12 agencies (100%) will implement a statewide ROMA targeting system by FY 2008.
TARGET RESULT TARGET DATE

12 agencies
(100%)

will implement a statewide ROMA
targeting system

by FY 2008

Using this model, create an indicator statement for your specific project.
Remember that the indicator will include a target number expected to achieve
the outcome. Your indicator wil l be clearer, i f whenever feasible you include the
percent of the total service population

Check your indicator statement for clar ity in several areas that can cloud
communication—use of clear language, specific definit ions, and units of
measurement. Examples of good pract ices in these areas appear below.

Language

Indicators should be described in the simplest possible Engl ish. Special ized terms
should be used only when there is no less-technical equivalent.

Definitions

When there are mult iple ways to interpret a word, its intended meaning in the
indicator should be clearly defined. Sometimes it is not convenient to fit a
clari f ication into the description itself. In that case, a definit ion should
accompany the indicator wherever it is stated in writ ing.

An Unclear Statement

20% of recent “financial literacy” graduates
will save more money than they borrow.

20% of recent “financial literacy” graduates
will decrease the incidence of dissavings.

A Clear Statement

An Unclear Statement

50% of skills training participants will receive a
certificate or diploma.

50% of skills training participants receive a
certificate or diploma.*
*A certificate or diploma is defined as
either a two-year Associate’s degree from
an accredited college or university, or a
credential recognized by a state or national
industry association. It is not a certificate
awarded by the individual training provider
for completion of a program.

A Clear Statement
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Units

Because indicators include targets which deal with measurement, the indicator
should state clearly which units of measurement are being used.

Measurement of Indicators

In our previous discussion of measurement, we talked about the “what, when, and
how” of measurement. When there are several possible ways to measure an
outcome, the indicator should be clear about how the target wil l be measured.
Clar if ication either can be part of the description itself or it can accompany the
description (as in the Logic Model, where this information wil l appear in the last
three columns).

Targets: The Bull’s Eye

Frequently an outcome wil l be framed in terms that raise the quest ion “How much
is enough?” or “How good is good enough?” In these cases, there needs to be a
clear statement regarding the prospective standard of success—in other words, a
target.

40% of low-income residents will increase
their employment income.

An Unclear Statement A Clear Statement

40% of the individuals whose income is
at or below 125% of the HHS Federal
Poverty Guideline will report an increase in
total wages in dollars plus the value of
employee benefits.

Participants in the IDA program increase
their savings.

Participants in the IDA program will
increase their savings by a minimum of
$500.

A Broad Goal, Not a Target A Clear Target

There will be a 50%
increase in the number of
elders who receive
emergency food through the
Brown Bag program.

There will be a 50%
increase in the amount
of emergency food
supplies distributed to
elders in the Brown Bag
program.

An Unclear Statement A Clear Statement

There will be a 50%
increase in the number of
pounds of emergency
food distributed to elders in
the Brown Bag program.

Another Clear Statement
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V – TACTICS FOR SETTING TARGETS

How can you estimate the results of act iv it ies that have not yet occurred?
Does it seem like a hopeless challenge?

It can be a challenge, but it is not hopeless. Here are some tactics that may
help.

TRAINER’S SECTION

Before the session, you might send a memo to the part ic ipants inquiring about
data that could be used as an example of a data trend over t ime—something
that an agency is tracking in a program, such as enrol lment. You can ask that
the data is sent to you ahead of time, or brought to the training session.

Depending upon the nature of the example, it could be used in a discussion of
one or more of the concepts in this section that are related to data trend lines.

A “real l ife” example might help bring the concepts to life.

However, you must allow yourself t ime outside of the session to famil iarize
yourself with the data, so you are not try ing to understand it in front of the
participants. Some data is easier to understand than others, and you don’t
want to take up session time orienting yourself.
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Using an Established Trend Line

When you need to set a target for a program’s outcome that your agency has
provided for a while, you may have good data on the results readi ly available
among the pieces of information you have been routinely collect ing. If so, you
wil l have a good picture of what the indicator shows over t ime. You wil l be
able to see what trends the outcome data have been fol lowing.

For example, you may want to set a target for the number of children who wil l
be enrol led in Head Start during the upcoming fiscal year—a process indicator.
If past history shows litt le or no change over time in enrollment, the simplest
way to set a target is to extend the “trend line” in a straight l ine; this is a
“straight-line projection.” The straight-l ine projection technique also can
work well when there is a steady trend in one direct ion.

The graph below shows three straight -l ine project ion possibi l i t ies:

1) The enrollment in Head Start program “A” has followed a consistent trend
for many months. A straight- l ine project ion suggests that enrollment wil l
continue to be about 20 children per month.

2) Head Start program “B” has shown a gradual upward trend to its maximum
enrollment of 48. A straight- l ine projection would suggest that enrol lment is
l ikely to continue at 48.

3) Head Start program “C” has experienced a steady downward trend to its
current enrollment of 25. If the factors responsible for the loss in
enrollment are not addressed or cannot be offset, a straight - l ine projection
suggests that enrol lment wil l fal l to 20 within the next few months.

Your target for each future case would depend on the activit ies that might or
might not change the trend.
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If you decided to try to improve enrollment in Program 3, you would plan for
new act ivit ies and estimate what level of enrollment each would provide. You
then would set targets based on your informed estimates and planned
investments.

TRAINER’S SECTION

This example could be used in an exercise that would reinforce the point: The
process of targeting includes ref lecting on the work you do.

Maybe the steady downward trend in the third program is due to factors beyond
anyone’s control, but possibly the factors are NOT out of the staff’s control.

What factors might be ones that the staff could do something about? If those
factors explain some of the enrol lment decline, what sorts of activ it ies could
reverse the downward trend? These would be good questions for discussion.

Then you could lead participants through a process of identify ing a reasonable
target for the downward trend reversal. Have them predict what could occur as
a result of one or more of the activit ies they give you. You also can discuss
whether proposed improvement targets are real ist ic.

Note: This exercise is simi lar to the Adult Educat ion case study in Sect ion I, but
that example did not have much data. You could ref lect back on that act ivity,
as you should have generated a number of ways to gather data to help in
decision making. Ask if partic ipants can apply the “trend line” concept to the
Adult Ed situation. What might a trend l ine look like? This could segue into
the next exercise: identi fying a trend line from existing data.

60

10

30

Enrollment in Three Head Start Programs

Months

A

B

C
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Identifying a Trend Line from Existing Data

What if you need to set a target for a program’s outcome that your agency has
provided for a while, but the pieces of information you have been collecting
routinely do NOT offer information on the results you expect to achieve? You
may be able to use the routinely collected information to identify the probable
trends of the results. To be useful, though, each trend l ine has to be accurate.
Three steps are important in the process of identi fying a trend:

1 – Deciding on a Time Period for Including Outcome Data;

2 – Checking Early Data against Indicators; and

3 – Ensuring Data Used to Identify Trends Are Accurate and Uniformly Collected.

Each of these steps is discussed below.

1 – Deciding on a Time Period for Including Outcome Data

Identify ing a trend requires looking at program results over an appropriate
period of time—a long enough time to allow the program to be tested fairly. In
general, this means AT LEAST one “program life cycle.” The t ime required for
the start-up of a new program should NOT be included in the length of time
used for establishing a trend line. An example would be: “The time from
completion of the intake of a new group of part ic ipants to the time when they
completed a training program and were placed in jobs.”

The following chart shows the “l ife cycle” of a short -term training program
which involves customers intensively for a few weeks or months and then
follows up with them afterward.

A Program Life Cycle

Start-up Intake:
Group 1

Completion:
Group 1

Intake:
Group 2
2

Follow-Up:
Group 1

Completion:
Group 2

Minimum Measurement Period
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Number of persons referred to the
program (average 300 per year)

Number of new customers completing
intake (average 120 per year)

Number of customers successfully
completing the training program
(average 100 per year)

Scores achieved on the skills test
administered at the end
of training:
On average,
5 had scores < 20%

10 had scores between 21- 45%;
10 had scores between 46-65%;
20 had scores between 66- 85%;
40 had scores > 85%

Number and percentage of customers
who score at the “proficient” level
(score > 85%) after training

Trend: Approximately 40 participants per
year (40% of graduates and 33% of
entrants) scored at the “proficient” level
after training.

Data Trend for One of
the Selected Indicators

Data Available for
Identifying Trends

During the upcoming year:

120 new customers will be enrolled in the program.

40 participants will score at the “proficient” level
after training.

31 participants will get a living-wage job with
benefits and will hold the job for 30 days or longer.

TARGETS

Numbers of customers employed 30, 60
and 90 days after completion of
training.

Of graduates, an average of
85% had jobs at 30 days,
77% had jobs at 60 days,
and 64% had jobs at 90 days.

Wages and benefits provided by
the jobs obtained

Of jobs obtained, 42% paid more than
$10.75/hr (the local self-sufficiency wage);
88% of these jobs had benefits.

Number and percentage of customers
who get a job offering a family-
supporting wage and benefits after
training, and keep the job for a
minimum of 30 days.

Trend: Of the 100 customers successfully
completing the training program, 85 had
jobs at 30 days; 42% of those jobs, or 36
jobs, were at a living wage. Of the 36 jobs,
88%, or 31 jobs, had benefits.

Data Trends for Another of
the Selected Indicators











Trainer’s Guide for NASCSP Targeting Field Manual

35

Embedded in any program map is the assumption that a customer must
successful ly move through each program step to progress—and to ult imately
reach a successful outcome. A map showing the customer experience can help
estimate how many customers wil l complete each step and consequent ly
achieve the desired outcome. The main problem for analysis is est imat ing
attrit ion at each step.

In the examples below, est imates were based on the insights of program
managers, l ine staff, and “graduates” of similar programs.

1. Outreach and
Recruitment
(Potential
customers
identified)

2. Initial Testing
and Screening
(Ensuring that
potential customers
meet eligibility
requirements)

3. Orientation to
Program
Requirements
(Ensuring that
customers can make
time commitment)

4. Enrollment

5. Six-Week
Classroom
Training
Program

6. Six-Week
Workplace
Internship

6. Concurrent
Work-
Readiness
Training

7. Résumé
Preparation
and Job
Search

8. Employer
Interview(s)

9. Hiring on
Temporary
Basis

10. Positive
Employer
Evaluation

11. Hiring on
Full-Time
Permanent
Basis

Map of an Employment Program
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TRAINER’S SECTION

The schematic on the fol lowing page is another one that might be confusing to
participants, which means that “walking them through it” might be a good idea.
Be sure that everyone understands:

1) That the minus signs indicate attr it ion (in other words: participants “ lost”) .
The numbers in the right-hand column indicate the percent of the group that
made it through the step above but not through the step to the left of the
minus sign;

2) Where the percentages are coming from. For example, if the program
reaches out to 600 community members but 67% of them are expected NOT
to apply, the number of customers who go through init ial test ing and
screening is predicted to be 200; and

3) Success means being hired permanently, not simply finishing the program.



Trainer’s Guide for NASCSP Targeting Field Manual

37

Estimated Customer Attrition in an Employment Program

Initial Testing
and Screening

Outreach and
Recruitment

Orientation to
Program
Requirements
)

Enrollment

Classroom
Training
Program

6-Week
Workplace
Internship

Work-
Readiness
Training

Job Search

Employer
Interview

Temporary
Hiring

-20%

-67%

-12%

-12%

-30%

-30%

-8%

-9%

-10%

This program reaches out to more than 600 community
residents, but no recent training program has attracted more
than about 200 applicants.

A significant proportion of applicants will be excluded because
the funding source has rather rigid requirements for residency
and income. Additional applicants will be excluded because
they do not have a high enough reading score.

Some eligible customers miss the orientation session.

Many potential customers are likely to be discouraged by the
required time commitment. Others do not show up to complete
the intake form and contract.

Classroom skill’s training is rigorous. Many customers are
likely to drop out. In other programs that were similar, almost a
third of the group failed to complete this segment.

These two phases of the program run
concurrently, and customers must complete
both. Some people may complete the
workshops but not the internship and vice-
versa. This is another tough part of the
program where attrition may be high.

Employer
Evaluation

Permanent
Hiring

-15%

-5%

Customers must complete a résumé, identify appropriate job
postings, and contact employers. While this is not the highest-
stress portion of the program, some people will drop out.

A few customers are likely to have a bad experience in the
interview or find the idea of the interview overwhelming. Some
level of loss is likely.

Most customers in the program at this point are motivated to
succeed. However, some do not meet employer standards
because of CORI or other barriers.

Some customers will have difficulty adjusting to the workplace
and will receive a negative evaluation. Other life stresses also
may reduce customers’ ability to continue past this step.

The customers who have stayed with the program to this
point AND have achieved the final outcome of permanent
employment.
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The following table shows one way to organize the employment program’s
steps, outcome indicators, estimates of attri t ion, and targets.

TRAINER’S SECTION

What is the source of the numbers in this example? They are imagined
numbers, established with an assumption that the program would do everything
it possibly could to prevent attrit ion. While the picture is seeming ly gloomy, it
shows us that the program designers had realist ic expectations. Although the
numbers may paint a picture that is a l itt le discouraging, it is very believable.
It shows why it rarely makes sense to set a target of 100% success. This point
can be highlighted by asking the part icipants for examples of attrit ion in their
experience.

For three of the twelve steps in the table below, there is a footnote showing
the source of the est imated attr it ion. Where did the other est imates come from
in this hypothet ical program? There are many possibi l it ies, such as aligning
worker’s experience with classroom training attr it ion. The possible sources of
the attrit ion estimates in this table are a good topic for a group discussion.
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Attrition Estimates and Targets for an Employment Program

Program Step Indicator
Estimated
Eligible
Customers

Estimated
Attrition

Estimated
Customers
Achieving Final
Outcome (Target)

1. Recruitment
Potential customers
identified by name and
address

600 67%1 200

2. Testing/Screening

Potential customers
deemed eligible AND
having minimum skills as
tested

200 20%2 160

3. Orientation Potential customers
attending full orientation

160 12%2 141

4. Enrollment Customers signing
contract for participation 140 12% 124

5. Classroom Training Customers completing
training

120 30% 87

6. Internship* Customers completing
internship 80* 30%* 61*

7. Work-Readiness* Customers completing
work-readiness classes

80* 30%* 61*

8. Job Search
Customers developing a
résumé AND sending it to
participating employer(s)

60 8% 56

9. Employer Interview
Customers completing at
least one employer
interview

55 9% 1

10. Temporarily Hired Customers hired on a
temporary basis

50 10% 46

11. Evaluation
Customers receiving a
positive employer
evaluation

45 15% 39

12. Permanently Hired Customers hired on a
permanent basis 38 5% 37 (Final Outcome)

1Based on recent initiatives.
2Based on income guidelines and test scores in previous programs.
*Simultaneous steps.


