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Scorecard Workshop Recommendations & Solutions
October 10, 2019



BACKGROUND



On May 9, 2019, Office of the CIO (OCIO) attended the Economic Development 
Policy Committee Meeting and facilitated a discussion to better understand some 
of the business opportunities for enhancing the scorecard.  Some of these areas 
discussed include:

 Emphasizing conclusions drawn from analytics vs. just information being 
presented.

 Focusing on investments across industry sectors that align to goals.

 Telling a story around workforce development programs and progress 
toward goals.

 Aligning department relationships and collaboration to achieve goals (what 
and how).

 Comparing status of current progress to historical baseline and impact 
achieved.

 Personalizing messages and story to various stakeholders and customize the 
narrative.

3

Recap of Initial Discussion with Policy Committee



WORKSHOP



Stats and Outcomes from Workshop

50+ LA County and external stakeholders
2 hour workshop
4 questions to generate ideas and themes
650 ideas generated
90+ strategic themes created



Principles for Economic Development Division Workshop

Generate large number of ideas
Agile, fast, and nimble process
Think boldly
All ideas of equal merit
Reimagine how to achieve your outcomes





Key Questions
• How might we emphasize the most critical issues and questions 

facing LA County’s future economic potential and wellbeing? 
• How might we envision a story that would demonstrate LA County’s 

achievements on workforce development and economic 
development? 

• How might we create analyses that compare current progress to a 
historical baseline – what data and/or measures would be essential 
to include in the scorecard? 

• How might we tailor the scorecard to our primary utilizers and 
stakeholders, so it can be practically utilized? 



ANALYSIS



Word Cloud



QUESTION 1 QUESTION 2 QUESTION 3 QUESTION 4
RED • Contextualize Data (16) 

• Dashboard Visualization/KPIs (16)
• Public Relations (7)
• Strategic Planning (6)
• Business/Industry Engagement (5)
• Community Engagement (2)
• Compare Data w/Region (0)

• Regional Economic Analysis (14)
• Other Visualizations (13)
• Communication Stories (10)
• Outcomes by Priority Population 

(10)
• Longitudinal Analysis (8)

• ROI (16)
• Data Analysis (11)
• Employment Data (11)
• Wealth Related (7)
• Business Data (6)
• Programmatic (4)

• Segmented Data (15)
• Interactive (14)
• Format (11)
• Data from Specific Organizations (7)
• Content (3)
• Communications (1)

YELLOW • Focus on Stories (9)
• Clear Visualization (8)
• Integrate Community & 

Stakeholder Voice (6)
• Key Issues (6)
• Use Relevant Data (5)

• Personal (7)
• Show End Results (7)
• Diversity of Voice (7)
• Relevant Data (6)
• Flashy Media (4)
• Focus on the Why? (3)
• Ratings (1)

• Wage Growth (7)
• Wealth Growth (6)
• Clear Data Expression (5)
• Show Job Growth (5)
• Business/Employer Outcomes 

(5)
• Compare to Relevant Entities (4)
• Education & Skill Attainment (3)

• Consider Audiences (8)
• Simple Data Expression (7)
• Focus on Outcomes (6)
• Breakdown by Categories (6)
• Tell Story (5)
• Dynamic Engagement (2)

BLUE • Communication (8)
• Format (8)
• Community Engagement (7)
• Internal to County (3) 

• Communication (8)
• System Change (8)
• Technology (6)
• Results/Impact (6)

• Qualitative (16)
• Quantitative (12)
• Communication (2)
• Measurement (0)
• Job Growth (0)

• Who Are Our Stakeholders (6)
• Feedback (6)
• Technology (5)
• Format (4)

GREEN • Storytelling (8)
• Performance 

Measurement/Outcomes (8)
• Data (8)
• Small Businesses (7)
• Community Outreach (4)
• Education/Community Outreach (4)
• Urban Planning (3)

 

• Stories/Examples (11)
• Delivery Methods (10)
• Business Specific Stories (9)
• Visualizing Results (8)
• Partnerships (2)

• Job Creation/Growth (9)
• Geographic Analysis (7)
• Metrics (7)
• Wages/Income (6)
• Data/Analysis Delivery (6)
• Other Data & Analysis (4)
• Housing (3)

• Charts (10)
• Goals/Progress/Targets (7)
• Simple (7)
• Audience (6)
• Distribution (4)
• Maps (3)



Major Theme #1: Audience

• Who is the Audience?
• Board of Supervisors
• County departments
• Constituents
• Trade groups
• CBOs
• Potential County contractors

• Tailor to the audience
• Simple/clear
• User-friendly
• Different languages



Major Theme #2: Content

• Story-driven
• Impact of County programs/ROI
• Individuals
• Businesses
• Priority populations
• Success stories
• Case studies

• Longitudinal
• Historical data
• Growth/change over time
• Forecast

• Key Performance Indicators (KPIs)
• Focus on outcomes
• Jobs
• Education
• Wealth

• Compare vs.
• Other counties
• California
• Other regions
• US



Major Theme #3: Delivery and Format
• Medium

• Not paper-only
• Dashboard
• Website
• Open data portal

• Features (“flashy media”)
• Interactive (“choose your scorecard”)

• By topic
• By community
• By departments

• Visualization (charts, graphs)
• Maps/GIS
• Searchable
• Animation
• Virtual Reality
• Digital game
• Videos
• Updated in real time



Major Theme #4: Communication and Continuous 
Engagement of Stakeholders

• Social media
• Facebook (live stories)
• Twitter
• Snapchat
• Instagram stories

• Communication campaign
• Success stories
• “My job in 60 seconds” videos
• Highlight stories on website
• Billboards

• Community outreach
• Video blogs
• Infographics
• Proactively engage traditional and 

non-traditional media
• Celebrity spokespeople



RECOMMENDATIONS



Key Recommendations
Determine who the target audience is (more than one group?)
Identify key performance indicators 

• Measures of success for County’s economic development objectives
• Relevant and meaningful to audience(s)

Decide how transformative the redesign of the scorecard should be 
and build a roadmap to get there
Design a communications strategy broader than scorecard’s goals

• Consistent with ED’s role 
• Tailored to stakeholders

Build a research agenda to measure the impact/ROI of County 
programs



Where to Start?

Identify changes that can be implemented in the short term
• We provide a few examples across three primary solution areas
• Immediate, Intermediate, and Visionary

Engage the Policy Committee/other stakeholders to determine:
• Audience(s) for scorecard
• Long-term objectives for scorecard and ED’s communications strategy

Engage a partner to lead/co-lead the process
• OCIO
• External consultants



How to Sustain?
• Revisit regularly:

• Goals and objectives
• Metrics, data, and stories meaningful to audience

• Automate and Infrastructure Investment:
• Data collection and processing
• Report generation 

• Collaboration with other departments:
• Identify shared goals and opportunities for collaboration
• Possible Examples:

• Work with WDACS to define performance measures valuable to them
• Work with OCIO to use InfoHub for data collection, sharing, and hosting



Three Categories of Proposed Solutions
Immediate Solutions 

• Solutions that can be implemented in a short span of time with limited investment
• Open-source data that can be easily compiled
• Incremental improvements to existing data to give additional context
• Implementation Time Horizon: 2 – 4 weeks

Intermediate Solutions
• Solutions that require small investments
• Require collecting time-series data from multiple sources
• May need to learn new tools and programming languages
• Implementation Time Horizon: 1 – 4 months

Visionary Solutions
• Solutions with long lead time and large infrastructural investments
• Require significant investments in infrastructure and delivery vehicles
• Implementation Time Horizon: 6 months – 2 years



Cost Vs. Impact Analysis – A Score-Based Approach
Emphasis: Getting and understanding actual data to build any of the visualizations is the 
most difficult and time-consuming aspect of any of the scenarios outlined.

Output
Unemploy-
ment Rate 
Time Series

Matrix 
Heatmap 
of 
Program 
Exit Rate

Matrix 
Heatmap 
of 
Program 
Placement 
Rate

Matrix 
Heatmap 
of 
Program 
Placement 
vs. Exit 
Ratio

Diverging 
Bar Chart

City Health 
Dashboard 
(Open 
Source 
Data)

City Health 
Dashboard 
(County 
Implement
ation)

US 
Census –
SAIPE 
(Open 
Source 
Data)

US Census 
– SAIPE 
(County 
Implemen
tation)

Geo. 
Heatmap 
of 
Unemploy
-ment
Rate by 
ZIP Code

Contrast 
Geo. 
Heatmap of 
Program 
Completion 
Rate & 
Dropout 
Rate, by ZIP 
Code

Contrast 
Geo. 
Heatmap 
of 
Program 
Dropout 
Rate vs. 
Unemploy
-ment
Rate, by 
ZIP Code

Population 
Pyramid 
Graph

Slope 
Chart

Interactive 
Dashboard

Solution Immediate 1 Immediate 2 Immediate 3 Immediate 4 Immediate 5 Immediate 6 Immediate 6B Immediate 
7

Immediate 
7B

Intermediate 
1 Intermediate 2 Intermediate 

3 Visionary 1 Visionary 
2 Visionary 3

Cost / 
Effort

2 4 3 3 3 1 9 1 9 6 7 7 8 7 10

Impact 4 8 9 8 7 5 5 2 2 6 8 9 9 8 10



IMMEDIATE SOLUTIONS
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Example 1: LA County Vulnerability to Recessions

• Current chart did not visually stand out
• Written passage did not provide a context for this chart and what 

reader should take away from the data



Example 1: LA County Vulnerability to Recessions
• Visual contrast shows LA County is much 

more vulnerable to economic recessions 
than the US and California as a whole, 
highlighting a vulnerability to higher 
unemployment rates during recessions 
that needs to be addressed.

• Addresses 3 key points:
• Compares LA County with other geographic 

areas: State of California & United States.
• Displays data longitudinally.
• Addresses audience feedback to focus on 

preparing for recessions.

• Can be used to segue discussion into 
efforts to address this vulnerability.

• Rely on open-source data for quick 
visualization.

• Source: Federal Reserve Bank of St. Louis.



Example 2/3/4/5: Matrix Heatmap of Program Exit/Placement 
Rate, Placement vs. Exit Ratio, Diverging Bar Chart

• While informative, current format 
does not allow quick evaluation of:

• How different programs compare with 
each other in terms of performance

• A context to the numbers (is “362” good 
or bad?) – percentages would work 
better

• An easy-to-understand metric that 
allows for comparison, such as 
“Successful Program Completion Rate”

• Changing this chart into a percentage 
breakdown would allow readers to:

• Quickly understand the context of the 
numbers.

• Quicker comparison of performance 
between different populations.



Example 2: Matrix Heatmap of Program Exit Rate
• Quick and visually easy comparison of program 

exit rates and areas that need more focus.
• Easy to see at a glance:

• “Other Job Seekers” have extremely high program 
exit rates among “Population Types”.

• “Youth Workers”  have consistently higher program 
exit rates.

• Among “Adult Workers”, the second-highest exit rate 
is among “English Learner”.

• “Dislocated Workers” as a group have some of the 
lowest program exit rates, especially among 
“Disability”, “Long-Term Unemployment”, and “Re-
Entry” populations.

• Among “Youth Workers”, there is a much lower 
program exit rate among “Veterans” and “Re-Entry” 
populations, perhaps showing a need for additional 
support among these groups to increase exit rate.

• Maintains ability for granular analysis and tailored 
solutions.  For example, “English Learners” have 
higher exit rates than other “Population Types”, 
except among “Youth Workers”.



Example 3: Matrix Heatmap of Program Placement Rate

• Quick and visually easy 
comparison of program 
placement rates.

• Easy to see at a glance:
• “English Learners” and “Veteran”, 

among the “Youth Workers”, tend 
to have relatively the highest 
placement rate. 

• Homeless Adult Workers, Disabled 
Dislocated Workers, and Re-Entry 
Youth Workers tend to have the 
lowest placement rate, perhaps 
highlighting a need for additional 
assistance.



Example 4: Matrix Heatmap of Program Placement vs. 
Exit Ratio

• Create a new metric called “Program Placement-
Exit Ratio”, which divides placement number by 
the exit number to obtain a ratio.

• Possible measurement of how effective the 
program is at placing individuals to actual posts 
after they completed program.

• Different than Program Placement Rate, which is the 
rate of placement for someone that is served.

• Better metric to highlight success or issues with 
placement after program completion.

• A relatively high percent of those who exited the 
program are placed among Veteran Youth 
Workers and English Learner Youth Workers.

• A relatively low percent of those who exited the 
program are placed among “Other Job Seekers” 
Youth Workers, possibly indicating issues 
transition individuals from program completion 
to actual placement.



Example 5: Diverging Bar Chart

• At-a-glance performance of 
how each group against a 
baseline average.

• Quickly highlights which 
groups performed above or 
below average, and by how 
much.



Example 6: Los Angeles City Unemployment Rate 
by ZIP Code

• Open source dashboard that 
displays heatmaps of 
economic and health 
outcomes, by city, including:

• Unemployment Rate
• Excessive Housing Cost
• Children in Poverty
• Income Inequality
• Uninsured

• Source: City Health Dashboard
• https://www.cityhealthdashboar

d.com/

https://www.cityhealthdashboard.com/


Example 7: US Census Small Area Income and 
Poverty Estimates (SAIPE)

• Open source dashboard 
allows comparison of 
these data across 
counties, states:

• Median Household 
Income

• Percentage of Population 
in Poverty by Age Cohort

• Source: US Census –
SAIPE 

• https://www.census.gov/
programs-
surveys/saipe.html

https://www.census.gov/programs-surveys/saipe.html


Other Open Source Data Resources

• Federal Reserve Bank of St. Louis FRED Database
• https://fred.stlouisfed.org/

• US Census
• https://www.census.gov/data.html

• Bureau of Labor Statistics
• https://www.bls.gov/data/

https://fred.stlouisfed.org/
https://www.census.gov/data.html
https://www.bls.gov/data/


INTERMEDIATE SOLUTIONS
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Example 1: Geographic Heatmap of Unemployment 
Rate By ZIP Code

• ZIP code-level data allows deeper drill-down of details by neighborhood.
• Allows later comparison with other demographic and performance data to see if specific 

neighborhoods need more attention and outreach.
• Data can be constructed from Census ACS 5-Year Survey.
• Issue – most economic data does not exist at the ZIP code level.
• Graphic sample source: https://time.com/5608268/zip-code-health/

https://time.com/5608268/zip-code-health/


Example 2: Contrast Geographic Heatmap of Program 
Completion Rate & Dropout Rate, by ZIP Code
• At-a-glance view of where workforce development programs are 

succeeding and where they may not be performing as expected.
• Filtered heatmap by demographic groups can show specific groups that 

have lower completion rates and higher dropout rates may need more 
targeted assistance and outreach.

• Would need breakdown of workforce development participants’ data by 
ZIP code.



Example 3: Contrast Geographic Heatmap of 
Workforce Development Program Dropout Rate vs. 
Unemployment Rate, by ZIP Code

• Map dropout rate vs. economic distressed neighborhoods by ZIP code 
to show neighborhoods that have both high unemployment rate and 
high dropout rate, as a high-priority target for additional assistance and 
outreach.

• The same can be done via filtered demographic groups, to gain insight 
on whether specific groups may need more targeted assistance and 
outreach.

• Would need breakdown of workforce development participants’ data 
by ZIP code.



VISIONARY SOLUTIONS
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Example 1: Population Pyramid Graph
• Each stage of incremental workforce development 

“success” is mapped out, with a corresponding 
percentage.

• Lowest stage shows the most basic level: program 
participation, or program completion.

• Highest stage shows ideal goal of the program: holding an 
above-median-pay job for x number of years.

• Sharp fall-off in participation % will highlight areas where 
participants may need extra help in transitioning to the 
next “stage” of success, so they do not “fall off the cliff.”  
Examples here include:

• Sharp fall-off between “Step 06: Program Completion” and “Step 07: 
Job Placement” show that participants may need additional targeted 
assistance on job placement after program completion.

• In this scenario, youths participation dropped faster between “Step 02: 
Orientation” and “Step 03: Program Enrollment”, perhaps suggesting 
that youths may need targeted efforts to increase engagement toward 
program enrollment.

• Meets audience demand for clear measures of success 
and that data aligns with goals.

• Can be segmented into different population to see if there 
are differences in vulnerability, such as adults vs. youths, 
females vs. males, etc.

• Need to get new data to make this into reality:
• The length of time a participant has held onto a job
• The wage level of the job



Example 2: Slope Chart
• Each program/group’s “success rate” is measured 

over time to see:
• If success is sustained over time.
• If there is a sharp drop-off in success rate at a certain 

point of time, this points at an opportunity to 
intervene at a specific point in time where participants 
are vulnerable, and offers a chance to find out what 
may be causing the drop-off.

• If performance characteristics over time of certain 
programs make it more suitable for certain 
populations.

• “Success” here can be defined in many ways:
• Ability to hold full-time job continuously over a period 

of time
• Ability to continuously complete counseling, training, 

or job placement programs over time.
• Meets audience demand for performance 

measurement over time.
• Need to be able to track participants over long 

period of time make this into reality:
• The length of time a participant has held onto a job.
• When they left a job.



Example 3: Interactive Dashboard

• While informative, this format 
does not allow users to:

• Easily compare the completion 
rates between different programs 
via percentages.

• Allow ability to filter by specific 
demographic groups to see if 
performances differ between 
groups.

• Allow ability to filter by specific 
time periods.



Example 3: Interactive Dashboard
• Allows user to filter and drill-down to 

different levels of detail.
• Filter results by:

• Demographic groups
• Programs
• Geographic Region
• Time Period
• Success Rate by:

• Program Completion
• Full-Time Job
• Full-Time Job held for x years

• Focus on key performance metrics 
important to stakeholders.

• Sample graphic source: 
https://app.klipfolio.com/published/28
62ef25c89364092336a154f6e7359e/di
gital-marketing-dashboard

https://app.klipfolio.com/published/2862ef25c89364092336a154f6e7359e/digital-marketing-dashboard


Getting a Complete Picture of Workforce 
Development Participant’s Work History

• Work history information from DPSS
• Data mostly for populations who struggle to find a job.
• Part of requirement to participate in CalWORKs.

• Web-scraping from LinkedIn
• For individuals who found jobs.
• Accuracy is not 100%, since it is self-reported.
• May need to pay for service, since LinkedIn started blocking web-scraping 

tools in 2018.



QUESTIONS & ANSWERS


