
 
 

 

Promising Practices in Client Engagement: Executive Summary 

OBJECTIVE: In October 2016, Income Grantees convened at the United Way Data Summit to discuss the 

most significant barriers and challenges related to measuring and reporting common measures. We 

learned that long-term tracking of clients was the most significant barrier to successfully reporting on 

United Way common measures, particularly in the areas of job retention, financial capability behavior 

change, and training completion. Some of the main factors that contribute to the challenge of long-term 

client tracking include: 

 Client mobility: many clients change address, phone number, or disengage 

 Awareness: clients may not be interested in / aware of additional services offered by nonprofits 

 Staff capacity: long-term engagement is a time-intensive activity 

SOLUTIONS: United Way formed the Data Collaboration Group in January 2017 to create a space where 

nonprofit service providers could discuss challenges related to client engagement and develop/test 

promising strategies for improving client engagement. Nonprofits were able to pursue strategies that 

were most relevant for their individual nonprofit contexts. Below are the promising strategies that were 

tested out during the previous year that are outlined further throughout the remainder of this report: 

 Client Agreement: intake form designed to clarify client and coach expectations at the 

beginning of the financial coaching process to improve engagement and accountability 

 Client Stability Matrix: tool to holistically assess and measure client improvement across 

multiple programs and domains 

 Common Intake & Assessment: process designed to standardize intake for paid staff and 

volunteers across multiple programs 

 Targeted Follow Up Calls: process designed to maximize opportunities to connect with clients to 

measure long-term outcomes 

 TWIST Database: partnership designed to improve long-term job retention data collection 

process 

 Continuing Education & Networking: program enhancement designed to maximize long-term 

engagement of clients by offering high value continuing education and connection opportunities 

The full report outlines how participating organizations designed and implemented the above strategies. 

We hope that this report encourages other nonprofits to consider implementing similar practices that 

we believe correlate with improved long-term client engagement. 

You can view the full report online at https://www.mymoneydfw.com/resource-hub. 
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Client Agreement 

OVERVIEW 

Catholic Charities of Dallas (CCD) leveraged the Data Collaboration Group process to update the 

Financial Stability & Client Services client agreement form. The goal was to create a form that was direct, 

streamlined, and provided clear expectations for both the client and the coach. 

CHALLENGES 

Changes to the client agreement require widespread internal buy-in, from front-line staff all the way to 

program management. 

IMPLEMENTATION 

CCD reported that participation in the Data Collaboration Group provided the needed push to achieve 

organizational buy-in for improvements to the client agreement. The design process involved all front-

line staff and program management, which helped in securing buy-in from senior leaders. The final draft 

of the client agreement is included on the next page. 

RESULTS 

The anecdotal feedback on the client agreement form has been positive. Clients indicate that the 

agreement helps underscore that the coaching process is a partnership that depends on trust, 

communication, and accountability. It also helps to identify clients who may not be ready for financial 

coaching services. 

Alternative Project 

WiNGS also explored improvements to their client agreement by implementing a coaching self-

assessment form. The hope was that a brief self-assessment would help prospective clients better 

understand the coaching process and ensure that the program is a good fit. After a brief testing period, 

WiNGS determined that the self-assessment form did not provide enough value to either the coach or 

the client to justify continued usage (prospective clients tended to pursue coaching even if the 

assessment indicated they may not be a good fit). 

KEY LEARNINGS 

The process of designing and implementing a new client agreement has underscored several critical 

learnings that we believe can be shared broadly with other nonprofits: 

 Staff should seek to secure widespread internal buy-in for changes to the intake form. And they 
should be prepared to make the case to senior leaders who may be more resistant to change. 

 Clients need to understand that financial coaching and job services are offered for free thanks to 
grant dollars and donations, and that these sources of funding are jeopardized if long-term 
follow up does not take place to ensure effectiveness. 

 If a new form or process is not yielding the desired results, don’t be afraid to make adjustments 
or move on to another opportunity. Innovation is not always going to yield perfect results. 
 



 
 

 

Catholic Charities Client Agreement Form 

 



 
 

 

Client Stability Matrix 

OVERVIEW 

CitySquare leveraged the Data Collaboration Group process to design and implement a client stability 

matrix tool to holistically assess and measure improvements to client stability across multiple programs. 

The tool was designed to help CitySquare staff determine if clients are facing crisis or significant 

vulnerability in nine service areas, including housing, physical health, and education.  

CHALLENGES 

Successful rollout of new assessment tools requires widespread internal buy-in, from front-line staff all 

the way to program management. It also requires staff time needed to facilitate the development of a 

tool that is capable of meeting the needs of diverse programs. Another challenge with implementing 

matrices is accurately assessing need at intake before trust is established. 

IMPLEMENTATION 

The design process began with an internal outcomes team that was tasked with modifying existing 

matrices (like the Arizona Self-Sufficiency Matrix) to ensure the best possible fit for CitySquare 

programs. Once drafted, the tool was shared with program directors in order to gain additional feedback 

and inform the final design. After finalizing the tool, the outcomes team conducted trainings on the 

matrix to ensure program staff were comfortable with the tool. They also offer retraining opportunities 

as needed. 

CitySquare programs that offer long-term services were the first programs to implement the tool. Other 

programs are able to selectively use the tool with longer-term clients. This flexibility helps ensure buy-in 

across the many diverse programs at CitySquare. 

RESULTS 

As of September 2017, CitySquare was able to collect stability matrix data on nearly 700 individuals, 

with 400 completing a follow up matrix. The tool has helped CitySquare assess and support client needs 

more holistically, and has helped ensure that CitySquare programs avoid operating in silos. The tool has 

also helped CitySquare identify opportunities to tweak and redesign existing programs to focus more on 

areas of the matrix where clients are considered in crisis or vulnerable. 

KEY LEARNINGS 

The process of designing and implementing a new client stability matrix has several critical learnings that 

we believe can be shared broadly with other nonprofits: 

 Staff should seek to secure widespread internal buy-in and should be prepared to make the case 
to senior leaders who may be more resistant to change 

 Consider framing the introduction of a new tool as an effort to better understand and assess 
client needs (and deliver meaningful impact) rather than as a way to assess performance or 
appease a funder 

 



 
 

 

CitySquare Client Stability Matrix 

 

 

 

 

 

 



 
 

 

Improved Intake & Assessment 

OVERVIEW 

LIFT leveraged the Data Collaboration Group process to review and revise intake and assessment 

processes across all agency programs. This involved reviewing all existing program forms to ensure that 

intake information and program outcomes are collected in the same ways across all programs.  

CHALLENGES 

LIFT faced several challenges that are germane for many nonprofit organizations. First, LIFT operates 

multiple programs that have very different objectives, structures, and outcomes. As a result, assessment 

forms are highly customized, making standardization more challenging. Second, LIFT leverages volunteer 

instructors, which is great for maximizing grant dollars but more challenging when trying to ensure 

consistent intake and assessment. Finally, an ongoing challenge across most social service programs is 

collecting personal information without breaking trust with clients. 

IMPLEMENTATION 

Given the scope of work, LIFT has moved forward very deliberately and cautiously to ensure momentum 

continues to progress. LIFT created a monthly meeting specifically focused on bringing program leaders 

together to continuously assess challenges and opportunities related to data collection. These sessions 

have helped to yield revised intake and assessment forms that will be rolled out in Q4 2017. The 

organization is also supporting these efforts with a new data management solution. 

Alternative Project 

Catholic Charities of Dallas also recently developed a common intake and assessment process to unify 

their wide range of financial stability and workforce programs. The most significant change was creating 

a section on the first page of the intake form outlining the entire array of Catholic Charities services to 

help clients see the big picture on what can be accessed at CCD outside of the presenting issue. This has 

been well-received by clients and has made internal referrals and partnerships easier to facilitate.  

KEY LEARNINGS 

The process of designing and implementing a new common intake and assessment process has several 

critical learnings that we believe can be shared broadly with other nonprofits: 

 Staff should seek to secure widespread internal buy-in and should be prepared to make the case 
to senior leaders who may be more resistant to change. 

 Transparency is critical, especially when major changes are being proposed. The more 
opportunities you can provide for internal team members to learn about proposed changes and 
assist in developing solutions, the better 

 

 

 



 
 

 

Targeted Follow Up Calls 

OVERVIEW 

Senior Source leveraged the Data Collaboration Group process to design and implement an enhanced 

client follow-up strategy centered on expanding evening follow up phone calls. This strategy was built 

on follow-up data that showed that older adults were far easier to reach in the evening hours via phone 

when compared to outreach efforts at other times of day and/or by other means (email, social media). 

The strategy also required significant cross-training efforts to ensure that Senior Source had the staff 

capacity needed to enhance follow up activities. 

CHALLENGES 

Senior Source had to build internal buy-in for the evening follow-up strategy and design a fair process 

for distributing the added work across staff. 

IMPLEMENTATION 

Senior Source was able to create internal buy-in for the strategy given the evidence that older adults 

respond better to evening calls. They also implemented a cross-training program to equip team 

members from other programs to be able to assist with follow up calls. This process was aided by a 

broader reorganization process that fused the employment and financial coaching programs into a 

single program, which created numerous efficiencies beyond the enhanced follow up call capacity.  

RESULTS 

Results for this effort are pending, though the anecdotal findings suggest that older adults have 

appreciated the opportunity to engage in follow up calls during evening hours. 

KEY LEARNINGS 

The process of designing and implementing an evening follow up call strategy has critical learnings that 

we believe can be shared broadly with other nonprofits: 

 Cross training is an excellent way to increase organizational capacity to accomplish a shared 

objective. In the case of Senior Source, program staff that were not historically involved in job 

retention efforts were cross-trained to be able to conduct follow up calls and assist with a 

shared objective (reaching out to long-term clients to assess impact) 

 Use data to figure out how to optimize follow up. In this case, Senior Source used data to 

conclude that evening calls are the most effective way to reach their target population. Other 

populations may be more effectively reached in different ways.  

 

 

 

 



 
 

 

TWIST Database 

OVERVIEW 

Wilkinson Center leveraged the Data Collaboration Group process to design and implement a 

partnership with Workforce Solutions to capture long-term client retention data using the Texas 

Workforce Information System of Texas (TWIST) Database.  

CHALLENGES 

Effective TWIST implementation has numerous hurdles, including secure data transfer, time constraints, 

and the limitations of the TWIST database to provide all information needed for United Way common 

measures (TWIST only provides total wages and total jobs, per quarter, not start date or actual hourly 

wage of each job). 

IMPLEMENTATION 

Wilkinson Center implemented a multi-step process to access TWIST Database data: 

1. Develop a data release: Providers will need to make sure they gain permission from clients to 

share their information for data purposes. 

2. Collect Identifying Information: In order for Workforce Solutions to be able to provide accurate 

data, they must have access to identifying information including name, DOB, address, and public 

benefits information (whether or not enrolled) 

3. Share Data with Workforce Solutions via encrypted file or via thumb drive provided directly to 

Workforce Solutions contact 

4. Workforce Solutions will be able to provide the following information for each client that can be 

located in the TWIST Database: 

 List of employers where a client worked, by quarter 

 Total wages earned from each employer, by quarter 

RESULTS 

Wilkinson Center is currently tracking 9 clients through the TWIST partnership. It is not yet clear if this is 

a scalable effort due to the limitations in the data. 

KEY LEARNINGS 

The process of designing and implementing a TWIST database referral system has several critical 

learnings that we believe can be shared broadly with other nonprofits: 

 The TWIST database provides an alternative way for nonprofits to access long-term employment 
and quarterly wage information (from clients who complete a data release) 

 TWIST does not appear to be a substitute for other long-term retention strategies, such as 
continued case management / coaching. This is because the data in the TWIST database is 
limited, both in terms of content (only focuses on quarterly earnings and employers) and in 
terms of scope (does not include seasonal jobs, does not track people without social security 
numbers). 



 
 

 

Continuing Education & Networking 

OVERVIEW 

WiNGS leveraged the Data Collaboration Group process to design and implement a more robust 

continuing education strategy for women in the more advanced stages of their Women’s Enterprise 

Center program (WEC).  

CHALLENGES 

Successful implementation of continuing education and networking opportunities depends on strong 

internal buy-in from the entire WEC team, especially those individuals who will be tasked with 

implementing additional program components. 

IMPLEMENTATION 

WiNGs leveraged feedback from past and current WEC clients as well as input from internal team 

members to launch four new opportunities for long-term engagement of WEC clients: 

 Exclusive Networking: opportunities for WEC program graduates to access exclusive networking 

opportunities and connect with business experts on advanced topics 

 Fireside Chats: inclusive monthly networking opportunity for current and past WEC clients 

 Business Expo: opportunity for past clients to showcase their small businesses as part of the 

semi-annual WEC graduation event  

 Mentorship: opportunity for WEC graduates to access long-term small business mentoring  

RESULTS 

WiNGS is in the early stages of testing the above long-term engagement opportunities, so it is too soon 

to determine which of the above activities have best contributed to increased client engagement. 

KEY LEARNINGS 

The process of designing and implementing a more robust continuing education strategy has several 

critical learnings that we believe can be shared broadly with other nonprofits: 

 Conduct focus group sessions and/or exit interviews with clients to gain a better sense of what 
services would help them stay engaged and connected. 

 Test out multiple approaches to see which is most effective at achieving long-term engagement 
and retention. Some clients may respond better to networking while others may respond better 
to one-on-one mentorship. 

 Use the focus of adding new program components as an opportunity to explore improvements 
to / streamlining of existing program design. This will help ensure that the program maintains a 
strong client flow and that new opportunities fit well within existing structures (or that old 
structures are modified to accommodate new opportunities). 
 

 


