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Scott Turpin’s commitment to the people of West Dallas got very personal six years 
ago when he began investing in the life of a young man with tremendous potential but little hope. Scott 
became his mentor. They met once or twice a month. They took bike rides, went to dinner, and laughed 
together. Scott invited him to hang out with his family and gave him the same advice he gave his own sons.

Scott – a busy CEO and business owner – became a positive role model and demonstrated the importance 
of relationships, etiquette and protocol. Scott opened doors of opportunity that were available to his own 
children and helped paint a different picture for this young man’s future. Before Scott started mentoring him, 
he had few choices and only a murky sense of life beyond the grip of poverty. Today, that young man is a 
college student with big dreams for his future and the promise of someone to help him achieve those dreams.

But it’s hard to dream when you live in a narrow world. West Dallas Middle-Skill Healthcare Pathways – a pilot 
project described in the following pages – grew out of a dream to meet many of the most pressing needs 
of the people of West Dallas and a Dallas business partner, Baylor Scott & White Healthcare. The needs that 
Scott Turpin became aware of intimately as he served as a mentor include: 

• The needs of West Dallas under-resourced families whose graduating teens – like the young man Scott 
mentored − are candidates for entry-level and future middle-skill healthcare jobs. 

• The needs of Dallas-area employers to recruit skilled, well-trained employees who can fill middle-skill 
positions in the healthcare field.

scott’s story – and the story of the young man he mentored 
through Mercy Street Ministries – represents many people who 
dedicate their lives to helping others rise above the grip of poverty 
and earn a sustainable, living wage. There are many faith- and 
community-based organizations, as well as educational institutions, 
trying to address some of these needs in West Dallas (and many 
youth participate in them), but they work in isolated silos. We 
believe a collaborative approach with agreed upon outcomes is 

“Without a vision

Proverbs 29:18

the people
perish...”

the people 
perish…”

 1

But it’s hard to dream when you 

live in a narrow world.



 

Many of today’s young men 

and women coming from 

under-resourced environments 

don’t know what they don’t know.

the best solution. New employees need help to know how to behave 
in the workplace. Guidelines beyond a cursory reading of an employee 
handbook must be taught. How do you learn these things when you 
don’t know they exist? Many of today’s young men and women coming 
from under-resourced environments don’t know what they don’t know. 
The young man scott mentored certainly did not know what he did not 
know, AND he had to be shown these things personally. When these 
young people step into a professional environment, success won’t 
be possible unless they experience guidance and grace. Professional 
behavior must be taught. The reward of sustainable wages mixed with 
pride in a job – and potentially a long-term career – won’t teach them all 
they need to know. A paycheck is not a teacher. People are teachers. 

And this “not knowing” has implications in every sector. Dallas-based 
corporate America is known for its generous work to help train people 
and even offer incentives in order to give employees a chance at entry-
level jobs as a doorway to upward mobility. But the costly turnover 
rate – which many have simply accepted as an exorbitant cost of 
doing business – shows that perhaps even corporate America also 
doesn’t know what they don’t know.  What if they, too, were willing 
to change their traditional emplyment practices and discover a path 
that is successful and profitable? K-12 and post-secondary educational 
institutions don’t know the significant impact student remedial 
deficiencies are having upon student completion rates and their future 
ability to become contributing members of the workforce and secure 
careers. Scott Turpin, having grown up in a more resourced area of 
the city, didn’t know when he volunteered to be a mentor to a young 
student the difference in cueing systems between a survival-based 
mentality common to the under-resourced community like West Dallas 
vs. an achievement based mentality from his upbringing.

This report represents two worlds that depend on differing skill sets 
for survival. The West Dallas Pathways initiative offers a paradigm shift 
where the potential employees and corporate businesses speak the 
same languages, resulting in lower turnover and increased earnings for 
everyone. The evidence in this report demonstrates the need for further 
assessment and guidance ahead of job training for under-resourced 
workers (like Scott’s mentee) – beyond the public school system’s current 
framework and beyond the current corporate efforts. 

We must act now to invest in the next-generation 
workforce and the future of business. The approach needs to change. 
Hand-in-hand, future employees and future employers can prosper and 
transform the healthcare industry and this city.

If Proverbs 29:18 is true – if people do perish without vision – then the
opposite is also true: people with a vision flourish. We need to put them
on a path with a vision. We need to implement what is accomplished 
in a one-on-one mentor/mentee relationship globally to change West 
Dallas one life at a time on broad, calculated scale.



The West Dallas Pathways initiative represents a collaboration of 12 organizations responding 
to the workforce supply-and-demand challenges presented in the JP Morgan Chase report 
Strengthening Dallas-Fort Worth: Building A Middle-Skill Pipeline to Sustain Economic Growth 
and Expand Opportunity. This proposal first explores the gap between workforce demand, as 
represented in the projected number of middle-skill positions that are, and will be, required 
for employers in the Dallas-Fort Worth (DFW) region, and the workforce supply, in terms of 
the educational and life skills shortfalls among many individuals from disadvantaged, under-
resourced communities.

This Pathways initiative will have a conservative first-year projected return on investment (ROI) 
for employers of $1.23 for every $1.00 of program funding. The second-year ROI increases 
to $3.11. These savings would result from reducing the current entry-level annual turnover 
rates from 40% to 20% and improving workforce productivity, along with healthcare savings 
associated with improved relational health of Pathways participants, thus reducing absenteeism 
and “presenteeism”1 costs for employers. If we incorporate projected taxpayer savings 
from increased federal income and state sales tax revenues from higher earnings, reduced 
dependence on public assistance such as food stamps and increased child support payments, 
the first-year ROI increases to $1.78 and second-year total ROI increases to $3.87. The overall 
estimated two-year ROI, based on 60 individuals recruited and placed at Baylor Scott and White 
Healthcare (BSWH) each of the first two years, comes to $2.22, based on an estimated total 
savings of $1,366,072 against a cost of $613,440.

Traditional job-training and recruitment efforts – which focus primarily on educational 
achievement and technical skills certification and only minimally on secondary wrap-around 
support services – are simply not working. What is needed is a self-efficacy approach of 
individual empowerment, which begins by addressing the inability of many from under-resourced 
communities to envision a long-term plan, which encompasses not only career achievement but 
also relational health (marriage, family, and co-workers). Case management, integrated services 
and on-going mentors walk beside an individual through the multi-year journey. 

The comprehensive nature of Pathways is further demonstrated by its numerous collaborative 
partners, including the Dallas Independent School District (DISD) and the Dallas County 
Community College District (DCCCD), which address the skill and education needs required 
to move along the career tracks established by BSWH. Another key partner, Anthem Strong 
Families, will provide a rigorous assessment process at the front end, along with an 
evidence-based personal empowerment program and integrated case-management services 
to monitor and track participants’ progress in their educational, career and family goals. 

ExEcutivE SuMMAry

1 Presenteeism is defined as “the practice of coming to work despite illness, injury, anxiety, etc., often resulting in  
reduced productivity.” 
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Finally, the Pathways project includes an extensive 
evaluation framework to measure and confirm the 
expected outcomes (e.g., turnover reductions, 
increased promotions, etc.) to achieve the projected 
roi measures.

The Pathways model approach emphasizes the 
importance of:

• Establishing a proper understanding and 
perspective of program participants – called 
Pathways Fellows (the term used to describe new 
hires into the Pathways program) – from the start.

• Comprehensive mentoring, as provided both 
professionally through designated BSWH 
employees and through development of the peer 
support network among Fellows.

• Establishing communication channels with the 
employer, community college, and supportive 
family and friends to address issues before  
they result in dropping out of school or 
employment termination. 

This approach is specifically constructed for addressing 
and re-dressing certain destructive issues associated 
with generational poverty while also providing a viable 
source of skilled, qualified employees for the growing 
demand of middle-skilled positions in the DFW region.

The central thesis to the Pathways approach is that 
individuals need to be trained, coached and guided 
in planning for the future in order to fully reap its 
benefits. On the employer side, Pathways’ employer 
partner Baylor Scott and White Healthcare has 
designed a three-tier career pathway that incorporates 
the middle-skill positions identified   
in the Chase report.
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Statement of need
business is booming across the Dallas-Fort Worth 
(DFW) region. JP Morgan Chase’s 2015 New Skills 
at Work Report: Strengthening Dallas-Fort Worth: 
Building A Middle-Skill Pipeline to Sustain Economic 
Growth and Expand Opportunity identifies DFW as 
one of the top-three U.S. metro areas for business 
expansion, relocations and employment growth.2 
With the area projected to continue this trend at 
least through 2023, employers are eager to attract 
scores of talented middle-skill workers to maintain 
profitability and a competitive edge to attract new 
companies to the area. 

Contrasting the region’s economic prosperity 
and bright future is a dubious distinction: the city 
of Dallas has one of the highest concentrations 
of poverty in the nation. The Chase study 
acknowledges the growing rate of poverty in 
Dallas and the critical need to help families move 
themselves out of poverty. “Despite the impressive 
economic growth over the past decade, poverty has 
risen from 11% in 2000, to 15.1%  in 2013, a 37% 
increase.”3 The financial growth has failed to trickle 
down. Why? 

A large and growing pool of potential middle-skill 
workers are unemployed and under-employed, 
living on the jagged edge of desperation and 
oblivious to the economic boom. This group is 
disproportionately African-American and Hispanic 
with low education. “The City of Dallas has some of 

the highest concentrations of disconnected youth in 
the country. 34.1% of youth are disconnected from 
school and work in the Fair Park, West Dallas and 
Northwest Dallas neighborhoods, which is the third 
highest rate of youth disconnection among more 
than 900 neighborhoods in major metropolitan 
areas around the country.”4

There are twin challenges related to issues of 
demand – filling job openings – and supply – 
employability of individuals to fill those jobs – in the 
DFW region. The data and analysis used to help 
understand both the demand and supply challenges 
is furnished primarily by JP Morgan Chase’s New 
Skills at Work report.  

The demand challenge addressed in this document 
concerns the difficulty experienced by regional 
healthcare providers in recruiting and retaining 
entry-level workers who could eventually, through 
education and training, fill the gap in middle-skilled 
healthcare professionals.    

the demand Challenge
Based on analysis in the Chase report, conducted 
by Economic Modeling Specialists International, 
there are 960,000 jobs in the DFW region, paying 
an average median hourly wage of $24.47. That’s 
35% higher than the region’s living wage. The report 
projects nearly 42,000 middle-skill job openings 
every year through 2018.

In the healthcare field alone, nearly 33,000 jobs 

WEst Dallas PAthWAyS
section 1: statement of Need

2 Dallas Regional Chamber, 2014.  Dallas Economic Development Guide, 2/11/2015.
3 U.S. Census Bureau, American Community Survey, 2013.
4 Lewis, Kristen and Burd-Sharps, Sarah. 2013. Halve the Gap by 2030: Youth Disconnection in America’s Cities, Dallas-Fort Worth Metro Area 
Close-Up. Measure of the the Social Science Research Council.
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were posted in the DFW region between July 2013 and 
June 2014.5 The average duration of job postings – an 
indicator of employer difficulty in filling jobs – ranged 
from 30 days for a medical coder to 47 days for a 
medical office/practice manager.  

the Supply Challenge
On the supply side, the challenges relate to barriers 
for people from DFW’s disadvantaged communities in 
accessing these middle-skill jobs. For this to happen, in 
most cases they would need to be hired at entry-level 
positions and, along with the needed education and 
certifications, be promoted into these middle-skill career 
opportunities. The turnover rate for many entry-level 
healthcare positions is as high as 40%6, which means 
that healthcare employers are hard-pressed to simply 
maintain adequate entry-level staff, let alone provide 
a pool of employees for career advancement. In short, 
current recruitment, training and promotion efforts of 
many frontline healthcare workers are not able to fill a  
pipeline of individuals to take on these growing  
middle-skill positions.

These educational shortfalls highlight a barrier

that cannot be ignored: Not completing education 

equals no access to middle-skills level jobs. 

The Chase report also provides some glaring but useful 
statistics to further explain the nature of this supply 
challenge. For example, the report underscores how 
many DFW residents lack the credentials and skills 
to take advantage of middle-skill job opportunities. 
across the DFW region, 22% of adults – nearly 950,000 
individuals  – do not have a high school credential.7 
Further, the completion rate of students entering 
community college certification programs is low: 9.4% 
national completion rate for students living in the 
bottom socioeconomic quartile.8 These educational 

shortfalls highlight a barrier that cannot be ignored: 
Not completing education equals no access to middle-
skill level jobs. This further demonstrates the need for a 
career pathway beginning at entry-level 
and followed by practices, education, training 
and promotion.  

IdentIfyIng the mISSIng IngredIent
This West Dallas Pathways report advocates providing 
not only education for advancement opportunities 
but also for critical achievement-oriented skills and 
characteristics that would create a paradigm shift for low-
income and unemployed residents increasing the odds 
that their efforts into middle-skill jobs are successful. This 
would expand the talent pipeline, which in turn, would 
grow the economy and transform the lives of many DFW 
families. Healthcare and information technology are two 
of the most promising career pathways. 

With support from JP Morgan Chase’s initiative, Dallas 
has launched Project On-Ramp, a partnership with the 
Dallas County Community College District (DCCCD) to 
build pathways for certified nursing assistants to advance 
to patient care technicians, medical assistants or 
medical coders.   

A purely academic focus on job training and 
placement has fallen short. The academic-dominated 
approach is not working, especially for economically 
disadvantaged, under-resourced students. Of this group, 
about 20% of teenagers don’t graduate from high 
school. Of those who do graduate, about half matriculate 
to some form of college. But many are not ready: Two-
thirds of low-income students at community colleges 
start in remedial classes.9 

Here’s where things really fall apart: only one-third 
of community college students who start in remedial 
courses complete a credential within six years. Forty 
percent don’t progress beyond the remedial stage.10 
The implications associated with the lack of college 
completion for the ability to successfully fill middle-skill 
positions, as explained in the Chase report, are clear:

5 Burning Glass conducted a proprietary analysis of middle-skill opportunities in the DFW region for JP Morgan Chase.
6 Based on interviews with BSWH and ExpressPros in 2016.
7 American Community Survey, averages for 2011-2013.
8 Community College Resource Center, 2015. 
9  Brookings, Not Just College, http://www.brookings.edu/blogs/social-mobility-memos/posts/2016/04/01. 
10 Ibid.



…without a post-secondary credential, these residents are not 
only unqualified for many middle-skill jobs, but also have likely 
accrued debt from higher education, reflecting national trends 
of low-income students becoming indebted but not earning 
credentials that would make them marketable.11

No matter how much money, training, and coordination of effort takes 
place, unless a lifetime of operating “successfully” in poverty is replaced 
and continually reinforced with middle-class skills and characteristics, 
individuals won’t have success. 

Andrew Kelly of the American Enterprise Institute, in his chapter within 
Petrelli’s book states: Just 14% from the bottom third of the income 
distribution will complete four-year degrees. Even if that number is 
doubled, most poor and working class kids will still need other routes to 
the middle class.12 The Chase report comes to a similar conclusion in its 
report on the DFW region. While African-Americans in the DFW region 
are just as likely to attend college (61% vs. 62% for whites), they are 
less likely to complete a degree (32% for african-americans vs. 39% for 
whites).13 Petrilli explains:

The common outcome of our current strategy –“bachelor’s 
degree or bust ”– is that a young person drops out of college at 
age 20 with no post-secondary credential, no skills, and no work 
experience, but a fair amount of debt. That’s a terrible way to 
begin adult life, and it’s even worse if the young adult aims to 
escape poverty.14

the education system alone cannot solve persistent poverty or 
the growing gaps between working-class and college-educated 
Americans.15 

Individuals need middle-class characteristics and coping skills for 
career success. an achievement paradigm is the foundation corporate 
America is built upon and how corporate line management operates. 
Motivation, high self-esteem, a competitive edge and belief in one’s 
ability to plan for the future, set goals and eventually “move up the 
ladder” is embraced. However, the characteristics and coping skills 
needed to navigate life in generationally impoverished segments of 
DFW are drastically different: a job is about making enough money 
to survive, not about a career. Choice is seldom considered because 
options appear to be out of reach. 
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11 Brookings, Not Just College, http://www.brookings.edu/blogs/social-mobility-memos/
posts/2016/04/01.
12 Ibid.
13 American Community Survey, averages for 2011-2013. 
14  Brookings, Not Just College, http://www.brookings.edu/blogs/social-mobility-memos/
posts/2016/04/01.
15 Ibid.



The lifetime resource deficits of each individual 

impacts employers as much as the 

educational deficits of the job pool.

living in the moment and not considering future 
ramifications is a way of life: planning ahead and 
setting goals are not part of life. Most of what 
occurs is reactive and in the moment. a lifetime of 
survival skills doesn’t change simply because you 
get trained to “do a job.” Your survival mindset and 
behaviors are still operating on life-rules that have 
not changed.

in her book, A Framework for Understanding 
Poverty: A Cognitive Approach, Ruby Payne defines 
poverty as “the extent to which an individual does 
without resources”16 – not just financial ones. 
She identifies a list of crucial resources that are 
commonplace to middle-class families but lacking 
among the under-resourced families. They include:

• Financial
• Emotional and Mental
• Support Systems  
• Spiritual
• Physical17

• Relationships and role models
• Knowledge of hidden rules
• Formal register18

Unless a lifetime of operating “successfully” in 
poverty is replaced and continually reinforced with 
middle-class skills and characteristics, individuals 
won’t have success maintaining an entry-level
position, much less, moving from entry-level
to middle-skill positions.

The lifetime resource deficits of each individual 
impacts employers as much as the educational 

deficits of the job pool and is a hidden cost 
revealed in high turnover rates.   

Many programs place people in first-rung,
entry-level positions, but few show long-term 
success in terms of completion rates even at this 
level. elements that address relational stability,
strengthening and self-efficacy – fortified with 
involved mentors and ongoing support – are 
imperative for developing employees who are ready 
to embark on a new life path. 

The West Dallas Pathways proposal would 
intertwine attainable, educational opportunities with 
equally important “middle-class paradigm shift” 
training to produce individuals who can become a 
successful Tier 1 entry-level employee with the
ability to embrace a long-term future for themselves 
and their family. It’s a completely different approach, 
but likely the only approach that will accomplish 
what needs to be accomplished – a win-win-win for 
businesses, individuals, and communities.

the central theme of this strategy is that a lack 
of tangible and intangible resources is the most 
overlooked factor for employers to build a 
sustainable middle-skill pipeline for 
economic growth. 

16 A Framework for Understanding Poverty: A Cognitive Approach. ©2003 by Ruby K. Payne, Ingram 
17 Bridges Out of Poverty: Strategies for Professionals and Communities. ©2001 by Ruby K. Payne, Philip DeVol, & Terie Dreussi Smith. Revised 2005, 2006,  
2009.
18 Bridges to Health and Healthcare: New Solutions for Improving Access and Services Strategies for Professionals and Communities. ©2014 by Ruby K. 
Payne, Terie Dreussi Smith, Lucy Y. Shaw.  Formal register is defined as the language used in tests, handbooks, business letters, policy manuals. Being 
proficient with written and spoken English is a key resource.  9



Given the supply-and-demand challenges, 
especially the gap between the quality of 
the labor supply and the skills necessary for 
middle-skill career pathways in healthcare, the 
questions become:

•	How do we bridge the gap between the 
employer needs and labor supply?

•	What is the best strategy for hiring entry-level 
candidates and guiding them through job 
training and education to achieve middle-skill 
positions? 

The West Dallas Pathways model for bridging this 
gap is based on hiring entry-level employees and 
then guiding and directing their job training and 
education so that they achieve and sustain those 
middle-skill positions.

Just as Baylor Scott and White Health and our 
collaborative partners have initiated a local response 
to the Chase report, so too has Parkland Memorial 
Health and Hospital System, a health network in 
Dallas comprised of over 12,000 employees. Both 
entities are committed to developing models to 
counteract the challenges posed by the Chase study 
for changing the employment landscape. Parkland’s 
rites of success initiative targets high school 
students who are not planning to go to college  
with an array of support services, including  
career coaching, child care when needed,  
and transportation.

Our unique approach utilizes education of 
employers to modify management and supervisory 
practices to support the program and its 
participants and to promote program success. An 
overarching buy-in, level of trust and willingness to 

work together – for all parties involved – translates 
into a mutual agreement to stay the course in 
order that the short-term outcomes, intermediate 
corrective actions, and ultimately, long-term success 
of the Pathways initiative become a reality. 

Step one: reCruItIng CandIdateS for 
the Pathways program
a number of the West Dallas Pathways collaborative 
members will help recruit candidates for job 
placement through this initiative. Candidates will be 
drawn from three sources:

• High school graduates: The primary 
collaborative partner for identifying potential 
candidates from among high school 
graduates is the Dallas Independent School 
District (DisD). The Pathways project’s long-
term goal is to work with DISD to identify – 
beginning as early as tenth grade – those high 
school students who do not plan to attend 
college, and chart a course for career-track 
job placement. The West Dallas Pathways 
Collaborative acknowledges the valuable role 
community and faith-based programming 
plays in understanding and 
addressing some of the 
needs under-resourced 
individuals and 
families face. This 
is why the initial 
class of recruits will 
come from Mercy 
street Ministries 
and Young life, 
in consulation with 

WEst Dallas PAthWAyS
section 2: Development of Model/
Rationale for Model 
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Pinkston high school (DisD). These students 
are among the youth these organizations 

 have served through after-school and 
mentoring programs.

• Unemployed and under-employed adults: 
Pathways will recruit adults interested in career-
track job placement and earnings possibilities. 
Anthem Strong Families (ASF) will be responsible 
for the centralized Operating System which 
includes an individual prescriptive approach,  
complete with a comprehensive assessment 
process and integrated case management (see 
Step 2 and beyond on Figure 1, page 12), as 
well as continually seeking opportunities for job 
training and placement for individuals through a 
variety of programs. 

• Current BSWH employees: Frontline workers 
already employed by BSWH who live in West 
Dallas will also be candidates for recruitment. 

Step two: meaSurIng the gap through 
rIgorouS aSSeSSment

Candidates entering the West Dallas Pathways 
program will need help making the transition from 
poverty to middle-skill jobs. While job skills are 
critical to job mastery, and soft skills are important, 
the essential component is the repair work needed  
to overcome a lifetime, even generations, of  
family poverty. 

anthem strong Families (asF) and baylor scott 
and White Healthcare (BSWH) employees will play 
a critical role in helping West Dallas Pathways 
participants – known as Fellows  – develop social-
bridging capital beginning with a battery of 
assessments that will help determine which items 
from the extensive menu of supportive services (see 
some samples in the dark blue area in Figure 1, 
page 12) are needed to effectively bridge the gap. 
Some issues identified in the assessment process 
may require addressing before the candidate 
is considered ready to hire. For example, a risk 
assessment will help guide their individual Work/Life 
Plan (WLP). A Personality Color Wheel will help each 
Fellow have positive feelings about himself that 
he can use to define his “best self.” The Adverse 
Childhood Experiences (ACE) and Domestic 

Violence assessments will help guide a trauma-
informed approach to case management. A Career 
Key will indicate appropriateness of a chosen  
career. A Mentor Matching assessment will help  
pair the Fellow with a best-fit BSWH mentor. 

Step three: CaSe management and 
IntegratIve ServICeS, mentorIng, and 
peer-to-peer mentorIng

Trained case managers will engage Fellows to 
create an individualized life/Work Plan (lWP) from 
the collective assessment results. 

The involvement of Pathways Fellows from 
the outset encourages them to take personal 
responsibility for their own paths, complete with 
goals and time-tables. A cadre of support services 
are available through a wide variety of partners, 
including anger management, financial habits and 
management, parenting, marital and pre-marital 
help, communication skills, help with child support 
issues, physical and mental health resources, 
housing, transportation, child care, grief support, 
spiritual resources, and family bonding. Job ethics 
training is an essential element, as well. These are 
integrated not only into the initial lWP, but will 
be available over the entire two-plus-years course 
of the Fellow’s plan. Mentors will be trained and 
matched with Fellows to be part of their LWP 
throughout the entire program.

The West Dallas Pathways operating system is 
based on the work and research of The RIDGE 
Project, and a sample of 270 unemployed 
individuals (18 yrs. of age and older), and their 
families who grew up in poverty and went through 
a similar self-efficacy model between the dates 
of october 2011 through March 2014. our 
collaborative partner Anthem Strong Families is 
using a similar model for the West Dallas Pathways 
program. All individuals in The RIDGE Project 
found employment earning between $7.50 to 
$37.50 per hour. The mean average wage was 
$13.40 per hour. The 90-day retention rate  
was 71%. While the RIDGE Project’s primary focus 
was on self-efficacy, jobs and job retention, the 
West Dallas Pathways initiative will add a goal to 
promote upward career mobility. 
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PATHWAYS SUPPORT SERVICE MODEL

& REFERRALS

Ongoing continuum 
of case management 

and adjustments

OPERATING SYSTEM Builds

Personal/Family 
Demographics 

1

4

SELF-EFFICACY    |   RELATIONSHIP    |   SELF-WORTH    |   MOTIVATION
 Within an Evidence-Based Program

NAVIGATION PHASE
DURATION 1-2 YEARS Phase includes: 

• Mentoring
• Accountability Group
• Peer Mentoring
• Mobile Digital Environment
• Work Credit Score 

THE GOAL: For Fellow to be “up and 
out” to sustainability in a Tier 1, 
living-wage job with strong ties in place 
and ongoing resources available.

TIER 
2

TIER 
3

INTAKE

COMPLETION
EVENT 

CASE
MANAGEMENT

RISK ASSESSMENT 
and REFERRALS
EXTRINSIC AND 

INTRINSIC BARRIERS
Low, Medium & High Risk

CREATE FELLOW’S
INDIVIDUAL
LIFE / WORK

PLAN
AVAILABLE MENU INCLUDES:

Money & Anger Management
Job Ethics Training

Employment Referrals
Mentoring, Parenting, etc.

EDUCATION, 
CREDENTIALING, 
JOB TRAINING,

JOB PLACEMENT 
INTEGRATED 

AND 
ONGOING,
GUIDED BY 
RISK LEVEL

TIER 
1

ASSESSMENTS

See Figure 3 for more details
on advancement through the Tiers.
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In order to tackle both the mindset and the heart-set of poverty, 
Fellows will be placed in cohorts built on the evidence-based RIDGE 
program that emphasizes character, self-esteem, motivation, problem-
solving, personal responsibility and healthy relationship skills that 
moves them from a survival paradigm to an achievement paradigm. 
This is an integral part of the success of the Pathways Program. This 
cohort will become ongoing peer mentoring and a new support 
system with newly formed values and emerging role models. Even 
after cohorts complete their program and graduate, they will merge 
into an accountability group comprised of those who have previously 
been through the program. This is an exclusive group of members who 
are called to a higher standard than others. It gives Fellows a sense 
of belonging to a community where they can share their successes, 
failures, encouraging stories, job opportunities, and continue to 
connect with like-minded people. They will have the option to attend 
monthly group meetings and be part of the larger group through a 
Mobile Digital environment (MDe).

The MDE is a unique, web-based peer-mentoring platform built 
specifically as a companion to this character-based program that can 
be accessed through smart phones, tablets and computers. Fellows 
will be able to connect with their cohort and other graduates, as well 
as have close access to their mentors and facilitators, daily check-ins, 
assessments, and quizzes as they conquer various career challenges. 
It will allow Pathways project staff members to deeply engage, add 
personalized content and assess cohort members between face-to-face 
interactions, as well as track their progress and offer encouragement.

To celebrate the beginning of the journey, a completion event will 
occur at about the 90-day mark of an individual’s entry into the 
program. Family members, friends, mentors, co-trainees, and  
co-workers will be there to cheer them on with words of praise  
and encouragement. This is a key benchmark for the Fellows and  
their families. 

Step four: traInIng, CroSS-CheCkS, 
Support SyStem 

Job-specific training and certification will be offered 
through Dallas County Community College District 
(DCCCD), the hospital system, and, in some cases, 
accredited training systems geared toward specific 
healthcare industry positions. Skills training and stackable 
credential programs will be blended with case management 
training, activities and integrative services. Employer (or BSWH) 
mentors will provide ongoing workplace mentoring to cohort 
Fellows. Mentors will meet with their Fellow mentees to coordinate 
efforts with case managers. Training schedules will be closely 
coordinated with other programmatic elements, so cross-checks and 
support systems will weave consistently throughout the navigation 

Our unique approach utilizes 

education of employers to 

modify management and 

supervisory practices to 

support the program and its 

participants and to promote 

program success. 
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Framework for Program Evaluation

PeRsONal / FaMIly sOuRce educaTION/TRaININg/ 
ceRTIFIcaTION

sOuRce caReeR 
MOveMeNT

sOuRce

Marital / Relational 
satisfaction / Family 

strength
asF ged / Remedial dcccd

employment and 
6-month /12-month 

Retention
BsWH

leisure / Recreation 
companions / substance 

abuse Improvement
asF Certifications dcccd / BsWH

Tier 2 Job 
Placement

BsWH

Pro-social Behavior 
Pattern of Improvement

asF Bachelor’s / associate’s 
degrees dcccd

Tier 3 Job 
Placement

BsWH

process of an individual’s Life/Work Plan –  
especially beyond the first year of work. 

Step fIve: evaluatIon

An evaluation tool will be administered every 6-12 
months to determine any positive or negative 
movement in the Fellow’s risk factors.   

In the context of this proposal, positive outcomes 
in the areas of marriage and family are positive 
proximate indicators for job stability and career 
growth. In research literature, these positive 
indicators are also known as protective factors, 
which, in this case, would be factors that contribute 
to a Fellow’s ability to maintain a job and achieve 
upward career mobility.

from Short-term to Intermediate outcomes

The ability of the Pathways program to effectively 
measure improvement and strengthen a Fellow’s 
internal and external support systems will, in turn, 
positively correlate with improved job outcomes, 
such as:

• Retention (maintaining employment)

• Work performance (as determined by periodic 
employer performance reviews)

• Earnings (as related to longevity of employment 
and professional advancement to Tier 2 and  
Tier 3 positions)

• Training certifications and degrees  
(as appropriate for chosen career track)

• Promotions (movement along a career path)

The ability of the Pathways program to effectively 

measure improvement and strengthen a 

Fellow’s internal and external support 

systems will, in turn, positively correlate with 

improved job outcomes…

measuring Success – the evaluation framework
Figure 2 provides a general framework for the three 
areas for program milestones and benchmarks:  
1) Personal growth/family support systems; 
2) Education/training/certification; and 
3) Career growth.
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Step SIX: enterIng the workforCe, StaCkable 
CredentIalS/CertIfICatIon and movIng from job 
retentIon to Career plaCement

the goal of this initiative is not to get a person a job for 90 days, 
but to move them from a survival to an achievement perspective 
so that early on they are functioning successfully. This journey will 
probably be rife with a two-steps-forward-and-one-step-backwards path 
forward along a timeline stretching for a minimum of one year. 

The best scenario is that a program Fellow smoothly transitions from an 
intense period of character-focused engagement and workforce training 
to on-the-job training and apprenticeship with an employer as soon as 
possible in the 90-day period. However, since this initiative addresses 
individuals who range from low risk to high risk, some may take more 
time to achieve success.

Once a Fellow is placed into a Tier 1 position, case managers will 
coordinate with workplace managers and supervisors, especially during 
the first three months, to ensure a smooth transition into a new work 
culture and environment. Concurrently, case managers will coordinate 
integrative services, which were determined through the assessment 
process, to ensure retained employment. Ongoing coordination 
between the individual, instructors, workplace supervisors, case 
manager and mentor will continue to address any early-warning signs 
that need attention to attain a successful completion toward Tier 2 and 
job promotions. This cross-checking and coordination of support will 
take place throughout all incremental career steps up through the career 
pipeline, including certification and education toward an associate’s  
or bachelor’s degree. 

(Figure 3 on page 16 shows both the educational requirements generally 
associated with movement from Tier 1 to Tier 2 to Tier 3, and the 
certifications and degrees for each Tier.)

Step Seven: progreSSIon through the Career pathwayS 
for healthCare

The final phase of the Pathways process includes the guidance and 
support of the Fellows from job retention to job promotion. This also 
presents an opportunity to demonstrate the program’s value beyond 
simply job retention. The Pathways program also targets a higher 
percentage of its participants progressing from Tier 1 to Tier 2 and 
from Tier 2 to Tier 3 than is currently the case for BSWH employees 
holding similar positions. Currently, we estimate that about 20% of Tier 1 
employees at BSWH facilities move to Tier 2 positions within two years, 
and only 10% move from Tier 2 to Tier 3 within two years. The Pathways 
program has set targets of 40% of Tier 1 employees moving to Tier 2, 
and 20% of Tier 2 employees moving to Tier 3 within two years.

The ability of the Pathways 

program to effectively 

measure improvement 

and strengthen a Fellow’s 

internal and external 

support systems will, in turn, 

positively correlate with 

improved job outcomes…
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Health Tech / Support Tech Tiers

TIER 1
REQUIRES 

CPR CERTIFICATION

OR Tech

PC Tech

Radiological Sciences 
Associate in Applied Sciences

Surgical Technologist 
Associate in Applied Sciences

Network Admin and Support 
Associate in Applied Sciences

Personal Computer Support 
Associate in Applied Sciences

Software Programmer/Developer 
Associate in Applied Sciences

TIER 2
HEALTH TECH 
ASSOCIATE’S DEGREE 

Unit Sec

Radiology
Tech

Surgical
Tech

Coding IT

TIER 2
SUPPORT TECH
ASSOCIATE’S DEGREE 

TIER 3
BACHELOR’S DEGREE

TIER 3
BACHELOR’S DEGREE



To make the best decisions, employers calculate 
their costs against the projected return on 
investment. For this program, the projected rOI 
is an indisputable win-win-win for employers, 
employees and the Dallas community. 

• For employers, employees who are committed 
and work effectively improve the overall 
workplace productivity, impact absenteeism and 
presenteeism (being present but “not there”), 
cut down on the high cost of out-of-control 
turnover, decrease the number of sick days 
taken due to stress and reduce the rising costs 
of health benefits, while increasing a company’s 
reputation in the business community and 
increasing the estimated roi by reducing the 
current entry-level annual turnover rates from 
40% to 20%.

• For the program participant (Pathways 
Fellow) and family, the return on their 
investment throughout the program manifests 
itself as they stay on track and do both heart 
and head work to move from a week-to-week 
survival lifestyle to a lifestyle of achievement. 
Increased personal satisfaction and self-esteem 
are anchored in pride for their achievement 
and confidence in their ability to provide their 
family with an income that will support a better 
lifestyle with improved buying power, i.e. a 
higher quality of life. More effective coping, 
problem-solving, and relationship skills result 
in lower stress, a better work/life balance, and 
higher functioning for their family. additionally, 

research indicates the impact of increased 
income and improved relationship and coping 
skills in the family brings better outcomes 
to the next generation – their children’s 
education, health and social welfare.19  

...the projected ROI is an indisputable

 win-win-win for employers, employees and 

the dallas community. 

• The quality of life for all Dallas residents is 
improved when a family moves from a lifetime 
as a consumer of tax-payer-funded resources to 
a contributor through increased buying power, 
paying taxes and giving back to the community. 
Increased property values, lower crime and 
domestic violence bring safer streets. A well-
equipped workforce and a thriving economy 
help attract quality businesses seeking to 
relocate to our community. We all lose out 
when a potential employer takes his business 
somewhere else after seeing higher than 
average poverty, communities that are unsafe, 
and a rising waste of hundreds of thousands of 
potential workers.   

The projected ROI analysis in Figure 4 on page 19 
takes standard program evaluation beyond simply 
measuring the achievement of targeted outcomes 

19 Grover J. “Russ” Whitehurst. “Family Support or School Readiness? Contrasting Models of Public Spending on Children’s Early Care and 
Learning.” April 28, 2016. http://www.brookings.edu/research/reports/2016/04/28

WEst Dallas PAthWAyS
section 3: From Outcomes to impact:  
Projecting ROi for West Dallas Pathways
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– job retention and promotion – and attempts 
to show the projected value of the West Dallas 
Pathways initiative. This chart reflects only three 
of the projected value savings generated – out of 
many possibilities – when they are measured against 
the cost of the program. The ROI chart doesn’t 
reflect the actual benefits for the West Dallas 
Pathways Fellows themselves, including earnings. 
Instead, the projected savings in Figure 4 refer only 
to three particular ancillary benefits as a result from 
improved outcomes for Fellows: for employers in 
terms of reduced turnover, for taxpayer revenues, 
and for the spouse and children and taxpayers 
indirectly through improved child support payments 
and reduced reliance on food stamps.  

roI projeCtIonS 

The ROI projections included here don’t represent 
the full benefits of the West Dallas Pathways 
initiative. They do represent components of the 
expected results from this unique self-efficacy 
consortium approach to preparing and sustaining 
individuals from under-resourced communities into 
career-track positions. The Appendix provides a 
detailed calculation, along with the relevant citations 
and references undergirding our projections of the 
savings and ROI expected for this intervention. 
Figure 4 provides a summary of those savings 
and ROI results. The two major estimated  
savings from these ROI projections are both 
employer-related savings:

1. Savings in replacement costs due to lower 
expected turnover rates: bsWh currently 
experiences an annual turnover rate of about 
40% for the entry-level positions designated 
for this project. They estimate a cost of about 
$25,000 to replace each position that turns over. 

2. Savings in improved work productivity and 
health costs due to improved relational 
health: These savings relate directly back to a 
key premise to this project – that one of the 
primary barriers to success in the workplace 
often relates to individuals experiencing high 
personal, relational (i.e., marriage), and family 
stress. The research cited here shows higher 
rates of anxiety and mood disorders and 
substance abuse associated with individuals in 

highly-distressed marriages and relationships.  
The savings here were based on the estimated 
employer productivity impacts of these stress 
conditions and the employer-related savings 
that would result from the West Dallas Pathways 
intervention with its focus on communication, 
family strengthening and related relational skills.  

As shown in Figure 4, the combined estimated 
savings for these two components, by themselves, 
exceed the estimated annual cost to implement 
the West Dallas Pathways program, with expected 
returns to improve for the participants in their 
second year.

These savings… produce a Return On Investment 

of $2.22 for every $1.00 invested in 

West Dallas Pathways. 

The second category of savings relates to the 
benefits from successful program outcomes for 
taxpayers overall, as follows:

1. Increased income tax revenues from improved 
earnings of West Dallas Pathways Fellows:  
The assumption here is that a higher percentage 
of West Dallas Pathways Fellows would be 
employed (i.e., as compared to not having the 
Pathways program to help them find and keep a 
job) and that they would be earning at a higher 
rate. Note that the benefits here represent only 
the incremental income tax revenues, and noT 
the actual earnings (i.e., the benefits accruing to 
the Fellows themselves).

2. Savings from reduced reliance on food stamps 
and increased child support payments:  
Both of these savings benefit taxpayers, in 
terms of reduced reliance on food stamps and 
a greater ability of those Fellows with child 
support obligations to be able to fulfill those 
responsibilities.

These savings, combined with the employer-related 
savings, produce a Return On Investment of $2.22 
for every $1.00 invested in West Dallas Pathways.
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Summary of rOI Projections

Year 1 Cohort (1st year) Year 1 Cohort (2nd year) Year 2 cohort (1st year)

Number of Participants 60 (48 completers) 3820 60 (48 completers)

Average Annual Cost per Participant $7,950 $3,240 $7,950

Estimated Budget (Costs) $238,50021 $155,520 $238,500
Year 2 total = $394,020

Estimated BSWH Savings in Reduced 
Turnover (40% to 20%) $150,00022 $250,00023 $150,000

Estimated Employer-related health and 
work productivity savings $143,39124 $118,17925 $143,391

Estimated incremental 
income tax revenues26 $54,72027 $86,83228 $54,720

Estimated incremental savings in 
taxpayer costs for food stamps29 and 

child support30
$76,572 $147,42731 $76,572

Total Estimated Savings in  
Employer-related savings $299,391 $358,179 $299,391

Total estimated Employer-related ROI 
per $1.00 invested in the program $1.23 $3.11 $1.23

Total comprehensive Savings (inclusive 
of estimated taxpayer savings) $430,233 $505,606 $430,233

Total Comprehensive ROI (inclusive of 
estimated taxpayer savings) per $1.00 

invested in program
$1.78 $3.87 $1.78

tOtAL 2-yEAr EStIMAtED rOI 
PEr $1.00 INVEStED IN WEST DALLAS 

PATHWAYS PrOGrAM

$1,366,072 PrOJECtED SAVINGS / $613,440 
tOtAL PrOJECtED COStS = $2.22 rOI

Figure 4  
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20 Assumes 20% turnover for two years: Year 1: 60 * 80% retention = 48; Year 2: 48 * 80% retention = 38
21 In the first year, average length of participation is 6 months.  60 participants * .5 year = 30 FTE in Year 1 (30 * $7,632).
22 6 fewer employees lost * $25,000 per person replacement costs.
23 10 fewer employees lost * $25,000 per person replacement costs.
24 11 fewer employees experiencing high family-relation stress, resulting in estimated per person annual healthcare savings of $1,677 and productivity 
savings from reduced incidence of substance abuse, mood and anxiety disorder of $11,454.
25 Assumes same level of savings for 9 Pathways employees previously experiencing high family-relational stress.
26 Based on a combined income/sales tax rate of 22.5%.
27 $306,000 total incremental earning for Pathways (as compared to earnings outcomes if not in program) * 22.5%.
28 $484,200 total incremental earning for Pathways (as compared to earnings outcomes if not in program) * 22.5%.
29 Assumes 12 fewer Pathways participants on food stamps than if they did not participate in the program.
30 Assumes 8 additional Pathways meeting child support obligations than before program participation.
31 Based on 38 FTE participants versus only 24 FTE in Year 1.



WEst Dallas PAthWAyS
section 4: conclusion statement

The JP Morgan Chase New Skills at Work Study identified Dallas-
Ft. Worth as one of the top three U.S. metro areas for business 
expansion, relocation and employment growth.  There is a gap  
between workforce demand in the projected number of middle-skill 
positions that are, and will be, required for employers in the region 
over the next eight years, and the supply in terms of the educated skill 
shortfall among many individuals from disadvantaged, under-resourced  
area communities.

The West Dallas Pathways Initiative offers an innovative approach 
to assisting one area healthcare provider with its future projected 
need for middle-skill workers. For eight months a cross-sector of 
12 organizations collaborated together with Baylor Scott & White 
Healthcare to develop a solution to address this need. Each meeting 
was full of energy, open dialogue, and candor as each representative 
gave needed and necessary input. Plus, the initiative targets an 
under-resourced community (West Dallas) with one of the highest 
concentrations of disconnected youth nationally. Our solution helps 
the employer understand the impact poverty has upon the self-efficacy 
of the current available workforce and the resulting impact upon the 
employer’s ROI. And our solution remedially arms under-resourced 
individuals with individual-prescriptive resources that will help them stay 
on the job and advance to middle-skill healthcare careers. Finally, the 
collective insights found in this report allowed 
every member of our collaboration to 
understand what we also “did not 
know” – collectively agreeing that 
every sector contributing to the 
solution must come to understand 
and know about today’s plight of 
the under-resourced segments of 
our community. The workforce is 
available, but it needs some grace 
and guidance. 
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The initiative targets  

an under-resourced 

community (West dallas) 

with one of the  

highest concentrations 

of disconnected 

youth nationally.  



32 Based on assessment results from Anthem Strong Families.
33 What Really Works for Marriage Education by Dannelle Larsen-Rife, Ph.D (Dixie 
State College), and Dawnte Early, Ph.D. (Univ of CA, Davis), Dennis Stoica, and Patty 
Howell (California Healthy Marriage Coalition).
34 Formula: Number of participants hired per year times estimated number of 
individuals in highly relational-family distress times the estimated reduction due to 
program intervention.
35 The mean healthcare cost differential per individual in a discordant versus harmo-
nious marriage is $562 ($1,790 versus $1,228) - 1989. Preliminary Explorations 
of the Harmful Interactive Effects of Widowhood and Marital Harmony on Health, 
Health Service Use, and Health Care Costs; Progerson, Holl G. et al; The Gerontol-
ogist, Vol. 40. No. 3, 349-357. Medical Cost Index for comparing 2015 to 1989 = 
2.98446 per BLS report.  2.98446 * $562 = $1677.27
36 The percentages found here come from a study called, “Comorbidity of Rela-
tionship Distress and Mental and Physical Health Problems”; Whisman, Mark and 
Uebelacker, Lisa A.; Treating Difficult Couples (Chapter 1); Guildford Press (2003).  
From Table 1.1 “Association between Marital Distress and Psychiatric Disorders” 
subtract percentage with the disorder among nondistressed from percentage with 
disorder among distressed to calculate incremental incidence.
37 Average salary for Unit Secretary, Patient Care Technician, and Operating Room 
Technician
38 Estimated based on full-time hourly earnings of $8.50

39 Formula: Annual earnings * Retained employees
40 Formula: incremental year 1 earnings *  estimated tax rate
41 Anthem Strong Families Estimate based on previous intake data.
42 Based on program goals.
43 Formula: Pathways completers that would otherwise be on public assistance times 
sum of estimated annual food stamp costs
44 Based on intake data
45 Source: Based on an average monthly child support payment of $430. http://
www.census.gov/newsroom/releases/archives/children/cb12-109.html
46 Estimated number of Pathways Fellows with child support obligations times 
average estimated annual wage garnishment
47 Estimated annual savings due to reduced turnover + Estimated healthcare and 
employee productivity savings due to reduced relational-family distress
48 Formula: Estimated incremental income tax revenues plus estimated annual 
public assistance savings plus estimated increase in child support payments
49 9 (11 * 80% retention) employees with ongoing productivity and health savings 
($1,677 health and $11,454 in mood, anxiety and substance abuse disorders)
50 38 FTE participants versus 24 FTE in Year 1
51 Formula: Estimated turnover savings plus estimated ongoing savings from 
reduced family-relational stress
52 Formula: Total employer- and taxpayer-related savings divided by annual year 2 
per person program costs
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APPENDIx: BSWh PAthWAyS rOI ANALySIS 

estimated number of BsWH entry-level hires with high relational-family distress     35%32  

estimated Percentage Reduction in individuals in high relational-family distress due to  
Pathways intervention and support          52%33 

estimated Reduction in number of individuals no longer in high relational-family distress      1134  

Projected annual Per Person savings in Health costs from Preventing divorce / distress    $1,67735  

annual worker productivity savings from reduced incidence anxiety, mood and substance use disorders   $11,45436 

estimated 1st year healthcare and worker productivity savings from reduction of relational-family distress           $143,391

estimated annual earnings for Pathways Fellows        $22,80037 

estimated annual earnings for non-Fellows           $17,00038 

estimated total Pathways Fellows earnings          $547,20039     

estimated non-Fellows earnings          $306,000  

estimated total incremental earnings           $241,200

estimated year 1 incremental tax revenues           $54,27040

estimated percentage of Pathways Fellows on food stamps at time of intake      70%41  

estimated percentage of Pathways Fellows on food stamps at the end of the year      20%42   

estimated annual savings in public assistance costs for Fellows gaining employment      $37,87243

estimated percentage of employed Pathways completers with child support responsibilities    31%44  

estimated annual payments towards child support            $5,16045  

estimated annual child support payments resulting from employed Pathways completers      $38,70046  

Total estimated employer-Related savings/Productivity gains (year 1)       $299,391  

Total additional taxpayer savings/tax revenues increases (year 1)      $130,84248

estimated Incremental employer-Related savings        $118,17949  

estimated Incremental savings:  Incremental tax revenues        $86,832   

estimated Incremental savings: Public assistance and child support savings     $147,42750

Total estimated employer-related savings Per $1 Invested in Pathways in year 2     $2.3751  

Total estimated savings Per $1 Invested in West Dallas Pathways in year 2 (inclusive of taxpayer savings)  $3.8752 
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