
COMPREHENSIVE
MATRIX:

CREATING A DATA-DRIVEN FRAMEWORK FOR HOLISTIC
SERVICE DELIVERY

Robin Kristoff | Data and Strategy Manager
Elizabeth Emmett | Director of Operations



ROADMAP:
1

2

3

4

5

Foundational 
Concepts

Community
Needs

Measuring 
Outcomes

Implementing
Agency Change

ROMA 
Analysis



What are the shared agreements/assumptions about a comprehensive
approach to service delivery?

What do participants need? Where do your services end and how will you
fill the gaps? What services are offered by community partners?

How can change be measured? How can increments of difference and
stability over time be defined?

How does theory translate into practice? How will you incorporate The
Matrix into your agency workflow?

What Next? How can you use the Matrix for data-driven decision making?
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Breaking the cycle of poverty is the goal. This means our services are intended
to produce holistic, long-term economic security for participants, while also
meeting the necessary basic needs in the moment. 

      
Change over time can be measured. Both qualitative and quantitative data is
needed to capture the complex reality of economic mobility. 

Poverty is complex. Participants typically have more than one need, overlapping
stressors, and individual/intersectional challenges that take time to overcome.

Service is better when there is no wrong door and wrap around support. 
       No matter where a participant enters for support, they will have more success with
       one point of contact helping them navigate the multiple resources that are right 
       for their multiple needs.

1 Foundational 
Concepts



What is your community saying? Utilizing data from your Community Needs
Assessment, participant surveys, and any other feedback you gather from
participants, identify the key areas of expressed needs (whether or not your agency
can address those needs)
What does your agency offer in these categories? What are you already doing in
these domains and how can you improve service delivery in these domains to
integrate or wrap participants in service delivery between categories?
What gaps are left? Does a community partner offer resources you can refer to or
do you want to strategically expand your services to fill a need? 
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Transportation

Financial
Security

Employment 
& Income

Food Security

Housing
Security

Family/ Parent
Development Education & Skills

Childcare

Social Network



What is your community saying? Utilizing data from
your Community Needs Assessment, participant surveys,
and any other feedback you gather from participants,
identify the key areas of expressed needs (whether or not
your agency can address those needs)
What does your agency offer in these categories? What
are you already doing in these domains and how can you
improve service delivery in these domains to integrate or
wrap participants in service delivery between categories?
What gaps are left? Does a community partner offer
resources you can refer to or do you want to strategically
expand your services to fill a need? 

      

2 Community
Needs Activity

Components of
 Need & Impact

My Agency’s 
Role

Community 
Resources 



How do we measure change over time in these
component? There needs to be a starting point, an end
goal, and increments of change in each category. 
What does crisis to thriving look like in each
component? Careful definitions, language use, and clarity
to define your rating scale is essential. 
Two tools in one - Keep the dual purpose of the matrix
in mind. Participants need to honestly self-identify where
they are at in each component at intake with the purpose
of connecting them to the best resources to meet their
goals AND to see an increase in stability and security over
time when the matrix is used as an assessment tool for
those who engage in long-term coaching. 

      

3 Measuring 
Outcomes

Thriving

Crisis

Stable



Food
Security Housing 

 Can meet basic
food needs but

may require
occasional
assistance. 

Have multiple days
of meals but rely
solely on other

sources to provide
food (SNAP,

pantries, etc.).

Less than 1 meal a
day and unsure of
when/where next

meal will come
from. 

Ability toaccess
store of choice and
purchaseany food

items desired. 

Meets food needs
without

assistance.

Safe & affordable
unsubsidized housing. All
utilities paid and planning

for monthly bills. 

In safe housing that is
mostly adequate but may

not be in the desired
location/ size and/or is in

need of repair. Utility
payments are difficult.

4

2

5

3

1

Homeless 

Should the matrix be
in written in 1  or 3
person perspective?

st rd
Accessible Language

Choices: What
should the reading

level be?

If “Homeless” is
a 1, what is a 2?

How would we
describe thriving

financial stability?

Should we include
measures for needs that
we don’t have services

to directly respond to or
ways we can track?

How do we incorporate
child-related questions for

a two-gen approach?

Will people be
filling this out

themselves or will
staff help?



Food
Security

Childcare

Family Development &
Parent Engagement

Housing 
Employment

& Income

Exceeds adequate
income and benefits. 

Transportation
Financial
Security

Adheres to a
spending plan while

saving regularly.

Education &
Skills

Achieved degree of
choice.

Social
Network

Many sources of
support for a variety

of needs and
integration within
the community.

Health &
Wellness

Not limited by
health and/or
mental health

struggles. 

 Can meet basic
food needs but

may require
occasional
assistance. 

Have multiple days
of meals but rely
solely on other

sources to provide
food (SNAP,

pantries, etc.).

Less than 1 meal a
day and unsure of
when/where next

meal will come
from. 

Ability toaccess
store of choice and
purchaseany food

items desired. 

Meets food needs
without

assistance.

Safe & affordable
unsubsidized housing. All
utilities paid and planning

for monthly bills. 

Parenting skills are well developed.
Parent-child relationship(s) are
stable, and communication is

consistent

High quality childcare with ability to
select childcare of choice with no

barriers.

5

Transportation is readily
available & affordable;
the car is adequately

insured. 

Family members support each
other’s efforts, spend time

together doing activities they
enjoy focused on the child. 

High quality childcare,
affordable with limited barriers. 

In stable housing that is
adequate and potentially
subsidized in location of
choice. All utilities paid. 

Full-time
employment with
adequate pay and

benefits. 

  Transportation is
generally accessible &

meets basic travel
needs. 

Available & reliable but
limited &/or

inconvenient. Licensed
& minimally insured. 

Follows a monthly
plan for

savings/spending
with some &/or

sporadic savings. 

Usually able to meet
bills, basic

knowledge of saving
/ spending plan. 

In safe housing that is
mostly adequate but may

not be in the desired
location/ size and/or is in

need of repair. Utility
payments are difficult.

Threat of homelessness,
inhabitability of dwelling, in
unaffordable or transitional
housing, couch surfing or

living with relatives. Falling
behind on utility payments

or disconnected

Homeless 

Stable job with wage
to meet needs;

limited benefits or
disabled with

benefits, retired with
needs met. 

Part time
employment with
inadequate pay,

possibly temporary
&/or seasonal. 

No Income &/or
unemployed.

No access to safe, legal
transportation.

Inoperable vehicle &/or
revoked or suspended

license.

Family spends time
together, open to

learning and support is
available when needed.

Available, meets
childcare needs with

some barriers. 

3

High school degree,
GED received. 

Does not have high
school diploma/GED,

limited reading,
writing and/or math

skills. 

Minimal access to
spending time with child

and/or family/friend
support.

Unreliable, unaffordable,
lack of transportation &/or
inadequate supervision. 

2

No support from
family or friends, no

community
connections.

Unreliable or
inconsistent support

from family and
friends, little

connections to
community. 

Some post-secondary    Available and reliable
education. Obtained

job training or
certificate program.

support from more
than one family or

friend, connected to
community.

Available and reliable
support from at least
one family or friend,
some connection to

community. 

Attending or working
towards job training
program &/or post-

secondary education. 

Rarely limited by
health and/or
mental health

struggles. 

Limited parenting
skills, not familiar

with child
development. 

No childcare &/or
with severe barriers

to childcare. 

Occasionally
limited by health

and/or mental
health struggles. 

Often limited
because of health

and/or mental
health struggles.

Daily limitations
because of health

and/or mental
health struggles.

Comprehensive Intake Matrix

** If you have children 6 years old or younger in your home, please also fill out the two rows below: 

Participant Name: _____________Date: _________

4

2

5

3

1

4 1

Difficulty meeting
basic needs--possible
inconsistent income;

minimal to no
knowledge of

savings/spending
plan

Unreliable,
unaffordable,

unpredictable. May
have a vehicle but no

insurance &/or license.
Unsafe car seat.

No income, unable to
pay current or past

due bills.



Data Tracking Considerations - Resource Referral and Navigation
Where will the matrix information be stored? 
Will it be digital?
How will you track that every participant completed a Matrix as part of their intake
and their answers in each category?
How will you track the results of the Navigation?

Were they contacted? Did it produce an internal referral? Did it produce an
external referral? Did the referral turn into service?

Is this data visible to the whole agency?
Data Tracking Considerations - Measuring Changes Over Time 

When will another matrix be completed as an assessment to compare to
participant answers at intake? Will it be completed by everyone?
Can the existing database hold the information, and report changes in matrix
answers - or does it need to be stored/processed elsewhere?

3 Measuring 
Outcomes



OUR INSTRUMENT
BUILDER



OUR INSTRUMENT
BUILDER



Employment
& Income

Exceeds adequate
income and benefits. 

Safe & affordable
unsubsidized housing. All
utilities paid and planning

for monthly bills. 

  Transportation is
generally accessible &

meets basic travel
needs. 

Available & reliable but
limited &/or

inconvenient. Licensed
& minimally insured. 

Follows a monthly
plan for

savings/spending
with some &/or

sporadic savings. 

Usually able to meet
bills, basic

knowledge of saving
/ spending plan. 

In safe housing that is
mostly adequate but may

not be in the desired
location/ size and/or is in

need of repair. Utility
payments are difficult.

Threat of homelessness,
inhabitability of dwelling, in
unaffordable or transitional
housing, couch surfing or

living with relatives. Falling
behind on utility payments

or disconnected

Homeless 

Unreliable or
inconsistent support

from family and
friends, little

connections to
community. 

support from more
than one family or

friend, connected to
community.

Available and reliable
support from at least
one family or friend,
some connection to

community. 

Attending or working
towards job training
program &/or post-

secondary education. 

Often limited
because of health

and/or mental
health struggles.

Food
Security

Childcare

Family Development &
Parent Engagement

Housing Transportation
Financial
Security

Adheres to a
spending plan while

saving regularly.

Education &
Skills

Achieved degree of
choice.

Social
Network

Many sources of
support for a variety

of needs and
integration within
the community.

Health &
Wellness

Not limited by
health and/or
mental health

struggles. 

 Can meet basic
food needs but

may require
occasional
assistance. 

Have multiple days
of meals but rely
solely on other

sources to provide
food (SNAP,

pantries, etc.).

Less than 1 meal a
day and unsure of
when/where next

meal will come
from. 

Ability toaccess
store of choice and
purchaseany food

items desired. 

Meets food needs
without

assistance.

Parenting skills are well developed.
Parent-child relationship(s) are
stable, and communication is

consistent

High quality childcare with ability to
select childcare of choice with no

barriers.

5

Transportation is readily
available & affordable;
the car is adequately

insured. 

Family members support each
other’s efforts, spend time

together doing activities they
enjoy focused on the child. 

High quality childcare,
affordable with limited barriers. 

In stable housing that is
adequate and potentially
subsidized in location of
choice. All utilities paid. 

Full-time
employment with
adequate pay and

benefits. 

Stable job with wage
to meet needs;

limited benefits or
disabled with

benefits, retired with
needs met. 

Part time
employment with
inadequate pay,

possibly temporary
&/or seasonal. 

No Income &/or
unemployed.

No access to safe, legal
transportation.

Inoperable vehicle &/or
revoked or suspended

license.

Family spends time
together, open to

learning and support is
available when needed.

Available, meets
childcare needs with

some barriers. 

3

High school degree,
GED received. 

Does not have high
school diploma/GED,

limited reading,
writing and/or math

skills. 

Minimal access to
spending time with child

and/or family/friend
support.

Unreliable, unaffordable,
lack of transportation &/or
inadequate supervision. 

2

No support from
family or friends, no

community
connections.

Some post-secondaryAvailable and reliable
education. Obtained

job training or
certificate program.

Rarely limited by
health and/or
mental health

struggles. 

Limited parenting
skills, not familiar

with child
development. 

No childcare &/or
with severe barriers

to childcare. 

Occasionally
limited by health

and/or mental
health struggles. 

Daily limitations
because of health

and/or mental
health struggles.

Comprehensive Intake Matrix

** If you have children 6 years old or younger in your home, please also fill out the two rows below: 

Participant Name: _____________Date: _________

4

2

5

3

1

4 1

Difficulty meeting
basic needs--possible
inconsistent income;

minimal to no
knowledge of

savings/spending
plan

Unreliable,
unaffordable,

unpredictable. May
have a vehicle but no

insurance &/or license.
Unsafe car seat.

No income, unable to
pay current or past

due bills.









Core Components of a Successful Change Management Approach:
Preparation: Assessing risks, identifying stakeholders, and building a
strategy.
Communication: Consistent, two-way communication to explain the
"why" and "how".
Engagement: Involving employees early to reduce resistance and
create ownership.
Training & Support: Providing the necessary skills for employees to
adopt new processes.
Reinforcement: Measuring progress and making adjustments to
sustain the change. 

      

4 Implementing 
Agency Change



4 Implementing 
Agency Change

Who What Where

When How Why

& Why Not

Putting theory into practice: Think about the workflow to anticipate questions,
address barriers, and support your staff in establishing the new norm:

      



WHAT NEKCA
DID



GROUP
ACTIVITY

What potential barriers do you foresee with
implementing a comprehensive intake at your agency?

setting a cultural/mindset/values foundation 
logistics/workflow process
site-based challenges
staff or leadership pushback vs buy-in
data system and analysis
funding

Please take a few moments to reflect, then discuss with
a partner to brainstorm strategies and solutions.



After implementation, what next?
What did you learn?
How will you measure success on the process?
How and when will you compare change?
How will you evaluate and adjust the process as
needed?
How will you solicit feedback from participants and
staff to improve your workflow and systems?

      

5 ROMA
Analysis



THANK
YOU

Robin Kristoff | Data and Strategy Manager           rkristoff@nekcavt.org
Elizabeth Emmett | Director of Operations            eemmett@nekcavt.org
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