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Rationalizing	 Programs	 and	 Services:	 A	


Case	Study	


In	 order	 to	 assess	 and	 prioritize	 its	 program	 of	 work,	 the	 National	 Court	 Reporters	 Association	 (NCRA)	


undertook	 a	 systematic	 review	 of	 all	 products	 and	 services,	 which	 it	 called	 the	 ROSE	 Project:	 Resources,	


Opportunities	and	Services	Evaluation.			


The	initial	effort	involved	a	comprehensive	evaluation	of	current	programs.		Five	years	of	data	was	collected	


on	every	product,	service,	and	activity	of	the	association.			


This	was	followed	by	an	analysis	effort,	organizing	the	data	in	a	systematic	way	that	would	allow	for	informed	


judgments	to	be	made	as	to:	the	strengths	or	weaknesses	in	each	program;	whether	the	current	allocation	of	


resources	was	 adequate	 to	meet	 stated	 intentions	 and/or	 justified	 by	 the	 return	 on	 investment	 delivered;	


current	 and	 prospective	 competition;	 where	 there	 were	 partnership	 opportunities;	 and/or	 outsourcing	


opportunities;	 how	 well	 each	 program	 aligned	 with	 members’	 needs	 and	 the	 association’s	 strategic	


objectives;	and	where	there	were	gaps	in	the	inventory	(i.e.;	critical	needs	not	being	met).					


It	 is	 important	 to	 stress	 that	 the	 data	 collection	 included	 not	 only	 financial	 performance,	 but	 also	 data	 on	


member	 value	 and	 utility.	 As	 such,	 there	 are	 two	 key	 metrics	 of	 program	 performance:	 	 How	much	 they	


contribute	toward	achieving	strategic	plan	goals	(strategic	return	on	investment),	and	profitability	(financial	


return	 on	 investment,	 which	 generates	 the	 resources	 to	 support	 less	 profitable	 or	 unprofitable,	 mission-


related	programs).			


As	a	result	of	the	effort,	a	list	of	macro	issues	regarding	future	product	and	service	mix	was	identified	and	a	


large	number	of	changes	to	the	existing	inventory	were	made.		


The	 project	 also	 established	 planning	 and	 budgeting	 principles	 that	 have	 been	 integrated	 into	 the	


association’s	governance,	budgeting	and	management	efforts	on	a	going	forward	basis.	


The	 importance	 of	 the	 project	 should	 be	 viewed	 not	 only	 for	 its	 direct	 impact	 on	 specific	 budgeting	 and	


planning	decisions,	but	its	utility	as	an	educational	activity	for	both	staff	and	volunteer	leadership.	


This	handout	includes	the	following	documents:	


1. A	background	fact	sheet	for	staff	explaining	the	project	when	it	was	started.	


2. The	one	page	process	diagram	presented	to	the	board	to	describe	the	project.	


3. An	abstract	of	the	final	report.	


4. A	new	project	vetting	process	established	as	a	result	of	the	study.	
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What is this project all about? 


 


 ROSE is a process for examining the true costs (in dollars and time) as well as the 


benefits of all of NCRA’s programs, projects, and services.  


 


What does ROSE stand for? 


 


 Resources, Opportunities, and Services Evaluation. Dave “Alphabits” Wenhold 


came up with the acronym. Senior staff had been referring to it as “the inventory thingy,” 


and we thought it needed a better name.  


 


Isn’t “ROSE” a little cutesy? 


 


 Sure, but it’s useful to have a good shorthand label to use when referring to the 


process. The rose image may help establish the program in people’s minds. You can view 


it as representing the care -- as provided by NCRA programs and services -- that our 


members need and deserve in order to flourish. 


 


 Or you can call it “the inventory thingy.” ☺ 


 


Where did the logo come from? 


 


 Joan and Nancy did it. 


 


What is the driving force behind this? 


 


 For the past few years now, as senior staff has met to consider the next fiscal 


year’s budget, we have started with a draft budget that includes ongoing programs and 


projects plus new ones requested by the Board of Directors or that grew out of that year’s 


presidential planning meeting. Our revenues have been flat for a while, so the 


combination of what we are already doing and what we have been asked to add to it 


invariably puts the first draft budget many hundreds of thousands of dollars in the hole. 


The Board expects from us a budget that is essentially balanced, so each year we engage 


in the painful process of delaying or reducing projects to hold down the expenditure side 


of the budget.  







 


 Inevitably, this exercise produces a conversation about how we cannot continue 


adding new programs and projects without making some hard decisions about which 


activities we must do and which we can do without. In order to approach the Board on 


this matter, we saw that staff would need to thoroughly research all of the available 


options and provide solid information on which decisions can be made. That’s what 


ROSE is about.  


 


When you get down to it, aren’t you really talking about cutting costs? 


 


 The goal is not to save X amount of dollars or Y percentage of the budget. The 


goal is to spend money efficiently and effectively, in a way that provides maximum 


benefit to the membership. An inevitable outcome of the project, if it is done correctly, 


will be to identify programs that do not have a high value return for the money or time 


spent on them. In those cases, the project or program will either be modified to improve 


its performance, or it may be ended. In other cases, this analysis could lead to expansion 


of certain programs or services.  


 


In any event, having an in-depth understanding of all NCRA programs, projects, 


and services will allow staff to provide accurate information to the Board so that they 


may make better informed decisions. 


 


 By the way, the same thorough analysis that we will be doing for existing 


programs will also be done on proposed new programs and projects. All programs, 


projects, and services – old and new – will be held to the same high standards of 


relevance and performance. So it is not just a matter finding things to do away with so we 


can afford new things. The new things will need to demonstrate that they are likely to 


produce real value before they will be funded.   


 


How is all this going to be done?  


 


 The staff directors have compiled a list of all of the association’s services, 


publications, books and tapes, learning programs, and tests and certifications. We are 


developing forms that staff will complete for every item on those lists. We expect that 


this will take quite a few weeks to complete. But when we are done, we will have for the 


first time a thorough, quantified analysis of virtually everything the association does. We 


will be able to readily see what a program costs in money and time, how many people it 


benefits, what results it produces, and other measures of its effectiveness. 


 


This is a big job, far more than any one person in a department can be expected to 


handle. So it is likely that most staff members will be involved in collecting or 


commenting on data as the project unfolds. We are developing tools to help with the 


process. 


    







All this makes sense, but how will the results of the project affect my job? 


 


That’s an understandable concern, and one that is impossible to answer definitively.  


 


As mentioned earlier, our goal is to spend money efficiently and effectively, in a way that 


provides maximum benefit to the membership. We don’t know what the research will 


show, and there is a possibility that this could result in some programs being modified or 


even ended. That in turn could mean some changes to individual staff members’ 


responsibilities. That’s not a prediction – just trying to be honest. 


 


As has always been the case, the sum of our work output will be determined by revenue 


factors such as dues income, advertising revenue, test registrations, meeting registrations, 


CEU participation, income from investments, and so on. ROSE may well affect what we 


do, but revenue will continue to determine how much we do. 


 


What is the time frame for getting this done? 


 


 We recognize that everyone has plenty to do already, what with the convention, 


Board meeting, AMS/CMS, vacations, and so on. And we don’t know for sure how labor-


intensive the inventory process will be. We’ll learn that as we go through our first test 


cases. But, for a ballpark estimate, we think it’s realistic to aim for completing the 


research phase of the project in three months.   


 


Who do I see if I have other questions? 


 


 Your department director will be able to help. The entire process is being 


managed by a steering group consisting of Pat, Joan B., Laura B., and Marshall. 
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ROSE RAPID SUMMARY FORM 
 
Directions: For newly proposed products or services, complete the eleven questions 
below. Write your responses for questions 1-7 and 12 in the column marked Response / 
Comment. Write responses for all remaining questions in the column marked Rating 
using the ratings listed below (i.e., write 3 if the project is projected to yield a loss of up 
to $25k in a single fiscal year) : 
 
Financial impact is measured as follows: 
1 = a loss >$100k; 
2 = a loss between $25k and $100k; 
3 = a loss of up to $25k 
4 = a project that breaks even 
5 = a project that generates revenue of up to $25k 
6 = a project that generates revenue of between $25 and $100k 
7 = a project that generates revenue of more than $100k 
 
 Criteria Rating Response / Comment 
1 Summary statement describing 


the product or service. 
N/A  


2 Who is the source of this idea 
(i.e., staff, board member, or 
volunteer)? 


N/A  


3 Definition of key terms (i.e., total 
immersion, eligibility, certification 
etc.). 


N/A  


4 Intended audience for the 
product or service. 


N/A  


5 Describe the perceived need of 
this product or service by the 
target audience. 


N/A  


6 Objective of the product or 
service. 


N/A  


7 Are there any special 
circumstances that surround the 
need for this product or service? 
If yes, please describe. 


N/A  


8 Rating of the estimated financial 
performance* of the product or 
service. 


  


9 Rating of financial impact* of the 
product or service on the 
Association. 


  


10 Estimate of the membership’s 
(target audience) perceived value 
of the product or service once 
implemented. (using a scale of 1-
5 with 1 being the low value and 
5 being high value). 
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 Criteria Rating Response / Comment 
11 Estimate of the strategic value of 


the product or service to the 
Association (using a scale of 1-5 
with 1 being the low value and 5 
being high value). 


  


12 Estimate of the number of staff 
and or volunteer hours required 
to set up and manage the 
product or service. 


N/A Number of staff required: 
Estimated number of staff hours (total): 
Number of volunteers required: 
Estimated number of volunteer hours (total): 


13 Could the product or service be 
implemented via an outsourced 
agreement? 


__Yes 
__No 
__N/A 


 


14 Could the product or service be 
implemented via a partnership 
agreement? 


__Yes 
__No 
__N/A 


 


 
 







1. Central Collection Point (CEO/Senior Directors): Ideas, proposals, and initiatives that come into the Association through one central point, preferably to the Executive director or senior staff.


2. Assigned staff member reviews and confirms idea/ proposal/ initiative with source of the idea: This step is added to clarify the intention of the person submitting the idea.


3. Brainstorm the initiative/ idea/ proposal with Senior Staff at the Wednesday Director’s Meeting: Taps into the brainpower of senior staff in considering an idea from all angles.


4. Decision point: Development of a ROSE RAPIDSUMMARY Form: A tool for vetting all ideas, proposals, or initiatives using a standard set of criteria. 


5. Assigned staff member analyzes the idea and completes a one-page ROSE RAPID SUMMARY: Assigned staff completes the ROSE RAPIDSUMMARY Form.


6. Return RAPIDSUMMARY to Central Collection Point (CEO/Senior Directors).


7. Decision point: Forward ROSE RAPIDSUMMARY Form to the Board?: The Executive Director decides if the idea should be forwarded to the Board for consideration. 


8. Decision point: Assign staff to develop an issue paper? If the Board authorizes, the ROSE RAPIDSUMMARY Form will be the basis for development of an issue paper by assigned staff.


9. Assign staff to create an issue paper. Assign an “issue champion”: The Executive Director will assign a Director to act as an issue champion for the idea. 


Idea


Product


Service


Central 
Collection 
Point 
(CEO/Senior 
Directors)


Assign staff 
member to 
analyze the 
idea and 
complete a 
ROSE 
RAPID 
SUMMARY 
Form.


Return RAPID 
SUMMARY to 
Central Collection 
Point (CEO/Senior 
Directors)


Assign staff to work 
with the sponsoring 
Director  (now issue 
champion)  to 
create an issue 
paper for 
presentation to the 
full board.


Brainstorm 
the initiative/ 
idea/ 
proposal 
with Senior 
Staff at the 
Wednesday 
Director’s 
Meeting NO


End of 
Process


Decision point: Development 
of a ROSERAPID 
SUMMARY Form        


(Senior staff)


Assigned 
staff 
member 
reviews and 
confirms 
idea/ 
proposal/ 
initiative with 
source of the 
idea.


YES


NO
End of 
Process


Decision point: Forward ROSE 
RAPID SUMMARY Form to the 
Board? (Executive Committee 


of the Board/ Executive 
Director)


YES


Decision point: Assign staff to 
develop an issue paper? 


(Executive Committee of the 
Board/ Executive Director)


NO
End of 
Process


51 2 3


4


6 7 8
9


New Product or Service Vetting Process
Interaction with the Director 
(sponsor) who forwarded the idea








   


 


 


 


(Resources, Opportunity and Services Evaluation) 


1 History/Background 


Project objective:  to create a comprehensive database and tools that would give the board a better 
means for informed program decision-making, for assessing priorities, identifying needs, identifying 
programs no longer relevant, and assessing the opportunity costs being incurred (i.e.; what else the 
association could be accomplishing if a program were revised or eliminated).   


The project began with a detailed and in-depth inventory of all the programs currently offered.  For 
each offering, staff cataloged its: 


• purpose, 


• target audience,  


• objectives or desired outcomes,  


• strategy,  


• profitability, and  


• level of participation for the past five years. 


This was followed by an analysis effort: organizing the data in a systematic way that would allow for 
informed judgments to be made as to: 


• the strengths or weaknesses in each program; 


• whether the current allocation of resources is adequate to meet stated intentions and/or 
justified by the return on investment delivered;  


• current and prospective: 
o competition; 
o partnership opportunities; and/or 
o outsourcing opportunities; 


• how well each program aligned with members’ needs and the association’s strategic 
objectives; and  


• where there were gaps in the inventory (i.e.; critical needs not being met).     


It is important to stress that the data collection included not only financial performance, but also 
data on member value and utility, level of staff and volunteer resources devoted to the program, and 
strategic impact. Unlike a for-profit corporation, in which profitability is often the only relevant 
measure of success, the association is a not-for-profit, mission-driven entity.  As such, there are two 
key metrics of the association program performance:   


1. How much they contribute toward achieving strategic plan goals, and  


2. Their profitability (which generates the resources to support less profitable or unprofitable, 
mission-related programs).   
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It was not our view that programs needed to perform strongly on both metrics. Some programs are 
vital components to advancing mission-critical strategic goals but cannot and never will operate on a 
financially profitable basis (government relations, for example).  Other programs are less obviously 
or integrally aligned with strategic goals, but contribute to overall organizational profitability and 
create resources to fund strategic initiatives (affinity credit card programs, for example).  Some 
program offerings stand up well against both metrics (such as certifications and the the association 
journal).   


2 General Discussion and Findings 


Putting the ROSE process in place created a mechanism that allows the association to continually 
and regularly evaluate current and new programs and services. Over time, it has allowed the 
associaiton to become more nimble in shifting resources to areas that are in need and are in line with 
the organization’s strategic goals and objectives.  


The ROSE analysis also demonstrated that we needed to do a better job of communicating to the 
members what the association has available that can benefit them. We needed to give our 
marketplace a mechanism to find what they want and need quickly and easily.  This led to two new 
Web portals (described briefly below). 


The process served to confirm with empirical data a number of issues we instinctively felt we knew; 
the confirmation, however, gave the board and staff the courage to act.   


Because of the staff-wide nature of the research project, important insights were often articulated by 
staff that would not otherwise have had input or even detailed knowledge of a particular program, 
product or service.  The openness of the dialogue was very unique and fostered an environment 
where the full range of highly eclectic backgrounds and business experiences represented on the 
staff could be focussed toward improving the association’s value proposition.   


2.1 Vertical Analysis 


A vertical analysis of the association’s products and services approached this inventory from 
the customer’s perspective, seeking to identify the best approaches for ensuring that the 
association members could easily locate, learn more about and make use of the offerings 
most relevant to his or her needs. Two different vertical maps were created. 


AccessNCRA 


This was a product line framework in which products and services are categorized by 
the nature of the offering (e.g.; certifications, learning opportunities, giving 
opportunities, etc.).  It was implemented as a Web portal on the the association 
home page to make it easier for members to find the programs of interest to them. 


Through this portal a member interested in realtime reporting, for example, would 
be taken to a menu organizing all the products and services focussing on this subject 
area.  An individual clicking through to any specific realtime-related products would 
also be presented links to other the association publications or upcoming seminars 
focused on realtime training.  
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CareerMap 


This was a career/position framework in which products and services across all 
product lines were organized around the needs of particular segments of the 
membership (e.g.; CART providers, official reporters, teachers, students, etc.).   


2.2 Horizontal Analysis 


The horizontal analysis placed products and programs into categories that defined value as 
calculated by number scores assigned to each item for strategic and financial impact.  
Categorizing items this way allowed for a quick “at a glance” appraisal of an item’s net 
worth, although deeper analysis of any given item was required in order to make any 
substantive programming decisions. 


Individual programs and products were scored using a uniform set of defined metrics and 
assigned numerical ratings in the following areas: financial impact; strategic value; and 
perceived value. 


The vertical analysis described above created an external perspective, for example, allowing a 
member to easily see the full range of relevant programs and services available to him or her. In 
contrast, the horizontal analysis was internally focused, allowing staff and leadership to compare 
and contrast programs based on organizational performance metrics. Programs with high strategic 
value and high financial net were highlighted as critical mainstays of the organization that warranted 
efforts to allocate financial and other resources needed to sustain and improve them.  Programs with 
low strategic value and financial net were highlighted as candidates either for reduction or 
elimination altogether, saving the organization precious human and financial resources. 


3 Macro Issues 


A series of high-level, strategic issues emerged from the ROSE analysis that required significant 
additional work before conclusions could be drawn or recommendations for action formulated.  For 
each of these issues, small staff task forces were created to more fully develop an issue statement 
and plan to address them.  The ROSE final report contained specific proposals for action on nine 
large scale programs or projects, which were pursued by the board in the ensuing 18 months.   


4 Program-specific Areas Requiring Board Input and Direction 


Each item identified in this section was addressed in an individual issue paper on the agenda for 
board action at the time the final report itself was presented.  The final report provided a brief 
summary and context for the issue, and the issue papers on the board’s agenda documented in 
considerably more detail what the ROSE analysis revealed about each program or.   


Particular attention was given to programs where the data did not compel a clear or obvious 
conclusion.  They were often low net or even breakeven activitities which, although not core or 
central to the association’s mission, had strong cultural implications for the organization and the 
membership.  Volunteer leadership input into the continued relevance and value of the programs 
was sought and obtained.   


5 Actions Already Taken or Being Implemented 


This section of the final report addressed program decisions that were fairly limited in scope and 
where the data on value was clear.  This group of recommendations was handled by the board on a 
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“consent agenda” basis:  they were presented as a block for ratification as a single action, with the 
board provided the opportunity for individual items to be pulled for separate action. 


6 Appendices 


One challenge of the process was correlating different factors for products and services that were 
widely dissimilar. In appendices, cross tabulations of ROSE data were presented to show 
correlations between eight pairs of rating categories: 


• High financial/high perceived value 


• High financial/high staff hours 


• High financial/high strategic value 


• High financial/low staff hours 


• High financial/low strategic value 


• Low financial/high perceived value 


• Low financial/high staff hours 


• Low financial/high strategic value 


In addition, based on the skills and knowledges gained by looking backwards at past programs, a 
process for vetting new product and services was created.  








ROSE Project
Resources Opportunity Services Evaluation


Project Goal Project 
Process


Project 
Outcome


Develop a roadmap for 
integrating all of NCRA’s 
products including


1. Create a project 
communications plan 
addressing messaging to theproducts including 


educational and training 
programs, services, and 
tools into a unified system, 
to establish NCRA as 


addressing messaging to the 
staff, Board, and membership.


2. Complete one inventory form 
for each product. 1. Member Focused outcome


(see project goal)
essential to the success of 
all those in the court 
reporting, CART, and 
captioning professions.


3. Assign a priority* to each 
product.


4. Present all products to the 
director team. Staff directors will 


2. NCRA “In House” Outcome:
To facilitate sound decision 
making for the staff and for the 
B d di th i t tiask candid questions about 


each product.


5. Staff directors will make 
recommendations on 


di d i dif i


Board  regarding the integration 
of new products, as well as the 
expansion, reduction, 
modification, or elimination of 
existing products.


expanding, reducing, modifying, 
or eliminating products.


*Tools will be developed to help with this process
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