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The Capacity Lens:
Effort x Reach

Before you can decide what to cut, you need to see where the
pressure is building. This first framework maps your programs across
two dimensions that reveal capacity strain.

IN THIS SECTION
1 Defining Reach & Effort for your context
2 The 2x2 Capacity Matrix explained
3 Mappingyour programs and services

4 Readingthe pattern: whereis your portfolio imbalanced?
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SECTION 01 e THE CAPACITY LENS

Understanding Reach & Effort

As we think about scale, two dimensions matter most: how broadly your services
reach students, and how much staff effortis required to sustain them at current
quality.

Defining Reach

Reachis how broadly accessis distributedin a particular cycle. That cycle could be a
term, a semester, a summer, a year, or even three years — whateveryou determineit to
be. Depth matters, but thislensis specifically about breadth, because breadthis what

institutions are increasingly asking for.

Defining Effort

Effortis the ongoing staff time, coordination, customization, and invisible work
required to sustain something atits current quality. Low-effort work is repeatable, not
person-dependent, and resilient to staffing changes. High-effort work requires
ongoing coordination, special handling, or depends on a few key people.

.
KEY INSIGHT

If someone left your team tomorrow, would this program bottom out? If the
answerisyes, that’s a signal about effort dependency worth paying attention
to.

THE BLUEPRINT ¢« STRATEGIC OWNERSHIP FRAMEWORK 4



SECTION 01 e THE CAPACITY LENS

Reach / Effort Matrix

Reach: How broadly accessis distributed in a typical cycle
Effort: Ongoing staff time, coordination, customization, emotional labor

High Reach / Low Effort

Scalable by design
Protect!

e.g. Self-service courses, Jobscan resume reviews,
group advising

Needs redesign
Beware of burnout!
e.g. Career fairs, networking events, class visits

T

(&)

<

: Low Reach / Low Effort Low Reach / High Effort

Fine to keep Needs evaluation
Noturgent Can’tignore
e.g. Repeatable workshops e.g. I:1coaching, scholarships
LOW EFFORT HIGH
.
PRO TIP

If alarge share of yourwork clusters in the high-effort columns, that’s a signal
your portfoliois out of balance — especially when staff are being cut but reach
expectations are not.
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SECTION 01 e THE CAPACITY LENS

Importance / Sustainability Matrix

Strategic Importance: Does your campus see this asimportant enough to resource and defend, not just
endorse?
Sustainability: Can this continue at its current quality without extraordinary effort, exceptions, or fragility?

High Importance / High Sustainability

Redesign, renegotiate, Keep and protect

or resource properly , Name as intentionally high-touch
e.g. Treks, flagship programs running on fragile Strategically vital and built to st
staffing

Low Importance / Low Sustainability Low Importance / High Sustainability

. . De-center or house elsewhere
Sunset intentionally

- Stop treating it as strategic
e.g.Legacy programs no one is willing to defend or ) 7
el e.g. Mentoring programs that could live in another

dept

IMPORTANCE

LOW SUSTAINABILITY HIGH

KEY INSIGHT
The questionis whether the institution is willing to sustain it right now, in our

current fiscal environment. Endorsing something is not the same as resourcing
it.
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SECTION 02 e APPLYING THE FRAMEWORK

How to Map Your Programs

List all programs and services

Write out every program, service, and recurring initiative your team delivers. Include
everything from1:1coaching to workshops, treks, mentoring programs, and tech-
enabled services.

Assessreach foreach
Foreachitem, estimate how many students it touchesin a typical cycle. Be honest
about whetherreachis by design or by accident.

Assess effort for each

Consider: how much ongoing staff time, coordination, and customization does this
require? Would it survive a staffing change?

Plot on the matrix

Place each programinto the appropriate quadrant. Look for clustering patterns —
especially in the high-effort columns.

Identify your red-zone items

Focus on high-effort, low-reach items first. These are where hard conversations and
decisions canno longer be deferred.
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REFERENCE ® CALLOUT STYLES

Callout Box Treatments

KEY INSIGHT

Thisis aninsight callout — used for data points, key findings, orimportant
takeaways that readers should remember.

FROM THE WEBINAR

“The question is whether the institution is willing to sustain it right now, in our
current fiscal environment.”

— Rebekah Paré

PRO TIP

Thisis a pro tip callout — used for practical advice, best practices, or
actionable recommendations.

WATCH OUT

Thisis awarning callout — used forcommon pitfalls, mistakes to avoid, or
important caveats.
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APPENDIX ® RESOURCES & TOOLS

Resources & Links

The following tools and resources were referenced during the webinar.

Strategic Ownership Matrices (Canva)

01 Rebekah’s Effort x Reach and Importance x Sustainability frameworks.

canva.com/design/DAHBCptTXUO/...
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https://www.canva.com/design/DAHBCptTXU0/zgjoqgPxJs5j79NCPi5M6Q/view?utm_content=DAHBCptTXU0&utm_campaign=designshare&utm_medium=link2&utm_source=uniquelinks&utlId=h441f5fb22a

Ready to put thisinto
practice?

See how Jobscanhelps career services teams scale
theirimpact with fewerresources.

Join 100+ institutions who are already using Jobscan to
transform career services delivery.

JOBSCAN.CO/ORGANIZATIONS


https://www.jobscan.co/organizations/contact-us?utm_campaign=36499891-B2B%20The%20Blueprint%20%2726&utm_source=resource&utm_medium=downloadable&utm_content=the-blueprint



