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CITY OF SAN ANTONIO 
ECONOMIC DEVELOPMENT DEPARTMENT 

INTERDEPARTMENTAL MEMORANDUM  
 

TO:    Erik Walsh, City Manager 

FROM:  Alejandra Lopez, Director, Economic Development Department 

COPIES TO: Mayor and Council; Executive Leadership Team; Michael Sindon, 
Assistant Director, Economic Development; Justina Tate, Assistant 
Director, Economic Development 

 
SUBJECT:  SA Ready to Work Ballot Initiative Return on Investment Analysis 

DATE: December 2, 2020 

This correspondence transmits information regarding the Return on Investment (ROI) for the SA 
Ready to Work ballot initiative. Both the full report and an executive summary are attached. They 
include step-by-step calculations based on the expected outcomes and performance measures 
included in the SA Ready to Work Plan. This analysis is based on conservative assumptions, such 
as initial wage increases for participants upon job placement, but not incorporating wage increases 
over the course of participant’s careers.  
 
The City engaged the services of Dr. Steve Nivin to complete this ROI analysis and determine the 
overall impact on the community as a result of the implementation of the SA Ready to Work ballot 
initiative.  Dr. Nivin has conducted economic impact studies and cost-benefit analyses on several 
City initiatives, to include the Toyota Tundra Plant, 2018 Final Four, the Charter Amendments.   
 
If you have any questions regarding the report, please feel free to contact me at 207-3975.   
 
 
 
 
 
 
 
 
 
 
 
 
ATTACHMENTS 



Executive Summary 
 
 
Overview 
Prior to the outbreak of the COVID-19 virus, San Antonio experienced a relatively low 
unemployment rate along with substantial job and population growth. Yet, poverty rates in the 
community were among the highest in the country. One of the most substantial contributors to San 
Antonio’s poverty rate is the relatively low educational attainment among our residents. Census 
data show wages increase as educational attainment increases. 
 
In 2018, 27% of the adult population in San Antonio had earned a high school diploma or 
equivalent, and 30% of the adult population had some college or an associate’s degree. For those 
adults, the annual average earnings were $26,754 and $32,181 respectively. Meanwhile, only 16% 
of the adult population had a bachelor’s degree and 10% had a professional degree or higher. The 
average annual earnings for these groups of adults were $46,737 and $64,577. This reality set the 
foundation for how COVID-19 impacted the economy, and specifically San Antonio’s workforce. 
 
Since mid-March, 154,000 San Antonio workers have filed for unemployment, further 
compounding the various financial burdens faced by residents. Claims in the industries of 
accommodations and food services, retail, and health care and social assistance account for over a 
third of that figure.  In June 2020, City Council approved the COVID-19 Recovery and Resiliency 
Plan (Recovery Plan) as an immediate short-term approach to rebuild the San Antonio economy. 
This Recovery Plan included substantial investments in workforce development and focuses on 
providing subsidized job training and certificates for in-demand occupations for up to 10,000 
residents. 
 
The SA Ready to Work Plan builds upon this effort and will provide substantial, continued 
investment in workforce development and degree completion among residents of San Antonio as 
the city emerges from this public health and economic crisis. This new training and education 
initiative will commence in fall 2021 and will extend through December 2025, with approximately 
$154M funded over that four-year period, contingent upon a voter-approved 1/8 of one percent sales 
tax ballot initiative. Each year of the initiative, up to 10,000 residents will be served with a total of 
up to 40,000 residents served over the four years. 
 
Return on Investment 
The return on investment (ROI) is a measure of the benefits that will accrue to the community 
relative to the amount spent on the SA Ready to Work Plan. For this initiative, the return to the 
community equates to the increase in wages over a worker’s career plus the overall economic 
impact to the local economy. The total projected benefit to the community is $13.1 billion, with a 
return on investment of $85 per dollar spent through the SA Ready to Work initiative.    
 
Of the $13.1 billion in benefit to the community, $5.7 billion is a result of increased earnings of 
those who attain their certificate, Associate’s degree, or Bachelor’s degree and $7.4 billion is the 
economic impact from the additional spending and induced spending as a result of the increased 
wages. 
 
Assumptions 
The projections are based on a set of conservative assumptions that have been applied to the return 
on investment modeling.  While up to 10,000 residents will be served annually, the model assumes 
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that a portion of these residents will be served over multiple years, and only counts unduplicated 
participants in the model.   
 
Additionally, it is assumed that the completion rate will be between 70% and 80% of participants 
entering the program. However, exposure and access to wraparound support, career navigation and 
even introductory training can still benefit participants that do not fully complete training. These 
assumption and the resulting analysis does not include the potential earnings and benefits from 
participants that do not complete the training, as some participants may re-enter the workforce 
prior to training completion. Of those pursing either a certificate, Associate’s degree, or Bachelor’s 
degree, 80% will complete their certification, 80% will complete their Associate’s degree, and 
70% will complete their Bachelor’s degree.  The model assumes that once participants complete 
the program, between 80% and 90% will be placed into jobs and 90% will receive an increase in 
earnings.  These performance measures are developed by the Workforce and Education Leadership 
Taskforce convened by Mayor Ron Nirenberg over the summer of 2020 and were included in the 
SA Ready to Work Plan shared with the public.  
 
The total community benefit is calculated over a 27-year period, as it is assumed that the average 
age of a participant will be 38 years old. Over the 27-year career of the participant, the earnings 
do not include any type of pay raises or promotions when calculating the return on investment.     
 
The attached report provides additional detail and information regarding the calculation of the 
return on investment and the assumptions that were used in the model.   
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Projected Return on Investment of the Workforce and Education Initiative 
 

Analysis Conducted by: 
Steve Nivin, Ph.D. 

 
November 2, 2020 

 
 

Return on Investment 
 

 The return on investment (ROI) is a measure of the benefits that will accrue to the 
community relative to the amount spent on the Workforce and Education Initiative. In this case, 
the return to the community equates to the increase in wages over a worker’s career plus the 
overall economic impact to the local economy. The increase in incomes is projected to be 
$5,661,555,505, and the projected increase in overall economic impact due to the spending 
derived from the increased earnings is projected to be $7,416,906,894. This yields a total benefit 
to the community of $13,078,462,399. Comparing this against the total projected budget for the 
initiative of $154,000,000 gives a return on investment to the community of $84.93 per dollar 
spent. However, if one just considers the increase in the income to the participants who will 
experience gains in earnings due to their completion of their certificate, Associate’s degree, or 
Bachelor’s degree, the ROI amounts to $36.76.  
 Additionally, the growth in economic activity generated by the spending of the workers 
because of their increased earnings will support 2,184 jobs each year in the local economy. The 
workers in these jobs will earn wages and benefits of $94,461,983. Over the projected 27-year 
career span used in this study, this results in a cumulative impact on earnings of $2,550,473,545 
over and above the increased earnings of the workers who complete the programs of the 
Workforce and Education Initiative. 

 
Methodology 

 
Increase in Wages 

 
 The data, assumptions, and the calculations made to project the increase in wages are 
discussed below. The increase in wages over a career spanning 27 years is projected to be 
$5,661,555,005. 

There is a strong relationship between the level of education a worker has attained and 
the wage they earn on average, so as workers complete this program and receive either a 
certificate, Associate’s degree, or Bachelor’s degree, it is expected that almost all of them will 
experience an increase in their earnings. In order to project these increases, data on education 
attainment and median earnings by educational attainment for the city of San Antonio as of 2018 
from the US Census was used. These figures are provided in Tables 1 and 2. This showed a wage 
increase for those who will attain either a certificate or Associate’s degree of $7,428 compared to 
the median earnings of workers who had only attained a high school diploma or less. To 
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calculate the wage differential of $7,428, the weighted average of the median earnings of those 
with less than a high school diploma and those who have graduated high school (or its 
equivalency) was calculated to be $24,753. The difference between the median earnings of those 
with some college or Associate’s degree ($32,181) and the $24,753 gives the wage increase of 
$7,428. This data do not have attainment or median earnings broken out by those who have 
received certificates only, so it is assumed those who attained a certificate will earn a wage 
equivalent to those who attained an Associate’s degree. For those who attain a Bachelor’s 
degree, the increase in their median wage will be $14,556 compared to those who have some 
college or an Associate’s. The assumption for those pursuing a Bachelor’s degree is different 
than those who will pursue a certificate or Associate’s degree because the Workforce and 
Education Initiative is only four years long, and given that it typically takes at least four years to 
complete a Bachelor’s degree, it is assumed that these participants will have at least some college 
completed. 

 
 

Table 1. Educational Attainment of Population 25 Years and Over as of 2018 in 
City of San Antonio1 

Highest Level of Education Attained Percent of Population 
Less than 9th grade 8.4% 
9th to 12th grade, no diploma 9.3% 
High school graduate (includes equivalency) 26.6% 
Some college, no degree 22.0% 
Associate's degree 7.9% 
Bachelor's degree 16.2% 
Graduate or professional degree 9.5% 

 
 

Table 2. Median Earnings in the Past 12 Months of Population 25 Years and Over by 
Educational Attainment2 

Highest Level of Education Attained Median Earnings (2018 $) 
Less than high school graduate $21,745 
High school graduate (includes equivalency) $26,754 
Some college or Associate's degree $32,181 
Bachelor's degree $46,737 
Graduate or professional degree $64,577 

 
 

The earnings data do not include the value of benefits, so it is assumed the benefits they 
will receive will be valued at 25% of their wage. This increased the overall earnings of those 
who attain a certificate or Associate’s degree to $9,285. For those who attain a Bachelor’s 

 
1 Source: Source: 2018 ACS 1-Year Estimates. 
https://data.census.gov/cedsci/table?q=average%20wage%20by%20educational%20attainment&g=1600000US4865
000&tid=ACSST1Y2018.S1501&hidePreview=true 
2 ibid 
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degree, this increased their earnings to $18,195. It is also assumed that these increases in 
earnings will persist through their careers with no adjustments made for promotions or raises. 
The program is projected to serve 10,000 people per year, but those will not necessarily be 
10,000 unique participants each year because some will be continuing in the program in 
subsequent years as they pursue their certificate or degree. In order to project the number of 
unique participants, the number of unique participants is assumed to be 10,000 in year one, and 
in years two through four, it is assumed that the number of unique participants will be 7,590 each 
year (Table 3). This is calculated by reducing the 10,000 participants per year by 24.1%, the 
percentage of the population with an Associate’s or Bachelor’s degree. Participants pursuing 
either of these degrees through the program will likely take more than one year at least to 
complete it, so they will not be unique participants in the years after their initial year of 
participation.  
 
 

Table 3. Number of Projected Unique Participants by Year 
 Number of Unique Participants 

Year 1 10,000 
Year 2 7,590 
Year 3 7,590 
Year 4 7,590 
Total 32,770 

 
 

It is also necessary to calculate the number of unique participants who will be pursuing 
either a certificate, Associate’s degree, or Bachelor’s degree. Projections provided by the City of 
San Antonio are that 60% of the participants will pursue a certificate in years 1 and 2, and 40% 
of the participants will pursue a certificate in years 3 and 4. Forty percent of participants will 
pursue a degree in years 1 and 2, and 60% of participants will pursue a degree in years 3 and 4. 
In order to breakout those pursuing an Associate’s degree and those pursuing a Bachelor’s 
degree, the distribution of educational attainment was used to calculate the proportion of those 
who have an Associate’s degree or a Bachelor’s degree relative to the total. Specifically, 24.1% 
of the population holds either an Associate’s degree or a Bachelor’s degree – the sum of 7.9% 
holding Associate’s degrees and 16.2% holding Bachelor’s degrees. This means that 33% of this 
cohort of degree holders have an Associate’s degree and 67% have a Bachelor’s degree. 
Multiplying the 33% by the 40% who will be seeking Associate’s degrees through the program 
results in 13% of the unique participants attaining the Associate’s degree through the program 
and 27% attaining a Bachelor’s degree in years one and two. Since 60% of the participants will 
be seeking a degree in years three and four, multiplying this by the same factor for each degree 
results in 20% attaining an Associate’s degree and 40% attaining a Bachelor’s degree in years 
three and four. The percentage of participants who are projected to seek either a certificate, 
Associate’s degree, or Bachelor’s degree is shown in Table 4. Multiplying these percentages by 
the number of unique participants shown in Table 3 for each corresponding year give the number 
of unique participants that will pursue either a certificate, Associate’s degree, or Bachelor’s 
degree by year (Table 5). 
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Table 4. Percent of Projected Unique Participants by Certificate or Degree 
 % Certificate % Associates % Bachelors 

Year 1 60% 13% 27% 
Year 2 60% 13% 27% 
Year 3 40% 20% 40% 
Year 4 40% 20% 40% 

 
 

Table 5. Number of Projected Unique Participants by 
Certificate or Degree 

 # Certificate # Associates # Bachelors Total 
Year 1 6,000 1,311 2,689 10,000 
Year 2 4,554 995 2,041 7,590 
Year 3 3,036 1,493 3,061 7,590 
Year 4 3,036 1,493 3,061 7,590 
Total 16,626 5,292 10,852 32,770 

 
 

Additionally, based on projections provided by the City of San Antonio, assumptions on 
completion rates and those who will be placed in jobs and receive compensation increases are 
made. Of those pursuing either a certificate, Associate’s degree, or Bachelor’s degree, 80% will 
complete their certification, 80% will complete their Associate’s degree, and 70% will complete 
their Bachelor’s degree. Multiplying these percentages by the corresponding number of unique 
participants in Table 5 gives the number of unique participants projected to complete a 
certificate, Associate’s degree, or Bachelor’s degree (Table 6). 

 
 

Table 6. Participants Projected to Attain Certificate or Degree 
 # Certificate # Associates # Bachelors Total 

Year 1 4,800 1,049 1,882 7,731 
Year 2 3,643 796 1,429 5,868 
Year 3 2,429 1,194 2,143 5,766 
Year 4 2,429 1,194 2,143 5,766 
Total 13,301 4,234 7,596 25,131 

 
 
The next assumption is that 80% receiving a certificate, 85% receiving an Associate’s 

degree, and 90% receiving a Bachelor’s degree will be placed in jobs. Multiplying these 
percentages by the corresponding number of participants from Table 6 (e.g., 4,800 X 80%) yields 
the projection of the unique participants who will be placed in jobs upon completion of the 
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program. The projected number of participants who will be placed in jobs upon completion of 
the program is shown in Table 7. 

 
 

Table 7. Projected Number of Participants Who Will Be 
Placed in Jobs 

 # Certificate # Associates # Bachelors Total 
Year 1 3,840 892 1,694 6,426 
Year 2 2,915 677 1,286 4,877 
Year 3 1,943 1,015 1,929 4,887 
Year 4 1,943 1,015 1,929 4,887 
Total 10,641 3,599 6,837 21,076 

 
 
 
Of those participants who are placed in jobs, it is assumed that 90% of them will receive 

compensation increases. It is projected that 2,108 (21,076 from Table 7 minus 18,968 from Table 
8) of the participants who will find jobs will not see their wages increase from what they were 
before entering the program because their initial job may be at a starting level position or they 
may have decided to pursue a different career with a lower wage scale than their previous jobs. 
Applying this percentage across all of the participants who are placed in jobs as shown in Table 
7 gives the projected number of participants who will experience earnings increases, which is 
shown in Table 8. 

 
 

Table 8. Projected Number of Participants Who Will Receive 
Earnings Increases 

 # Certificate # Associates # Bachelors Total 
Year 1 3,456 802 1,525 5,783 
Year 2 2,623 609 1,157 4,389 
Year 3 1,749 914 1,736 4,398 
Year 4 1,749 914 1,736 4,398 
Total 9,577 3,239 6,153 18,968 

 
 

 Further adjustments were made to account for the fact that some of these workers will 
experience a period of unemployment during their careers and others may leave the San Antonio 
area. To adjust for periods of unemployment, an unemployment rate of 5.0% based on the 
average unemployment in the San Antonio MSA from January 1990 through December 2019 
was assumed.3 Additionally, a 4.4% migration rate out of the area is used based on data from the 
US Census.4 With the adjustments for unemployment and migration, this results in 17,222 
unique participants who will complete the program, gain employment with an increase in 

 
3 Source: Federal Reserve Bank of Dallas. Unemployment rates are seasonally adjusted.  
4 https://flowsmapper.geo.census.gov/map.html#. Data are for Bexar County. 
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earnings, and remain in San Antonio. The adjustment for unemployment does not mean they will 
be permanently unemployed, but rather it accounts for those periods during their career when 
some of the participants may experience unemployment. However, the methodology does 
remove 5.0% of the participants shown in Table 3, so the assumption is that in each year, there 
will be 5.0% of the workers who will not be employed and will not be earning a wage. 
 Workforce Solutions Alamo provided data on the age range of those who filed for 
unemployment insurance between February 28 and September 11, 2020 (Table 9). The weighted 
average age of these claimants was calculated using the midpoint of the age range (e.g., 20 years 
old for range of 15-24 years old). Equation [1] below shows the calculation. This results in an 
average age of 38 years. Assuming a worker is employed until the age of 65, this will result in a 
career span of 27 years.  
 

Table 9. Unemployment Insurance Claimants:  
Feb. 28-Sept. 11, 20205 

Age Range # of Claimants % of Total Claimants 
15-24 63,473 21.2% 
25-34 80,906 27.0% 
35-44 59,256 19.8% 
45-54 47,620 15.9% 
55-64 35,123 11.7% 
65+ 13,384 4.5% 

 
Average Age = (21.2%*20)+(27.0%*30)+(19.8%*40)+(15.9%*50)+(11.7%*60)+(4.5%*65) = 38 years old          [1] 
 
 The number of years of work (27 years) was multiplied by the increase in wages for those 
who attain a certificate or Associate’s degree and for those who attain a Bachelor’s degree to get 
the total increase in projected wages derived from the increase in education as a result of the 
Workforce and Education Initiative. As shown in Table 10, the total increase in incomes is 
projected to be $5,661,555,505. 
 
 

Table 10. Projected Increase in Earnings due to the 
Workforce and Education Initiative 

Educational Attainment Earnings Increase 
Certificates and Associate's degrees $2,917,069,997 
Bachelor's degrees $2,744,485,507 
Total increase in wages $5,661,555,505 

 
 
 
 
 

 
5 Source: Workforce Solutions Alamo 
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Economic Impacts of Spending Derived From Increased Earnings 
 

 With the increase in wages, there will also be an increase in spending activity by the 
participants who successfully attain their certificate, Associate’s degree, or Bachelor’s degree 
through the Initiative. As discussed above, the increase in projected income is expected to 
amount to $5,661,555,505 over a 27-year career. Data on household spending patterns for the 
San Antonio Metropolitan Area was pulled from ESRI and used to allocate this spending into 
different activities (Table 11). Spending on travel and pensions and social security were not 
included since they are not going to be local spending, so the total of the figures in Table 6 will 
not equal the total increase in earnings. To the extent some of the spending in these other 
categories will not be local is accounted for in the economic impact model. The spending was 
then run through the IMPLAN input-output model for the geography of Bexar County. 
 

Table 11. Projected Spending by Category 

Spending Category 
Amount of 
Spending 

Food at home (groceries) $408,408,407 
Food away from home (restaurants) $339,574,872 
Shelter $1,458,116,011 
Utilities, fuel, and public services $381,036,960 
Household operations $161,055,037 
Housekeeping supplies $60,675,894 
Household furnishings and equipment $169,944,782 
Apparel and services $166,796,398 
Transportation $706,137,245 
Health care $438,216,582 
Entertainment and recreation $243,323,124 
Personal care $71,395,300 
Education $128,344,813 
Smoking products $30,154,536 
Miscellaneous $5,801,564 
Lotteries and pari-mutuel losses $3,559,858 
Legal fees $12,958,617 
Funeral expenses $7,677,122 
Banking services $2,860,713 
Accounting services $7,845,953 
Occupational Expenses $4,251,616 
Real estate $7,236,850 
Credit card membership fees $577,010 
Shopping club membership fees $2,506,807 
Support payments/cash contributions/gifts in kind $181,625,693 
Life/other insurance $39,778,308 
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 This spending results in overall benefits to the community measured by total economic 
impacts, including multiplier effects, equating to $7,416,906,894. This economic activity will 
support additional employment of 58,978 over the 27-year period. This does not mean this many 
new jobs will be created because some of this employment will continue through several years of 
the period. Another way to look at the employment is that the spending will support 2,184 jobs 
each year in the local economy. The cumulative impact on earnings for these workers is 
projected to amount to $2,550,473,545 or $94,461,983 per year on average.  
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