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Manila, Mogadishu and Maryland…

 Aimed at bilateral donors and others setting country 
strategy

 Most appropriate for assessment/ pre-programming 
phase 
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Origin, Inspiration, History

The need
 No widely accepted 

systematic assessment to 
drive bilateral programming

 Existing assessments 
oriented towards assessing 
institutions rather than 
functions

 Needed assessment that 
recognizes non-governmental 
actors 

Our assessment
 Systematic, scalable, 

comparable: based on multi-
stakeholder consultations

 Assesses functions, not 
institutions. Meet local 
context as it is.

 Agnostic as to service 
providers. Not biased towards 
government provision. 
Recognizes central role of 
NGOs and other actors.
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Steps in Assessment
1. SCREENING: Determine if WfD programming is required 

by looking at the outcomes.
2. MAPPING: Identify what entities (if any) perform the core 

processes (functions) of the WfD System, in both primary 
and secondary roles

3. ASSESSMENT: Determine how well those core functions 
are being performed regardless of who is performing them: 

– Identify and analyze “pain points” and conflicting stakeholder views
– Investigate further according to available resources
– Generate system “heat map”

4. PROGRAMMING: Formulate policy and programming 
recommendations based on most significant stakeholder 
needs. 
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SABER WfD Conceptual Model of WfD Systems…
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Assessable Core Processes of WfD System
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Core Processes Mapped to SABER WfD 
Conceptual Model
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Labor Demand Side: is 
there…
 Widespread 

Satisfaction among 
employers with the 
foundational, technical, 
and interpersonal skills 
of the workforce? 

 Few unfilled job 
vacancies, especially 
long-term and in 
“bottleneck” occupations

Labor Supply Side: is 
there…
 High employment or 

entrepreneurship rates 
and low unemployment 
and non-participation 
rates for graduates and 
completers?

 Significant real and 
perceived financial 
returns to education and 
training? 

SCREENING: Assess top level outcomes 
of labor market using these 4 questions

If the answer is “yes” to all four of these questions, for male/female, 
Majority/minority, young/old, then find another intervention area!
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MAPPING: 
Identify Lead 
and Supporting 
Actors for Each 
Function

Legend
1-Entity with Primary 
responsibility for this process
C- Denotes one of at least two 
entities actively contending for 
primary responsibility (a.k.a. a 
contested function)
2- Entity with Secondary 
responsibility for this process
“O”- Entity that also has some 
level of responsibility for this 
process.
“X” Process for which no entity 
has responsibility
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Key Stakeholder Groups
 Employers/ Business 

Associations
 Education institutions/systems
 Training institutions/systems
 NGOs involved in training and 

Intermediation
 Youth and other Learner 

Representatives
 Government Entities (Ministries, 

Local, etc)
 Private Service 

Providers/Intermediaries
 External Stakeholders 

(Donors/Researchers/ Analysts)

Levels of Effort
 Rapid opinion surveys 

(Lowest)
 Key Informant interviews 

(Higher)
 Focus Groups (Higher)
 Primary quantitative 

survey on key indicators 
(Most intensive)

ASSESSMENT: Ask stakeholder groups 
how well each core process works
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ASSESSMENT: Investigate Areas with 
Low or Divergent Ratings Tabulate 

Survey Data
 Uniformly 

low scores 
are likely 
pain points

 Large 
divergences 
between 
groups 
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Analyze numerical results by process
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Highlight differences in stakeholders’ views 
of single issue areas…
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…and maybe for the entire system
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ASSESSMENT: Further Investigation

 Investigate key issues identified through
– In-depth Interviews
– Focus groups

 Commission quantitative research if resources allow
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Present “Heat Map” of the ecosystem 
guides intervention development
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Preliminary feedback from first two pilots 
(LAC & Large ASEAN group)

LAC
 5 youth focus groups
 75 Stakeholder 

interviews
 Tool sparked responses, 

opinions and dialog-
 “Asking the right 

questions.”
 “Short” enough to keep 

attention, scalable 
 Difficulty obtaining 

adequate sample size

ASEAN (YSEALI)
 Survey plus training process, 

N=25 youth, 25 professionals 
from 11 countries

 Survey needs localization
 Mapping yielded very useful 

cross-country differences in 
system leadership (Gov, 
NGOs, Private)

 Enumerator training 
necessary for in-depth 
discussions

 Key strength as a method of 
gaining consensus among 
system participants, revealing 
differences of opinion
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More Information

Andrew Baird
abaird@rti.org

mailto:abaird@rti.org
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Workforce Development (WfD) Ecosystem Assessment Tool 
 
 
RTI International developed this tool for mapping complex workforce 
development systems and diagnosing their performance from a stakeholder 
perspective. RTI intentionally took an “institutionally agnostic” approach to 
this mapping, choosing to focus on functions and processes rather than 
certain institutions or individuals. RTI has piloted the tool in several 
regions and is now in the process of revising the data collection approach 
and the conceptual model. RTI has been in conversation with the World 
Bank about how this approach might work with their efforts to revise the 
SABER tool, or what they are calling SABER lite.  With these disclaimers, 
the subject tool should be seen as a work-in-progress and RTI encourages 
you to contact Andrew Baird: abaird@rti.org for up to date information and 
possible partnerships. All use of the tool should be done with credit or 
reference to RTI.  October 2015. 
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1. Background on the Workforce Development Challenge 
Developing a workforce with the skills required by private and public sector employers 
is a significant challenge in most developing economies.  The mismatch between labor 
supply and demand has created situations where high unemployment rates exist for 
school graduates while employers are unable to find qualified labor to fill critical 
positions.  By 2020, McKinsey estimates potential shortages of up to 45 million mid-
skill workers in developing countries, accompanied by a surplus of more than 90 million 
low-skill workers, and predicts that, “if current trends persist, in 2020… Hundreds of 
millions of working adults without job-relevant skills would need training; India alone 
has 340 million such workers, half of them with virtually no schooling.” They require 
not only the professional, technical and vocational skills aligned with industry standards 
and employer demand, but also a variety of transferrable skills including “soft skills” 
relating to behaviors, attitudes, and workplace aptitudes, all of which rest upon sound 
basic education. 
  
Contributing to this mismatch is the limited labor market information, and exchanges, 
outmoded pedagogy, poorly trained instructors, variable curriculum standards that are 
not linked to employer skill requirements, and a generalized lack of practical training 
opportunities.  In addition, significant financial, technical, capacity, and political 
barriers continue to prevent both academic and vocational systems from aligning more 
closely with labor market needs. This has created an environment where it is difficult for 
economic sectors to grow, innovate or participate in global value chains, and has 
contributed to stagnant economic growth in low and middle-income 
counties. Compounding this situation, special challenges arise where programs (attempt 
to) serve non-traditional clients such as disabled youth, girls living in traditional 
cultures, marginalized youth, and youth in post-conflict situations. Numerous studies 
released in 2012 by diverse groups including UNESCO, World Bank, ILO, OECD, Asian 
Development Bank, and IDB-MIF confirm these findings.  
    
The myriad of factors that can derail the functioning of a system with so many inter-
related factors is not lost on policymakers or practitioners. The problems and solutions 
straddle numerous disciplines (education, training, public management, human 
resources management, finance, etc.), and often not one but an entire complex of 
elements of the already fragmented WfD system are broken. Currently, no standardized 
and suitable assessment tool currently exists to guide development of bilateral 
assistance to WfD. This tool is intended to fill this gap.  
  
2. Conceptual Model of Workforce System Performance 
We adopted the World Bank’s conceptual model of WfD as a starting point in creating 
an Ecosystem-level assessment, presented below in Figure 1.  This conceptual model was 
presented in an April, 2013, Working Paper, “What Matters for Workforce 
Development: A Framework and Tool for Analysis.”  The paper presents the analytical 
framework and practical design of a SABER tool for assessing workforce development 
(WfD) systems enable documentation and assessment of the policy and institutional 
factors that influence the performance of education and training systems.   
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Figure 1- World Bank Conceptual Model of Workforce Development 

The tool is part of a broader suite of analytical resources that covers multiple policy 
domains. It is focused principally on key WfD institutions, policies and praxis, such as: 
the presence of particular policies and their scope; the institutions through which the 
policies operate; the involvement of and engagement with stakeholders; and evidence of 
policies being implemented and of feedback loops used to adjust and improve policies 
and implementation. 
 
Given that we agree with the conceptual model presented by the World Bank’s WfD 
team, the question arose as to whether creating an ecosystem assessment tool is a 
necessary and prudent use of SIF/IR&D funds. Ultimately the RTI team concluded that 
while the World Bank SABER assessment is very useful, as previously stated, it is too 
government-centric to be useful to USAID, and to bilateral donors attempting to 
influence the ecosystem as a whole. While the conceptual model appears to be robust, 
the assessment framework reflects the World Bank’s need to work principally through 
host country government systems, limiting interventions to those over which the 
government has relatively direct control.  As a result, it neglects many aspects of the 
ecosystem that may operate wholly outside of the government, or that are coordinated 
or directed by non-governmental entities.  This limited focus also creates an opportunity 
for the RTI assessment to work within the same conceptual model but addresses the 
entire ecosystem in a way that can support the activities of bilateral donors like USAID.  
 
3. Top-level Desired Outcomes of WfD Systems  
Within the conceptual model of WfD, the ecosystem is intended to produce a number of 
socially and economically desirable outcomes with respect to work and employment.  
The performance of this ecosystem manifests in closely related but distinct outcomes for 
the two principal “clients” of the system: employers and workers. For the first client, 
employers, a well-performing WfD ecosystem will manifest in: 
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• Widespread Satisfaction among employers with the foundational, technical, and 
interpersonal skills of the workforce, (particularly entry level workers who are often 
recent graduates or school leavers).  This can be measured almost exclusively 
through primary research. 
 

• Few unfilled job vacancies, especially long-term vacancies, and most specifically in 
“bottleneck” occupations (those that are the limiting factors in sector growth and/or 
upgrading).  This reflects a correct match of WfD system output both in number and 
type of workers (though it may also reflect liberal immigration policies in some 
situations).  This can be measured through primary research, though secondary 
sources such as job listings can be analyzed to shed additional light on the 
prevalence of vacancies in the formal sector.  

 
Rising productivity is an additional possible but not guaranteed outcome, per the World 
Bank’s conceptual model, though it often depends on factors such as competent 
management of businesses and appropriate capital investment. As a result, we treat it a 
potential indirect effect, rather than a core indicator of system performance. 
 
In analyzing these outcomes, data should be disaggregated to permit us to determine 
differences across firm size, foreign vs domestic ownership of businesses, and 
industry/sector. These are potentially important indicators of whether the system is 
serving most or all employer-clients effectively, and whether the system broadly 
supports the dynamic evolution of the economy.   
 
For employees/trainees, a well-performing WfD ecosystem will manifest 
in: 

 
• High employment or entrepreneurship rates for graduates and others completing 

training, and conversely, low unemployment rates and non-participation rates for 
the same groups. This will be reflected in government data, though data quality and 
timeliness may be important limitations, particularly in economies dominated by 
self- and informal employment.   
 

• Significant private economic returns to education and training, particularly to 
training that is explicitly linked with the needs of the labor market;  This is often 
studied at an aggregate level, but primary research is required to provide data that  
differentiates between types of education and training programs.    

 
The degree to which these outcomes are achieved for both males and females, for 
workers varying socioeconomic status, and for ethnic/racial majority and minority 
groups are also important indicators of the equity of the system, so a disaggregation of 
outcomes data is essential.   
 
These are core outcomes towards which all WfD systems are directed towards achieving.   
If these objectives are met (continuously/over time), it is not particularly important 
what occurs at the level of the WfD system itself, or in education and training 
institutions (ETIs).  Though this is not usually the case in developing countries where 
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severe skill mismatches are the rule rather than the exception, this “if it ain’t broke, 
don’t fix it,” approach reflects the reality that countries (and even U.S. states) can 
legitimately choose different governance arrangements to achieve positive outcomes in 
the main outcome indicators for the system as a whole.   
 
4. Processes Comprising the Workforce Development System 
In the absence of an empirically demonstrated model for achieving positive outcomes 
for the dual clients of the WfD system, the team turned to the task of defining the WfD 
ecosystem in a manner that lends itself to assessment and improvement.   
 
To this end, and due to the variability both of the organizations providing WfD-related 
services across country contexts, and of the supporting institutional arrangements, we 
settled upon the goal of defining and assessing the “core processes” that comprise 
WfD (shown in TABLE 1 below).  
 
As explained previously, we made this choice in order to accommodate analysis of the 
broadest variety of education, training, and service delivery arrangements across 
developing country contexts, relinquishing (developed country) assumptions about who 
does what.  In many countries, for example, work-oriented training and labor market 
intermediation services are delivered almost exclusively through NGOs, rather than by 
public systems.  Rather than embedding the unrealistic expectation that all countries 
deliver services through a public system, our focus on the core processes of the system 
allows us to map the WfD service delivery and evaluate the quality of the processes as 
they are achieved in each country context.   
 
In Table 2, below, we present our understanding of the core WfD processes  
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   Table 2: Core Processes of the WfD System 
1 Acquiring education and skills 
2 Responding to Market and cultural signals 
3 Investing in own education and training 
4 Effectively managing business/sectors for growth and upgrading  
5 Maintaining business functions to define positions and pathways (rewards) 
6 Articulating and Communicating Skill Requirements 
7 Providing work-based learning opportunities 
8 Hiring and retaining people (Sourcing and recruiting talent) 
9 Upgrading incumbent workers' skills (training workers) 

10 Matching job seekers with jobs 
11 Gathering, Analyzing, and Communicating Labor Market Information 

12 
Aligning WfD strategy [and implementation] with economic and development 
goals 

13 
Regulating the system: Accreditation, Credentialing, and Performance 
Measurement 

14 
Measuring and improving performance by collecting, analyzing, and interpreting 
data 

15 Funding and Financing WfD activities 
16 Encouraging employer-based training through soft or hard incentives 

17 
Ensuring equity of access and (group-specific) advancement through policy and 
practice 

18 Educating students/ youth for basic & foundational skills (basic education) 
19 Training secondary * PS students for (real) jobs and careers 
20 Training and retraining adults for new and upgraded employment 
21 Incorporating skills requirements into education and training programs 
22 Tracking employment and earning outcomes (of graduates/exits) 

 
We acknowledge that some of these processes will always or nearly always be “owned 
by” or “internalized within” particular actors: hiring and employee retention will always 
be a function of employers, and learning (and the motivation to do so) will always rest 
with learners. This is more fully worked-out in the next section.  But the other core WfD 
functions related to intermediation, information, education, and training may be 
performed by different entities across contexts. Even accreditation, historically a 
government function, is increasingly (functionally) embedded in industry certifications 
and other privately issued credentials. We believe that the most useful WfD ecosystem 
assessment will evaluate these arrangements on their own terms, rather than against 
norms established in other institutional contexts, looking for indicators of process 
quality as reflected in a variety of outputs that contribute to the desired outcomes of the 
system as a whole. 
 
4.1 Rationale for Inclusion of Each Core Process 
The following pages present the rationale for inclusion of each core process depicted in 
this model of the WfD system.  
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Table 3: Rationale for Assessment of Core Processes 
  Process/Stakeholder Group Rationale for Assessing  

# Learners    

1 Acquiring education and skills 

Some cognitive deficits (e.g. nutritional status) may prevent learning 
and skill acquisition;  
Motivation to learn may be compromised in specific situations (e.g. 
post-conflict) or contexts (e.g. where learning is socially stigmatized, 
or where low returns to education prevail).   

2 
Responding to Market and cultural 
signals 

Captures cultural biases in E&T choices: university degree bias is a 
big problem worldwide. 
Cases where gang activity vs careers/learning=status (much of LAC) 

3 
Investing in own education and 
training 

Particularly where education is traditionally a state function, 
individuals and families may be unwilling (or unable) to invest in 
E&T regardless of the potential returns.   

   
  Employers   

  Internal to the Firm(s)  

4 
Effectively managing business/sectors 
for growth and upgrading  

Legacy businesses, particularly in post-communist, highly regulated, 
or concession-oriented economies may not be interested in growth, 
and therefore may not generate (add) enough value, or be interested 
in value addition, to invest in or hire a skilled workforce.     

5 

Maintaining business functions to 
define positions and pathways 
(rewards) 

Most SMEs, family companies, informal sector companies and many 
"gazelles," lack professionalized HR function, and may not have 
career ladders that are "legible" (interpretable) to WfD institutions 
or learners, therefore limiting WfD system responsiveness.   

  Interface with WfD System   

6 
Articulating and Communicating Skill 
Requirements 

WfD actors can more easily serve companies that are  willing and 
able to articulate and communicate skill requirements.  Opacity with 
regards to skills needs, either resulting from poor management 
understanding, a secretive/non-communicative business culture, or 
[??? fear of reprisals???]  
Linked to, but distinct from #15. 

7 
Providing work-based learning 
opportunities 

Not all companies are demonstrably willing to provide opportunities 
for WBL, including apprenticeships, internships, etc. 
Many lack capacity to manage and to benefit from them, diminishing 
incentives for participation; 
Some fear leakage of information about their business and 
customers to competitors 

8 
Hiring and retaining people (Sourcing 
and recruiting talent) 

Formalized, transparent, and  otherwise predictable recruitment 
channels create more "legible" entry points  (to which WfD systems 
can respond) and potentially more broadly and equally accessible 
pathways into employment; Where recruiting and sourcing is 
informal, haphazard, and/or (exclusively) nepotistic, it is more 
difficult for WfD actors to interface to create entry points. 

9 
Upgrading incumbent workers' skills 
(training workers) 

Formalized, transparent, and  otherwise predictable recruitment 
channels create more "legible" entry points  (to which WfD systems 
can respond) and potentially more broadly and equally accessible 
pathways into employment; Where recruiting and sourcing is 
informal, haphazard, and/or (exclusively) nepotistic, it is more 
difficult for WfD actors to interface to create entry points. 
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  WfD System   
# Intermediation  

10 Matching job seekers with jobs 

Public or private labor market exchanges are core functions of 
healthy labor markets. Traditional: government,  help wanted ads, 
posted fliers, etc. Matching may also happen through formal & 
informal internships, apprenticeship programs, or school-based 
recruiting. 
Private employment/recruitment/search agencies, SMS- and web-
based job and employment boards, and social networks. 

11 

Gathering, Analyzing, and 
Communicating Labor Market 
Information 

Hypothetically a function of ministries or departments of labor, few 
successful examples of public efforts below UMI countries.  May be 
business association function, or may happen through donor/NGO 
efforts outside of system , for example, through private journalistic 
(Newspaper/magazine) initiative; through business associations 
announcing needs, etc.  Level of formalization and "publicness" is, in 
part, dependent on the governance model, so expecting all countries 
to have formal LMI is not realistic. Analysis would focus on whether 
existing LMI methods meet needs. 

  Policy and Governance  

12 

Aligning WfD strategy [and 
implementation] with economic and 
development goals 

This should capture coordination between education and economic 
stakeholders, especially the need for key ministries (often education, 
industry/economy, youth, vocational training, foreign investment) to 
coordinate to create mutually-reinforcing strategies 

13 

Regulating the system: Accreditation, 
Credentialing, and Performance 
Measurement 

Main focus on quality of teaching and learning and the institutions 
that deliver it. In many cases, the accreditation process is either 
process-driven without regard to outcomes, or is highly politicized. 
Bias against private institutions, particularly where they are held to 
standards that publics aren't, is a widespread concern.  One would 
evaluate focus on quality, independence, rigor, fairness, linkages 
with international norms and standards, and consistency of the 
process. Similar issues with awarding of credentials: relative 
meaningfulness of awarded credentials is presumed, at some level, 
to be tied to quality.  
Also, need to explore the degree of flexibility granted to E&T 
institutions to modify/adopt/evolve programs that respond to labor 
market needs.  

14 

Measuring and improving performance 
by collecting, analyzing, and 
interpreting data 

This should be seen as a crucial system-level function, but in fact 
often/normally falls to E&T institutions, and few do it well.   
At some level, the question/process assumes that there is a system to 
improve through use of data, and a collector with influence.  This is 
not always the case.  

15 Funding and Financing WfD activities No explanation required  

16 
Encouraging employer-based training 
through soft or hard incentives 

Tricky area. Equitable funding for technical secondary and tertiary 
based on labor market needs and enrollments is relatively easier to 
assess.  Payroll tax-based funds for training have been tried but are 
largely discredited as ineffective (subsidizing training that would 
have happened anyway, and leading to significant graft in some 
cases). Other tax  incentives are less well-tested.   

17 

Ensuring equity of access and (group-
specific) advancement through policy 

and practice 
 

Issues related to gender, racial and ethnic minorities, 
(disadvantaged castes), and disability vary a lot by country.  There 
are practical and transformational dimensions related to each sub-
group group. Practical issues are about ensuring safe, fair access to 
E&T and intermediation opportunities.  Transformational or 
strategic issues are about using the system to create access to 
opportunities that are not "business as usual" for specific groups, 
(most universally is non-traditional roles for women and girls). 
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  E&T Institutions   

18 
Educating students/ youth for basic & 
foundational skills (basic education) 

Because dealing with basic education (B.E.) can create "infinite 
regression" in WfD analysis, this suggests that the only real 
evaluation of B.E. is whether it delivers basic and foundational skills 
that allow for later employment-relevant E&T 

19 
Training secondary * PS students for 
(real) jobs and careers 

Emphasis on (1) technical/vocational secondary education and (2) 
quality of general secondary students in the workforce and in further 
education and training.  Bridges between technical secondary and 
technical tertiary, as well as general secondary>>>technical tertiary 
are potentially important; (3) quality of tertiary technical education 
(community college levels); and (4) Work readiness of university 
graduates (most likely). Assessment of extent and quality of work-
based, experiential, and applied learning are potentially important.  

20 
Training and retraining adults for new 
and upgraded employment 

Mechanisms for skill upgrading are seen as important supports to 
smoothing out employment impacts of industrial change and 
facilitating economic upgrading. I think we'll find relatively little of 
this type of formal public WfD for incumbents, but incumbent 
worker training is financed by payroll taxes in a lot of developing 
countries, so there is often state support. Assessing quality and 
utilization of private training options is also likely to be important.   

21 
Incorporating skills requirements into 
education and training programs 

This may be better captured as an assessment point under #2, but 
somewhere institutions' "listening" and "response" capacity should 
be assessed.  Multiple levels: degree offerings, curriculum, and 
pedagogy. This is often constrained by government policies requiring 
(central government) ministry approval for curriculum changes, new 
programs, etc.  Interfaces with regulatory function in #7.  It also 
relates to #2, extent and quality of work-based, experiential, and 
applied learning. 

22 
Tracking employment and earning 
outcomes (of graduates/exits) 

Few if any institutions do this well, including in the US and Europe.  
Yet there is significant pressure on DC institutions to do so, e.g. 
through career centers, and to justify their programming based on 
outcomes.   

 
 
Based on feedback from early reviewers, it is important to note that there is some 
(deliberate) repetition or overlap built into the assessment.  Because this is intended as 
an ecosystem assessment, we have opted to assess separately, for example, the 
instructional education and training institutions (ETIs) ability to educate and train 
students appropriately (#19) and the students’ actual learning abilities (#1).  Another 
example is the overlap between employers’ articulating and communicating skill 
requirements (#6) and ETIs actually acting on this feedback by (#21) incorporating 
skills requirements into education and training programs.  Since the system might break 
down at either point, we have opted to allow for some repetition or overlap to ensure 
that all possible processes are covered.  
 
In addition, despite our efforts to ensure that the defined processes encompass all 
known activities within the WfD systems, we acknowledge that many of these processes 
could be further unpacked into their component parts, particularly in the areas of 
teaching/pedagogy, curriculum, and experiential learning.  In later iterations we will 
determine whether additional processes should be added or whether the current array of 
processes can be re-worded to ensure inclusion of sub-processes/issues/concerns. 
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4.2 Mapping Core WfD Processes to the Conceptual Model 
 
We then mapped the core processes of the WfD system to the conceptual model of the 
WfD ecosystem that we had adopted—that of the World Bank SABER team presented 
earlier in this paper, (re-presented here for reference).  While the mapping, presented, is 

relatively faithful to the 
conceptual model, there are 
a few important differences.  
 
First, the World Bank 
locates all skill supply issues 
in the domain of the 
Training System. We believe 
that an accurate model 
treats learners and their 
incentives as a free-standing 
part of the ecosystem, 
rather than a function of the 
training system, and have 

included three processes reflecting  
learners’ incentives, motivations, abilities, and cultural influences, and financial 
conventions in our map of the processes.  
 

 
Figure 3- Ecosystem assessment model operationalized via core processes of WfD system 

Next, in depicting “the economy,” we focused specifically on processes typically resident 
in employers (and their practices), treating broad economic policies as exogenous to the 
workforce development system. It raises an important question as to whether labor 

Figure 2- World Bank Conceptual Model of WfD System, redux 
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regulation should appear more directly in the system model, but if so, this issue would 
appear as a ‘policy and governance’ issue in the domain of the workforce system. This 
may be considered a shortcoming of the present model’s specification1. 
 
 Third, we acknowledge that the WB model conceptualizes “information, coordination, 
and relationships” as perhaps the core function of the WfD system. This creates space, 
albeit imprecisely defined space, for understanding the roles of multiple parties (actors) 
in this.  However, it does not provide enough space/specificity for attribution of 
responsibility for success or failure to specific actors.  For example, in the area of 
communication and collaboration, we are familiar with many situations in which 
educational institutions are seeking employer participation in defining an input, but 
employers are unwilling to ‘come to the table’ for fear of inadvertently revealing 
competitive weaknesses by specifically describing their workforce needs.  In other cases, 
sector businesses may come together to effectively articulate their needs, but rigidities in 
the education system (e.g. curriculum approval processes).  These failures may be 
mutual, or they may be very clearly attributable to one party or, in our model, a single 
broken or inadequate process.  Our model builds in redundancy in several areas (for 
example, process 6, Articulating and Communicating Skill Requirements which is 
typically the domain of employers, and process 21, incorporating skills requirements 
into education and training programs, the corresponding/most desirable response of 
ETIs.  
 
5. Assessment Process 
Three versions of a protocol to assess system performance are presented in the 
subsequent sections.  These are presented in addition to an ecosystem mapping 
protocol to be used for mapping primary responsibility for each function in the WfD 
system as it is configured locally.  The three versions correspond to varying levels of 
effort and resources available and are currently described as:  
 

• Bare Bones/Quick Scan (with or without ecosystem mapping). 
• Intermediate Level of Effort- Ecosystem Mapping, Scan, and Key Informants 
• Maximum Level of Effort- Mapping, Scan, Key Informants, and Survey Research 

 
These assessments are intended to be a set of flexible tools for taking an “X-ray” of the 
system, as depicted, and determining which, if any, processes are potentially the cause 
of unsatisfactory outcomes.   
 
  

                                                        
1 Regulations governing the ability of employers to hire short-term employees, interns, and other regulatory 
regime issues that increase the cost or risk of hiring recent graduates, or make the provision of work-based 
learning through internships, work-based learning, apprenticeships, etc.  This is particularly the case in more 
regulated economies (with continental legal regimes) in which employment relationships are highly/tightly 
specified in labor codes. Finding a more robust way to address this in the model is a shortcoming of the 
current state of work. 
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5. 1 Ecosystem Mapping Protocol 
The ecosystem mapping protocol is intended to answer the question of “who does what” 
in WfD in this territory prior to assessing the quality/effectiveness of the 
implementation of the process in the territory being assessed.  It is assumed that this 
will be conducted through a review of secondary research in addition to moderately 
extensive key informant interviews.  We believe that this is an appropriate activity in 
establishing the parameters of an assessment early in the study period, and/or as an 
early activity in a capture/pre-proposal process.  Level of effort is scalable: it is possible 
that 3-4 key informant interviews with highly knowledgeable workforce development 
experts would be sufficient to conduct the assessment. 
 
For some processes (e.g. those exclusively attributable to learners and employers) this 
will be obvious and no mapping is called for.  For all processes that are related to 
education and training and core coordination, information, and regulatory aspects of 
the process, a mapping inquiry is required.  The box below presents the basic protocol of 
a mapping inquiry.   
 
Mapping Inquiry: Identify primary and any secondary entities involved in each 
process in the focus territory. Who does it? Government (National, Provincial, Local)? 
Which ministries/departments/offices involved? NGOs? Which ones? Private service 
providers (firms)? Which ones? Employers or Employer associations? Which ones?  
Labor unions/organizations? Which ones?  Other entities? Which ones. Describe each 
in 1 sentence-paragraph, including note of any regional focus and/or key populations 
served. 
 
Table 3: Guide to Ecosystem Mapping by Core Process 

  Stakeholder Group/Core Process Ecosystem Mapping Activity 

# Learners  
Characterize learner/client populations: 
numbers, demographics, urban/rural, etc. 

1 Acquiring education and skills No mapping of functions 
2 Responding to Market and cultural signals No mapping of functions 
3 Investing in own education and training No mapping of functions 

  Employers Map major Employers, Sectors & Associations 
  Internal to the Firm(s)   

4 
Effectively managing business/sectors for 
growth and upgrading  Identify dynamic/growing economic sectors 

5 
Maintaining business functions to define 
positions and pathways (rewards) Characterize level of formality of HR function(s) 

  Interface with WfD System   

6 
Articulating and Communicating Skill 
Requirements 

Identify employers and/or employer entities that are 
actively engaged in dialog with WfD/education system 

7 
Providing work-based learning 
opportunities 

Identify employers/industries offering 
apprenticeships/internships/other 

8 
Hiring and retaining people (Sourcing and 
recruiting talent) Identify employers with formal recruiting/partnerships  

9 
Upgrading incumbent workers' skills 
(training workers) Identify employers with formal recruiting/partnerships 

  WfD System 
Identify Key Actors and describe each Process 
through Mapping Inquiry 

# Intermediation  
10 Matching job seekers with jobs Mapping inquiry as described above 



 13 

11 
Gathering, Analyzing, and Communicating 
Labor Market Information Mapping inquiry as described above 

  Policy and Governance 

Note: While presumption is that government 
entities are involved, attention should be paid to 
mapping formal, informal, and non-formal 
governance mechanisms both inside and outside 
of government.  

12 

Aligning WfD strategy [and 
implementation] with economic and 
development goals Mapping inquiry as described above 

13 

Regulating the system: Accreditation, 
Credentialing, and Performance 
Measurement 

Mapping inquiry as described above. Attention to any 
foreign awarding bodies involved in the sector. 

14 
Measuring and improving performance by 
collecting, analyzing, and interpreting data Mapping inquiry as described above 

15 Funding and Financing WfD activities Mapping inquiry as described above 

16 
Encouraging employer-based training 
through soft or hard incentives Mapping inquiry as described above 

17 

Ensuring equity of access and (group-
specific) advancement through policy and 
practice Mapping inquiry as described above 

  E&T Institutions 

Note: public, (national) local private/charitable, 
for-profit, local and international NGOs, and 
other entities may be involved. Do not limit 
analysis to national public system. 

18 
Educating students/ youth for basic & 
foundational skills (basic education) 

Mapping inquiry as described above. Focus on identifying 
actors in  systems of provision of primary education. 

19 
Training secondary * PS students for (real) 
jobs and careers 

Mapping inquiry as described above:  Focus on 
identifying actors in systems of provision of secondary 
and post-secondary E&T. 

20 
Training and retraining adults for new and 
upgraded employment 

Mapping inquiry as described above: Focus on 
identifying actors in systems of provision of training for 
four populations:  "out of school youth,"  "informal sector 
workers," and "employed youth" and "employed  adults."  

21 
Incorporating skills requirements into 
education and training programs 

No Mapping: Mapping this function is effectively a 
qualitative/assessment exercise, since identifying 
programs (ETI or NGO) that do incorporate skill 
requirements is an implicit endorsement. Mapping in 19 
is sufficient to identify training actors. 

22 
Tracking employment and earning 
outcomes (of graduates/exits) 

Mapping exercise should ask, "who, if anyone, is tracking 
outcomes." This bleeds into a qualitative assessment and 
should be done with care, with special attention to 
identifying non-ETI/non-training NGO actors involved 
with tracking outcomes. 

 
Output of the ecosystem mapping should focus on presentation of the primary, 
secondary, and additional responsible parties/actors/groups of actors for each process.   
 
For example, Table 5 below presents the mapping of responsibility for one process—
training and re-training (adults and out-of-school youth). 
 
Table 4: Ecosystem mapping of responsibility for one process (training) 

20 Training and retraining adults and out of 
school youth for new and upgraded 
employment 

Primary Responsibility 
Key employment-focused NGOs Located in the Capital 
City: JKC (apparel), IDR (tourism), and CTC 
(aquaculture) in particular.  
Secondary Responsibility 
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Private training schools located throughout the country. 
Small/mom & pop sewing schools serve the Apparel 
industry 
Several business colleges (similar to secretarial schools) 
have tourism programs. 
Other actors assuming responsibility 
One NGO project, Aquafish, trains unemployed villagers 
in the northern provinces for aquaculture. 
Notes (History/Other) 
Public TVET system shut down retraining and out-of 
school programs in 2001. 

 
Once all processes have been mapped, a succinct map of responsibilities can be 
constructed that presents the entities (or entity types) that have primary, secondary, and 
other levels of responsibility/ownership for each process.  
 
Figure 4 (overleaf) presents the summary WfD ecosystem map. Numbers presented in 
the key are below. 
 
Key: 
1-Entity with Primary responsibility for this process 
2- Entity with Secondary responsibility for this process 
“O”- Entity that also has some level of responsibility for this process. 
“X” Process for which no entity has responsibility 
 
Reviewing the ecosystem  
The simplified ecosystem map presented in this (completely fictitious) sample map is 
one in which employer (industry) associations have primary or secondary responsibility 
for a number of roles typically undertaken by public actors. In addition, there is little if 
any public sector role in the retraining of out-of-school youth or unemployed adults. 
Finally, as represented by the rows of “X”, two processes (14, system-level performance 
improvement and 17, equity/access) are not performed by any actors.  These would be 
useful insights and guides to more in-depth exploration in a full assessment. 
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Figure 4- Bare Bones Assessment Tool/Questionnaire 

[Removed.  Currently under revision by RTI].
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5.2 Intermediate and Maximum Levels of Effort 
Implementation of the assessment in the intermediate and maximum level of effort 
situations differs in degree, though not significantly in content.  
 
5.2.1  Intermediate Level of Effort 
The Intermediate-level assessment would consist of  

• ecosystem mapping 
• collection of secondary data in support of understanding overall system 

performance and the effectiveness of core processes, 
• bare bones/quick scan survey of key informants (optional) 
• key informant interviews and/or focus groups enlisting diverse stakeholders as 

key informants. 
 
Stakeholders consulted should include, at a minimum, the following groups: 

• Employers/ Business Associations 
• Education institutions/systems 
• Training institutions/systems 
• NGOs involved in training and Intermediation 
• Youth and other Learner Representatives 
• Government Entities (Ministries, Local, etc.) 
• Private Service Providers/Intermediaries 
• External Stakeholders (Donors/Researchers/ Analysts) 

 
The basic questionnaire/interview guide format is presented in [Removed]. While most 
questions serve for all stakeholder groups as written or with minor modifications, many 
will also need to be modified, especially for discussions/interviews with youth, 
employers, and employer representatives.  Both primary and follow-up questions should 
relate directly to the process being assessed, though follow-up questions may be used to 
drill-down in directions that also vary by stakeholder group.  It is an issue for discussion 
whether all follow-up questions should be scripted, or whether to rely on the work of 
skilled interviewers.     
 
The output of this process is fundamentally qualitative, reflecting the opinions of the 
stakeholder groups, fortified by objective secondary data where it is available (though 
we admit that such data is relatively uncommon).    One possible way to present the 
result is shown in figure XXX, overleaf, in which each process is assigned a 
Red/Yellow/Green (stoplight) color to provide a quick visual reference. It is also 
possible that this representation could be further simplified, grouping processes 
together for the purpose of assigning color rating.  Further, at least one additional color 
(orange) could be added to create additional intermediate ratings (four instead of three).  
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Figure 5- Quick Reference Result of Assessment 

Use of the bare bones/quick scan tool is an optional part of the assessment, but it is 
useful in that it can provide a Likert scale score for each process, and these scores can 
be presented in a variety of ways along with qualitative findings.  Visual presentation of 
data segmented by groups of respondents is also possible, though such presentation is 
much more robust with formally collected survey data (a feature of the Maximum Level 
of Effort version of the assessment. These numbers could be inserted into the above 
graphic, or presented separately in a radar graphic or other visual medium, for example, 
as presented in Figure 6.  
  
5.2.2 Maximum Level of Effort 
A maximum level of effort would include all elements of the intermediate LOE 
assessment, but would be enhanced by (1) increasing the number of stakeholders 
consulted through key informant interviews and stakeholders, and (2) undertaking a 
structured/formal survey research process to obtain robust (representative) quantitative 
data on several process-level indicators.   
 
As indicated above, the survey research process, which could be conducted 
independently as part of the assessment by RTI (with a local survey research partner 
such as a firm or university), or organized in partnership with local media or other 
organizations and delivered either through conventional means or as a web-, 
smartphone, or SMS-based survey, would add weight to findings in policy-level 
discourse.  In particular, a survey-based component would focus on data to describe 
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• Key outcome measures for the system as a whole, and differing perceptions of 

these among stakeholder groups 
o Employer satisfaction with workforce, especially entry level 
o Unfilled job vacancies, especially in bottleneck occupations 
o Rates of employment/entrepreneurship, focusing on recent 

graduates/completers 
o Rates of unemployment/non-participation, focusing on recent 

graduates/completers 
o Significance of financial returns to Education & Training, differentiating 

by type of training; 
• Measures of effectiveness of core processes (to be determined) 

 
6. Conclusions and Next Steps 
The assessment procedure detailed in this report represents the team’s best effort at an 
approach to the workforce development ‘ecosystem.’ To the best of our knowledge, this 
is the first effort to develop a consistent and transferrable process-based ecosystem 
mapping and assessment methodology applicable to developing country contexts.  It is 
currently being pilot tested and refined by RTI. 
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