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For more than 30 years, Deloitte’s Labor and Employment practice has served unemployment, 
workforce, disability, and workers’ compensation agencies throughout the United States. In ad-
dition to successfully implementing large-scale information technology systems, Deloitte has 
substantial experience assisting agencies with strategic vision planning, organizational restruc-
turing, and improving business processes. Deloitte helps labor agencies provide services more 
effectively through state unemployment insurance (UI) programs, the Trade Adjustment Assis-
tance (TAA) program, the Workforce Investment Act (WIA), and the Wagner-Peyser Act. It provides 
services to workers’ compensation programs to improve their adjudication, case management, 
and payment and accounting processes. To learn more, visit https://www2.deloitte.com/us/en/
pages/public-sector/solutions/labor-and-employment-services.html.
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Introduction

TODAY’S ECONOMIC TRANSFORMATION 
is deep and rapid, and can be disruptive for 
workers of all kinds. How can government 

best assist such individuals with the disruptive 
impacts of the changing world of work? Tradition-
ally, American workers have been assisted through 
various workforce development and job training 
programs. Given the speed and extent of today’s 
changes, however, are these programs up to 
the task?

In 2014, the Workforce Innovation and Op-
portunity Act (WIOA) became the primary federal 
workforce development legislation. Part of its intent 
was to require more consistent reporting by the 
states on the impact of their job training services, 
thereby providing greater insight into what works 
and what doesn’t.1 

The access to this WIOA data presents an oppor-
tunity for states to rethink their training efforts.2 
There are several ways states can leverage this 
data to improve training and reskilling: 
•	 Efficacy information. Provide job seekers 

with more information on program efficacy 

so that they can choose the most appropriate 
training for their interests and ability.

•	 Tailored training. By analyzing WIOA data 
based on participant characteristics—such as 
age and education level—identify opportuni-
ties for restructuring programs to better meet 
participant needs.

•	 Identify opportunities for improvement. 
By comparing different types of WIOA services, 
and by comparing the outcomes of similar 
programs between states, it may be possible 
to identify successful approaches for scaling as 
well as opportunities for improvement.

•	 Revisit training for mid-career/older 
workers. Data shows an 

opportunity to revise 
training approaches 
for older workers.

THIS IS THE FIRST IN A TWO-PART SERIES ON WORKFORCE REINVENTION 
FOCUSING ON HOW STATE GOVERNMENTS CAN USE EVIDENCE-BASED STRATEGIES 
TO TAILOR TRAINING PROGRAMS. THE NEXT REPORT WILL LOOK AT HOW 
GOVERNMENTS CAN WORK WITH BUSINESSES TO SOURCE TALENT AND BETTER 
MEET INDUSTRY DEMAND.

Reinventing workforce development
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Why job training and reskilling  
are critical 

THE ECONOMIC DISRUPTION brought about 
by technological innovation, offshoring, and 
the “gig economy” does not affect all workers 

equally. For the most part, the tech-savvy, or those 
with advanced degrees or specialized skills, can 
adapt to this rapid change and take advantage of 
the tremendous opportunity offered by today’s 
economy. But for those engaged in lower-skilled 
work, manual labor, and some services, the evolu-
tion of the economy has often been painful. Those 
affected by automation and offshoring have in-
cluded older workers and those in mid-career, who 
find themselves needing to upgrade their skills or 
languish. Indeed, it is likely those at the lower end 
of the economic scale whose jobs are most suscep-
tible to automation (figure 1).3

The disparate impact is reflected in the eco-
nomic data. Between 1979 and 2013, hourly real 
wages of low-wage workers fell by 5 percent.4 While 
the current US total unemployment rate is low at 
4.1 percent, the decline in workforce participation—

from 67.3 percent in early 2000 to 62.9 percent in 
March 2018—suggests that the number of discour-
aged workers has risen.6 In addition, the available 
low-skilled work rarely offers the pay and benefits 
displaced individuals historically enjoyed, such as 
the US$30-per-hour steel worker who loses his job 
and later finds work at a restaurant or delivering 
packages. 

Note: All currency amounts in this figure are given 
in US dollars.
Source: The White House.5
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FIGURE 1
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For those engaged in 
lower-skilled work, 
manual labor, and some 
services, the evolution of 
the economy has often 
been painful.
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Many job training programs have struggled to 
demonstrate a positive impact for job seekers. In 
2011, the Government Accountability Office (GAO) 
looked at federal employment and job training 
programs. The GAO found that “in fiscal year 
2009, nine federal agencies spent approximately 
$18 billion to administer 47 programs,” while also 
noting that “little is known about the effectiveness 
of most programs ... Nearly all programs track mul-
tiple outcome measures, but only five programs have 
had an impact study completed since 2004 to assess 
whether outcomes resulted from the program and 
not some other cause.”7 So, for those five programs 
that actually did conduct an impact study, what 
were the results? According to the GAO: “The five 
impact studies generally found that the effects of 
participation were not consistent across programs, 

with only some demonstrating positive impacts that 
tended to be small, inconclusive, or restricted to 
short-term impacts.”8

Part of the impetus for the WIOA Act of 2014 
may have been the challenge in determining the 
impact of federal job training programs. WIOA 
requires states to report on the posttraining wages 
and employment status of participants, as well as 
to gather data about the education level character-
istics. WIOA was also intended to provide workers 
with useful information about the training options 
that were available. As then-President Barack 
Obama noted at the signing of the WIOA legislation, 

“That means workers, as they’re shopping around for 
what’s available, they’ll know in advance if they can 
expect a good return on their investment.”9

Source: US Government Accountability Office.10
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FIGURE 2

Multiple federal agencies provide training programs, but little is known about 
their effectiveness
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Efficacy information
Helping job seekers make better training choices

PARTICIPANTS IN STATE-RUN WIOA training 
programs receive vouchers to select from an 
eligible training providers list of approved of-

ferings.11 But how informed are participants when 
they are making choices about which training pro-
grams work best, especially for participants with 
similar abilities?

In evaluating the eligible provider lists, wide 
disparities exist in the information various states 
provide to job seekers to help them choose between 
training programs. Indeed, as of late 2017 only 30 
states were offering online data on WIOA training 
providers, and, in many cases, the information 
provided was minimal.12 Most states have an oppor-
tunity to improve the way they help their citizens 
find the training and providers most likely to meet 
their needs.13 

Figure 3 shows different levels of guidance that 
states might provide to those selecting training. 
The X-axis shows increasing job relevance of the 
training to employers (outcome), while the Y-axis 
shows increasing levels of information about the 
suitability of training 
to a particular in-
dividual (fit). In 
the same way that 
information is 
available about 
colleges both in 
terms of who attends 
(average SAT scores, 

majors, etc.) and in terms of job-readiness of gradu-
ates (employment rates and earnings of recent 
graduates), more information like this could help 
those seeking training make more informed choices.

Today, many states provide only basic program 
information—the names of programs and 
providers—and a few additional elements of infor-
mation such as program duration and type. A few 
states such as Michigan, however, offer much more 
detail, such as performance, the target occupa-
tion of the program, and occupation demand. Not 
surprisingly, these programs in Michigan have an 
above-average impact for participants.14

SUMMARY OF TRAINING IMPROVEMENT 
STRATEGY 1: PROVIDE EFFICACY  
INFORMATION
•	 Provide WIOA participants with better 

information about training options, 
including success rates and demand 
information about target occupations.

•	 Update this information at regular intervals 
to reflect changes in occupational demand 
and training program performance.

•	 Use performance data to keep only 
high-performing programs in the eligible 
training provider list.

Making job training more effective
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Source: Deloitte Center for Government Insights.
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Joe is 21 years old, has limited work 
experience, and is not a native English 
speaker. He is a high school dropout.

Trainee profile
Joe would benefit from a basic skills 
course, including proper attire and 
expected behaviors in a job setting.

Outcome target
Skills that might prepare Joe for an 
entry-level service job or perhaps an 
apprenticeship in a trade.

Participant 1: Joe Participant 2: Sarina

Sarina is 29, and a newly single mother of 
two. She was a strong student in high 
school and followed that with two years 
at a community college focusing on art. 
She has some experience as an office 
worker, but has been a full-time parent 
for the past six years.

Trainee profile
Sarina is looking to build on her art skills 
and refresh her technical skills. She is 
really hoping to find training that will be 
flexible in accommodating her parenting 
schedule—perhaps with an online 
component.

Outcome target
An entry-level professional position in 
graphic design or marketing, using both 
art experience and technical skills. 

Adolfo is a 44-year-old college grad who 
lost his job as a bond-pricing agent when 
that role was automated and outsourced 
overseas. A polished professional, he 
needs to find a different field, as his 
function-specific knowledge is largely 
obsolete.

Trainee profile
Adolfo is willing to take intensive training, 
either in-person or on-line, to build the 
new skills he needs.

Outcome target
A mid-level position in a field that is 
growing. Given Adolfo’s mathematical and 
computing skills, perhaps something in 
cybersecurity or medical trials.

Participant 3: Adolfo

With a combination of both fit and potential program outcome information, program 
participants can choose the appropriate training program for their individual needs.
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Training program OUTCOME information

• Locations of likely job placements
• Effort/education level needed to 

complete training
• Flexible delivery
• Training accessibility
• Prerequisites

• Graduation rates
• Placement rates
• Salaries
• Credentials

• Program type: basic, professional, technical
• Opportunity for apprenticeship
• Relevance for jobs in growing demand

FIGURE 3

More information can help those seeking training make better choices

Reinventing workforce development
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Tailored training
Target programs by segmenting participants

A DIVERSE GROUP OF individuals partici-
pates in government workforce programs to 
upskill themselves and find jobs. Workforce 

development service providers can use a data-
driven approach to segment participants to improve 
the outcomes of these programs. 

The Workforce Innovation and Opportunity 
Act of 2014 required state governments to capture 
and share data on workforce programs to provide 
greater transparency into their performance. States 

are required to capture and report information on 
both participants (including education level, age, 
gender, and state of residence) and outcomes (in 
terms of employment status and wages).15 This 
data can help governments understand the impact 
of various types of training on various participants. 
The Deloitte Center for Government Insights 

analyzed WIOA data from 2013 and 2015 (See the 
related article “Workforce reinvention: The 
data analysis methodology” for details).

By segmenting participants based on education, 
our analysis indicates that the impact of training can 
vary greatly depending on participants’ educational 
profiles. For instance, among individuals with high 
school diplomas, those who received WIOA services 
earned between US$7,900 and US$13,000 more 
annually compared to nonparticipant peers. By 

contrast, WIOA participants with 
some college earned less than non-
participants (table 1). This doesn’t 
necessarily mean that WIOA 
training diminished these indi-
viduals’ earning capability; rather, 
it suggests that those at higher 
education levels who avail these 
services could be challenged com-
pared to the comparison group. In 
the absence of a control group, it’s 

impossible to say what impact, positive or nega-
tive, WIOA services may have had. Because of the 
large differences based on education level, however, 
it is likely that customer segmentation could help 
workforce boards identify which participant groups 
aren’t getting hoped-for benefits, and to redesign 
programs to target that group.

SUMMARY OF TRAINING IMPROVEMENT STRATEGY 2: TAILORED TRAINING
•	 Assess training for various participant segments. Use WIOA data to identify participant groups that 

are not benefitting from these programs, and consider tailoring programs for these groups. 

•	 For instance, our analysis shows that WIOA programs have shown less value for more highly 
educated participants, so programs may need to be redesigned keeping this in mind.

By segmenting participants based 
on education, our analysis indicates 
that the impact of training can vary 
greatly depending on participants’ 
educational profiles.

Making job training more effective
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TABLE 1

WIOA participation appears to be more beneficial for individuals with lower education 
levels
Estimated impact on annual wages of WIOA program participants compared to the comparison group, by education level

Education Core services Core and intensive 
services

Core, intensive, and 
training services

Less than high school $10,519 $7,265 $11,633

High school or 
equivalent, no college $7,940 $8,499 $13,051

Some college or 
associate degree ($6,383) ($9,462) ($2,380)

Bachelor’s degree or 
advanced degree ($8,332) ($16,487) ($8,574)

Core services mainly consist of information and online tools to help participants find employment.

Intensive services have a higher level of staff assistance and include services such as job search assistance, 
counseling, and skill assessment.

Training services are meant to upskill participants and prepare them for high-demand occupations.

Note: All currency amounts in this figure are given in US dollars. Figures in red indicate negative amounts.

Source: Deloitte analysis of WIOA data.

Reinventing workforce development
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Revisit training of 
older workers

Many older workers will 
likely rely on workforce 
development programs 
to find jobs or retrain 
themselves.

THE US POPULATION is aging. US Bureau of 
Labor Statistics (BLS) estimates that about 
103 million people will be aged 55 years or 

older by 2025—more than 30 percent of the popula-
tion.16 The oldest cohort is also projected to increase 
its labor force participation rate, just as it did over 
the prior 20-year period.17 Many older workers will 
likely rely on workforce development programs to 
find jobs or retrain themselves.

Figures 4 and 5 show WIOA workforce program 
participation for older workers between 2013 and 
2015, and the impact of programs on their employ-
ment and wages.18 Relatively few participants—just 
16 percent—were aged 55 or above. Similarly, the 
impact of these programs, in terms of employment 

and wages, was much lower for older participants. 
(Again, in the absence of a control group, the impact 
can be measured only against a comparison group, 
which consists of earnings data for nonparticipants 
of similar gender, education, and state captured 
by the federal Quarterly Workforce Indicators.) 

FIGURE 4

The impact of WIOA programs on wages drops for those aged 55 
and above 
Estimated wage benefit of WIOA participation by age group, 2013–2015

Percentage of participants         Impact on wages

Note: All currency amounts in this figure are given in US dollars. Figures in red indicate negative amounts.

Source: Deloitte analysis of WIOA data.
Deloitte Insights | deloitte.com/insights
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SUMMARY OF TRAINING IMPROVEMENT 
STRATEGY 3: REVISE THE APPROACH 
FOR MID-CAREER/OLDER WORKERS
•	 The low participation rate of older workers 

may reflect a lack of awareness or a belief 
that these programs are not intended 
for them. States could do a better job 
of building awareness around these 
programs with this older population, which 
is growing in size.

•	 Certain jobs may be better suited for older 
workers. For example, a survey of Senior 
Community Service Employment Program 
(SCSEP) applicants found that a large 
proportion of older workers preferred 
part-time work.19 Workforce boards could 
collaborate with employers to identify 
such jobs, and then deliver training 
programs targeted to the needed skills for 
older workers.

While conceivable that their outcomes could have 
been even worse in the absence of training, the data 
nonetheless suggests that either the content or de-
livery of workforce programs could be improved for 
older workers. 

Source: Deloitte analysis of WIOA data.
Deloitte Insights | deloitte.com/insights

FIGURE 5

Impact of WIOA programs on 
employment falls after age 55 
Employment following WIOA participation by age 
group, 2013–2015
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Identify areas for opportunity
Comparing data to scale successful programs

THE WIOA DATA allows policy leaders to 
compare different types of WIOA services, 
and to scale what works and modify or elimi-

nate what doesn’t. In addition, states can compare 
their outcomes with other states to help gauge their 
performance relative to their peers. 
Through an evidence-based approach, 
it may be possible to identify suc-
cessful approaches for scaling as well 
as opportunities for improvement.

Ten different types of training pro-
grams are provided under WIOA. The 
data shows that some programs have 
a higher impact on employment and 
wages. In one mid-western state, for 
instance, “customized training” and “skill upgrading” 
programs had a positive impact of US$7,633 and 
US$5,977, respectively, on participant wages. Only 
199 participants received these types of trainings, 

however. Conversely, 11,012 participants in this 
state received occupational skills training, but es-
timate wages were lower after training (table 2).20  

More research is needed to determine whether this 
disparity is due to program content or some form 

of selection bias. Given the data, however, states 
should consider using WIOA data to identify out-
liers, both positive and negative, in order to figure 
out why they yield anomalous outcomes.

States should consider using 
WIOA data to identify outliers, 
both positive and negative, in 
order to figure out why they yield 
anomalous outcomes.

SUMMARY OF TRAINING IMPROVEMENT STRATEGY 4: 
IDENTIFY OPPORTUNITIES FOR IMPROVEMENT
•	 Use the WIOA data to compare the performance of different types of training programs to identify 

and scale successful training approaches. Compare performance with other states to identify best 
practices and opportunities to drive improvement. 

•	 Outliers, both positive and negative, can provide insight into what works and what doesn’t.

Making job training more effective
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TABLE 2

Impact of different WIOA training services varies significantly
Estimated impact of WIOA training services on participants in a midwestern state

Number of 
participants

Percentage employed 
after training

Impact on  
wages

Adult basic education or 
English as a second language 43 74% $589

Customized 124 69% $7,633

On the job 2,513 55% ($3,476)

Other occupational skills 11,012 55% ($999)

Skill upgrading 75 59% $5,977

Note: All currency amounts in this figure are given in US dollars. Figures in red indicate negative amounts.

Source: Deloitte analysis of WIOA data.

Reinventing workforce development
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A new perspective on 
workforce reinvention

A WHOLE NEW WORLD of work is taking shape 
around us. Organizations and their workers 
can adapt to this new reality—or ignore it and 

risk being left behind. If we prepare ourselves well, 
the future of work offers tremendous opportunities. 

Governments at all levels can help workers, busi-
nesses, and their own workforces prepare for the 
new reality. For workers and job seekers, state and 
local governments already have an infrastructure 

in place. These services can be improved through a 
data-driven approach that takes advantage of more 
and better WIOA data, allowing agencies to tailor 
training programs to better meet the needs of both 
job seekers and employers. With greater access to 
relevant information, workers should be able to 
select programs that prepare them for high-demand 
occupations. 

Making job training more effective
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Reinventing workforce development
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