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 X Foreword 

Public employment services (PES) are core labour market 
institutions. Their main objective is to facilitate labour 
market participation to achieve full employment. They 
do this by improving fluidity, transparency and fairness in 
accessing job-search support and employability resources. 
However, PES face growing challenges in delivering 
effective responses to the jobs crisis resulting from the 
global COVID-19 pandemic, in addition to those relating 
to an evolving labour market characterized by increasing 
automation of jobs, mismatches between jobs and skills, 
demographic shifts, climate change and migration. 

In June 2021, International Labour Organization (ILO) 
constituents adopted a global call to action for a human-
centred recovery from the COVID-19 crisis, highlighting the 
need for strong PES capable of facilitating access to decent 
jobs for all and addressing the inequalities caused by the 
crisis. Investing in effective PES and labour market policies 
and programmes is critical to supporting enterprises in 
resuming their hiring of staff and people in returning to 
work, during the recovery from the COVID-19 crisis. 

This first edition of the Public employment services diagnostic 
tool and guide provides a method to help PES identify where 
they currently excel and determine potential opportunities 
for closing gaps and adapting to rapid changes in the 
labour market. Diagnostics have become instrumental 
in coping with uncertainty, setting in motion a strategy 
based on problem-solving, learning and continuous 
improvement. The backbone of this tool is a diagnostic 
method and survey application that supports a qualitative 
analysis of PES capacities to formulate an effective action 
plan. The ILO’s method for diagnostics emphasizes 
building ownership, developing a shared vision of the 

need for change, and the direction to follow. The outcome 
of the diagnostic analysis is validated through dialogue 
within the PES at all levels, as well as with its social partners 
and other stakeholders. This inclusive process seeks to 
go beyond persuasion or simple compliance to address 
the real underlying causes of challenges that affect PES 
performance. 

Earlier versions of this diagnostic tool have been piloted 
in several public employment services in countries with 
different levels of capacity and resources, and facing a 
variety of challenges. Benin, Ethiopia, Guinea, Mexico, the 
Occupied Palestinian Territory, Paraguay, Tunisia, Turkey 
and Senegal used this tool by establishing different 
parameters, focus and methods to produce improvement 
action plans. In this regard, no cross-country comparisons 
are possible, because the tool is systematically adapted 
to the context of each PES organization. The tool and 
diagnostic method also take into account the differences 
in employment policy frameworks, local organizational 
structures, capacities, challenges and opportunities 
affecting or enabling the operation of PES systems. 

We hope that this tool and guide will be useful in 
supporting PES in improving the delivery of quality 
services to jobseekers and enterprises, in line with the 
ILO Centenary Declaration for the Future of Work and 
the aspirations captured in the Sustainable Development 
Goals.

Sukti Dasgupta

Chief, Employment, Labour Markets and Youth Branch
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How to navigate this guide
This guide has been organized in four sections to walk the reader and practitioner through 
the different phases of a PES diagnostic.

Part 1
explains the key concepts that underpin the guide. It starts 
by exploring what diagnostics are, and their usefulness 
in improving the functioning of PES and their capacity to 
adapt to increasing change. This section also incorporates 
the international labour standards (ILS) on employment 
services and stresses the importance of using a systems 
lens to assess the organization and operation of PES, 
particularly in relation to two important dimensions of PES 
performance: readiness and responsiveness.

Part 2
introduces the cluster-based framework that outlines 
the mission, organization and functions of a PES generic 
model. There are five clusters, encompassing PES 
governance and strategy; management and resources; 
labour market services; partnerships for service delivery; 
and performance management. Key considerations 
related to the functions and processes associated with 
each cluster are highlighted. The aim is not to cover these 
issues comprehensively, but rather to identify where and 
how they should be considered when users of the guide 
apply this ILO method to assess their own PES capacities 
and circumstances.

Part 3
presents detailed five-stage method to successfully 
conduct a PES diagnostic, from the planning and 
designing stage to running a diagnostic and formulating 
an action plan for improving overall service readiness and 
responsiveness. This method reflects the experiences of 
the ILO in working with member States to strengthen PES 
capacity.

Part 4 
provides a survey scan, which consists of cluster-based 
assertions that are instrumental for capturing the 
responses and scores to be computed for the PES scan. 
Each of the assertions is drafted in a way that represents 
objective, mutually exclusive and unambiguous 
situations or facts, in order to reduce non-response 
rates. The inventory of cluster-based assertions has been 
developed and collated using ILO’s best practices and past 
experiences in conducting PES diagnostics, involving field 
mission visits and self-applied surveys. 

Throughout the guide, the following symbol provides users with a quick reference on:

 Key information and highlights



Home

4

PES scan toolIntroduction to 
the PES scan

1 2

Components of 
a generic PES 

3

Running a PES 
diagnostic

About

8
Annexes

Public employment services diagnostic tool and guide
Table of contents

How to 
navigateMain menu

 X Abbreviations and acronyms

ALMP  active labour market policy 

AI artificial intelligence 

HR human resources

ICT information and communication technology 

ILS  international labour standard

KPI key performance indicator

NGO non-governmental organization

PDCA Plan-Do-Check-Act continuous improvement cycle

PES public employment service 

SME small and medium enterprise

SWOT strengths, weaknesses, opportunities, and threats 
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 X About this diagnostic tool and guide

Overview and approach
Improving PES effectiveness is not a straightforward pro-
cess; it entails parallel and simultaneous balancing efforts 
at both policy-making and operational levels. Engaging 
targeted action on various fronts can prove to be complex 
and often raises the question of how to reconcile con-
flicting priorities and competing agendas with increasing 
budget deficits. 

The ILO’s Public employment services diagnostic tool and 
guide is a combined hands-on tool and method – the 

‘PES scan’ – designed to support decision-making aimed 
at aligning organizational resources and capacity with 
changing labour market conditions from a performance 
perspective. The PES scan offers a forward-looking 
framework with which to examine the various elements 
that must be in place to run an effective PES and 
optimize its functioning. It helps PES organizations to 
identify the areas where existing capacity effectively 
contributes to delivering expected results and where 
there are opportunities for improvement. Using these 
tools, PES systems can gain a better understanding of 
their performance, setting in motion a strategy for closing 
gaps, aligning resources and ensuring that clients receive 
consistent and good-quality services.

A cluster-based approach offers the possibility of running 
an overall diagnostic of all PES functions and processes, 
or of focusing on single areas without losing sight of the 
system as a whole. This diagnostic method is designed 
to support qualitative analysis with quantifiable inputs 
and evidence. Findings resulting from the diagnostic 
provide evidence-based information that feeds the deci-
sion-making process and guides PES investments.

The core feature of the scan is a cluster-based survey 
recorded in a software application, which processes the 
data as the different sections of the survey are completed. 
This software offers the flexibility to customize the survey 
and make it relevant to your PES context. Inputs can be 
collected simultaneously from the group of staff and rel-
evant stakeholders taking part in the diagnostic process. 

Processing of data is automated, but this process should 
be complemented by a qualitative analysis. The findings of 
the diagnostic serve to develop a roadmap to improve PES 
capacity, close performance gaps and seize opportunities.

The scan tool measures how well a PES performs against 
its own targets and asserted goals in a specific local 
context. A participatory approach is used as a mechanism 
for validation and enhancement of quantitative analysis. 
Gathering the views of staff at all levels and external 
partners helps to enrich the diagnostic process and 
stimulate appropriation. The diagnostic tool can be re-
applied at different intervals of time, so as to track progress 
by using the first diagnosis as the bottom-line measure.

The purpose of this tool and guide
The ILO has produced this diagnostic tool and guide as a 
forward-looking framework to review the capacity of a PES 
system and determine where improvement is needed to 
optimize delivery and performance. The scan has been 
developed as an action-inducing method for continuous 
improvement in PES operating models, policies and 
practices. 

Who should use this tool and guide?
 X The PES scan is primarily intended to serve as a 

resource for: policy-makers, government officials 
and practitioners in charge of directing, supervising, 
operating or evaluating employment services 
administered by government agencies and public or 
semi-public bodies and entities.

 X ILO specialists, implementing partners, donors, 
stakeholders and social partners providing technical 
support and advice on employment services to ILO 
member States. 



10Public employment services diagnostic tool and guide 
Introduction to the PES scan

1
Part Annexes

4

PES scan tool

2

Components of 
a generic PES 

3

Running a PES 
diagnostic

AboutHome How to 
navigateMain menu

 Introduction to the PES scan1
Summary 

Objectives: 
 X increase awareness about the utility of diagnostics in supporting institutional change and organizational improve-

ment; 

 X provide an overview of the international labour standards underpinning the fundamental elements that must be 
in place to organize and operate a functional PES;

 X incorporate a systems approach to assessing PES readiness and responsiveness in a diagnostics process.

1.1  A forward-looking diagnostic framework 

Updating PES capabilities in a changing 
world of work and post-COVID-19

Publicly funded employment services play an important 
role in promoting labour market participation through a 
number of functions. These include matching jobseekers 
with job opportunities and operating active labour market 
programmes that help people to remain connected to jobs, 
building skills and advancing transitions towards hiring 
sectors and occupations.

Public employment services face the challenge of deliv-
ering effective responses to the jobs crisis generated by 
the COVID-19 pandemic, while maintaining a focus on the 

future-of-work agenda. Change is expected to intensify in 
the coming years and PES need to start considering new re-
alities, so that future-of-work policy can deliver successful 
transitions to those who are looking for a job, need a career 
change, want to start running their own business, or take 
an apprenticeship or internship in the context of a slow 
economic recovery. The ILO’s Future of Work Centenary 
Initiative focused on the implications of three mega-drivers 
of change in the world of work and the transition processes 
that arise from them: technological change; demographic 
shifts and migration; and environmental sustainability. The 
COVID-19 pandemic has had implications for each of these 
areas, and PES need to take action to remain responsive to 
jobseekers, workers and enterprises in navigating future 
challenges (figure 1). 

This section explains the key concepts that underpin the guide. It starts by underscoring the importance of public em-
ployment services updating their capabilities to manage more frequent changes in the labour market, and describes 
how diagnostics can help to bring about organizational improvement. It also incorporates the international labour 
standards on employment services and introduces a systems lens to assess the organization and operation of PES, 
particularly in relation to two important dimensions of their performance: readiness and responsiveness.

Summary
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Figure 1. Mega-drivers for change in the world of work and implications for PES

Mega-drivers Implications for PES

Technological change 
Massive digitalization and work automation requiring 
new skills, introducing teleworking and non-standard 
employment such as new platforms for work

Shifting demographics and migration
Ageing populations dominating in some regions and 
countries with growing young labour forces increases 
opportunities and need for work-related migration  

Environmental sustainability and connectivity
Increasing connectivity needs to reconcile economic  
growth for job creation with protecting and restoring 
ecosystems

• Using technology to expand provision and boost overall 
performance

• Improving speed and quality of job matching 

• Keeping people with different needs and backgrounds em-
ployable in the future

• Working with enterprises to upskill and reskill in sectors 
driving job creation 

• Investing in labour market intelligence and evidence-based 
decision- making

• Partnering to scale up capacities and deliver support to 
groups most at risk of unemployment and discouragement

• Fostering innovation and resilience to manage change

Source: Authors based on ILO, 2021. Work in the time of COVID. Report of the Director-General.

Now more than ever, modern public employment services 
require updated capabilities, if they are to deliver respon-
sive services in unprecedented changing labour market 
circumstances. Even before the COVID-19 jobs crisis, PES 
worldwide had been operating in extremely difficult labour 
market conditions, with challenges that included jobless 
growth, intensified migration, persistently high levels of 
precarious employment and non-standard forms of em-
ployment, changes in occupational and recruitment prac-
tices, and cautious government spending, requiring solid 
demonstration of results. Empowered citizens expect a 
strong commitment to quality services, as well as accessi-
bility, adaptability and proximity to local needs. 

Responding to the relentless rise in demand for quality ser-
vices and accountability requires PES developing specific 
capacities for constant adjustment and modernization, in 
order to overcome operational gaps, rigidity and legacy 
systems. The ILO is calling for a human-centred approach 
to delivering the future of work and PES have a central role 
to play in delivering this vision. However, they must evolve 
to meet the emerging trends and adapt their services to 
an increasingly digital world of work.

Change is inevitable; it is vital for PES and is part of modern 
labour markets. Linear and rigid processes in service pro-
vision reveal their limitations in a context of intensified 
interconnectivity and rapidly changing conditions, af-
fecting people’s aspirations for better jobs and a better 
life. However, building capacity for adaptation demands a 

continuous effort to optimize PES functioning in a compre-
hensive manner, overcoming siloed interventions, bureau-
cratic paralysis and short-sightedness. There is renewed 
interest in diagnostic tools that can assist in identifying the 
drivers of and barriers to improved overall performance 
in an organization by closing operational gaps, making 
investments for the future and managing more frequent 
and unexpected change.

Diagnostics – a tool for action
Innovation and resilience are essential if PES are to 
manage more frequent and unexpected changes in the 
labour market. Removing the barriers to better perfor-
mance can involve different methods, including supervi-
sion and audits commonly used to verify compliance with 
norms and adherence to established standards; pilots for 
testing the implementation of new priorities for action; in-
vestigations to grasp the principles of service or business 
model processes and working methods; and evaluations 
to measure outcomes and attribute causality. Table 1 com-
pares diagnostics with other methods for problem-solving 
and improvement. 

Of all these methods, diagnostics offer a comparative ad-
vantage to PES in identifying existing gaps in strategies, 
policies, resources and capabilities, and in the design of 
options and recommendations to implement a successful 
process of change and improvement.
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Table 1. Approaches and methods for quality improvement

Approaches  
and methods

Purpose Framework  
or normative standard

Outcome 

Supervision Verify compliance of 
process with norms

Laws, regulations, rules, 
conventions

Steers the functioning of a system and optimizes 
client outcomes through the development of core 
competencies 

Audit Bring practice/services in 
line with set standards

Benchmarks, standards Recommendations promoting adherence to stan-
dards and risk reduction

Pilot Monitor achievement of 
priorities for action

Strategy, action plan Introduction of necessary adjustments at the appro-
priate time

Investigation Inform best practice or 
standard setting

Benchmarks, standards, 
premises

Evolved processes and working methods

Evaluation Measure outcomes and 
attribute causality

Measures/benchmarks de-
veloped on the basis of set 
targets and objectives

Measurements of implementation or effectiveness 
levels

Diagnostic Gain insight into how to 
optimize a system

Standards, performance 
targets and set goals

Actionable strategies for closing gaps identified in 
the strategies, policies, resources and capabilities 

Opportunities identified for improvement and man-
aging change

Source: Authors based on Martin, N., et al. 2017; Janićijević. 2010. 

In the face of incomplete information, diagnostics become 
instrumental in reducing uncertainty and setting in motion 
problem-solving, learning, and continuous improvement 
strategies. Conducting diagnoses becomes relevant for 
PES organizational change and improvement because it 
provides a framework for understanding and measuring 
weakness and external constraints that affect service pro-
vision and responsiveness. A diagnostic also looks at the 
external environment surrounding PES, in order to map 
the dynamics with partners and stakeholders. 

Diagnostics are action tools insofar as they inform 
change and provide evidence-based analysis to close 
gaps in service provision, overcome challenges and 
seize opportunities for improvement. Managers and 
practitioners who conduct PES diagnostics become 
empowered to drive improvement and create agile ways 
of navigating change. Diagnosing institutional capabilities 
allows managers and practitioners to identify where to 
invest efforts, redirect resources and seize opportunities 
in local ecosystems. 

Why do PES need a diagnostic? 
Change is part of PES organizational development, and 
the approach and methods for planning, steering and 
executing that process is fundamental to its success. 
Public employment services need a comprehensive 
understanding of their institutional functioning before 
engaging in action for improvement and adaptation. 
Running a diagnostic is an essential first step in every 
initiative aimed at bringing about institutional change and 
organizational improvement (Baba et al., 2009). 

The ILO PES scan is a tool and method designed to map 
out the functioning of an employment service and help de-
cision-makers to build a roadmap that can galvanize the 
PES into achieving its full potential. 

This assessment method plays a critical role in establishing 
causes and effects to develop and maintain effective organ-
izations. It moves PES away from traditional linear-static 
procedures and command-control style planning, in favour 
of a more dynamic, whole systems approach, through con-
stant adjustment, improved stakeholder awareness, re-
source mobilization and organizational learning (figure 2). 
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Source: www.freepik.com.

The ILO’s PES scan offers a forward-looking framework for 
reviewing the capacities of PES and determining where im-
provement is needed. This framework enables an examina-
tion of the main functions, processes and components that 
keep a PES system running. All the components that influ-
ence PES performance are represented in a cluster-based 
framework that mirrors a generic employment service 
system, as defined by relevant international labour stand-
ards. With the aid of cluster-based surveys and interviews, 
the scan generates evidence to support the planning and 
managing of a responsive PES system. 

1  See Part II. Components of a generic PES.

For the purpose of this guide, a PES diagnostic un-
folds as follows: 

• A diagnostic is understood as a method to examine 
how a given PES works at all levels, from the strategic 
dimension  ̶such as policy guidelines, goals, priorities 
and resource allocation – to the processes and people 
that keep it running. These include staff, profiling pro-
tocols and other activities for labour market integration, 
data processing, monitoring and performance.1

• The fact-finding analysis consists of breaking down 
a PES system into its different components with the 
purpose of finding gaps in the organization ś perfor-
mance (zoom in) and visualizing how all the parts work 
together (zoom out), to identify where improvement is 
needed.

• The PES diagnostic tool and method delivers an 
action plan that guides action and interventions for 
closing gaps identified in capabilities, resources and ser-
vice provision concerning the overall mission of the PES. 

Figure 2. PES scan tool: assess capacity and take action for improvement

PES SCAN
A DIAGNOSTIC tool and method to manage  
change and plan for needed improvement

CLOSE  
GAPS

ORGANIZATIONAL 
LEARNING

RESOURCE  
MOBILIZATION

SEIZE  
OPPORTUNITIES
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1.2  International labour 
standards: PES functions

International labour standards  
on employment services

Since the creation of the ILO, the role of employment 
services has been recognized and promoted to increase 
labour market participation, bridge mismatches and 
reduce labour market failures, and facilitate job and career 
transitions. PES have become an important entry point to 
support for people looking for jobs, as well as for those 
interested in a career change, or wishing to run their own 
business or start an apprenticeship. The intermediation 
services provided by publicly funded employment services 
also benefit employers, by saving time and reducing costs 
when prospecting for talent.

The role of employment services was fully articulated in-
ternationally with the adoption of the Employment Service 
Convention, 1948 (No. 88) and the Private Employment 
Agencies Convention, 1997 (No. 181). The former dictates 
that public authorities should bear the responsibility for 
setting up and organizing public employment service de-
livery, while the latter emphasizes the important role of 
private actors as providers of job matching and other re-
cruitment services, to meet employer requirements. The 
Employment Policy Convention 1964 (No. 122) further pro-
motes the adoption and implementation of active labour 
market policies and allocates a role for PES in supporting 
workers who are available for and seeking work (box 1). 

Box 1. International labour standards governing the 
provision of employment services

 - Employment Service Convention, 1948 (No. 88) reflects 
the responsibility of PES to ensure the effective referral of 
suitable workers to fill available jobs as an integral part of 
the employment policy framework. This instrument pro-
vides the basis for the organization of a PES system and its 
functioning, in cooperation, where necessary, with social 
partners and appropriate public and private bodies. 

 - Employment Policy Convention, 1964 (No. 122) establishes 
that PES are part of a larger system pursuing the overar-
ching policy objective of promoting full employment and 
ensuring work opportunities for all who are available for 
and seeking work. 

 - Private Employment Agencies Convention, 1997 (No. 181) 
recognizes the contribution of private and non-profit pro-
viders to the job market and underscores the importance 
of cooperation in maximizing the use of resources, pre-
scribing strict due diligence on the part of private employ-
ment agencies to ensure the respect of labour and human 
rights in their operations, and in those of their clients.

Source: Authors, based on Conventions No. 88, 181 and 122.

Why are the international labour standards 
relevant for PES diagnostics?

Together, Conventions No. 88, 181 and 122 provide the 
international labour standards to guide PES in ensuring 
that employment policies and active labour market pro-
grammes delivered to jobseekers and employers are im-
plemented in a manner consistent with and conducive to 
decent work, and in full compliance with human rights, 
fundamental freedoms, equality of opportunity and treat-
ment in employment. The international labour standards 
also mandate employment services to deliver services that 
are free of cost and to set benchmark non-discriminatory 
practices in job matching and hiring. 

These global norms also underpin the fundamental ele-
ments that must be in place to organize and operate a 
functional PES: (i) the foundations anchored in the govern-
ance and steering capacity, (ii) the core functions to deliver 
their mandate, (iii) collaboration with other providers and 
stakeholders to ensure delivery, and (iv) the support pro-
cess, people and structures for the planning and organiza-
tion of resources (figure 3). 

Figure 3. Global norms underpinning the 
organization and functioning of PES

Source: Authors. 

While the international labour standards on employment 
services offer a general framework for the organization and 
functioning of employment services, the articulation of these 
elements is directly dependent on country-specific condi-
tions, national law, culture and employment policies. Acting 
as benchmarks, the relevant international labour standards 
provide a prescription for the mandate, organizational ar-
rangement and basic streams of services for the functioning 
and configuration of a generic PES (figure 4). These stand-
ards are meant to adjust to each national context, but in 
general to act as references of expected adherence and 
functioning, against which each PES system should be meas-
ured, thereby serving as a blueprint of sound practice. 

Collaboration  
with relevant stakeholders 

and other providers

Governance
architecture 

policy, mandate and 
organization

Core functions  
for service delivery and 

implementing labour market 
programmes

Support processes  
for planning and managing 

a responsive system
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Figure 4. Global norms on employment services mandate, organization and functioning

Source: Authors based on Conventions No. 88, 181 and 122.

The international labour standards on employment 
services offer a general framework with which to 
benchmark the organization and functioning of a 
PES system, thereby serving as a blueprint of sound 
practice. 

GOVERNANCE CORE FUNCTIONS MOBILIZATION  
OF OTHER PLAYERS

Policy, mandate & organization Service delivery and labour  
market programmes

Collaboration and partnerships

 - Public authority is mandated to 
operate a free public employment 
service, which is organized as a system 
of employment offices with national 
coverage

 - Ensure delivery of core services: 

a. Providing job-search support

b. Registering vacancies and  
jobseekers

c. Matching workers to available jobs

d. Facilitating access to vocational 
guidance, skills training or 
retraining

e. Promoting occupational and  
geographical mobility of workers

f. Collecting and disseminating 
labour market information

g. Administering unemployment 
benefits

 - Adapt delivery to the needs of target 
populations

 - Secure effective cooperation between 
public employment services, private 
employment agencies and other public 
bodies in the delivery of services

Convention No. 88: Arts. 1, 2, 3, 5 

 - Essential duty: ensure the best pos-
sible organization of the employment 
market and promote full employment 
through effective recruitment and 
placement

Convention No. 88: Arts. 1,  
Convention No. 122 Art. 1

Convention No. 88: Arts. 6, 7, 8 Conventions No. 88: Arts. 1, 11  
and No. 181: Arts. 1, 13

SUPPORT PROCESSES

Qualified staff Accountability Social dialogue

Professionalized staff should support ope-
ration and delivery of employment services

Accountability for the use of public funds 
and transparency in management

Ensure involvement of the social partners 
in the design of policies &  measures to 
optimize employment services

Convention No. 88: Art. 9 Convention No. 181: Art. 13 Convention No. 88: Arts. 10,  
Convention No. 122: Art. 4
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1.3  A systems approach to diagnostics

Why is it important to look at PES as systems?

The modern labour market has become increasingly dynamic. 
Public employment services are part of a larger ecosystem 
of resources and stakeholders that tend to intersect at local, 
national and regional levels. Understanding the particular 
context in which an employment office network operates is 
fundamental to institutional improvement and adaptation 
to evolving circumstances. PES organizations can be best 
understood in the context of their relationships with other 
systems, such as the economic and government systems in 
which they are embedded, rather than in isolation. 

In the past decade, many PES have progressively strength-
ened their links with diverse actors, including government 
agencies involved in employment promotion, as well as 

partnering with the private sector, non-profit-making 
bodies and non-governmental organizations (NGOs) on 
interventions for job creation, skills development and 
labour market participation (figure 5). The circumstances 
surrounding PES and the actors involved in them can vary 
considerably, even within the same country. Features that 
may be fluid include laws and institutional frameworks, 
budgetary allocations from the public purse, stakeholders 
and other employability service providers, types of busi-
ness and labour force demographics. These factors and 
actors bring different resources and their activity is af-
fected by the actions of others, including public employ-
ment services themselves. 

Figure 5. Increasing interconnectivity of PES systems

Source: Authors.
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What would a systems analysis  
do differently?

The PES diagnostic framework incorporates a systemic ap-
proach to identifying opportunities for engaging relevant 
actors and stakeholders in the delivery of employment ser-
vices that are based on locally available resources. Such 
analysis is an effective way of mobilizing resources, based 
on a clear understanding of who is or can be part of the 
PES delivery strategy, and why.2 

The combination of systems thinking and a diagnostic 
framework results in a more realistic understanding of PES 
and their operations at ground level. Bringing about change 
for improvement in the organization of public employment 
services requires going beyond the visible pain points and 
understanding the real, underlying causes of a problem, so 
as to design appropriate, tailored solutions. Within systems, 
interconnections are complex and non-linear; past events 
and decisions have shaped the system and need to be 
carefully considered when driving change. If not crafted 
with caution, certain decisions for change might also result 
in unexpected or counter-intuitive outcomes.

A systems approach to diagnostics improves PES ca-
pacity to drive change in a more sustainable and adaptive 
manner in the following ways: 

 X Looking at the big picture to understand the 
various factors influencing PES operations is crucial 
to deciding where change must be made, and how 
to effect it. The central purpose of this approach is 
to help decision-makers and public policy-makers 
to address the root causes of problems in the short, 
medium and long term.

 X Maximizing local strengths has become an 
imperative to remove barriers to labour market 
access. Such an approach requires that PES have the 
ability to align and coordinate their operations with 
other government initiatives, specialist providers and 
stakeholders in the ecosystem. 

 X Building ownership is key to mobilizing local stake-
holders and exploring what could work in a PES-
specific environment. An open and fluid dialogue 
within the PES at all levels, as well as with its social 
partners and other stakeholders, enables solutions to 
be developed around the incentives and capacities of 
local actors, in order to drive change. 

2 See Annex 1, Potential PES partners. 

 X An incremental approach, that is making progress 
through trial and error, can prove best suited to im-
proving the performance of a PES, and its capacity to 
manage more frequent change and uncertainty. 

A systemic approach helps to understand the 
ecosystem in which public employment services 
operate, as well as to identify opportunities and 
barriers to improved delivery and use of locally 
available capacities and resources.

1.4  Service readiness  
and responsiveness

Diagnostics are action tools and methods designed to 
gauge the capacity of PES systems to ensure access to 
quality employment services that are responsive to clients’ 
needs and expectations. From a systems perspective, 
the diagnostic looks at the dimensions of readiness and 
responsiveness to fulfil a public employment service’s 
mandate. These two dimensions are closely interrelated, 
so as to support capabilities for: 

 X Achieving key objectives.

 X Planning and managing the PES system, including 
human resources (HR), core services, infrastructure 
and equipment.

 X Scaling up/down responses to changing labour 
market circumstances, including economic downturns, 
natural hazards and health emergencies. 

 X Collaborating and partnering with other players. 

 X Demonstrating accountability and results.

The readiness dimension seeks to diagnose how prepared 
and equipped the PES is, in terms of adequacy of resource 
endowment and efficiency of resource consumption; 
the responsiveness element measures proximity to 
and awareness of changing conditions in the local PES 
ecosystem. 



18Public employment services diagnostic tool and guide 
Introduction to the PES scan

1
Part Annexes

4

PES scan tool

2

Components of 
a generic PES 

3

Running a PES 
diagnostic

AboutHome How to 
navigateMain menu

 X Readiness can be thought of as gauging if the internal 
machinery of the PES is well equipped and functional. 
Readiness is said to exist when the infrastructure and 
inputs required to make services available and opera-
tions viable are in place, including: 

 - mandate, policies, organization and territorial 
deployment

 - rules and processes 

 - appropriate budgetary allocations

 - professional staff and stability of tenure 

 - internal communication and information 
management

 - coordination mechanisms

 - equipment and information technologies

 - functional office space 

 - all other infrastructure required to support 
service provision

 X Responsiveness embodies the capacity of a PES to 
sense and react in a timely manner to clients’ needs 
with regard to demographic or economic trends, 
among others. Essential features of responsiveness, 
adaptability and resilience reflect the capacity of a 
PES to better fulfil its mission of helping jobseekers 
and employers in adjusting to changing labour market 
conditions. Responsiveness also refers to what extent 
PES clients – jobseekers and employers – and their 
partners perceive services to be effective, accessible 
and of good quality. Responsiveness encompasses: 

 - clients’ perception and experience of service 
delivery 

 - clientś  co-creation of services through behaviours, 
feedback and task performance 

 - resilience and adaptability

Readiness is a prerequisite of quality services, but is seldom 
sufficient on its own to guarantee quality delivery. A con-
tinuous feedback loop linking both dimensions prompts 
action for improvement, as shown in figure 6. Causality be-
tween these two dimensions is an ongoing process, rather 
than a one-time event; they are each interdependent, and 
should be addressed simultaneously. 

Figure 6. PES key dimensions of capacity: readiness 
and responsiveness

Source: Authors.

Readiness and responsiveness are two interrelated 
dimensions, which influence the capacity of PES 
systems to ensure access to and availability of 
quality employment services that correspond to 
clients’ needs and expectations.

READINESS  
How services  

are organized and 
delivered

RESPONSIVENESS 
How clients perceive 
quality and accessibility  
to those services

Feedback loop
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2
Summary 

Objectives: 
 X introduce the cluster-based framework, which provides the basis to understanding how specific components of 

a given PES work, and how they interact as a whole system; 

 X explain the functions and processes associated with each of the five clusters that make up a PES system.

 Components of a generic PES  

2.1 A clustered framework 
Building on the notion of open systems, this diagnostic 
guide adopts a clustered framework that groups 
together the key components of a generic PES. Since the 
organic configuration and resources available to public 
employment services vary across countries, the clusters 
are in accordance with the ILS benchmarks on employment 
services. This section introduces a proposed framework to 
allow users of the guide to become familiar with the generic 
model before they assess their own PES capacities and 
circumstances. 

The aim of the clusters analysis is to decompose a PES in its 
various parts and determine where improvement is needed. 
In addition, this method reveals the interconnections 
between the parts of the PES institutional machinery that 
work together to enable the public employment service 
to deliver on its mandate, including in collaboration with 
other players present in the ecosystem. The key elements 
of a generic PES are best understood if analysed across five 
clusters, as described below. Each of the clusters represents 
what a generic PES ‘does’, independently of its specific 
structure and size.

This section introduces the five-cluster framework, which outlines the mission, organization and functions of a PES 
generic model. The functions and processes associated with each of the clusters are also explained. 

Summary
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Cluster 1 
Governance  
and strategy 
Provides organization-wide 
vision and strategy based on 
policy objectives, application 
of rules and transparent use of 
resources required to deliver on 
its mandate, while responding 
to accountability and steward-
ship responsibilities.

Cluster 4 
Partnerships 

Explores opportunities and al-
ternative models of collabora-
tion with other providers and 
stakeholders to ensure or com-
plement the offer of services.

Cluster 3
Labour market 
services3 
Encompasses internal pro-
cesses to ensure that services 
are designed to develop and 
match the skills of workers with 
the skills needed by employers, 
keep people connected to the 
labour market and manage 
labour market transitions.

Cluster 5 
Performance 
management 
Measures if performance meets 
service standards and PES ca-
pacity to improve the quality 
and suitability of its services. 
Demonstrates achievement of 
policy goals by using public re-
sources efficiently and effectively.

Cluster 2 
Organization and 
management 
Refers to how the PES plans, 
uses and organizes different 
resources to accomplish goals. 
Measures effective management 
of its relationships with key 
stakeholders and customers.

The PES 
clustered 
framework

3Source: Authors.

3 Labour market services comprise all kinds of services offered to jobseekers and employers, including assistance in job searching, 
recruitment and placement in employment, in addition to a suite of active labour market programmes that help clients to navigate 
transitions and changes in the labour market. These often include: assistance to get back to work or maintain attachment to the labour 
market, help in becoming self-employed or engaged in entrepreneurship, support in upskilling and reskilling, and workforce relocation 
services. Labour market services may also comprise unemployment benefits and income replacement due to unemployment. All these 
services can be provided directly by the PES, or through partner providers under commercial agreements or on a collaborative basis. 
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The cluster framework is expressed in terms of the public 
employment service’s capabilities, functions and processes. 
It sets out the mandate of the PES, as per the relevant 
benchmark established by the ILS, regardless of coun-
try-specific circumstances. 

Table 2 provides an overview of the five clusters with 
their generic components (zoom-out view), which are 

4 See section 2.2 Unpacking the PES key components, which elaborates further on the components that make up each of the clusters. 

then broken down into specific functions and processes 
(zoom-in view). In this context, PES processes are under-
stood as a set of activities and tasks that, once completed, 
will accomplish an organizational goal.4 The clusters and 
sub-clusters grouping is designed to enable easy identifi-
cation of the public employment service’s capabilities.

Table 2. Reference PES capabilities framework

Clusters Sub-clusters 
Zoom-out (view)

Functions/processes 
Zoom-in (view)

Governance  
and strategy

Policy and strategy

• Mandate and legal framework

• Policy and strategy

• Steering capability and coordination

• Accountability and transparency

• Service standards stewardship

Organization  
and management

Organization  
and management

• Organizational structure

• Decision-making mechanisms

• Management capacities

• Leadership to engage social partner stakeholders

• Crisis response, risk management and resiliency

• PES office network 

• PES institutional identity 

Resources

• Funding mechanisms 

• Staffing structures and policies 

• Information and management systems

• Equipment, infrastructure and facilities

Communication
• Internal 

• External
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Labour market  
services

Services for jobseekers

Mainstream support
• Registration of jobseekers
• Service eligibility rules
• Job-search support and matching
• Segmentation and/or profiling 
• Counselling services 
• Information on the labour market

Specific service areas and target groups
• Career guidance 
• Workforce relocation and geographical mobility
• Active labour market programmes 

Services for employers

Mainstream support
• Registration of vacancies
• Needs assessment
• Pre-screening and job matching
• Information on the labour market 

Specific service areas 
• Dedicated services to solve skill shortages, mismatches
• Active labour market policies 

Service delivery channels
• In-person support 
• Multi-channel approaches
• Digital services 

Partnerships 

Mobilization  
and engagement  
of other players

Identification of partners and stakeholders
• Definition of a clear and shared objective
• Strategic fit and expectations 
• Coordination and communication
• Legal aspects 
• Governance for monitoring progress and results 
• Risk management and challenges 
• Spot opportunities to create partnerships

Commercial service 
agreements

• Partnership management 
• Performance measurement and evaluation 
• Client experience
• Regulation of providers 
• Legal aspects
• Risk management
• Collaboration between providers

Performance  
management

Measuring results and 
reporting on public utility

Performance metrics
• Key performance indicators
• Client satisfaction
• Quality standards 
• Evaluations and auditing

Source: Authors.
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Using the clusters as a framework to conduct a diagnostic 
helps to recognize the rationale, gaps or opportunities 
behind reported practice in a given PES. Running a 
diagnostic this way provides evidence to guide decision-
making concerning the redesign of processes, reallocation 
of resources and the identification of opportunities to 
optimize delivery and overall performance that will help 
to achieve the PES’s organizational and policy objectives. 
Depending on the public employment service’s specific 
characteristics, some particular clusters may be more 
relevant than others. 

A clustered framework groups the key components of 
a generic PES, guided by an international benchmark 
based on international labour standards. This 
approach helps to reveal the system’s weaknesses 
and identify opportunities for optimization.

2.2  Unpacking the PES  
key components

For the purpose of diagnosis, the key components of a 
PES system are organized in a clustered framework. Each 
of these can be explored using a scan survey,5 to collect 
information on the readiness and responsiveness of the 
organization. This investigation method prioritizes the use 
of evidence-based analysis and creative problem-solving 
by instilling a different mindset regarding the challenges 
of improving PES performance, and the opportunities for 
doing so. The information collected through the surveys 
enables an analysis to be made from both a strategic and 
managerial perspective, as well as operational insights 
to assess the public employment service’s capacity more 
effectively. 

When unpacking each of the five clusters, there are three 
key considerations:

 X ‘Why’ a cluster is relevant to a PES functioning?

 X ‘What’ are the areas of focus in a given cluster?

5 See part IV. PES scan tool for detailed information on the scan survey and the ready-made assertions.
6 Given the wide variations in national law concerning employment policy, PES and private providers of employment services, this 
guide refers only to ILS, whose provisions are applied by means of laws or regulations, or by any other means consistent with national 
practice. 

 X ‘Which’ are the relevant international standards and 
principles (e.g. fairness, equity) and the rule of law6 to 
keep in mind? 

The clusters are grounded in international labour 
standards and a wide range of factors shape a public 
employment service’s environment, as well as today’s 
common and locally-specific labour market challenges, 
which include: 

 X At global level, some of the most pressing common 
challenges for public employment services range 
from cushioning temporary income losses after spells 
of unemployment, to speeding up return to work and 
preventing inactivity, to adapting skills for facilitating 
workforce relocation and more frequent job or career 
transitions (ILO, 2020).

 X In advanced economies, PES can face high unem-
ployment levels and the risks associated with in-
creased inactivity and precarious employment, as well 
as problems concerning labour force participation of 
youth, the long-term unemployed, and the elderly 
(ILO, 2020).

 X In countries with high levels of informal employ-
ment, PES may have to deal with the lower priority 
given to their services compared with other areas of 
public policy, coupled with limited resources and staff 
retention. In such settings, decent work deficits and 
skills mismatches make it important to ensure more 
strategic coordination with other labour market poli-
cies that favour integrated support (Davern, 2020).

The labour market challenges described are likely to 
be asymmetric within and across countries, and the 
composition of local economies strongly influences the 
organizational configuration and functioning of a PES. In 
this regard, the clusters are not exhaustive. Instead, they 
are intended to be a reference framework for a guided 
analysis to pinpoint PES management and PES staff 
performance levels in key areas, as depicted in table 3. 
Where PES do not exist, or are nascent institutions, the 
clustered framework can provide a reference for their 
configuration.
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Table 3. Criteria for unpacking the five PES clusters

Cluster Why
it is important

What
to scan for

Which
ILS, principles 

Governance  
and strategy 

Provides a single shared, orga-
nization-wide vision based on a 
clear mandate, strategic capacity, 
and transparent application of 
resources and rules to deliver on 
its mandate.

Clarity and transparency about 
decision-making in alignment 
with rules, organizational design, 
effective stewardship and ac-
countability.

C122, C088, C181

Organization  
and management 

Gives insights on how the PES 
uses and organizes different 
resources to support policy 
outcomes.

Coherence between organiza-
tional structures and resource 
adequacy to accomplish set goals. 

C088

Labour market services Gauges PES capacity to make 
services readily available and 
responsive to diverse client 
segments. 

PES ability to provide mainstream 
services for jobseekers and em-
ployers, set up specialized chan-
nels for delivery and targeted 
support to ease labour market 
transitions.

C088

Partnerships Cooperation and work in partner-
ships offer an avenue to expand 
coverage and deliver services, 
while achieving savings and 
efficiencies to improve respon-
siveness. 

Scope and type of partnerships, 
ability to engage and mobilize 
stakeholders. 

C088, C181

Performance  
management

Informs whether results meet 
clients’ needs, while making the 
best use of resources. 

Existence of operational metrics 
(key performance indicators – 
KPIs) that are clear, easy to com-
municate, actionable and lead to 
continuous improvement.

C088, C181

 
* Provisions of ILS are applied by means of laws or regulations, or by any other means consistent with national practice.

Source: Authors.
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Cluster 1:  
Governance and strategy 

Why diagnosis is important 

Successful PES organizations start with good governance, 
given its strong correlation with performance. 
Good governance defines systems that are capable, 
responsive, inclusive and accountable (UNDP, 2020). 
The COVID-19 crisis has reinforced the need to enhance 
PES governance for continuous adaptation and change. 
Governance refers to the integration of organizational 
performance, effective leadership and vision, alongside 
an efficient use of resources for accountability purposes, 
transparency, fairness and equity of opportunity in the 
labour market. 

The concept of governance – and people’s understanding 
of it – is rapidly evolving in the light of globalization, 
technological progress and the information revolution, 
as well as demographical shifts and climate change. 
Workers, jobseekers and enterprises increasingly expect 
the delivery of quality and responsive services; they also 
demand more transparency on how decision-making 
affecting each and every person in the labour market is 
conducted, together with robust accountability for the 
stewardship of public funds. 

Public employment services need more effective 
interventions and better outcomes for every person 
looking to actively participate in the labour market. 
Good governance can improve overall performance 
capacity to ensure that policy outcomes are achieved 
through effective:

 X organizational leadership, providing direction, clarity 
and coordination across the PES system;

 X decision-making structures, steering organizational 
mechanisms and use of resources to ensure service 
readiness and responsiveness to clients’ needs; 

 X engagement of social partners and other stakeholders 
in the oversight of strategy and major decisions; 

 X accountability mechanisms and service standards 
stewardship.

What to scan for

Public employment services worldwide operate under a va-
riety of institutional arrangements and legal frameworks 

– they do not have standard organizational structures, 
shapes or sizes. When exploring the governance cluster, 
this diversity should be kept in mind, as well as the dif-
ferent models of governance that apply in different coun-
tries and the different tiers of government. Each PES has 
unique features that require special attention and impose 
different sets of responsibilities and accountability.

PES-governance diagnostics should not therefore be 
framed narrowly, only comprising formal organizational 
arrangements and decision-making structures in 
compliance with statutory mandates. The reality of 
local service operations may differ from guidelines and 
expectations defined by central office authorities. In 
this cluster, governance should be viewed as providing 
one shared, organization-wide vision and management, 
based on policy objectives and rules, service standards, 
financial provisions and other resources required for the 
PES to discharge its specific functions and deliver on its 
mandate (Institute on Governance, 2021). Governance 
also encompasses all arrangements put in place to ensure 
that the intended outcomes are defined and achieved with 
support from social partners and other stakeholders. 

PES governance entails the management of the entire 
employment service value creation and delivery chain, 
including actors, processes and the organizational oper-
ations that make communications between headquarters 
and regional or local offices possible, as well as consul-
tation with and mobilization of social partners and other 
stakeholders, and the stewardship of service standards 
across the network of offices and interactions with third 
party providers.

For the purposes of this guide, PES-specific governance 
rests on the following dimensions: 

 X Mandate and legal framework

 X Policy and strategy 

 X Steering capability and coordination 

 X Accountability and transparency

 X Service standards stewardship
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Governance and strategy 

 X A clear legal mandate to ensure provision of free em-
ployment services in adherence to the requirements 
of the specific legal and administrative context and rel-
evant government policies. Those foundations estab-
lish the boundaries of the PES mission and its scope of 
intervention. PES operators and staff must be capable 
of clearly identifying the sources of authority for pri-
ority setting and scope of actions that are permitted 
under the legal mandate and PES strategy. 

 X Policy and strategy to translate overarching policy ob-
jectives – Overarching employment policy objectives 
and commitments, unfolding from national, regional 
or local government are translated into priorities, and 
articulated into activities and interventions to achieve 
intended PES-specific outcomes. This is particularly 
important for services connecting jobseekers with 
employers to facilitate participation in the labour 
market, as well as job and career transitions. 

 X A clear strategy – This is critical to provide direction, 
clarity and coordination for the execution of interven-
tions necessary to achieve planned policy outcomes. 
The strategy needs to be supported by monitoring 
processes and funding mechanisms for the execu-
tion of laws and rules, roles and operations, enabling 
the delivery of employment services and the overall 
labour market outcomes resulting from them. This 
strategic orientation should consider economic and 
other relevant factors (e.g. workforce composition, 
skills available in the job market, employment creation 
policies and investment) to address specific labour 
market challenges.

 X Steering capability and coordination with other policy 
initiatives – Governance processes involve interde-
pendencies and mutually reinforcing interactions 
with other public sector entities and stakeholders in 
the administration of government’s labour market 
policies and interventions. Steering capability and co-
ordination mechanisms should also arrange the rela-
tionship with relevant stakeholders and, in particular, 
social partners, to ensure that there are synergies and 
complementarities between employment and social 
programme design and implementation. 

 X Service standards stewardship – These are the funda-
mental labour and service standards for PES operation 
and delivery, such as free-of-charge service, equal 
treatment and inclusion, and the protection of per-
sonal data. Governance also concerns strict compli-
ance with all relevant laws and regulations governing 

the functioning of the labour market. The PES should 
demonstrate transparency and ethics through active 
stewardship of those values, including in its interac-
tions and collaboration with third parties. 

 X Accountability and transparency – Transparency in the 
use of resources and accountability with respect to 
the results achieved by PES are subject to the cus-
tomary methods and procedures for budgetary and 
administrative controls that exist in each country. 
Accountability and transparency are also contingent 
on the type of governance structure of the PES, so 
that generally the degree of decentralization or au-
tonomy will determine the extent, detail and depth of 
reporting requirements and the extent to which ac-
countability is exercised, in a direct or indirect manner. 
PES duties with regard to accountability and trans-
parency are also inextricably related to governance 
mechanisms, and as such, take place in the context of 
PES board or management meetings that can incor-
porate constituents and stakeholders – for example, 
industry and workers’ associations, as well as other 
private and non-government partners. 

Cluster 2:  
Organization and management

Why diagnosis is important 

To ensure that public employment services maintain re-
sponsiveness to jobseekers and employers, they need to 
reflect on the way that their organizations function and 
adapt to change in their environment. The overall perfor-
mance and policy outcomes of a PES depend on well-or-
ganized structures, aligned processes, strict accountability, 
skilled staff and effective leadership. 

The efficient and effective execution of its mission is what 
makes a PES relevant to its clients, whether these are 
looking for jobs or talent, trying to run their own business, 
or making decisions on career pathways. PES leaders face 
the challenge of aligning performance and missions with 
the available resources in local labour markets, in order to 
address specific mismatches and bottlenecks, and to seize 
opportunities for improvement. Achieving these objectives 
involves setting priorities and investing limited resources in 
specific initiatives that have an impact on policy outcomes 
and strategic goals. Unexpected events, ranging from 
economic crises to environmental or health hazards, have 
become serious challenges associated with management.
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Nimble organizational structures and management with 
the ability to renew PES operations are fundamental 
to navigate change and prepare for future challenges. 
Investing in training and involving staff can help PES or-
ganizations to become more open to change. Fostering a 
continuous learning environment and innovation are also 
important factors for the organizational transformation of 
PES. Adopting a comprehensive approach to improvement 
often requires the involvement of social partners and rel-
evant stakeholders, in order to make change happen and 
find new ways of accomplishing set goals. 

In the post-COVID19 world of work, PES need to recognize 
that continuous improvement is possible. Using tools such 
as diagnostics and roadmaps can help to make informed 
decisions to overcome gaps and implement change for 
improvement more effectively. 

What to scan for

Organization and management refers to how the PES 
plans, uses and organizes different resources to accom-
plish goals, including effective relationships and social 
dialogue with key stakeholders, partners and customers. 
The resources that PES need to deliver on policy outcomes 
can be broken down into various types, such as: (1) or-
ganization and management, (2) resource allocation and 
alignment with set goals, and (3) the communication and 
coordination mechanisms that keep a PES system inter-
connected internally, and with its external environment.

More specifically, when reviewing the organization and 
management capabilities of a PES, it is important to 
assess whether these foster good overall performance, 
or if current organizational design and practices 
hinder the delivery of meaningful support to clients. 
The proper alignment and configuration of a PES 
organizational structure and management system 
determines its rigidity or flexibility, the extent and detail of 
specialization and division of labour, lateral cooperation or 
compartmentalization, centralization, or decentralization 
of decisions. In addition, it is important to consider if 
mechanisms for decision-making capabilities are adequate 
to steer the organization in a coherent and consistent 
manner according to the PES strategy, so that resources 
are used productively and efficiently, internal procedures 
and service standards are upheld, and overall PES activities 
are kept within its planned objectives and goals.

Organization 

 X Organizational structure – This relates to how the PES 
arranges its structures, from decision-making to 
field operations, including engagement with social 

partners and stakeholders. The overall organizational 
structure and service delivery arrangements of PES 
vary across countries. In some cases, the PES is part 
of a government ministry, often the one in charge of 
employment/labour or the economic agenda. The PES 
may also be a separate legal entity (agency), operating 
as an autonomous public body overseen by the line 
ministry. In some other cases, the PES is the result of 
hybrid structures. However, the overall descriptions of 
delivery functions should be understood in the context 
of employment services provided by the state authori-
ties, irrespective of internal bureaucratic structures.

 X Decision-making mechanisms – These should be set 
up to facilitate evidence-based advice to national, re-
gional or local decision-makers. In some countries, the 
advisory and decision-making bodies are both within 
the government, often taking the form of inter-minis-
terial bodies. In other cases, the social partners may 
take part in the design, monitoring and evaluation of 
labour market services and programmes.

 X Management capacities – These play a critical role in 
delivering employment services and implementing 
labour market interventions in a coherent and 
consistent manner. Management capacities allow 
a PES to discharge its specific functions throughout 
the different layers of the PES governance framework, 
both vertically – through a multi-layered governance 
network of offices – and horizontally – through 
coordination mechanisms for policy design, service 
channels and partners, spanning multiple jurisdictions 
in the public, private and social spheres. 

 X Leadership to engage social partners and stakeholders – 
Strong leadership is key to ensuring that PES planned 
services and outputs are delivered and policy out-
comes achieved in an efficient, effective and inclusive 
manner. Engagement can take various forms, ranging 
from informal exchange of information to formal con-
sultation and direct involvement in the decision and 
policy-making cycle (such as design, implementation, 
assessment and impact evaluation of PES activities). 
In some PES, clients and direct beneficiaries of the 
services also take part in these processes. 

 X Crisis response, risk management and resiliency – Public 
employment services face the challenge of providing 
focused, rapid responses to unforeseen labour 
market changes, ranging from economic crises and 
natural hazards to health emergencies. When diag-
nosing for PES capabilities to build resilience, the in-
quiry should focus on the extent to which a PES has 
developed three basic dimensions for contingency 
planning and action: a) prevention and preparedness, 
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b) emergency response, and c) recovery. Evidence 
should be sought to determine if processes exist for 
the systematic identification of risk and hazards and 
the estimation of the potential impact on operations 
and on vulnerable segments of the labour market. 
The same process should be used to gauge the mit-
igation of adverse effects, such as through business 
continuity plans, early warning or detection systems, 
and the protection of critical mission roles and critical 
infrastructure from which to plan a viable response.

 X	 The	layout	of	a	PES	office	network	–	This mirrors the 
approach to deployment and coverage (density and 
distribution of access points), branding, accessibility, 
functionality and other important features of a public 
employment service’s main physical service delivery 
channel. Such national networks of employment of-
fices also include those access points managed under 
a centralized jurisdiction, and those more loosely artic-
ulated or characterized by decentralized, semi-auton-
omous administrative relationships following political 
boundaries (i.e. regional/provincial level overseeing 
local district/municipal offices). The system of em-
ployment service points can also be supported or 
delivered through third party providers and other 
partners with the capacity to respond to the needs 
of final recipients of services. Alternative temporary 
structures could prove more responsive to hierar-
chical ‘top-down’ or ‘bottom-up’ approaches, where 
the local level exercises administrative and political 
authority in ensuring continuity of service delivery. 

 X PES institutional identity – This important factor helps 
to determine what the organization stands for and 
how it is presented to clients and stakeholders. While 
in many cases the PES is part of a line ministry, it 
should not be perceived as being part of other func-
tions, such as labour inspection, vocational training 
or the social protection system. A public employment 
service’s own identity should be communicated via 
distinctive branding.

Resources
 X Clear funding arrangements – Together with appropriate 

budget control systems, these are essential to properly 
manage expenditures against set policy objectives and 
milestones. Calendar-cycle or multi-annual budgetary 
appropriations may also be specifically earmarked and 
enacted by oversight bodies and authorities, aimed at 
ensuring fulfilment of policy commitments towards  
 

7  See also Cluster 4 on partnerships.

delivery to targeted clients, such as juveniles or single 
working mothers. In some countries, a PES may fund 
and engage with other public, private and not-for-profit 
providers to carry out certain activities or provide cer-
tain services.7 PES funding may come from a combi-
nation of different sources, which may be subnational, 
national or international, including for example, devel-
opmental aid given by governments and other agen-
cies. It is crucial to understand how the mechanisms 
work and whether there are rules conditioning the use 
of funds – for example, from central authorities – on 
how local PES can allocate funds to serve some specific 
target groups.

 X	 Staffing	structures	and	policies	– Available ILS do not 
mandate specific minimum staffing ratios for PES to 
enable the delivery of planned services. Instead, they 
underline the importance of maintaining adequate 
staffing with the required skills in critical functions. 
Having skilled staff also allows a PES to respond 
successfully to changing policy demands, emerging 
risks and new challenges shaping the future of work. 
Stability for staff retention and performance is closely 
linked to satisfactory PES outcomes. Procedures ena-
bling standards for transparent recruitment, gender 
equality, performance assessment and reward mech-
anisms, training, and career development opportuni-
ties, can help the organization to be fit for purpose. 
Health and safety at the workplace is another key 
dimension of HR policies. While these can be directly 
managed by the PES or the line ministry, the key fac-
tors involve fairness and transparency in recruitment, 
promotions and separations, with clear and consistent 
procedures anchored in bona fide job-related qualifi-
cations. When room exists for flexibility in deploying 
and redeploying staff according to service needs, this 
should not be achieved at the expense of staff tenure 
and stability. Staff administration and policies should 
also consider territorial administrative regulations 
and responsibilities. 

 X Equipment, infrastructure, facilities and other resource 
endowments – To a large extent, these determine the 
bandwidth of PES capabilities, including not only fi-
nancial allocations and human resources, but also 
equipment and infrastructure, maintenance of fa-
cilities, office staples, and information and manage-
ment systems. Adequate infrastructure, equipment 
and facilities are essential to support PES operations, 
including those taking place at the front desks, back-
stage actions and support processes. Replenishment  
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and maintenance of offices should also be systemat-
ically monitored, to ensure that PES services adhere 
to minimum standards of client satisfaction in terms 
of timeliness, accessibility, cleanliness and facilities 
for the needs of special clients, such as people with 
disabilities. Any analysis of adequacy should consider 
the current and expected demand of PES services, to-
gether with national and local practices, and the stage 
of the economic cycle. 

 X Information and management systems. The use of in-
formation and communication technology (ICT) has 
proved to be extremely helpful for public employment 
services on various fronts, from supporting opera-
tions and management to making available services 
and labour market information. In addition, the use 
of ICT is playing an increasingly important role in sup-
porting back-office functions and processes, for ex-
ample to manage administrative data and monitoring 
performance. However, at governance level, there 
should be an ICT strategy to ensure appropriate over-
sight regarding security, and specifically cyber secu-
rity, whether developed in-house or outsourced.

Communication

 X Internal communication – Clear and trusted chan-
nels of communication can promote good govern-
ance in three basic ways: i) by increasing access to 
information, transparency and accountability; ii) 
by facilitating decision-making and engagement of 
social partners and other stakeholders, including 
service users and other government agencies and 
third party providers, whether public or non-govern-
mental; and iii) by enhancing the efficient delivery of 
services. Some public employment services facilitate 
internal communications through codes of conduct, 
official documents, scripted service standards and 
behavioural cues, staff magazines, intranet, meet-
ings and information boards, frequent staff con-
sultation at all levels of the organization and other 
communication and feedback channels. 

 X External means of communication – These may involve 
the use of ICT channels, social and traditional media, 
to advertise services and explain the value of the PES 
to clients (service users). Consultation mechanisms 
and targeted messages for stakeholders are other 

means for a PES to reach out to its intended audiences. 
Some PES also use manuals to develop accessible and 
plain language to ensure that its services are acces-
sible to every citizen. Depending on the different gov-
ernance structures, public employment services that 
are centralized and report directly to the central em-
ployment or labour authority may need to align with 
communication standards set in accordance with an 
overarching or general communication guideline. In 
contrast, more decentralized or semi-autonomous 
PES can have greater leeway to develop their own 
communication strategies, which may be more re-
sponsive to their specific clients. 

Relevant international standards

 X ILO Convention No. 88 provides direction regarding 
the basic governing architecture of a PES system 
with a national authority at the centre, which main-
tains a functional network of offices conveniently 
distributed geographically to grant ease of access 
to jobseekers and employers. Similarly, Convention 
No. 181 calls for complementarities, cooperation 
and coordination, where appropriate, between PES 
and private employment agencies for the provision 
of employment services. 

 X Convention No. 88 also provides the overarching stra-
tegic drive for any given PES, by tasking them with the 
duty of pursuing policies conducive to full employ-
ment. Since structure usually follows strategy, the 
notion of governance implicitly encompasses policy 
choices that are consistent with, or bound by, the gov-
ernance structure. 

 X Both conventions No. 88 and No. 181 call for securing 
appropriate consultation with, and the necessary par-
ticipation of social partners, workers and employers, 
and deploying channels to ensure that their recom-
mendations regarding services and programmes are 
heard and taken into account.

 X Recommendation No. 205 concerning employment 
and decent work for peace and resilience regards 
actions aimed at harnessing multilevel governance 
to help communities affected by crisis arising from 
conflict and disasters to stabilize their livelihoods, and 
to promote local economic recovery for employment 
and decent work. 
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Cluster 3:  
Labour market services  
for job transitions

Why diagnosis is important 

At a time when transitions between jobs, careers, and 
movement in and out of the labour market are becoming 
more frequent, PES need increased agility to ensure that 
services are readily available to clients with very different 
needs. A more diverse client base in terms of needs 
requires that a PES has the ability to find the right mix of 
services that will help employers to find suitable jobseekers, 
and equip the latter with the necessary skills to respond to 
labour market changes, whether in paid employment or 
as self-employed. 

Public employment services are facing challenges 
to developing client service approaches as part of 
specifically articulated delivery strategies, in particular 
when individual transitions are moving in many different 
directions, including from school to work, from one 
occupation to another, from self-employment to paid 
jobs (and vice versa), from one sector to another and 
from one geographical region to another (Cort and 
Thomsen, 2014). Preventing people from moving into 
inactivity or disengaging from the labour market is, 
however, one of the most pressing concerns for many 
PES and policy-makers during the recovery from the 
COVID-19 crisis. Unemployment levels and the number 
of people requiring proactive support to manage 
complex transitions have increased. Some groups of the 
population face even greater risks of in-work poverty 
and inactivity, including women, young people and other 
socially disadvantaged workers.

The global pandemic and ensuing job crisis has shown 
the importance of integrating job-searching support 
and placement services with other labour market 
interventions and social protection mechanisms. 
Examples include offering support for jobseekers who 
face complex barriers to employment in coordination 
with other specialist providers, so as to address specific 
problems, such as lack of effective transport, housing 
instability, disability and poverty. Jobseekers, workers 
and employers also require support during downturns 
in the economic cycle and during career transitions, and 
when structural shifts affect their economic activities.

In supporting labour market transitions, PES need to 
develop a set of core capacities to help minimize disjointed  
 

8 It should be noted that unemployment benefits are not systematically available in all countries; however, and depending on 
country-specific regulation, some PES are able to connect clients with other available aids. 

 
responses and scant resources. Those capacities include: 

 X designing and delivering quality and inclusive cli-
ent-centred services;

 X scaling up investments in active labour market pro-
grammes; 

 X ensuring strong inter-government coordination, in 
particular with social protection policies; 

 X enhancing collaboration and partnerships between 
service providers in the public, private and civil 
society sectors; 

 X optimizing the use of digital and remote channels, 
self-service, and traditional face-to-face delivery.

What to look for
Independently of the institutional configuration that 
different public employment services may have in each 
country, all of them have as an essential duty to match 
labour market demand and supply to facilitate job and 
career transitions through information and counselling 
services, placement and referral to active labour market 
programmes, or complementary services that are 
available at national and/or local level. The range and 
quality of services delivered are the result of policy choices 
to address country-specific labour market challenges and 
policy priorities and available resources and capabilities. 
Furthermore, PES services can be shaped by the 
underlying strategy for tackling labour market challenges, 
for instance choosing between a ‘work first’ strategy or a 

‘train first’ policy stance. 

Regardless of national and local circumstances, the offer 
of PES services revolves around four core functions, which 
are laid down by the ILS framework (figure 7) as follows: 

 X connecting jobseekers and employers through job 
matching and placement and providing guidance 
and counselling services;

 X improving opportunities to land a job or start as 
self-employed through referral to active labour 
market programmes, and/or assisted support to 
vulnerable clients such as low-skilled, juveniles, single 
mothers and the disabled;

 X making labour market information more accessible to 
help jobseekers and employers make informed job and 
business choices, and inform policy-making at all levels; 

 X administrating and/or providing access to unemploy-
ment benefits and other income-replacement bene-
fits, which can be conditional on availability for work.8
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Figure 7. PES core employment services

Job-search 
support, 
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and placement 
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choices

Active  
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improvement 
support

Complementary 
support through 
referral to other 
providers

Unemployment 
benefits, other 
related subsidies

CORE SERVICES

Complementary

Source: Authors based on ILO Convention No. 88.

When analysing the cluster of labour market services 
provided via the PES, it is crucial to examine the range of 
services delivered and ascertain whether processes and 
protocols are in place to facilitate fair and equitable access. 
A particular consideration should also be given to how ser-
vices are tailored in a manner that promotes and nurtures 
employer participation in and reliance on PES services. In 
addition, the analysis should reveal basic and enhanced 
service availability, elicit labour market intervention ra-
tionales, and establish whether or not methods of client 
segmentation or profiling are used for service delivery 
planning and the allocation of funds. 

Services can be configured around a basic offer of services 
or a different mix of support, which may include special-
ized employability services to address the needs of some 
segments of the workforce requiring more in-depth assis-
tance (such as low-skilled workers and those facing com-
plex barriers to actively participating in the labour market). 
PES readiness and responsiveness in these areas should be 
gauged by examining coherence between policy goals, the 
choice of labour market services, and the ability to serve 
specific groups of the population with accessible, free-of-
charge and well targeted services. Another consideration to 
keep in mind is that services on the ground may not match 
the ‘paper’ delivery structures and models, and the under-
lying causes of this should be investigated. Addressing this 
discrepancy can be achieved by the issuing of a service 
charter, while measuring how it is made known to users. 

Public employment services have two main categories of 
client: jobseekers/workers and employers. When analysing 
the active labour market programmes offered by the PES, 
directly or in partnership with other providers, it is nec-
essary to keep in mind that some of these programmes 
are invariably two sides of the same coin. One example 

involves incentives for retaining employment (such as 
work sharing, wage subsidies and hiring subsidies), which 
are designed to serve both jobseekers/workers and em-
ployers simultaneously. Organizing job fairs and facili-
tating geographical mobility and workforce relocation is 
another specific case in point.

The Labour market services cluster therefore provides for 
an analytical insight into the following elements, which 
capture the essence of PES activities: 

 X the extent of support available for jobseekers and em-
ployers; 

 X the capacity to deliver client-oriented and responsive 
services to individual needs and targeted groups (e.g. 
young people, women, older workers and others);

 X the strategic use of delivery channels to expand ser-
vice access, whether these are digital, self-services, 
and/or traditional face-to-face channels.

Services for jobseekers

Mainstream support

 X Registration – Since one of the strengths of PES is 
their capacity to deliver services free of charge and 
at a massive scale and reach, the registration of job-
seekers and vacancies remains fundamental to their 
activity. Registration plays a vital role as it allows the 
PES to maintain records, produce data on the charac-
teristics of its clients, and keep track of its interven-
tions. Moreover, registration works to ensure that 
programmes are delivered to those for whom they 
are intended, depending on PES priorities and policy 
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orientation. In that regard, registration entails checking 
compliance with eligibility criteria on the part of po-
tential recipients, particularly for those services that 
involve some form of segmentation, targeting, or the 
disbursement of individualized subsidies. Registration 
usually takes two forms: in-person, at PES facilities or 
via customer service modules, or self-registration, usu-
ally accompanied by digitally supported tools. These 
registration mechanisms are typically made available 
to both employers and jobseekers. A third approach 
involves registration through third parties, such as em-
ployers and workers’ associations, other public agencies, 
NGOs and private agencies that may have entered into 
collaboration agreements with the PES.

 X Service eligibility rules – PES have different approaches 
to establishing service eligibility criteria. In some coun-
tries, employment services are available to all unem-
ployed people as the main eligibility criterion, whether 
or not they are entitled to receive unemployment ben-
efits. Many other public employment services adopt a 
more universal approach, serving the workforce in its 
entirety regardless of unemployment status, including 
those already in employment but trying to access 
jobs of better quality (such as people in informal jobs 
or who are underemployed). In such cases, neverthe-
less, other important eligibility criteria include actively 
seeking work, having attained the minimum age for 
employment (typically 18–64 or 15–64) and having the 
right to work in the national territory. Some PES may 
also work with segments of the labour force not clas-
sified as unemployed, for example, students trying to 
find an apprenticeship placement, or those affected by 
inactivity, such as young people who are not in employ-
ment, training or education. 

 X Job-search support and matching – This is the most 
cost-effective9 active labour market intervention 
aimed at facilitating labour market transitions for 
workers and enterprises. Access to job-searching 
tools and job banks are often the preferred and chief 
instrument used by a PES. However, these services 
rely on having adequate numbers of attractive and 
attainable job vacancies on the one hand, and a reg-
istered pool of sufficient, readily available employ-
able individuals on the other, to make it attractive for 
both jobseekers and employers to participate. Job 
matching services range from basic databases and 
boards requiring the intervention of a job counsellor 
to automated systems for self-service, which may be 
powered by machine-learning algorithms. 

9 ‘Cost-effective’ means that they achieve similar results to other interventions, but at a significantly lower cost (Quintini and Martin, 
2006; Card, Kluve and Weber, 2018). 

 X	 Profiling	and	segmentation	– These occur at the contact 
point between client and PES staff and involve the col-
lection of demographic information and jobseekers’ 
personal and work background (e.g. job history, edu-
cation and skills). Such methods can help to diagnose 
how closely a jobseeker is fitting into the current job 
market. They may consist either of a sophisticated 
data-driven (quantitative) system that uses predictive 
statistical models, or a computer-based inventory con-
ducted by trained counsellors. They can also take the 
form of a relatively rough (qualitative) approximation 
from a short interview, or a combination of methods. 
Methods of profiling and segmenting jobseekers 
differ greatly across countries, but the objective is the 
same: to identify the assets and barriers to employ-
ment and classify jobseekers according to the type of 
support that they need for a successful transition into 
the labour market. Profiling and segmentation pro-
vide the basis for tailoring and sequencing the type, 
intensity and timing of employment services and 
other complementary assistance. Central to the diag-
nosis is establishing if these methods are in place and 
act as a filter, feeding information into various levels 
of decision-making, including: (i) a job-searching plan 
or transition journey that takes into account personal 
aspirations and responds to real demand and job 
market trends; (ii) planning of mainstream and tar-
geted services and defining target populations; and 
(iii) improving a cost-effective allocation of scant re-
sources to jobseekers requiring a more intense level 
of support for removing the barriers to employment 
(Avila, 2021).

 X Counselling services – Job counselling takes place at 
the frontline of PES operations, with staff providing 
different levels of advice to jobseekers, from basic 
information on services available to individualized 
one-to-one support and follow-up via case man-
agement. Job counsellors use a variety of tools and 
techniques to guide and nudge jobseekers into 
preparing curriculum vitae, developing job-search 
skills, registering with job boards, developing career 
path plans, and identifying and applying to suitable 
job opportunities. The job counselling function is 
particularly relevant for the case management of 
jobseekers who require personalized monitoring 
and assistance to overcome job barriers and labour 
market information gaps, such as young people in 
search of their first job, long-term unemployed, and 
jobseekers re-entering the labour force. 
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Specific service areas and target groups

 X Career guidance – Public employment services can 
provide valuable support to jobseekers and workers 
by facilitating access to relevant and up-to-date infor-
mation on career trajectories and occupational classi-
fications, job descriptions and labour market trends, 
including identifying transferability of skills across 
occupational categories, training courses for intra-in-
dustry/sectoral and inter-industry/sectoral mobility. 
Career guidance services may also involve assistance 
with the design of personal career development plans. 
This includes providing easy-to-understand labour 
market analysis, career templates, tips on techniques 
for job searches and information on options to obtain 
industry and professional associations’ certifications 
for self-employment

 X Workforce relocation and geographical mobility – At the 
downstream end of most complex services, public 
employment services engage in providing services to 
segments of the population who require further assis-
tance, such as migrant workers, agricultural workers 
and those working in low-skilled trades. Some PES 
have developed sophisticated programmes to con-
nect workers with employers who are geographically 
distant, in some cases even abroad, signing and co-
ordinating bilateral or regional agreements, working 
with partners and other agencies to ensure that 
labour rights and safe transport and housing condi-
tions are met. 

 X Active labour market policies – These stand out in the 
services portfolio of public employment service as 
key instruments to promote access to decent jobs. 
However, not all PES administer these programmes 
directly, often only referring clients to them. The main 
objective of active labour market policies consists of 
helping to increase the employability of jobseekers, 
and they can be classified according to their intended 
functions in influencing labour demand and supply. 
Supply-side measures are used to enhance workforce 
adaptability, including through on-the-job and class-
room training, typically with effects on medium- to 
long-term job prospects. These policies also provide 
incentives to seek and retain employment, often tar-
geting low-skilled and vulnerable workers, through 
in-work benefits in the form of wage payments and 
subsidies, for example in temporary public employ-
ment programmes. In addition, incentives are applied 
to promote self-employment and entrepreneurship, 
including grants, equipment and technical assistance, 
which are particularly important in countries with 
large informal labour markets. 

 X Information on the labour market – Labour market in-
formation is another important component of a PES 
service portfolio. This consists of structured quanti-
tative data, such as statistics on supply and demand, 
which can be classified regionally, by industry, or on 
an occupational basis. PES can also provide qualitative 
labour market data, such as occupational classifica-
tions and descriptions of occupations using compe-
tency-based models, including knowledge, abilities 
and skills. Given their role in the permanent sensing 
and monitoring of the supply and demand sides of the 
labour market, PES are also in a privileged position 
to collect, process and disseminate administrative 
data stemming from the posting of job vacancies by 
employers and from the registration of jobseekers, 
and to produce industry and job trends analysis to 
inform employers and nudge jobseekers about labour 
market conditions, career opportunities and to create 
awareness and self-efficacy and career resilience. 

Services for employers 

A charter of PES services to employers could facilitate the 
identification of commitments made by parties, and help 
to define their expectations. 

Mainstream support

 X Registration of vacancies and advertisement – A core fea-
ture of PES support is to collect vacancies from enter-
prises and for PES to facilitate good quality matches 
between jobseekers and enterprises. The registration 
of vacancies by employers can take place in person, 
by telephone, or in some instances where digital ca-
pacities have been developed, through self-service 
websites or job portals. An effective advertisement 
of job vacancies through different channels can save 
employers time and costs. As part of the diagnostic, 
it is fundamental to explore methods for registering 
and advertising job vacancies.

 X Needs assessment – It is important to recognize that 
employers’ needs vary, and that these are not a homo-
geneous group. Employers may have different needs, 
at different times, and these may be affected by their 
sector and location, as well as by the size of the enter-
prise. In common with jobseekers, employers suffer 
from asymmetries of information in the labour market, 
and particularly, small and medium enterprises (SMEs) 
bear significant search costs in finding and retaining 
workers with the necessary skills to fill their job va-
cancies. PES need to be able to identify the level of 
support needed by employers. The range of services 
following needs assessment varies considerably from 
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one country to another, including access to jobseekers’ 
databases, dedicated support for needs assessment, 
pre-screening and management of recruitment, and 
some HR functions. In mature public employment ser-
vices, there is likely to be a dedicated team of staff or 
advisors to conduct specific needs assessments. PES 
with limited staff and resources can effectively iden-
tify the needs of employers through well designed 
vacancy registry forms. 

 X Segmentation – Some public employment services 
have adopted a demand-driven approach, explic-
itly identifying employers as clients and partners to 
enhance recruitment and placement in specific in-
dustries and economic sectors. Profiling and segmen-
tation of employers then becomes a powerful tool for 
tailoring services and support according to employer 
needs. Employers in specific economic clusters may 
approach public employment services in a strategic 
way, to co-create special training programmes, or 
plan ahead for cyclical adjustments or expansions of 
production lines, such as in the car manufacturing in-
dustry. Nevertheless, in the majority of countries, a 
large share of job opportunities is created by SMEs.10 
These can find a strategic ally in PES to recruit and 
supply workers with adequate skills and with the 
due diligence of labour standards, particularly in in-
dustries that have a high turnover of workers due to 
cyclical and structural dynamics, such as agriculture, 
tourism and manufacturing. 

 X Job matching and pre-screening candidates for interviews 
– Public employment services need to ensure effective 
recruitment and placement, and assist employers in 
finding suitable workers. More and more PES have 
seen the advantage of providing pre-screening before 
presenting potential job candidates for interview. The 
complexity of pre-screening and job matching ser-
vices varies from one country to another, and these 
services can be performed manually or through au-
tomated systems, including algorithms. Pre-screening 
and job matching consists of an examination of the 
jobseekers’ profiles against the requirements of a 
given vacancy. Pre-screening services may also entail 
contacting jobseekers and conducting assessments 
of compatibility and suitability, and exploring inter-
ests through telephone interviews, to create a pool 
of shortlisted candidates for specific positions, ready 
for employers to validate in an interview for selection. 
In some instances, PES also check candidates’ back-
ground information, such as national identity number, 
criminal records, level of academic achievement and 
proof of past work experience.

10  SMEs generate 58 per cent of total employment in high-income economies, while they are the largest contributor to employment in 
economies at the medium- and lower-income thresholds. 

 X Labour market information – The provision of labour 
market information can also serve the needs of em-
ployers to forecast skills shortages, bottlenecks and 
mismatches, identify where demand for workers is 
expanding, and map cyclical and structural labour 
market patterns, so as to adjust and forecast service 
planning. It is crucial to verify if PES have mapped rel-
evant stakeholders and partners to support the provi-
sion of updated labour market information, including 
labour market observatories, and national and local 
agencies responsible for carrying out labour market 
regional and economic sector-based analysis and en-
terprise surveys.

Specific service areas 

 X Dedicated services to solve skills shortages, mismatches 
– Public employment services with different levels of 
maturity have seen the advantage of offering value 
added services to employers; they understand em-
ployers’ particular needs and respond in a timely 
manner to these. Services range from pre-screening 
to filling job openings, helping with job classifications 
and job descriptions, skills inventories, identification 
of current and future training needs, and labour 
market intelligence. It is important that PES have 
separate resources for working with enterprises, 
so that PES staff can develop personal connections, 
build trust and deliver results that meet enter-
prises’ expectations. Partnering with employers and 
helping them in their recruitment efforts is vital for 
the success of the PES mission, as the quality and 
quantity of job vacancies offered depends on how 
strong and efficient are the linkages created and 
maintained by the PES with employers. Depending 
on the size of the PES, this can either be a dedicated 
unit (team of people) or individuals who are specifi-
cally assigned to work with enterprises. Investing in 
developing dedicated support to employers often re-
sults in client retention and the registration of more 
vacancies. These services are particularly prized by 
SMEs, who also often value PES for their assistance 
in overcoming geographical barriers to search for 
candidates. Similarly, PES frequently use their ex-
pertise to organize and set up mass recruitment 
fairs and events designed to identify potential can-
didates and serve as first-stage screening locations, 
reviewing curriculum vitae and conducting initial in-
terviews and reference checks on behalf of compa-
nies seeking to recruit staff for hard-to-fill jobs. The 
crucial aspect to explore is the capacity of the PES to 
establish a good relationship with employers. 
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 X Active labour market policies – These stand out in the 
services portfolio of PES as key instruments to promote 
access to decent jobs. However, not all public employ-
ment services administer these programmes directly, 
often only referring clients to them. Active labour 
market programmes can have a demand-driven ori-
entation and are used to preserve or support employ-
ment during an economic downturn or external shock 
(such as the COVID-19 pandemic) and the recovery 
cycle, and also to provide incentives to create new jobs. 
These measures, which are of limited duration, cover 
wage subsidies, reductions in non-wage labour costs, 
and short-time working support. Skills training is one 
of the most common programmes offered in mature 
PES. Upskilling and reskilling workshops are organized 
and co-sponsored in employers’ facilities. Modalities 
vary from on-the-job training to work-based learning, 
with trainees recruited by the PES, either through pro-
bationary contracts, internships or apprenticeships. 
With on-site training courses, public employment ser-
vices and employers can recreate real work environ-
ments to help jobseekers to learn hard and soft skills 
that are sought after in the industry, and employers to 
spot potential candidates when looking for new em-
ployees; such courses can also be used to develop and 
test fresh skills when developing new work processes, 
or adjusting and adapting existing ones. 

Service delivery channels 

Public employment services are increasingly using multiple 
service delivery channels, with digital solutions becoming 
more prominent, even in low-income countries. Service 
delivery is ensured through a blend of online, self-ser-
vices and traditional face-to-face channels. A number of 
PES make information and services available through 
landline telephony, such as via toll-free numbers and call 
centres. Other means include mobile units, email, social 
media, SMS, online job portals and mobile phone apps. 
The choice of channel and suitability for client segments is 
an important variable to analyse in terms of readiness and 
responsiveness. Using a diversity of channels can increase 
responsiveness by allowing customers to self-select those 
that fit their needs. Monitoring the effectiveness of the dif-
ferent channels in terms of service standards presents im-
portant challenges for PES, including ensuring that clients 
receive consistent information and quality of response, in-
dependently of the channel used to access services.11 

Another crucial aspect to explore is whether the use of 
different channels responds to a strategy of steering cli-
ents to receive specific services, or if such an approach 
represents a vehicle to increase performance and expand 

11  Omni-channel customer services consist of numerous interactions across multiple touch points between a customer, or prospective 
customer, and product or service provider. 

service coverage. This is particularly relevant for PES in 
emerging economies and low-income countries, which 
need to ensure services at large scale and deliver to dis-
persed populations in semi-urban or rural settings. Some 
of the most common delivery channels currently used by 
PES include: in-person support, multi-channel approaches 
and digital services. 

 X In-person support – In-person delivery has tradition-
ally been the most common form of PES access, and 
the most fitting for public employment service that 
are configured to deliver basic job intermediation 
services, such as client registration and the provision 
of general information and advice on job vacancies. 
Walk-in services can be organized through a queuing 
or appointment system, and also offer access to quick 
turnaround self-access services, such as Internet con-
nection, toll-free information numbers, photocopies 
and other job-search support resources. Face-to-face 
support by a counsellor continues to be highly rele-
vant for target groups and the personalization of sup-
port. Even PES that predominantly use digital services 
have maintained desk-based provision, in recognition 
of the fact that a significant number of clients have 
no digital skills. Proximity to clients and the labour 
market, public transport, staffing bandwidth and 
resource availability are relevant factors that help to 
determine the quality of in-person delivery. In-person 
user experiences and outcomes are also shaped by 
PES frontline staff and job counsellors’ skills to seg-
ment and provide adequate guidance, based on job-
seekers’ and employers’ profiles, and by complying 
with customer service standards. 

 X Multi-channel approaches: one-stop shops, mobile 
or	itinerant	offices	and	phone-based	services	–	Public 
employment services use different access points and 
communication channels with clients, including walk-in 
services, mobile units, toll-free numbers, call centres, 
online job portals, mobile and web applications and 
one-stop shops. The combination of specific channels 
often helps PES to ensure accessibility. For example, 
a mix of in-person support and use of telephones 
can enable clients who do not have the resources 
or understand how to use web-based technology 
to access support remotely. As public employment 
services evolve, developing a multi-channel strategy 
becomes relevant, to ensure consistency in practice 
and information across the different touchpoints. A 
multi-channel approach ensures the alignment of 
service delivery processes across organization units, 
as well as the interconnection of data infrastructure 
and the ICT systems behind these service channels. 
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One-stop shops – A growing trend among PES services of 
different levels of maturity and sophistication is moving 
towards integrated one-stop shops. This requires the 
effective integration of back-office systems, so that cli-
ents can seamlessly turn from one channel to another, 
regardless of profile or segment. One-stop shops, how-
ever, go beyond channel selection, their main purpose 
being facilitating a unified user journey throughout the 
whole PES portfolio, so that every single tool can be 
actionable, sometimes through a single point of con-
tact – typically a job counsellor or case manager. Such 
an approach allows a PES to exploit economies of scale, 
by leveraging shared resources and information across 
programmes and office networks, so that an outcome in 
terms of employment, training or guidance – or a com-
bination of services – can be assured to the customer. 

Mobile or itinerant offices – Other remote modalities 
of delivery include mobile or portable PES modules 
(such as truck/bus and boat), to address the employ-
ment needs of remote regions and job markets with 
no permanent offices, or for seasonal employment 
cycles, which are typically in rural areas. These itinerant 
units provide basic and tailor-made services, such as 
registry of jobseekers and information, or act as one-
stop shops to deliver the full set of services to remote 
communities. 

Phone-based services – Depending on resource availa-
bility and demand for services, some PES have set up 
dial-free numbers or call centres to provide services 
over the phone, such as jobseeker registration and/or 
the provision of information, a basic level of advice and 
job-search support. Call centres are a reliable manner 
for ensuring remote service delivery and for reducing 
walk-in visits to offices.

Digital services: online, web-based applications and AI 
technology – Most PES offer at least one service via 
online channels and web-based apps, including online 
portals and more recent social media streams, which 
encourage and facilitate jobseekers’ self-registration 
and job search self-service (ILO, 2020a). Digital tools 
have become powerful aids for expanding the cov-
erage of employment services, particularly in low- and 
middle-income economies. ICTs not only tear down 
geographical access barriers, but have the advantage 
of offering 24/7 services, thereby adjusting services to 
clients’ needs. 

A prerequisite for online services is that they are us-
er-friendly, easy to search and have up-to-date infor-
mation available. This implies that PES have the digital 

infrastructure in place to automatically upload vacan-
cies, and develop beta testing sites and frameworks 
for collecting and protecting personal information 
that may be gathered by online portals. In addition, 
digitalization represents an opportunity for PES to 
automate certain administrative tasks and minimize 
time that counsellors spend in responding to routine 
questions from clients. In this regard, technology can 
be considered as a time saver, freeing time for staff to 
focus on clients who need enhanced and personalized 
support to overcome complex barriers to employment. 
When applied properly, technology opens up new pos-
sibilities for the inclusion of groups that face barriers 
in accessing the labour market and remaining in the 
workforce. 

Artificial intelligence-driven solutions – PES are already 
offering artificial intelligence (AI)-driven solutions to pro-
duce faster and more accurate matching systems, to 
the advantage of jobseekers and employers. A careful 
review of the policies and integration of such tech-
nology into PES operations is necessary to avoid ad-
verse consequences, such as creating bottlenecks in 
a client’s service journey, or embedding biases in the 
algorithms that feed the automation of job matching 
processes, and perpetuating discrimination in recruit-
ment towards some clients. 

While there is a clear trend towards service digitaliza-
tion and the use of AI-driven services, when it comes 
to ensuring greater accessibility and inclusiveness, 
PES are using mixed approaches. During the COVID-19 
crisis, some face-to-face services have been maintained, 
even in countries where PES are adopting ‘digital first’ 
policies, in order to safeguard equal access for clients 
with low digital literacy (ILO, 2021a).

Relevant international standards

 X Convention No. 88 delineates an array of possible ser-
vices falling within the boundaries of a PES mission, 
including registration of vacancies, and job matching, 
consisting of the referral of suitable and willing job-
seekers to fill available jobs. 

 X Convention No. 181 provides the basis for the provi-
sion of employment services in addition to those deliv-
ered by the public authority whether in collaboration 
with public employment services or on their behalf. 
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Cluster 4:  
Partnerships 

Why diagnosis is important

The capacity to cooperate and work in partnerships 
has become essential to PES. New ways of working to 
deliver services, while achieving savings and efficiencies 
are motivated by a number of factors, including a 
challenging funding environment since the global 
financial crisis of 2008. The spread of COVID-19 and 
its devastating effects on employment also demands 
increased cooperation in the provision of job-searching 
and re-employment services, across government 
agencies and non-state actors, ranging from large-scale 
private employment agencies and public institutions to 
non-profit community organizations. 

In the past two decades or so, alternative models 
of cooperation have emerged, both in advanced 
countries and in emerging and developing economies, 
to complement the offer of services directly delivered 
by public employment services, or to delegate the 
provision of some functions to a third party provider, 
who delivers specific services on its behalf through the 
use of commercial contracts. Mixed approaches can also 
be found for knowledge exchange and shared delivery 
to support jobseekers, build connections with employers 
and improve labour markets. Partnerships have the 
potential to extend PES and active labour market policy 
(ALMP) linkages to local resources and institutional 
capacities. However, the extent of collaboration through 
stronger integration and coordination varies across 
countries. 

In a nutshell, partnerships are being assembled to create 
synergies and enhance the capacity of a PES for: 

 X filling service gaps and leveraging capacities of 
partners and other stakeholders;

 X adding flexibility to service delivery and improving 
responsiveness to changing local needs;

 X maximizing service linkages through joined-up 
solutions to remove employment entry barriers; 

 X Enhancing results through savings and efficiencies 
(Powers, 2017). 

12  A list of the potential PES partners can be found in Annex 1. 

What to scan for?

Understanding how partnerships are used to add new 
service capabilities and expand coverage, while en-
suring service quality is particularly relevant in a PES 
diagnostic. Variables to bear in mind in scanning the 
partnership cluster should include the capacity of the 
PES to identify and mobilize relevant partners, and the 
type, fit and effectiveness of partnership models and 
service delivery arrangements. 

Cooperation and partnerships take many forms in public 
employment services, and for the purposes of this diag-
nostic toolkit two broad categories are considered – those 
based on cooperation through formal or informal mecha-
nisms, and those established via commercial service agree-
ments with third party providers: 

Engagement and mobilization  
of other players

 X Identification of partners and stakeholders – It is im-
portant to corroborate the existence of cooperation 
arrangements, whether formal or informal. This also 
concerns the identification of key partners and stake-
holders working with the PES.12 Other factors to take 
into account for analysis include the nature and ma-
turity of cooperation arrangements (for example, are 
they locally or centrally driven?). Industry-wide asso-
ciations at local, regional and national levels provide 
a unique and important window that PES should use 
to engage and establish dialogue with employers. 
Employers constitute the most important allies for 
public employment services, as they provide job va-
cancies, labour market data and feedback on skills, 
training and PES performance. 

 X	 Definition	of	a	clear	and	shared	objective	–	A clearly de-
fined ‘partnership’ objective should be understood 
across the PES organization, whether at a governance 
and decision-making level or at a practical implemen-
tation level. Partners should also be aware of respec-
tive roles and responsibilities.

 X	 Strategic	fit	and	expectations	– It is essential to explore 
how cooperative relationships develop and expectations 
are managed by the PES and its partners, regarding the 
objectives and the outcomes achieved. This process 
should include investigating what capabilities partners 
bring to the table, and what are the benefits for all 
parties involved in terms of the efficiencies sought.



38Public employment services diagnostic tool and guide 
Components of a generic PES

2
Part Annexes

4

PES scan toolIntroduction to 
the PES scan

1 3

Running a PES 
diagnostic

AboutHome How to 
navigateMain menu

 X Coordination and communication – Cooperation 
requires regular and transparent communication 
between all partners and stakeholders. It is helpful 
to explore if the partners meet regularly to discuss 
successes and challenges, so as to take follow-up 
action. 

 X Legal aspects – It is important to check whether there 
are specific legal and jurisdictional frameworks 
that lay down basic requirements for partnership 
recognition, approval and access to funding, use of 
fiscal incentives and setting of partnership standards. 
Sometimes, these frameworks may impose limitations 
and constraints to PES partnering.

 X Governance for monitoring progress and results – A core 
activity involves referring to the mechanisms in place 
to systematically monitor results of partnerships. 
Reporting responsibilities should also be considered, 
including attributing the level of contributions, 
funding and accountability. 

 X Challenges to overcome – Identifying cooperation 
areas that require further effort or investment, so as 
to recalibrate a partnership, can provide long-term 
benefits. Sometimes, difficult issues that need to be 
discussed are put to one side or ignored, in favour of 
other easier agenda items. Possible power imbalances 
should also be considered, as well as their impact on 
trust-building. 

 X Spot opportunities to create partnerships – Assessing 
and identifying which providers and stakeholders 
should be approached, the level of commitment, and 
the potential impact of partners on PES activities and 
objectives can be a valuable exercise. Opportunities 
for cooperation can sometimes arise from the 
identification of non-PES actors providing services 
that are either parallel to or which duplicate those of 
the PES, or, in other instances, which fill service gaps 
aimed at specific target groups (such as people with 
disabilities), due to the absence of any PES provision. 
It is important to consider external factors that 
can create a climate for cooperation, and to offer 
incentives for establishing partnerships.

Commercial service agreements  
with providers

PES partnerships based on contracted service arrange-
ments for the production and delivery of free employment 
services and active labour market policies have become 
a legitimate and growing practice. The design and imple-
mentation of service agreements with non-state providers 
are influenced by specific national policy settings and 
labour market contexts. The practice and use of market 
mechanisms is wide in range, reflecting local differences 
regarding economic development, the dynamism of 
the job market, fiscal revenues and the PES capacity to 
manage government procurement and specialized pur-
chasing. In examining contracted service arrangements, 
the scan should inquire about key aspects, such as:

 X A clear common objective – Establish that the purpose of 
the partnership is clear to involved parties and across 
the PES organization. Contracted service agreements 
span multiple purposes, such as expanding service cov-
erage, tailoring services to particular client segments, 
and complementing the services and programmes for 
re-employment. They seek to offer flexibility, reduce 
costs, or improve PES performance and effectiveness. 

 X Capacity to manage, monitor and evaluate partnerships 
– Explore if PES staff have the specific set of skills for 
contract design, performance monitoring and man-
agement of payment systems. Capacity also refers to 
the ability to articulate the benefits of collaboration 
in a clear and compelling manner and frame these as 
incentives. Effective competition between providers 
is also fundamental and requires clear objectives 
and indicators, a framework of rules, transparent 
performance data and flexibility to adjust market 
share. Public employment services need to be able to 
measure the impacts of contracted services, in order 
to inform continuous improvement.

 X Performance measurement and evaluation – Find out 
if there are precise selection criteria in a formal pro-
curement process of external partner services. These 
criteria usually build on performance measures and 
evaluations, to ensure that outcomes respond to em-
ployment policy priorities. In the operation of service 
contracts, transparent quality standards are also nec-
essary; these should be systematically monitored, par-
ticipants tracked and services and outcomes verified.
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 X Client experience – Verify that there is a system to mon-
itor and ensure client satisfaction. Measures should 
also be taken to prevent programme operators from 
developing incentives to prioritize job-ready clients 
who are easier to place, at the expense of PES clients 
with greater labour market access barriers.

 X Regulation of providers – Refer to the systems in place 
to ensure that PES partners and providers are author-
ized to operate in the national labour market and that 
they comply with standards related to the delivery of 
free employment services and ALMPs, as well as with 
the promotion of inclusion and other fundamental 
values determined by the public authority.

 X Legal aspects – Check compliance with specific legal 
and jurisdictional frameworks that lay down basic re-
quirements for partnership recognition, approval and 
access to funding, use of fiscal incentives and setting of 
partnership standards. This also concerns bid selection 
processes and rules governing contracting systems.

 X Risk management – Examine whether there are mech-
anisms (for example, contracts that are larger and/or 
of longer duration) that create an opportunity for risk 
transfer and encourage providers to invest in devel-
oping employment services. Risk management and 
internal control mechanisms in a PES are also integral 
parts of a performance management system and are 
crucial to the achievement of outcomes. 

 X Collaboration between providers – Analyse factors en-
abling provider collaboration in the servicing of large 
employers and major projects, to maximize access 
to jobseekers. Although this is challenging in a com-
peting open labour market, collaboration enables the 
integration of re-employment services.

Relevant international standards

 X Convention No. 181 provides the benchmark inter-
national framework that relates to regulations gov-
erning the operation of private employment agencies 
and the supervision of their obligations and responsi-
bilities concerning the protection of workers’ rights.

 X Convention No. 88 requires the public authority to 
take the necessary measures to secure effective 
co-operation between the public employment service 
and private employment agencies. 

 X Convention No. 122 sets out the framework for govern-
ments to actively pursue a policy designed to promote 
full, productive and freely chosen employment for all.

Cluster 5:  
Performance management 

Why diagnosis is important 

Around the world, whether public employment services 
are governed as independent or semi-autonomous agen-
cies, or as units reporting under the direct line of com-
mand of a national authority or ministry responsible for 
employment policies, they are increasingly coming under 
scrutiny in terms of performance and impact. This is due to 
tighter public finances on the one hand, and concerns over 
the effectiveness of public policies to achieve their stated 
objectives and deliver their desired outcomes for their cli-
ents, on the other. 

The COVID-19 crisis has caused a massive strain on state 
budget allocations to sustain jobs and skills. PES integrity 
and transparency, including sound public budget manage-
ment, have become central. Poorly handled approaches to 
cost-effectiveness, quality and timeliness in service delivery 
results in waste, limited strategic thinking and declining 
client satisfaction. Now more than ever, performance 
management has become essential to PES functioning, to-
gether with credible reporting that supports transparency 
and long-term sustainable decision-making. 

Performance management activities are directed at en-
suring compliance regarding budget execution, transpar-
ency, expenditure efficiency and policy objectives, while 
complying with rules, regulations and internal PES organ-
izational policies (such as service standards and operating 
procedures). PES duties for accountability and conformity 
have elicited different responses for monitoring, supervi-
sion and control. Some of these are formal and mandatory, 
such as quarterly financial statements and annual reports, 
audits and evaluations, and key performance metrics. 
Others are more ad hoc and voluntary, such as executive 
control dashboards and internal operations reviews, com-
plementing the formal requirements and providing helpful 
evidence on whether a PES is on the right track, or whether 
managers need to make corrections. 

Beyond the need for policy checks and controls, user 
responsiveness and satisfaction are among the most 
relevant, yet least monitored aspects of performance 
management. At a very basic level, a PES should fulfil 
its service pledge reflected in a service charter to clients. 
At a more strategic level, however, the essence of PES 
operations is to produce relevant labour market outcomes 
for jobseekers and employers. While impact assessments 
on long-term labour market outcomes require rigorous 
analysis and statistical methods, user satisfaction can be 
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measured at the different touchpoints throughout the user 
journey e xperience. 

Measuring PES performance involves a multi-layered and 
interwoven systemic process that connects goal- and tar-
get-setting at policy level with operations management. It 
includes devising metrics for the different internal and ex-
ternal value adding activities and procedures throughout 
the policy cycle, from problem definition and resource allo-
cation, to the transformation of inputs, delivery of services, 
client satisfaction and impact evaluation. 

What to scan for

A diagnostic cluster on performance management aims 
to identify (a) whether the planned outputs of a PES have 
been delivered and outcomes achieved, and (b) whether 
this has been done in an efficient, effective and equitable 
manner. The verification process should check that per-
formance metrics exist, and that they are observed and 
tracked along the entire PES delivery value chain, and duly 
reported and made publicly available in accordance with 
its systems and norms regarding accountability. The use of 
benchmarks and performance metrics should facilitate the 
implementation of checks and controls for improved ade-
quacy, quality, efficiency and effectiveness in the delivery 
of planned services. 

A modern and functional PES should ensure that effective 
mechanisms exist to monitor service delivery throughout 
all stages in the process, including planning, execution and 
post-implementation review. This is essential whether ser-
vices are produced internally, through external providers, 
or a combination of the two. From the perspective of or-
ganizational capacity, meaningful expenditure control and 
robust interpretation of results are also key components of 
performance management (Chartered Institute of Public 
Finance and Accountancy and the International Federation 
of Accountants, 2014). 

The performance diagnostic cluster comprises variables 
such as verification of key performance indicators and 
quality standards, so that the PES can have baselines 
against which to systematically track and monitor how 
actual performance of activities compares with expected 
or desired performance. Evaluation and accountability 
constitute elements of control to help decision-makers to: 

 X review whether service delivery activities still align 
and are consistent with the service charter, and can 
still effectively and efficiently achieve planned out-
comes and timely correct deviations; 

 X ensure that the intended outcomes are still valid, or 
if they should be adapted to new internal or external 

changes in the PES environment that might affect the 
achievement of results; 

 X provide timely and transparent information on how 
the overall PES is performing through evidence-based 
criteria. 

Measuring results and social value

 X Performance indicators – In the diagnostics for PES per-
formance management, a central point of verification 
should focus on whether the PES has actively sought 
to identify relevant targets and corresponding indica-
tors to capture key processes and help to understand 
the relationship between policy, inputs, outputs and 
outcomes. This in turn requires that a strategy for 
data collection and systematization has been outlined, 
planned and executed, so that benchmarks can be set 
and key performance indicators for each process can 
be developed. Data collected should be robust and 
valid, and feasible to collect in terms of time and cost. 
Approaches such as management by objectives and 
the application of logic framework matrices are widely 
adopted and followed in an effort to align and main-
tain coherence between day-to-day PES operations 
with global policy objectives and spending priorities.

 X Key performance indicators – These are indicators that 
are critical in capturing the extent to which a PES is 
making	progress	in	fulfilling	its	mission	and	policy	ob-
jectives. In addition to formal compliance, account-
ability and reporting standards, advances in data 
systems have allowed public employment services to 
pursue initiatives and processes aimed at enhancing 
their internal measuring, monitoring and data pro-
cessing capabilities to drive innovation and learning, 
so as to produce savings and promote continual 
improvements related to the speed, coverage, ease 
of access and quality of services delivered to users. 
Whenever possible, performance indicators should 
be integrated into fully automated systems, to make 
real-time performance reporting possible. This in turn 
creates better opportunities for learning and making 
timely decisions regarding deviations. Regardless of 
the level of sophistication and resource availability, all 
PES should strive to develop mission critical key per-
formance indicators and create basic performance 
reporting platforms or dashboards. These should 
encompass lagging and potentially leading indicators 
that reflect at least compliance with policy objectives 
and spending priorities, as well as efficiency in internal 
operations, customer satisfaction and social dialogue.
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 X Quality standards – Measuring quality of services and 
client satisfaction is a fundamental step in the verifica-
tion of how a PES approaches performance manage-
ment. Targets of quality standards can and should be 
set for different stages of the PES service value chain, 
including the internal input-output process, ranging 
from quality of purchases and procurement, to lead 
times for registering jobseekers or posting job va-
cancies. Some types of quality control standard do 
not necessarily require numerical data in order to 
be useful. Public employment services can also de-
velop standards for service timeliness, management 
and the resolution of general inquiries, as well as for 
friendliness and other service attributes, using client 
satisfaction surveys and questionnaires to monitor 
performance. Internal quality standards are impor-
tant to assess service readiness, and as such help a 
PES to streamline operations by improving efficien-
cies and reducing costs and leveraging economies 
of scale across its network. Meanwhile, client-facing 
quality standards can help a PES to better understand 
how effectively it is responding to client expectations, 
thereby improving its ability to manage responsive-
ness. For a PES that has achieved acceptable capaci-
ties to measure and monitor quality standards for its 
core processes, a next step would be to disaggregate 
and refine quality standards tailored to respond to dif-
ferent client needs, so as to adjust and optimize PES 
performance based on client segmentation. 

 X Evaluations – In some countries, different types of 
evaluation are mandatory for government entities, 
including PES. Evaluations are usually conducted by 
independent third parties and can cover different 
aspects of performance. Given that many public 
employment services are able to develop indicators 
and monitoring mechanisms for intermediate 
process-based outputs, evaluations are more 
commonly directed to investigate policy outcomes 
and the long-term impacts of PES interventions. Some 
evaluations are designed to investigate the specific 
labour market impact of PES interventions, such 
as the effects on activation, job quality, job tenure 
and income. Evaluations can also be conducted to 
assess overall PES functioning, and can be qualitative 
or experimental, frequently scheduled, or applied 
ad hoc. Experimental and quasi-experimental 

evaluations require robust data acquired through 
more sophisticated data collection methods and 
statistical analysis, making them more time-
consuming and expensive. However, they are 
important as a means for obtaining relevant 
insights based on evidence of the actual impact of 
PES programmes and interventions on recipients, 
as well as on the overall labour market. Regardless 
of the methods or approach adopted, public 
employment services should also consider social 
dialogue and the engagement of social partners as 
an important metric for performance assessment 
and measurement at dif ferent stages of the 
policy cycle, through indicators referring to the 
consultation process and quality of dialogue and 
participation.

 X Auditing – Whether mandatory or voluntary, this an 
important practice of performance management 
that can be carried out by independent third parties 
in charge of certifying management control practices 
and compliance with legal and financial accounting 
standards, reported to oversight and control agencies, 
PES and ministry boards, and to other stakeholders 
and the public. 

 X Risk management and internal control – In a PES, these 
are integral parts of a performance management 
system and are crucial to the achievement of 
outcomes. They consist of an ongoing process 
designed to identify and address significant risks 
involved in achieving an entity’s outcomes. Effective 
risk management enables public employment 
services to achieve their objectives, while operating 
effectively, efficiently, ethically and legally (Chartered 
Institute of Public Finance and Accountancy and the 
International Federation of Accountants, 2014).

Relevant international standards

 X Convention No. 88 offers some direction on holding a 
PES to certain standards with regard to staff profes-
sionalization, stakeholder dialogue and disclosure and 
availability of relevant data. 

 X Convention No. 181 also provides guidance for private 
employment agencies on standards compliance. 
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 Running a PES diagnostic3
Summary 

Objectives: 
 X explain the PES scan method, which is divided into five stages, and ensure readiness for its application;
 X increase awareness of the importance of adopting a participatory approach to reveal the underlying causes of 

performance gaps, take advantage of existing opportunities, and establish a realistic action plan for improvement. 

This part of the guide explains how to apply the ILO’s PES scan method in five stages, in order to successfully con-
duct an institutional diagnostic of employment services. It also introduces a software application (macro instruction) 
that supports the process of carrying out a structured diagnosis exercise that fits particular country circumstances. 
Cross-referencing to relevant sections of the guide is introduced and additional tools are provided throughout the 
diagnostic process. 

Summary

3.1 A five-stage method
This guide proposes a PES diagnostic in five stages: 

1.  A preparatory phase to set priorities and define the 
scope of the diagnostic; 

2.  Tailoring the scan survey to the PES-specific context 
and needs;

3.  Running an institutional diagnostic using the ILO’s PES 
scan software application to collect and process data;

4.  Reporting the diagnostic insights and;

5.  Formulating an action plan to close performance 
gaps and improve overall service readiness and 
responsiveness.

Figure 8 provides an overview of the five stages and their 
specific objectives. Each of these phases is indicative and 
depends on the situation of the particular PES. They can 
be followed sequentially or developed simultaneously to 
fit particular country circumstances, needs, available data 
and resources. 

Figure 8. Running a PES diagnostic in five stages

Source: Authors.
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Upon completion of the full cycle of the scan, and once 
the required measures to address performance gaps have 
been taken, each PES can consider running a new diag-
nostic cycle, to determine progress with regards to the 
baseline set by the initial diagnostic. 

The decision to conduct a new diagnostic will depend on 
one or a combination of the following factors: 

 X intended improvements have been met, and new 
goals have been set; 

 X new problems or challenges were discovered in the 
initial scan;

 X measures to address performance gaps have not 
brought about desired changes; and

 X contextual circumstances have changed. 

Running a diagnostic is not a linear process. The 
five-stage method may require adaptation as things 
develop throughout the diagnosis process. 

3.2 Before you get started
Running a diagnostic requires time to frame the chal-
lenges that the PES faces, in order to efficiently investigate 
the root causes, seek ways of closing existing gaps, and im-
prove overall performance. The five-stage method should 
be triggered once the PES has a clear objective in mind and 
has carefully considered the reason(s) that a diagnostic is 
needed, whether in full or covering selected clusters only.13 

Before you start, consider organizing an orientation ses-
sion with PES decision-makers and relevant staff to confirm 
that a diagnostic is needed, establish its scope, and clarify 
expectations. This initial exchange with the PES will serve 
to trigger questions about estimated timelines and re-
source implications. More importantly, it will help to clarify 
expectations, avoid common pitfalls, and adopt mitigation 
measures at an early stage. 

Before you get started:

 X Confirm that there is a need for and commitment to a 
diagnostic.

 X Make sure that the objective of the diagnostic is clear 
and shared by all relevant stakeholders.

13  See 2.1 A clustered framework. 

 X Onboard all relevant stakeholders whose approval or 
participation will be necessary.

 X Clarify expectations and secure the necessary re-
sources. 

 X Identify risks, determine and prepare mitigation 
measures.

Running an orientation meeting

An orientation meeting is of high importance and should 
confirm the support and commitment of the PES leader-
ship and staff, before embarking on the diagnostic process. 
The PES leadership must play an active role in mobilizing 
stakeholders to participate, provide feedback and support 
diagnostic implementation, as well as in taking concrete 
steps to transform findings into an actionable transforma-
tion agenda, once the diagnostic is completed. 

Expectations must be clearly communicated to ensure a 
consistent narrative and understanding of the rationale 
and benefits of a diagnostic. Providing information about 
the resources and time investment needed from the PES 
is also critical at this initial stage. When planning and facil-
itating this meeting, it is important to ensure that an envi-
ronment is created where participants feel comfortable to 
discuss priorities openly, or to pinpoint operational gaps, 
and identify opportunities for improvement.

When preparing an orientation meeting, it is important to 
give particular consideration to the following: 

1. Scenarios when diagnostics  
are especially useful 

The need for a PES diagnostic can be driven by the PES 
itself, or be triggered by external actors, including partners, 
stakeholders or clients. In either case, it is time to apply 
a diagnostic when the PES is confronted with any of the 
following scenarios:

 X The PES is facing challenges preventing it from achieving 
its objectives, responding to new demands or quickly 
adapting to a changing environment. These may in-
clude external shocks, such as an economic crisis, re-
duced budgetary allocations, or internal reforms to 
governance structures. 

 X A service is changing or needs to be redesigned. Examples 
include the transition phase from face-to-face 
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provision to remote delivery supported by online tech-
nology, or when services need to be extended to new 
clients, such as refugees or women as single parents. 

 X The PES is shifting approaches. This can entail a transi-
tion from traditional face-to-face delivery to remote 
delivery of some services, or from centralized deci-
sion-making to devolution of decision-making to local 
tiers of government.

 X The PES would like to check that its key processes are suf-
ficiently	client-centred to ensure commitment to quality 
service, accessibility, adaptability and proximity to 
local needs. 

2. Advantages of running a diagnostic 

The ultimate purpose of a diagnostic is to identify poten-
tial solutions that work across the different components 
of the PES system. This approach reduces uncertainty and 
increases the likelihood of finding an appropriate course 
of action. A diagnostic can bring four major advantages 
to a PES: 

 X Improved decision-making. Diagnostics help to un-
derstand institutional capacity challenges and take 
corrective action, without overlooking the effects of 
specific interventions on the system as a whole.

 X Cost-effective tool. Diagnostics are a cost-effec-
tive approach for sustained adaptation and capaci-
ty-building. This method of analysis investigates root 
causes and moves away from siloed or short-term 
fixes that only address symptoms. 

 X Demonstrable results. Diagnostics can be reapplied 
over time to measure progress against established 
benchmarks, as a way to ensure that changes become 
institutionalized. Monitoring and measuring these 
changes provides precious information for demon-
strating results.

 X Benchmark learning and action. Diagnostics are 
not passive exercises – they can serve as beacons to 
enlighten learning through comparisons of internal, 
present and past performances, and by identifying 
optimal performance metrics that can function as 
internal benchmarks to guide the improvement 
process.

3. The importance of a participatory 
approach

Another advantage of a diagnostic is that it can capture 
different perspectives from staff at all levels of a given PES 
organization, together with those of its delivery partners 
and key stakeholders. 

If applied in a participatory and inclusive manner, a 
diagnostic makes it possible to: 

 X exploit information, knowledge and insights that are 
not always available in a structured or explicit manner, 
but which often require a deeper analysis and under-
standing of the organizational culture and prevailing 
working environment. Staff at all levels and in dif-
ferent positions and roles need to be informed and 
engaged in the process.

 X collect the views of delivery partners and relevant 
stakeholders, thereby leveraging capacity, knowledge 
and networks in such a way as to improve service pro-
vision. 

4. Estimated timeline, implications for the 
PES and resources required

An estimated timeline to conduct the full PES scan cycle 
will depend on the scope of the diagnostic, whether all 
or some clusters will be subject to the scan, the level of 
specificity and focus of the scan, and the number of offices 
involved. 

Based on ILO’s experience of prior diagnostics conducted 
in several countries, a typical diagnostic would include at 
a minimum, the revision of one functional area, including 
headquarters and at least one regional office. The time-
line can also vary, depending on whether circumstances 
allow the hiring of external consultants to coordinate and 
facilitate the diagnostic – and if so, how many – and the 
involvement and time availability of PES staff.

Key considerations in the design of a diagnostic analysis:

 X Scope. The implications and trade-offs between a 
narrower scope of topics and fewer offices, or a wider 
revision of topics and offices, depend on the objec-
tives sought by the PES. Some PES may need to review 
only specific areas of policy, due to changes in regu-
lation; or they may only be interested in conducting a 
diagnostic for a specific office or region. Others may 
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wish to conduct a thorough revision of the entire or-
ganization, looking at the existing interdependencies 
between the functional areas and the interconnected-
ness of the different PES processes. 

 X Size and timeline. Another factor to consider is the 
size and complexity of the PES system to be reviewed. 
Some have no more than 10 local offices, while others 
manage a network of 800 different access points or 
more across the territory. Based on these considera-
tions, it is fair to say that a reasonable expectation of 
the timeline for the PES diagnostic, regardless of dif-
ferences, could range from 6 to 12 weeks for the entire 
end-to-end diagnostic process to be completed, under 
normal circumstances. Taking into consideration the 
context of COVID-19, and its ensuing social distancing 
measures, travel restrictions, and the limitations of in-
teractions that use virtual means of communications 
and meetings, estimated times can extend to 10 to 16 
weeks, depending on the scope of the diagnostic and 
the size and resources of the PES. 

 X Logistics. Additional factors to take into account in-
clude consultants’ fees and staff backstopping time; 
travel and mission-related costs; translations where 
necessary; the organization of discussion and valida-
tion meetings; and the editing and publishing of re-
ports, if these are to be made public. In line with the 
ILO Centenary Declaration for the Future of Work and 
the aspirations captured in Sustainable Development 
Goal 8, which aims to promote decent work for all, 
member States can benefit from ILO technical sup-
port to conduct a PES institutional diagnostic and im-
plement the action plan resulting from this.14

5. Common pitfalls to avoid  
and mitigation measures

The PES diagnostic tool promotes a participatory approach 
that is both mobilizing and stimulating. However, running a 
diagnostic is a process that may take time to filter through 
the PES’s organizational culture, and its application may 
well encounter internal resistance and inertia. A diagnostic 
does not set out to find somebody to blame for faulty pro-
cesses, but aims to explore problems with greater preci-
sion. As a result, this guide cannot offer ready-made fixes, 

14  Please contact the ILO office in your country or region if you would like to receive external support (see www.ilo.org). 

nor can it generate an automated report for improving PES 
functioning. Instead of supplying pre-defined answers, a 
diagnostic aims to be a fact-finding activity – a foundation 
step in the search for concrete potential solutions and 
courses of action based on relevant evidence. The diag-
nostic is not intended as a mechanism for making cross-
country comparisons. 

Running a diagnostic also carries a risk of bias and 
common pitfalls, including: 

 X overvaluing confirmatory evidence and neglecting 
inconsistent results; 

 X over-interpretation, which can lead to inappropriate 
decisions;

 X favouring quick fixes, while ignoring causes; 

 X tolerating strategic behaviours of staff, who may 
prefer not to reveal their strengths and weaknesses. 

While bias and limitations cannot be avoided, this diag-
nostic tool offers you a problem-solving method that is 
traceable and supported by known facts and observations. 
The process is validated through deliberation rather than 
persuasion or simple compliance. Bias can be uncovered 
by checking the consistency of diagnostic findings with 
previous results, bringing in an external expert to facilitate 
the exercise, involving external stakeholders to mitigate 
preconceptions based on managers’ and staff members’ 
suspicions and prognoses, and repeating the diagnostic 
at regular intervals. Running a diagnostic also involves a 
learning process, based on trial and error for incremental 
improvement.

Milestone
An orientation session with PES decision-makers and 
relevant staff can prove effective in: 

 - confirming that a diagnostic is needed 
 - clarifying expectations and avoiding erroneous 

assumptions 
 - providing estimated timelines and resource 

implications 
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3.3 Applying the PES scan method

15  See section 5. Common pitfalls to avoid and mitigation measures.

Phase 1: Preparing to diagnose

Objective Specific activities Estimated duration

Define the time frame and scope of the 
diagnostic

Preparatory meeting to:
• Decide whether the diagnostic will be run 

in-house/PES or by an external expert
• Appoint focal point and/or working team
• Define diagnostic’s scope and time frame

3 to 5 days*

• Starts when: the need for and commitment to running a diagnostic is confirmed.

 * Estimates are only indicative based on the structure of a generic PES.

Preparing to apply the PES scan
Once the need to start the diagnostic is acknowledged, it is 
recommended to organize a preparatory meeting, in order 
to set the diagnostic process in motion. At this meeting, 
the following decisions and activities should take place. 

Who will run the scan?

The PES diagnostic requires the involvement of the organ-
ization’s leadership and staff. However, responsibility for 
steering the diagnostic can either be assigned in-house 
(PES) by a dedicated working group, or to an ILO expert/
consultant with a good grasp of the organization and the 
functioning of employment services, or to a combination 
of both. The following can help in making a decision: 

 X An external expert runs the scan – Public employment 
services with small teams or busy operation floors 
may find it difficult to mobilize their own staff 
temporarily to run a diagnostic. Relying on an 
external expert can not only bridge this capacity gap, 
but can also overcome operational blindness that 
often takes root in some organizations or functional 
areas. Staff and managers get used to working in  
 
 

certain ways and become blind to inefficiencies, but 
also opportunities. An external and critical look at 
the state of the PES system, distanced from everyday 
operations and practices, can offer a more strategic 
approach, thereby mitigating existing assumptions, 
and minimizing biases. An external expert, 
nevertheless, needs to be supported by a focal point 
from the PES team. If a decision is made to hire an 
external consultant, a template of terms of reference 
can be found in annex 2.

 X PES staff run the scan as a self-assessment exercise – 
These staff members should have the appropriate 
knowledge and capacity to provide clear, accurate and 
objective testimony on the different aspects of the 
PES components under examination. They can be sup-
ported by other partners/actors considered relevant 
to the diagnostic process. It is important, however, to 
consider that the active involvement of management 
and relevant staff will be necessary when examining 
the functioning of the PES, and it is crucial to resist the 
temptation for quick fixes.15 

1 2 43
PREPARING 
TO SCAN

TAILORING 
SURVEY

RUNNING 
THE SCAN

REPORTING 
INSIGHTS

5
DEVELOPING 
ACTION PLAN



47Public employment services diagnostic tool and guide 
Running a PES diagnostic

Annexes

4

PES scan toolIntroduction to 
the PES scan

1 3
Part

2

Components of 
a generic PES 

AboutHome How to 
navigateMain menu

Some recommended standards of behaviour when in-
house experts conduct the scan include the following:

 X Separate routine roles from the diagnostic, so that 
decisions regarding the diagnostic are not bound by 
institutional dynamics. 

 X Cross-reference and cross-validate information with 
other members of the organization, to incorporate as 
many perspectives as possible.

 X To the fullest extent possible, grant autonomy to 
in-house experts to initiate interactions with other 
stakeholders relevant to the PES diagnostic, so that 
progress does not stall due to communications clear-
ance requirements.

 X Follow institutional guidelines regarding privacy 
issues. 

In both cases, ensuring the active involvement of internal 
actors and external partners by setting up a working 
group can be critical to secure ownership of the diagnostic 
process. A combination of external expertise and in-
house active participation brings by far the best result in 
qualitative and quantitative analysis, and appropriation of 
the continuous improvement process. 

Focal point/working group

Appointing a diagnostic focal point can ensure fluidity of 
the process and help PES management and staff to nav-
igate it. When public employment services have a good 
supporting staff structure, setting up a working group can 
be an option to consider. This working group provides a 
platform to bring in-house experts/staff from different 
areas of service and other partners/actors considered rel-
evant to the diagnostic process. 

In addition to the focal point or the working group, the 
involvement of the social partners for consultation could 
be considered throughout the different stages of the di-
agnostic process, depending on the needs, objectives and 
scope. Social partners have an important role to play in the 
diagnostic process, including providing feedback on scope, 
backing the process in the early stages of adoption, and 
serving as key informants on specific processes, functions 
or clusters during the data collection process. 

The main responsibilities of the focal point or leader of the 
working group include: 

 X guiding and providing feedback during the process; 

 X leading key discussions and exchanges during the 
process with the different actors involved;

 X facilitating consultations and the collection of infor-
mation, data and evidence;

 X providing feedback and reviewing preliminary re-
porting on findings; 

 X supporting the formulation of an action plan;

 X encouraging open and earnest discussions to guide 
decision-making; 

 X following up implementation of an action plan.

To kick-start the diagnostic process, the designated focal 
point (with ILO support) convenes a meeting with the 
working group to present the PES diagnostic tool in detail 
and ensure a clear understanding of the steps involved in 
rolling out the process, particularly the scope definition 
and measurement criteria.

Determining the scope of the diagnostic

The scope of the diagnostic can be customized to the 
specific policy setting and national context, to reflect the 
reality of your PES organization. As described in Phase 
2. Tailoring the survey, the diagnostic can be customized 
to expand or downsize the number of clusters and 
subthemes of each cluster, to respond to the objectives 
sought by each PES. This requires a clear understanding 
of what the PES will be pursuing and the challenges it 
is looking to address, and/or the opportunities to be 
seized. At this point, it is critical to decide whether there 
is a need to run a full diagnostic, covering the five PES 
clusters, or to focus on specific clusters, using the PES 
Clustered framework as a reference. 

When this is not clear from the outset, organizing 
a preparatory working session involving senior 
management and/or staff from relevant functional units 
can help to reveal the PES clusters where pain points 
are evident, or where quality improvement or new 
capabilities are needed. This process can use different 
methods to frame the problem and map the clusters 
and processes/services that need reviewing. Box 2 
suggests two methods that can be helpful in identifying 
and framing gaps, challenges or areas for improvement. 
Such a rapid initial scan makes it possible to highlight 
PES ‘vital signs’ regarding its performance, capacity 
gaps or areas of opportunity.



48Public employment services diagnostic tool and guide 
Running a PES diagnostic

Annexes

4

PES scan toolIntroduction to 
the PES scan

1 3
Part

2

Components of 
a generic PES 

AboutHome How to 
navigateMain menu

Box 2. Engaging the PES in problem framing 

Posing an iterative set of questions can help to uncover the possible root cause of performance gaps, and as a consequence, 
determine the scope of the PES diagnostic. 
An Ishikawa diagram (or five why ś analysis) can be conducted following these steps:
1. Describe the issue or the visible problem symptom. This description will serve as the departure point of the process.
2. Enlist the constituent elements of the issue under analysis. In the case of employment services, these could be:

 - policies
 - resources
 - organizations
 - partners
 - services
 - delivery channels

3. Explore different potential causes that may have brought about the problem within these categories, in the form of 
branches.

4. Ask why the problem under consideration came to exist, then go through each of these elements to find root causes, and 
for each response establish a new branch. 

5. Iterate the exercise of the probable cause of problems under the new branches. 
6. Continue asking why and write the identified underlying causes beneath the branches. 
7. Lastly, identify the root causes at the backbone of the Ishikawa fishbone (figure 9).16

Figure 9. Ishikawa fishbone for PES problem framing

16  A template of the Ishikawa diagram is also available in Annex 3.
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To decide which clusters, or components within them, 
should be scanned and addressed, it is important not to 
lose sight of the factors that triggered the need to run 
the scan17, as well as to link the review of clusters with the 
objectives or goals that have been set for the diagnostic. 
Some additional considerations to bear in mind when dis-
cussing/brainstorming about the scope of the diagnostic 
include: 

 X Framing the identified problem/challenge in terms of 
a pattern of behaviour over time, or with regard to 
particular events that are disrupting, or have the po-
tential to improve the PES functioning. 

 X Placing responsibility for results on internal actors 
who manage the policies and provide services.

 X Concentrating on causality and understanding how a 
behaviour is generated.

Time frame for the diagnostic

An important consideration for the timing of the PES scan 
is the availability of staff, and in particular of those key 
informants who can provide the right level of insight to 
support the diagnostic process. For results to be consistent 
and reliable, the scan should ideally take place during a 
pre-set time frame, and to the extent possible avoid signif-
icant changes in the conditions under which the diagnostic 
takes place, or other stimuli that can significantly alter per-
ceptions or responses from informants. Another factor to 

17  See: Scenarios when diagnostics are especially useful.

consider is related to the scope of the diagnostic, which de-
pending on the governance framework of the PES, may in-
clude only functional or divisional areas in centrally located 
offices, regional or local offices, or a combination of both. 
Such decisions are important, in order to consider differ-
ences in responsibilities and the scope of programmes and 
activities when interviewing and applying surveys to staff 
from different jurisdictions.

When deciding on the time frame for the diagnostic, it is 
crucial to balance expediency with a realistic view of staff 
availability and the scope of the diagnostic. 

Language barriers should be planned for, where neces-
sary. Securing access to translation or interpreters ahead 
of time is fundamental to ensuring adequate communi-
cation and coordination with authorities, focal points and 
respondents of surveys. 

Milestone
The goal of the phase for preparing the scan is to 
determine the scope and time frame of the diagnostic. 
Specific activities required to complete this stage are: 

 - Definition of the diagnostic’s scope
 - Estimated time frame
 - Designation of focal points 
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Tailoring the scan survey  
to the PES-specific context

A central component of the PES diagnostic tool is a scan 
survey that can be adapted to the size and complexity of 
any organization. As its main purpose, the survey aims to 
apply the proposed cluster framework and collect reliable 
information about the PES institutional capacity, services, 
processes and quality of delivery. 

Tailoring the survey involves two main steps: 

1.  creating a customized scan survey; and 

2.  scoring and selecting weights for the scan survey.

1. Creating a customized scan survey

Creating a scan survey is a critical phase and its design will 
allow the external expert or the in-house working group to 
start asking the right questions, in order to understand the 
public employment service's effective capacity. To simplify 
the process, please refer to the inventory of assertions and 
the software application that are introduced in Part IV. PES 
scan tool, of this guide.

a.  Inventory of assertions: Tailoring the scan survey 
involves selecting from ready-made assertions – 
those items that are relevant to the clusters that fall 
within the scope of the diagnostic. The inventory 
of assertions is drawn from the ‘reference cluster 
framework’ and the pertinence of assertions should 
be carefully considered against country-specific 
contexts when deciding whether to use the scan 
survey, wholly or partially. 

b.  Software application: The sof t ware that 
accompanies this guide simplifies the tailoring process 
and offers the possibility of picking up ready-made 
assertions, omitting items, adding new questions, or 
reformulating some to reflect the specific PES context.

The PES scan software is designed to support qualitative 
analysis with quantifiable inputs and evidence. Each 
answer to the scan survey yields a numerical score. 
Assigning specific values and weights to the questions that 
will populate each of the components and subcomponents 
is a task of the external consultant or the in-house working 
group. The choices and numerical scores are based on the 
notion of the continuous improvement cycle ‘Plan, Do, 
Check, Act’ (box 3). 

Phase 2: Tailoring the survey

Objective Specific activities Estimated duration

Tailor a cluster-based survey • Preparea a cluster-based survey
• Select methods of administering the 

scan survey
• Identify key informants and data 

sources

 2 to 5 days*

Starts when: the decision to run the diagnostic has been confirmed and scope and focal points have been defined. 

 * Estimates are only indicative based on the structure of a generic PES.
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Box 3. The continuous improvement cycle

The Deming’s cycle (Plan, Do, Check, Act) provides an 
internationally recognized framework and standard 
emphasizing the concept of continuous improvement. It 
encompasses the notion of an iterative process involving 
incremental positive change in performance and 
operational levels. It also proposes a method for critical 
thinking and problem-solving that brings decision-makers 
closer to stated objectives. 

The PES diagnostic tool incorporates the principles of the 
continuous improvement cycle to analyse the development 
and maturity of the five clusters of a generic employment 
service through the different stages of improvement: 
planned, done, assessed, improved (figure 10). According 
to this management cycle, ‘planned’ is considered the 
baseline stage, and progression is observed as an iterative 
and cyclical (rather than linear) process, to improve perfor-
mance, address challenges or gauge opportunities. This 
cycle varies in both form and intensity, depending on the 
PES-specific configuration and context. 

Figure 10. Deming’s cycle for continuous improvement

Source: Adapted from Public Internal Control Systems in 
the European Union, Continual organisational improve-
ment by integrating Internal Control into the management 
cycle, Discussion Paper No. 2.

It should be noted that given the different institutional 
arrangements of PES across the world, each component 
will necessarily have a different architecture. Both the in-
ternal and external factors determine how the PES moves 
forward and influence the depth and breadth of the diag-
nostic. The level of detail and mix of exploratory questions 
(of which the clusters survey is made up) will need to be 
adapted accordingly. In this regard, two approaches are 
suggested: 

 X Zoom out: A method for establishing the limits of 
the diagnostics is to brainstorm and note identified 
problems, challenges, obstacles and bottlenecks, and 
link them with the relevant components and level of 
priority. Using this approach takes the user from the 
specific to a broad observation of the components of 
the system.

 X Zoom-in: It is also possible to jointly identify and pri-
oritize the areas of intervention where improvements 
are sought (clusters) and desegregate them into sub-
themes. This method of analysis makes it possible to 
move from a broad observation to specific challenges, 
problems and opportunities. 

The choice of lens is not self-revealing, but must be drawn 
from a thorough exercise of analysis, involving a desk 
review of relevant policy and organizational documents 
provided by the PES to be examined. This process not only 
helps to calibrate the scan tool and the selection of clus-
ter(s), services or processes, but also provides the oppor-
tunity to establish baselines, review targets and create an 
institutional memory for later performance reviews. Box 4 
provides some additional recommendations for tailoring 
the survey scan.

Box 4. Useful tips when tailoring the scan survey 

 - Assess adding open-ended questions to deepen re-
spondents’ views and perceptions. Be mindful, how-
ever, that codification can be challenging and you may 
need an interviewer-administered approach to produce 
useful information and control for accuracy. 

 - When adapting the survey modules, make sure that 
survey questions follow a logical order, and that it takes 
a reasonable amount of time to complete them.

 - Avoid including questions without critically evaluating 
the usefulness of data or information collected. 

 - Pre-test the adapted version of the survey modules and 
make final adaptations as needed.

Source: Authors.

Planned

Done Assessed

Improved

Continuous 
improvement
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When tailoring the scan survey, consideration should also 
be given to whether the diagnostic is being run for the first 
time, to test innovations or new methods, or as part of an 
iterative process of continuous improvement. International 
practice shows that not all PES capabilities need to operate 
at the highest level of maturity. Some capabilities may still 
be in their infancy in terms of evolution, while others may 
already be at the stage of continuous improvement. The 
scan is a device that helps in identifying capability gaps 
that need to be closed, and to spot missing components or 
areas of opportunity for improvement (figure 11). 

Figure 11. Maturity of PES capabilities  
and innovation cycle

Source: Authors based on IFAC, 2017; Gartner Hype Cycle for 2020. 

A PES that has consolidated the planning stage of a novel 
process, initiative or project that is now in the implementa-
tion phase may choose to run a new diagnostic time after. 
The new diagnostic could focus on examining the impact of 
the new project or on specific parts of the system to close 
capability gaps, or on a given stage of the policy improve-
ment cycle to test for maturity, as will be explained later in 
Part IV, PES scan tool, of this guide. 

2. Scoring rubric and weights

To capture responses that most faithfully represent the 
prevailing conditions of the components that will be 
examined, a detailed description of the scoring rubric is 
provided, based on the Plan-Do-Check-Act cycle (PDCA). 

Scores can be calibrated by changing the weights for 
those clusters or components that are considered most 
important18 for the PES, computing and aggregating total 
average scores, after all responses have been collected 
and processed. 

18 See Coding and computing results in Phase 3. Applying the survey.

The following is a description of the scoring rubric that in-
formants should use when completing the survey.

 X Continuous improvement stage: 
The top score pertains to the stage of continuous improve-
ment within the PDCA cycle, and the 100th percentile will 
be assigned where the impact of initiatives for improve-
ment that have been put in motion can be fully verified. 
The respondent of the cluster-based questionnaire will 
then assign this top score where the evidence indicates 
that variables reflecting initiatives, processes or activities 
that have passed the stage of full implementation have 
not only been formally evaluated in terms of progress and 
impact, but have ultimately been improved. 

 X Assessment stage: 
The second top to bottom score (80th percentile) lies 
within the assessment stage and will be assigned by re-
spondents to variables reflecting initiatives, processes or 
activities that have been implemented and fully evaluated, 
but where the process of improvement is still under way, 
incomplete or pending. 

The third top to bottom score (65th percentile) also lies 
within the assessment stage of the PDCA cycle, and will 
be assigned to variables that capture initiatives, processes 
or activities that although being fully implemented, and 
despite having some metrics that describe or capture pro-
gress, have an impact that is still uncertain, or pending, to 
be determined, lacking full evaluation. 

 X Development and execution stage: 
Next in the ranking scale are variables that reflect initia-
tives, processes or activities which have been implemented, 
but are yet to be measured, or lack evidence of metrics 
associated with them. These score the 50th percentile, cor-
responding to the execution stage of the PDCA cycle. 

Below, but still within the implementation stage of the 
PDCA cycle, the next top to bottom score (35th percen-
tile) will be assigned by respondents to those variables 
reflecting initiatives, processes or activities that are under 
way, to be implemented, or whose implementation has 
recently been initiated. 

 X Planning stage: 
Second to bottom scores in the 20th percentile will be as-
signed to variables reflecting initiatives, processes or activi-
ties that have been identified and thoroughly planned, and 
which have identified and documented goals and targets 
in detail, but whose implementation is still pending.
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Finally, the bottom score in the 10th percentile will 
correspond to variables reflecting initiatives, processes or 
activities that are in the process of being planned.

Identification of key informants and data sources
Once the clusters survey has been set up, the next step 
is to identify as many reliable sources and informants as 
possible, which can provide quantitative and qualitative 
information on different parts of the scan. This process 
requires support from the focal point, if an external expert 
is running the scan. Information sources basically include 
documentary evidence and key informants, but site visits 
can also be organized to gain better insight into some 
components of the PES system. Using multiple sources 
of data not only enriches analysis, but can help to resolve 
contradictions in the information collected through verifi-
cation, triangulation and cross-validation. 

Key informants should ideally be selected with a view to 
having a representative for each of the clusters that the 
diagnostic will cover, from operative to managerial and 
decision-making roles. Identification of relevant inform-
ants can be achieved through prior development of a 
stakeholder mapping exercise.19 Internal informants can 
provide valuable information regarding policy, strategy, 
operations, and in general about the PES state of readiness 
to manage service delivery. External informants can pro-
vide additional insights regarding the capacity of the PES 
to be responsive to its external environment and its users. 

Having a roster of informants approved prior to data col-
lection is essential, and securing access to multiple sources 
of information offers the possibility of gaining deeper in-
sight into the PES. In addition to key informants, proper 
due diligence measures should be observed pertaining to 
confidentiality, access to official records, statistics, man-
uals and other internal documents that constitute val-
uable primary sources of information in the design and 
implementation of a PES diagnostic. The following offers 
a non-exhaustive list of due diligence practices regarding 
data privacy and record management.20

Due diligence practice tips

 X Data acquisition, retrieval, recording, or storage 
should always be conducted in compliance with the 
legal and regulatory framework governing public data 
access and data privacy in each country.

19 See Annex 1.
20 More can be found in: United Nations, 2020. Data privacy, ethics and protection guidance note on big data for achievement of the 
2030 agenda.

 X Always ask and acquire written authorization from 
the parties involved when accessing and recording 
public or private data. If personal data are accessed, 
consulted, used or stored, be sure to obtain consent.

 X When data that have been facilitated are labelled as 
restricted or confidential, always double check if the 
information has been cleared for access by the proper 
authorized parties.

 X Uses of data that have been facilitated with the pur-
pose of conducting a diagnostic must always be con-
fined to those intended uses, and upon completion of 
the diagnostic, the data should be returned, disposed 
of, deleted or stored, if allowed, in accordance with 
the regulations of the country or source from which 
the data were obtained.

 X At all times and after completion of the diagnostic, 
rigorously follow guidelines regarding encryption, 
masking, pass coding and any other measures to 
preserve the confidentiality and safety of personal or 
sensitive data for which access has been granted. 

 X Never reveal or disclose to third parties data that have 
been accessed or facilitated, if no explicit authoriza-
tion has been granted to do so. 

 X If using publicly available non-sensitive data, always 
provide referencing and citation of original sources. 
When in doubt regarding the sensitive, confidential 
or private nature of data, always adopt a ‘privacy by 
design’ approach to managing them. 

Documentary evidence has the purpose of supporting 
a desk review and gaining an understanding of the con-
text and functioning of the PES. Documented evidence 
includes: 

Economic and social indicators: economic and demographic 
trends, employment and labour market indicators, rele-
vant social indicators.

 X Strategic policy and institutional organization: relevant 
legislation and international instruments, strategic 
policy and plans (white papers), core budget docu-
ments and expenditure reports, partnering agree-
ments (cooperation, procurement and similar).

 X Qualitative and quantitative data: annual reports and 
operational manuals on service delivery and pro-
grammes, service coverage and delivery indicators, 
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evaluation reports, targeting methods and other rel-
evant documents. 

 X Programme/service performance indicators and other 
results reporting instruments: when selecting indi-
cators that should be used as part of the diagnostic, 
ensure they are relevant and updated regularly. Some 
useful categories of indicators include: input indica-
tors (e.g. funding, staff, key partners, infrastructure); 
process indicators (e.g. direct products or deliverables 
of the activities); and outcome indicators (e.g. achieve-
ment of expected effects/changes in the short, inter-
mediate, and long term). 

Direct observation – site visits: Conducting site visits 
provides valuable insights into how the PES system oper-
ates and how clients access its services and active labour 
market programmes. Site visits can be combined with in-
terviews or focus group discussions with clients (employers 
and jobseekers) and/or PES partners. Those in charge of 
conducting the diagnostic must approach the diagnostic 
and performance expectations with consideration of the 
prevailing context in different PES settings. 

PES offices located in large urban areas will have a dif-
ferent set of resources, performance levels, priorities and 
needs from those located in less populated or rural areas. 
Even when the policy objective is to set or raise perfor-
mance standards across the board for a PES ecosystem, 
these differences must be taken into account with regard 

to the different stages of the diagnostic, from setting and 
clarifying expectations to engagement, pace and depth of 
involvement, data availability and other relevant issues. In 
circumstances where there are notorious differences in 
capacities and resources, an approach by the parent PES 
office to assist its subsidiary offices throughout the diag-
nostic process can be helpful. This in turn requires identi-
fying and addressing these differences from the outset of 
the diagnostic process. 

Another alternative when headquarters lacks the neces-
sary resources, or when the PES ecosystem is highly de-
centralized, is to assess the convenience of involving third 
party organizations from other jurisdictions, agencies, in-
dustry and workers’ organizations, as well as NGO users 
or partners of the PES, to assist by adopting sponsorship, 
support and facilitation roles in the diagnostic process. 

Milestone
The following items should be set in place as indicators 
of completion of the tailoring survey phase, before 
moving to the next stage:

 - A customized survey is set up and ready to be 
applied

 - Key informants and data sources are identified



55Public employment services diagnostic tool and guide 
Running a PES diagnostic

Annexes

4

PES scan toolIntroduction to 
the PES scan

1 3
Part

2

Components of 
a generic PES 

AboutHome How to 
navigateMain menu

Phase 3: Applying the survey 

Objective Specific activities Estimated duration

Apply scan survey • Apply the scan survey 
• Code and compute results
• Interpret survey results

7 to 10 days live visit format*

15 to 20 days virtual format±

Starts when: data collection methods have been adjusted and key informants identified. 

 * Estimates are only indicative based on the structure of a generic PES.
 ± Estimates take into account mobility of persons restrictions imposed during the COVID-19 pandemic.

21 During the preparation of this tool and guide, the COVID-19 pandemic imposed serious restrictions on the movement of people and this led 
to many ILO technical assistance activities having to take place remotely. Nevertheless, a diagnostic exercise would bring more accurate results 
and prove smoother when conducted in-person in combination with on-site visits.

The ultimate goal of this phase is to make sure that the PES 
scan is conducive to relevant and reliable insights based on 
evidence, in order to shed light on the areas of the public 
employment services that need attention and improve-
ment. The main task of this phase is data collection and 
processing, through different methods, which may include 
applying electronic surveys remotely or when safety con-
ditions resume, conducting in-person interviews, and/or 
direct observation through on-site visits.21

The methods used to apply the survey will depend 
on factors such as the number of respondents that the 
working group decided to have, their geographical loca-
tion, and accessibility to a web environment or computers 
with Excel software. 

Methods used to administer the PES diagnostic survey 
may include: 

 X Self-administered: Whether on paper or supported 
by a web environment (e.g. intranet portal), self-com-
pletion surveys enable the collection of individual re-
sponses, and respondents to be reached in different 
geographical locations. This method also helps when 
maintaining anonymity and confidentiality of re-
spondents is considered essential.

 X Interviewer-administered: An interviewer is 
expected to collect the responses face-to-face, either 
from individual respondents or from a collection of 
individuals in a group session. While this method 
gives voice to respondents, it also increases the 
risk of digression and the need to help respondents 
to articulate their responses. This approach relies 
heavily on the ability of the interviewer to run the 
survey and create an open environment. Focus group 
interviews can also support this process with a group 
of respondents. Using focus groups gives a greater 
sense of engagement to participants, allowing the 
discussion of sensitive questions, with a view to 
generating a consensual view/response.

 X A combination of methods: A combination of 
self-completion and interviewer-led methods for 
different sections of the survey can also be applied. 
Self-completion of a survey is likely to work better 
for responding to closed questions, while in-person 
interview methods can be more effective for 
qualitative open-ended questions. 
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Informants providing input can be selected to answer all 
the modules of the survey, or just a few clusters, depending 
on the tailoring exercise previously conducted, and on 
their expertise, level of involvement and knowledge of the 
PES system. If needed, interviews with key informants to 
support or complement answers to surveys can be organized 
remotely via virtual meetings. Site visits can be combined with 
interviews or focus group discussions with key informants. 
Box 5 provides some additional information to bear in mind 
when conducting interviews with key informants. 

Box 5. Conducting interviews with key informants

Independently of the method used to conduct the diag-
nostic survey, it is important to stress that the voice of each 
respondent is equal. Prepare respondents beforehand by 
presenting the survey’s purpose, explaining the rules and 
criteria for responses, and providing information on confi-
dentiality/anonymity. Give respondents the means to ask 
questions or request clarifications. Depending on the size of 
the sample, this can be via an email address, a temporary 
help-desk facility, a telephone number, or face-to-face con-
tact. Some additional considerations to bear in mind include 
the following:

 - Verify with the appropriate PES conduit or focal point that 
authorization to conduct interviews has been granted. 

 - Ensure that data collection methods and exercises are 
conducted in a manner, and at times and in places that 
are not disruptive to the PES operations and routines. 

 - Provide upfront information about the purpose of the 
interview, explain to informants why their cooperation 
is important, clarify confidentiality/anonymity issues and 
address questions. 

 - Create an open environment to foster earnest discussions. 
 - Encourage informants to reflect on the root causes of 

problems or issues covered by the diagnostic, and to 
identify their own contribution to the challenges at hand.

 - To make the most of bilateral interviews, use structured 
questions or ‘scripts’, so as to avoid diversion and follow a 
sequential order, following the selected clusterś  themes 
and subthemes. 

 - Focus groups and small group brainstorming sessions 
can be steered to identify gaps and opportunities in 
the interactions across PES components, processes and 
delivery partners. 

 - Site visits are an opportunity to collect the views of 
frontline staff, PES clients, programme beneficiaries and 
delivery partners, but also to collect information from 
direct observations. 

 - Record information or summarize it immediately after 
each interview, adding notes or important comments. 
Send back summaries to interviewees for validation or 
to fill possible gaps. Always thank respondents for their 
participation. 

Source: Authors.

Applying the survey

Once the responses to the scan survey have been fed into 
the PES scan software application and properly collated, 
the final step is to carry out a process of analysis of the 
responses. This to verify data completion, validity and 
consistency, as a primary step in rating and aggregating 
them into measurable and comparable scales, in order to 
produce standardized scores for each cluster that can offer 
a clear picture of the PES areas or activities that require 
attention. All sources should be collated and reviewed to 
ensure a good grasp of the PES context and situation, to 
inform the diagnostic stage. 

For measuring purposes, the PES scan software uses the 
responses provided by designated informants and feeds 
them into a database containing all responses. Once re-
sponses are stored, they are computed to obtain results by 
establishing a continuous improvement approach, as the 
basis to represent the performance targets for each of the 
variables, together with their aggregate score to assess 
performance for the group of variables that comprise each 
of the four clusters. 

Coding and computing results

In order to translate the categorical variables associated 
with each of the cycle stages into numerical data for pur-
poses of ranking and computing scores, a variation of the 
Likert scale has been introduced. This assigns percentile 
values to each of the stages in an ascending order.22 Table 
4 offers a description of the coding scale used. 

22  It is important to highlight that the answer choices and the nu-
merical scores suggested in this guide can be adapted to better fit a 
PES context. For instance, a classical Likert scale can be adopted with 
digits 1 to 7 instead of percentiles. The PES scan software application 
can support adaptations to pre-established coding scales.
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Table 4. Coding scale

Pdca cycle Criteria Description Coding scale 
percentile

Continuous  
improvement stage

Process/

services improved

• Processes, protocols for delivery have been adjusted, lessons 
learned are drawn and applied in the next planning cycle or 
improvements/modifications are performed.

100

Assessment stage Evaluation completed • Evaluations have been conducted and results examined, 
progress made on process/projects is visible and verifiable.

80

Metrics

developed and applied

• Metrics indicate objectives/targets have been fully/partially 
achieved.

65

Execution (closing 
gaps) stage

Full

implementation

• Actions to achieve objectives have been fully implemented. 50

Execution initiated • Resources and responsibilities have been assigned and activi-
ties are carried out.

35

Planning (spotting 
capability gaps) 
stage

Plans completed and 
available 

• Objectives have been methodically defined and translated 
into clear and measurable goals.

20

Plans sketched • Initial baselines have been discussed and sketched. 10

Don’t know • Information is unknown. 0

Not applicable (n.a) • Question is not applicable to the PES context. n.a

Note: It is also possible to introduce a blank space to add comments or present evidence to support responses.

Interpretation of survey scores

The output of computed coded responses is an aggregate 
average of weighed scores that can be translated into pri-
orities for attention, which can be divided into three levels: 

 X First, the scores for individual variables of interest 
within each subtheme offer the possibility to analyse 
and determine the performance of specific PES activ-
ities. 

 X Second, a set of variables computed together as a 
group within a subtheme can provide an average 
score to reflect the state of readiness and perfor-
mance of a whole segment of the service value chain. 

 X Third, the (weighted) average of all scores for all var-
iables that have been considered provides a general 
overview of the functioning of the entire PES system.

Given the qualitative nature of the data collected, scores 
must be read and interpreted relative to the predefined 
baseline for each cluster, which is a reference value that 
indicates the mean normal expected distribution, or the 
average of a standard service. In this case, the default 
value for each cluster is defined by the numerical value 
that corresponds in the coding scale to the nominal vari-
able ‘execution stage’ of the continuous improvement cycle, 
taking an absolute value of the 50th percentile. 

Any values above or below the threshold benchmark, 
whether for specific variables, for clusters, or for the overall 
average weighed score for the PES, represent modest to 
significant deviations from expected performance, either 
in the direction of improvement or progress (i.e. scores 
above 50th) or showing signs of gaps or opportunity areas 
for improvement (values equal or below 50th).
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Options should be allotted in the clusters survey menu of 
responses for ‘Don’t know’, with a score of 0, and n.a. for 
items that are not applicable to the particular PES context. 

The scan outputs in the software application are sup-
ported by quick visual aids or dashboards, summarizing 
the scores for each cluster component and/or specific PES 
function or service. Such an overview can facilitate deci-
sions on whether an action plan for the overall cluster or 

component is appropriate, or if engagement of specific 
fixtures at the operational level is needed. Figure 12 offers 
an example of the scan output chart, in which responses 
for a cluster component have been collected, codified and 
analysed, yielding a chart that serves as a score card with 
the scores for individual variables and a weighted score for 
the subtheme, reflecting the relative position of both the 
variables and the overall components in the PDCA cycle. 

Figure 12. Data analysis

Source: Authors.

Milestone
When reaching phase three of the diagnostic, the 
following items should be in place as indicators of 
completion of the survey phase, before moving to the 
next stage:

 - All surveys are applied and responses computed 
 - Preliminary findings and results interpreted

Cluster Labour market services to support job transitions Stage
Sketch 
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One-stop shop approach to service delivery has been set up

Digital websites or mobile apps are in place to facilitate remote 
service access to geographically distant clients

Basic orientation and job search registration services are provided 
by telephone

Itinerant, mobile or temporary units are used to reach out to 
specific regions or customers

PES modules and units’ facilities are aquipped to accommodate 
and facilitate access to users withdisabilities

Policies and protocols exist to facilitate equal access to PES services, 
including priority job opportunities for vulnerable clients

All service delivery modalities are free of charge for jobseekers

On-site facilities such as workstations, printers, desks, and wiki 
access allow self-service delivery to jobseekers and employers

All PES services are provided in person

A PES initial point of contact has been designated to greet, inform, 
and channel users to appropriate functional areas or programs

SUBTHEME AVERAGE SCORE

10 20 35 50 65 80 100
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Phase 4: Reporting insights 

Objective Specific activities Estimated duration

Prepare report and convey results • Debrief of preliminary findings 
• Formulating recommendations and 

prioritizing
• Creating awareness of performance 

gaps, obtaining feedback and vali-
dating findings

5 to 10 days*

Starts when: the clusters surveys have been fully applied and completed, and all collected information has been processed and 
computed. 

* Estimates are only indicative based on the structure of a generic PES.

23 A suggested outline is available in annex 4.

Debrief of preliminary findings and recommendations 

Once the responses to the scan survey have been quanti-
fied, the overall analysis and interpretation of findings is 
mostly qualitative in nature. A series of crucial step in this 
phase include: 

 X Ensure that survey scores are supported by data 
and facts. Qualitative analysis of information and 
data collected through interviews with key informants 
and site visits should be incorporated in the overall 
analysis. All documentary evidence collected will be 
reviewed to substantiate the narrative of the draft 
report. Results from the PES scan software should not 
be limited to summarizing scores or statistics from 
the scan exercise. Since scores resulting from the 
scan exercise can only offer a quantitative account of 
performance, but not an explanatory or predictive di-
rection, the most valuable outcome is the possibility of 
gaining insights from a broader discussion of the data 
produced that should be supported by a preliminary 
report.

 X Prepare a preliminary report of the findings and 
the recommendations. It is crucial to formulate ac-
tionable and context-relevant recommendations that 
can be translated at a later phase into an action plan. 

A preliminary PES diagnostic report is, however, the 
main output of this phase.23 The focal point and/or 
the external expert would be responsible for this pre-
liminary report and ensure that a productive discus-
sion is carried with the working group for comments. 
Establishing a fluid feedback loop with the PES will 
offer an opportunity to generate momentum and in-
terest in translating the insights gained into action, to 
close gaps and move towards improved performance 
capabilities. The focal point and/or the external expert 
should prepare to steer a discussion through the or-
ganization of workshops, where the executive and 
technical teams of the PES can provide their feedback 
and reflection on the results of the scan.

 X Convey the insight of the scan in a validation 
workshop. The concrete outcome of conveying 
the insight of the scan is to create awareness of 
performance gaps and provide the foundation for a 
decision-making process leading to specific action 
plans, aimed at improving areas that need attention 
or enhancement. Preliminary findings and ratings will 
be shared with the management and senior officials 
in a workshop. If considered relevant and feasible, 
other key informants and survey respondents can be 
part of the discussions. A second round of discussions 
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with an extended group can take place immediately. 
These sessions are an opportunity to fill information 
gaps and resolve possible disagreements on 
findings. Moreover, the debriefing has the purpose of 
validating results and recommendations. The inputs 
and conclusions of the discussion are incorporated in 
the report’s narrative. 

This dialogue process can be elicited by tasking the senior 
leadership of the PES with organizing a series of presenta-
tions of the scan results, inviting relevant internal and 
external stakeholders, which at the same time serves the 
purpose of prompting further reflection on the causes of 
performance gaps or suggestions for improvement. Box 6 
offers recommendations to convey insights from the diag-
nostic, according to sound professional practice. 

Box 6. Criteria for conveying insights from the diagnostic

1. An executive summary of the methods used to set the 
context in which the scan took place, including the 
characteristics of respondents, such as number, po-
sitions and geographical distribution. The time lapse 
when the scan took place is also relevant, to under-
stand the context in which it took place.

2. Recognition of contributors and facilitators of the scan 
process within the PES organization, to highlight that 
this is an effort led from within, not externally.

3. Description of metadata, including relevant definitions 
of variables or measurement criteria. 

4. Explicit disclosure of any assumptions embedded in 
questions, or in the interpretation of responses. 

5. Summary of findings in the form of thematic or pri-
ority lists, to provide a systematic way of navigating 
the findings.

Source: Authors.

Formulating recommendations and prioritizing

Prioritizing the recommendations helps decision-makers 
to decide the most efficient and effective manner of allo-
cating resources such as time and budgets in the pursuit 
of specific objectives that are relevant and impactful, ac-
cording to the level of effort involved in each the options 
at hand, and the desired impact of those options in each 
period of time.

Figure 13 presents a prioritization matrix – a tool that 
allows decision-makers to organize their priorities based 

on the rankings of scores obtained for each cluster. This 
can prove helpful to determine which recommendations 
are more feasible to achieve in a short period of time – re-
quiring less effort and fewer resources (opening a new 
office, offering current service portfolio). Equally, it helps to 
assess which recommendations may require more effort, 
but may be more impactful over time (inaugurating a dig-
ital service channel), as well as those that may not be as 
impactful, but which are crucial for sustaining PES opera-
tions in the long term – for instance updating or scaling up 
network systems software. 

In a prioritization matrix, priorities are allocated in four 
quadrants, according to urgency and how critical these 
decisions are: 

 X The first quadrant corresponds to ‘quick wins’, im-
plying that decisions on projects and initiatives are 
urgent and critical, and involve low effort in terms of 
inputs and high-impact outcomes. An example might 
be serving new customers by opening a new office in 
a remote area. 

 X The second quadrant corresponds to major projects, 
which signify high levels of effort and inputs, but 
equally high-impact outcomes; these are critical tasks, 
but are often not urgent. An example of this would be 
rolling out an entirely new untested PES service. 

 X The third quadrant corresponds to filler tasks, in-
volving low effort, but with low rewards in terms of 
impact, such as submitting daily reports or filling out 
forms; these tasks are neither urgent nor critical, and 
can be postponed or delegated. 

 X  The fourth and last quadrant corresponds to thank-
less tasks, initiatives, projects or tasks that involve 
high levels of effort, but produce no visible high-im-
pact outcomes, and should be avoided or postponed 
if possible. This would, for example, be the case for 
updating the desktop stations of all personnel, or 
switching to a new software system that requires 
time and effort, but would not change the substance 
or quality of services. 
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Figure 13. The priority matrix 

Source: Authors based on www.lucidchart.com/blog/priority-
matrix-project-management. 

Recommendations of priorities can also be organized with 
a view to addressing the readiness and responsiveness 
dimensions, in order to provide a more systemic approach 
or one with a tactical operations management focus, by 
cluster and subtheme, or component. When crafting 
recommendations, it is fundamental to consider a series 
of relevant constraints resulting from the PES system 
environment, such as resource availability, staff bandwidth, 
policy orientation, and regulatory requirements.

The goal in presenting insights – beyond the valuable ob-
jective of spotting, confirming or revealing areas that need 
attention – is to create awareness and draw attention to 
performance gaps and opportunities, so as to drive action 
for improving and enhancing organizational performance.

Milestone
The following items should be set in place as indicators 
of completion of the reporting insight phase, before 
moving to the final stage:

 - A report is delivered and insights discussed with the 
PES.
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Phase 5: Developing an action plan 

Objective Specific activities Estimated duration

Develop and endorse an action plan • Develop an action plan
• Consolidate findings and issue final 

report
• Involve and consult with stakeholders 

as needed
• Endorsement of action plan

5 to 10 days*

Starts when: a diagnostic report is delivered and insights discussed with the PES. 

 * Estimates are only indicative based on the structure of a generic PES.

The final step of the PES diagnostic is the formulation of an 
action plan based on the recommendations arising from 
the scan software application results and insights. The 
goal is to guide PES management in implementing steps 
to close performance gaps identified in the scan.

Once the data from the surveys have been collected by 
the external consultant or the working group, the results 
should be reviewed and contrasted with other data col-
lected during the field research, in order to identify what 
the model may have missed, and whether there may be 
other gaps to consider. The next step involves preparing 

the action plan by identifying work packages, so that gaps 
can be tackled, whenever resources and priorities so dic-
tate, for the processes/services. 

The consultant or team can use a tool such as the roadmap 
shown in figure 14, to develop work packages tailored to 
addressing performance gaps identified through the diag-
nostic in each component. The chart below is an example 
of how the tool is intended as a signalling mechanism of 
where the PES needs to take immediate action, so as to 
improve performance from its current level and move to 
the next level of the continuous improvement cycle. 

Figure 14. Roadmap to move forward

 
Source. Authors.
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Developing an action plan

Once the exercise of identifying gaps has been completed, 
and based on the findings of the diagnostic, an action plan 
is prepared to take corrective action and address recom-
mendations for improvement. Ideally, the formulation of 
the action plan takes place in a workshop format, so as 
to brainstorm collectively. A multi-stakeholder approach is 
more likely to encourage appropriation and stimulate co-
operation across the PES and with key partners within the 
organization, as well as with clients and other stakeholders.

Designing an action plan, based on diagnostic findings and 
recommendations, enables the PES to monitor its imple-
mentation, evaluate its progress and call for corrections, as 
necessary. The action plan should consider three questions: 

 X Where are we? 

 X Where do we want to be? 

 X How do we get there?

24  A template is available in Annex 5.

In a workshop, the group should start to come to a con-
sensus on items to be added to the action plan in order 
to improve PES performance or capacity. In creating the 
action plan, the facilitator(s) should encourage the group 
to set goals and objectives that are specific, measurable, 
achievable, results-focused and time-bound.

For actions to become operational, however, they should 
at least indicate the people, resources, activities, goals and 
metrics that will be involved in the execution and tracking 
of progress. For that purpose, a priority grid or dashboard 
can be developed to indicate the relationship between the 
urgency or opportunity for improvement and the effort or 
resources required to achieve meaningful changes, or al-
ternatively, the level of value that an area of improvement 
can provide to the PES users, and the costs or effort that 
such change or action entails. Table 5 shows how action-
able recommendations can be organized by cluster and 
subtheme.24 

Table 5. Organizing actionable recommendations

Cluster 5. Performance management/Measuring results and social value

Recommendation 
and tasks

Priority Responsible Precedence Resources Progress metrics

Recommendation 1.  
Develop a dash-
board with KPIs for 
key labour market 
information (LMI) 
services

High Operations or manage-
ment oversight office.

N.A. • Data, data repositories, 
staff skilled in data pro-
cessing and analytics.

• Software application. 
• Budget allocation.

KPIs for each key LMI 
service already in 
place.

Resources and capa-
bilities secured.

Task a. Identify 
each key LMI 
service

Medium Senior management team.

PES Board, advisory council.

N.A. • Performance and 
impact data on each 
PES LMI service.

Definitive shortlist of 
PES key LMI services.

Task b. Identify 
baseline perfor-
mance metrics 
for each key LMI 
service

High Line management team for 
each key LMI service.

Identify key LM 
services.

• Data analytics capabil-
ities.

• Data repositories.

Performance bench-
mark setting for each 
LMI service has been 
established.

Task c. Develop 
KPIs for each key 
LMI service

High Operations and 
Management Oversight 
office and line manage-
ment team of each key LMI 
service.

Identify baseline 
performance metrics 
for each key LMI 
service.

• Data analytics capabil-
ities.

• Data repositories.

KPIs have been devel-
oped (including for-
mulae, benchmarks 
and metadata) for 
each key LMI service.

Task d. Decision to 
develop in-house 
or outsource KPI 
Dashboard

Low Finance and IT offices. N.A • Financial analytics 
capabilities.

• Financial data.

Cost-benefit analysis 
completed.

Task e. Develop and 
execute Dashboard

High IT and management offices. Develop KPIs for 
each key LMI service.

• Budget.
• Technical capability.

Functional dashboard 
software application 
in place and running.

Source: Authors.
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Once the issues or action items have been clearly identi-
fied, prioritization follows, ranking the most urgent, viable 
and impactful measures to be taken in order to act upon 
the components of the PES system that require attention 
to improve their readiness and performance.

This process can be carried out by developing a cost-benefit 
analysis or a Pareto chart for shortlisting the items and in-
creasing the chances of attaining impact. Using the Pareto 
optimization principle for shortlisting has the advantage 
that it can be applied to a diverse set of circumstances, re-
gardless of the items or action areas revealed by the scan 
results, be that budgeting or resource consumption, ser-
vice lead times, distribution of PES personnel, or yield of 
beneficiaries by programme, partners or geographically 
distributed PES offices.

25  A blueprint service template is available in Annex 6. 

The Pareto analysis can help PES decision-makers to un-
derstand and identify those areas where most problems 
or opportunities are occurring. At its most basic level, a 
Pareto chart is a histogram that shows the incidence of 
problems or results in decreasing order (as a percentage), 
and the point where the cumulative occurrence reaches 
80 per cent of a problem or result, representing the bigger 
opportunity or threat for the system. Figure 15 illustrates 
the distribution of hypothetical complaints by customers, 
by service channel. Despite the fact that complaints are 
distributed across six different channels, the first two chan-
nels account for 80 per cent of the total. They therefore 
represent the areas that require the most urgent atten-
tion, and at the same time offer the best opportunity for 
reducing complaints significantly. 

Figure 15. Pareto analysis chart: an example of PES service complaints by service channel (%)

Source: Authors. 

Mapping the PES client journey: service blueprint

A helpful way to make visible the interconnections be-
tween strategic and operational elements of a PES system 
and ensure delivery is to draw up a service blueprint. 

A service blueprint helps to visually map how a service is 
implemented by the PES and used by the clients (Gibbons, 
2017). These diagrams map the interactions taking place 
between the clients and the PES at different stages of 
service provision. The diagrams map the interactions 
taking place between: 

 X the clients and the PES through the different access 
points, whether digital or physical (frontstage); 

 X the actions and actors involved in producing different 
services, whether they are PES staff or third party pro-
viders, (backstage); 

 X the support processes necessary for the PES to 
operate (e.g. eligibility rules, web application for 
jobseekers and vacancies registration). 

Blueprints can take many different visual forms and cover 
different levels of detail to explore specific services or 
functional areas within a PES. Their added value consists 
of helping to visualize all phases of the client journey and 
detect where adaptation or redesign can be built into the 
PES system, in order to close gaps, optimize processes, 
break down silos and improve the overall experience for 
clients. Box 7 describes the key features of a blueprint and 
provides a visual example that can be adapted as needed 
to analyse the PES clusters.25
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Box 7. A service blueprint for PES

The basic elements to consider when producing a service blueprint are the physical evidence, clients’ actions, frontstage 
actions, backstage actions and support processes. In a service blueprint, these elements are organized into clusters and 
their interconnections are represented by lines of different types. 

 - Client journey involves how the clients perceive and experience the different interactions with PES services through 
physical or digital access and touchpoints, including: walking into an employment office, browsing the PES website 
and using a toll-free number to register for services.
Through the journey, the client gauges whether services offered by the PES (might) respond to their needs.

 - Physical evidence encompasses all actions that the PES has deliberately taken to nudge and direct clients towards 
a designed service path, so that quality standards of service can be met. It includes signage, entry points, waiting 
lines, posting, leaflets, bulletin boards and uniforms. 
At this stage, clients receive information on how to navigate their initial contact with the PES. 

 - Frontstage actions are visible to the client and refer to the interaction with the PES staff or systems. These actions 
can take place face-to-face or through self-service technology. Examples include the exchange between the PES 
reception desk and the jobseeker and the confirmation message that an employer receives from a mobile app to 
register vacancies. 
At this point, the client judges whether services are user-friendly and makes decisions regarding the added value offered 
and future use.

 - Backstage actions are not visible to clients and involve all activities and steps necessary to produce a response to 
the client. These actions could be performed by backstage staff (such as an analyst or manager), or by frontstage 
staff who perform tasks that are not visible to the customer (for example, a counsellor processing administrative 
data in the PES system or completing a report after conducting a needs assessment).
At this point, the PES can identify if backstage actions facilitate and respond to clients’ expectations and needs, or whether 
or not the different functional areas are working in a coordinated manner towards the same common objective. 

 - Support processes are all the internal protocols and interactions that help staff and management to deliver ser-
vices such as any given policies and regulations that indicate how a process or service should be completed (such 
as operations manuals, eligibility rules and service standards). Support processes also include software systems 
and supporting infrastructure for service production, for example, the online application for the registration of 
jobseekers, automated job matching and software to manage administrative databases). 
At this point, the blueprint shows what can be changed or what are fixed elements not dependent on PES direct decisions 
(such as laws and regulations on eligibility to participate in skills training programmes).

 - Time, costs and metrics: The time spent on various processes, the financial costs associated with them, and the 
different metrics to measure milestones and objectives.
At this point, the numbers will help the PES to identify where time or allocated budgets are wasted due to miscommunication 
or other inefficiencies.

 - Connectors: These are indicated by dashed lines showing interaction and visibility, or solid lines delimiting processes 
and contacts between the PES and its clients. 

An example of a blueprint of services to jobseekers is shown in figure 16 and this template could be adapted to the anal-
ysis of any other particular service area. 
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Figure 16. Service blueprint for jobseekers using PES

Source: Authors based on Gibbons, S., 2017. Service blueprints, definition.

Consolidate findings in final draft report

The findings of a diagnostic are consolidated in a narrative 
report. This summarizes the diagnostic process, the 
findings and recommendations for strengthening or 
improving the PES system or its components. The final 
version of the report should also reflect the comments 
and feedback from the PES management, staff and other 
relevant partners.

Endorsement of the final report, including the action 
plan, will set in motion the action plan and help to make 
the report a living document, to be used as a reference 
or support in annual reviews and planning. The working 
group will decide on activities for in-house dissemination 
of results and for sharing the report with key partners.

Once the final shortlisted items have been identified, the 
task of the consultant is to provide guidance to the PES 
management or authority in making decisions on the next 
steps for implementing a plan to enhance PES capabilities 
in areas that require improvement. 

Endorsing the action plan 

Validation of the action plan requires clarity regarding the 
resources needed to implement it, and the commitment 
of the PES authorities at the highest level. Endorsement of 
the action plan by the PES engages its management and 
staff to set it in motion and make it a living document, to 
be used as a reference or support in annual reviews and 
planning. It is important to plan for in-house dissemination 
of the diagnostic results and the action plan, and with key 
partners. 

A good indicator of the leadership’s commitment to 
translating the diagnostic findings into action involves 
matching recommendations with budgetary allocations 
for the changes required and agreed by the organization. 
Although resource constraints are increasingly present, 
quick wins and goodwill tokens can be important to main-
tain momentum towards implementation and change.

Once the action plan has been validated and its imple-
mentation authorized, the five stages of the scan have 
been fulfilled, and the entire process is complete (figure 
17). Among the commitments to be made is monitoring 
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*Estimated time is expressed in working days. 

Source: Authors.

Milestone
The following items should be set in place as indicators 
of completion of the final stage of the diagnostic:

 - Completion and endorsement of an action plan 
containing recommendations on the way forward 
based on the diagnostic results.

implementation of the action plan. This process can be 
conducted by adapting the existing PES accountability and 
reporting frameworks, or by developing and maintaining a 
KPI dashboard for tracking and measuring the implemen-
tation process of the PES diagnostic action plan. 

A commitment to reapplying the scan once different 
aspects or stages of the action plan have been  

implemented can help to ensure progress towards 
a continuous improvement culture and targets. The 
effectiveness of the PES should be measured over a 
complete business cycle, since the social returns are likely to 
vary in a recession, as opposed to during an upswing, when 
output is growing strongly, and because the PES cannot be 

‘turned on and off again from one year to the next’.

Figure 17. Overview of the five-stage method to conduct a PES scan
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 PES scan tool 4
Summary 

Objectives: 
 X introduce the inventory of assertions to tailor a scan survey, which are pre-recorded in a software application to 

diagnose different components of a PES, in detail or as a whole.

This part provides an introduction to the scan tool that comprises a survey, which is drawn from an inventory of as-
sertions to diagnose each of the PES clusters, and a software application that comes with this guide and can be used 
to select or adapt the inventory of assertions. 

Summary

Inventory of assertions 
One of the central components of the PES scan tool is a 
clusters survey, based on a predefined and standardized set 
of assertions that reflect the key variables of a generic PES 
system. These assertions are organized around the five-
cluster framework (table 2), enabling a broad diagnostic 
to be conducted, or a more detailed examination of all 
components of a PES system. The inventory of assertions 
can be adapted to the size and complexity of any PES 
organization. For this purpose, they are presented to 
reflect the functions and processes associated with each 
of the clusters, and should be used following the baseline 
provided in table 5. Coding scale, introduced in Part II of 
this guide. 

The relevance and fit of the assertions must be carefully 
assessed and considered against country-specific contexts 
and a decision taken as to whether to use the inventory, 
wholly or partially. One advantage of using the pre-existing 
assertions is that they have been formulated to reflect 
normative international standards. However, although 
extensive, these assertions are not exhaustive, and users 
are encouraged to adapt them to the specific circumstances 
of the PES, as needed. 

A basic and indicative inventory of assertions is provided in 
annex 7, enabling a broad scan to be conducted. Using a 

basic scan survey, PES organizations can identify their cur-
rent position with regards to challenging areas, as well as 
operations that offer potential for improvement. A more 
detailed inventory of assertions is recorded in the software 
application.

Software application 
The scan survey is recorded in a software application, which 
processes the data as the different sections of the survey are 
completed. Box 8 provides an overview of how the software 
works. Using this application to tailor and apply the scan 
survey offers the flexibility to customize the survey and 
make it relevant to the particular situation of the PES under 
review. Inputs can be collected simultaneously, ranging from 
a few to several people taking part in the diagnostic process. 
Processing of data is semi-automated, but this process 
should be complemented by a qualitative analysis. 

A more detailed inventory of assertions is provided in the 
software application and allows a more rigorous diagnostic 
to be conducted, referenced against the five clusters. It 
also facilitates the scoring and weighting of all diagnostic 
elements. 
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Box 8. PES scan software

The software tool application consists of a Microsoft 
Excel macro file, which automates the scan survey that 
supports data collection and processing to apply the 
ILO method for carrying out a PES diagnostic. In the 
front end of the software tool application a worksheet 
is displayed to allow the user to conduct the scan survey, 
while at the back end, an automated process takes place 
linking the predefined inventory of assertions, answers 
and scores to produce outputs in the form of weighted 
scores and charts. This software tool facilitates the re-
cording of users’ responses to the scan survey. It also 
has the potential to register comments; the software will 
then link survey responses to numerical data for the pur-
poses of ranking and computing scores. 

The ILO method uses a variation of the Likert scale, 
which assigns percentile values to each of the stages 
in an ascending order. The output of computed coded 
responses is an aggregate average of weighted 
scores that would determine the priorities for action. 
Automatically generated charts will help users to 
visualize the overall results, by cluster, specific functions 
and processes, and to clearly identify the areas of 
opportunity in order to close performance gaps. The 
software tool offers the flexibility to customize the 
scan survey, upload a new battery of questions, change, 
update or remove specific items, and explore each 
of the clusters and their corresponding processes. In 
this way, users can configure a scan survey based on 
country-specific needs by selecting the clusters and the 
processes that are relevant. 

Source: Authors.

The inventory of assertions and the software appli-
cation that accompany this guide offer the flexibility 
to customize the scan survey and make it relevant 
to the particular situation of the PES under review. 
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 X Annexes

26 List taken and adapted by authors from: OECD-LEED. 2006. Successful partnerships, a guide. 

Annex 1. Potential PES partners
Non-exhaustive list by type of partner26

Public entities For-profit entities Social purpose entities

• Government institutions at different 
levels and with different territorial 
responsibility (e.g. provinces, munici-
palities, towns)

• Public authorities (national, regional, 
local)

• Regional development associations 
and management bodies

• Business sector and employers (e.g. 
large firms, small and medium-sized 
enterprises and micro enterprises)

• Chambers (e.g. agriculture, commerce, 
economic, employees, labour)

• Financial institutions (e.g. credit unions, 
loan fund and microfinance institu-
tions)

• Private employment agencies (e.g. 
large-scale and local agencies, co-
operative joint venture employment 
agencies, and joint venture talent 
intermediary agencies)

• Representatives of employers

• Worker’s organizations (e.g. of trade 
unions, industry)

• Associations of professionals

• Education or/and training organiza-
tions

• Non-profit organizations (e.g. women’s 
associations, youth organizations)

• Research institutes, universities

• Non-governmental organizations (e.g. 
in favour of disadvantaged popula-
tions, including single mothers, people 
with disabilities, young people at risk)

• School boards and career counselling
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Annex 2. Terms of reference for engaging an external consultant

Terms of Reference for a baseline 
assessment of the public  
employment service 

Part 1. Technical description

Background and context information 

[Describe the background and current conditions in which 
the public employment service (PES) operates and the ra-
tionale and justification for conducting a PES diagnostic. 
Provide an outlook of labour market conditions, PES ben-
eficiaries, policies, programmes and performance, as well 
as the legal, regulatory and administrative environment. 
Bring information about any ongoing ILO relevant pro-
grammes or other international cooperation efforts re-
lated to the consulting proposal] 

Objective and geographical coverage

The objective of this consultancy is to undertake a base-
line assessment of the capacity of the PES to fulfil its legal 
mandate and mission to… [Describe the PES mission and 
strategic objectives]

The specific objectives include the following: 

 X Conduct a comprehensive diagnostic of the Public 
Employment Service capacities, including service 
readiness and responsiveness to effectively deliver 
employment services and active labour market poli-
cies to its intended clients.

 X Support the PES in establishing priorities for action to 
fill identified gaps in service provision.

 X Develop a report containing the findings and recom-
mendations for improvement.

 X Support the PES in developing an action plan to im-
prove performance.

Geographical coverage

The baseline assessment will take place in [describe the 
office locations or areas that will be included in the diag-
nostic and the authorities and jurisdictions involved]. 

Methodology 

The consultancy will follow the ILO Public employment 
services diagnostic tool and guide (2021), consisting of five 
phases:

Phase 1. Planning. The consultant will review pertinent 
background documents to gain an understanding of the 
context, mandate, general organization and functioning 
of the PES to contribute to set priorities and determining 
which components of the PES require revision. To that end, 
the consultant will arrange and partake in consultation 
meetings with PES authorities and staff. 

Phase 2. Tailor data collection methods. Based on the 
definition scope, the consultant will tailor and prepare 
the corresponding cluster-based questionnaires. The 
consultant should also prepare a list of documentary 
evidence that needs to be collected from the PES or 
other partners to inform his/her analysis. The list can be 
completed/complemented during the scoping mission. 
During this stage, the consultant, together with PES-
designated focal points, must identify key informants and 
data sources. 

Phase 3. Running the diagnostic. During this stage, the 
consultant will coordinate the conducting of interviews 
and other data collection methods to create a PES per-
formance baseline, in order to define priorities for action 
to close identified gaps in service provision. During the 
working sessions, participatory approaches will be used 
to ensure the active involvement of relevant actors (such 
as local labour market players and stakeholders in field 
visits, employers’ and workers’ organizations and partners 
in service provision). The consultant should draw on other 
existing materials and methodologies, especially those 
available from the ILO, including a Strengths, Weaknesses, 
Opportunities, and Threats (SWOT) analysis and field visits 
to identify strengths, gaps and constraints relative to the 
efficient and effective delivery of employment services. 
Additional considerations to be made when discussing 
with key informants include: 

 X framing the identified problem/challenge in terms of 
a pattern of behaviour over time, or with regard to 
particular events disrupting, or with the potential to 
improve the PES functioning; 

 X placing responsibility for results on internal actors 
who manage the policies and provide services; and 

 X concentrating on causality and understanding how a 
practice/behaviour is generated. 

Phase 4. Recommendations and reporting. The consultant 
will generate a report with the results and findings of the 
diagnostic, and will put forward specific recommendations 
to delivering measurable improvements and produce a 
report for endorsement by PES high-level management. 
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Recommendations should seek to improve service pro-
vision and outcomes, building on existing services and 
programmes, and to the extent possible, placing a strong 
focus on value, relevance and quality of services, strategic 
investment in capacity development and effective engage-
ment with relevant partners. 

Phase 5. Action plan. The consultant will assist the PES in 
drafting an action plan with specific goals, targets, allo-
cated resources and progress metrics, which must be sub-
ject to validation by all concerned stakeholders. 

1. Tasks 

a.  Develop a work plan, including the detailed outline 
and methodology.

b.  Tailor a pre-assessment questionnaire to be com-
pleted by the PES to gain an understanding of the con-
text and general organization and functioning of the 
employment offices. Analyse responses to the survey 
in order to prepare activities for the on-site mission, 
including a definition of the assessment scope, list of 
key informants, format of working sessions and a list 
of documentary evidence to be requested.

c.  Run an inception meeting/workshop with senior level 
staff, so as to better understand the PES needs and 
jointly establish the objectives, scope and key inform-
ants, expectations, limitations and possible mitigation 
measures linked to this process. ILO staff will provide 
necessary support related to the content and logistics. 

 - Outcomes of this meeting/workshop should in-
clude: 

 - Scope of the assessment, clearly defined 

d.  Key informants identified. Ideally, this group should 
include representatives of operative, managerial 
and decision-making roles. A list of external part-
ners should also be available (such as delivery part-
ners, social partners or other relevant local actors, as 
needed) and a decision made on whether or not con-
ditions are in place for their participation in the SWOT 
analysis.

e.  Site visits location decided.

f.  Undertake SWOT analysis to identify strengths, gaps, 
constraints and opportunities relative to the efficient 
and effective delivery of employment services within 
the agreed scope of this rapid assessment. This anal-
ysis could be organized in working sessions with key 
informants, internal and/or external partners/stake-
holders. 

g.  Organize site-visits or virtual meetings with local 
employment offices and replicate SWOT analysis. 

h.  Prepare a debriefing meeting with high-level 
management, briefly summarizing preliminary 
f indings and pinpointing the direction of 
recommendations. 

i.  Draft an interim assessment report that clearly 
outlines priorities for action to close identified 
gaps in service provision and put forward specific 
recommendations to delivering measurable 
improvements. 

j.  Produce a fully-fledged baseline assessment report 
to be circulated for comments, with a draft strategic 
plan. 

k.  Incorporate comments and present the report and 
draft strategic plan at a stakeholders’ validation 
meeting.

l.  Prepare and submit the final draft, including an exec-
utive summary.

2.  Deliverables and timetable 

The final products are: 

a.  A pre-diagnostic assessment of the PES and diag-
nostic execution plan, identifying the scope, priority 
issues and opportunity areas, list of key informants, 
format of working sessions and a list of documentary 
evidence, with corresponding identification of clus-
ters and tailored surveys to be used. 

b.  A diagnostic-report in which gaps and opportunities 
to improve PES performance are identified, as well as 
recommendations to address those gaps.

c.  An action plan to close identified gaps in service pro-
vision, and for implementation of the specific recom-
mendations to delivering measurable improvements. 

The timetable for interim deliverables is given below: 

Product 1 – Pre-assessment plan and tailored survey. [Add 
estimated time, this usually can be accommodated within 
two weeks of the start of the project].

Product 2 – Diagnostic report. [Add estimated time, this 
usually can take up to six weeks after product 1 has been 
submitted]. 

Product 3 – Action plan. [Add estimated time, this usually 
can take, average time to complete this task may take 
about two weeks after product 2 has been delivered].
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3.  Report format

All deliverables must be written in the language of the 
country and will be translated into English, with assistance 
of the ILO. All documents should include an executive sum-
mary, key conclusions and annexes.

The consultant is required to apply the ILO’s house style 
manual to all deliverables (e.g. apply quotation techniques) 
and in particular, verify improper re-use of existing mate-
rial. All deliverables will be submitted in electronic format. 
The ILO owns the copyright and will decide on the possible 
dissemination of the findings and any other information 
produced under this assignment.

Part 2. Administrative details
Profile of the External Collaborator

This person should: 

 X hold a degree in Economics, Public Administration, 
Business Management, Law, Social Sciences or other 
relevant fields;

 X demonstrate knowledge of and working experience in 
the functioning of employment services, active labour 
market policies and labour market institutions;

 X have proven ability to work across many levels of an 
organization, manage and engage multiple stake-
holders, and have multicultural skills.

 X have an excellent command of written English (or any 
other language requirements). 

Contract details 

Add total duration of the contract (usually expressed in 
working days) and the applied fee following ILO policies.

Terms of approval of deliverables

 X Define the contract details following contract policies.

Payment schedule

The invoices shall be submitted in electronic format to the 
designated administrative focal point after approval and 
acceptance of deliverables by the supervisor. 

Part 3. Annex

Annex 1. Documentary evidence

Documentary evidence has the purpose of supporting a 
desk review and gaining an understanding of the context 
and functioning of the PES. 

Documentary evidence includes: 

 X Economic and social indicators: economic and demo-
graphic trends, employment and labour market indi-
cators, relevant social indicators.

 X Strategic policy and institutional organization: rele-
vant legislation and international instruments, stra-
tegic policies and plans (white papers), core budget 
documents and expenditure reports, collaborative 
agreements (cooperation, procurement etc.).

 X Qualitative and quantitative data: annual reports 
and operational manuals on service delivery and pro-
grammes, service coverage and delivery indicators, 
evaluation reports, targeting methods and other rel-
evant documents. 

 X Programme performance indicators and other results 
reporting instruments. [Add any other necessary in-
formation annexes].

Source: Authors. 
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Annex 3. Ishikawa diagram template 

probable cause probable cause probable cause

probable cause probable cause probable cause

probable cause probable cause probable cause

probable cause probable cause probable cause

Area 1 Area 2 Area 3

Area 4 Area 5 Area 6

Problem  
statement

likely cause likely cause

Source: https://miro.com/blog/how-to-get-most-of-fishbone-diagram/

https://miro.com/blog/how-to-get-most-of-fishbone-diagram/
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Example of a report outline

1. Executive summary

2. Background

3. Assessment methodology

4. Context and description of the PES system 

5. Scan results

Cluster 1. Governance and strategy

Mandate and legal framework

Policy and strategy

Steering capability and coordination

Accountability and transparency

Service standards stewardship 

Cluster 2. Organization and management

Organizational structure

Decision-making mechanisms

Management capacities

PES office network 

Resources 

Communication

Cluster 3. Labour market services

Services for jobseekers

Services for employers

Service delivery channels

Cluster 4. Partnerships

Mobilization and engagement of other players

Commercial service agreements

Cluster 5. Performance

Performance metrics

KPIs

Client satisfaction

6. Recommendations

Recommendations cluster 1

Recommendations cluster 2 

Recommendations cluster 3

Recommendations cluster 4

Recommendations cluster 5

7. Action plan

References

Annexes 

Annex 4. PES scan report - suggested outline
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Annex 5. Organizing actionable recommendations

Cluster _. Subtheme_. 

Priority Responsible Precedence Resources Progress  
metrics

Recommendation 1

Develop KPIs for LM Services

High

Task a High

Task b High Task a

Task c Medium Task b

Task d Low Task c

Source: Authors.
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Annex 6. Blueprint for PES service to jobseekers 

Source: Authors based on Gibbons, S., 2017. Service blueprints, definition.

Physical 
evidence 

Client  
actions

Back-end  
Interactions

Front-end 
actions

Support 
Process

Back-end 
PES staff 

Interactions

Channel/service channel/service

action 
secquel

back end
actions

Support processes

front-end action

back end
actions

back end
actions

back end
actions

action 
sequel

action action

Customer 
journey

action

action sequel action
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Annex 7. Inventory of clusters assertions

Cluster 1. Governance and strategy

Factors: (1) the mandate and legal framework of the 
PES; (2) the public policy and strategy directives; (3) lead-
ership and coordination capacity; and (4) the rectory on 
service standards.

Verification: (a) if the control and coordination mech-
anisms necessary to ensure a coherent operation with 
the defined norms, service standards and mandate have 
been established, operate and are clear; (b) whether 
the operation of the PES in all its administrative layers 
responds and is articulated around a clear and shared 
strategic vision.

Factor 1. Mandate and legal framework

Managers, operators and staff of the employment service should be able to clearly identify the sources of authority for setting 
priorities and the scope of actions allowed under the mandate emanating from the public policies and services provided, including 
requirements, deadlines, criteria for action and sources of funding.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The activities, functions and services of the PES are duly established in 
a clearly identifiable statute, law or regulation.

• There are internal or external control or due diligence mechanisms in 
place to review/confirm that the decisions of the command, line and 
operator personnel are duly founded and comply with or adhere to the 
rules and laws that govern the actions of the PES.

• The policies and procedures of the PES are updated annually to 
respond to changes in national and international legislation and in 
response to labour market conditions.

• Employment policies implemented by the PES are duly aligned with the 
objectives and performance indicators contained in the strategic plan.

FACTOR 2. Strategies and policies

The programming and execution of actions are outlined by a strategic plan that establishes the priorities and desired results of the 
interventions of the PES.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The PES uses a clear methodology or procedure to translate and 
delineate in a strategic plan, the priorities, objectives and results to be 
achieved based on the mission, mandate and needs of its users.  

• The strategic plan of the PES is formulated/reviewed on an annual 
basis, with the participation of authorities of the governing body to 
which the PES is attached or managers of the PES, gathering the voices 
of stakeholders and social partners.

• Policies and procedures of the PES are updated annually to respond 
to changes in national and international legislation and in response to 
labour market conditions.

• The PES makes permanent efforts to publish, publicize and disseminate 
the legal bases of its action, including the rights and obligations of its 
users.
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FACTOR 3. Management and coordination capacity 

There are processes duly implemented for the interaction and communication between units of the PES and interested third parties, 
which ensure the coherence and consistency of actions and processes that generate synergies, avoid duplication and ensure results.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Managerial roles and responsibilities are clearly defined and distrib-
uted in rules of procedure or statute. 

• Managers receive or undergo training to strengthen or update mana-
gerial skills, at least once a year.

• The managers and directors of the PES hold periodic meetings in which 
priorities, performance, problems and correction of significant devia-
tions from plans and priorities are reviewed, decided and acted on.

• Institutional coordination mechanisms have been set up and are used 
between the different functional areas and offices of the PES, such as 
bulletins, guides, directives or conferences.

FACTOR 4.  Transparency and accountability

The PES has and adheres to mechanisms to report and account for the activities, results and financial and non-financial impacts and 
other data of public interest resulting from its operation.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There are accountability mechanisms on expenditure and adminis-
trative aspects to which the offices and staff of the PES are regularly 
bound. 

• There are mechanisms for citizen access to public records and informa-
tion related to the work and activities of the PES. 

• The PES produces and discloses at least once a year a publicly acces-
sible institutional balance sheet on the financial and non-financial 
results of management. 

• The activities reported by the PES are subject to analysis, audit and 
review by external or independent councils or control bodies.

FACTOR 5.  Stewardship of service standards 

The PES monitors and promotes the compliance and adoption of performance standards compatible with ethical standards and 
values with respect of the rules, principles and fundamental rights at work, including free services, equal treatment, protection of 
personal data, and voluntary use of services.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There is a code of ethics disseminated among the staff of the offices of 
the Employment Service.

• PES staff are aware of and apply protocols to combat discrimination 
and promote equality. 

• Mandatory periodic training is provided to staff of the PES on issues 
related to respect for the norms and values of action and the ethics of 
public service. 

• The PES has developed and disseminates a user bill of rights disclosing 
service standards, including free service, deadlines and other service 
attributes.
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Cluster 2. Organization and management 

Factors: (1) organizational structure of the PES;  
(2) decision-making mechanisms; (3) the involvement of 
social actors and partners; (4) management capabilities;  
(5) risk and change management; (6) the design of a 
network of employment offices; (7) institutional identity; 
(8) financing mechanisms; (9) recruitment and staff 
policies; (10) equipment and infrastructure; (11) 
information and management systems; (12) the internal 
communication system; and (13) external media.

Verification: a) coherence between organizational 
structures and the adequacy of resources to achieve the 
established objectives; and  b) capacity level to maintain 
well-organized structures and aligned processes; appro-
priate communication and coordination mechanisms; 
qualified staff and effective leadership to keep the public 
employment service system interconnected internally 
and with its external environment; as well as ensuring 
that resources are used productively and efficiently, in-
ternal procedures and service standards are respected.

FACTOR 1. Organizational structure

The way in which a given PES secures, deploys and utilizes its resources, from the level of decision-making to field operations, in-
cluding engagement with social partners and stakeholders, as well as its arrangements for the provision of services.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The organizational structure of the PES differentiates between 
planning, essential operations and support processes, including data 
collection and storage.

• Regional and local levels can adapt process models to local characteris-
tics in terms of the size of the structure and distribution of offices.

• There are manuals and guidelines for the operation of the public 
employment service, which also establish the principles of service 
provision that allow all staff to visualize process models and flowcharts. 
The support structure collects and stores data about clients.

• A process quality management process has been implemented across 
the entire organization.  

FACTOR 2. Decision-making mechanisms

The mechanisms enabling the higher authorities of the PES to make decisions affecting the whole organization on the organization 
of the portfolio of services, consultation systems and advisory bodies; national, regional and/or local decision-making scope, and the 
involvement of partners in the design, monitoring and evaluation of labour market services and programmes.  

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There are clear and well-defined rules or decision criteria for planning 
and executing the work plan and strategy, including contingencies.

• Decision-making mechanisms make it possible to align needs and re-
sources at local and regional levels, in coordination with other relevant 
actors, often in the form of intersectoral or inter-ministerial bodies. 

• Decision-making bodies allow the participation of social partners and 
other relevant actors, from consultation to participation in the design, 
monitoring and evaluation of the services and programmes of the 
employment service.

• The decision-making roles and the sequence of delegation and respon-
sibility at each level of the structure of the employment service are 
clearly defined in manuals.

• Managers regularly consult or collect feedback from line and opera-
tional staff.

• Decisions consider the different perspectives and feedback from clients 
and other stakeholders.
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FACTOR 3. Involvement of social partners and stakeholders 

Forms of effective leadership to involve social partners and stakeholders in the delivery of the services and outputs planned by the 
public employment service and in the achievement of the outcomes; modes of information exchange and consultation; and degree 
of participation in the decision-making cycle and establishment of the services.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The establishment of partnerships is considered when the existing 
offer provides the opportunity to obtain specialized services for 
training and support to target groups and populations facing barriers 
to their effective labour market insertion, such as disabled people and 
migrants.

• Consultation and decision-making bodies are used to promote partner-
ships and encourage stakeholder participation through the identi-
fication of win-win opportunities, agreements on contributions and 
reciprocal commitments.

• Workers’ and employers’ organizations are consulted or surveyed on 
the formation of potential partnerships for service delivery.

• Steering committees have been established to communicate results 
within participating organizations, external stakeholders and PES 
clients.

FACTOR 4. Management capacities

Capability management is the capacity to structure, combine and leverage internal and external resources to deliver employment 
services and implement labour market interventions in a coherent and consistent manner. 

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The PES organizes its structure and resources according to the priority 
intervention programmes with the greatest impact on the labour 
market.

• To plan the management of the employment offices, volumes and 
workloads are predicted with users on a regular basis.

• Those responsible for the PES maintain leadership that ensures the 
communication of a vision for the future and a clear work plan to 
achieve it, encourages teamwork, maintains a high spirit of service, 
resolves conflicts, stimulates learning and motivates staff and guides 
change. 

• Regular communication is maintained with the rest of the services 
for jobseekers and employers offered by different public and private 
institutions in its territorial area for the purpose of collaboration in 
employment interventions.
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FACTOR 5. Crisis response, risk management and resiliency 

The ability to provide rapid and adaptive responses to unforeseen changes in the labour market, ranging from economic crises and 
natural disasters to health emergencies.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The PES carries out planning exercises with short-, medium- and long-
term scenarios to foresee and anticipate changes in the context of its 
operations caused by external phenomena such as economic crises, 
health emergencies and natural disasters.

• A liaison has been designated with the central national authorities 
responsible for civil protection or emergency response to receive notifi-
cations or early warnings of emergencies.

• Stakeholder participation is ensured in emerging situations where 
alternative channels for the operation and provision of employment 
services have been identified.

• A roadmap is in place for the implementation of specific projects in 
emerging situations, with milestones, information circuits and respon-
sibilities.

FACTOR 6. Design of a network of employment offices 

Designing a network of offices in sufficient numbers to meet needs throughout the country and conveniently located for employers 
and workers: coverage, distribution of access points, accessibility, functionality and collaboration of external providers.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The territorial deployment of employment offices responds to clear 
variables and parameters and meets the criteria of user accessibility 
and proximity to sources of employment, and ensures the means to 
provide services in urban zones with high demand.

• Connection and service points have been established in remote areas 
of the national territory and in rural or semi-urban areas, or work in 
close collaboration with other providers to offer effective services in 
these areas.

• An online portal is in place to allow users to post their personal profiles, 
apply for vacancies and, where appropriate, receive updates and notifi-
cations from potential employers.

• The IT system allows digital and mobile compatible application for 
delivering employment services.



84Public employment services diagnostic tool and guide 
Annexes

Annexes

4

PES scan toolIntroduction to 
the PES scan

1 2

Components of 
a generic PES 

3

Running a PES 
diagnostic

AboutHome How to 
navigateMain menu

FACTOR 7. Institutional identity

Reflects what the organization stands for (mission, values, and strategy) and how it is presented to clients, stakeholders and the 
general public.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The public employment service has an institutional image or logo that 
facilitates identification by clients.

• The offices and service points are located in safe and easily accessible 
areas.

• PES office signalization indicates the different service areas and en-
ables these to be kept separate from areas that are only accessible to 
staff.

• The employment offices have a functional design that allows users to 
circulate easily through the different service areas. 

• The PES’s promotional material, printed or available in electronic 
format, clearly describes the range of services available and how to 
access them. 

• Interventions carried out in collaboration with partners, as well as the 
service standards and identity of the parties involved, are clearly visible 
to clients. 

FACTOR 8. Funding mechanisms

Mechanisms and rules that condition the use of funds, budget allocations, implementation cycle, oversight bodies and authorities 
and contributions from other providers to service delivery. 

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Budget allocations are the result of objective-based planning and the 
budget allocation formulae for allocating the budget to the public 
employment service’s programmes and units are clear and evi-
dence-based.

• Accounting methods are in place to measure average costs and unit 
costs, and produce resource efficiency metrics.

• There is a negotiation process from central to regional/local levels 
for the allocation of financial resources from one or several budget 
sources.

• The PES can make adjustments to budget allocations to carry out its 
tasks more effectively and seek input from other providers. 
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FACTOR 9. Recruitment and staffing policies

Staffing systems that enable the public employment service to deliver planned services.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Suitability and qualification profiles required for all functions at all 
levels of the PES and accessible to all employees are defined and 
described.

• Human resources volumes are regularly analysed for the estimation of 
staffing needs.

• Flexible recruitment methods are in place to fill vacancies at all levels 
of the organization according to their profiles; regional/local offices are 
involved in the selection processes of their own staff.

• There are initial training plans for new employees from the moment 
they join, as well as professional development plans based on compe-
tencies and performance.

• Policies are in place to encourage staff innovation and creativity in the 
design and improvement of operational processes and services.  

FACTOR 10. Equipment, infrastructures and offices 

The equipment, infrastructure, materials and set of facilities necessary to carry out a good functioning of the organization and the 
delivery of employment services. 

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Separate spaces allow the execution of each function and delivery of 
services in a way that ensures both privacy for individual services and 
participation in collective activities. 

• The office is equipped with computer and communication equipment 
for each staff member.

• The employment service offices provide self-service facilities for 
jobseekers, such as desks, supplies, telephone, fax, directories, pho-
tocopier, computer, printer, Internet and vocational training-related 
materials.

• Ease of access to services is ensured for all, including people with dis-
abilities or people with access barriers to digital and online services.

• Regular maintenance of the facilities and equipment necessary for the 
care and delivery of services is ensured, whether on-site or remote 
from the employment service.
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Factor 11. Information and management systems.  

Use of information and communication technology to support service delivery operations and administrative processes and cyberse-
curity strategy.  

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• An ICT infrastructure is in place to actively support the implementation 
of the standardised procedures, is well-functioning, well-functioning 
and can be effortlessly modified. 

• All relevant levels of the organisation have access to data, in accor-
dance with the authorisations foreseen for the performance of their 
respective functions in the data protection regulations.

• The accessibility of online channels and the digital literacy levels of 
clients and staff are considered and there is a strategy to give support 
for closing gaps.

• All staff members are trained to implement face-to-face and digital 
services. 

• A plan is in place to prevent, detect and respond to cyber-attacks or 
failures of data storage systems, including, for example, power failures.

Factor 12. Internal communication systems.

Communication and feedback channels with PES staff; guidelines for access to information and guidance on transparency and ac-
countability (e.g., codes of conduct or other official documents).  

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Front-line service units are interconnected to an information network 
that facilitates real-time information and exchange.

• Digital communication systems support the delivery of employment 
services and allow for collecting, processing, and sharing of data re-
sulting from PES operations.

• Internal communications respond to guidelines set out in codes of 
conduct or other official documents, including those defining service 
standards. 

• Meetings are promoted for information and consultation and feedback 
from staff at all levels of the organization.

Factor 13. External communication systems.

Communication and use of ICT, social media and other traditional media channels to advertise services and explain the objective and 
value of PES to clients.  

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• PES use the appropriate media channels to communicate and ensure 
that their services are accessible to all citizens.

• A general or comprehensive communication manual or guidelines are 
used to develop effective and simple communication with clients and 
external partners. 

• An effective external communications strategy involves using a vast 
range of media channels to convey information to the public.

• There is room for manoeuvre to develop own communication strate-
gies aimed at specific users.
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Cluster 3. Labour market services 

Factors: services for jobseekers: (1) registration of applicants; (2) application of eligibility criteria; (3) intermediation and 
job search support services; (4) segmentation and profiling of users; (5) personalized advice and its monitoring; 
(6) information on the labour market; (7) targeting target populations; (8) relocation and labour mobility; and (9) active 
labour market policies aimed at those seeking to enter the labour market.

Services for employers: (10) registration of vacancies; (11) pre-selection services; (12) detection of needs;  
(13) labour market information (13); tailor-made services; and (14) active labour market policies.

Service delivery channels: (15) in person/counter; (16) multichannel approaches; and (17) digital services.

Verification: Measures the capacity of the public employment service to ensure that services are easily accessible and 
respond to the needs of various customer segments: (i) the degree of support available to jobseekers and employers; 
(ii) the ability to provide labour intermediation services, either individually or responding to the needs of target groups, 
especially those who face barriers related to gender, age, disability, race, ethnicity and immigration status, inter alia; 
and (iii) the strategic use of service delivery channels, whether digital, self-service, and/or face-to-face.

FACTOR 1.  Jobseekers’ registration

Refers to data collection on the characteristics of users, including demographic information, training and work experience. The reg-
istry supports decisions about the services offered to users, according to eligibility criteria and individual needs.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The job application collects the jobseekers´ data, the employment and 
educational background, whether looking for a job, interested in an 
occupational transition or intending to start a business.

• Job search or support preferences are recorded and the user is 
informed of the type of services they can receive and how to access 
them.

• The registration system allows a follow-up of the services required and 
the interventions carried out with the job applicant.

• Said system has protocols for referring users to employability 
improvement services and active labour market programmes, run by 
external providers or the employment service itself.

FACTOR 2. Eligibility criteria

Requirements to access available services are clearly defined, communicated, transparent and equitable.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There is a portfolio of differentiated services to support jobseekers.
• Clear profiles of users and customers of the employment service have 

been established to access each service and their specific access re-
quirements, including active labour market programmes.

• There are clear rules that regulate the duration and procedure of every 
service, whether it is directly provided by the employment service or by 
an associated provider. These rules and times are communicated to the 
user in coordination with partners in the provision of services.

• Periodic follow-up meetings (face-to-face or via remote channels) are 
considered between the jobseeker and job counsellors.
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FACTOR 3. Job search intermediation and support services

Matching jobseekers with available job vacancies to achieve their placement; access to job search tools that connect job vacancy data-
bases with that of job applicants; requires the intervention of an employment counsellor or self-service systems.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Jobseekers are informed of the vacancies they can apply for and the 
placement support services available to enhance their employment 
opportunities: the availability of individual and/or group counselling 
sessions, vocational guidance, job training and others.

• The interconnection between the areas responsible for attention to 
employers and registration of vacancies and attention to job applicants.

• There are periodic information exchange meetings between both units 
to review the quality of the match between supply and demand.

• The information provided by the employer is taken into account in 
the evaluation of the adjustment process between vacancies and 
professional profiles.

FACTOR 4. Segmentation and profiling of users

The purpose here is to establish a profile of the person seeking employment and the possibilities of achieving an effective placement 
in the labour market.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There is a system in place to determine the user profile that compiles 
demographic information, competencies, work experience and 
interests of the jobseeker.

• The profiling tool or methodology enables an analysis of the 
registration information and the information on the transversal/soft 
skills and the motivation of the individual for the job search.

• Employment counsellors are trained in the use of profiling tools/
systems, and are aware of their strengths and opportunity areas, 
and strategies are established for their improvement, which are 
periodically reviewed and updated.

• Employment counsellors have the possibility to refer users to 
specialized units within the service, or to teams of experts, to assess 
the employability of job applicants.
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FACTOR 5. Personalized advice and follow-up

Advice is offered to job applicants for the preparation of a curriculum vitae, the acquisition and application of effective job search 
techniques, registration in different job search channels (i.e. online job boards ), the identification of vacancies and the application 
process (from interview to hiring).

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There is a clear definition of the maximum number of days that must 
elapse between the applicant’s registration and the first contact with 
the employment counsellor and the conclusion of an individual action 
plan.

• Individual written action plans are drawn up based on mutual 
obligations, or self-directed tools are provided to jobseekers to enable 
them to start their job search.

• The action plans contemplate the referral of users to other actions 
or services to improve employability: job search workshops, training, 
certification or advice for self-employment.

• Personalized or group sessions are considered to monitor the progress 
of the action plans.

FACTOR 6. Information on the labour market

Detection, monitoring and permanent disclosure of the supply and demand of employment, labour market conditions and 
professional opportunities.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Registration information is used to compile statistics of supply, 
demand and services required and received by job applicants.

• The supply and demand of employment registered in the employment 
service are analysed to find out the most supplied and demanded 
occupations, the skills required, the coverage rates and the causes of 
non-coverage of job vacancies.

• The information on labour market trends is complemented with other 
sources, to identify the tendencies in the national, regional and local 
scope.

• Information on the labour market is disseminated to users of the 
employment service.

• Information from the labour market is used to advise/accompany the 
user in the job search.
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FACTOR 7. Targeting specific populations

Services aimed at segments of the population that require additional support to enter the labour market.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Jobseeker segments with the least employability and the greatest 
difficulties in finding work have been identified.

• The specific needs of these groups are known and they are linked to 
the services that best suit their needs.

• There are services specifically aimed at certain groups with placement 
difficulties, and users are referred to active labour market programmes 
and complementary support available at local level.

• The employment office has flexibility to combine instruments and/or 
define specific target groups according to regional/local characteristics, 
within the limits established by the general strategy of the employment 
service for the activation of services.

FACTOR 8. Relocation and labour mobility

Programmes aimed at jobseekers in other territorial areas, through the operation of labour mobility programmes registered in 
the framework of bilateral or regional agreements, and working with other associated organizations to guarantee their formal 
employment and compliance with labour rights.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There is a registry of job mobility applicants.
• There is a specialized service for information and guidance to 

applicants interested in labour mobility within the national territory or 
abroad.

• Bilateral or regional agreements are available or have been signed for 
the placement of workers, implemented by the employment service, 
either directly or as part of a larger programme.

• The mission of the information and guidance service is to improve 
the placement of the workforce, in compliance with the current legal 
framework on recruitment and emigration at national level and in the 
host country.

• Temporary or permanent labour mobility programmes are available in 
specific economic sectors that respond to a specific methodology for 
forecasting the demand of the workforce, and there is traceability of 
users from their departure to their return.
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FACTOR 9. Active labour market policies

Programmes that promote incentives to seek or keep a job, promote self-employment and entrepreneurship, and the formalization 
of informal employment.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Incentives are available to participate in employment support pro-
grammes.

• There is a combined training and employment strategy for specific 
segments of jobseekers.

• There are clear instructions and protocols to refer certain jobseekers to 
specific activation and/or training programmes for their own employ-
ment, or to other service provider agencies.

• There are coordination and traceability mechanisms with other service 
providers and active employment programmes, and the results of joint 
actions are evaluated.

FACTOR 10. Register of job vacancies

There are mechanisms and procedures available at the service of employers to announce and disclose the characteristics of job 
vacancies, including information on job descriptions, requirements for applicants, and characteristics and conditions of employment.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There are specific channels of service to employers for the registration 
of vacancies.

• The employment service has a job vacancy repository where employers 
can register and advertise their vacancies to be disseminated to 
jobseekers.

• The vacancy register is updated and revised on a regular basis by 
tracking job vacancies advertisers to inform on the status of the 
vacancy.

• Job advertisers are verified to ensure they have the necessary records 
required by the competent authority (e.g. company registration, 
payment of taxes and resolution of insolvencies).

FACTOR 11. Detection of needs

The PES develops activities to identify and differentiate the support that different employers require, and has a team dedicated to 
carrying out specific needs assessments.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The public employment service takes advantage of its mechanisms 
for collecting information on job supply and demand to identify the 
different needs of employers.

• The public employment service performs segmentation according to 
the type of company that requests services and provides diversified or 
specialized services accordingly.

• The PES has a specialized or dedicated team of staff to serve the needs 
of employers.

• The PES applies questionnaires, personalized interviews or consultation 
panels to employers to find out their needs and adapt or update the 
portfolio of services it offers to employers.
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FACTOR 12. Preselection and placement

The employment service provides preselection services to facilitate, expedite and improve the effectiveness of companies in finding 
the ideal job applicants to fill their vacancies.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Based on the job descriptions of the vacancies registered by 
companies, the employment service examines the records of 
jobseekers to identify applicants with the best profiles for each vacancy, 
either through manual, automated or mixed procedures.

• The employment service shortlists applicants and conducts verification 
interviews with shortlisted jobseekers with profiles compatible with the 
vacancies registered by employers.

• Companies that register their vacancies with the employment service 
have access to specialized services for closing gaps in the profiles of 
existing candidates, or support for massive recruitment (e.g. online job 
fairs or face-to-face recruitment).

• The employment service uses and applies automated methods or 
systems through the use of statistics and intelligent algorithms to 
identify and prescreen job applicants.

• The employment service follows up with companies on the results of 
the preselection and placement of job applicants.

FACTOR 13. Labour market information

The employment service develops and exploits sources and systems of data on labour supply and demand to provide labour market 
information services for employers.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The employment service exploits vacancy and jobseekers´ records to 
generate useful indicators and analyses for employers.

• The information on the labour market generated by the employment 
service is communicated to companies in an expeditious and regular 
manner.

• The employment service uses and exploits information from the labour 
market to align its objectives, programmes and services for employers.

• The employment service organizes and periodically conducts forums or 
dialogues with employers to present relevant information on trends in 
the labour market and results of employment services.
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FACTOR 14. Services to solve skills shortages and imbalances in the labour market

The public employment service develops activities aimed at supporting employers in facing and addressing imbalances in the labour 
market.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The employment service systematically applies methodologies such as 
interviews, surveys and consultations with employers, to identify needs 
or trends in skills shortages or detect job vacancies that are difficult to 
fill.

• The employment service organizes training and skilling programmes 
for job applicants, based on needs expressed by employers.

• The employment service promotes the organization of job fairs that 
respond to economic cycles or specialized themes, so as to support 
companies in finding job applicants with the required skills.

• The employment service carries out studies and analyses that it 
produces jointly or shares with employers, in order to anticipate and 
formulate policies for future imbalances in the labour market.

FACTOR 15. Active labour market policies

The employment service strategically deploys active policies aimed at encouraging labour participation, increasing employability and 
preserving retention or permanence in employment.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The employment service consults employers in the design and 
programming of active labour market policies.

• The employment service plans focused active labour market policies, 
prioritizing economic sectors or industries with the greatest challenges 
of supply shortages, turnover, productivity or job retention.

• Active policies, their contents and delivery vehicles have been validated 
with the economic and industrial sectors to which they are directed, 
prior to their implementation.

• The employment service jointly with employers, assesses the results of 
active policy interventions.

FACTOR 16. Over-the-counter service delivery channels

The employment service has policies, operating procedures and service standards so as to provide a satisfactory experience for the 
user in its on-site, face-to-face channels.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The employment service organizes and manages its face-to-face 
services to users, through appointments or shift systems to provide 
greater convenience to users.

• The employment service has employment counsellors or specialized 
and trained personnel to provide personalized attention and guidance 
to jobseekers and employers visiting its offices.

• The employment service provides well-equipped and designed spaces 
in its facilities, so as to offer users self-service and information options.

• The employment service collects feedback from users visiting its offices 
to identify the opinion and levels of satisfaction regarding facilities, 
cleanliness, accessibility and treatment.



94Public employment services diagnostic tool and guide 
Annexes

Annexes

4

PES scan toolIntroduction to 
the PES scan

1 2

Components of 
a generic PES 

3

Running a PES 
diagnostic

AboutHome How to 
navigateMain menu

FACTOR 17. Multichannel service delivery

The employment service has the capabilities to develop and manage multichannel service options using different vehicles such as 
one-stop-shops, itinerant services and telephone channels, to provide services according to the needs of different users

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The employment service provides employment orientation and guid-
ance, job search and other services through free telephone attention.

• The employment service has itinerant offices or units to bring basic 
employment services to remote populations.

• The employment service has developed one-stop shop models to offer 
multiple in-depth services or solutions at the same point of contact 
with the user.

• The employment service maintains uniform protocols and service 
standards across the different channels, to ensure a consistent user 
experience across the different channels.

FACTOR 18. Digital channels

The PES has developed and has channels for the delivery of digital services or through web platforms or mobile applications.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The employment service has a website, where users can consult 
services or requirements.

• The employment service has an Internet or web portal, where users 
can obtain free employment services, such as registering their 
jobseeker profile or searching for vacancies.

• The employment service offers mobile applications that can be 
consulted and used on mobile devices.

• The employment service uses algorithm-based solutions and artificial 
intelligence to optimize the effectiveness of the services and solutions 
based on the preferences and characteristics of different users.

• The data collected through digital channels are protected according to the 
rules and policies established to guarantee respect for privacy and use of 
data.
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Cluster 4. Partnerships  

Factors: a) Mobilization and involvement of other 
actors: (1) identification of partners and stakeholders; 
2) definition of shared objectives; 3) strategic alignment 
and expectations; 4) coordination and communication; 
5) legal aspects; 6) monitoring of progress and results;  
7) risk management; and 8) identification of opportuni-
ties to build collaborations.

b) Commercial service agreements: 1) partnership man-
agement; 2) performance measurement and evaluation; 
3) user experience; 4) supplier regulation; 5) legal issues; 
6) risk management; and 7) supplier collaboration.

Verification: Verification establishes that capacities exist 
or are developed to engage and mobilize stakeholders 
to generate collaborative synergies and partnerships of 
different scope with social, governmental and private 
actors, to improve the economy, coverage or impact 
of employment services, and that analyses have been 
carried out to determine the relevance and benefits of 
existing alliances or collaborations in terms of leveraging 
resources or improving service and outcomes for users.

FACTOR 1. Identification of partners and stakeholders. 

The capacities and potential contributions of various public and private stakeholders, including private employment agencies, in the 
provision, co-production or delivery of employment services are examined and assessed and activities are developed to promote 
collaborations and synergies to improve services.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Mapping exercises of national, regional, international, social, public 
and private actors are carried out to develop possible collaborations.

• Employers’ and workers’ organizations are regularly consulted to 
develop synergies and initiatives to improve PES services.

• Approaches to or active participation in dialogue mechanisms 
with unions, associations or various sectors to discuss possible 
collaborations.

• Guidelines or policies are in place to guide and encourage institutional 
collaborations within the public employment services, between its 
office network and with third party stakeholders. 

FACTOR 2. Definition of clear/shared objectives and alignment of expectations 

Collaboration objectives should be clearly defined and shared throughout the organization, whether at the governance and 
decision-making level, or at the practical implementation level. Partners should also be aware of roles and responsibilities as part of 
the collaborative arrangements.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There are statutory guidelines or responsibilities that guide strategic 
objectives in the formation of partnerships.

• Partnership proposals are developed based on technical analyses of 
benefits and costs, with predefined objectives to be achieved for the 
employment service.  

• Stakeholders and interested parties participate and contribute on an 
equal footing in determining the objectives of potential partnerships.

• The objectives of the partnerships for the parties involved are expressly 
set down in writing in partnership instruments.
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FACTOR 3. Coordination and communication 

Cooperation requires regular and transparent communication between all partners and stakeholders, so it is important to explore 
whether partners have frequent dialogues on successes and challenges, in order to take follow-up actions.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The PES actively identifies or formally requests links or points of con-
tact for the development of partnerships with public, social and private 
institutional actors.

• Dialogues or meetings with social actors and stakeholders are regu-
larly scheduled to assess possible collaborations, or to give continuity 
to existing ones.

• The public employment service actively promotes or generates spaces 
for dialogue and communication on collaborations with current or 
potential partners.

• The PES has mechanisms in place to regularly disseminate or distribute 
information about its collaborations to partners or stakeholders.

FACTOR 4. Legal aspects 

Specific legal and jurisdictional frameworks exist that establish the basic requirements for the recognition of collaborations, approval 
and access to funding, the use of fiscal incentives and the establishment of partnership standards.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Collaborations are framed in agreements between the parties based 
on the regulatory body governing the PES.

• There is a due diligence and verification mechanism for regulatory and 
ethical compatibility in the priorities and partners of collaborations, 
including free services and non-discrimination. 

• Aspects of funding, authorship rights, staff accreditations, liability, 
in-kind contributions and other aspects of collaborations are duly 
considered in the collaboration instruments, to ensure control and 
accountability processes. 

• Collaborations developed at local, sub-national or regional level 
follow the regulatory guidelines established in accordance with the 
distribution of jurisdictional competences.



97Public employment services diagnostic tool and guide 
Annexes

Annexes

4

PES scan toolIntroduction to 
the PES scan

1 2

Components of 
a generic PES 

3

Running a PES 
diagnostic

AboutHome How to 
navigateMain menu

FACTOR 5. Identification of partnership opportunities 

The PES assesses and identifies which suppliers and stakeholders to approach, the level of commitment and the potential impact of 
partners on service delivery and objectives.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The PES has procedures in place to streamline the formation of 
alliances or partnership initiatives, so as to respond to economic 
scenarios or conditions that are favourable to it. 

• The identification of partnerships is based on a methodical analysis of 
strengths, weaknesses, opportunities and threats, or other exercises 
to analyse the results, performance, trends and needs of the public 
employment service.

• The PES periodically and actively scans the environment of public 
and private providers of job training services, labour intermediation 
and labour market information to analyse potential partnerships or 
collaborations. 

• Guidelines exist for regional or sub-national offices to identify and 
propose collaboration projects with social, private or institutional 
actors, with the agreement and support of the central or head office.

• The public employment service actively collects, requests and evaluates 
information on technical co-operation funds and projects from 
international organizations and agencies, to engage in international 
technical co-operation to improve its performance.

FACTOR 6. Framework for monitoring progress and results 

Results are systematically reviewed and reporting responsibilities and accountability mechanisms are considered.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• There are mechanisms in place to periodically monitor the 
performance of the objectives of formal and short-term collaborations.

• The partial or final results of the collaborations are contrasted and 
evaluated based on the objectives and goals initially set and deviations 
are documented. 

• Records are kept of agreements and decisions made during meetings 
or follow-up mechanisms.

• There is a mechanism for formal closure, or extension of collaborations, 
which includes the evaluation and final reporting of results at the end 
of pre-set deadlines.
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FACTOR 7. Risk management 

There are mechanisms in place to identify, validate, assess and manage the risks arising from collaborations.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Methods are applied to identify and prioritize risks that may lead to 
deviations from the purposes, mission and goals of partnerships and 
PES services or operations.

• The perspectives and opinions of stakeholders and those responsible 
for internal control are consulted and taken into account in the 
identification of partnership risks.

• Precautionary measures are taken to mitigate identified risks 
associated with the establishment of collaborations and partners, 
including reputational risks.

• Insurance, liability and redress clauses are established as part of the 
collaboration agreements as risk mitigation mechanisms.

FACTOR 8. Management of commercial services partnerships 

Mechanisms are in place for monitoring and follow-up of commercial service agreements.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• In commercial partnership agreements, the PES maintain the steering 
role in the establishment of objectives and contractual conditions. 

• Responsible staff or focal points with decision-making capacity have 
been defined for the monitoring of business service agreements.   

• In commercial service agreements, the suppliers of the partners along 
the supply chain adhere to minimum norms and standards defined by 
the public employment service.

• The perspective of jobseekers and employers is considered in the 
design of employment services provided through commercial 
agreements. 

• Programmes or services subject to commercial agreements ensure 
equitable access to priority or disadvantaged populations. 

• Employment services provided through commercial agreements 
systematically collect feedback and input from direct users.

• Integrated services under commercial arrangements involving 
employment services and third parties maintain consistent standards 
of service, image and quality to provide a seamless and uniform 
experience for users.     
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FACTOR 9. Performance measurement and evaluation

Precise selection criteria are used in a formal procurement process of external partner services. These criteria usually build on 
performance measures and evaluations, to ensure that outcomes respond to employment policy priorities.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Performance indicators for partners and suppliers have been identified 
or defined in business agreements.

• Target-based performance criteria are established and monitored for 
the employment service. 

• The performance of business arrangements is evaluated based on pre-
established cost-benefit criteria, such as resource savings, improved 
services, expanded or diversified coverage and services, or improved 
impacts.

• Commercial partnership agreements are framed by monitoring, 
evaluation and accountability mechanisms consistent with the rules 
governing public spending and procurement.

FACTOR 10.  User experience

Employment services provided through commercial agreements are verified to maintain uniform service standards and ensure 
satisfaction and outcomes for users.  

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Jobseekers and employers perspectives are considered in the design of 
employment services provided through commercial agreements.

• Programmes or services subject to commercial agreements guarantee 
equitable access to priority or disadvantaged populations.

• Employment services provided through commercial agreements 
systematically collect feedback and opinion from final users.

• Joined up employment services under commercial agreements 
provided by public employment services and third parties maintain 
consistent service, image and quality standards to offer a seamless 
experience to users.

FACTOR 11. Regulation of providers

The PES maintains oversight and vigilance in adhering to and complying with the rules and principles governing the provision of 
public employment services by third parties under commercial agreements, including international labour standards and national 
legislation.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Employment services provided by third parties under commercial 
agreements comply with public service regulations. 

• The selection of partners for the provision of employment services 
under commercial agreements considers background checks on 
compliance and ethical conduct of suppliers. 

• The public employment service or the competent authority registers 
and monitors private employment agencies with which it maintains 
partnerships under commercial arrangements. 

• Employment services provided through commercial agreements 
include provisions that cover the responsibility of partners to monitor 
and ensure ethical and responsible conduct of their providers.
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FACTOR 12. Legal aspects

Compliance with the specific legal and jurisdictional frameworks that regulate partnerships and the provision of employment services 
is verified.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• When entering into commercial agreements with third parties, the 
public employment service has participated in or led due diligence 
processes. 

• The most suitable commercial partnership schemes have been selected 
based on a formal evaluation or scoring system based on experience, 
quality, economy and ethics.

• Aspects of funding, authorship rights, staff accreditations, civil 
liability and data management are duly considered in the commercial 
agreements, to ensure control processes and delimitation of 
responsibilities. 

• It has been ensured that commercial clauses in agreements with third 
parties for the provision of employment services reflect service norms 
and standards, such as free-of-charge services for jobseekers and non-
discrimination practices.

FACTOR 13. Risk management

Compliance with specific legal and jurisdictional frameworks governing partnerships and employment service provision.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The different sources of risks and threats in the selection and 
conclusion of commercial alliances with third parties for the provision 
of public employment services have been identified.

• Mechanisms have been established to detect deviations in 
performance or quality arising from compliance, regulatory and 
operational risks.

• Reporting and early warning mechanisms for the materialization of 
regulatory and operational risks have been established and defined 
through liaison with the parties.

• Business continuity plans have been outlined for employment services 
provided under commercial arrangements in the face of regulatory, 
transfer or disruption risks.



101Public employment services diagnostic tool and guide 
Annexes

Annexes

4

PES scan toolIntroduction to 
the PES scan

1 2

Components of 
a generic PES 

3

Running a PES 
diagnostic

AboutHome How to 
navigateMain menu

FACTOR 14. Collaboration between providers

Collaborations between providers for the provision of employment services subject to commercial agreements are checked to ensure 
that employment policy objectives and benefits for jobseekers are prioritized.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• The public employment service maintains stewardship over service 
standards and ensures compliance and continuity throughout the 
external supply chain.

• It is ensured that suppliers of public employment service partners 
adhere to and comply with the standards and objectives governing the 
provision of employment services.

• The participation of third parties and external providers in business 
partnerships is determined based on the evaluation of evidence of 
tangible benefits: resource savings, increased coverage or improved 
outcomes for service users.  

• The PES encourages mechanisms for competition and collaboration 
between providers, in order to promote innovations, savings or 
improvements in the provision of publicly funded employment services.
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Cluster 5. Performance management 

Factors: (1) user experience and expectations; (2) the 
definition of objectives and the development of key per-
formance indicators; (3) the design of performance met-
rics and the collection and analysis of data on results and 
their impact; (4) the establishment of quality standards 
and evaluations; (5) accountability and reporting; and 
(6) risk management and internal control of processes.

Verification: This ensures that performance metrics are 
observed and tracked along the entire value chain in the 
delivery of PES services; that they are properly reported 
within the organization and made publicly available ac-
cording to its accountability standards. The use of bench-
marks and performance metrics should facilitate the 
monitoring of different internal and external value-added 
activities and procedures throughout the policy cycle, 
from goal setting and resource allocation, to service de-
livery, customer satisfaction and impact assessment.

FACTOR 1. User experience and expectations 

An excellence-oriented public service must first identify the expectations of those who use it and compare these with their 
perceptions once they have used the service. This valuable information is used by the organization to improve certain attributes of 
the service.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• A portfolio of potential direct and indirect users of the public 
employment service (jobseekers, employers, institutions with which 
partnerships have been established for the provision of services, 
whether public or private) has been recognized and is available.

• The current and future expectations of users are known.
• The objectives of the organization are related to the needs and 

expectations of the users.
• User satisfaction is measured and monitored periodically, in order to 

take appropriate action.

FACTOR 2. Definition of objectives and development of key performance indicators 

The PES actively identifies relevant metrics and indicators to capture the performance of key processes and help understand the 
relationship between policy, inputs, outputs and outcomes.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Priorities and performance targets are determined for each service 
management and delivery area/department.

• Expected results are established for each set objective and incorporate 
the activities and inputs required to achieve them, as well as the 
persons/units responsible for their achievement.

• Key performance indicators have been defined in relation to the 
achievement of the objectives for each phase of the service delivery 
process, clearly weighted, realistic and time-bound.

• The performance indicators include measures of efficiency, 
sustainability and achievement and a unit/person responsible for 
obtaining and communicating their progress has been defined.
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FACTOR 3. Design of performance metrics and collection and analysis of data on results and their impact 

Performance metrics are in place and are observed and tracked throughout the service delivery value chain.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Data to maintain traceability of employment service management are 
collected at each and every stage of the service delivery process.

• Performance measurement procedures are communicated in a timely 
manner to staff at all levels of the employment service. 

• Satisfaction data are collected from direct users: jobseekers and em-
ployers. The data to be collected are feasible to obtain in terms of time 
and cost.

• Information on the results of performance measurement is provided 
to all levels of the employment service in a fixed, easily understandable 
format, and at a set periodicity.

FACTOR 4. Establishment of quality standards and assessments 

Quality standards are in place for the different stages of the service value chain, such as timelines for registering jobseekers or 
posting vacancies, timeliness of service, handling and resolving queries.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Clear and unified quality control processes based on standards are in 
place for each of the different stages of service delivery.

• User feedback is taken into account in the monitoring of services and 
programmes. 

• Obligations and responsibilities for monitoring and quality control 
activities are established.

•  Evaluations identify best practices in terms of effectiveness and impact 
of programmes and services.

FACTOR 5. Accountability and reporting 

The results of the evaluation are duly reported to the organization and the reports are made available to the public in support of its 
systems and standards for accountability, to improve the adequacy, quality, efficiency and effectiveness of services.

PDCA cycle Planned Executed Measured Improved

Scoring 10 20 35 50 65 80 100 

• Management reports are prepared for each of the services/
programmes.

• The reports allow comparison of the level of progress over time in 
meeting objectives.

• The reports contain initiatives aimed at improving measurement, 
monitoring and data processing capabilities.

• The reports incorporate proposals related to response times, coverage, 
ease of access and quality of services provided to users.
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FACTOR 6. Risk management and internal control of processes. 

A continuous process exists designed to identify and address significant risks involved in achieving the PES’s results.

PDCA cycle Planned Executed Measured Improved

Rubric 10 20 35 50 65 80 100 

• Information of potential users that require employment services is 
collected and analyzed periodically.

• An analysis of the barriers that affect service delivery is carried out 
and relevant partners are involved to collaborate in the design of joint 
interventions.

• Technical resources are analyzed at the local level to ensure that 
interventions are sustainable and carried out among different 
government agencies.

• Follow-up protocols are established between institutions to coordinate 
interventions towards general objectives and avoid duplications in 
services.

Score 10 20 35 50 65 80 100 




