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WCTF SUSTAINABILITY PLANNING TOOLKIT
Tool 3: Partnership Mapping
Understanding your current workforce ecosystem
Time: 45–60 minutes (facilitated session)  |  Next step: Tool 4, Planning Guide
About This Tool
This tool helps your partnership map who is involved in your workforce strategy, identify gaps, and highlight the relationships that most affect long-term sustainability. It builds on the priorities you identified in Tool 2: Readiness Reflection.
Partnerships change over time. Revisit this map at least once a year, and whenever a key partner joins, leaves, or changes its role.
Part 1: Map Your Partnership
List the key partners involved in your workforce strategy. For each one, note its primary role, rate its level of engagement, and indicate whether its role is currently paid for by the grant. Use Other for partners such as labor organizations, K–12 schools, or state agencies, and add rows as needed.
Engagement levels
1. High: actively shapes decisions and contributes staff time, resources, or funding
1. Medium: participates regularly but has a limited role in decisions
1. Low: occasional or informal participation

	Partner name
	Role in the strategy
	Engagement (H / M / L)
	Grant-funded role? (Y / N)

	Employers

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Training providers

	
	
	
	

	
	
	
	

	Workforce board

	
	
	
	

	Community-based organizations

	
	
	
	

	
	
	
	

	Higher education

	
	
	
	

	
	
	
	

	Funding partners

	
	
	
	

	
	
	
	

	Other

	
	
	
	

	
	
	
	



Optional: See your partnership at a glance. Use the Partnership Ecosystem Map, a supporting resource in this toolkit, to plot your partners on a single-page diagram by category and engagement level. It works well printed large or sketched on a whiteboard during a group session, and makes it easy to spot who sits on the edges, which roles depend on grant funding, and who is missing.
Looking at your map, which organizations would be most difficult to replace if they left the partnership tomorrow?
	



	Pro Tip
Why this matters: Sustainability is often limited more by missing partners than by missing funding.
Try this: Look at your map and identify who is not at the table.
Example: “If this workforce strategy were launching today, is there an employer, funder, workforce board, community organization, or training provider we would invite that is currently missing?”


Part 2: Identify System Gaps
Reflect on your current partnership structure:
1. Where are there gaps in employer engagement or representation?
1. Are any partners missing who are critical to sustaining this work?
1. Are any roles overly dependent on a single organization?
1. Where is coordination unclear or inconsistent?

	


Part 3: Identify Sustainability Risks
Consider where the partnership is most vulnerable as the grant period ends:
1. What parts of the initiative are most at risk if WCTF funding ends?
1. Where is the partnership most dependent on grant funding?
1. Which partnerships or roles feel least stable?

	



	Pro Tip
Why this matters: Risk is often concentrated in a small number of relationships.
Try this: On your partnership table or ecosystem map, circle any role that only one organization performs.
Example: “If this organization stepped away tomorrow, what would happen to the workforce strategy?”


Part 4: Choose Priority Focus Areas
Based on your map and your Readiness Reflection results, identify the top two or three areas to strengthen.
	Priority 1
	


	Priority 2
	


	Priority 3
	


Part 5: Alignment Check
Mark one answer for each question.
	Does your current partnership structure support…
	Yes
	Partially
	No

	Sustained employer engagement?
	
	
	

	Clear ownership and coordination?
	
	
	

	Delivery of your priority workforce pathways?
	
	
	



For any question you marked Partially or No, use the matching guidance below to identify next steps.
1. Strengthening employer engagement
If employer engagement is limited or inconsistent:
1. Identify one or two priority employers to engage more deeply.
1. Clarify how employers can contribute, such as through hiring, work-based learning, curriculum input, or funding.
1. Assign a lead partner responsible for employer coordination.
1. Look for opportunities to elevate employer champions.
2. Clarifying ownership and coordination
If leadership or coordination is unclear:
1. Identify which organization will serve as the lead or intermediary.
1. Define who is responsible for convening partners and making decisions.
1. Clarify roles and expectations across partners.
1. Decide how communication and coordination will be maintained.
3. Aligning to priority workforce pathways
If the partnership is not clearly aligned around priority pathways:
1. Identify the one or two workforce pathways that are most critical to sustain.
1. Confirm employer demand for those pathways.
1. Align training providers and partners around those priorities.
1. Consider where programs may need to shift or consolidate.
Your Next 60–90 Days
You don’t need to address everything at once. Choose one area to strengthen in the next 60 to 90 days, and name the action, the lead partner, and a target date.
	Action
	Lead partner
	By when

	
	
	


Next Step
Bring your partnership map, priority focus areas, and 60–90 day action to Tool 4: Planning Guide, where your partnership will make decisions about the future of the strategy.
WCTF Sustainability Planning Toolkit  |  Tool 3: Partnership Mapping  |  
image.png
COMMONWEALTH
CORPORATION




