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WCTF SUSTAINABILITY PLANNING TOOLKIT
Tool 4: Planning Guide
Moving from reflection to decisions
Time: 2–3 hours, usually over two sessions  |  Next step: Tool 5, Sustainability Roadmap
About This Tool
This guide helps your partnership decide how your workforce strategy will continue beyond WCTF funding. Use it after completing Tool 2: Readiness Reflection and Tool 3: Partnership Mapping, and bring your results from both to the session.
Each of the seven sections follows the same pattern. You reflect on where things stand, discuss options and trade-offs as a group, and decide what you will do. Each decision carries directly into a section of Tool 5: Sustainability Roadmap.
Suggested session plan
Most partnerships work through the guide in two sessions:
	Session
	Sections
	Who should attend

	Session 1
	1. Priority Workforce Strategy
2. Partnership Structure and Governance
3. Employer Engagement Model
	All key partners. Employers should join for Sections 1 and 3.

	Session 2
	4. Program Model Adaptation and Integration
5. Resources and Funding Strategy
6. Defining What Will Not Continue
7. Key Metrics for Success
	All key partners. Employers should join for Section 5.



Employers are part of the partnership, and their perspective shapes the decisions that matter most for sustainability. If they can’t attend every session, the sections marked 
Record each decision in the space provided, even if it is provisional. A clear draft decision is more useful than an open discussion.
Section 1: Priority Workforce Strategy
Invite employers   |   Carries to Roadmap: Workforce Strategy to Sustain; Workforce Need and Value
	Reflect
	Discuss

	1. Which roles or pathways are most critical to employers?
1. Which parts of your initiative have demonstrated the strongest outcomes?
1. What would have the greatest negative impact if it ended?
	1. Where is there alignment across partners?
1. Are there competing priorities?
1. What feels most essential to sustain?



	Decide: What one or two workforce strategies will you prioritize?


	Priority strategy 1
	

	Priority strategy 2
	

	The workforce need these strategies address, and why it remains important
	



	Pro Tip
Why this matters: The strongest candidates to sustain have both clear employer demand and proven outcomes.
Try this: Bring your Pillar 1 scores from the Readiness Reflection and your employer hiring data. Start with the strategies that score well on both.
Example: “Which of our pathways do employers hire from most consistently, and which have our best completion and placement results? Where do those lists overlap?”



Section 2: Partnership Structure and Governance
Carries to Roadmap: Partnership Roles and Governance
	Reflect
	Discuss

	1. Which organization is best positioned to lead or coordinate this effort?
1. Do current partners have the capacity to continue their roles?
1. Are partners missing who are needed to sustain the strategy?
	1. Who should take on leadership or intermediary roles?
1. Where are there gaps in coordination or accountability?
1. How should decisions be made moving forward?



	Decide: What will your partnership structure look like?


	Lead organization
	

	Key partners and their roles
	

	How partners will coordinate and make decisions
	



	Pro Tip
Why this matters: Conversations about who should lead can stall because they feel like questions of status rather than capacity.
Try this: Shift the question from who to what. List the three most time-consuming tasks needed to keep the work going, then ask which partner already has the infrastructure to absorb each one.
Example: “Instead of choosing a lead agency right now, let’s list the must-do administrative tasks. Which of our organizations already does this kind of work every day?”



Section 3: Employer Engagement Model
Invite employers   |   Carries to Roadmap: Employer Engagement Strategy
	Reflect
	Discuss

	1. Are employers currently engaged at a meaningful level?
1. What value does this strategy provide to employers?
1. Which employers could serve as long-term partners or champions?
	1. What level of employer engagement is needed moving forward?
1. How can employers move from participants to co-investors?
1. What would make this strategy indispensable to employers?



	Decide: How will employers be engaged moving forward?

	



	Pro Tip
Why this matters: Employers are more likely to commit when they are asked for something specific.
Try this: Instead of asking for general support, bring a short menu of concrete asks, such as hosting work-based learning placements, reviewing curriculum, or covering credential costs for a cohort.
Example: “Would you be willing to host two work-based learning placements next spring and join one curriculum review each year?”



Section 4: Program Model Adaptation and Integration
Carries to Roadmap: Program Model Adaptation
	Reflect
	Discuss

	1. Can the model operate at a different scale?
1. Can elements be embedded into partner organizations?
1. Which aspects of the program are essential to preserve?
	1. What changes are realistic given partner capacity?
1. Where can the model be simplified or streamlined?
1. What trade-offs are acceptable?



	Decide: What adaptations are needed?

	



Section 5: Resources and Funding Strategy
Invite employers   |   Carries to Roadmap: Resource and Funding Strategy
	Reflect
	Discuss

	1. What funding sources could support this work?
1. Which costs, including staff positions and participant supports, are currently covered by the grant?
1. Can costs be shared across partners?
1. Are there opportunities for employer investment?
	1. Which funding strategies are most viable?
1. What level of contribution can partners realistically make?
1. How can funding be diversified over time?



	Decide: What is your initial funding approach?

	



	Pro Tip
Why this matters: Grant funding is a bridge, not a destination. The strategy needs a business case that holds up without it.
Try this: Use the “empty chair” technique. Ask the group to imagine a local employer sitting in the room, and ask: if we told this employer the program is ending tomorrow, would they offer to pay to keep it going? If not, what value is missing that would make them say yes?
Example: “If we assume no more state grants are coming, what is the business case for a local company or community college to take on these costs?”



Section 6: Defining What Will Not Continue
Carries to Roadmap: What Will Not Continue
	Reflect
	Discuss

	1. Which parts of the program depend most on WCTF funding?
1. Which activities are least critical to long-term impact?
	1. What are we willing to let go of?
1. What would free up capacity or resources?



	Decide: What will sunset, and why?

	



	Pro Tip
Why this matters: Spreading limited resources across every activity can leave all of them weaker. Choosing what to end is a strategic decision about quality.
Try this: Frame sunsetting as protecting the core. Ask which single element employers could not do without, and protect that first.
Example: “If we try to save everything, we risk losing the value we built. If we could keep only one element of this program, what would it be?”



Section 7: Key Metrics for Success
Carries to Roadmap: Measuring Success
	Reflect
	Discuss

	1. Which outcomes matter most, such as employment, wages, or completion?
1. How is employer engagement currently measured?
	1. What indicators will show that the strategy is working?
1. What data is realistic to track across partners?



	Decide: What three to five metrics will you track?

	



	Pro Tip
Why this matters: Metrics that partners can’t collect consistently won’t help you make decisions or tell your story.
Try this: Start with data partners already collect. Use the Metrics Selection Worksheet to narrow your list to three to five indicators.



Before You Move to the Roadmap
Bring your decisions to Tool 5: Sustainability Roadmap. Each section of this guide carries directly into a section of the Roadmap, so most of it can be completed by transferring what you decided here.
Some decisions may still be open. List them below with who will follow up, so they don’t get lost.
	Open question
	Who will follow up
	By when
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