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This report was made to inform employers
of opportunities in work-based learning.
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The aim of this work-based
learning (WBL) toolkit is to
provide a framework for
employers throughout
Southwestern Virginia on
types of work-based learning
and on practices for simple
and successful WBL program
implementation.​

OBJECTIVE GOALS

Showcase the different types of
work-based learning programs
and their benefits to
employees and employers. 
Describe what an employer
needs to develop and manage
a WBL program. 
Provide a roadmap for
employers to set up WBL
programs in the New River |
Mount Rogers region.



02WORK-BASED
LEARNING

Work-based learning (WBL) offers opportunities for
jobseekers to obtain many of the skills and experiences
needed to be successful in an increasingly competitive
global economy. WBL opportunities can be tailored to fit
specific industry needs as well, developing local talent to
be a great fit for your company.

What is Work-Based Learning (WBL)?

Work-based learning (WBL) is an educational approach
that provides people with real-life work experiences where
they can apply their knowledge and skills to develop and
increase their employability. It also serves as an
opportunity for employers to be able to hire talent after
the WBL experience. 

Work-based learning can strengthen regional talent pipelines
and better position employers to meet current and future needs.
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Attracting Value-Added Participant Contributions: Participants engaged in
WBL can offer fresh perspectives and contribute meaningfully to projects,
providing value to the employer even before formal employment.​

Streamlining Recruitment: WBL programs serve as a pipeline for identifying
and connecting with potential candidates for future employment,
streamlining the recruitment process.

Creating a Prepared Workforce: Employers help cultivate a pool of
motivated and well-prepared potential employees, significantly reducing the
learning curve upon employment.​

Improving Retention and Morale: Employees sourced through WBL
programs tend to have higher retention rates and greater job satisfaction, as
they start their positions with a clear understanding of their roles and a
stronger commitment to the company.​

Gaining Valuable Insights into Emerging Talent: Employers gain firsthand
insight into the skills and knowledge bases of entrants into the labor market,
allowing them to adapt recruitment and training strategies accordingly.​

03WBL BENEFITS 
FOR EMPLOYERS



04WBL BENEFITS 
FOR PARTICIPANTS

Creating Workplace Insight: It is difficult to teach participants how to
successfully operate in a workplace without putting them into that
environment. WBL programs provide participants the opportunity to gain
insight on workplace culture. 

Developing General Skills: By working in a professional setting participants
learn any of the soft skills that mainly develop while working. Some of these
soft skills include time management, team collaboration, written & verbal
professional communication, and public speaking.​

Developing Sector-Specific Skills: WBL participants also receive training in
industry skills.

Building Professional Relationships: WBL participants are able to create
relationships with employers. These relationships result in a higher likelihood
of employment thanks to experience gained through the program. ​

Earning Higher Wages Over Time: Participants in WBL programs typically
have higher earnings over time, having obtained skills that make them more
competitive than others in the early workforce.



TYPES OF WORK
BASED LEARNING
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Mentorship, essential to WBL, allows for the development of meaningful
relationships between WBL participants and experienced individuals in a
particular field or occupation. This provides WBL participants with a direct
contact within their field of interest who can answer questions and offer
guidance regarding career prospects. Mentorships can foster both personal
and professional growth and expand WBL participants' networks.

Mentoring

Job shadowing provides WBL participants with opportunities to interact
with and observe workers in a specific career or field. Job shadowing allows
for participants to learn about education and training requirements,
possible career paths, and make industry connections. This does not
require any previous experience, can be either in-person or virtual, and can
be done in larger groups over the span of a few hours.

Job Shadowing

Internships provide WBL program participants with hands-on work
experience either in a particular role, or on a rotating basis through
different departments and functions. Internships can be either paid or
unpaid depending on previous experience and expertise. Most internship
positions are short-term, ranging from one to three months.

Internship

Mentorships allow for the development of meaningful relationships
between WBL participants and experienced individuals in a particular field
or occupation.



TYPES OF WORK
BASED LEARNING
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Apprenticeships are like internships in that they also provide opportunities
for hands-on learning. However, they tend to be more structured and
focused on providing participants with a specific skill through
individualized training. This form of WBL are paid and usually longer range;
around one to three years. Apprenticeships are designed for employees to
participate in technical instruction with on-the-job training (see below) that
prepares them for a skilled job.

Apprenticeship

On-the-Job Training [OJT] is a method of training new employees at your
worksite, using the company's skilled employees as instructors. OJT
provides a unique opportunity for employers to hire and save money on
training at the same time. This process can take several weeks to months.

On-the-Job Training

Upskilling is a method of training current employees at your worksite,
using the company's skilled employees or external experts as instructors.
This approach strengthens the existing workforce, allowing them to learn
new skills and improve their performance. Upskilling allows employers to
invest in their staff and save money on recruitment at the same time, as it
reduces the need to hire new talent for advanced roles. This process can
take several weeks to months, depending on the complexity of the new
skills being taught and the current proficiency of the employees.

Incumbent Worker Training or Upskilling
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The primary difference between programs is the level of commitment
required by the employer and participant.  While there are many types of
work-based learning programs, they generally follow the same
implementation steps. ​

Setting Up a WBL Program

SETTING UP
A WBL PROGRAM



08WHAT A WBL
PROGRAM NEEDS

When determining what your work-based learning program will need to be
successful, ask the following questions:

What is your goal for the program?​
Who will be the mentors and instructors? How will they be trained and
supported?
How will the training plan be developed and who will oversee its quality?
What resources are needed to support the WBL experience itself?
How will the program be assessed and evaluated?
How will feedback be collected from participants, and how will it be used to
improve the program?

Answers to these questions will ultimately determine the structure and format of
the WBL program. Staff capacity, project needs, and time available for planning
and supervising the program may impact the type of WBL program you are able
to implement, but you can tailor a WBL program to fit your needs.

After deciding the type of program you would like to implement, your company
will need to set up an internal structure.



09WHAT A WBL
PROGRAM NEEDS

As as employer, you should clearly define roles and appoint supervisor/mentors
within the organization to guide the WBL participants through their experience.
This section will focus on defining those roles.

Participant
The participant is typically an individual engaging in work-based learning (WBL)
to gain practical experience and develop skills relevant to their career path.
Participants should be proactive, eager to learn, and open to feedback. Their
primary role is to learn skills and contribute to projects or tasks as assigned.

Supervisor
The supervisor is responsible for overseeing the participant's daily activities and
ensuring they are aligned with WBL training plan and goals. Supervisors provide
clear instructions, monitor progress, and offer constructive criticism to help
participants improve. This role requires more capacity and time to support the
WBL participant, as they will most likely need hands-on support.

Mentor
The mentor serves as a more experienced advisor and role model who supports
the participant's professional and personal development. Mentors provide
guidance, share insights from their own experiences, and help participants
navigate challenges they may encounter. This role is less time-intensive.



10RECRUITMENT

Posting a work-based learning opportunity is crucial in attracting talent. You will
need to create appealing postings while accurately representing the work
involved. Ideally, opportunities should be advertised to attract talent. Although
internships typically recruit in late summer/early fall and early spring, not all
work-based learning opportunities fit this timeline. Most have flexible timelines,
and you can recruit participants whenever best suits your company’s needs.

Key components of a WBL posting include:​

Position Title 
Craft a specific title that reflects the job's scope.
Clearly state the type of work-based learning opportunity.

Position Overview 
Write a clear and engaging work-based learning description that
describes the role.
Offer an organization overview to applicants.

For more details, including templates, on creating effective job descriptions for
WBL postings, refer to the following page.



11CREATING A JOB
DESCRIPTION
Your job description should also include: an overview of the position, any
necessary qualifications, job responsibilities, timeframe, and salary range. 
(See Appendix, pg. 20, for a job description template.) 

To determine what qualifications or responsibilities might be required of a work-
based learning participant, visit O*NET Online or My Next Move for more
information on the position you would like to train the participant for. For
example, if you are hiring a manufacturing intern, for what job position/s in your
organization might they be a good fit after the experience? Using that position,
determine appropriate responsibilities for the intern to grow their skills. 
(See Appendix, pg. 16-18, for an example of My Next Move.)

You can utilize recommended skills, abilities, duties, and even personality traits as
a way to define what you are looking for in a work-based learning participant and
how you should structure their work-based learning opportunity.

Once you have determined the skills your WBL participant should develop,
create a training plan using the template located in the Appendix. This will help
keep the WBL opportunity focused and aid job evaluation.
(See Appendix, pg. 19.)

https://www.onetonline.org/
https://www.mynextmove.org/


12ONBOARDING

During the hiring process, think creatively about potential candidates who align
with the job description criteria. WBL opportunities offer a chance to explore how
individuals from diverse backgrounds can contribute uniquely to your business.

For effective onboarding of WBL participants, create a tailored plan similar to
that of regular employees but customized for the WBL experience:

Set clear goals and expectations based on the job description and timeframe.
(See OJT Training Plan in Appendix, pg. 19.)
Develop a FAQ guide, including information regarding commonly used
acronyms, dress code, contact list, etc.
Consider providing access to professional development resources such as
workshops and training sessions. This not only enhances their skills and
knowledge but also demonstrates commitment to their growth and success.

The WBL participant should collaborate with their supervisor and/or mentor to
establish expectations, seek clarification when needed, and familiarize
themselves with the organization and its roles. 

You should also encourage other employees to engage and connect with the
WBL participant. This can foster a sense of community and belonging, which is
essential for a positive WBL experience.



13MONITORING &
EVALUATION
Throughout the WBL program, it is important to continually monitor the
participant’s progress and assess how well they are performing in their role. At
the start of the WBL experience, create a system for measuring outcomes using
your training plan. Is the participant consistently meeting these outcomes over
the course of the WBL experience? Regularly check-in with the WBL participant
to evaluate their progress and provide constructive feedback. (See Progress
Report in Appendix, pg. 26., for a helpful monitoring and evaluation form.) 

During these regular check-ins, be open to dialogue with the participant about
the position. They may need additional support to succeed in the role. Mentors
can be especially helpful in providing this support as needed.

You should also schedule an exit interview with the participant to collect
feedback before the WBL experience concludes. Include specific questions that
will help you improve the WBL program for the next participant(s), such as:

What new skills or knowledge did you acquire during the WBL program?
Did you receive regular and constructive feedback throughout your WBL
experience?
How would you rate the quality and availability of your supervisor or mentor?



14CONTINUING
SUPPORT
One of the many benefits of a WBL program is that it acts as a talent pipeline,
streamlining the recruitment process. You have the opportunity to connect with
and train potential candidates for future employment in a low-risk setting.
Consider hiring a successful WBL participant after the WBL program concludes if
the participant is already not part of your company. 

The WBL participant has an advantage on other potential job applicants as they
better understand the culture of the organization and job responsibilities due to
their WBL experience. Employees that undergo WBL learning programs are also
more likely to experience higher morale and retention rates.

As an employer, you gain substantial advantages by actively
developing a workforce that is both skilled and invested.

If you do hire a WBL participant, consider utilizing them as a mentor for future
WBL participants to develop a long-lasting and impactful mentorship program.
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CONCLUSION
In conclusion, this WBL toolkit aims to equip employers in Southwestern Virginia
with a comprehensive framework for understanding and implementing various
types of work-based learning (WBL) programs. By showcasing different WBL
programs and their benefits to both employees and employers, we strive to
highlight the value of these initiatives in enhancing workforce skills and business
success.

The toolkit also details the essential steps and resources needed for employers to
develop and manage effective WBL programs. Additionally, it provides a clear
roadmap for setting up WBL programs specifically tailored for the New River |
Mount Rogers region, ensuring that local employers have the guidance and tools
necessary for successful implementation.



16APPENDIX -
CREATING A JOB
DESCRIPTION
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DESCRIPTION



18CREATING A JOB
DESCRIPTION

Using this position as an example, employers can utilize recommended skills,
abilities, personality, and duties as a way to define what they should be looking
for in a work-based learning participant and how they should structure their
work-based learning opportunity to be beneficial to both the participant and the
employer.



19OJT TRAINING
PLAN
Once you have determined the skill you would like your work-based learning
participant to develop, create a training plan using the template below. This will
be helpful to keep participant training focused and aid job evaluation.



20CREATING A JOB
DESCRIPTION
Below is a sample job description that may be helpful when creating your job
description using guidance from this section.
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EVALUATION
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THANK YOU!


