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Business Models for Decent Work

• In market systems, partners ‘own’ change

• This means understanding partner incentives 
to internalise new ways of working

• Concern that a lot of project-supported 
innovations are failing to scale

• Why? 
• A 2016 study funded by the BEAM Exchange found the reason that 

half of the reviewed projects failed was because of “low 
profitability for partners or competitors”.

• These models are much easier to describe in theory 
than to put into practice! 

• ILO Lab case study research to kick-start a 
conversation about how to get better at 
understanding the business-side of the impact 
equation



Twin ‘tests’ for a sustainable outcome



A business model perspective



A business model perspective



Win-win-win-win scenarios?
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Project Overview

“A dynamic and socially inclusive labour market provides more and 

decent jobs including self-employment for young people in Kosovo”

Collaboration and information flows between

non-formal education providers and private

businesses

Location

Kosovo

Main implementer

Helvetas

Consortium partner

Management Development 

Associates (MDA)

Donor

Swiss Agency for Development 

Cooperation (SDC)

Duration

2017 – 2020, phase II

Budget

USD $7.5 million

Skills Development Job Matching Job creation
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Conditional Contract Scheme – Problems 

Coordination failure

Skills mismatch

Exaggerated expectations

Potential ICT jobs Skilled people

Missing information

Financing issues

Lack of trust

Non-formal 

training providers

Young peopleEmployers

Huge demand
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Conditional Contract Scheme – Classic Business Model

Payment

Employment

Successful

completion
Training

delivery

Unemployed and

underskilled youth
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Conditional Contract Scheme – New Business Model

Payment

Conditional

contract
Employment

Successful

completion
Training

delivery

Assessment by

training provider

AND companies

Unemployed and

underskilled youth



13

Conditional Contract Scheme – New Business Model 

Non-formal 

training providers

• Improved training quality and relevance

• More students are attracted

Young people
• Know which trainings guarantee them a job

• Can afford (expensive) trainings

Employers
• Involved in curricula development

• Better skilled labour force
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Conditional Contract Scheme – Example 

final business model

pilot batch

initial idea

equipment purchase

profitability

green light from donor

business model development support

funding

monitoring

2019 20202018

adaptation of business model

search for partner companies

initial business model

2nd batch
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Conditional Contract Scheme – Key Learnings 

Always think about long-term profitability

The balance between external pressure and local ownership is delicate

Finding capable partners is challenging

Building trust takes time

Heavily donor crowded training sector is difficult to navigate

Develop business models together and stay flexible



ILO Road to Jobs Project
(R2J)

Developing Markets in the Middle of Ongoing Conflict: 
BUSINESS MODELS FOR DECENT WORK

Lessons Learnt from Practical Experiences of the Road to Jobs Project in Afghanistan

Tonderai Manoto, CTA, Road to Jobs

BEAM Exchange,  5th December 2019



• 4-year MSD project – more and better jobs – Sida funded.

• Aid-Intensive environment – thin markets – high aversion 
to risk

• Dairy. Poultry. Sheep and Goats – Quick wins (RMA)

• Grapes. Cotton (MSA)

Background to R2J Project



Business Model Elements

▪Constraints addressed: 

• Farmers have limited income from dairying. 

▪Value proposition: 

• Supply issues of quality and consistency resolved by 
processor with farmers.

▪ Impact on market system: 

• Supply chain strengthening



Business Model

End customers

Retailers

Dairy 
Trainers

Pakiza Dairy 
Company

MCC Dairy 
Farmers

Milk 
collection 

Agent

Transport 
companies

Wholesalers

Legend

Money flow

Product flow

Information 
flow/TA



• Technical Support for training farmers

• New Product Development – Iranian Consultant for chocolate making

• Learning exchange visit to Sudan for Mozarella cheese making

• Business coaching support – helped to expand market beyond Mazar

• HACCP Certification – Now suppliers a national airline with dairy products 
for both domestic and international flights.

R2J Project Support



• Organic expansion of company through product 
diversification. Chocolate. Cheese. Jam. 

• 4,000 dairy farmers now have access to market.

• A new entrant set up mobile cooling facilities. Door-to-
door milk collection. 

• Pakiza has now expanded out to another district.

Results



Key Takeaways

• Find partners who already have a strong business 
incentive to try new models. 

• Respond to market signals all the time. 

• In aid-intensive environments, it may be impossible 
to find companies that have not received significant 
‘free’ support. 



Key takeaways from report

Lessons for 
implementers

Possible implications

(1) Making money is not same 
as making a profit

Is there a need to build skills to better understand business models and 
conduct financial analysis/appraisal?

(2) Focus on the metrics that 
matter

During early piloting, focus less on impact measurement and more on a 
small set of business KPIs

(3) Explore the pathway to 
profitability; not profitability 
from Day One

How to set realistic expectations for different types of profitability – as 
this determines when to trigger crowding-in/scale up

(4) Growth is not always good What is an appropriate level of support to help companies think through 
risk-return trade-offs?

(5) Look towards long-term 
value creation

How do we support business models in the long term, while retaining our 
temporary facilitation role?



MSD Competency Framework

https://beamexchange.org/msd-competency-framework/
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Competency A2: Business & financial analysis
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Competency A2: Business & financial analysis

https://beamexchange.org/msd-competency-framework/
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Developing business & financial analysis



Using case studies to drive staff learning

https://beamexchange.org/msd-competency-framework/msd-competencies/case-studies/

https://beamexchange.org/msd-competency-framework/msd-competencies/case-studies/


Using case studies to drive staff learning



… Or to hire new staff



MSD business models: how to build competency 

in business and financial analysis

Questions to the speakers
Post your questions in the Chat Box on the right

Full Report: https://beamexchange.org/resources/1250/

Contact Info:

• Matt Ripley  - ripley@ilo.org

• Niklaus Waldvogel  - Niklaus.Waldvogel@helvetas.org

• Tonderai Manoto  - manoto@ilo.org

• Mike Klassen  - mike.klassen@beamexchange.org
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