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stakeholder partnerships



Building the digital capabilities of India’s 
growing workforce – at speed and scale
With India’s workforce projected to increase by 
14% over the next decade1 and more than 90 
million people expected to join the workforce 
by 20302, the country is poised to have the 
largest workforce in the world. Though nearly 
all categories of jobs are forecasted to grow, an 
estimated 8–9% of current jobs will barely exist 
by 20303. Given these projections, there is a 
need for every member of India’s workforce to 
have the skills necessary to work with future 
technologies regardless of the work they do 
today.

The COVID-19 pandemic has prompted 
many organizations to increase skill building 
within their workforce. A recent study found 
that nearly 7 in 10 organizations (69%) have 
increased their focus on capacity building 
since 20192. That said, most companies report 
focusing on developing social and emotional 
skills as opposed to ‘hard’ skills such as those 
related to artificial intelligence (AI), blockchain, 
the internet of things, and more2. As emerging 
technologies change the future of work, the IT 
and information technology enabled services 
(IT-ITeS) industry will face disruption and 
require more attention toward developing 

these skills for core roles.

To address this issue, the IT-ITeS Sector Skills 
Council of the National Association of Software 
and Service Companies (SSC NASSCOM), 
a non-governmental trade association and 
advocacy group focused mainly on the 
technology industry of India, worked with 
the National Skill Development Corporation 
and a global technology corporation to form a 
multi-stakeholder partnership (MSP) to address 
this growing skills gap in the critical area of AI 
through a mass skilling initiative.

However, as many organizations can attest, 
forging and managing cross-sector partnerships 
is difficult. It requires bringing together 
organizations with different approaches, 
cultures, interests, vocabularies, and values4, as 
well as developing a sophisticated framework 
for fostering communication, collaboration, 
and innovation. Disparate visions and interests, 
inadequate planning and project management, 
a lack of organization among stakeholders, 
and communication issues are some of the top 
challenges associated with managing an MSP5. 
Figure 1 explores the complex nature of the 
MSP and the various forms it can take.

Figure 1. Types of multi-stakeholder partnerships6
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Spotlight: Exploring the kaizen methodology
The kaizen principle is based on ancient 
Japanese tradition and philosophy that aims 
to achieve harmony through continuous 

In this paper, we explore some of the major 
issues that the MSP that NASSCOM and the 
technology corporation formed experienced 
and how a steering committee consisting of 
representatives from NASSCOM, Genpact, 

improvement. Kaizen is a Japanese term that 
combines two words: kai (change) and zen 
(for the better)7. See figure 2 to understand the 
characteristics of this practice.

Applying the kaizen methodology to upskilling India’s workforce in AI

Design thinking – rose, bud, thorn

The upskilling program was initially designed 
as a 7.5-hour course delivered across 3 modules 
in 3 days with 3 time slots per day. The group 
offered the course 6 times per month. During 
the first month, the group hosted 18 individual 
sessions for up to 15,000 students per session.

The rose, bud, thorn design thinking tool 
works to identify positive and negative 
outcomes, as well as potential impact and 
areas of improvement. The tool provides an 

The steering committee leveraged three main 
components of the kaizen methodology to help 
evolve the program and offer a better learning 
experience to students:

1. Design thinking tools

2. Process gap analysis

3. Incident management

opportunity to analyze datasets or help scope 
out a problem by revealing focus areas that 
enable the team to plan their next steps. 
Figure 3 explores how to conduct a rose, bud, 
thorn analysis.

Figure 2. Characteristics and effects of the kaizen methodology
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Figure 3. How to conduct a rose, bud, thorn analysis

Figure 4. Process mapping and gap analysis process

During the first cycle of our program, the 
rose, bud, thorn analysis conducted among 
key stakeholders revealed a lack of clarity in 
communication to students and universities. In 
addition, students reported that the registration 

process was confusing. A closer examination 
of the registration data corroborated this point, 
revealing that students were registering only 
for the first module as opposed to all three.

User journey mapping and process gap analysis
To address the registration issue, our team 
developed a process mapping tool to plot the 
user journey. During this process, we identified 
several points at which communication could 
improve. We also identified an underlying 
flaw within the registration process by which 
students either failed to recognize that they 
needed to register for all three sessions or 

did not realize that many sessions took place 
throughout the month in the event that the 
first session was at capacity.

Another identified gap was that the query 
resolution for students was cumbersome. 
Raising a query involved multiple touchpoints, 
and the resolution time was unclear. See figure 
4 for more information.
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several sheets of different colored 
paper

   Explain the topic and the color key 
   Positives/Rose = Red = A program 

element working well 
   Potential/Thorn = Blue = A 

program element not working 
well

   Improvement/Bud = Green = 
A program element that has 
potential to improve

   Instruct each person to list as many 
points as possible for each category

   Include one issue, insight, or idea 
per paper

   Helps the team visualize inputs 
   Ensures each participant 

contributes
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discussion 
   Helps identify multi-faceted 

insights 

   Tell participants to write one 
point per colored paper to 
ensure all inputs are captured 
and discussed 

   Allow enough time for every 
issue or idea to be discussed 
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enough time to reflect on issues 
and discuss them as a group 
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Incident management and corrective action preventive action
In the kaizen methodology, an incident is any 
event that could lead to loss of – or disruption 
to – an organization’s operations, services, or 
functions. Incident management (IcM) is a term 
describing the actions the organization takes 
to identify, analyze, and correct hazards to 
prevent similar events in the future.

Though the team tried to anticipate risks, this 
proved difficult because this course was the 
first of its kind run by an MSP. As such, the 
steering committee had frequent meetings to 
surface issues and adopted an iterative program 
model using the IcM and corrective action 

preventive action tools. Using this approach, 
program administrators were able to capture 
risks in real time while also tracking both the 
corrective and preventive actions taken by the 
team. This helped the team better anticipate, 
assess, and manage risk in the future and 
improve the program over time.

For example, our IcM analysis revealed that 
the program structure was so complicated 
and confusing that it led to low or partial 
registration. In fact, the top two incident 
categories, which in this case were market 
activation and program structure, respectively, 
caused 80% of all incidents.

Issue 1: Market activation

This initiative entailed working with several 
statutory and autonomous regulatory bodies 
at the central and state level, as well as four 
national ministries. During this engagement, 
SSC NASSCOM leveraged an established 
regional network to liaise with multiple 
government institutions and associations, 
including state skill missions and education 
councils to advocate for the program.

However, each region required customized 
approaches. As such, various strategies were 
piloted in different locations for market 
activation. For example, in one state, the 
MSP partnered with the chief minister’s 
office (the apex body in a state) who sent a 
directive to other departments that ensured 
communication with all universities. This 
top-down approach, as initiated by the chief 
minister, afforded the program immense 
visibility and drove a high rate of participation.

In states where this approach was not possible, 
the team partnered with skill missions, 
education councils, or an association of 
university/college training placement officers 
to reach learners. In one case, the team 
partnered with a renowned university whose 
students volunteered to promote the program 
and manage registration. In another case, one 
university mandated participation in the course 
for all computer science engineering students.

Not all states activated their programs at the 
same time. For example, the team focused 
efforts in the North and East for one cycle and 
the South and East for another.

After each cycle, we consolidated and analyzed 
the learner registration data for the program to 
understand which strategy and channel worked 
best for each state. This helped the team focus 
efforts only on channels that garner results.
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Issue 2: Program structure

Capacity building in action: Sharing key learnings from the MSP

Establishing India as the global tech talent hub 

Impact: Driving skill development through effective mass  
skilling initiatives

To address issues related to the program 
structure, our team identified ways to simplify 
and streamline communication during the 
outreach process. They also put an efficient 
query resolution mechanism in place.

Though this led to some overall improvement, 
many students still experienced issues related 
to registration and failed to sign up for all three 
modules. As a result, the steering committee 

The program team offers the following best 
practices for forming flexible and effective 
MSPs:

  All parties in the MSP must align on the 
program’s vision throughout the period of 
engagement

Of the 4.5 million people employed in the 
IT-ITeS industry today, up to 2 million are 
expected to require reskilling in the next 
4–5 years8. In this paper, we explored how 
organizations can leverage the MSP model 
to rapidly upskill the workforce at scale. 
Though challenging in terms of operation 

As a result of the work of the steering 
committee and the application of the kaizen 
methodology, the program could support the 
SSC NASSCOM’s goal of building AI skills at 
scale in India. As a result, this program became 
a case study in industry partner engagement for 
SSC NASSCOM and helped build the foundation 
for future industry partner engagements.

explored different solutions to improve the 
registration rate. They reorganized the content 
and restructured the program into a single 
module of four hours. In the new structure, 
the student only had to register once, which 
simplified and streamlined the process. As 
an additional expected benefit, this change 
also helped keep the learner better engaged 
throughout the program.

  For any mass skilling course, the structure 
must prove simple enough to keep the 
learner engaged given the high risk of 
leakage in the user journey from registration 
click to consumption

  Stakeholder alignment is crucial for 
minimizing program coordination and 
communication issues

and management, applying the kaizen 
methodology can help address many of 
the common challenges associated with 
this model, such as the need for improved 
communication, collaboration, and 
engagement. The availability of skilled digital 
talent will determine success and growth for 

Incremental changes in the program led 
to a significant impact. By the third cycle, 
registration increased by 25%. The program’s 
attendance rate was 48%, which is significantly 
higher than the industry average for massive 
open online courses (MOOCs)
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IT-ITeS and other industries in India. Through 
the proof of concept explored in this paper, it is 
our hope that more organizations will consider 
using the MSP model of engagement to form 

similar partnerships and scale related initiatives 
in the future to help address the growing skills 
gap in India.
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