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Title: NWDA as a National Clearinghouse for Jobs
EXECUTIVE SUMMARY
I. Introduction
Through this Outline Business Case (“OBC”) the Ministry of Education, Employment and Gender Affairs
explored options to create an efficient mechanism for Caymanians, persons married to Caymanians with
employment rights, persons with Permanent Residency with employment rights and legal and ordinary
residents to access available jobs and increase accountability and transparency in the work permit
process.
Developed by the Cayman Islands Government Department of Computer Services, the National
Workforce Development Agency (“NWDA”) has an existing online system that connects jobs seekers
with employment opportunities and supports employers as they engage in recruitment activities. This
online system, the National Job Link Portal, interfaces with the Department of Immigration and seeks to
provide information that facilitates transparency and accountability in the work permit process.
Through this project, the NWDA seeks to engage in the work necessary to extend the existing online
system to facilitate the functions required for the NWDA to serve as a clearinghouse. Once this has been
accomplished, the government can explore options for utilising the National Job Link Portal as part of
the solution to addressing the challenges related to Caymanians having access to, and being considered
for employment opportunities. This project also seeks to increase the quality of information provided to
the Department of Immigration in order to facilitate more informed decision making as it relates to the
granting of work permits.

II. The Project
Through an analysis of the existing arrangements and the identification of project investment objectives
it was determined that the following challenges needed to be addressed through this project:




The current arrangements for the evaluation of job advertisements are not suitable for a
clearinghouse environment.
The staffing complement of the Employment Services Unit is not sufficient for operating in a
clearinghouse environment.
The data captured by the system is not evaluated in a manner that sufficiently support the
Department of Immigration in making informed decisions as it relates to the granting of work
permits.
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After an evaluation of potential solutions, a solution that included the following features was identified
as the recommended project option:







The establishment of an online committee made up experts identified by the Cayman Islands
Government, who deliver their committee responsibilities, related to the reviewing of job
advertisements, through an online interface.
The development of a market regulation tool that allows persons registered with the NWDA to
report job advertisements they believe are in contravention with local laws or include
unreasonable expectations or employment terms relative to the job being advertised.
An increase in the headcount of the NWDA so that it can effectively and efficiently deliver the
investment objectives of this project and realise the project benefits.
The development of a focused approach to data verification that allows for the evaluation of
data specifically designed to support in the decision making process related to the granting of
work permits.

There are both capital and operational costs associated with delivering the recommended project
option. The costs include expenses incurred as a result of delivering the solution as well as ongoing,
recurrent cost associated with maintaining the solution.

CAPITAL INVESTMENT
INVESTMENT
Market Reporting Tool
System upgrades
Computer Equipment

PROJECT COST
5,000
150,000
4,000
159,000

TOTAL

RECURRENT COST

0

OPERATIONAL INVESTMENT
INVESTMENT
Communication/PR
Duty Allowance
Online Board
Employment Service Officers x2
LMIS Support x1
Temporary Employment Service Officers x1

TOTAL

PROJECT COST
1,000
35,000
120,000
133,800
66,900
66,900
423,600

RECURRENT COST

120,000
133,800
66,900
320,700

In addition to the funds available in the 2016/17 budget the MEEGA has funds of 480K for capital and
170K for operational expenses which have been earmarked for this project. The recommended option
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requires project funding in the amount of $159,000 for capital and $423,600 for operation. Total
available funding is sufficient for the delivery of this project, however, transferring funds from capital to
operation is not an option that can be exercise, as such a mechanism will be have to be identified which
will facilitate access to the necessary funds.
The recurrent expenses flowing from this project include three net new posts valued at $200,700 per
annum and remuneration, in the amount of $120,000 per annum, for the online committee. In order to
ensure that the NWDA is able to maintain service delivery standards it is critical that these net new
posts, and funding for the online committee, be secured in the budget which will come into effect in
January 2018.
There are a number of key risks associated with the delivery of this option which will be monitored and
addressed over the life of this project:






If this project does not result in more informed decision making as it relates to the granting of
work permits, this project will not been seen as having made a difference. As a result this
project could potentially contribute to an increased lack of confidence in government. The
Ministry Steering Committee will engage the Ministry of Home Affairs and Department of
Immigration in detailed project planning and project implementation. In addition, a period time
has been built into the project implementation phase to test and refine the solution, especially
as it relates to data/information shared with the Department of Immigration.
Project delays may result in increased cost and failure to meet project milestones. In order to
mitigate this risk, a dedicated project manager will be assigned to this project and will be
responsible for monitoring implementation and keeping the project on track and on schedule.
The inability of internal resources to deliver solution because of competing priorities and limited
internal resources. The Ministry Steering Committee will engage key stakeholders in the
collaborative development of detailed project plans and will ensure other priorities, competing
interests, and resource implications are taken into consideration.

Through the delivery of this project, the existing NWDA system/database, processes and policies will be
refined and enhanced to facilitate:




efficiencies, enhanced communication, improved data and enhanced decision making;
the positioning of the NWDA to serve as a national clearinghouse for jobs; while,
the provision of high quality and useful information, to the Department of Immigration, to
facilitate informed decisions as it relates to the granting of work permits.

III. Implementation Strategy
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The project sponsor is the Chief Officer in the Ministry of Education, Employment and Gender Affairs.
This project will include the establishment of a Ministry Steering Committee and a Project Team. The
Project Team will have representation from the Department of Immigration, Computer Services
Department, National Workforce Development Agency and a representative or delegate from the
Ministry of Home Affairs, Ministry of Education, Employment and Gender Affairs and Cabinet Office
(representing E-Government). The project manager for this project is Shelly Newland, Labour Market
Information System Manager NWDA.
The key deliverables of the project are:
Phase One – Detailed Project Planning (2.5 to 3 months) – in order to meet timelines as established by
Cabinet, detailed project planning must commence by the beginning of November 2016 and should be
concluded and Final Business Case produced by January 31st, 2017. If detailed project planning does not
commence by the beginning of November there is the risk of the project not meeting the deadlines as
established in the OBC.
Working with key stakeholders and the Project Team, the Project Manager will develop a detailed
project management plan for the project, under the supervision of the Project Sponsor and Ministry
Project Steering Committee.
Phase Two – Project Execution (It is estimated that this phase will take 12 months. It is further
estimated that within 3 months of execution the IT solution will be in place (i.e. system/database,
process and policies), and that an additional 9 months will be required to test and refine the system.
However, this is depended on whether the solution will be developed by in house resources, and the
capacity of those resources, or procured through outsourcing and whether that outsourcing requires a
public tender. During detailed project planning the Project Team will engage in the work necessary to
identify the requirements for the IT solution and a recommendation for the development/procurement
of the IT solution and this OBC will be updated accordingly.
The time needed to test and refine the solution is critical, as organisational restructuring in terms of
processes and policies for both the NWDA and the Department of Immigration are envisioned through
this project. Through the organisational restructuring, this project seeks to ensure that the NWDA is able
to deliver, to the Department of Immigration, quality information that is useful for making informed
decisions as it relates to work permit applications. This deliverable requires testing over time and
consultation with stakeholders, both internal and external, to ensure that the solution is effective.
If the project is delivered as proposed above, the solution will be delivered by April 2017 and the project
will be ready for closing in January 2018.
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Title: NWDA as a National Clearinghouse for Jobs
PART 1: OVERVIEW
1.1 Introduction
As part of the services provided by the National Workforce Development Agency (“NWDA”), the Cayman
Islands Government (“CIG”) manages a National Job Link Portal that provides an online platform that
connects job seekers with employment opportunities. Through registration with the National Job Link
Portal:
1. Employers can post job advertisements, view a listing of interested applicants, access
employment documents and enter outcomes of the recruitment process.
2. Job seekers can view available jobs, apply online, and enter information related to recruitment
activities.
The records stored in the National Job Link Portal for each advertised job are shared with the
Department of Immigration through an Immigration Interface. After posting an advertisement on the
National Job Link Portal and finding no interested, available and suitability qualified Caymanian, if an
employer decides to submit an application for a work permit this interface allows the Department of
Immigration and its Boards to have access to the record tied to the respective job posting. This record
includes a list of all persons who applied for the post, a link to their employment documents, and if
provided, information from the employer regarding the outcome of the recruitment exercise and
information from the job seeker related to their application for the post.
The Cabinet seeks to engage in the work necessary to position the NWDA to serve as a National
Clearinghouse for all jobs, in order to mandate employers to post available jobs with the NWDA prior to
the submission of a work permit application. Per Cabinet, this process should allow for ample time, for
employers, to engage in efforts to recruit suitably qualified Caymanians prior to engaging in efforts to
obtain a work permit to employ a foreign national. This process should facilitate an efficient mechanism
for job seekers to access available jobs and increase accountability and transparency in the work permit
process.
Project owner has been identified as the Ministry of Education, Employment and Gender Affairs. The
work of this project is to include the engagement and support of the Ministry of Home Affairs and the
Department of Immigration.
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1.2 Project Summary
This Outline Business Case (“OBC”) presents the following recommended project option: Establish an online committee made of persons verified to review advertisements, to include market regulation.
Increase headcount both permanently and during implementation. Identification and verification of
specific data sets that support the Department of Immigration in making informed decisions on the
granting of work permits.
This project seeks to engage in the work necessary to extend the existing online system to facilitate the
functions required for the NWDA to serve as a clearinghouse, so that employers can be mandated to
post job vacancies on the National Job Link portal, for all jobs that require advertising under the
Immigration Law and for which a work permit is being sought.
By pursuing this option the government has the greatest potential to realise it benefits and investment
objectives while mitigating risks. In addition, this project option can be delivered with consideration for
the project constraints, especially as it relates to available funding. Further, this project is aligned with
the strategic priorities for government, has the potential to increase public confidence in government
and enable other opportunities.
The Key Benefits expected are as follows:
 Increased access to employment opportunities for Caymanians.
 Increased accountability and transparency in the work permit process.
 Increased confidence in government.
 More informed decision making; improved data.
1.3 Purpose
This Outline Business Case seeks formal approval by Cabinet to take the project proposal, to establish
the NWDA as a National Clearinghouse to the next phase, to progress to detailed project planning.
Establishing the NWDA a National Clearinghouse means that this Agency will be responsible for
collecting and sharing information regarding employment opportunities, details of persons who are
interested in specific employment opportunities, and recruitment outcomes. Establishing the NWDA as
a National Clearinghouse will facilitate an efficient mechanism for job seekers to access available jobs
and increase accountability and transparency in the work permit process.
The Outline Business Case:



Outlines the case for change.
Identifies a recommended project option, on the basis of a detailed analysis of a small number
of short-listed options.
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Establishes, in relation to the recommended project option:
o the personnel implications;
o its overall affordability; and,
o the approach to managing and implementing the project.
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PART 2: STRATEGIC CONTEXT
2.1 Organisational Overview
The National Workforce Development Agency (“NWDA”) is a Cayman Islands Government department
made up of four business units that deliver mechanisms to facilitate persons becoming self-sufficient in
the process of accessing, maintaining and progressing in employment. The NWDA is committed to being
a valued partner and facilitator in the training, development and employment of Caymanians by:




supporting the work readiness of Caymanians through skills assessments and a range
of education, training and development opportunities;
aligning Caymanians actively seeking employment or career progression with the needs of
employers; and
advancing a national workforce development and training agenda, informed by relevant and
meaningful research and data.

The NWDA is a department under the Ministry of Education, Employment and Gender Affairs (“MEEGA”)
and includes the following business units:
1.
2.
3.
4.

Employment Services Unit
Training and Development Unit
Labour Market Information System Unit
Scholarship Secretariat
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Except for the Scholarship Secretariat, which is located on the 5th floor of the Government
Administration Building within the MEEGA, the NWDA business units are located on the 2nd Floor of
Midtown Plaza, Elgin Avenue. The National Job Link portal, which is the focus of this OBC, was built by
the Cayman Islands Government Department of Computers Services, is supported by the NWDA Labour
Market Information System Unit and is utilised by the Employment Services Unit.
The NWDA was established with responsibility for developing mechanisms to improve the employability
of the Caymanian workforce which encompass:




the ability to gain initial employment;
the ability to maintain employment and make ‘transitions’ between jobs and roles
within the same organisation to meet new job requirements; and
the ability to obtain new employment if required.
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The organisation employs 17 full time staff, has an annual expenditure of approximately $1.5million
including personnel costs and manages the following assets:
 Equipment – For example, computers, scanners, copiers;
 Vehicle
2.2 Key Drivers
The following key internal drivers have given rise to the proposed project:




The need for improved effectiveness and efficiencies in the operation of government agencies,
within a context of fiscal constraint.
The need to support interested, available and suitably qualified Caymanians to access
employment opportunities.
The need to complete the work, which was started in 2013, to position the NWDA to serve as
the National Clearinghouse for jobs (i.e. an Agency that collects and distributes information
related to employment opportunities and information related to applicants interested in those
opportunities).

The following key external driver has given rise to the proposed project:


A priority of the current political administration is to address unemployment, which in part
requires the civil service to facilitate an efficient mechanism for job seekers to access available
jobs and increase accountability and transparency in the work permit process.

2.3 Relationship to Government/Organisational Priorities
This project relates to the delivery of the 2015/16 Strategic Policy Statement of the Cayman Islands
Government: Broad outcome 2. “A Work Ready and Globally Competitive Workforce”
e) Deliver an effective mechanism for connecting job seekers with employment opportunities, by
facilitating transparency in the work permit process via collaborative efforts of the National Job Link
Programme, Immigration, and other key Government entities.
The investment objectives defined for this project are directly related to the potential high-level
investment objectives as identified by Cabinet and documented in the Project Definition Document for
this project:


Increase public confidence in Government and improve social cohesion (by taking action on a
key area of public concern and potential division within the community).
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Improve the efficiency and effectiveness of Government operations (through better alignment
of programmes and spending to the achievement of required outcomes).
Improve Caymanian representation at all levels of the workforce, reduce unemployment and
improve living standards (by facilitating opportunities for Caymanians to progress in
employment and by getting more Caymanians into jobs).

It should be noted that, given the scope of this project, and the breadth of the potential high-level
investment objectives as defined above, this project, on its own, is insufficient for realising those
objectives. The project, as defined in this OBC, serves as an enabling project, and is a component in a
larger strategy designed to address unemployment. In combination with the below Project Future
projects, and other government initiatives, this project is designed to support in the delivery of the
above objectives:
1.
2.
3.
4.
5.

ABO 02 (Modernization of Social Assistance Programmes)
ABO 03.01 (Explore Best Arrangements for the Administration of Work Permits)
ABO 03 (Delivery of Services and Programmes to Address Unemployment)
ABO 10 (Improve Government Support to New Businesses)
ABO 14 (Explore Potential for a Comprehensive Approach to Incentivize Business Behaviours)

PART 3: THE CASE FOR CHANGE
3.1 Investment Objectives
Key stakeholders have identified the following key investment objectives for the project:
Investment Objective 1:
To ensure that the National Workforce Development Agency, through the National Job Link Portal and
the Employment Services Unit, can serve as a national clearinghouse for jobs, by the close of this
project.
Investment Objective 2:
To increase the quality of data provided to the Department of Immigration, so as to make available,
information which facilitates informed decisions as it relates to the granting of work permits, by the
close of this project.
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3.2 Existing Arrangements
High –level summary of existing arrangements:
1. In September 2012 the NWDA launched an online portal, which could be accessed from any
computer with internet access, where registered employers could post job vacancies. The
number of companies registered with the National Job Link Portal increases, on average, by 2%
each month. As at July 2016, there were 1671 companies registered with the National Job Link
Portal.
2. In September 2013 an NWDA Task Force was established to engage in a comprehensive review
of the National Workforce Development Agency and put forth recommendations aimed at
improving the ability of this Agency to carry out the duties for which it was originally set up. As
part of the remit of the Task Force it established a sub-committee to evaluate the current
system and proposals by private sector companies which could prove to be alternatives to the
existing database system.
3. The Task Force recommended that it was more effective and practical to continue using the
exiting NWDA database which is Oracle based. This database has a Web Application front-end
and although it now exists on a Web Server, could be easily relocated to a Cloud based
environment. The existing database is well documented and has been developed specifically for
application within the NWDA. This database also has the added advantage of being easily
customizable and capable of being further developed to complement the existing and future
services and operations of the NWDA. The in-house knowledge of the existing database and the
ability of the development team to completely own the application make the case to continue
using the database even more compelling. The sub-committee was concerned with the level of
redundancy and recommended that the application be redeployed taking into consideration the
business case for the recovery time objective and recovery point objective for the application.
The sub-committee was also concerned with the number of dedicated resources committed to
the project and made note that this will also have to be addressed prior to any major upgrades
and or expansion in scope and use.
4. On November 19th, 2013 the sub-committee presented their findings to the Task Force and
recommended maintaining the existing system with a view to engaging CSD in making the
necessary changes to ensure the system is fit for purpose.
5. In collaboration with the Immigration Department, an Immigration Interface was developed and
launched in February 2014. This interface:
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•
•
•

facilitates positive change in the way the Immigration Department, its Boards and the
NWDA work with each other;
increases transparency in the work permit process; and
provides an efficient way for employers to communicate efforts to hire a Caymanian.

6. In June 2014 the Job Seeker Interface was launched. This interface facilitated the opportunity
for job seekers to register with the NWDA, from any computer with internet access, for the
expressed purpose of accessing job vacancies posted by employers on the portal. This evolution
of service delivery facilitated the opportunity for job seekers to self-refer for job vacancies they
were interested in. In doing so, this allowed job seekers who were of the belief that they could
access employment independently to benefit from the services of the NWDA while reserving
resources for those job seekers who desire support in accessing, maintaining and progressing in
employment.
7. By June 2014 the National Job Link Portal consisted of an online portal that:
a. connects employers and job seekers;
b. facilitates self-sufficiency in the process of accessing employment;
c. facilitates the opportunity to reserve resources for those who desire support in
accessing, maintaining and progressing in employment;
d. documents recruitment efforts; and
e. shares information with the Department of Immigration.
8. To facilitate those persons who do not have access to a computer or who require support in
registering, the NWDA set up a public kiosk located in the NWDA office in Midtown Plaza. The
kiosk can be accessed during normal NWDA business hours. Individual support is provided for
persons who need help developing the ICT skills required to register. Job seekers registered with
NWDA can also access support through the District Public Libraries. The libraries provide the
equipment necessary to access the National Job Link Portal and an NWDA representative visits
the West Bay, Bodden Town, East End and North Side Library on a monthly basis. NWDA
representatives also make scheduled visits to Cayman Brac and Little Cayman, to support jobs
seekers on the Sister Islands.
9. To support employers in complying with the Immigration Law the following persons have access
to jobs posted on the National Job Link Portal, and have the opportunity to self-refer:
a. Caymanians
b. Persons Married to Caymanians
c. Persons with Permanent Residency with the Right to Work
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d. Legal and Ordinary Residents
10. The full services of the NWDA are only available to Caymanians. These services include, but are
not limited to, assessments, career counselling, training, and employment referrals. This
restriction in services is periodically reviewed and changes made in response to available
resources and needs.
Posting of Employment Vacancies:
11. Employers are invited to register with the NWDA and post available job vacancies on the
National Job Link Portal. At the discretion of the Department of Immigration a work permit
application can be deferred with a requirement that future consideration is contingent upon the
job vacancy being posted on the National Job Link Portal.
12. Once submitted to the National Job Link Portal, job advertisements are reviewed by NWDA staff
prior to being posted. The content of the advertisement reviewed in relation to local laws and in
the context of reasonable standards and expectations for the job in question.
13. Approximately 440 job vacancies are posted on the National Job Link portal each month. Two
members of staff are responsible for evaluating these advertisements as part of their overall
responsibilities. Evaluation is done manually and the turnaround time for each posting is within
three business days.
14. On average 7 in every 20 or 35% of posting are not approved in the first instance. In these cases
the reviewer contacts the employer to discuss the concerns. The outcome of this discussion
results in the job posting being approved as is, approved with changes or not being approved. If
it is not approved the job vacancy is not posted on the National Job Link portal. On average one
job posting per month is not granted final approval for live posting due to employers failing to
make modifications to the content of the posting or presenting a sufficient case for the
submitted content.
15. The review process is based on a subjective criterion of expectations for the writing of job
postings and an understanding of the relevant laws.
Applying for employment opportunities:
16. Once an advertisement has been submitted and approved, job seekers have the option to refer
themselves for jobs that are posted on the portal. The NWDA is not responsible for the quality
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of self-referrals and do not review or evaluate self-referral submissions. These submissions are
not unlike those received in response to advertisements in the classified section of a newspaper.
17. To encourage job seekers to evaluate their skills and qualifications, in comparison to those
required for the post they are self-referring, and by extension enhance the quality of selfreferrals, a referral questionnaire must be completed by job seekers prior to the submission of a
self-referral. This provides job seekers with the opportunity to make a case for their self-referral
and provides employers and the Department of Immigration, and its Boards, with relevant
information related to the alignment of the applicants skills, experience and qualifications, with
the job advertisement. The questions in the referral questionnaire are:
a. Explain how your educational achievements and or qualifications match the
requirements of this role.
b. How does the number of years’ experience that you have compare with the
requirements of the role?
• I have the same number of years’ experience.
• I have less years of experience.
• I have more years of experience.
• I don’t have any experience.
(If answer is anything other than, “I have the same number of years’ experience”, a
comment is required.)
c. Why are you applying for this job?
18. In addition, the Employment Service Unit of the NWDA has the option to refer job seekers for
vacancies posted on the National Job Link Portal. In such instances the referring Employment
Services Officer confirms that the respective job seeker is interested and available, further the
Employment Services Officer is required to provide a statement justifying the referral. This
statement is made available to the Department of Immigration.
19. Employers are notified via email when job seekers self-refer for a job or when the NWDA
Employment Service Unit has referred a job seeker.
20. When an employer logs into the National Job Link Portal they have access to the list of
individuals who have either self-referred or been referred for the respective post. The employer
can enter the outcome of the recruitment process for each applicant. This information, if
provided, is automatically shared with the respective job seeker and the job seeker is given the
opportunity to challenge the employer’s rational for not hiring them and/or include additional
information relevant to the recruitment exercise/process. This information can be accessed by
the NWDA Employment Service Unit and the Department of Immigration.
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21. If an employer registers their job vacancy with the National Job Link Portal and, finding no
suitability qualified applicants, chooses to apply for a work permit, the Department of
Immigration and its Boards are able to access the referral record. This record contains the list of
persons that were referred or self-referred and, if provided, the reasons the company gave to
explain why each of the persons was not suitable or the outcome of the application as well as
feedback/information from the job seeker. This interface ensures that the Department of
Immigration and its Boards are aware of every person that was referred or self-referred for a job
through the National Job Link Portal and the outcome of the recruitment process (if that
information is provided).
22. Use of the current system is voluntary and employers are encouraged to register employment
vacancies with the National Job Link Portal and provide feedback on why an applicant was not
successful. Job seekers are encouraged to provide any additional information which is shared
with the Department of Immigration through the Immigration Interface. Feedback on the
outcome of recruitment efforts are received from employers for 60% of the job vacancies
posted with the National Job Link portal.
Employment Services Unit:
23. The National Job Link Portal is a tool utilised by the Employment Services Unit of the NWDA. This
business unit of the NWDA is responsible for supporting job seekers as they seek to access,
maintain and progress in employment.
24. Caymanians who register with the NWDA have the option of registering as a Job Seeker Plus
registrant or a Job Seeker Extended registrant.
25. Registering as a Job Seeker Plus registrant allows Caymanian job seekers access to self-refer for
jobs and take part in the majority of training and development opportunities offered through
the NWDA Training and Development Unit. These registrants can register, be approved and
access the National Job Link Portal without ever coming in to the NWDA office. These registrants
self-identify as being able to access, maintain and progress in employment independently.
26. Registering as a Job Seeker Extended registrant allows Caymanian job seekers with access to the
full range of support and services offered by the NWDA, including but not limited to, assignment
to an Employment Services Officer, an Employment Assessment that identifies interests, skills
and any barriers to employment, a Professional Development Plan, and Career Coaching.

16

27. As at July 2016, 468 Caymanians were registered as Job Seeker Plus registrants (independent
registrants) and 359 were registered as Job Seeker Extended registrants (full service registrants).
28. Persons who are married to Caymanians, persons with employment rights and legal and
ordinary residents can register as Job Seeker registrants. This category of registration allows
persons to register with the National Job Link Portal and self-refer for jobs. As at July 2016, there
were 132 persons registered in this category.
29. As at July 2016, there were a total of 959 job seekers registered with the NWDA.
Summary
30. As documented in the existing arrangements, the work to position the NWDA, through the
National Job Link Portal and the Employment Services Unit of the NWDA, to be a clearinghouse1
for jobs began in September 2013. Since that time through the work of the NWDA Task Force2
and the NWDA Project Team 3 in consultation with stakeholders 4 the business processes,
system/database was designed to accommodate a clearinghouse environment. See Appendix A
for an overview of the existing system.
Existing Arrangements in Other Jurisdictions
31. Similar systems exist in other jurisdictions. Through the research conducted no ideal comparator
was identified. As such, this section reflects similar work which has taken place in other

1

An Agency that collects and distributes information related to employment opportunities and information related
to applicants interested in those opportunities.
2

A Task Force of private and public sector stakeholders who will undertake a review of the National Workforce
Development Agency (“NWDA”) and identify areas of priority that need to be addressed in order to enhance the
ability of this Agency to deliver the services and support necessary to carry out its vision of being a valued partner
and facilitator in the training, development and employment of Caymanians. This Task Force was operational from
October 2013 to January 2014. A report which documented the Task Force recommendations and the response of
the Ministry of EEGA was completed in June 2015.
3

Internal working group made up of representatives from NWDA, Department of Computer Services, and Ministry
of EEGA.
4

Included representatives from the Department of Immigration and private sector employers.
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jurisdictions. The value in the work that has taken place, in other jurisdictions, is the opportunity
to benefit from lessons learnt and successes.
32. Through the Department of Work and Pensions’ (DWP), the UK launched the Universal
Jobmatch system in 2012. This free secure online service is available for those looking for work
and employers seeking to recruit. While it is not mandatory for job seekers claiming
unemployment benefit to utilise the system, the system does allow job seekers to search and
apply for jobs, create and upload a CV, receive email alerts when new jobs that matches CV and
skills are posted.
33. The UK Universal Jobmatch system is not mandatory for employers. However, it enables
recruiting employers to: post jobs online quickly and easily, receive a list of suitable jobseekers
that match a job posting, review CVs matched to the advertised job and select jobseekers to
apply, and respond to jobseekers requests for feedback.
34. Universal Jobmatch has however been undermined by fake, and repeat job entries and some
fraudulent job postings that entice job seekers to spend money needlessly. While DWP says it
regularly monitors the Universal Jobmatch to remove jobs that do not meet its rules, users still
complain that the fake postings still continue to slip through. This is thought by some to be due
to the reduction in physical checks carried out by DWP staff and a reliance on the IT system.
35. The Bermuda Job Board, launched in November 2013, was upgraded in January of 2016.
Bermuda Job Board's objective is to match employers with suitable Bermudian Candidates. The
Bermuda Job Board is not responsible for the interviewing and hiring process. The objectives
and functionalities of the Bermuda Job Board are similar to that of the NWDA’s National Job Link
Portal.
36. Since the implementation of Bermuda’s new Work Permit Policy on March 1st 2015, all
employers are now required to advertise all available positions prior to applying for a Short
Term or Standard Work Permit for a minimum of eight consecutive days on the Bermuda Job
Board.
37. There is a mandatory field that was added in the January 2016 upgrade that requires employers
to report on recruitment through the Job Board by responding to the question “Have you hired
a candidate for this position that applied via the Job Board?” It is felt by the Government of
Bermuda that this will enhance reporting on recruitment activity.
38. The Bermuda Job Board website provides information on expiring work permits which includes
the job title, work permit expiration date, and job details from the original job posting. This
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allows candidates to prepare themselves for upcoming potential jobs by ensuring their skills and
experience are relevant to the skills and experience required for the respective post.
39. The introduction of the Bermuda Job Board is believed to have significantly enhanced the job
search process for Department of Workforce Development clients and the entire community.
Likewise, it has assisted employers in identifying qualified local resources.
3.3 Key Business Problem
Problem 1: The current arrangements for the evaluation of job advertisements are not suitable for a
clearinghouse environment.
Problem 2: The staffing complement of the Employment Services Unit is not sufficient for operating in
a clearinghouse environment.
Problem 3: The data captured by the system is not evaluated in a manner that sufficiently support the
Department of Immigration in making informed decisions as it relates to the granting of work permits.
Table 1: Case for Change
Investment Objective 1

Existing Arrangements

To ensure that the National Workforce Development Agency, through the National Job
Link Portal and the Employment Services Unit, can serve as a national clearinghouse for
jobs, by the close of this project.
Increase in job postings:
1. In 2015/16 the Department of Immigration budget forecast for number of
annual work permits processed was 10,000-15,000. During that period, just
over 5,000 jobs were posted with the National Job Link Portal. If the National
Job Link Portal were to serve as a clearinghouse for all jobs the number of jobs
processed through the portal would increase by 60%. Accommodations for the
increased volume of advertisements need to be taken into consideration.
2. Currently approximately 440 job advertisements are posted on the National
Job Link Portal on a monthly basis. In a clearinghouse environment, based on
Department of Immigration budget projections for 2016/17, that number will
increase by at least 56%, and could increase by as much as 69%. This translates
into 1000 advertisements posted on the National Job Link Portal on a monthly
basis, and this number could potentially increase to as much as 1,400
advertisements. The current, manual system of reviewing advertisements, with
the existing resources, would be unsuitable in a clearinghouse environment. If
these advertisements are to be reviewed for compliance with the local laws
and in relation to having reasonable requirements, expectations and terms and
conditions, a mechanism for reviewing advertisements will need to be
identified.
Increase in job seeker extended registrants:
3. It is reasonable to assume that the number of job seekers registered with the
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4.

5.

Key Business Problems

Investment Objective 2

Existing Arrangements

NWDA will increase as a result of the increased value proposition of accessing
the NWDA services. It is also reasonable to assume that a number of new
registrants will register as full service registrants in order to access the full
range of support and services provided by the NWDA.
At July 2016 there were 359 job seekers registered to access the full range of
support and services provided by the NWDA. This includes, but is not limited
to, access to the services of an Employment Services Officer. As there are four
Employment Services Officers assigned to the NWDA, each has a case load of
approximately 89 registrants. This number should be 60, and no more than 70.
Given the current case load, service to full registrants is compromised. Further
increases in case load will result in further compromises to service delivery and
potentially wait listing registrants who are seeking full services.
The current human resources are insufficient for operating in a clearinghouse
environment.

6.

The National Job Link Portal, while it contains many of the features required in
a clearinghouse environment, there are key features that have yet to be
developed, that would need to be developed in order for the National Job Link
Portal to: accommodate an increase in the number of vacant roles posted on
the system.

7.

The NWDA, while work has taken place to ensure the business processes are
aligned with the needs of a clearinghouse environment, the Agency human
capital resources are insufficient for a clearinghouse environment.

The current arrangements for the evaluation of job advertisements are not suitable for a
clearinghouse environment.
The staffing complement of the Employment Services Unit is not sufficient for operating
in a clearinghouse environment.
To increase the quality of data provided to the Department of Immigration, so as to make
available, information which facilitates informed decisions as it relates to the granting of
work permits, by the close of this project.
1. The data contained in the National Job Link Portal, on job seekers, is selfreported. The accuracy of this information, which includes details as reported
in resumes related to skills, qualifications and experience, is not verified.
2. The existing arrangements provide the Department of Immigration with data
related to which registrants are interested in which jobs. Where the current
arrangements fall short is in providing information on the suitability of those
registrants for the job for which they are applying. Further, there is no
mechanism for evaluating the date that is currently captured.
3. In a clearinghouse environment the Department of Immigration could
potentially become inundated with data for which there is are insufficient
mechanisms to evaluate the data.
4. The increase in data to both the NWDA and the Department of Immigration,
without the development of system features and/or processes to evaluate the
data, will likely result in data overload, system blockage, delays in the decision
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Key Business Problems

making process and, potentially, a failure to deliver informed decisions as it
relates to the granting of work permits.
The data captured by the system is not evaluated in a manner that sufficiently supports
the Department of Immigration in making informed decisions as it relates to the granting
of work permits.

3.4 Key Considerations
Between the period September 2013 and June 2016 the NWDA Project Team carried out work related to
enhancing the National Job Link Portal5 and the business processes of the NWDA. A key consideration
when engaging in that work was to position the NWDA, through the National Job Link Portal and the
Employment Services Unit, to operate in a clearinghouse environment, should the Agency be called
upon to serve as a national clearinghouse6 (or National Job Board). A large portion of the work needed
for the National Job Link Portal is to serve as the vehicle to transition the NWDA to a national
clearinghouse has already been completed.
There are, however, some critical system and process enhancements that are needed if the National Job
Link Portal is to serve as the vehicle to transition the NWDA to a National Clearinghouse. Those
system/process enhancements include:
1. A mechanism to evaluate job advertisements.
2. A mechanism to evaluate the volume of data that could potentially be received for each job
advertisement in order to ensure the Department of Immigration has the information needed to
make informed decisions.
Further, the staffing complement has never been assessed in relation to the needs of a clearinghouse,
and as such, no accommodations have been made to the human resources of the NWDA in order that it
may effectively serve as a national clearinghouse for jobs.
This project is limited, based on financial constraints and the PDD, to:
1. The work required to ensure the NWDA through the National Job Link Portal can operate as a
National Clearinghouse without compromising the delivery of its services to its stakeholders (job
seekers, employers, Ministry of EEGA, and the Department of Immigration).

5

Online portal where: (1) employers are able to post employment opportunities, (2) job seekers have access to
those employment opportunities and can apply, on line, for them, and (3) information on the recruitment efforts
of employers is captured and shared with the Department of Immigration.
6

An Agency that collects and distributes information related to employment opportunities and information related
to applicants interested in those opportunities.
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It should be noted that there is some additional work that needs to take place outside the scope of this
project to ensure that this project does not compromise the delivery of other government services. That
work includes, but is not limited to, ensuring that the Department of Immigration is able to efficiently
and effectively carry out its duties in an environment where the NWDA, through the National Job Link
Portal, is serving as a clearinghouse for jobs.
This project needs to be pursued now, despite unemployment trends moving in the right direction. The
current unemployment data as published by the Economics and Statistics Office should not provide a
level of comfort that results in a reduction of efforts to address unemployment. This project is an
enabling project related to a long-term strategy to address unemployment and failure to pursue it now
will result in a loss of traction in addressing the issues. In addition, anecdotal evidence suggests that
Caymanians are not confident with aspects of the current work permit process and elevating the level of
transparency and accountability will facilitate increased public confidence in the government.
3.5 Key Constraints and External Dependencies
Table 2: Key Constraints and External Dependencies
CONSTRAINTS

Funding for development of system
changes and project resources has been
pre-determined.
DEPENDENCIES
Drafting and enacting of legislative framework.

Alignment of NWDA and Department of
Immigration.

Notes
$170k is available for this project operationally in the 16/17
(18mth) budget. $480k is available in capital for the period Jan –
Dec in the 16/17 (18mth) budget.
Notes and Management Strategies
Once the work to position the NWDA to serve as national
clearinghouse has been completed, Ministry of Education,
Employment and Gender Affairs to work with Ministry of Home
Affairs on the legislative framework needed to mandate
employers to utilize the National Job Link Portal.
In order to ensure that the volume of data captured in a
clearinghouse environment does not result in a slowing down of
processes and to ensure that increased data facilitates informed
decisions, it is critical that the NWDA and the Department of
Immigration utilise this project as an opportunity to align their
Agencies, and in doing so find opportunities to support each
other in the delivery of outputs and objectives.
Ministry of Home Affairs has engaged Deloitte in supporting with
the work required to ensure that the Department of Immigration
is positioned to operate efficiently and effectively in a
clearinghouse environment and to support the Government in
realising the investment objectives of this project.
Representatives from the Ministry of EEGA and the NWDA are
working with Ministry of Home Affairs and Deloitte.
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Procurement or development of the modules
required for the National Job Link Portal to
operate in a clearinghouse environment.

The vast majority of the system has already been developed.
However, depending on the requirements of the recommended
project option, this project may require an enhancement of the
system and/or the potential development or acquisition of a
new component of the system.
The Department of Computer Services has been engaged for the
purposes of soliciting feedback and recommendations related to
options for consideration in this OBC.

Access to resources to operate in a
clearinghouse environment.

The timely delivery of decisions from Cabinet
in relation to the delivery of this project.

Engage the Ministry of Home Affairs and the Department of
Computer Services in the detailed project planning.
Based on the outcome of this OBC, it may be necessary to
increase the staffing complement of the NWDA in order for the
NWDA, through the National Job Link Portal and the
Employment Services Unit, to serve as a national clearinghouse
for jobs. There may also be a need to increase the budget in
areas other than personnel costs, depending on the identified
recurrent operational costs associated with delivering the
recommended option.
Ensure that consideration is given to increases in headcount and
annual budget through the development of the OBC and the
detailed project planning. Ensure that Cabinet is clear about the
implications, financial and other, of the options explored, with
special consideration for the implications of the recommended
option.
Ensure Cabinet has the information needed to make informed
decisions. Ensure that the need for decision making is brought to
Cabinets attention.
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PART 4: ANALYSIS OF PROJECT OPTIONS
4.1 Identification of Options
The work undertaken to develop this OBC was initiated by Cabinet through the Project Definition
Document (“PDD”) approved for this project by Cabinet (see Appendix B). The PDD recognised the
existing online system (National Job Link Portal) where job seekers can register, where employers can
post jobs and which provides the Department of Immigration with information on the efforts of private
sector employers as they seek to recruit Caymanians for employment vacancies.
Through the PDD Cabinet requested that options be considered which would position the NWDA to
serve as a National Clearinghouse for all jobs. Establishing the NWDA as a clearinghouse means that, for
jobs which require advertising as per the Immigration Law and for a which a work permit is being
sought, employers will be required to advertise the respective employment opportunity with the NWDA
and provide feedback on the outcome of the recruitment exercise, prior to the submission of a work
permit application. Establishing the NWDA as a clearinghouse will mean that:
1. Caymanians will have access to all jobs prior to the submission of a work permit application;
2. Caymanians will have an opportunity to be considered for employment opportunities;
3. the government will have access to data related to employment opportunities, hiring trends,
employer needs and requirements;
4. Immigration will be aware of all Caymanians who have applied for a job for which a work permit
is being sought and will have access to information that will support with informed decision
making, as it relates to work permit applications.
The PDD advised that a Strategic Assessment (“SA”) was not required as the June 2015 report of the
Inter-Ministerial Committee on Employment would serve as a starting point for an Outline Business Case
(“OBC”) and instructed the MEEGA to develop an OBC. An OBC by nature would consider a short list of
viable options and as such the MEEGA, through consultation with key stakeholders, sought to identify a
short list of viable options for delivering the project as defined in the PDD.
As previously noted and as documented in Appendix A, in September 2013 the work to position the
NWDA to operate as a national clearinghouse commenced. Over the period September 2013 to June
2016 the Department of Computer Services worked with the NWDA to develop an online
system/database that was fit for purpose in a clearinghouse environment. With consideration for the
work that has already been delivered, there are still some system and process enhancements that need
to be made in order for the NWDA, through the National Job Link Portal and the Employment Services
Unit, to operate as a clearinghouse for jobs. Through this OBC, those system and process enhancements
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are being considered and solutions/options for addressing the business problems are being explored.
Those enhancements include:
1. Consideration of how job advertisements will be evaluated in a clearinghouse environment.
2. Consideration for how the data will be evaluated in a clearinghouse environment in order to
facilitate informed decision making.
In identifying the scoping for this project the project team took into consideration:
1. the narrow scope and project specific deliverables as defined by Cabinet through the Project
Definition Document (“PDD”); and
2. the project constraints, especially as it relates to available funding.
A consideration of these factors led to the identification of the following project scope parameters:
In scope
1. Development of policy documentation to guide the operational processes within the NWDA.
2. System/database development of existing National Job Link Portal to support the changes being
implemented.
3. NWDA agency restructuring as required.
4. The evaluation of job advertisements.
5. The evaluation of data.
Out of scope
1. System/database/business process changes related to:
a. vetting of qualifications, work history and references for all job seekers registered with
the NWDA;
b. identifying suitably qualified candidates;
c. scoring of job seeker / job matches; and
d. limiting the ability/access job seekers have to apply for jobs that they feel they are
suitably qualified for.
2. Verifying Employer referral feedback, in all instances.
3. Mechanism to increase the number of referrals for available jobs as made by the NWDA
Employment Services Unit.
4. Mechanism to review the quality of self-referrals, for all self-referrals.
5. As the PDD identifies the legislative framework as a second order action, to be addressed once
the work of positioning the NWDA to serve as a national clearinghouse is completed, the
development of the legislative framework is out of scope for this project.
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6. Development of policy documentation to guide the operational processes within the
Department of Immigration.
7. System/database development of existing DOI system/database.
8. Department of Immigration restructuring or business process reengineering.
It should be noted that many of the out of scope items will be in scope in ABO 03.01 (Explore Best
Arrangements for the Administration of Work Permits). Other out of scope items are categorised in this
project as dependencies. As noted in that section those items are being addressed in work that is taking
place in parallel to this project and for which Ministry of EEGA is committed to supporting.
The Ministry of EEGA is working closely with the Ministry of Home Affairs to ensure that the work
delivered through this project facilitates:
1. transparency and accountability in the work permit process;
2. informed decision making as it relates to the granting of work permits; and,
3. the efficient and effective evaluation of data.
As identified by the business problems there are three challenges that this OBC is seeking to address:
Problem 1: The current arrangements for the evaluation of job advertisements are not suitable for a
clearinghouse environment.
Problem 2: The staffing complement of the Employment Services Unit is not sufficient for operating in a
clearinghouse environment.
Problem 3: The data captured by the system is not evaluated in a manner that sufficiently support the
Department of Immigration in making informed decisions as it relates to the granting of work permits.
Identification of options for consideration through this OBC
Problem 1: The current arrangements for the evaluation of job advertisements are not suitable for a
clearinghouse environment.
As it relates to problem one there are a number of potential solutions that were identified by key
stakeholders:
1. Do nothing.
2. Rules based parameters for each CISCO code to accompany an automated system of job
advertisement evaluation.
3. Establish a traditional committee of persons to evaluate all job advertisements.
4. Increase the staffing complement of the NWDA so that job advertisements can be manually
evaluated.
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5. Have the market evaluate the jobs through a reporting feature.
6. Outsource the evaluation of job advertisements.
7. Establish a virtual committee made of persons verified to review advertisements.
By combining the above in various groupings various iterations of solutions could also be created.
The following potential solutions were ruled out:
1. Establish a traditional committee of persons to evaluate all job advertisements. With
consideration of the following factors, this option was not short-listed: the volume of
advertisements that potentially would be have to be evaluate, the challenges related to
identifying persons for these types of boards, the challenges associated with providing
secretariat services to these types of boards, and the challenges with reaching quorum at these
types of boards.
2. Increase the staffing complement of the NWDA so that job advertisements can be manually
evaluated. With consideration of the following factors, this option was not short-listed: the fact
that in the current environment, manually evaluation is not sustainable, the fact that the
staffing complement would have to increase by at least two persons in order to ensure that this
function could be performed, and given that there is likely a more effective and efficient way of
addressing this challenge, increasing the headcount for this piece of work did not seem
reasonable.
3. Have the market evaluate the jobs through a reporting feature. This feature on its own would
not suffice as it would still require a mechanism to investigate the claims made. However, this
option provides an efficient mechanism for persons to share concerns regarding the content of
advertisements. As such, this option was added on to each option that was considered through
this OBC.
4. Outsource the evaluation of job advertisements. With consideration of the following factors,
this option was not short-listed: the majority of local companies, with the skills necessary to
perform this function, would be conflicted as their client pool includes both job seekers and
employers who could potentially seek the services of the National Job Link Portal. The number
of local companies, who have the expertise, and don’t have a conflict of interest, if there are any
such companies, would be too small in number to satisfy the commercial viability of this option.
The following potential solutions were put forward for consideration through this OBC:
1. Do nothing.
2. Rules based parameters for each CISCO code to accompany an automated system of job
advertisement evaluation. Including market regulation.
3. Establish an online committee made of persons verified to review advertisements. Including
market regulation.

Problem 2: The staffing complement of the Employment Services Unit is not sufficient for operating in
a clearinghouse environment.
As it relates to problem two there are a number of potential solutions that were identified by key
stakeholders:
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1.
2.
3.
4.

Do nothing.
Outsource the work of the additional resources needed.
Increase headcount either permanently or for a fixed period of time.
Establish a cap on the number of persons who can seek services and maintain a waitlist.

By combining the above in various groupings various iterations of solutions could also be created.
The following potential solutions were ruled out:
1. Outsource the work of the additional resources needed. In order to retain the continuity of
services provided by the Employment Services Unit, and with respect for the fact that this would
mean that some registrants were seen by Officers internal to Agency and others would be seen
by persons external to the Agency, it was determined that this would be disruptive to the
process and the operations of the department.
2. Establish a cap on the number of persons who can seek services and maintain a waitlist. With
consideration for the following factors, this options was not shortlisted: persons who are
seeking assistance would not receive the support and services they need to access employment,
if this happens there may be an increase in persons accessing poor relief, families, including
children, could suffer as a result of the inability of the Government to meet the needs of its
citizens.
The following potential solutions were put forward for consideration through this OBC:
1. Do nothing.
2. Increase headcount either permanently or for a fixed period of time.
As only one option, other than do nothing, was put forward this option was added to all options
considered.

Problem 3: The data captured by the system is not evaluated in a manner that sufficiently support the
Department of Immigration in making informed decisions as it relates to the granting of work permits.
As it relates to problem two there are a number of potential solutions that were identified by key
stakeholders:
1. Do nothing.
2. NWDA to review all data captured by the system for all registrants and verify its accuracy.
3. NWDA to review all data captured by the system for Job Seeker Extended registrants and verify
its accuracy.
4. NWDA to review all data as reported in resumes for all registrants and verify its accuracy.
5. NWDA to review all data as reported in resumes for all Job Seeker Extended registrants and
verify its accuracy.
6. Identification and verification of specific data sets that support the Department of Immigration
in making informed decisions on the granting of work permits.
The following potential solutions were ruled out:
1. NWDA to review all data captured by the system for all registrants and verify its accuracy.
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2. NWDA to review all data captured by the system for Job Seeker Extended registrants and verify
its accuracy.
3. NWDA to review all data as reported in resumes for all registrants and verify its accuracy.
4. NWDA to review all data as reported in resumes for all Job Seeker Extended registrants and
verify its accuracy.
All of the above were ruled out on the grounds that this work would result in a diversion of
resources and the inability for the Agency to carry out critical duties aligned with the mandate of the
department, or a substantial increase in headcount in order to complete this work.
What was agreed by the stakeholders was that there was a need to evaluation key data sets and
that there needed to be way to narrow the scope of data that the Department of Immigration was
required to review in order to make decisions regarding the granting of work permits.
The following potential solutions were put forward for consideration through this OBC:
1. Do nothing.
2. Identification and verification of specific data sets that support the Department of Immigration
in making informed decisions on the granting of work permits.
As only one option, other than do nothing, was put forward this option was added to all options
considered.
The following solutions are being considered through this OBC:
Table 3a

Problem 1: The current
arrangements for the
evaluation of job
advertisements are not
suitable for a clearinghouse
environment.

Problem 2: The staffing
complement of the
Employment Services Unit
is not sufficient for
operating in a
clearinghouse environment.

Option 1

Do nothing.

Do nothing.

Option 2

Rules based parameters for
each CISCO code to
accompany an automated
system of job advertisement
evaluation. Including market
regulation.

Increase headcount either
permanently or for a fixed
period of time

Option 3

Establish an online
committee made of persons
verified to review

Increase headcount either
permanently or for a fixed
period of time

Problem 3: The data
captured by the system is
not evaluated in a manner
that sufficiently support the
Department of Immigration
in making informed
decisions as it relates to the
granting of work permits.
Do nothing.
Identification and
verification of specific data
sets that support the
Department of Immigration
in making informed
decisions on the granting of
work permits.
Identification and
verification of specific data
sets that support the

29

advertisements. Including
market regulation.

Department of Immigration
in making informed
decisions on the granting of
work permits.

Table 3b: Option 1
Option Number and Name

Option 1: Do Nothing (retained as a baseline comparator)

Description



Existing arrangement remain as is.

Costs:
Direct:
Indirect:
Recurrent:



This option has no project execution costs, however, there are operational and
capital costs associated with doing nothing. These are reflected in the economic
appraisal.
There is an opportunity cost associated with this option. The cost of doing
nothing means that the Government forgoes the benefits of pursing the
recommended option.
Reputation costs related to a potential decline in confidence related to the work
permit process and the government’s ability to address unemployment.
Service delivery costs related to not addressing the service delivery issues related
to ensuring Caymanians have access to all employment opportunities and have
the opportunity to be considered for those opportunities.
No disruption in existing operations.
No implementation funding required.






Quantitative Benefits




Qualitative Benefits
Dis-Benefits:
Key Risks:







Business problems will not be addressed.
Investment objectives will not be realized.
Caymanians may be disenfranchised as they seek to access, maintain and
progress in employment.
Increase in lack of confidence in government as a result of doing nothing.
Increase in unemployment as a result of not addressing issues.

Table 3b: Option 2
Option Number and Name

Option 2: Rules based parameters for each CISCO code to accompany an automated
system of job advertisement evaluation, to include market regulation. Increase
headcount either permanently or for a fixed period of time. Identification and
verification of specific data sets that support the Department of Immigration in
making informed decisions on the granting of work permits.

Description

Through this option the NWDA will engage in the work necessary to position the
Agency, through the National Job Link Portal and the Employment Services Unit, to
serve as a national clearinghouse for jobs.
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The evaluation of job postings will be performed by the National Job Link Portal by
comparing the submitted job posting to a set of rules developed for each
occupational code (CISCO Code). This will allow automatic system evaluation that will
identify red flags and give the employer the opportunity to take corrective action or
make a case for the content of the job posting prior to posting approval.
Job postings will also be evaluated through market evaluation. This will allow the
market (persons registered with the NWDA and having access to the National Job Link
Portal) to submit reports regarding any job they feel contain inappropriate
requirements or is in contravention to relevant laws. NWDA would be responsible for
ensuring any reports were investigated and appropriate action was taken.
Based on the needs of this option the headcount of the NWDA would be increased.
This could initially be accomplished through fixed term contracts that allow for the
NWDA to accommodate any temporary increases in service take up, or challenges, as
the Agency and it service recipients adjust to the clearinghouse environment.

Costs:
Direct:
Indirect:
Recurrent:

The National Job Link Portal holds a diverse range of data, and in a clearinghouse
environment the volume of that data will increase. Given that it is not feasible to
verify all data this option proposes a focused approach to data verification that will
allow for the evaluation of data specifically designed to support in the decision
making process related to the granting of work permits.
The below costs reflect project costs associated with this project option. There are
operational and capital costs related to the operation of the agency which is above
and beyond project costs. These are reflected in the economic appraisal.









Development of market evaluation tool $5,000
System upgrades $150,000
Development of standards for occupation codes $300,000
Job posting evaluation tool $200,000
Equipment $4,000
Communication/Marketing $1,000
Duty Allowance $35,000
Temporary post (Employment Services Officer x 1) $66,900

Recurrent:

Quantitative Benefits






Net new post (Employment Services Officer x 2) $133,800
Net new post (Labour Market Information Systems Support x 1) 66,900
Regular reviews and updating of rules $25,000
Decrease in number of Board meetings that an NWDA representative needs
to attend will allow for a reallocation of resources.
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Qualitative Benefits

This project option seeks to automate a manual process. This will result in
the opportunity refocus efforts and enhance or expand service delivery in
other areas.
Strategic Fit:




Increased accountability and transparency in the work permit process as the
Department of Immigration will have access to information related to efforts
taken by employers to employ interested, available and suitably qualified
Caymanians.
Increased ability to make informed decision regarding the granting of work
permits.

Service Improvement:








Increased employer satisfaction resulting from an efficient and effective
process for communicating efforts to hire an interested, available and
suitably qualified Caymanian with the Department of Immigration.
Increased customer (job seeker) satisfaction and confidence in the work of
the NWDA Employment Services Unit with the opportunity to participate in
market evaluation of job postings.
Increased customer (job seeker) satisfaction and confidence through the
assurance that the Department of Immigration is aware of all applications
submitted and through an effective and efficient mechanism for job seekers
to communicate their case for suitability and/or details related to the
recruitment process.
Communication between the NWDA Employment Services Unit and the
Department of Immigration will be enhanced through an efficient and
effective online information delivery system.

Internal Improvements
 Increase in job seekers registered with the NWDA as a result of the increase
in value proposition flowing from improved service delivery.
Reputational:



Increased confidence in government as a result of the increase in
transparency and accountability in the work permit process.
Increased confidence in the services of the NWDA and increased value
proposition for registering with the Agency.

Enabling:
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More informed decision making regarding the granting of work permits as
the Department of Immigration will have access to targeted and verified
information relevant to the work permit decision making process.
An increase in job seekers who seek the services of the Employment Services
Unit could result in an increase in unemployed Caymanians accessing the full
range of services offered by the NWDA which would facilitate the training
and development of Caymanians.
Increased transparency and accountability in the work permit process as
perceived by some stakeholders.

Dis-Benefits:



Key Risks:



Due to the increased value proposition for job seekers to register with the
NWDA there is the risk of Employment Services Officer to job seeker
caseload capacity being exceeded. This could result in persons meeting the
criteria for full service not being able to access an Employment Services
Officer or the Employment Services Officer to job seeker ratio being
increased to the point where the quality of service is compromised.
Mitigated by increasing the number of Employment Services Officers via
fixed term contracts while recurrent long term needs are assessed.



It could take a relatively long period of time to develop the rules for each
CICSO code, potentially years. Once developed it could be outdated and may
require regular verification to ascertain relevance of the rules for CISCO
codes.

Table 3b: Option 3
Option Number and name

Option 3: Establish an online committee made of persons verified to review
advertisements, to include market regulation. Increase headcount either
permanently or for a fixed period of time. Identification and verification of specific
data sets that support the Department of Immigration in making informed
decisions on the granting of work permits.

Description

Through this option the NWDA will engage in the work necessary to position the
Agency, through the National Job Link Portal and the Employment Services Unit, to
serve as a national clearinghouse for jobs.
The evaluation of job postings will be performed by an online committee made up of
persons approved by the Government as verifiers. Through the detailed project
planning process the scope of the vetting would be determined. This could range
from verifying all postings, to conducting spot checks, to verifying employers with a
history of questionable advertisements. The number of verifiers registered, the
number of verifiers required to review each advertisement and the number of
verifiers who needs to approve a respective advertisement in order for it to be
approved will all be determined in detailed project planning, if this option is selected.
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It is anticipate that verifiers will have to be financially remunerated in order to
provide sufficient incentive to ensure that advertisements which require reviewing
are turned around in a timely manner. Those that are not approved are flagged for
the NWDA who will engage the employer, share the feedback and take action in line
with the established policy.
Job postings will also be evaluated through market evaluation. This will allow the
market (persons registered with the NWDA and having access to the National Job Link
Portal) to submit reports regarding any job they feel contain inappropriate
requirements or is in contravention to relevant laws. These advertisements will be
referred to the online committee for review.
Based on the needs of this option the headcount of the NWDA would be increased.
This could initially be accomplished through fixed term contracts that allow for the
NWDA to accommodate any temporary increases in service take up, or challenges, as
the Agency and it service recipients adjust to the clearinghouse environment.

Costs:
Direct:
Indirect:
Recurrent:

The National Job Link Portal holds a diverse range of data, and in a clearinghouse
environment the volume of that data will increase. Given that it is not feasible to
verify all data this option proposes a focused approach to data verification that will
allow for the evaluation of data specifically designed to support in the decision
making process related to the granting of work permits.
The below costs reflect project costs associated with this project option. There are
operational and capital costs related to the operation of the agency which is above
and beyond project costs. These are reflected in the economic appraisal.







Development of market evaluation tool $5,000
System upgrades $150,000
Equipment $4,000
Communication/Marketing $1,000
Duty Allowance $35,000
Temporary post (Employment Services Officer x 1) $66,900

Recurrent:




Quantitative Benefits
Qualitative Benefits

Net new post (Employment Services Officer x 2) $133,800
Net new post (Labour Market Information Systems Support x 1) 66,900
Online Board remuneration $120,000 (based on reviewing 6,000
advertisements annually, 5 reviewers per advertisement, $4 per review.)
 Decrease in number of Board meetings that an NWDA representative needs
to attend will allow for a reallocation of resources.
Strategic Fit:
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Increased accountability and transparency in the work permit process as the
Department of Immigration will have access to efforts taken by employers to
employ interested, available and suitably qualified Caymanians.
Increased ability to make informed decision regarding the granting of work
permits.

Service Improvement:








Increased employer satisfaction resulting from an efficient and effective
process for communicating efforts to hire an interested, available and
suitably qualified Caymanian with the Department of Immigration.
Increased customer (job seeker) satisfaction and confidence in the work of
the NWDA Employment Services Unit with the opportunity to participate in
market evaluation of job postings.
Increased customer (job seeker) satisfaction and confidence through the
assurance that the Department of Immigration is aware of all applications
submitted and through an effective and efficient mechanism for job seekers
to communicate their case for suitability and/or details related to the
recruitment process.
Communication between the NWDA Employment Services Unit and the
Department of Immigration will be enhanced through an efficient and
effective online information delivery system.

Internal Improvements


Increase in job seekers registered with the NWDA as a result of the increase
in value proposition flowing from improved service delivery.

Reputational:


Increased confidence in government as a result of the increase in
transparency and accountability in the work permit process.
 Increased confidence in the services of the NWDA and increased value
proposition for registering with the Agency.
Enabling:




More informed decision making regarding the granting of work permits as
the Department of Immigration will have access to information on the
persons who have applied for a post for which a work permit is being sought
as well as the outcome of the recruitment process for each applicant.
An increase in job seekers who seek the services of the Employment Services

35

Dis-Benefits:



Key Risks:



Unit could result in an increase in unemployed Caymanians accessing the full
range of services offered by the NWDA which would facilitate the training
and development of Caymanians.
Increased transparency and accountability in the work permit process as
perceived by some stakeholders.
Due to the increased value proposition for job seekers to register with the
NWDA there is the risk of Employment Services Officer to job seeker
caseload capacity being exceeded. This could result in persons meeting the
criteria for full service not being able to access an Employment Services
Officer or the Employment Services Officer to job seeker ratio being
increased to the point where the quality of service is compromised.
Mitigated by increasing the number of Employment Services Officers via
fixed term contracts while recurrent long term needs are assessed.

4.2 Options Comparison
This section describes how the project options were compared in order to come up with a
recommended solution. There are three key areas of comparison: economic appraisal, qualitative
benefits appraisal, and risk appraisal.
4.2.1

Economic Appraisal

Option 1 – Do nothing option
Option 1

Capital Costs ($000s)
Description
A. Total Capital Costs (annual)
B. Total Capital Costs (cumulative)
Running costs ($000s)
Description
C. Total Running Costs (annual)
D. Total Running Costs (cumulative)
E.
F.

Total Costs Annual (A + C)
Total Costs Cumulative (B + D)

Year 1
July 2016 –
December 2017
(18 mths.)

Year 2
January –
December 2018
(12 months) After
project close
including
recurrent costs

Total

19,500
19,500

13,000
32,500

32,500
32,500

2,418,415
2,418,415

1,612,277
4,030,692

4,030,692
4,030,692

2,437,915
2,437,915

1,625,277
4,063,192

4,063,192
4,063,192
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Benefits ($000s)
Description
G. Total Benefits (annual)
H. Total Benefits (cumulative)
I. Net Undiscounted Cost (E - G)
J. Discount Factor (e.g. 3.5% per annum)
K. Net Present Cost (annual)
L. Net Present Costs (cumulative)
Total Net Present Cost (Benefit)

2,437,915
1.0
2,437,915
2,437,915

1,625,277
.9662
1,570,342
4,008,257

4,063,192
4,008,257
4,008,257
4,008,257

Commentary:
 Year 1 represents 2016/17 which is an 18 month period.
 This project is scheduled to close in the 2016/17 financial year.
 In year 1, this option shows the baseline budget of the National Workforce Development Agency
(estimated and unapproved).
 Year 2 represents January – December 2018 which is a 12 month budget.
 In year 2, this option shows the financial profile of the Agency after the project has closed for
the purpose of documenting the ongoing financial impact of pursuing a project option.
 This option reflects an estimated year 2 baseline proposed budget of the National Workforce
Development Agency (estimated and unapproved).
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Option 2 - Rules based parameters for each CISCO code to accompany an automated system of job
advertisement evaluation, to include market regulation. Increase headcount either permanently or for
a fixed period of time. Identification and verification of specific data sets that support the Department
of Immigration in making informed decisions on the granting of work permits.
Year 1
Year 2
Total
Option 2
July 2016 –
December 2017
(18 mths.)

January –
December 2018
(12 months) After
project close
including
recurrent costs

678,500
678,500

38,000
716,500

716,500
716,500

2,722,015
2,722,015

1,812,977
4,534,992

4,534,992
4,534,992

Total Costs Annual (A + C)
Total Costs Cumulative (B + D)

3,400,515
3,400,515

1,850,977
5,251,492

5,251,492
5,251,492

Benefits ($000s)
Description
G. Total Benefits (annual)
H. Total Benefits (cumulative)
I. Net Undiscounted Cost (E - G)
J. Discount Factor (e.g. 3.5% per annum)
K. Net Present Cost (annual)
L. Net Present Costs (cumulative)

3,400,515
1.0
3,400,515
3,400,515

1,850,977
.9662
1,788,414
5,188,929

5,251,492
5,188,929
5,188,929

Capital Costs ($000s)
Description
A. Total Capital Costs (annual)
B. Total Capital Costs (cumulative)
Running costs ($000s)
Description
C. Total Running Costs (annual)
D. Total Running Costs (cumulative)
E.
F.

Total Net Present Cost (Benefit)

5,188,929

Commentary:
 Year 1 represents 2016/17 which is an 18 month period.
 Project implementation is estimated to be completed by December 2017; this time allows for 12
months to develop the rules based parameters.
 Capital costs associated with the project including the cost of developing the criterion for
evaluating job postings and a mechanism to automatically compare submissions against this
criterion, development of a market evaluation tool, and required system upgrades total
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$659,000. The capital funds budgeted for this project total $480,000 ($149,000 less than what is
required for this option).
Operational costs associated with the project reflect the additional posts required to operate in
a clearinghouse environment and the cost of additional temporary staff and duty allowance to
support with increased workloads through project implementation total $303,600. This amount
includes $102,900 of project implementation related operational expenses and $200,700 which
are ongoing, recurrent operation expenses and include 3 net new posts. The operational costs
budgeted for this project total $170,000. This amount is sufficient to cover the temporary
support and operational needs related to project implementation and Agency stabilising.
Funding will have be identified for the ongoing, recurrent operational expenses which are
related to the three net new posts required to operate in a clearinghouse environment.
Year 2 represents January – December 2018.
In year 2, this option shows the financial profile of the Agency after the project has closed for
the purpose of documenting the ongoing financial impact of pursuing this project option.
Year 2 includes three net new posts ($200,700).

NOTE: These costs are estimates which will need to be tested during detailed project planning.

CAPITAL INVESTMENT
INVESTMENT
Market Reporting Tool
System upgrades
IT solution for comparing submitted
advertisements with established rules
Rules based criterion for each CISCO code
(and maintenance)
Computer Equipment

TOTAL

PROJECT COST
5,000
150,000
300,000

RECURRENT COST

200,000

25,000

4,000
659,000

25,000

OPERATIONAL INVESTMENT
INVESTMENT
Communication/PR
Duty Allowance
Employment Service Officers x2
LMIS Support x1
Temporary Employment Service Officers x1

TOTAL

PROJECT COST
1,000
35,000
133,800
66,900
66,900
303,600

RECURRENT COST

133,800
66,900
200,700

Total project investment $962,600
Total recurrent investment $225,700
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Option 3 - Establish an online committee made of persons verified to review advertisements, to
include market regulation. Increase headcount either permanently or for a fixed period of time.
Identification and verification of specific data sets that support the Department of Immigration in
making informed decisions on the granting of work permits.
Year 1
July 2016 –
December 2017
(18 mths.)

Year 2
January –
December 2018
(12 months)
After project
close including
recurrent costs

Total

178,500
178,500

13,000
191,500

191,500
191,500

2,842,015
2,842,015

1,932,977
4,774,992

4,774,992
4,774,992

Total Costs Annual (A + C)
Total Costs Cumulative (B + D)

3,020,515
3,020,515

1,945,977
4,966,492

4,966,492
4,966,492

Benefits ($000s)
Description
G. Total Benefits (annual)
H. Total Benefits (cumulative)
I. Net Undiscounted Cost (E - G)
J. Discount Factor (e.g. 3.5% per annum)
K. Net Present Cost (annual)
L. Net Present Costs (cumulative)

3,020,515
1.0
3,020,515
3,020,515

1,945,977
.9662
1,880,203
4,900,718

4,966,492
4,900,718
4,900,718

Option 3

Capital Costs ($000s)
Description
A. Total Capital Costs (annual)
B. Total Capital Costs (cumulative)
Running costs ($000s)
Description
C. Total Running Costs (annual)
D. Total Running Costs (cumulative)
E.
F.

Total Net Present Cost (Benefit)

4,900,718

Commentary:
 Year 1 represents 2016/17 which is an 18 month period.
 Project implementation is estimated to be completed by end December 2017, with phased
delivery. Phase one of implementation consists of the delivery of the solution. Once delivered
the NWDA, in effect, has completed all the necessary work to operate as a national
clearinghouse. Phase two of implementation consists of a period of testing and refinement.
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Capital costs associated with the project include the cost of development of a market evaluation
tool, equipment and required system upgrades. The capital funds for this project total $159,000.
The capital funds budgeted for this project total $480,000 (the allocated budget is $321,000
more than what is needed for this project).
Operational costs associated with the project reflect the additional posts required to operate in
a clearinghouse environment, the cost of additional temporary staff and duty allowance to
support with increased workloads through project implementation, and remuneration to the
online board total $423,600. This amount includes $102,900 of project implementation costs
related to operational expenses and $320,700 which are ongoing, recurrent operation expenses
and includes 3 net new posts and ongoing remuneration to the online board. The operational
costs budgeted for this project total $170,000. This amount is sufficient to cover the temporary
support and operational needs related to project implementation and Agency stabilising.
Funding will have be identified for the ongoing, recurrent operational expenses which are
related to the three net new posts required to operate in a clearinghouse environment and
remuneration for the online board.
Year 2 represents January – December 2018 which is a 12 month budget.
In year 2, this option shows the financial profile of the Agency after the project has closed for
the purpose of documenting the ongoing financial impact of pursuing this project option.
Year 2 includes three net new posts and recurrent operational costs resulting from the
remuneration of the online board ($320,700).

NOTE: These costs are estimates which will need to be tested during detailed project planning.

CAPITAL INVESTMENT
INVESTMENT
Market Reporting Tool
System upgrades
Computer Equipment

PROJECT COST
5,000
150,000
4,000
159,000

TOTAL

RECURRENT COST

0

OPERATIONAL INVESTMENT
INVESTMENT
Communication/PR
Duty Allowance
Online Board
Employment Service Officers x2
LMIS Support x1
Temporary Employment Service Officers x1

TOTAL

PROJECT COST
1,000
35,000
120,000
133,800
66,900
66,900
423,600

RECURRENT COST

120,000
133,800
66,900
320,700
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Total project investment $459,000
Total recurrent investment $320,700
The table below summarizes the key results of the economic appraisal. This appraisal takes into
consideration the financial profile in terms of cumulative cost (benefits) calculated over a two year
period.
Table 4: Economic Appraisal of Options
Option1 - Do Nothing

Option 2

Option 3

Capital Costs

32,500

716,500

191,500

Running Costs

4,030,692

4,534,992

4,774,992

Benefits

0

0

0

Net Undiscounted Cost

4,063,192

5,251,492

4,966,492

Net Present Cost (Benefit)

4,008,257

5,188,929

4,900,718

Rank

1

3

2

Economic Appraisal Conclusion
The key findings are as follows:
When considering opportunity costs associated with these options, option 1 is not a viable option to
pursue.
Overall, when considering both the combined short term and long term financial implications of options
2 and 3, option 3 is more favourable. As detailed below, while the on-going, recurrent costs for option 3
are greater that option 2, option 3 can be accommodate within the project budget allocation provided,
further it is determined that in terms of value for money option 3 is a more favourable option.
The total budget allocation for the implementation of this project is $650,000 ($170K operational, $480K
capital). Option 2 requires a total initial implementation investment of $962,600 ($303,600 operational,
$659,000 capital). This investment exceeds the available budget by $282,600. Option 3 requires a total
initial implementation investment of $582,600 ($423,600 operational, $159,000 capital). While this
investment falls within the total available budget allocation, and presents a possible savings of $97,400,
it does exceed the operational allotment and would require a transfer funds from the capital budget to
the operational budget.
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The ongoing, recurrent expenses related to option 2 total $225,700 ($200,700 operational, $25,000
capital). This includes an increase in headcount by 3 posts. The ongoing, recurrent expenses related to
option 3 total $320,700, all of which is operational and includes an increase in headcount by 3 posts.
This need would fall in the 18/19 budget period and consideration would have to be given to increasing
the next budget of the NWDA to accommodate this increase.
The funding that is available for this project can cover the costs related to option 3, as reflected in this
OBC, until December 2017. Should option 2 be pursued an additional $282,600 will have to be identified
and allocated to this project. The ongoing, recurrent cost related to either option would not have to be
identified until the next budget period. As it relates to ongoing, recurrent expenses option 2 is $95,000
less than option 3.
4.2.2

Qualitative Benefits Appraisal

The appraisal of the qualitative benefits associated with each option was undertaken by:



Identifying the benefits criteria relating to each of the investment objectives.
Identifying which option achieves each benefit criteria. A relative weight is provided to show
how much contribution a particular project option contributes to a specific benefit by increasing
the number of tick marks for that option.

Table 5: Qualitative Benefits Criteria
Investment Objectives
Investment Objective 1:
To ensure that the National Workforce
Development Agency, through the National
Job Link Portal and the Employment
Services Unit, can serve as a national
clearinghouse for jobs, by the close of this
project.

Qualitative Benefits Criteria
Strategic Fit:


Increased accountability and transparency in the work
permit process.

Service Improvement:





NWDA will be able to serve as the clearinghouse for all
jobs which will increase accountability and transparency in
the work permit process.
Delivery of an effective mechanism for connecting job
seekers with employment opportunities.
Provision of an efficient and effective way for employers
to communicate efforts to hire a Caymanian.

Internal Improvements:


The development of the processes required to operate
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Investment Objectives

Qualitative Benefits Criteria
efficiently and effectively in a clearinghouse environment.
Reputation:


Increased confidence in government.

Enabling:




Investment Objective 2:
To increase the quality of data provided to
the Department of Immigration, so as to
make available, information which
facilitates informed decisions as it relates to
the granting of work permits, by the close of
this project.

Mechanism to efficiently and effectively connect job
seekers and employers.
Facilitation of self-sufficiency in the process of accessing
employment.
Reduction in unemployment and increased living
standards by facilitating opportunities for Caymanians to
access and be considered for employment vacancies.

Strategic Fit:


Increased accountability and transparency in the work
permit process.

Service Improvement:


Improvements to the quality of data provide the
Department of Immigration.

Reputation:


Increased confidence in government.

Enabling:



More informed decision making, as it relates to the
granting of work permits.
Improvements in the efficiency and effectiveness of the
work permit decision making process.

Table 6: Qualitative Benefits Appraisal
Benefit Criteria
Strategic Fit: Increased accountability and transparency in the
work permit process.

Option 1


Option 2


Option 3


As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit.
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Benefit Criteria

Option 1

Option 2

Option 3

The work proposed through this project, as covered in both options 2 and 3, seeks to complete the work
necessary to position the NWDA to serve as a national clearinghouse for jobs. Both options 2 and 3 equally
contribute to increased accountability and transparency in the work permit process. This project does not include
the legislative framework and any additional work on the existing Department of Immigration system and
business processes. That being the case a full five points could not be awarded.
Service Improvement: NWDA will be able to serve as the
clearinghouse for all jobs which will increase accountability and


transparency in the work permit process.
There is the risk that the solution presented in option 2 may present challenges related to timeliness of the
development of the solution. The development of the rules for each CICSO code may take longer than
anticipated. There is also the risk of not keeping the rules current and relevant. As the mechanism for vetting of
job advertisements is a critical component of the system, these risks could impact the ability of the NWDA to
serve as a national clearinghouse. Options 3’s use of an online board allows for changes in legislation or market
standards to immediately affect the review and consideration of the content of job advertisements. As there is
other work that needs to take place outside of the scope of this project, such as the development and
implementation of the legislative framework required for the NWDA to operate as a national clearinghouse, none
of the options presented could score greater than a three in this area.
Service Improvement: Delivery of an effective mechanism for



connecting job seekers with employment opportunities.
As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. Options 2 and 3 equally, have the potential, of
realising the benefit of connecting job seekers with employment opportunities.
Service Improvement: Provision of an efficient and effective way



for employers to communicate efforts to hire a Caymanian.
As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. Options 2 and 3 equally, have the potential, of
realising this benefit.
Service Improvement: Improvements to the quality of data



provide to the Department of Immigration.
As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. Options 2 and 3 equally, have the potential, of
realising this benefit.
Internal Improvements: The development of the processes
required to operate efficiently and effectively in a clearinghouse



environment.
As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. With option 2, there is the risk of not keeping the
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Benefit Criteria
Option 1
Option 2
Option 3
rules current and relevant. As the mechanism for vetting of job advertisements is a critical component of the
system, these risks could impact the ability of the NWDA to serve as a national clearinghouse. Options 3’s use of
an online board allows for changes in legislation or market standards to immediately affect the review and
consideration of the content of job advertisements.
Reputation: Increased confidence in government.







As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. With option 2, there is the risk of not keeping the
rules current and relevant. As the mechanism for vetting of job advertisements is a critical component of the
system, these risks could impact the ability of the NWDA to realise this benefit. Options 3’s use of an online board
allows for changes in legislation or market standards to immediately affect the review and consideration of the
content of job advertisements.
How the Department of Immigration uses the information provided, and whether or not that information informs
the decision making as it relates to the granting of work permits, will impact the public’s perception of the
usefulness of the clearinghouse mechanism, and whether or not there is an increased confidence in government.
If the government cannot demonstrate that this project results in some measurable outcome, related to the
granting of work permits, this project is not likely to deliver this benefit.
Enabling: Mechanism to efficiently and effectively connect job
seekers and employers.







As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. Options 2 and 3 equally, have the potential, of
realising the benefit of realising this benefit.
Enabling: Facilitation of self-sufficiency in the process of accessing
employment.







As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. Options 2 and 3 equally, have the potential, of
realising this benefit. This project delivers a tool that enables self-sufficiency in the process of accessing
employment. However, there are other variables related to the facilitation of self-sufficiency in the process of
accessing employment, none of the options presented could score greater than a two in this area.
Enabling: Reduction in unemployment and increased living

standards by facilitating opportunities for Caymanians to access


and be considered for employment vacancies.
As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. Options 2 and 3 equally, have the potential, of
realising this benefit.
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Benefit Criteria
Enabling: More informed decision making, as it relates to the
granting of work permits.

Option 1


Option 2


Option 3


As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. With option 2, there is the risk of not keeping the
rules current and relevant. As the mechanism for vetting of job advertisements is a critical component of the
system, these risks could impact the ability of realising this benefit. Options 3’s use of an online board allows for
changes in legislation or market standards to immediately affect the review and consideration of the content of
job advertisements.
Enabling: Improvements in the efficiency and effectiveness of the



work permit decision making process.
As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some realisation this benefit. Options 2 and 3 equally, have the potential, of
realising this benefit.
How the Department of Immigration uses the information provided, and whether or not that information informs
the decision making as it relates to the granting of work permits, will impact the realisation of this benefit. In
addition, a dependency of this project is the work that needs to be undertaken as the Department of Immigration
reviews its policies and procedures in preparation to operate in an environment whereby the NWDA is serving as
a national clearinghouse.
Rank
3
2
1

1 = greatest potential benefits, overall, based on an evaluation of all benefits criterion.
Qualitative Benefits Appraisal Conclusion
The key findings are as follows:
As a large portion of the requirements to operate as a clearinghouse have been developed, even if the do nothing
option is selected, there will be some benefits realised.

Overall, option 3 facilitates the greatest potential benefits realisation when compared with options 1
and 2.
These options differ, in design and deliverables, with regards to the mechanism for the review of the
content of the job advertisements. Option 2 proposes the development of rules for each CISCO code, an
automatic mechanism for evaluating the job advertisement, as submitted by the employer, against the
rules, and based on that outcome a decision is made as it whether or not the job advertisement is
acceptable, as written. This option also recommends regular updating of the rules to ensure they
maintain their relevance. There is the risk that the solution presented in option 2 may present
challenges related to timeliness of the development of the solution. The development of the rules for
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each CICSO code may take longer than anticipated. There is also the risk of not keeping the rules current
and relevant. As the mechanism for vetting of job advertisements is a critical component of the system,
these risks could impact the ability of the NWDA to serve as a national clearinghouse and therefore
realise the potential benefits as identified in this Outline Business Case.
Options 3’s use of an online board allows for changes in legislation or market standards to immediately
affect the review and consideration of the content of job advertisements. The establishment of the
online board can be delivered in a shorter timeframe than the establishment of rules for each CISCO
code. As there is extensive HR expertise in the community, identifying persons to serve on this board
should present little challenge, especially as the solution proposes that said persons be financially
remunerated for their contribution.
4.2.3

Risk Appraisal

The appraisal of unquantifiable risks associated with each option was undertaken by:




identifying the risks relating to each of the project options;
taking the top key risks and rewording them to develop an evaluation criteria;
identifying which options are susceptible to the risks identified.

A relative weight is provided to show the level of susceptibility of a project option against the risk
criteria by increasing the number of tick marks for that option.

Table 7: Risk Appraisal
Risk Criteria

Option 1 –
do nothing

Option 2 Option 3




Not developing/procuring solution in accordance with project timelines.





Solution is too complex to develop.





Not finding the expertise to develop/deliver solution.









2

1

Increase in lack of confidence in government.



Inability of internal resources to deliver solution because of
competing priorities, limited internal resources.
Rank
1 = the option rated as having the least risk.

3
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Risk Appraisal Conclusion
The key findings are as follows:
Overall, option 3 presents as the least risky option.
The primary risks associated with the delivery of the proposed solutions are related to the internal and
external resources associated with development/procuring the solution. If the do nothing option is
chosen, these risks do not pose an issue.
At face value it may seem as though option 1 was the least risky, given that the only area of risk is
related to confidence in government. However, given that confidence in government is directly related
to addressing the issue of unemployment, that risk criterion holds far greater weight than the others. As
such, while option 1 only presents as a risk in relation to the first risk criterion, based on the impact of
that risk, option 1 presents as the most risky option.
While both option 2 and 3 present with risks associated with the delivery of the solution, option 2 poses
greater risks related to timeliness of delivery and challenges related to the complexity of the solution.
4.2.4

Overall Appraisal Conclusion

The results of the investment appraisals can be summarized as follows:
Table 8: Summary Options Appraisal Rankings
Evaluation Results
Option 1
Option 2

Option 3

Economic appraisals

1

3

2

Benefits appraisal

3

2

1

Risk appraisal

3

2

1

Overall Ranking

3

2

1

Overall, option 3 presents as the most financially viable option, providing value for money, and is the
option with the greatest number of potential benefits and is the least risky. As such, the recommended
project option is option 3: Establishment of an online committee made of persons verified to review
advertisements, to include market regulation. Increase headcount both permanently and for a fixed
period of time. Identification and verification of specific data sets that support the Department of
Immigration in making informed decisions on the granting of work permits. This option will allow the
NWDA to complete the work required for the Agency to serve as a national clearinghouse so that
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employers can be mandated to post available jobs with the NWDA prior to the submission of a work
permit application.
By pursuing this option the government has the greatest potential to realise it benefits and investment
objectives while mitigating risks. In addition, this project option can be delivered with consideration for
the project constraints, especially as it relates to available funding. Further, this project is aligned with
the strategic priorities for government, has the potential to increase public confidence in government
and enable other opportunities.
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PART 5: RECOMMENDED PROJECT OPTION
5.1 Summary of Key Benefits with the Recommended Project Option
The following benefits are anticipated to be achieved if the project option is implemented.
Investment Objective 1 (IO 1): To ensure that the National Workforce Development Agency, through
the National Job Link Portal and the Employment Services Unit, can serve as a national clearinghouse for
jobs, by the close of this project.
Investment Objective 2 (IO 2): To increase the quality of data provided to the Department of
Immigration, so as to make available, information which facilitates informed decisions as it relates to the
granting of work permits, by the close of this project.
Table 9: Key Benefits
Benefit
Benefit
Category

KPI
(Key Performance
Indicators/ Possible
Measures)
Benefits that can be expressed in monetary terms
Financial
Enhanced communication
Number of Board
between the NWDA and
meetings that an NWDA
the Department of
representative to
Immigration.
attend.

Financial

Enhance or expand service
delivery in areas of need.

Number of job postings
that are evaluated
manually by NWDA
staff.

Benefits that cannot be expressed reliably in monetary terms
Service
NWDA will be able to serve
The decision to mandate
Improvement as the clearinghouse for all
employers to post
jobs.
employment
opportunities with the
National Job Link Portal.
Service
Efficient and effective
Customer satisfaction
Improvement process to communicate, to ratings
the Department of
Immigration, efforts to
employ suitability qualified,
interested and available

Estimated Value

Related
Investment
Objectives

Reduction to 4 hours
every two weeks.

IO 1
IO 2

336 hours saved which can
be reallocated ($10,000
per annum in salary).
Reduction of workload by
80% or 80 hours per
month saved which can be
reallocated to other tasks
($34,560 per annum in
salary).

IO 1

IO 1
IO 2

75% of customers
(employers) rate process
as satisfactory or better.

IO 1
IO 2
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Benefit
Category

Service
Improvement
Service
Improvement

Service
Improvement

Reputational

Enabling

Benefit

Caymanians.
Efficient and effective
mechanism for business to
engage in local recruitment.
Improvements to the
quality of data provide the
Department of
Immigration.
Caymanians will have
increased access to
available jobs and the
opportunity to be
considered for those
employment opportunities.
Increased confidence in
government.

More informed decision
making, as it relates to the
granting of work permits.

KPI
(Key Performance
Indicators/ Possible
Measures)

Estimated Value

Related
Investment
Objectives

Customer satisfaction
ratings

75% of customers
(employers) rate process
as satisfactory or better.
75% of Department of
Immigration stakeholders
rate value of information
as satisfactory or better.

IO 1

Customer satisfaction
ratings

Number of jobs posted
with the NWDA,
outcome of recruitment
process.

Customer confidence
ratings

Customer satisfaction
ratings

IO 1
IO 2

IO 1
IO 2

75% of customers
(employers and job
seekers) rate confidence in
work associated with
increasing transparency
and accountability of the
work permit process as
satisfactory or better.
75% of Department of
Immigration stakeholders
identify the information as
contributing to informed
decision making.

IO 1
IO 2

IO 1
IO 2

5.2 Summary of Key Risks with the Recommended Project Option
The following key risks are relevant to the recommended project option:
Table 10: Key Risks
Risk
Increase in lack of confidence in
government.

Description and Response/Mitigation
Description: If this project does not result in more informed decision
making as it relates to the granting of work permits, this project will
not been seen as having made a difference, as a result this project will
potentially contribute to an increased lack of confidence in
government.
Response:
1. Engage the Ministry of Home Affairs and Department of
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Not developing/procuring solution in
accordance with project timelines.

Finite internal resources.

Immigration in detailed project planning and project
implementation.
2. Include a period of 9 months in project implementation to
test and refine the solution, especially as it relates to
data/information shared with the Department of
Immigration.
Description: Project delays may result in increased cost and failure to
meet project milestones
Response:
1. Dedicated project manager to monitor implementation and
keep it on track and on schedule
Description: Inability of internal resources to deliver solution because
of competing priorities, limited internal resources.
Response:
1. Engage key stakeholders in the collaborative development of
detailed project plans to ensure other priorities, competing
interests, and resource implications are taken into
consideration.

5.3 Personnel Implications
Implications to the investment include the following:
 Increased workload for staff responsible for registration, assessment and assigned officer duties.
Duty allowance is available during year one of the project. Any increases in workload will be
greatest during this period of time with a levelling off at the close of the project.
 Additional short term fixed contract positions to be recruited for project implementation
(January – December 2017):
o 3 - Employment Services Officer
o 1 - Labour Market Information Systems Support Officer
 The financial implications of the temporary posts, during project implementation, are covered
under the project costs.
 Two net new Employment Services Officers and one Labour Market Information Systems
Support Officer are recurrent operational expenses. The budget which will come into effect in
January 2018 needs to account for these posts.
5.4 Commercial Viability of the Recommended Project Option
The modules/features required for the existing system to operate in a clearinghouse environment will
be developed by the Department of Computer Services or procured through the support of the
Department of Computer Services. If procurement is pursued the Department of Computer Services will
provide guidance which is in line with standard procurement practices.
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5.5 Costs, Funding and Affordability of the Recommended Project Option
The indicative financial implications and source of funding for the proposed investment are as follows:
Table 11: Summary of Costs and Funding for the Recommended Project Option
$

Year 1

Year 2

Total

Total Net Cost (Benefit)
Primary Funding Source
Additional Funding Source
Total

3,020,515
MEEGA 16/17 budget
n/a
3,020,515

1,880,203
MEEGA 16/17budget
n/a
1,880, 203

4,900,718

4,900,718

In addition to the funds available in the 2016/17 budget the MEEGA has funds of 480K for capital and
170K for operational expenses which have been earmarked for this project. Option three requires
project funding in the amount of $159,000 for capital and $423,600 for operation. While the total
available funding is sufficient for the delivery of this project there would need to be a transfer or
reallocation of funds in order for sufficient funding for operational expenses to be accessed.
The recurrent expenses flowing from this project include three net new posts valued at $200,700 per
annum and remuneration, in the amount of $120,000 per annum, for the online committee. In order to
ensure that the NWDA is able to maintain service delivery standards it is critical that these net new
posts, and funding for the online committee, be secured in the budget which will come into effect in
January 2018.
5.6 Key Stakeholders
The following key stakeholders are relevant for this project:
Table 12: Key Stakeholders
Stakeholder
How could this
stakeholder impact
the project?
Internal
Cabinet
Office (EGovernment)

Support from
stakeholder to
ensure that project
aligns with the
eGovernment

How could this
stakeholder be
impacted by the
project?

Issues raised for this
stakeholder

How will we engage
this stakeholder?

If not aligned with the
eGovernment strategy
this project could
potentially result in
additional work on

The impact that this
project will have
resources needed for
other IT projects.

This stakeholder will
be invited to assist in
the development of
the detailed project
plan through
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Stakeholder

How could this
stakeholder impact
the project?
strategy.
The eGovernment
directive of Cabinet
authorizes the EGovernment Steering
Committee is to
approve and
prioritize software
development/procur
ement. Without the
support of this
stakeholder this
project access to
support and services
needed in order to
develop/procure IT
requirements may be
delayed resulting in
this project not
meeting its timelines.

Computer
Services
Department

Ministry of
Home Affairs

How could this
stakeholder be
impacted by the
project?
behalf of Government
to bring this work into
alignment.

Require support from
stakeholder by way
of resources to
develop
modules/features or
procure
modules/features.

Increase workload or
necessity to
redistribute workload
and a potential
diversion of resources
to support with this
project.

Failure to provide
support could result
in this project not
being delivered to
projected timelines
or not being
delivered at all.
Require support from
stakeholder to

Increase workload or
necessity to

Issues raised for this
stakeholder

How
cyber/information
security is intended to
be addressed.
Will the project allow
for the transition of
the NWDA service to a
common CIG service
portal for access to
services and will the
work of the project
facilitate information
exchange between
systems/platforms via
a common
interoperability
platform with the
appropriate security
and control by the
data owners over
what data can be
accessed by what
systems and by whom.
The need to balance
competing priorities.

The need to balance
competing priorities.

How will we engage
this stakeholder?

representation on the
Project Team.

This stakeholder will
be invited to assist in
the development of
the detailed project
plan through
representation on the
Project Team.

This stakeholder will
be invited to assist in
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Stakeholder

Department
of
Immigration

How could this
stakeholder impact
the project?

Issues raised for this
stakeholder

ensure this project
delivers its
investment
objectives and
benefits.

How could this
stakeholder be
impacted by the
project?
redistribute workload
and a potential
diversion of resources
to support with this
project.

Failure to provide
support could result
in this project not
being delivered to
projected timelines
or not being
delivered at all
and/or not achieving
its investment
objectives and
benefits.
Require support from
stakeholder to
ensure this project
delivers its
investment
objectives and
benefits.

Increase workload or
necessity to
redistribute workload
and a potential
diversion of resources
to support with this
project.

The need to balance
competing priorities.

Failure to provide
support could result
in this project not
being delivered to
projected timelines
or not being
delivered at all.

As this project will
result in the
stakeholder having
access to information
designed to support
with informed
decision making
regarding the granting
of work permits this
stakeholder could
come under greater
scrutiny as it relates to
the decision made.

How will we engage
this stakeholder?

the development of
the detailed project
plan through
representation on the
Project Team.

The need to maintain
(or enhance service
delivery standards)
and to ensure that
this, or any other
project, does not
compromise service
delivery.

This stakeholder will
be invited to assist in
the development of
the detailed project
plan through
representation on the
Project Team.

The need to ensure
information received
through the National
Job Link Portal is
useful to the process
of decision making.
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Stakeholder

How could this
stakeholder impact
the project?

How could this
stakeholder be
impacted by the
project?

Issues raised for this
stakeholder

How will we engage
this stakeholder?

This project provides a
central location for a
listing of job vacancies
and feedback as to the
outcome of the
recruitment process.

Job postings that are
tailored to
disenfranchise
Caymanians.

Marketing/PR/Educati
onal Communication
over the life of the
project.

This stakeholder could
be required to post
job vacancies and
provide feedback for
any job prior to the
submission of an
application for a work
permit.

Unqualified
candidates applying
for jobs posted.

Increase in
information related to
work permit
applications could
comprise the service
delivery standards of
the work permit
process.
External
Job Seekers

Unwillingness to
register and
participate.
Negative public
commentary of the
new process and
NWDA, in general.

Employers

Unwillingness to
register and
participate.
Negative public
commentary of the
new process and
NWDA, in general.

Increased
transparency and
accountability in the
work permit process
may not be desirable.

Job seekers engaged
in focus groups during
detailed project
planning.
Marketing/ PR/
Educational
Communication over
the life of the project.
Employers engaged in
focus groups during
detailed project
planning.

Job postings being
evaluated and the
stakeholder being held
to account for the
content of job posting.
Job postings being
denied based on the
employers
unwillingness to
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Stakeholder

How could this
stakeholder impact
the project?

How could this
stakeholder be
impacted by the
project?
amend content or not
being able to
sufficiently justify
requirements.

Issues raised for this
stakeholder

How will we engage
this stakeholder?

The above is not an exhaustive list of stakeholders. Further information related to stakeholders and the
strategies that will be employed as the project team seeks to engage stakeholders are also not
exhaustive. During detailed project planning a comprehensive stakeholder analysis will be undertaken.
During the period October 2014 to July 2015 the Ministry of Education, Employment and Gender Affairs
worked with the Ministry of Home Affairs on an Immigration Work Permit Project. The engagement
included MEEGA representation on a steering committee, participation in focus groups and working
groups. The work engaged in over the course of the Immigration Project resulted in an expansion of that
project to include the NWDA clearinghouse project. Through the partnership with MHA the MEEGA
gathered valuable feedback that lead to a request for proposals in March 2015 that would allow for the
procurement of the technology required to facilitate the NWDA operating as a clearinghouse for jobs. In
July 2015 both the Immigration Work Permit project and NWDA Clearinghouse project were put on hold.
However, the information gathered through the engagement of key stakeholders was retained and has
informed the development of this OBC.
In addition to the above, between the period March 2015 and January 2016, the Labour Market
Information System Unit of the NWDA has engaged the Department of Immigration in six meetings in
which the Immigration Interface was the focus of discussion. This interface is critical to the
clearinghouse project as it is the mechanism by which the NWDA Employment Services Unit shares
information with the Department of Immigration and its Boards. These consultation sessions allowed for
feedback on the information shared and the way in which the information is presented. This
consultation has resulted in enhancements to the Immigration Interface.
The National Job Link portal was developed by the Department of Computer Services. Throughout the
development, which has spanned four years, the Department of Computer Services has provided
support and guidance in developing a system that could operate, with minimal enhancements, in a
clearinghouse environment. In partnership with the Department of Computer Services the NWDA has
engaged in worked designed to position the National Job Link Portal to serve as a national clearinghouse
for jobs.
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Between the period June 2016 and August 2016, the Ministry of Education, Employment and Gender
Affairs and the Ministry of Home Affairs, with the support of Deloitte, engaged in meetings which
informed the development of this Outline Business Case. Those meetings included discussions related to
the scoping of this Outline Business Case, the development of investment objectives and options for
achieving the investment objectives.
Through the NWDA Task Force, the research undertaken to inform the work of the Inter-Ministerial
Committee on Employment, and data gathered from services provision engagements, information
related to the views and opinions of employers and job seekers was gathered and informed the
development of this OBC.
In progressing this project into detailed project planning it will be critical that a Project Team be
established comprising of membership representing Department of Immigration, Computer Services
Department, National Workforce Development Agency and a representative or delegate from the
Ministry of Home Affairs, Ministry of Education, Employment and Gender Affairs and Cabinet Office
(representing E-Government).
The Project Team will undertake the preparation of the plan defining the solution which includes, but is
not limited to: defining system requirements, identifying business process changes, confirming resource
needs, defining virtual committee requirements/specifications, and exploring options for procurement.
The Project Team will also prepare the Detailed Project Management Plan which documents how the
project will be managed, who is accountable for key responsibilities, and the general conduct of how the
project will be executed, monitored, tracked, and reported, as well as baseline data containing actual
technical plans such as schedule, cost, and scope.
The work of the Project Team will result in a review of this OBC and, as necessary, an updating of this
document to reflect the findings of the Project Team.
PART 6: IMPLEMENTATION STRATEGY
6.1 Governance Arrangements
The project sponsor is the Chief Officer in the Ministry of Education, Employment and Gender Affairs.
The Ministry Steering Committee will be established and will comprise the Deputy Chief Officer with
responsibility for Employment, Senior Policy Advisor for Human Capital Development, Director NWDA,
Project Manager and other representatives as identified by the Project Sponsor.
A Project Team of key stakeholders will be established to develop and deliver the detailed project plans.
This working group will comprise of representatives from the Ministry Steering Committee, the National
Workforce Development Agency, the Ministry of Home Affairs, Cabinet Office representing E-
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Government, and the Department of Immigration or their delegates. The detailed project planning will
be developed in consultation with the Working Group.
The project manager for this project is Shelly Newland, Labour Market Information System Manager
NWDA.
6.2 Assurance and Approvals
Approval of this OBC will authorise the project sponsor to proceed to the next phase: detailed planning,
where a Project Management Plan and a Final Business Case will be prepared. The Project Management
Plan and Final Business Case will be submitted to the Project Future Steering Committee prior to project
execution.
Where there are any material changes to the Business case, the Final Business Case will be resubmitted
to Cabinet for approval before the project is authorised to proceed to execution.
6.3 Key Resources Required
Key resources will be engaged through the project working group. This will comprise representatives
from the Ministry of Home Affairs, Department of Immigration, Department of Computer Services and
other key stakeholders as identified by the Project Sponsor.
Other resources will be identified during the detailed project planning.
6.4 Project Management Methodology
The Project Future Project Management Methodology and standards will be used to implement this
project.
6.5 Key Deliverables and Timelines
The key deliverables of the project are:
Phase One – Detailed Project Planning (2.5 to 3 months) – in order to meet timelines as established by
Cabinet, detailed project planning must commence by the beginning of November 2016 and should be
concluded and Final Business Case produced by January 31st, 2017. If detailed project planning does not
commence by the beginning of November there is the risk of the project not meeting the deadlines as
established in the OBC.
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Working with key stakeholders and the Project Team, the Project Manager will develop a detailed
project management plan for the project, under the supervision of the Project Sponsor and Ministry
Project Steering Committee.
In progressing this project into detailed project planning it will be critical that a Project Team be
established comprising of membership representing Department of Immigration, Computer Services
Department, National Workforce Development Agency and a delegate from the Ministry of Home
Affairs, Ministry of Education, Employment and Gender Affairs and Cabinet Office (representing EGovernment).
The Project Team will undertake the preparation of the plan defining the solution which includes, but is
not limited to: defining system requirements, identifying business process changes, confirming resource
needs, defining virtual committee requirements/specifications, and exploring options for procurement.
The Project Team will also prepare the Detailed Project Management Plan which documents how the
project will be managed, who is accountable for key responsibilities, and the general conduct of how the
project will be executed, monitored, tracked, and reported, as well as baseline data containing actual
technical plans such as schedule, cost, and scope.
The work of the Project Team will result in a review of this OBC and, as necessary, an updating of this
document to reflect the findings of the Project Team.
Phase Two – Project Execution (It is estimated that this phase will take 12 months. It is further
estimated that within 3 months of execution the IT solution will be in place (i.e. system/database,
process and policies), and that an additional 9 months will be required to test and refine the system.
However, this is depended on whether the solution will be developed by in house resources, and the
capacity of those resources, or procured through outsourcing and whether that outsourcing requires a
public tender. During detailed project planning the Project Team will engage in the work necessary to
identify the requirements for the IT solution and a recommendation for the development/procurement
of the IT solution and this OBC will be updated accordingly.
The time needed to test and refine the solution is critical, as organisational restructuring in terms of
processes and policies for both the NWDA and the Department of Immigration are envisioned through
this project. Through the organisational restructuring, this project seeks to ensure that the NWDA is able
to deliver, to the Department of Immigration, quality information that is useful for making informed
decisions as it relates to work permit applications. This deliverable requires testing over time and
consultation with stakeholders, both internal and external, to ensure that the solution is effective.
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If the project is delivered as proposed above, the solution will be delivered by April 2017 and the project
will be ready for closing in January 2018.
The Execution Phase consists of completing the work defined in the Project Management Plan according
to the defined baselines, to accomplish the project's goals. During phase two, as the project is
delivered, the project manager:






Measures project progress against the baselines, and publish associated progress reports.
Manages the project team and other stakeholders, and conducts project status meetings.
Conducts customer acceptance processes at appropriate points in the project, along with
associated quality assurance and quality control procedures.
Manages the project change control processes.
If it is determined that this project will requires the procurement of system/database
components, the Final Business Case will completed after the tendering process is complete.
Tendering, if required, will take place in phase two (the Execution Phase). If this is the case, the
Final Business Case will be approved before any vendor contracts are signed.

Through the delivery of this project, the existing NWDA system/database, processes and policies will be
refined and enhanced to facilitate:




efficiencies, enhanced communication, improved data and enhanced decision making;
the positioning of the NWDA to serve as a national clearinghouse for jobs; while,
the provision of high quality and useful information, to the Department of Immigration, to
facilitate informed decisions as it relates to the granting of work permits.

6.6 Benefits Realisation
A detailed benefits realisation plan will be created at the detailed planning phase of the project in
accordance with the standard Project Future methodology.
6.7 Risk Management
A risk management plan will be created at the detailed planning phase of the project in accordance with
the standard Project Future methodology.
6.8 Organisational Change Management
A detailed organisational change management plan will be created at the detailed planning phase of the
project in accordance with the standard Project Future methodology.
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6.9 Project Close-out (and Post-Project Evaluation)
A project close-out report will be created at the closing phase of the project in accordance with the
standard Project Future methodology. A post-project evaluation will be conducted by an independent
team facilitated by SRIU at a future date.
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APPENDIX A
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Component - Job Seeker Profile
Summary Description The job seeker profile component supports documenting all additions and modifications to the job seeker record:
•Personal information
•Documentation of job search activities performed through the job portal (referrals, entering referral feedback, etc.)
•Documentation of interaction with NWDA staff
User

Interface

Release
Date
Jun-16

NWDA Staff

NWDA Staff
Interface

Apr-16

Job Seeker

Job Seeker
Interface

Last Update
Date

Features

Apr-16

NWDA staff can view/edit Job Seeker details

Jun-16

View/add/edit job seeker sub-types

Apr-16

View/add/edit cisco code assignments

Apr-16

View/add/edit Correspondence notes

Apr-16

View/add/edit job history

Apr-16

View/add support documents

Apr-16

View/add/edit officers assignments

Apr-16

View/add/edit development plans

Apr-16

View login history

Apr-16

Ability to process (approve/revise for resubmission/deny
approval)

Apr-16

Ability to access and submit a registration

Apr-16

Ability to View/edit job seeker details

Apr-16

view/add/edit cisco code assignments

Apr-16

view/add documents

Component - Company Profile
Summary Description The employer profile component supports documenting all additions and modifications to the employer record:
•Employer/Company information
•Documentation of recruiting activities performed through the job portal (job posts, referrals received, entering
referral feedback, etc.)
•Documentation of interaction with NWDA staff
User

Interface

Release
Date

Last Update
Date

Features

NWDA Staff

NWDA Staff
Interface

Apr-16

NWDA staff have the ability to view/edit company details and
view/add/edit correspondence.

Employer

Employer
Interface

Apr-16

Ability to access and submit a registration, add users to access
the employer profile and add/edit child companies to the profile.
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Component - Job Post
Summary Description

The job post component supports documenting all job postings submitted by an Employer/Company:
•Job Post details
•Each job post is connected to the Employer Profile that submitted it
•Documentation of interaction with NWDA staff in regard to the job posting

User

NWDA Staff

Employer

Job Seeker

Immigration
Staff

Interface

Release
Date

NWDA Staff
Interface

Employer
Interface

Job Seeker
Interface

Immigration
Interface

Mar-16

Last Update
Date

Features

Apr-16

Ability to approve/revise for resubmission a job post submitted

Apr-16

Ability to view/edit a job post that has been submitted

Apr-16

Ability to enter notes on a job vacancy object regarding
correspondence and documentation.

Apr-16

Ability to expire/remove a job post from the system - Over-ride
approval

Apr-16

Ability to view/edit/print details of a job posts.

Apr-16

Ability to submit job post

Apr-16

Ability to clone a job post that has been previously approved

Apr-16

Ability to view/edit a job post that has not been approved yet

Apr-16

Ability to view an approved job post.

Apr-16

Ability to view an approved job post.

Apr-16

Ability to view CIG recruitment listings

Apr-16

Ability to view listing of matched jobs (occupational Codes)

Apr-16

Ability to submit a referral for a job vacancy post. This prompts
and email that is sent to the applicant and the company.

Apr-16

Ability to locate and view job posts by job information or
company

Apr-16

Ability to view job posts
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Component - Job Post Referral (includes questionnaire)
Summary Description
The job post referral component supports documenting all recruiting information in regard to a specific job post:
• all job seeker referral details, this includes job seeker contact information, resume and questionnaire responses
• Documentation of all feedback entered by employer, job seeker, DOI or NWDA staff
•Each job seeker referral is connected to the job posting that it was submitted to
•Documentation of interaction with NWDA staff in regard to the job posting referral by the employer, job seeker or
any other party
User

NWDA Staff

Employer

Interface

Release
Date

NWDA Staff
Interface

Employer
Interface

Apr-16

Job Seeker

Job Seeker
Interface

Jun-16

Immigration
Staff

Immigration
Interface

Last Update
Date

Features

Jun-16

View/add/edit feedback on the referral

Jun-16

View summary listing of job vacancies with job seeker
questionnaire responses and feedback / Company feedback /
NWDA staff feedback/immigration feedback

Apr-16

Ability to send an application of interest on behalf of an assigned
client to a company - Job seeker can choose documents to attach
prior to submission (resume, cover letter, police clearance, etc.)

Apr-16

Receive emails with documents attached notifying them of
NWDA referrals

Apr-16

Receives email notification of referral from a job seeker

Jun-16

View summary of job post referrals, which includes a link to
questionnaire responses, contact information, immigration status,
and resume for each referral.

Apr-16

Ability to add feedback for each referral listed in the summary of
job vacancy referrals - can submit multiple entries at a time.

Apr-16

Receive email notifications when an employer submits feedback
on a referral

Apr-16

Ability to submit a referral to a company for a job post

Jun-16

Ability to view referrals and feedback with questionnaire
responses

Jun-16

Ability to view/add/edit job seeker feedback on a referral

Jun-16

Ability to view questionnaire responses

Apr-16

Ability to view employer feedback

Jun-16

Required to complete a referral questionnaire prior to
submitting a referral

Apr-16

Ability to view a list of job seekers that submitted referrals for a
job post

Jun-16

Viewing the resume, questionnaire responses, employer feedback
and NWDA feedback for each referral
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System Access
Summary Description
User

• System Access describes the basic abilities of each type of user that will access the job link portal.

Interface

Release
Date

Last Update
Date

System Feature

NWDA Staff

NWDA Staff
Interface

Apr-16

Ability to viewing/editing job seeker or Company records, job
seeker or company registration approval, viewing of all reports.

NWDA Staff
Admin

NWDA Staff
Interface

Apr-16

Ability to create/view/edit user authorisations, merge duplicate
job seeker or company records, view Immigration and MLA
interfaces and modify lookup tables.

Apr-16

Access through any device connected to the internet

Apr-16

Access is granted upon approval of registration

Apr-16

Ability to submit registration/create profile

Apr-16

Ability to submit a registration for a child company for an
existing company profile

Apr-16

Access through any device connected to the internet

Apr-16

Ability to submit registration/create profile

Apr-16

Ability to upload supporting documents (proof of citizenship,
police clearance, driver’s license, etc.)

Apr-16

Ability to create and upload multiple electronic resumes

Apr-16

Ability to assign or modify occupational codes

Jun-16

Viewing of Job postings and referral records associated with job
postings.

Employer

Job Seeker

Immigration
Staff

Employer
Interface

Job Seeker
Interface

Immigration
Interface
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Project Future
Achieving Better Outcomes
Project Definition Document

Project Title
Project Code
Priority (High/Medium/Low)
Related EY Recommendations

NWDA Clearinghouse
ABO 03.02
High (this is a clear priority and a significant area of
potential benefit)
None (but see ABO 03 and 03.01)

Project Summary (Problems, Needs, Scope and other Key Considerations)
The National Workforce Development Agency (“NWDA”) has an online system where job
seekers can register and where employers can post jobs. The system is designed to facilitate
self-sufficiency in the process of accessing employment by bringing together job seekers and
employers in an online environment. The system has an Immigration Interface which allows the
Immigration Department and its Boards access to the jobs that have been posted and
information on the job seekers who have applied for the available jobs. This interface helps to
facilitate transparency in the work permit process as it provides the Immigration Department
and its Boards with information related to the efforts made by an employer to hire a suitably
qualified Caymanian for a post in which they are seeking the granting of a work permit. The
current system is a voluntary one whereby employers are encouraged to post available jobs but
they are not mandated to do so. The Immigration Department and its Boards do reserve the
right to defer an application in cases where an employer has not posted the available job with
the NWDA and they have exercised that right. As this mechanism is utilised after an employer
has found a foreign national it is not the most efficient or effective means to position the labour
market to consider and ultimately hire suitability qualified Caymanians.
This project seeks to engage in the work necessary to position the NWDA to serve as a National
Clearinghouse for all jobs. Once the NWDA is established as a National Clearinghouse
employers can be mandated to post available jobs with the NWDA prior to the submission of a
work permit application, allowing for ample time to engage in efforts to recruit a suitably
qualified Caymanian prior to engaging in efforts to obtain a work permit to employ a foreign
national.
It is proposed that this would facilitate an efficient mechanism for job seekers to access
available jobs and increase accountability and transparency in the work permit process. This
project relates to the delivery of the Strategic Policy Statement of the Cayman Islands
Government: Broad outcome 2. “A Work Ready and Globally Competitive Workforce” e) Deliver
an effective mechanism for connecting job seekers with employment opportunities, by
0

facilitating transparency in the work permit process via collaborative efforts of the National Job
Link Programme, Immigration, and other key Government entities.
In scope – Business process reengineering, system/database development, agency
restructuring, policy development and the development of the legislative framework required
to give the NWDA the authority to act as a clearinghouse and mandate employers to post their
jobs with the NWDA.
Out of scope -

Project owner has been identified as the Ministry of Education, Employment and Gender
Affairs. The work of this project is to include the engagement and support of the Ministry of
Home Affairs and the Immigration Department.

Potential High-Level Investment Objectives




Increase public confidence in Government and improve social cohesion (by taking action
on a key area of public concern and potential division within the community)
Improve the efficiency and effectiveness of Government Operations (through better
alignment of programmes and spending to the achievement of required outcomes)
Improve Caymanian representation at all levels of the workforce, reduce unemployment
and improve living standards (by facilitating opportunities for Caymanians to progress in
employment and by getting more Caymanians into jobs)

Needs Strategic Assessment by Caucus?
Outline Business Case Target Date
Project Sponsor

Not Needed (the IMCE report can be the
start point for development of the OBC)
29th February 2016
Christen Suckoo, Chief Officer, Education,
Employment and Gender Affairs
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