
 

 

CASE STUDY 

A Gen Z Employment Solution 

Overview  
Youth unemployment, underemployment and a lack of access to appropriate learning, 
education and career development opportunities has been a large scale and chronic 
challenge globally for youths, as well as businesses, education and government.  

Vodafone decided to take practical action to help youths identify job opportunities, especially 
digital jobs, and learning opportunities that would better equip them to achieve employment. 
They created a “Future Job Finder,” enabling individuals to be matched to digital jobs and 
learning opportunities. Read on to find out how they used Business Psychology to achieve 
this. 

Challenge 
Youth unemployment and underemployment remain a global dilemma. A study by YouGov, 
commissioned by Vodafone, found that an estimated 71 million young people are 
unemployed worldwide. The study surveyed 6,000 young people between the ages of 18 
and 24 in South Africa, the Czech Republic, Egypt, Germany, Greece, India, Ireland, Italy, 
New Zealand, Spain, Turkey and UK. The survey asked for their views on their future career 
aspirations and concerns. 

Two-thirds of those surveyed said they had received ‘insufficient’ or ‘no’ career advice at any 
point in their education or since leaving school or university. Of those who had received 
career advice, just 15% said the career advice they had received included future-focused 
digital jobs, 38% felt the advice they had received was focused purely on traditional non-
digital roles, and 22% said the career advice they received was 'out-of-date.' 

Vodafone decided to take action to help address these issues. They wanted a tool that 
would offer guidance for young people on the digital jobs they were suited for, and secondly, 
provide better access to learning and employment opportunities for young people in the 
digital world. 

The 'future jobs' programme was created with an aim of reaching up to 10 million young 
people across 18 countries. Vodafone wanted to help hundreds of thousands of young 
people gain the necessary skills to find work in the digital economy by 2022. 

They partnered with Business Psychologists at Aon Assessment Solutions (AAS, formerly 
cut-e) to deliver a global solution.  

Leading with a scientific approach, the team decided to build a tool that would bring career 
guidance and learning opportunities to an unemployed and underemployed youth 
population.  
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Approach 
Solution Conceptualisation 
Vodafone and AAS began with a theoretical approach. Addressing the question, “How do we 
empower and inform a young person in the world of digital careers?” they recognised that 
the answer would lie in creating a solution that could: 

• Understand each individual’s preferred ways of working  

• Discover their areas of interest  

• Find out what they can do, based on their cognitive ability 

• Provide them with personalised advice based on these insights 

Vodafone and AAS decided to build the ‘Future Jobs Finder’ tool, with validated 
psychometric measures, to be available on a global scale through a mobile-enabled 
platform. The tool would be designed to be used by anyone, although aimed at the youth 
population specifically, providing them with digital career matches.  

The ‘Future Jobs Finder’ would provide insight into careers for the users. As well as having a 
better idea of which roles they would likely enjoy and be more suited for, users would get the 
additional benefit of broader self-discovery and personal insight through the provision of 
written feedback on their key strengths. This information could help them build their 
curriculum vitae (CV).  

Project Management 
The project was managed by both companies’ project managers and consultants centrally in 
the United Kingdom. A third-party software (Trello) was introduced to ensure all parties were 
informed and on-track with project deliverables.  

The project was managed mostly through an agile methodology, which allowed the teams to 
systematically research, design, develop, test and make updates to continuously improve 
the tool without compromising functionality. This methodology is carried out in three-week 
sprints: two weeks of development and one week of testing, before implementing changes. 

The key project phases were:  

• Specifications  

• User Interface (UI) and User Experience (UX) design  

• Model design – defining the digital jobs model and mapping this to assessments  

• System content design  

• Language translations  

• User Acceptance Testing (UAT)  

• Load testing  

• Documentation  

• Implementation  

The tool built met the initial challenges outlined above, and the agile methodology employed 
allowed for continuous improvement of the tool. Enhancements for Version 2.0 focused on 
the impact the tool had for users; delivering refinements to the approach to engage a larger 
audience of users.  
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Applying Science 
Research confirming the positive relationship between cognitive ability and career success 
(e.g. Judge, et al., 1999) is abundant. Similarly, substantial research supports personal 
preferences and ‘fit’ as a key indicator for job satisfaction (e.g. Mount, et al., 2005). So, the 
Designers concluded that measuring a mix of individuals’ behaviours, preferences and 
aptitudes would offer the best input for offering career advice.  

A jobs model was created based on a mix of existing models including: 

• The Occupational Information Network (O*NET), a database of occupational 
characteristics and worker requirements information across the U.S. economy which 
describes occupations in terms of the knowledge, skills, and abilities required, as well 
as how the work is performed in terms of tasks, work activities, and other descriptors  

• Other job models and occupational classification systems 

• Specific ‘digital’ jobs from job-boards and non-profit organisations like the Tech 
Partnership 

• Other relevant client jobs Vodafone worked with.  

The jobs were mapped to existing AAS psychometric assessments, based on detailed job 
information. In the case of vocational interests and affinities (VIA), they mapped at a scale 
construct level and used O*NET’s six interest areas’ data – i.e. Realistic, Investigative, 
Artistic, Social, Enterprising, and Conventional (RIASEC) – as an evidence-based sense 
check of their mapping. They then developed and tested different matching algorithms, using 
O*NET resources, adapting as appropriate.  

Having agreed on an initial matching algorithm they tested the tool with a small internal 
sample, to ensure users would get differentiation and accuracy. Based on findings, they 
adapted the algorithm and proceeded to Beta testing, to gather more feedback. As they 
collected data about the jobs the users saved or removed, they were able to refine weighting 
in the algorithm to increase the accuracy of job-matching.  

The assessments used in the tool were all validated, and consisted of a Vocational Interests 
and Affinities questionnaire (VIA) and a series of cognitive ability tests:  

• Working memory 

• Visuospatial ability 

• Logical reasoning 

• Multitasking 

The VIA measures behaviours, interests and dispositions based on: 

• Gardner’s model of multiple intelligences, first outlined in his 1983 book ‘Frames of 
Mind: The Theory of Multiple Intelligences’ 

• Holland's (1973, 1985) occupational interest themes—Realistic, Investigative, 
Artistic, Social, Enterprising, Conventional (RIASEC); and  

• the Big Five model of personality 

• The Job Finder Designers made slight adjustments to one part of the questionnaire 
to assess interest in digital jobs specifically, and adjusted the response format to be 
more engaging for the youth audience. These adjustments continued to be evaluated 
as part of the ongoing monitoring of the tool, although they had shown good 
consistency in the initial analyses.  
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Insight Delivered 
The combined results contributed to displaying specific job matches to users – with live job 
opportunities (vacancies within Vodafone) for each of their job matches, in their location of 
choice – and providing further learning opportunities from online universities and free online 
courses (e.g. Coursera.org).  

Outcome 
The project saw significant collaboration among stakeholders and delivery teams, working 
with an agile methodology and holding frequent face-to-face meetings plus regular stand up 
calls. Together, they built the ‘Future Jobs Finder’ tool offering a suite of assessments that 
helped individuals understand their own strengths and abilities, and which then returned 
specific digital job recommendations and free learning opportunities. Within the first year, it 
helped more than 200,000 people globally find their digital job matches, employment 
opportunities and further learning. The tool offered careers guidance and learning 
opportunities to youths initially in ten languages (subsequently increased) across 19 
countries in Europe, Middle East, Africa and Australia.  

User Feedback 
The Practitioners felt that the most useful way to evaluate the effectiveness of the tool would 
be to ask the following questions:  

• Do users like it?  

• Does it direct people to jobs they are likely to enjoy and be good at?  

The evidence for the first question suggests a resounding ‘yes’: strong completion rates and 
experience ratings of the solution from users, 5-star ratings within the tool and over 90% of 
users giving a rating of 3 stars or more; approximately 50% give the tool 5 stars. 

Regarding the second of these, the literature provides extensive evidence of the validity of 
the constructs against various measures of job performance including manager ratings, 
sales figures, goal achievement, Net Promoter Scores etc. So, there are demonstrable links 
across many job types of the ability of the constructs measured using the tools to predict a 
person’s ‘fit’ to a job.  

Tool Adoption 
The team saw substantial uptake across all markets, with the highest uptake rates seen in 
Turkey, India and Germany, but there was also significant usage in Albania, Greece, 
Hungary, Ireland, Italy, Portugal, Romania, Spain, United Kingdom, Egypt, Ghana, New 
Zealand, and South Africa. Users 16-24 years of age comprised 77% of the user base. Many 
users had either no work experience (47%) or less than a year of work experience (17%), 
and 37% had only secondary school education. These numbers demonstrated that the tool 
was achieving the first aim of providing better access to learning and employment 
opportunities for young people in the digital world.  

Out of the approximately 200,000 people who first received job matches, 74,000 viewed 
employment and learning opportunities for their job matches, which supports the second aim 
of providing better access to learning and employment opportunities for young people in the 
digital world.  

Finally, based on the early signs of success with this tool, Vodafone approved funding for a 
next generation version with greater functionality, more attractive design and the global 
resources to increase reach through marketing and promotion efforts.  
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