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Introduction
This paper explores the proven impact, technical architecture  and future roadmap of
SkillUp's evolving, AI-powered career navigation platform. Our mission is to assist young
adults, non-degree job seekers and individuals skilled through alternative routes (STARs)
in achieving true economic mobility through non-degree pathways.

Achieving this widespread economic mobility requires a collaborative and systematic
effort. That's why we're creating visibility into our AI platform learnings gathered from
thousands of SkillUp users, while simultaneously building new infrastructure that others
can plug into. We aim to seamlessly integrate resources of our workforce and social
service partners, ensuring a smooth, AI-powered experience for users that maximizes
impact across the entire journey to economic mobility.



I. The AI Paradigm Shift:

Historically, the path to economic mobility was hampered by three primary barriers:

An AI-driven paradigm shift has rapidly reduced many challenges associated with
the lack of capacity and integrated data. This shift allows SkillUp to focus its product
vision on the crucial challenge of economic mobility: the lack of systematic
incentives and partner motivation. 

SkillUp’s product vision remains worker-centric, while leveraging AI to integrate
existing partner systems for a seamless, supported experience. It connects quality
standards and partnerships, alongside real-time support, to achieve optimal impact
and outcomes. For users, it simplifies, it personalizes, and it acts longitudinally
across the ongoing journey to economic mobility.

Lack of Incentives: A systemic gap in partner motivation existed. 

Lack of Capacity: There were not enough resources to support every learner.

Lack of Integrated Data: Fragmented information systems presented major
challenges and dependencies.

Solving Historical Barriers

SkillUp's Key Objectives for Advancing Economic Mobility 
for STARs with AI:

1.Solve the Primary Barrier and Underserved Need
Focus the product vision on addressing the remaining, most significant
challenge to economic mobility: the lack of systematic incentives and partner
motivation. Mobilize partner services for STARs through an integrated,
personalized experience.



1.Solve the Primary Barrier and Underserved Need (cont.)
Guide STARs to job attainment and training enrollment by providing continuous
support, building on the proven impact of the SkillUp AI Assistant, which is
credited with contributing to an estimated 353 jobs attained and 439 training
enrollments in its earliest implementations.

Build an accessible, cost-effective, and scalable AI infrastructure using the
Hub-and-Spoke Platform to seamlessly integrate with ecosystem partners.

2.Deliver Integrated, Orchestrated and Worker-Centered Support
Close the support gap by coordinating multiple specialized AI agents using an
LLM-Driven Control Flow to provide personalized, consistent guidance and
recommend the next best actions.

Provide holistic support by creating an Integrated Ecosystem of Career & Social
Supports that connects STARs to jobs, training, and adjacent services like
financial guidance in a single, unified experience to reduce fragmentation and
drop-off.

Act as a Proactive Career Coach that uses a Journey-Based Memory System to
retain a persistent understanding of a worker’s goals and barriers over time.

3.Scale the Platform and Prove Investment Impact

Accelerate collective impact by actively seeking partners to plug into the Hub
using standardized adapters and collaborate on key integrations, such as the
Partner Adaptor Framework, and building new agents.

Rigorous measurement through the Learning Agenda and Evaluation Framework
to demonstrate the investment case and projected impact by tracking key
metrics, including time to placement or enrollment, wage at placement, and job
quality (Mobility Impact & Acceleration).



SkillUp’s AI-powered career navigation system is structured around four key pillars to
deliver holistic, worker-centered support:

Four Pillars of Worker-Centered Support
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II. Proven Impact Through Product Evolution
SkillUp’s early work with AI has provided crucial validation and key learning points
that inform our platform's future architecture and strategy:

Validation of Impact

Job Attainment: The SkillUp AI Assistant is credited with contributing to an
estimated 353 jobs attained, confirming its efficacy in moving STARs into
employment.

Early implementation of AI within the SkillUp platform has already demonstrated
significant real-world impact:

Training Enrollment: The SkillUp AI Assistant contributed to 439 training
enrollments, proving its success in guiding workers toward necessary skill-
building opportunities.
Core Focus Justified: This early success validates the core product strategy to
focus on removing partner barriers to mobilize partner services for STARs. 



Key Learning Points for Architectural Strategy

The observed impact and user experience have shaped the subsequent
architectural decisions:

The Need for Orchestration: Initial deployments highlighted the need to move
beyond simple, single-agent interactions. This led to the development of the
LLM-Driven Control Flow to coordinate specialized AI agents for consistent,
personalized, and structured support.

The Power of Persistence: Effective coaching requires memory. The success of
ongoing engagement informed the design of the Long Term Memory System and
the Journey-Based Memory System, ensuring the AI acts as a persistent,
proactive coach that remembers a worker's goals and barriers over time.

Scalability is Paramount: To accelerate the proven impact, the team identified
the necessity of a highly scalable and cost-effective integration method, leading
directly to the design and implementation of the Hub-and-Spoke Platform and
the Partner Adaptor Framework.

Quality Must Be Built-In: To ensure reliable and trustworthy support for a
vulnerable population, the platform required a dedicated, internal mechanism
for continuous improvement. This led to the creation of the fully owned
Dedicated Evaluation Framework, ensuring quality is measured and engineered
at every step.



III. Technical Arhitecture for Quality and Adaption
SkillUp’s focus on quality measurement and evaluation is integrated directly into its
technical architecture, which provides structured, adaptive and scalable support.

Core Architecture Systems for Quality and Adaption

Long Term Memory System (What SkillUp Knows): Retains user information
across sessions, life changes, and years, learning through conversation rather
than traditional forms. This memory is shared across all surfaces - chatbot,
website, SMS, mobile, and partner services (where approved by the worker) -
allowing personalization to compound over time.

LLM-Driven Control Flow (What SkillUp Decides): Replaces the non-
deterministic nature of current AI agents and the hard-coded if-then rules of
traditional AI. SkillUp AI uses 10 specialized agents and a two-phase
orchestration pipeline to make structured decisions on every turn regarding the
user's journey stage, emotional state, progress, and recommendations. The
design is extensible, allowing new agents (e.g., routing, guardrails) to be added
without modifying existing ones.

Dynamic Prompt Composition (What SkillUp Adapts): Avoids a single, static "god
prompt," instead dynamically assembling the narrator's prompt on every turn
from 45 modular components and 8 composition layers (including Personality,
Emotional tone, User memory, and Conversation history).

Hub-and-Spoke Platform (How SkillUp Scales): This architecture provides a
stable platform core (the Hub) for orchestration, memory, personalization, and
evaluation. Spokes (partners, agents, data sources, and client surfaces) plug into
the Hub using standardized adapters, making it highly cost-effective and
scalable.

SkillUp’s evolving AI-powered career navigation system is built on key systems to
ensure non-deterministic, yet structured, personalization:



The Dedicated Evaluation Framework

Other AI tools are black boxes, but SkillUp's evaluation framework ensures our AI
tools draw from rigorously vetted, quality standards-aligned data. The Evaluation
Framework (How Quality is measured), is built internally with zero external
dependencies, making it fully owned and adaptable.

Primary Tool for Engineering Decisions: It is used as the primary tool for
engineering decisions like model selection, prompt changes, and regression
testing.

Key Features: It uses seven composable validators (Exact, OneOf, AllOf,
Contains, Substring, ListMatches, and LLM-as-judge) and has built-in
comparison to swap an LLM provider, re-run the same eval suite, and compare
accuracy, latency, and cost side by side.

Agent Requirement: Every new agent must ship with eval cases that define its
expected behavior before deployment.

Download Framework Here

https://skillup.org/resources/multi-agent-ai-systems
https://skillup.org/resources/multi-agent-ai-systems
https://skillup.org/resources/multi-agent-ai-systems


Developer Grade MVP: Open source, user tested. Includes core features like
Conversational Coaching, Recommendations, Voice AI, and the dedicated Eval
Framework.

Now (Phase 2 Integration): Immediate focus areas include deploying an
Integrated Dashboard and Chat client, Career Comparison with Personalization,
and a Career Path feature with geolocated options, targeting a 1k user ramp by
Summer ‘26.

Next (Partnership Integration): This phase centers on key integrations, such as
the Goldi Integration, and building out the Partner Adaptor Framework, API
Gateway, and a Nudge Generator Agent.

Later: Long-term bets include Dashboard expansion, a native mobile app, a
Single UX for all partners, and the development of a Personality Matcher Agent
for enhanced personalization,

V. AI Roadmap and Learning Agenda
The SkillUp Roadmap is a phased plan outlining the product’s trajectory and long-
term strategic goals.

Roadmap Overview
SkillUp’s evolving AI-powered career navigation system is built on key systems to
ensure non-deterministic, yet structured, personalization:



Roadmap Overview Continued...



Learning Agenda

This project includes a Learning Agenda to rigorously understand the impact of AI
features on user experience and the partner ecosystem across four key areas:

Mobility Impact & Acceleration: Measuring time to placement or enrollment,
wage at placement, and job quality to demonstrate whether agentic AI
accelerates economic mobility.

Engagement, Trust & Behavior Change: Measuring re-engagement rate,
recommendation acceptance, and shifts in confidence/optimism to test if AI
features function as a long-term partner capable of influencing behavior.

Value of Agentic Orchestration: Measuring usage by agent type and task
completion to focus product development on the highest-impact agentic
capabilities.

Experience, Modality & Ecosystem Fit: Measuring channel usage, onboarding
friction, and referral uptake to ensure the system is accessible and scalable
across users and partners.



Partner with SkillUp Coalition

To discuss integration and collaboration opportunities, please share your
contact information at skillup.org/partners

Scale Proven Impact: Integrate your services via our Partner Adaptor
Framework to reach more STARs and increase job attainment and training
enrollment numbers, building on the impact already credited to the SkillUp AI.

Contribute to Agentic Intelligence: Collaborate in the Next phase of our
roadmap by integrating new capabilities and realizing the vision of a Single UX
for all partners.

Solve the Final Barrier: Leverage our Proactive Career Coach and Journey-
Based Memory to provide hyper-personalized incentives that drive long-term
user engagement and behavior change.

We seek mission-aligned organizations to integrate within our 
experience and amplify impact for STARs. Join us to:

http://www.skillup.org/partners


www.skillup.org

Partner with SkillUp and accelerate economic mobility for
millions of workers. To discuss integration and collaboration
opportunities, please share your contact information at
skillup.org/partners

http://www.skillup.org/partners
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