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Barriers to Success and Best Practice from an Employer Perspective

KEY MESSAGES

e Employers do not have a clear idea of the large number of different skills and
employment programmes which are available and are generally passive,
responding to approaches from providers. They do not require perfect
information, but there is a risk that they get what the provider can provide, not
what might be the best fit with their needs.

e Employers engage with programmes for a variety of motives. While they do
not have particularly high expectations of jobseekers’ prior training and skills,
they do expect providers to screen those who are referred to them for their
willingness to work. They resent their time being wasted by being sent
individuals who they do not believe want to work and Work Trials are seen as
a good way of demonstrating this willingness.

e While the majority of employers are broadly happy with the service given by
providers, smaller employers in particular often believe screening is
inadequate and providers do not seek to understand their business needs. In
some cases, they do not receive what they regard as vital information about
the personal needs of the jobseekers who are referred to them.

e Account management approaches are popular with employers but far from
uniformly applied: this is partly a function of contractual obligations under
different contracts and the short term nature of many contracts but also
reflects the fact that different programmes are structured around jobseekers’
characteristics or the benefits they are on, rather than focussed on
employers.

e Employers generally do not appear motivated by financial incentives for
themselves but some believe more could be done to reward jobseekers who
show they are willing to work. ldeas of mitigating risk for employers from
taking on individuals with poor sickness records are also popular.

EXECUTIVE SUMMARY
The Research

Old Bell 3 Ltd, in conjunction with York Consulting LLP, was commissioned by the
Department for Children, Education, Lifelong Learning and Skills (DCELLS) of the
Welsh Assembly Government to undertake a project to investigate barriers to
success and best practice from an employer perspective on current government
initiatives/programmes to help secure sustainable employment for unemployed and
economically inactive people.

The project was commissioned on behalf of the Wales Employment and Skills Board
(WESB) Achieving the Integration of Employment and Skills Programmes Task and
Finish Group.

The aim of this research was:

e to provide an overview of Welsh employers’ perspectives on skills and
employment programmes, including their views in relation to the employment
of people with complex needs such as learning difficulties, drug and alcohol
dependency and past offending histories and young people who have
become disengaged from education, employment or training;

e to identify the strengths and weaknesses of these programmes; and

e to provide the Task and Finish Group with advice on guidance on what the
key elements of a model employment and skills system might be.
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The work involved:

e A Literature Review to identify both the policy context for these programmes
and the range of skills and employment programmes operational in Wales;

e Face-to-face interviews with a sample of 15 employers who had participated
in at least one programme, balanced to include a range of different sizes and
sectors from across Wales;

¢ More in-depth “Case-studies” with six of the 15 employers who had particular
experience of working with individuals with multiple or complex needs: these
involved talking to line managers as well as those involved with recruitment;

e Attending a provider workshop arranged by the Task and Finish Group to
feed back on the results of the research and put these findings in the context
of providers experience.

Background: the Literature Review

The UK has had a longstanding commitment to an active labour market policy which
is demonstrated through a number of UK-wide and Wales-specific strategies
including the Leitch Review and “Skills that Work for Wales”. The need for greater
integration of skills and employment has been clearly identified, although the extent
that this has fed into current programmes remains uncertain.

What is clear from the literature and the varied design of programmes is that
worklessnesss is interrelated with a wide range of needs - such as disabilities, skills
deficiencies and alcohol and drug dependencies - which also need to be addressed
to support individuals back to work. What is also clear is that there are a large
number of initiatives and programmes in place, some of which seem to overlap.

Effective employer engagement by providers is critical to achieving back to work
outcomes for the longer-term unemployed or economically inactive. Although many
employers engage for reasons of corporate social responsibility (CSR), there is
evidence that SMEs find recruitment expensive and initiatives which minimise
employer costs are more likely to be successful. Ultimately, to be successful,
employment programmes must meet employer needs (especially tailoring candidates
to their employment opportunities).

There is some evidence of employer scepticism and concerns about employing
certain groups such as those on incapacity benefit.

In general, large public sector organisations such as the Welsh Assembly
Government, National Health Service and local authorities have generic equalities
policies applying to recruitment but do not have specific strategies to offer
opportunities for unemployed/inactive people.

There is a range of providers with multiple contracts involved in seeking to place
unemployed/inactive individuals with employers across Wales. However, the current
focus is on tailoring programmes to individuals or types of jobseeker rather than on
employers (although there is some evidence that this may be changing).

Findings

From our fieldwork with employers, it is clear that there is a lack of clarity among
employers about what government programmes and initiatives jobseekers are on,
and the range of programmes and initiatives available. Of itself, this is not a problem,
since employers do not require “perfect information” and show no interest in
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“shopping around”. However, since providers tend to be more proactive in engaging
with employers than vice versa, there is a strong likelihood that employers are getting
what the provider can offer, rather than the assistance which best meets their needs.

In terms of what employers are looking for from engagement with employment
programmes, our research suggests employers fall into three broad categories: those
that use initiatives to recruit often large numbers of low-skilled individuals, and who
provide (and require) limited additional on-going support to the individuals once in the
workplace; those that offer placements as a way to try out individuals before
recruiting some of them to permanent jobs; and, those that provide placement
opportunities to individuals, often for corporate social responsibility reasons, with
generally strong support to the individual. None admitted to seeing programmes as a
source of cheap labour, but many find engagement with these initiatives is a good
way of reducing the costs and effort associated with recruitment, which is, in any
case, largely undertaken through advertising through JobCentre Plus. The employers
generally have quite low expectations in terms of prior training or experience but do
expect providers to ensure that jobseekers have the right motivation and attitude.
Work Trials are seen as effective from this perspective, since the jobseeker is
showing that they are keen to work even without immediate financial reward.

A range of employer views of unemployed individuals exist; from the sympathetic and
understanding to those who feel unemployed people are de-motivated and are not
serious about seeking work.

Most of the employers who were interviewed have had experience of working with
individuals with a wide range of needs, the most common being types of disability.
Most employers find that recruits with complex needs are capable of fulfilling their job
roles and that retention rates are reasonable, although there are some specific
concerns about people with drugs histories.

While employers are generally complimentary about the role of providers in
supporting both employers and employees, employers are sometimes not made
aware of the specific needs of individuals, prior to the interview process (or to the
placement, where there is not necessarily an interview process). They would like
more information, although providers may feel there are circumstances where such
information should be withheld.

The majority (two-thirds) of employers are generally satisfied with the support
received and all employers intend to continue using government initiatives and
programmes despite the recession. Overall, employers do not report higher turnover
of recruits from programmes compared to other recruits.

Despite this, providers are perceived by employers to vary in their quality and
effectiveness, with concerns in relation to screening/matching potential individuals to
opportunities and preparation prior to the start of work. There was plenty of good
practice identified by employers, but equally room for improvement.

The screening process is perceived by employers as being crucial, yet employers
had mixed experiences in relation to the effectiveness of this process. The research
has identified three types of provider: those that provide referrals with limited, or
no screening; those that provide referrals with extensive screening; and, those
that develop strong relationships with employers to  support
recruitment/placement and provide specialist support to address complex needs.
Some providers may be in different categories in different parts of Wales and based
on different funded programmes.
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Employers appreciate the role played by providers in preparing jobseekers for
interview and developing confidence, although this appears absent in some cases.
However, there is little engagement by providers in delivering on-going
support/training once jobseekers are in employment. Almost no follow-up takes
place as far as employers are aware.

Overall, employers are generally not aware of impending policy and programme
changes and some are confused as to the role of Jobcentre Plus; the expectation of
placing an advert in the Jobcentre and the fact that providers are often contracted to
Department for Work and Pensions.

Towards a model system

The key elements of a model system drawing on the perspectives of employers in
Wales are as follows:

e provider-employer relationship — drawing on account manager models and
improving the co-ordination of the offer to employers from different providers
(including building sufficient flexibility into provider contracts to allow this and
ensuring longer-term contracts in order to underpin long-term relationships);

¢ better screening/preparation — through improved briefing to employers prior
to placing or recruiting individuals and through screening out individuals who
do not have the right attitude to work;

e broadening the range of recruits — by ensuring maximum awareness of
opportunities to jobseekers with flexible funding models and by improving the
co-ordination between providers;

¢ increased support/incentives for individuals — considering additional ways
to “make work pay” for individuals who sustain their employment;

e more support for employers to minimise risk — developing strategies to
support employers to participate in programmes, recognising the risks they
choose to take.

In terms of performance indicators the most relevant ones to support monitoring of
the Wales employment system are as follows:

e The proportion of people who leave benefit who stay off for a sustained period
of 52 weeks (including if possible tracking the proportion who have achieved
a real terms wage increase as a proxy for progression);

e Number of people on working age out-of-work benefits;

e Employer satisfaction with the services provided;

e The gap between the employment rates of disdvantaged groups and overall
rate: disabled people, lone parents, ethnic minorities, people aged 50 or over,
the 15 per cent lowest qualified, those living in the most deprived wards.
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1.0 Introduction

Old Bell 3 Ltd, in conjunction with York Consulting LLP, was commissioned by the
Department for Children, Education, Lifelong Learning and Skills (DCELLS) of the
Welsh Assembly Government to undertake a project to investigate barriers to
success and best practice from an employer perspective on current government
initiatives/programmes’ to help secure sustainable employment for unemployed and
economically inactive people.

The project was commissioned on behalf of the Wales Employment and Skills Board
(WESB) Achieving the Integration of Employment and Skills Programmes Task and
Finish Group.

1.1 Study Aims and Objectives

The aim of this research was to provide an overview of Welsh employers’
perspectives on skills and employment programmes to help secure sustainable
employment for unemployed and economically inactive people currently in operation.
Key objectives included to:

e  Undertake a high level review of the employment and skills programmes
aimed at helping to secure sustainable employment for unemployed and
economically inactive people that can be accessed by employers, and their
inter-relationship;

e Investigate the views of Welsh employers on current government skills and
employment programmes aimed at helping to secure sustainable
employment for unemployed and economically inactive people;

0 Investigate the views of Welsh employers in relation to the employment of
people with complex needs such as learning difficulties, drug and alcohol
and past offending histories and young people who have become
disengaged from education, employment or training;

e Identify the key strengths of the current employment and skills programmes
aimed at helping secure sustainable employment for unemployed and
economically inactive people highlighting any good practices and
constraints/ issues that may impede their effectiveness;

e  Provide the Task and Finish Group with advice and guidance on how
current employment and skills programmes aimed at helping secure
sustainable employment for unemployed and economically inactive people
could be improved;

e  Provide the Task and Finish Group with advice and guidance on what the
key elements of a model employment and skills system aimed at helping
secure sustainable employment for unemployed and economically inactive
people might be;

' Both those that are devolved to the Welsh Assembly Government and those that are
reserved to the UK Government.
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J Provide the Task and Finish Group with advice and guidance on identifying
and developing a suite of key performance indicators for employment and
skills programmes aimed at helping secure sustainable employment for
unemployed and economically inactive people with a focus on sustainability
of employment.

1.2 Methodology

There were four key stages to the methodology:

Literature Review;
Employer Interviews;
Case Studies;
Provider Workshops.

Literature Review

A literature review was undertaken to ensure that the report is based on a clear
explanation of the current and (so far as is already clear) the future landscape of
programmes designed to secure employment and progression for unemployed
individuals. Key activities involved in the literature review included:

e Reviewing key policy documents;
e Undertaking desk-based research to provide an overview of the
programmes and initiatives aimed at securing employment for the

unemployed and inactive in Wales which involve employer engagement;

e Sourcing and analysing recent academic literature considering the drivers of,
and barriers to, employer engagement with employment programmes;

e Reviewing the policies of public sector bodies in Wales;

e Reviewing emerging findings from the UKCES workstream on
skills/femployability as part of the literature review.

Employer Interviews

DCELLS submitted initial requests for employer contact details to relevant providers
of employment initiatives. We obtained employer contact details from Jobcentre Plus
(JCP), Working Links and A4E. There was some contrast in the data received from
providers however. Two providers provided a smaller number of well established
employer contacts, whereas one provider provided large datasets of employers,
many of which appeared not to have been actively engaged with receiving
placements/employees.

We used this employer data to draw up a sample of businesses to be contacted by
telephone, controlling in broad terms for a small range of factors (geography,
company size, sector). We then developed an initial short telephone questionnaire,
mainly to identify that the company had indeed participated in one, or more
employment initiatives, to identify the most relevant contact within the business and
to secure their agreement to participate in the research. 102 telephone interviews
with employers were completed, with 81 of these prepared to take part in the study.
From these, we then selected a sample of 15 employers to involve in the research.

4
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In-depth face-to-face interviews were undertaken with the key contact in each of
these employers.

The 15 employers were spread geographically across Wales, as follows:
e North (4)
e Mid (1)
e South East (7)
e South West (2).

They were also spread across a range of industry sectors covering manufacturing,
construction, retail, public administration, tourism and financial services.

The breakdown by employer size is outlined in Table 1.1 below.

Table 1.1: Size of employers

Number of employees Number of employers

Between 1 and 10

Between 11 and 25

Between 26 and 50

Between 51 and 200

More than 200

Don’'t Know

ol |w|w|= s |w

Total

Source: Old Bell 3/York Consulting research, 2009

The breakdown by number of beneficiaries employed or provided with work trial
opportunities by the case study employers is outlined in Table 1.2 below.

Table 1.2: Number of Beneficiaries

Number of beneficiaries | Number of employers

Between 1 and 2

Between 3 and 5

Between 6 and 10

Between 11 and 25

Between 26 and 50

More than 50

Don’t Know

m_k_h_kml’\)_k_k

Total 1

Source: Old Bell 3/York Consulting research, 2009
Case Studies

Six of the 15 employers were chosen to be more in-depth case studies, due to their
particular experience of working with individuals with multiple or complex needs (e.g.
drug or alcohol abuse, former criminal record, learning difficulties). As part of each
case study, as well as the main employer contact, we spoke to other staff involved in
managing or supporting new employees with multiple or complex needs®.

Provider Workshop

Whilst the focus of this study is on the employer perspective, it was suggested at the
inception meeting that there would be value in considering some of the barriers from

% In some employer case studies, the line manager and the main HR contact was the same
person.




Barriers to Success and Best Practice from an Employer Perspective

the supply-side. A one day workshop was held with providers on the 19" May in
Llandrindod Wells. The findings from the draft research report fed into this workshop
event and the report was finalised after the meeting.

1.3 Contents of the Report

The remainder of this report is structured as follows:

e In Section 2 we set out the policy context for employment programmes in
Wales and the range of initiatives and programme currently operating and
planned in future;

e |n Section 3 we report the main findings of our fieldwork with employers;

e In Section 4 we provide our views on what should be the key elements of a
future “model” employment and skills system, including potential performance
indicators;

e In Section 5 we bring together our conclusions in respect of each of the key
objectives of the study.
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2.0 Literature review

In this section we first consider the broader policy context in which employment
programmes are operating in Wales, in terms of the overall framework of policy
(Section 2.1), the role played by employer engagement (Section 2.2) and the
employment policies of major public sector employers in Wales with regard to
employing individuals with specific or complex needs (Section 2.3). We then turn to
the pattern of provision in Wales, first considering the providers identified through our
fieldwork sample (Section 2.4) before turning to a description of UK-wide Welfare to
Work Programmes operating in Wales (Section 2.5) and Wales-specific employment
programmes (Section 2.6). Finally, in Section 2.7 we provide a summary of the main
findings of our literature review.

2.1 Context

The Leitch Review® identified that while the UK has been broadly successful in
developing an active labour market policy, there has been little emphasis on ensuring
the sustainability of these outcomes and no real linkage between placing jobseekers
in jobs and ensuring that, once employed, they were given opportunities to develop
their skills and progress within employment. Leitch argued that there needed to be a
far stronger emphasis on progression in work for the former unemployed/inactive and
hence a much clearer link between employment and skills initiatives.

The Welsh Assembly Government has emphasised its commitment to ensuring
closer integration between programmes and initiatives which are focused on finding
employment opportunities and those which support employers to develop their
workforce. The Wales Employment and Skills Board and the Task and Finish Group
have already identified that the integration of skills and employment initiatives is
particularly challenging in Wales because of the fault line between devolved and non-
devolved policy areas which separates skills (devolved) from employment (non-
devolved).

Worklessness is strongly associated with deprivation and physical and mental ill-
health. Finding a job can help lift someone out of poverty and improve their self-
esteem, health and well-being. This is true for most people with and without
disabilities”.

Skills that Work for Wales® states that many people face multiple barriers to work
including poor physical or mental health, caring responsibilities, a lack of confidence
and in particular low skills. The strategy highlights the need to develop more
integrated skills and employment services that will offer flexible, personalised support
to address these barriers to work and help people find jobs.

One Wales® states that full employment (an employment rate of 80% of the working
age population) is a long-term aim. Skills that Work for Wales identifies that in the
context of a Welsh Economy with approximately 1.25 million people in employment,
this is an extremely challenging objective. If Wales is to achieve full employment,
there is a need to help diverse groups of workless people enter the labour market.

® The Leitch Review of Skills

* Waddell, G. and Burton, K. (2006) Is Work Good for Your Health and Well Being?
® Skills that work for Wales

® One Wales
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2.2 Employer Engagement

Successful and effective employer engagement is a fundamental element of the goal
to achieve full employment. Perceptions on employer engagement are highlighted in
the quotes below:

“An effective employer engagement strategy must be developed within the context
of Jobcentre Plus and build on what employer activity is already taking place. If
this strategy is to succeed it must be ‘demand-led’, with service to employers at
the very centre. By its very nature, a demand-led approach engages employers in
the design and delivery of recruitment and pre-employment training measures,
and uses their experience of hiring personnel to define programme requirements
and assess the basic standard of jobreadiness”

“Essentially, bringing employers in is a form of outreach work: it is extensive and
requires high levels of inter-personal skills as well as a good organisation to back it
up. They must be involved as early as possible, and the process must be simple
and streamlined. It can be useful to make use of existing employer networks and
build on existing corporate responsibility activity. The key lesson is that it is better
to have strong links with a few genuinely committed employers than weak links
with many’®

The Joseph Rowntree Foundation (JRF) study quoted above states that unless work
with clients focuses on the kind of jobs that are likely to be available locally,
resources are likely to be wasted and outcomes poor. Good relationships with
employers not only help with immediate placement into jobs, but also with post-
employment support and the potential to influence recruitment practices in the longer
term (Sanderson 2006; DCLG 2006; McGregor et al 1997; Sanderson et al 1999). It
is suggested that the development of these relationships may require cold calling as
well as contacts with employers who are already engaged (Hirst et al 2005).

The JRF argue that the evidence consistently suggests that interventions with
employer-placements and work-based training are more successful in leading to
employment than training away from the workplace. It is stated that these
interventions put participants in contact with employers and help develop more
general employability skills (such as timekeeping, team working), as well as enabling
the individuals concerned to demonstrate work experience to potential employers.
The outcomes from classroom-based training programmes are better if they include
an element of work experience and are focused on the needs of the local labour
market (Dench et al 2007; Hirst et al 2005; Steels and England 2004).

Many small and medium-sized organisations find recruitment expensive, and projects
can exploit this by offering a job matching service and by ensuring that follow-up
support is available to employers who run into difficulties. One possible approach is
to offer employers the possibility of free or low-cost trials before they decide whether
to take someone on (Hirst et al 2005).

7 Select Committee on Work and Pensions Third Report: Employer Engagement Strategy,
2002.

® Meadows (2008) Local initiatives to help workless people find and keep paid work, Joseph
Rowntree Foundation.
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The JRF highlight that the Fair Cities pilots® evaluation found that the key attractions
for employers in engaging with such initiatives are:

e overcoming skill shortages;
e the provision of a targeted, employer-specific recruitment solution;

e  ensuring the workforce reflects the local population and key customer
groups/service users;

e  fulfiling corporate social responsibility objectives.

The JRF report states that projects working with specific disadvantaged client groups
have found that they can do more for their clients if they can also provide a service
which meets employers needs in terms of helping them to find staff. Employment
Zone providers are identified as having built effective relationships with providers.
Many have established specialist employer liaison staff whose job it is to build
relationships with employers, learn about their recruitment needs and understand
forthcoming vacancies. Such methods enable providers to source additional job
vacancies and to match customers to jobs not otherwise available to them (perhaps
because the employer concerned does not normally recruit people from
disadvantaged groups).

However, the JRF state that engaging employers is not necessarily straightforward,
with employers likely to be resistant to anything that is time consuming and does not
have clear outcomes. Barriers to employer engagement with employment
programmes for people with complex needs are likely to include the following:

e  attitudes of employers towards employing people with complex needs;
e  employer assumptions about a person’s ability to do a job;

e assumption around the costs involved in employing people with complex
needs'’;

. labour market conditions.

For example, the final evaluation of the Northern Way Worklessness and
Employment Workstream'' identified that employers had marked concerns over the
amount of work employees from the particular client group (claiming Incapacity
Benefit) could cope with and their potential (lack of) productivity. In addition, they
were concerned with the risk of employing individuals who had been out of work for
some time and the possible impact of recurring illness on attendance.

It was evident therefore from this study that employer attitudes continue to act as a
barrier, or at least a challenge, to effectively getting employers engaged in initiatives
aimed at the IB group in particular. A number of pilot projects stated that there was

® The Fair Cities Pilots are an experimental programme, designed by the National
Employment Panel (NEP). They aim to increase the number of disadvantaged ethnic minority
work who gain steady work and new careers.

' Ability to Work — Employing people of different abilities — a guide to the support available to
employers in Newport.

" ECOTEC (2008), Final Evaluation of the Northern Way Worklessness & Employment
Workstream, Northwest Regional Development Agency
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still a lack of understanding amongst employers of what this group of potential
employees could offer, and extensive concerns over recruiting people who are on IB.

Local labour market conditions were also identified in the Northern Way study as a
barrier to employer engagement. For example, it may be difficult to find long-term
work opportunities for clients in a local economy dominated by seasonal work.

2.3 Employment Policy

The policies of major public sector organisations in Wales on employing people from
disadvantaged groups are outlined below. Policies tend to be focused more on equal
opportunities for all, rather than on strategies aimed positively at employing people
from disadvantaged groups, and with complex needs, per se.

2.3.1 Welsh Assembly Government (WAG)

It is the Welsh Assembly Government's policy to promote and integrate equality of
opportunity into all aspects of its business including appointments to public bodies.

The policy welcomes and encourages applications for jobs from groups currently
underrepresented including women, black and ethnic minority groups and people
with a disability. The principles of fair and open competition apply and appointments
are made on merit.

WAG assesses new and existing policies and programmes to ensure that no group is
disadvantaged or excluded. It uses the Investors in People standard as a framework
to apply fair and equal management, training and development, and to comply with
the principles set out in the Civil Service Commissioners’ Code for fair and open
recruitment processes based on merit. They have subscribed to the Cabinet’'s Ten
Point Diversity Plan, which ensures that diversity is valued and mainstreamed into
policy and services.

WAG offers placement schemes to provide potential employees with the opportunity
to gain an insight into the work of the Welsh Assembly Government. There are
currently 12 placement schemes on offer, which principally target under-represented
groups. Table 2.1 below provides details of the placement schemes offered.
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Table 2.1:
WAG placement schemes

Scheme Target Group Number | Period

Placed Placed
(Weeks)

Scope Leadership Disabled Graduates extended 6 50

Recruitment Scheme | 6 month 1 24

Women Connect Minority Ethnic Women 10 2

First

Summer Placement | Graduate Disabled Candidates 4 8

Scheme (Fast Stream taster programme)

Summer Graduate Minority Ethnic 4 8

Development Candidates (Fast Stream taster

Programme programme)

Chevening Scholars | High Calibre Foreign Students 9 2

Elite Supported Disabled people, in particular those 2 24

Employment with learning disabilities, special

Programme needs and mental health issues

Travellers Gypsies and Travellers 2 50

Programme

Travellers Work 1 1

Experience

Scope Cymru Disabled People 1 4

Undergraduate Undergraduate students 14 50

Programme

Work Experience Year 10 and 11 school pupils 80 1

Programme

2.3.2 Welsh Local Government Association (WLGA)

The WLGA’s equalities team is funded by the Local Government Division in the
Welsh Assembly Government to support local authorities in “improving their
equalities practice”. The current legislative framework for the equality agenda
primarily covers six strands (seven including the Welsh language): race, gender,
disability, age, sexual orientation and religion/belief. However, there are inextricable
links between these strands and the wider social justice agenda of improving life
chances and opportunities for all. Indeed, there are significant numbers of people
who fall within these strands that are also socially and economically disadvantaged
and feel isolated from society.

In January 2008, the WLGA launched a new Equality Improvement Framework that
has been developed specifically for local government in Wales following extensive
consultation with local authorities and the previous statutory equality commissions.
Building on the progress made by authorities in working with the Equality Standard,
the new Framework links more closely to the wider improvement agenda through
performance management and requirements under the Wales Programme for
Improvement, for example, embedding equality through self-assessment processes
and better collection and use of disaggregated performance data.

2.3.3 NHS Wales

The NHS in Wales policy statement recognises that certain groups and individuals
within society may be disadvantaged and discriminated against for a variety of
11
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reasons. NHS Wales states that it is “committed to eliminating any inequalities that
may exist in the context of both employment and service delivery’.

2.4 Delivery Organisations

There is a multiplicity of different agencies who are attempting to enrol Welsh
employers in initiatives. The main providers identified via the employers involved in
this study are highlighted in Table 2.2 below.

Table 2.2: Providers used by employers

Employers A4E Jobcentre | Remploy | Working | Other
Plus Links
A v v
B v
C v v
D v
E v v v
F v v
G v
H v v
| v V2%
J v v
K v v V%
L v v Vv
M v v
N v
) v 2%

Source: Old Bell 3/York Consulting research, 2009

A range of other providers'? were identified who were funded to engage employers
and support people into employment via various programmes and initiatives. We
provide an overview of these initiatives below.

2.5 Welfare to Work: UK Wide Programmes

2.5.1 New Deal/Flexible New Deal

Government policy is focused on aligning employment and skills agendas to provide
more support for those people with no or low qualifications and to ensure that
everyone can move into, and progress in, work'*.

DWP has recently announced a “new and radical” approach to remove the barriers to
employment that disadvantaged groups currently face and to give them access to
new opportunities. This approach is focused on moving people from being ‘passive
recipients of benefits to active jobseekers looking and preparing for work with access
to training and job-focused activity’.

One of the key implications of these changes for employers is the introduction of
Flexible New Deal. It is intended that the Flexible New Deal will be introduced
progressively from 2009. The Flexible New Deal is designed to modernise and

"2 These included Agoriad, colleges, Aspirations, Scope, Rathbone, Protocol, compass, Talk
Training, Shaw Trust, Torfaen Training, and Genesis
'3 Ready for Work, 2007
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streamline the existing New Deals to ensure that support is flexible and personalised.
All support to the long term unemployed (ie after 12 months unemployment) will be
delivered through Flexible New Deal, by voluntary or private sector providers.

The flexible New Deal will combine the current mandatory New Deals: New Deal 25
Plus and New Deal for Young People. Employment Zones and the New Deal for
Musicians and New Deal 50 plus will also be subsumed within it. Other voluntary
programmes, such as the New Deal for Lone Parents, will continue to be available to
appropriate customers. A summary of the current various New Deal initiatives are
highlighted in Appendix A.

2.5.2 Employment Zones (Jobseekers Allowance customers)

Employment Zone is a three-step programme offering practical support to help
people back into work. The support is open to people living in the Heads of the
Valleys, Caerphilly and Torfaen and also to people living in North West Wales.
People are eligible to take part in the Employment Zone programme if they are aged
25 and over and have been receiving Jobseeker’s Allowance for 18 of the last 21
months; are aged 18-24 and have been receiving Jobseeker's Allowance for 6
months and have previously taken part in New Deal for Young People; have taken
part in an Employment Zone programme in the last 12 months but did not complete
the programme. Individuals may be able to apply to join an Employment Zone
programme earlier if their circumstances make it particularly difficult for them to find
work.

Individuals work with a personal adviser throughout their time on Employment Zone.
Stage One is mandatory and lasts up to 28 days. The adviser helps the individual
decide on the kind of work they are looking for and understand what may be
preventing them from getting that work. An action plan is drawn up, which lists the
things they have agreed to take on as part of their efforts to find work.

Stage Two which is again mandatory and lasts up to 26 weeks involves the individual
carrying out the activities on their action plan with support from their adviser. Stage
Three is a voluntary option to continue on the Employment Zone for up to 22 weeks.
Individuals can choose to join stage 3 if they have not found a job during stage 2.

Employment Zone contracts will come to an end once Flexible New Deal is in place
in autumn 2009.

2.5.3 Employment Zones for lone parents and people getting Pension Credit

A 26 week programme of Employment Zone support is also available on a voluntary
basis for lone parents and people receiving pensioner credit. The support is open to
people living in Heads of the Valleys, Caerphilly and Torfaen and North West Wales.
Lone parents can volunteer for Employment Zone help at any time as long as they
are not working 16 or more hours a week and are not receiving Jobseeker’s
Allowance. Those getting Pension Credit can volunteer for Employment Zone at any
time as long as they are not working 16 or more hours a week.

2.5.4 Access to Work

Access to Work provides support to individuals if their health or disability affects the
way they do their job. It gives the individual and the employer advice and support
with extra costs which may arise because of the individuals specific needs. Access to
Work might pay towards equipment needed at the workplace, adapting premises to
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meet their needs, or for a support worker. It can also pay towards the cost of getting
to work if the individual cannot use public transport, and for a communicator at job
interviews if required.

Individuals in a paid employment, those that are unemployed and about to start a job
and the self-employed can take part in Access to Work if they have a disability or
health condition that stops them from being able to do parts of their job.

2.5.5 Employment on Trial

Employment on Trial allows an individual to leave a job and make a claim to
Jobseekers Allowance without the reason for leaving affecting their entitlement to
benefit. The individual must have been in the job for at least 4 weeks and 1 day, must
have left before they complete 13 weeks and must have worked for more than 16
hours in each complete week. If they are dismissed or leave the job because of
misconduct they might still lose benefit. Those that have not worked or been in
education for at least 13 weeks before they start work are eligible for Employment on
Trial.

2.5.6 Job Introduction Scheme

The Job Introduction Scheme (JIS) helps disabled people by offering a financial
incentive to employers. For example, it could help pay salary costs, or other
employment costs for a certain period — usually the first six weeks of a new job. To
qualify for the Job Introduction Scheme the job must last for at least 26 weeks
(including the JIS period), although it can be full or part time, and the individual must
apply for JIS before they start the job.

2.5.7 Employer Subsidies

Employers who recruit people from New Deal 25 plus or New Deal for Young People
may be able to get extra financial help through an employment subsidy, which is paid
for 26 weeks, with the hope that the job will last longer. The subsidy payments for
New Deal 25 plus and New Deal for Young People (in brackets) are:

e £75(£60) a week for each person placed in a suitable vacancy of at least 30
hours a week;

e  £50 (£40) a week for each person placed in a suitable vacancy of between
16 to 29 hours a week (24 to 29 hours for New Deal for Young People).

If employers take on anyone under New Deal for Young People, they can also get a
grant of up to £750 towards the cost of an agreed qualification or training certificate.
Employers can choose to train people in-house, or can arrange for them to be trained
elsewhere. These schemes will come to an end with the introduction of flexible New
Deal in autumn 2009.

2.5.8 Pathways to Work

In 2003, DWP recognised that to help more people into work there was a need to
move beyond an approach that expected almost nothing of customers receiving
financial support through incapacity benefits. The subsequent approach was based
on the principle that in return for financial and employment support, customers should
have a responsibility to engage with employment services. However, this was not to
be at the expense of programmes that offered further support on a voluntary basis
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such as the New Deal for Disabled People. The result was the first Pathways to Work
pilot.

According to the Government, independent research has shown that Pathways
works, helping people into sustained jobs: new customers in Pathways areas are
over seven percentage points more likely to have a job after 18 months than people
in non-Pathways areas'*.

Pathways for Work for new customers is intended to build on the foundation of Work
Focused Interviews where new Incapacity Benefit customers meet with dedicated
personal advisers to discuss their work ambitions, their barriers to work, and the
support that is on offer. Personal advisers offer customers access to a wide range of
support including the voluntary condition management programmes which enable
people to understand and manage their health conditions or disabilities.

Welsh Context

Wales was closely involved in the development of DWP’s Pathway to Work initiative.
Now running across Wales, Pathways to Work includes a Return to Work credit and
the innovative Condition Management Programme, delivered in concert with NHS
Wales, which helps people understand and manage their health condition in a work
environment.

Pathways to Work is delivered solely by Jobcentre Plus in the South West Valleys
and South West Wales. It is delivered by Jobcentre Plus in partnership with private
and voluntary organisations in Cardiff & Vale/South East Wales and North and Mid
Wales.

Alongside Pathways to Work, Wales is working with Jobcentre Plus to deliver a range
of European pilot projects, such as Want2Work, across Wales (see below). These
pilots are testing different kinds of support for benefit claimants who want to find a
stable job. They involve a range of professionals including health advisers, job
coaches and mentors, working together to help people enter work and supporting
them through their first 12 months of employment.

Changes to the Pathways to Work Programme

Under the changes to the Welfare to Work agenda, it is intended that Pathways will
be extended across Britain. DWP will be looking at the development of the flexible
New Deal in developing their approach for Pathways to Work in the future. It is
intended that the future approach to contracting, both for Pathways and other
programmes, will be shaped by careful evaluation of the Flexible New Deal contracts.

2.5.9 Progress2Work

Progress2Work (P2W) is a national programme to help unemployed people with
previous drug misuse problems into work. This initiative reflects the wider approach
to helping those who are disadvantaged in the labour market. The aim is to offer
support to unemployed people with a history of drug misuse to enable them to take
up or remain in employment and/or government-funded employment measures such
as New Deals with the help of a P2W Provider. P2W offers specialist help, support
and guidance to engage the client, explore their options and prepare them for a

'* Ready for Work, 2007
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suitable route into paid employment — including self-employment — where it is the
most appropriate route.

2.5.10 Work Preparation

Work Preparation is tailored to suit the needs of the individual, but it usually involves
doing short unpaid work experience with a local employer. There is no set way that
Work Preparation works; a range of support is offered to individuals to help them find
and stay in work. Depending on individual needs, it can last from a few hours to a few
weeks, although on average, most people who take part in Work Preparation are
involved for between 6 and 13 weeks'°.

Individuals may be eligible for Work Preparation if they have a disability or health
condition and are in touch with a personal adviser. They can be in, or out of work, or
claiming benefit, or not.

2.5.11 WORKSTEP

WORKSTEP (formerly known as ‘supported employment’) offers a range of support
that aims to help people develop and improve their skills, help them work with other
people, help them get used to working and make them more confident about having
a job.

2.5.12 Work Trials

Work Trials is a voluntary scheme which offers a trial of up to 30 working days in an
actual job vacancy with an employer. Individuals are eligible for a Work Trial if they
have been unemployed for 26 weeks or more (although there are some exceptions to
this) and are receiving a qualifying benefit (for example, Jobseeker's Allowance,
Incapacity Benefit or Income Support).

2.5.13 Ambition Projects

Ambition Projects are designed by Jobcentre Plus and the National Employment
Panel in partnership with employers. Ambition aims to help unemployed and
disadvantaged people into good jobs that pay well, and have real career potential, as
well as enhancing the productivity and competitiveness of UK employers. Examples
of this in Wales have been Ambition Retail and Ambition Energy.

2.5.14 Redundancy Rapid Response Service

Jobcentre Plus offers a Rapid Response Service to all employers declaring 20 or
more redundancies or where there are clusters of redundancies which require extra
measures to help people find work. It was announced on 12 November that the DWP
is doubling the funding for Jobcentre Plus' Rapid Response Service from £3m to £6m
for this financial year. Wales will have direct access to the funding.

2.5.15 Golden Hello

In January 2009, DWP announced the introduction of an employer incentive of £1000
to take into employment someone who has been on Jobseekers Allowance for at
least 6 months. There will be a training package to support this initiative and this is
expected to be in place in Wales from July 2009.

15 Jobcentre Plus
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2.5.16 Young People Guarantee

In its April 2009 Budget, the UK Government announced a guarantee for young
people aged 18-24 who have been unemployed for approaching 12 months,
comprising four elements: the Future Jobs Fund, under which DWP will pay wages
and other costs for additional jobs lasting at least 6 months; a Sectoral Pathway to
help young people into jobs into specific sectors such as care; a full-time training
offer (as an alternative to entering Flexible New Deal stage 4); and a Community
Task Force, under which young people would remain on benefits but take-up work
placements in their communities.

2.6 Welfare to Work: Wales Specific Initiatives

2.6.1 Careers Ladder Wales

As already noted, the employment and skills agenda spans both devolved and non-
devolved policy area. The Welsh Assembly Government and DWP are committed to
ensuring that skills and employment services work together effectively and in Skills
that Work for Wales, WAG has flagged-up its intention of developing a Careers
Ladders Wales concept with six phases of information, advice, guidance and support:

e  Contact — reaching out to the ‘hardest to reach’, stimulating their ambition to
work;

e  Stepping on — introducing an Employment Gateway service, operated in
partnership with DWP, to ensure individuals’ needs are understood and to
plan support and development opportunities;

e  Stepping up — introducing a range of tailored skills programmes to
complement the flexible New Deal;

e  Stepping out — helping more disadvantaged groups access employment
vacancies;

e  Moving Forward — enabling individuals moving into work to access flexible
support funds during the first months of their employment. This will support
their initial training requirements and help secure sustainable employment;

e Targeting areas most in need — recognition that in areas where levels of
worklessness are significantly higher than average, additional support may
be required.

Stepping up the Careers Ladder — the Employment Gateway

The Employment Gateway will provide individuals with information and advice on
benefits, employment and learning opportunities. The Gateway will incorporate an
assessment of personal needs including a ‘skills health check’ (which is already
available in England). Advisors will work with individuals to develop an action plan;
the action plan will describe the services and opportunities available from key
agencies (Jobcentre Plus, Assembly Government and Careers Wales), explain how
to access these services and take the first steps towards employment.
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Stepping up the Careers Ladder

The flexible New Deal (see above) will provide increasing levels of assistance to
people who have spent longer out of work. It is intended that Wales will work with
DWP and its delivery agents to provide support that complements the flexible New
Deal.

For unemployed young people, it is proposed to retain the Skillbuild Programme (see
below).

For unemployed adults it is proposed that a new Employability Skills Programme will
be developed mirroring support already available in England and offering a range of
pre-employment learning. This will include provision to help clients overcome
motivational barriers to employment, sample different work environments, and help
develop the attitudes, behaviours, and basic skills needed in the workplace.

For adults who need more support, it is intended that the adult element of the current
Skillbuild programme will be replaced by a sector specific Programme. The new
programme will match people wanting to move into work with job opportunities
created by major new developments requiring significant labour; participants will
learn the specific skills required for entry into these job opportunities.

Stepping out into work

DWP has announced Local Employment Partnerships, a new collaboration between
Government and business that will offer a quarter of a million job opportunities across
the UK to people currently on benefit.

There is the intention in Wales to work with employers and partners to establish an
improved job matching service, enabling people from disadvantaged groups to
access employment vacancies within a reasonable travel-to-work area. The job
matching service will be linked to the Employability Skills Programme, so that
employers can be confident that clients matched through the service will have the
appropriate skills and motivation.

Moving Forward into Sustainable Employment

For many people, the initial months in work following a period of unemployment or
economic inactivity are critical. There may be a need to address specific training
needs rapidly in order to respond to an employer’s minimum requirements. Alongside
the Individual Learning Account (ILA), new employees will have access to the broad
suite of mainstream learning programmes for those in work including
Skillbuild/Ambitions, Apprenticeships and the wider general provision in FE and
Community Learning.

Targeting areas of greatest need

The Assembly Government and DWP share the belief that better outcomes can be
achieved by tailoring services to personal and local needs. The DWP City Strategy is
based on the idea that worklessness in the most disadvantaged communities is best
tackled by local partnerships with the freedom to innovate. Across the 15 City
Strategy pathfinder areas, including the Heads of the Valleys and Rhyl (see below),
local consortia are pooling funding streams, commissioning joint services and
supporting provision designed to match the requirements of local employers.
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The City Strategy pathfinders will run until April 2009, testing which solutions are
most effective in delivering real improvements in the employment rate and reductions
in the benefit claimant count. The Assembly Government will work with DWP to learn
the lessons of the City Strategy pathfinders and use them to inform future policy.

2.6.2 Want2Work

Want2Work was designed jointly between the Welsh Assembly Government and
Jobcentre Plus to engage with the economically inactive population and more
specifically with people claiming health related benefits. Unique to Wales, the project
is targeted in four Local Authority areas; Merthyr Tydfil, Cardiff, Port Talbot and
Denbighshire. Designed as a three-year project ending in March 2008, Want 2 Work
is funded through Objective 1 and Objective 3 funding streams with substantial
support from ELWA. Want2Work is consistent with the government’s objectives of
extending support to those who need help the most and the Welsh Assembly
Government’s Health Challenge Wales Initiative.

Over the four pilot areas, 1395 people have been engaged onto the project and 281
people helped into employment.

The Welsh Assembly Government has recently announced the extension of
Want2Work until 2013, targeting 130 of the most deprived wards across Wales.

2.6.3 City Strategy Initiative

The City Strategy initiative is designed to raise employment levels in areas of the UK
that are experiencing high levels of economic inactivity The City Strategy is based on
the idea that local partners can deliver more if they combine and align their efforts
behind shared priorities, and are given more freedom to try out new ideas and to
tailor services in response to local need. Rhyl and Heads of Valley City Strategy are
the only two Pathfinders in Wales. In July 2008, the Secretary of State for Work and
Pensions James Purnell announced an extension of the programme to March 2011.

Rhyl City Strategy

Rhyl City Strategy is part of a new approach to tackling unemployment and economic
inactivity. The Rhyl City Strategy Consortium brings together organisations in the
business, statutory and voluntary sectors to tackle issues of very high level of
economic inactivity through more effective coordination of services, through pooling
resources, and through innovation and fresh thinking. Through partnership working
the aim is to:

e make sure Rhyl residents are receiving the support, guidance and training
they need to get into and stay in work;

e make sure residents can overcome any barriers preventing them from
starting or getting back to work;

e work with employers to make sure their business needs are being met, and
that local unemployed people are able to access work
opportunities;

e develop cross-cutting initiatives to meet identified needs.
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Heads of Valleys

The Heads of Valleys City Strategy aims to regenerate the former coal and steel
areas of South West Wales. It targets those who are unemployed or economically
inactive, and aims to help individuals gain new skills and qualifications, helping them
to compete for jobs whilst getting advice and removing their barriers to work.
Specifically, it aims to:

e reduce levels of economic inactivity in some of the most deprived
neighbourhoods;

e build bridges between employers and economically inactive people to
improve access to jobs and address employer recruitment needs;

e engage people in lifelong learning to improve self-efficiency and personal
resilience;

e provide transitional waged work opportunities for people at greatest distance
from the labour market;

e provide in work support based on the principles of retention and
advancement with targeted support lasting 12 months to enable people to
progress to higher paid jobs;

Building on the previous JobMatch project, the Heads of the Valleys City Strategy
Pathfinder project has received £16 million EU Convergence funding to help more
than 10,000 people across the Heads of the Valleys area to find a job. By 2012 the
project aims to help 10,000 people in the Heads of the Valleys area into work.

2.6.4 Apprenticeships

Modern Apprenticeships (MAs) and Foundation Modern Apprenticeships (FMAs)
offer a combination of paid employment, or work-experience, on-the-job training and
the opportunity to develop the knowledge and skills needed for a career. “Skills that
Work for Wales” suggests that a strong apprenticeship system has a number of
benefits for Wales: it improves workforce skills, particularly at intermediate level; it
helps new entrants to the labour market to secure sustainable employment; and it
provides an alternative to full-time education for many young people and adults who
prefer practical rather than classroom-based learning. Apprenticeships also have the
potential to address diversity issues within the workforce.

2.6.5 SkillBuild

Skillbuild is a training programme for unemployed people of all ages although the
majority of the provision is for young people. The programme is aimed at people who
are not ready to enter employment or modern apprenticeship and who would benefit
from a variety of support.

Young People are referred onto the programme primarily by Careers Wales. Adults
are primarily referred by Jobcentre Plus. Following initial assessment to identify their
learning and support needs, an individually tailored programme is developed. On
Skillbuild the programme invariably includes basic and job searching skills. On
Skillbuild Plus, learners work towards some form of vocational qualifications, such as
NVQ Level 1.
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Skillbuild and Skillbuild Plus are based on the needs of each individual, who is paid
an allowance throughout their programme. Skillbuild normally lasts for 13 weeks and
Skillbuild Plus up to a year. During this time learners could spend much of their time
in the workplace, supplemented by learning and other activities based at their
Skillbuild centre. Others will spend all their time at their Skillbuild centre.

Eligibility for the programme has increasingly broadened by the Assembly to
increasingly support the economically inactive and more flexible eligibility of many
DWP benefit claimants (not just specifically the JSA claimant unemployed) and youth
guarantee group age 16-18. Youth Guarantee participants aged 16-18 still need to be
endorsed into the programme by Careers Wales, and DWP claimants (regardless of
type of benefit) still need to be endorsed into the programme by Jobcentre Plus.

2.6.6 Redundancy Action Scheme (ReAct)

ReAct is designed to help individuals gain new skills, overcome obstacles and return
to work in the shortest time possible. Support under the ReAct scheme is available
for individuals who:

e have become unemployed in the last six months as a result of redundancy,
are currently unemployed, and who have not been in continuous
employment for 6 weeks or more since being made redundant; or

e are currently under notice of redundancy; and

e have not undertaken any publicly funded training since being made
redundant, including the work-based learning suite of programs.

Support is available for eligible applicants to increase their skills and remove barriers
to learning, or returning to work. In order to ensure that this training provides the best
possible chance of finding new employment, all applicants will need to have their
training needs assessed by Careers Wales. Careers Wales will also advise on
suitable training courses and training venues. Under this part of the scheme the
following financial support is available:

e 100 per cent of training costs to acquire new skills (up to a maximum of
£2,500);

e help with the cost of special equipment required for training;

e reimbursement of travel costs to training courses;

e overnight accommodation costs, where appropriate;

e a contribution towards the cost of materials required for training;

e reimbursement of childcare costs (subject to limits and conditions).
2.6.7 ProAct

WAG’s £48m ProAct scheme provides funding for employers who are facing
difficulties during the recession. ProAct aims to help businesses prepare for
economic recovery by up-skilling staff on short-time working and retaining skilled
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workers who may otherwise be made redundant. Individuals can receive up to
£2,000 of funding per head for training and a wage subsidy of £2,000 each.

ProAct is in the pilot stage at present and is focusing on businesses associated with
the automotive sector. However, WAG is in discussion with several other sectors to
accelerate its roll out following successful ESF funding bids.

2.6.8 Careers Wales

Careers Wales is the all-Wales service that gives people of all ages free careers
information, advice and guidance. Careers Wales enables people looking for
employment to understand their options, find out about learning opportunities, apply
for jobs and prepare for interviews.

2.7 Other European-Funded Projects and Programmes in Wales

In addition to these programmes funded by the UK Government and the Welsh
Assembly Government, there are a wide range of initiatives at a Wales-wide, regional
or local level which aim to support those outside the labour market to find work. Many
of these are funded by the EU’s Convergence Programme. We here consider only
some of the larger projects and programmes which are in the public arena.

2.7.1 Gateway Project

The new £29.4 million Gateway project, delivered by the Wales Council for Voluntary
Action, will fund organisations of all sizes to deliver projects aimed at reaching the
economically inactive. It is designed to support initiatives that aim to increase the
skills, motivation and confidence of participants, enabling them to progress into
employment. Targeted at helping those people furthest from the labour market, it
aims to ensure that services are co-ordinated, easy to access, and connect to, but do
not duplicate, mainstream services.

2.7.2 North West Wales Intermediate Labour Market Project

The North Wales Labour Market Intermediary (NWLMI) was a European Objective 1
project with funding to support economically inactive people within the four counties
of North West Wales. The project commenced at the beginning of June 2003.

The initial project was a unique partnership of the four local authorities in the area
(Conwy, Denbighshire, Gwynedd and Ynys Mén), the former Welsh Development
Agency, Jobcentre Plus, the former ELWa, Careers Wales, and Working Links. All of
these partners provided some financial support to the project, together with Assembly
Government funding. WCVA chaired the partnership and managed the programme
on its behalf.

The aim of the ILM was to assist economically inactive people into full-timed
sustained employment through developing social enterprises within the four counties
of North-West Wales. WCVA supported, advised, and managed a network of
Intermediate Labour Market Organisations (ILMs) who provided temporary
subsidised employment (funded by the partnership) for up to six months, and
assisted each person to progress into a full-time job. The support available consisted
of work experience, structured job search support and personal development.
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The project has recently received an additional £13.4 million funding. The new North
West Wales Intermediate Labour Market Project, also delivered by the Wales Council
for Voluntary Action is intended to provide the unemployed with ‘“real work
experience’, job search support, interview skills and personal development training
for up to 12 months. The project is designed to build on the success of the previous
ILM programme, which helped nearly 1200 economically inactive people back into
the job market. Operating throughout North West Wales, it is intended to help people
with multiple barriers to work, including those who have a disability or people leaving
care. Targeted at areas of greatest deprivation, the project will focus on reaching
people not using mainstream employment services, or who are at risk of becoming
dependent on benefits.

2.7.3 Genesis

The Genesis project aims to help unemployed or unqualified people — in particular
those with childcare responsibilities - overcome many of the barriers they face when
wanting to learn new skills or return to work. It was successfully piloted by Rhondda
Cynon Taf (RCT) and is now being offered throughout Wales and is partly funded by
the Welsh Assembly Government and European Social Fund.

Genesis Cymru Wales aims to reduce barriers faced by people who wish to learn
new skills or return to work. The project also works alongside people to help them
explore hopes and aspirations and provides guidance and support to help them
achieve their hopes and build a brighter future.

Genesis offers financial assistance and other support to those people who are
unemployed or on a low income, where looking after children prevents them from
developing new skills and improving their employment prospects. It provides:

e Free or subsidised childcare;
¢ Confidence building and fun days out - with free childcare available;

e  Support and information for individuals wishing to enter training, employment
or further education;

e A mobile creche team to provide flexible, local childcare;

e  Childcare to attend community events/training.
2.7.4 Bridges into Work

The £19m Bridges into Work project intends to help 2,878 people into employment
and deliver training and qualifications to over 10,000 more across six Welsh
Counties.

The project, which will receive £10.5 million from the European Social Fund, will
target those who are currently unemployed or on incapacity benefit as well as those
with a work limiting health condition. It will also tackle other barriers to employment
such as transport, childcare and lack of self esteem. Through the project participants
will benefit from the guidance and support of a case worker, who will accompany
them on the journey into the job market. The case worker will assist them with access
to courses to gain new skills such as basic skills training and NVQs.
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Led by Torfaen Council but delivered in partnership with local authorities in Bridgend,
Rhondda Cynon Taff, Merthyr Tydfil, Caerphilly and Blaenau Gwent, the project will
target those who are furthest away from the labour market. Individuals will be made
aware of the service through a range of measures including Jobcentres and leaflet
drops. Information will also be available in outlets such as Doctors’ surgeries, leisure
centres, libraries and community centres to ensure participation from the hardest to
reach individuals.

Bridges into Work will also collaborate with other projects including the European
funded City Strategy Pathfinder in the Heads of the Valleys area, helping participants
access work-based training opportunities and assisting them into employment.

2.7.5 All Wales Ethnic Minority Association

As the Lead Sponsor, AWEMA has successfully secured a grant of £3.9 million from
the ESF up to December 2011 to deliver a project in the Convergence Programme
Area.

The Project will work towards "Increasing Black and Minority Ethnic [BME]
Employment and Tackling BME Economic Inactivity".

2.8 Conclusions

Evidence of active labour market policy is demonstrated through a number of UK-
wide and Wales-specific strategies including the Leitch Review and “Skills that Work
for Wales”. The need for greater integration of skills and employment has been
clearly identified, although the extent that this has fed into current programmes
remains uncertain.

What is clear from literature and the varied design of programmes is that
worklessnesss is interrelated with a wide range of needs - such as disabilities, skills
deficiencies and drug dependencies - which also need to be addressed to support
individuals back to work. What is also clear is that there are a large number of
initiatives and programmes in place, some of which seem to overlap.

Effective employer engagement by providers is critical to achieving back to work
outcomes. Although many employers engage for CSR reasons, there is evidence
(further supported by research later in this report) that SMEs find recruitment
expensive and initiatives which minimise employer costs are more likely to be
successful.  Ultimately, to be successful employment programmes must meet
employer needs (especially tailoring candidates to their employment opportunities).

There is some evidence of employer scepticism and concerns about employing
certain groups such as those on incapacity benefit.

In general, large public sector organisations such as the Welsh Assembly
Government, National Health Service and local authorities have generic equalities
policies applying to recruitment but do not have specific strategies to offer
opportunities for unemployed/inactive people.

There is a range of providers with multiple contracts involved in seeking to place
unemployed/inactive individuals with employers. However, the current focus is on
tailoring programmes to individuals or types of jobseeker rather than on employers
(although there is some evidence that this may be changing).
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3.0 Employer Views

Our analysis in this Section draws on our interviews with employers held during April
2009 and considers in turn the reasons and motivations for our sample employers’
engagement with current initiatives (Section 3.1), the nature of their involvement
(Section 3.2), their experience of the training and support offered by providers
(Section 3.3) the long-term results of their involvement (Section 3.4) and their views
on future arrangements (Section 3.5) In reporting their views, it is important to
stress that we are reporting their perceptions which in some cases may be incorrect.
But if they are truly held then they may nevertheless influence behaviour and
attitudes. Therefore, we present their views in full to ensure we can understand
these perceptions.

3.1 Engagement with current initiatives

Employers generally were not well aware of government initiatives for
unemployed/economically active people. One or two had a good understanding and
were able to name and describe programmes, but mostly employers were aware of
Jobcentre Plus (and primarily their role to advertise vacancies to unemployed people)
and some providers often contracted to JCP or to DWP. In most cases providers or
JCP had proactively approached employers rather than vice versa.

3.1.1 Awareness

In the main, employers had limited knowledge about government programmes.
Some stated that they were too busy to engage with providers, others saying they did
not really care as long as the system can provide them with capable recruits: “/ don't
have time to actively go seeking new partners’”.

In line with this, employers had rarely declined to engage with any specific provider
or programme which they had become aware of: in other words, providers chose
employers rather than vice-versa.

Furthermore, the employers we spoke to felt that other employers generally did not
have a clear picture of what initiatives were operating and what they could engage
with.

The programmes mentioned where there was an awareness included Work Trials,
Workstep and New Deal. However, it was quite clear that employers were often
interacting with individuals involved in a wider range of different programmes
(including Skillbuild Plus, for example — though Skillbuild was not mentioned by any
interviewee).

Some employers were not aware that companies such as Working Links, Manpower
or A4E held contracts with DWP. Instead they perceived them as commercial
companies and distinct from government initiatives. Part of the reason for this would
appear to be the market presentation of the offer from providers which deliberately
plays down the connection with government; some employers wanted a different
offer or experience to that they perceived as provided by the Jobcentre.

3.1.2 Expectations

The level of expectation held by different employers was closely related to their main
form of engagement with government initiatives. Some employers were just looking
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for help to recruit large numbers of low skilled people and their aspiration was
therefore limited to finding providers who could refer appropriate clients. Others by
contrast were looking for more specific skills with more assistance in the sifting
process and ongoing support. Others still felt they were providing a service to the
government, society or the unemployed individuals themselves and expected some
control and influence about how processes were managed relating to placements in
their organisation. This range of expectations led to different levels of satisfaction
depending upon the resulting processes and interactions.

The attached table sets out the extent to which employers used government
programmes to recruit or to provide placements. The majority 11 out of 15 engaged
with government programmes mainly to recruit, with four mainly providing
placements.

Table 3.1 : Employers involved in recruitment/placement

Employers Placement | Recruitment
A vV
B vV
C v vV
D vV v
E v vV
F v
G v vV
H v
| vV v

J vV
K v vV
L vV v
M vV
N vV
0 vV v

Note: single tick means used, a double tick indicates that this is the main type
Source: Old Bell 3/York Consulting research, 2009

Some of those mainly engaging to recruit also provided placements (across various
programmes including but not exclusively Work Trials) using them as a means to
identify future recruits.

For some of the employers, using employment programmes was a key recruitment
tool. A few employers (and almost all the smaller ones) were quite clear that they
would not consider recruiting in any other way than through the Jobcentre or through
other agencies or providers that approached them. This was based on the perceived
high cost and low returns of paid for advertising or commercial recruitment agencies.
In this respect employers believed advertising at the Jobcentre would involve filtering
of applications. Thus they may be disappointed when they get large numbers of
applications with no filtering.

3.1.3 Prior experiences

Some employers had long established relationships with organisations such as JCP
or individuals within these organisations, which they valued and were proud of. In
the case of one employer which was itself a recruitment/temping agency implanted in
a large manufacturing plant, staff within two of the private sector providers had
previously worked alongside the employers’ staff, suggesting the way in which the
latter “tap into” the expertise and approach of private sector recruitment agencies,
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including strong client relationships. By contrast, some employers had more recently
developed relationships.

3.1.4 Motivations

The main motivations for employers to engage with government initiatives were
related to corporate social responsibility, to sourcing available labour and to
economic efficiency in terms of reduced recruitment and training costs. For many
employers their motivation was a mixture of these reasons, generally represented as
mainly about CSR (though often not employing this jargon-laden terminology) with
any economic benefits being seen as secondary issues.

For the most part, the explicit motivation was not the access to cheap labour (even in
the case of Work Trials where there was no wage cost to the employer), with
employers pointing out that any benefit in labour costs were more than balanced by
the management costs of supervision, support and training.

In terms of corporate social responsibility employers articulated their reasons as:
“giving young people a chance”
“we are keen to balance unrepresented groups”
‘it can be hard for young people who cannot get experience’.

In some cases this was supported by explicit company policy in larger organisations.
In others it was the view of a store manager or of a small owner-manager. For
example, one employer was a retailer who opened a new store and agreed to
operate an interview guarantee scheme for all applicants who came through a
particular provider. In another case an employer guaranteed an interview if an
unemployed person completed a two week training course relevant to the job. This
was seen as demonstrating the individuals’ interest and enthusiasm for the particular
type of work.

For others the reason for engaging was very clearly more functional:
“to add a source of new recruits to other channels already available”

“the main benefit is to enhance our ability to recruit potential employees....
traditional methods of advertising vacancies have not worked”

One employer used to find it hard to recoup training costs of employees who left
within a year (even though it was stated in their contract of employment that they
must repay it). Therefore, engaging with a programme where training costs were
paid for removed this risk for the company.

3.2 Current involvement

3.2.1 Employee recruitment and placement

Different practices by employers lead to differing approaches to recruitment and
placement through government programmes. For example, large employers with
naturally higher turnover used government initiatives more regularly and mainly as a
source of recruitment. One employer in particular was hiring large numbers of
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employees on very short-term contracts, and faced a constant struggle to identify
new sources of suitable employees.

Other employers were ‘providing a placement or an opportunity”, without the clear
intention of providing longer-term employment: if a job vacancy arose then someone
on a placement might be encouraged to apply but there was no guarantee of this.

In other cases, a placement or Work Trial was used as a way of checking an
individual before committing to offering a full time post.

Perhaps unsurprisingly, most of the jobs or placements offered were unskilled or low
skilled.

3.2.2 Profile of applicants

There were some strong views on the profile of applicants, particularly where no
sifting was seen to have taken place, for example:

“we often receive placements who are not well suited to the childcare sector”

“some applicants are really just going through the motions to satisfy their job
seekers benefit requirements”

“They are only here to tick the box so that they can keep claiming benefit’

“a lot of people don't have the right attitude and don’t present themselves well
for interview”

“some people have never worked or have little work experience, are weak
communicators and lack social skills”

Some employers had noted a change in numbers and quality of applicants,
especially among younger people as a result of the economic crisis, “there are many
more driven people in the market place now, we were almost dealing with the
unemployable six months ago”.

3.2.3 Profile of recruits

The individuals recruited by the 15 employers were generally low skilled, mostly
white, with low education backgrounds. There were a mixture of genders, age
groups, some lone parents and generally people who were considered to be a
distance from the labour market.

Examples of characteristics

e white, aged from 21-54. They are people with a very basic level of education.

e mostly white and young people with no previous work experience except
perhaps through school and had not done particularly well at school. Some of
them had experience of labouring jobs.

e learning difficulties, physical or mental impairments (specific examples of
most common work barriers included hearing or speech impediments and
stress related [e.g. skin related or other] conditions).

e mostly young kids

e generally lone parents
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a considerable range of different individuals, both in terms of age and
background, but the common factor appeared to be little history of
employment, low or no skills or qualifications and a lack of confidence.

often older, longer term unemployed

female, under 25, did not do so well at school, disillusioned by education
some are parents — mostly single parents

varied — some people have been on long term sick. One was a mum who had
been at home for 17 years with the kids. Many are single mums.

people who can’t hold jobs down or have some personal problems. Some are
young mums who have left school early and now at a stage who want to
return to work. Some come from the manufacturing sector but want to do
something different

single parents who want to work part time around their childcare
commitments

people who have never worked or have very little work experience, are weak
communicators and lack social skills

there are a lot of labourers who have been recently laid off, some are school
leavers and some are university students looking for summer jobs.

female, white and in 30-40 age group. Previously unemployed (though not
long term)

young people — aged 16 — 20 for the most part and mostly female (though
there one or two boys also). Most had never worked before.

These individuals had varying needs from those who required no support to those
with disabilities and other complex needs. The range of characteristics was diverse,
although the most common related to disability. In some cases employers were not
aware of individuals needs because they had not been informed (see further
discussion below).

Examples of needs

people with various issues in the background which they are working through,
some have moved to the area to get away from problems

learning difficulties

one employee is completely deaf and has no speech at all

one employee has a form of cerebral palsy and has a hunchback

one employee had a stroke and doesn’t have use of her left arm

one individual had some particular literacy problems

one individual was blind

mental health difficulties; ex offenders

one of the girls we had last year was a manic depressive

some people have very specific health needs — including one with a severe
hearing impairment, another is of short stature (dwarfism)/wheelchair user
and a third has a lupus condition

cerebral palsy

hearing impairments

one deaf girl, a girl with a severe speech impediment, several individuals with
learning difficulties and an epileptic

several had criminal records

Some employers were prepared and supported (for example by Remploy) to make
adaptations to accommodate needs of people who were deaf, blind and experienced
dwarfism.
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Sometimes individuals’ conditions were judged to pose insurmountable problems as
in the following example from an employer in the childcare sector:

The employer took on one individual as a placement who was suffering from cerebral
palsy. The employer was unsure what the individual could do and how much support
they would need. However, they were happy to offer a placement opportunity, but
“she came with her support worker but soon | realised that we would not be in a
position to take her on after the placement because the level of support she required
overstepped the line where it was viable”. The severity of her disability meant that
any emergency within the childcare environment could not be handled by colleagues
alone i.e. they would need another adult in the room as well as the individual in
question.

A number of employers felt particularly uncertain about individuals who might be
taking drugs because of the impact on customers or product quality. Some insisted
all employees take a drug test prior to starting their employment or placement.

3.2.4 Screening/matching

A major issue signalled by employers was the insufficient level of screening and
jobmatching they experienced from some employment programmes.

The first point to make is one of misunderstanding: employers appeared to believe
that when a general advert is placed at the Jobcentre some screening takes place.
This is not the case and employers were therefore sometimes surprised by the
response:

“we had an influx of enquiries direct to the office, which we had wanted to
avoid, I'd specified that | wanted all applications to go via the application form
to the jobcentre, but loads were coming here direct, on the phone and even
turning up on the off chance”

Some providers appeared to be effective at screening and matching candidates to
opportunities. Activities which contributed to this effectiveness included:
e meeting the employer
e having a tour of the employer premises to understand the work environment
and the nature of the job
e employers attending provider staff meetings to brief them on their
requirements.

One large employer had secured the co-operation of two separate providers in
completing the employer’'s own initial screening process which thus reduced the
burden on the recruitment staff, and commented that this was often done more
thoroughly than they themselves did. Another employer praised Remploy for the
quality of their sifting and selection:

“If I'm looking to get two people, Remploy will bring me a shortlist of 10,
already pre-sifted. To be honest, | could take most of them — they're that
good. It means I'm not dealing with any people who are not suitable”.

In other cases — particularly for smaller employers - providers had told the employers

that they were undertaking a screening or matching process but employers felt it had
been ineffective or even non-existent:
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“the provider does not listen to what we want — one person thought she was
coming for a cleaning job but we are a call centre”

“all the providers we work with are very poor at identifying suitable
candidates”

“they sometimes send the most ridiculous people — including someone who
had no interest in retail, she really wanted to work in childcare — so it was
pointless”

“there was no screening, they just sent me anybody on their books”.

In such circumstances, employers felt that providers had not understood their needs.
The consequence of providers sending unsuitable people was that employers felt
their time had been wasted. Interviewing people who were unmotivated was a
particularly negative experience for employers.

In a number of cases, employers commented that providers had got better at
understanding what was required as time had gone by, perhaps arguing for greater
continuity in provider contracts: “To begin with it was a bit hit and miss but over time
it has got a lot better”.

In one case, however, there was a perception of a clear contrast between candidates
“from the Jobcentre” compared with those from providers:

“There’s a large difference between Jobcentre candidates and Remploy ones.
Don’t get me wrong we have had some good people from the Jobcentre, but
there’s a difference in their attitude and motivation’.

When we probed further the differences that were highlighted include:
e being smartly dressed (i.e. not wearing Guns’n’Roses t-shirts)
¢ looking confident
e having an outstanding attitude
e the way questions were answered

3.2.5 Provider Engagement

A number of points were raised linked to points above about the way the providers
engaged with the employer.

Firstly, the main form of contact is instigated by the provider. Very few employers
said they made the first move. Linked to the point about employers being unaware of
initiatives, this suggests that there was imperfect information and that employers may
end up participating in less appropriate programmes than might theoretically be
available: we certainly found instances where, for example, employers would have
been interested in receiving staff on Work Trials but they had not been offered.

On the other hand, it needs to be accepted that employers were generally not
interested in sifting through information to source the most appropriate programme,
that providers probably find it hard to get through to the right person or even to be
listened to when they attempt to make contact, and that providers dealing with one
type of programme or jobseekers perhaps cannot realistically be expected to refer
employers to ones which they are not involved in delivering.
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One employer felt that government funded agencies did not approach them
proactively compared with private sector recruitment companies, although this was
not a generally held view.

Secondly, the quality of account management was variable and in some cases non-
existent. Where it worked well employers mentioned regular telephone contact,
having mobile phone details, arranging regular update visits. This contrasted with
cases where employers say “I don’t know who my local contact is”.

One employer grumbled about mixed communication and poor co-ordination:

“I had a call about one potential trainee and then ten minutes later a call from

someone else in the same company about a completely different candidate”®.

3.3 Training and support

This section focuses on the training and support delivered by both the provider
and/or by the employer. We consider in turn preparatory work, ongoing support,
follow-up and overall satisfaction.

3.3.1 Preparation

Around half of employers felt that sufficient preparation took place prior to the
employee starting work with them. In the remaining cases it was perceived to be
inadequate or non-existent.

For example the difference that interventions by Working Links and A4E made in the
view of one employer was in developing clients’ confidence and in providing “moral
support” to them through regular contact:

“most of the individuals would not have had the confidence fo access even
entry-level jobs... - to do it on their own they’d have no chance. The way | see
it the providers are a confidence building operation”.

An example cited was the Working Links “Preparation for Work” course which
included support in how to complete an application form and preparation for
interviews. In some cases, individuals were given financial support to purchase
appropriate clothing for the interview.

In another example, the New Deal and Work Trial initiatives included training
provision for individuals to obtain the necessary qualifications prior to them being
interviewed. This involved, in one example, obtaining a CCSC card which all cleaning
staff are required to obtain in order to work on an industrial site. This meant that the
company did not have to pay the fees for new employees to get the necessary
qualifications to work on site. Given the high turnover of staff in this sector this was a
key aspect of the initiative and reduced the risk for the business in taking on people
who had been out of work for a long time.

" In the provider workshop, providers drew attention to the fact that contracts often required
them to demonstrate that they had put in place specific employer engagement mechanisms to
fulfil the contract which could lead to duplication between employer engagement teams even
within one local office of one provider.
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Conversely, it was striking that providers appeared to provide less in the way of
specific briefing to employers about individual clients than might have been expected.
A quote from one employer who felt that providers rarely gave any briefings to them
about specific needs or conditions, echoed the view of others:

“they almost seemed embarrassed to talk about it — they occasionally said
something about special needs but without any attempt to spell out what this
meant”.

Four examples in the box below, about different individuals, highlight the problems
caused by a lack of effective communication from the provider to the employer. In
most cases employers said that they would still have taken such people on but would
have been better prepared if the provider had disclosed the issue.

Example 1

The employer had not been briefed about the disability of a deaf girl, but this
“materially impaired her ability to work on the shop floor - | could deal with it but a
customer wouldn’t know she was deaf if she was talking at her from behind — we
couldn’t put a sign around her”. This meant that she had to spend most of her time
working ‘out the back’ in the storeroom which meant she became demotivated.

Example 2

An employer only discovered that one of the current placements had epilepsy
because she had not come to work for a couple of days and had subsequently told
them this was because she had had an epileptic fit on the way home from work. The
employer felt that it was quite wrong for the provider not to have let them know about
this because they would need to be prepared if she had a fit at work.

Example 3

One employer had become aware that several of the young people had criminal
records, and in one or two cases this had come out only when they had had pilfered
from the shop.

Example 4

An employer was not informed that an individual had a history of taking drugs. When
the employee was caught taking drugs in the premises they were subject to instant
dismissal.

Example 1 above probably says something about the level of support that an
employer might require from a specialist advisor to suggest ways in which obstacles
such as deafness can be overcome.

A concern for some trainees was reported to be the anxiety and effect of uncertainty
caused by the lack of any briefing. In some cases the job was not what they
expected: according to one employer,

“they just get told to wear black, turn up at 9.15 and ask for me. They think
they are just going to stand around and don't realise what retail involves.
They also sometimes do not know how long their placement will last’.

In some cases like this, it is possible that the individual might have forgotten
something they have been told but it could be critical to helping them understand and
sustain their employment. Therefore, such communication must take place and be
effective.
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In other cases some support and preparation was probably given but the employer
was not made aware of it; leaving the employer with a feeling that they were not
important.

Some employers were not concerned by the lack of any preparation as their objective
was to recruit low skilled people and so they understood that it was their
responsibility to undertake induction training: one at least went so far as to argue that
it was better for line managers and staff not to be aware of specific difficulties as it
could lead to discrimination. In other cases, particularly where complex needs were
evident, employers felt providers could have done more to prepare the clients and
brief them as employers about what to expect.

3.3.2 Ongoing support

Ongoing support was variable, with around a half of employers observing that
ongoing support or training was given by the provider or themselves. Unsurprisingly,
the involvement of the provider was generally greater in the case of individuals on
placements or Work Trials than those placed in jobs.

One employer felt that the support made available by one provider to young people
was inadequate:

“the trainees were often very unclear on what they were required to do in the
way of work towards their NVQs and often the providers ignored them until
quite close to the end of their placement and then suddenly there seems to be
in a mad rush to get the NVQ completed.”

In the worst cases, employers knew of providers completing portfolios for the trainee,
and just getting them to sign to say it was their work: “She told me ‘I never did
anything’ it was x [the assessor] who wrote it all’”.

The same employer was also very critical of the lack of engagement of the providers
with herself:

“I had one tutor come in and she totally blanked me, blanked me and took the
trainee off the shopfloor and left me on my own for a good hour... without
even letting me know or asking me whether it was OK, there’s no interaction”.

She felt that the trainees would get a much better deal if the providers involved the
employer more in what they were assessing. Another felt that the provider could
have come out more often during the 13 week probationary period to speak to the
provider about the individual's progress, performance and time keeping.

In some cases a more positive experience was recounted. For example, Remploy
came out to assist individuals with their “settling in” in one large organisation. The
provider also briefed the employer about practical tasks such as how to handle fire
alarms and using badges to inform customers that the member of staff was deaf.
Another employer contrasted two providers; the one that visited individuals regularly
for assessment and observation was more effective, “you can see their students
progressing much quicker”. In another case an employee got into problems with his
rent after coming off benefits; Working Links was able to help the employee
financially until he was paid by the employer.

In terms of support provided by employers themselves, an action implemented by
one employer to help each individual was the allocation of a mentor who was not
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their line manager. Thus they had someone to consult and speak with about
anything concerning them; particularly minor things that they might not wish to raise
with their line manager.

3.3.3 Follow-up

In general the level of follow-up to the government programmes that employers were
engaged with was low from the employers’ points of view. This does not mean that
providers did not follow-up with individuals outside of the workplace.

One good example to emerge was where employees were asked to complete a
consent form to enable the company to provide updates to Working Links on how the
person was doing in the role. It is possible this was more common but employers did
not mention it.

3.3.4 Satisfaction

Providers were perceived by employers to vary in their quality and effectiveness.
Some generally received positive comments, but none escaped criticism from at least
one of the 15 employers. Some of this criticism may be related to expectations (of
employers compared with what providers are funded to do) and misunderstanding,
but this does not change the perception.

One employer said that the support offered via the New Deal/Work Trial and Scope
had

“met the needs of individuals and had ranged from appropriate training and
qualifications right through to preparing them for interview and appropriate
dress code for work’.

Two employers highlighted concerns on the lack of follow-up by JCP. One employer
felt it was surprising that there was so little follow up or monitoring by JCP of what
happened to individual jobseekers, to such an extent that she felt they could have no
real idea of the successful outcomes which were achieved.

“I said to them why don’t you give us a ring —say every 3 months to find out
how they are going on...they don’t seem to get any feedback, so really they
don't know if the system works or not.”

In another case the employer wished that JCP would ask her which individuals
applied for her jobs in order to identify those who are genuinely looking for work;
“they never ask for feedback”. She believed that if they monitored this then they
could check that people were applying for work they were capable of doing; “lots of
applicants are not serious”.

We suspect these two cases relate to employers who have used the Jobcentre to
advertise the vacancies and do not understand that JCP are probably not resourced
to follow up every single client. But it does not change their perception that the
government agency for supporting jobseekers does not seem interested in feedback.

In terms of satisfaction with the individuals that employers had employed there was a
strong feeling that once the right recruits/placement individuals were selected then
they performed well — thus underlining the importance of effective screening. In
some cases employers felt candidates who had faced multiple challenges were
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better than “regular” recruits. Work trials and other forms of temporary placement
were felt to be very effective and a “cost free way to try out potential recruits’.

One employer who was very satisfied was disappointed to find out that New Deal and
Work Trial had been withdrawn by the Jobcentre with the reason given that there was
no funding available for it (presumably in anticipation of the introduction of Flexible
New Deal).

However, despite the many positive experiences there were some negative
observations. One employer concluded that “even the financial incentives of the New
Deal” had been insufficient to overcome the negative experience of some early cases
that “dropped out quickly and wasted time”. Another employer felt that individuals
from government programmes needed more guidance on what was acceptable in
terms of sickness levels when employed: “their sickness levels are higher than
average”.

3.4  Long term results

We turn now to the longer term impact of employers being involved in government
initiatives and consider the issues of retention, benefits and problems.

3.4.1 Retention

From the employers’ perspective, the initiatives did not result in high turnover. While
some had experienced difficulties the majority said that turnover was in line with what
they would have expected for their sector or type of work.

In one case of some individuals employed through Remploy, the employer felt that
the level of turnover was actually lower than for other staff.

Where turnover was evident, employers felt it was mostly to do with the attitude of
individuals. In some cases, however, after placements there were simply no jobs
available so individuals had to be let go.

3.4.2 Benefits/advantages

A key benefit of working with Jobcentre Plus was perceived to be that placing an
advert was free, therefore any advertising costs were saved.

A few employers focussed on the development of the individuals. One felt that the
confidence boosting effect was highly valuable, “they come in at first and they are
very timid, but within a week they are being cheeky”. The preparatory work of
providers was praised where it was being undertaken.

Good will and positive publicity in the local community was mentioned by some
employers. In the words of one manager:

“I want us to be known as a place where people can come for some
grounding...a lot of places just won't, they aren’t interested. Personally and
from a company point of view, | want everyone to be given a chance. While
this may sound corny it also generates good will’”.
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Others expressed similar sentiments. One added that they often saw their former
trainees develop as they popped back in after they had left to tell them what they
were doing.

Another employer cited the development of skills of existing staff. Through working
with recruits who had complex needs, they learnt to adapt, accommodate and
embrace difference.

In terms of specific initiatives, most employers were not aware of what individuals
had participated in. However, one employer who had used Work Trials felt that it
was ‘an excellent way of trying staff out before committing to an employed
relationship”.

3.4.3 Problems/disadvantages

A major problem highlighted by employers was the general confusion about types of
programmes and the perceived duplication of many providers and Jobcentre Plus
(although in some cases this might be the result of misunderstanding).

Employers generally felt that individuals recruited through Jobcentre Plus were of a
lower quality or were less motivated that those from other providers who were seen
to undertake some type of screening.

One employer who was able to comment on the New Deal programme was
disappointed about making a number of adjustments for a blind individual only for her
to decide not to take up the opportunity. From the employer’s perspective this was a
waste of time.

A few employers mentioned the demand placed upon management resources to
cover induction, supervision and review. However, some saw this as a quid pro quo
for the productivity of the individual, especially if their labour was free to them.

In two cases, the employers felt that the main problems were about a lack of a
suitable attitude and the behaviour of individuals, in particular relating to timekeeping,
informing the employer of sickness (rather than just the provider) and talking back.

A specialist area where one employer felt there was a lack of a pan Wales provider
was in working with BME groups. Otherwise employers seemed content about the
areas covered by providers, although as stated earlier there is critique of contact with
employers and selection/preparation activity. A small number of employers
commented on the low level of support during the programmes and on the lack of
follow-up.

3.5  Future arrangements

In this section we consider employers’ likely involvement in future government
initiatives, what improvements could be made and awareness of policy
developments.

3.5.1 Likely involvement in the future

All employers said they were likely to continue in some form or other of their
engagement with government initiatives. Some might be less likely to use certain
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providers or Jobcentre Plus for advertising jobs given the change in the labour
market, but all saw enough benefits to their business to continue.

3.5.2 What improvements could be made?

A range of improvements were suggested by employers covering a wide array of
issues from funding flexibility to additional support by providers. No one particular
issue stood out or was repeated often, though a few clear themes emerge (see
Section 4 below).

The full list of potential improvements which employers had identified included:

e better support to the individual prior to starting with the employer

e doing more to advertise local job vacancies using shops and libraries, not just
the Jobcentre and the internet

e providing more financial incentives to unemployed individuals to take up and
sustain employment

e Jobcentre Plus doing more confidence building work with individuals in
advance of going to an employer

e Dbetter screening of individuals prior to providing details to employers
e Dbetter clarity of what is available to employers

e more focus on retention with support for managing finances once people
come off benefits

e more flexible funding approaches, especially where geographical boundaries
affect eligibility

e considering a “bat phone’ number” so that employers can make one phone
call to someone who can sort out problems of funding, eligibility and make the
system work for individuals and employers

e an insurance policy for employers to protect them against individuals being off
sick and costing their business money

e introducing a formal independent assessment of sickness for employees who
take long term sick leave

e providing funding for potential employees to purchase uniform for their place
of work.

3.5.3 Awareness of policy changes

A few employers were aware of the broad theme of impending changes to policy.
However, the general response was that employers did not feel they had the “big
picture”, while many just said they were not aware of developments.

Two employers felt that encouraging people who might have been on incapacity
benefit back to work would increase the supply of labour, although they cited as a
drawback the commitment and desire of such people who would require greater
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support. One employer felt that the current climate with higher unemployment would
make it less likely employers would select such people.

Another employer was pleased with the changes in rules allowing jobseekers to sign
back on quickly and at the same level of benefits if a job did not work out through no
fault of their own. They felt this encouraged people to try out jobs that they might not
otherwise consider.
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4.0 Towards an improved model

In this Section, drawing on the evidence in Section 3, we first of all seek to sum up
the current nature of employer engagement with employment programmes (Section
4.1) and their view of providers (Section 4.2) before considering the elements of the
current system which need to be strengthened in moving towards an improved model
(Section 4.3) and possible performance indicators (Section 4.4).

4.1 Employer Perspective

There is a lack of clarity among employers about what government programmes and
initiatives jobseekers are on, and the range of programmes and initiatives available.
Employers also dislike the fact that they can be contacted by a wide range of
organisations all of which appear to them to be doing the same thing - that is trying to
find jobs for workless individuals.

Providers tend to be more proactive in engaging with employers than vice versa. For
employers, having a key contact within the provider is seen as very important:
however, from the employers’ perspective it is quite often the case that providers do
not appear to have an “account manager” system in place vis-a-vis employers.

A range of employer views of unemployed individuals exist, from the sympathetic and
understanding to those who feel unemployed people are de-motivated and are not
serious about seeking work.

The research has identified that employers adopt different practices in terms of their
use of government employer initiatives. Three broad ‘typologies’ of employer have
emerged from these findings:

1) those that use initiatives to recruit often large numbers of low-skilled
individuals, but with limited additional on-going support. These employers
tend not to offer placement opportunities.

2) those that offer placements and use initiatives to recruit for permanent
jobs, with strong support to the individual.

3) those that provide placement opportunities to individuals, often for
corporate social responsibility reasons, with generally strong support to the
individual. For these businesses recruitment is seen as a side benefit rather
than the raison d’étre.

Expectations of government programmes were related to the typology of an
employer. For example, a type 1 employer might have limited expectations of prior
training or ongoing support but might still expect a reasonable level of screening and
matching to ensure recruits are suitable — above all in terms of their willingness to
work. Type 2 employers would expect a particular focus on screening and matching
and type 3 employers would place greater emphasis on support for starting and
throughout the employment or placement and perhaps above all, would expect to be
taken seriously by providers and treated with respect (in other words, not having their
time wasted by being sent manifestly unsuitable candidates).

Providers were perceived by employers to vary in their quality and effectiveness.
Concerns were in relation to screening/matching potential individuals to opportunities
and preparation prior to the start of work. There was plenty of good practice
identified be employers, but equally room for improvement.
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There is also some confusion amongst employers as to the role of Jobcentre Plus,
the expectation of placing an advert in the Jobcentre and the fact that providers are
often contracted to Jobcentre Plus or DWP.

Employers are generally not aware of impending policy and programme changes.

An array of different complex needs are accommodated by employers, the most
common being types of disability, although there are some specific concerns about
people with drug histories.

Employers are sometimes unaware of the specific needs of individuals, prior to the
interview process (or to the placement, where there is not necessarily an interview
process). They would like more information, although providers may feel there are
circumstances where such information should be withheld.

Most employers find that recruits with complex needs are capable of fulfilling their job
roles and that retention rates are reasonable.

4.2 Providers

The majority (two-thirds) of employers are generally satisfied with the support
received from providers.

The screening process is perceived by employers as being crucial, yet employers
had mixed experiences in relation to the effectiveness of this process. The research
has identified three typologies of provider:

1) those that provide referrals with limited, or no screening. They may, or
may not, provide on-going support.

2) those that provide referrals with extensive screening. They may, or may
not, provider ongoing support.

3) those that develop strong relationships with employers to support
recruitment/placement and provide specialist support to address complex
needs.

Some providers may be in different categories in different parts of Wales and based
on different funded programmes.

Employers appreciate the role played by providers in preparing jobseekers for
interview and developing confidence, although this appears absent in some cases.
However, there is little engagement by providers in delivering on-going
support/training once jobseekers are in employment. Almost no follow-up takes
place as far as employers are aware.

4.3  Characteristics of an effective system

Based on the views of employers, it is possible to identify a range of potential
improvements relating to:

e provider-employer relationship;
e Dbetter screening/preparation;
e broadening the range of recruits;
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¢ increased support/incentives for individuals;
e more support for employers to minimise risk.

Each of these is discussed in detail below.

4.3.1  Provider-Employer Relationship

Employers appreciate a business-like approach from providers, respecting the value
of their time and maintaining effective communication. Use of account management
approaches was welcomed: employers hate lack of coordination within providers.
Ensuring a more joined-up approach from the perspective of the employer in a
system where programmes are defined by the characteristics of the jobseeker may
well require that those issuing contracts (DWP or the Welsh Assembly Government)
are more flexible in their requirements with regard to employment placement
mechanisms in each contract. It is clearly a nonsense if, as we were told in the
provider workshop, contract requirements mean that one provider in one local
authority area has to maintain three separate employer liaison teams to ensure
compliance with contract requirements. There was also evidence that longer-
established relationships between providers and employers paid off in terms of
ensuring that providers were aware of employers’ needs and requirements: again this
argues for stability in the system and for government agencies avoiding short term
contracts with providers.

The proactivity of providers is clearly critical to the system operating well. Given this,
there is a need for greater clarity of what is available to employers. Although it may
not be possible to provide a complete list of all possible services there needs to be
greater consistency of offer to ensure they have a real choice if more than one option
exists. For example, Work Trials are regarded as particularly effective as they
require a level of commitment from jobseekers, but employers are not necessarily
made aware of this possibility depending on whether or not the provider/programme
in question includes this element. There is a need to enhance collaboration between
providers to ensure that employers get access to a service that best suits their needs
rather than one which is on offer from the provider who has stepped through the
door. While it is recognised that this may be difficult to achieve in a system where
providers are rewarded by their own performance, this is critical to improving the
responsiveness of the service from an employer’s perspective. It will be important to
establish whether existing arrangements which bring providers together such as the
Local Employment Partnerships can be strengthened or whether new arrangements
need to be put in place. At its most radical this might involve one provider having
responsibility for all employer liaison with a given employer across a whole range of
programmes and initiatives and liaising with the other providers to ensure the best
“fit” with the employer’s requirements.

4.3.2 Better Screening/Preparation

Increased support to individuals prior to starting with an employer will help to prepare
them for employment. This might cover simple things such as employer expectations
(arrive on time, wear appropriate clothes) or more complex issues relating to the
particular sector or location of the employer (e.g. awareness of what is expected in a
retail environment).

In particular Jobcentre Plus could do more in terms of motivation and confidence
building work with potential recruits. A major complaint by employers is that some
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candidates appear unmotivated and disinterested when they attend interviews, which
makes employers feel they are wasting their time.

Linked to the previous point, employers would like providers to screen individuals
better prior to sending for interview. There is confusion about whether Jobcentre
Plus can do this and some providers are perceived to undertake better screening
than others.

Employers concerns generally focus not on specific skills or training but on attitudes
— whether the individuals referred to them really want to work. While providers are
understandably under pressure to meet targets, it is essential that a system which is
more responsive to employers’ needs is rigorous in terms of not referring individuals
who they believe are doing no more than “going through the motions” in order to
comply with the conditions of their benefits.

Employers also have a strong preference for being informed about important issues
relating to individuals so that they can make necessary adjustments, for example, if
candidates have major physical disabilities or have histories of alcohol/drug abuse
and it is clear that in some instances this is by no means routine. While there may be
issues here about Data Protection, the workshops with providers underscored a view
that this may sometimes function as a convenient excuse for not disclosing
information to employers rather than an insuperable hurdle.

4.3.3 Broadening the Range of Recruits

As we have seen, employers put forward a number of suggestions for maximising the
opportunities for jobseekers to be aware of employment opportunities and to make
programmes work for individuals and employers:

e JCP could advertise local job vacancies more widely, for example, in shops
and libraries.

e Funding should be as flexible as possible to avoid situations where
geographical boundaries affect eligibility. This makes the system look silly
when an appropriate individual is ineligible and so the employer and the
individual miss out.

While the first of these, at least to some extent, may be already being addressed, it is
a timely reminder that simply using the internet is not viewed by employers (let alone
jobseekers) as guaranteeing maximum exposure of job opportunities. More
generally, these concerns point further to the need highlighted above, to ensure
better liaison between providers to ensure employers have access to the widest
range of potential recruits.

4.3.4 Increased Support/Incentives for Individuals

It was interesting that employers requested additional financial support for individual
jobseekers not for themselves. In particular employers felt that additional incentives
to take up and sustain employment would be effective. Employers echoed the views
commonly heard amongst the general public — though based in some cases on
specific examples - that despite government efforts to ensure that no jobseeker is
worse off by taking a job, in practice, once direct or indirect costs of taking up a job
are included (for example, transport) employment still does not pay in all cases.
Thus, one suggestion was that support for employees to purchase uniform (which is
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expected of all recruits) would help minimise the financial impact on vulnerable
people who are just venturing into the labour market, and help sustain their
employment in the longer term.

More generally, from the employers’ perspective, a more effective system would
provide additional incentives and rewards to encourage newly placed individuals to
continue in work (such as the Working Tax Credit under the New Deal for 50 Plus) as
well as a greater focus on retention with support for managing finances once people
come off benefits.  This links to the desire for additional support after
placement/employment to minimise the risk of people dropping out.

4.3.5 More Support for Employers to Minimise Risk

A number of ideas which might help minimise the risk of the system failing employers
in the future include:

e A “bat phone” number which employers can ring to help sort out eligibility
issues when obstacles seem to be excluding employers or employees from
working together.

e An insurance policy for employers to minimise the impact of sickness
absence abuse, especially for people returning from incapacity benefit.
Otherwise employers feel they are less likely to support these groups.

e An independent assessment of sickness for employees who take long term
sick leave. Similar to the point above this would give employers greater
confidence that sickness is legitimate.

4.3.6 Greater Integration of Employment and Skills

Finally, while employers did not themselves generally highlight as a problem the lack
of ongoing support (either from providers or from the employers themselves) to
develop newly placed employers and to progress them within their new employment,
the lack of any structured integration between employment programmes and
workforce development programmes did emerge quite clearly through our fieldwork.

Overall, the system needs to ensure that individuals are “job ready”, not just
“interview ready”. This suggests a lack of coordination between the employment
element and the skills element of the integrated employment and skills system.

It is clear that employers engaging in the system to recruit large numbers of low
skilled individuals are not focused on skills development for individuals. However,

there are some examples of greater investment in support but also gaps where
additional support or awareness of the support available could make a difference.

4.4 Performance Indicators

Finally, we turn to performance indicators which could be used to monitor the
effectiveness of the skills and employment system in Wales.

Clearly, a huge range of performance indicators are already in operation and it is
important to work with the grain of these rather than across them.
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At the highest level. the UK Government’'s 2007 Comprehensive Spending Review
announced 30 new Public Service Agreements (PSAs). Although these do not
apply to the Welsh Assembly Government, they do apply to employment policy,
which is not devolved. The PSA framework, reviewed in the 2009 budget, has an
overarching objective: “Help people and businesses come through the downturn
sooner and stronger, supporting long-term economic growth and prosperity.” PSAs
cover economic performance and productivity, skills, employment, housing, business
success, transport, science and innovation.

The most relevant of the PSA Delivery Agreements to this study is PSA Delivery
Agreement 8: Maximise employment opportunity for all. Relevant indicators under
this PSA are:

e Indicator PSA 8-1: An increase in the overall employment rate taking account
of the economic cycle;

e Indicator PSA 8-12: A narrowing of the gap between the employment rates of
the following disadvantaged groups and the overall rate: disabled people,
lone parents, ethnic minorities, people aged 50 and over, the 15 per cent
lowest qualified, those living in the most deprived local authority wards;

e |ndicator PSA 8-13: A reduction in the number of people on working age out-
of-work benefits;

e Indicator PSA 8-14: An increase in the proportion of people who leave benefit
who stay off for a sustained period.

In addition, PSA 2 which aims to “improve the skills of the population, on the way to
ensuring a world-class skills base by 2020” contains a range of indicators but these
almost exclusively relate to qualifications levels within the whole population, an
approach about which both the Welsh Assembly Government and the Wales
Employment and Skills Board have expressed some reservations.

Indicators linked to strategic objectives for the Department for Work and
Pensions draw heavily on the PSA targets outlined earlier. The following indicators
are outlined in the Department for Work and Pensions Three Year Business Plan
2009-2012 are relevant to this study:

Maximise employment opportunity for all

e The overall employment rate taking account of the economic cycle;

e Gap between the employment rates of the following disadvantaged groups
and overall rate: disabled people, lone parents, ethnic minorities, people aged
500r over, the 15 per cent lowest qualified, those living in the most deprived
wards;

e Number of people on working age out-of-work benefits;

e The proportion of people who leave benefit who stay off for a sustained
period;

Promote equality of opportunity for disabled people

e Gap between the overall employment rate and the employment rate of
disabled people;

e Disabled people’s perception of the choice and control they have over their
lives;

e Access to goods and services for disabled people;

Make DWP an exemplar of effective service delivery

e Ease of access: the level of customer satisfaction with the ease of access to

DWP services;
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e Treatment: the level of customer satisfaction with feeling respected and
valued;

e Timely response: the level of customer satisfaction with the timeliness and
responsiveness of service;

e Right outcome: the level of customer satisfaction with the outcome;

o [Effective contact: the proportion of customer contact that is necessary to
enable customer needs to be met;

e Employer satisfaction: the level of employers’ satisfaction with the services
we provide them.

In our view, the most relevant indicator for measuring the effectiveness of the
employment side of the system in Wales is “the proportion of people who leave
benefit who stay off for a sustained period”.

The question of what an appropriate “sustained period” might be is worth exploring
further.

Many employment programmes have traditionally used 13 weeks as a measurement
period. However, a period of three months can hardly be described as sustained.
Some of the more recent programmes described in section 2 have started using
periods of 26 weeks and in some cases as long as 52 weeks. The Treasury PSA
targets use the period of 26 weeks.

In our view, adopting a 52 week perspective would be desirable. Moreover, in order
to expose whether or not employment placement is linked not just to sustaining
employment but to progression within it, we believe there is merit in considering
further the practicality of also monitoring whether individual beneficiaries have
received real terms wage increases by this point'’. While we understand that there
may well be emerging ways of using national datasets to track such progression, we
also believe that qualitative longitudinal research following beneficiary outcomes at
13, 26, 39 and 52 weeks is of considerable value.

Other indicators which are worthy of further consideration include:

e Number of people on working age out-of-work benefits;

e Employer satisfaction: the level of employers’ satisfaction with the services
provided (though this will require specific monitoring to be in place on a
consistent basis across programmes);

e The gap between the employment rates of the following disadvantaged
groups and overall rate: disabled people, lone parents, ethnic minorities,
people aged 500r over, the 15 per cent lowest qualified, those living in the
most deprived wards.

'” As recommended in the Wales Employment and Skills Board Annual Report “A Wales that
Works” p. 29
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5.0 Conclusions

The range of government initiatives aimed at supporting unemployed and
economically inactive people is highly diverse, with a number of programmes
targeting specific geographies.

These conclusions draw on the research findings to address the objectives identified
at the outset.

Views of Welsh Employers on current government skills and employment
programmes

There is a lack of clarity among employers about what government programmes and
initiatives jobseekers are on, and the range of programmes and initiatives available.

Providers tend to be more proactive in engaging with employers than vice versa. For
employers, having a key contact within the provider is seen as very important:
however, from the employers’ perspective it is quite often the case that providers do
not appear to have an “account manager” system in place vis-a-vis employers.

A range of employer views of unemployed individuals exist; from the sympathetic and
understanding to those who feel unemployed people are de-motivated and are not
serious about seeking work.

The research has identified that employers adopt different practices in terms of their
use of government employer initiatives. Three broad “typologies” of employer have
emerged from these findings: those that use initiatives to recruit often large
numbers of low-skilled individuals, but with limited additional on-going support; those
that offer placements and use initiatives to recruit for permanent jobs; and,
those that provide placement opportunities to individuals, often for corporate
social responsibility reasons, with generally strong support to the individual.

Providers were perceived by employers to vary in their quality and effectiveness, with
concerns in relation to screening/matching of potential individuals to opportunities
and preparation prior to the start of work. There was plenty of good practice
identified by employers, but equally room for improvement.

There is some confusion amongst employers as to the role of Jobcentre Plus; the
expectation of placing an advert in the Jobcentre and the fact that providers are often
contracted to DWP.

Overall, employers are generally not aware of impending policy and programme
changes.

Views of Welsh employers in relation to the employment of people with
complex needs

This research has identified that a wide array of different complex needs are
accommodated by employers, the most common being types of disability. There are
some specific concerns about people with drugs histories. Employers are generally
complimentary about the role of providers in supporting both employers and
employees.

Employers are sometimes unaware of the specific needs of individuals, prior to the
interview process (or to the placement, where there is not necessarily an interview
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process). They would like more information, although providers may feel there are
circumstances where such information should be withheld.

Most employers find that recruits with complex needs are capable of fulfilling their job
roles and that retention rates are reasonable.

Strengths and weaknesses of the current system

The majority (two-thirds) of employers are generally satisfied with the support
received. All employers intend to continue using government initiatives and
programmes. However, employers may be getting what they are offered rather than
what they ideally would prefer. Overall, employers do not report higher turnover of
recruits from programmes compared to other recruits.

The screening process is perceived by employers as being crucial, yet employers
had mixed experiences in relation to the effectiveness of this process. The research
has identified three types of provider: those that provide referrals with limited, or
no screening; those that provide referrals with extensive screening; and, those
that develop strong relationships with employers to  support
recruitment/placement and provide specialist support to address complex needs.
Some providers may be in different categories in different parts of Wales and based
on different funded programmes.

Employers appreciate the role played by providers in preparing jobseekers for
interview and developing confidence, although this appears absent in some cases.
However, there is little engagement by providers in delivering on-going
support/training once jobseekers are in employment. Almost no follow-up takes
place as far as employers are aware.

Advice on an employment and skills system going forward

Simplification is a key principle for employers. They want straightforward, streamlined
support that is easy to understand and access (though they are not necessarily
concerned to understand the exact nature of the programme individual jobseekers
are on).

Areas where improvements could be made include:

e greater awareness of initiatives among employers through improved
communication of information. Local Employment Partnerships may be a
route to improved coordination at the local level;

e trials of different types are very effective provided they are managed well —
they are seen to require a level of commitment from jobseekers which
employers regard as valuable;

e improved screening to support selection by the employer and ongoing
support once an individual has been placed. In particular there are concerns
about the lack of basic skills screening in the interests of jobseekers longer
term development, although this is not a concern to all employers;

e proactivity from providers is a necessary part of the system. Both at the

initial engagement stage and linked to any individuals placed with an
employer;
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simplicity, in terms of types of programmes and the range of organisations
approaching employers. This can be confusing but it is clear the competitive
aspect is probably an important driver for providers;

providers adopting a strong “business-like” approach to working with
employers — recognising that employers are busy and respecting their time.
An account manager model is clearly popular with employers;

addressing the level of information given to the employer by the provider
when placing an individual, so that the employer can accommodate and
address particular needs.

Overall, the system needs to ensure that individuals are “job ready”, not just
“interview ready”. This suggests a lack of coordination between the employment
element and the skills element of the integrated employment and skills system.

Advice on the key elements of a model employment and skills system

The key elements of a model system drawing on the perspectives of employers in
Wales are as follows:

provider-employer relationship — drawing on account manager models and
improving the co-ordination of the offer to employers from different providers
(including building sufficient flexibility into provider contracts to allow this and
ensuring longer-term contracts in order to underpin long-term relationships);

better screening/preparation — through improved briefing to employers prior
to placing or recruiting individuals and through screening out individuals who
do not have the right attitude to work;

broadening the range of recruits — by ensuring maximum awareness of
opportunities to jobseekers with flexible funding models and by improving the
co-ordination between providers;

increased support/incentives for individuals — considering additional ways
to “make work pay” for individuals who sustain their employment;

more support for employers to minimise risk — developing strategies to
support employers to participate in programmes recognising the risks they
choose to take.

Advice on identifying key performance indicators for employment and skills
programmes

From a review of performance indicators the most relevant ones to support
monitoring of the Wales employment system are as follows:

The proportion of people who leave benefit who stay off for a sustained period
of 52 weeks (including if possible tracking the proportion who have achieved
a real terms wage increase as a proxy for progression);

Number of people on working age out-of-work benefits;

Employer satisfaction: with the services provided;

The gap between the employment rates of disdvantaged groups and overall
rate: disabled people, lone parents, ethnic minorities, people aged 50 or over,
the 15 per cent lowest qualified, those living in the most deprived wards.
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APPENDIX A: NEW DEAL INITIATIVES
New Deal for Young People

New Deal for Young People is designed to help young people find and keep a job or
to start work for themselves. It is intended to help them improve the skills they have
and to learn new skills. Whilst on New Deal for young people they get the help and
support from a personal adviser. Individuals that have been claiming Jobseeker’s
Allowance for six months or more and are aged 18-24 must take part in New Deal for
young people to carry on getting their benefits.

The first stage of New Deal for young people is called ‘gateway’ and lasts for up to 16
weeks. The individual meets with the personal adviser every week in order to work
out the steps required to get a job and to produce an action plan, work out what jobs
they can apply for, fill in application forms and write a CV, get advice on careers and
receive other support as required. Some costs, such as bus and train fares, can also
be paid for.

Those individuals that don’t find a job in the first stage will join the second stage of
New Deal for young people. This is called ‘options’ and lasts for 13 weeks. The
individuals and their personal adviser will decide what training and work experience
can be undertaken to help them find work. Those that have still not found a job will
enter the final stage of New Deal for young people called ‘follow-through’. This
provides extra help and support to help individuals look for work and can last for up
to 26 weeks.

New Deal 25 plus

New Deal 25 plus is designed to help people find and keep a job or to start work for
themselves. It is intended to help them improve the skills they have and to learn new
skills. Whilst on New Deal 25 plus they get the help and support from a personal
adviser. Individuals that are aged 25 or over but under State Pension age, and have
been claiming Jobseeker’s Allowance for 18 months or more (or 18 months out of the
last 21), must join New Deal 25 plus to carry on getting some of their benefits.

The first stage of New Deal 25 plus is called ‘gateway’ and lasts for up to 16 weeks.
The individual meets with the personal adviser in order to work out the steps required
to get a job and to produce an action plan, work out what jobs they can apply for, fill
in application forms and write a CV, get advice on careers and receive other support
as required. Some costs, such as bus and train fares, can also be paid for.

Those individuals that don’t get a job in the first stage of New Deal 25 plus move into
the second stage called the ‘intensive activity period’ which lasts a minimum of 13
weeks. The personal adviser works with the individual to increase their chances of
finding employment. Near the end of the intensive activity period the individual will
meet with the personal adviser to decide what extra help is required to help them find
a job. This could be more full-time help or a further intensive activity period.
Individuals in the intensive activity period could also get a New Deal Allowance. The
New Deal Allowance does not affect other benefits that were being received prior to
starting the intensive activity period.

Those individuals that do not get a job following the intensive activity period will need
to make a new claim for Jobseeker’'s Allowance and join the final ‘follow-through’
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stage of New Deal 25 plus which could last between 6 and 13 weeks. Again, the
focus of the support is on helping the individual find a job.

New Deal 50 Plus

New Deal 50 plus gives help and advice to people aged 50 and over who want to
work. Individuals must have been on at least one of the following benefits for the last
6 months or longer to qualify: Income Support; Jobseeker's Allowance; Incapacity
Benefit; Severe Disablement Allowance, or Pension Credit. They may also be able to
join if they have been getting National Insurance credits, Carer's Allowance or
Bereavement Allowance, or if their partner has been getting other benefits for them
for at least six months. Each individual on New Deal 50 plus gets the support from a
personal adviser.

Individuals may be eligible for Working Tax Credit for 50 plus for one year (although
may be able to get Working Tax Credit for as long as they work).

Individuals on New Deal 50 plus also get a training grant when they start work in
order to update their skills or learn new ones. They can get up to £1,200 for training
to do with their job, or up to £300 for general training or courses. The grant can be
applied for in the first two years of starting a job. Those that start up their own
business are also eligible.

New Deal for Lone Parents

New Deal for Lone Parents is a voluntary programme specifically designed to help
lone parents into work. People can join if they are bringing up children as a lone
parent, if their youngest child is less than 16 years old and they are not working, or
working less than 16 hours per week. A personal adviser provides support in finding
employment and also offers practical advice and help about finding childcare and
training.

New Deal for Disabled People

New Deal for disabled people gives people the help and support they need to get
back to work. To be eligible, individuals must be getting a benefit to do with their
health, or must want to find a job. To join New Deal for disabled people, individuals
must choose a job broker that suits their needs. Job brokers are a mix of private,
voluntary and public organisations that work with Jobcentre Plus and will work with
the individual to help them develop their skills and find employment.

New Deal for Partners

New Deal for Partners is a voluntary programme available to partners of people
claiming any of the following benefits: Jobseekers Allowance; Income Support;
Incapacity Benefit; Carer’s Allowance; Severe Disablement Benefit; Pension Credit.
People may also join New Deal for Partners if there partner gets a Pension Credit
and they are working less than 16 hours a week, or if they or their partner gets
Working Tax Credit and are working less than 16 hours a week.

New Deal for Musicians

New Deal for musicians is part of the compulsory New Deal programme for people
who are claiming Jobseekers Allowance. It is intended to help musicians and
composers get into a career in music, whether self-employed or working under a
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contract. To be eligible for New Deal for musicians, individuals must be taking part in
New Deal for 25 plus or New Deal for young people, and be at the end of the
‘gateway’ stage. Individuals must be serious about a career in music, and must have
some experience as an instrumentalist, singer, song writer or composer, or DJ.

The support from the personal adviser may include advice from an experienced
music industry provider and help with using music industry open-learning workbooks.
Individuals on New Deal for musicians will get the same amount of money as their
normal Jobseeker’s Allowance. They will also get an extra weekly top-up payment,
and any other benefits they usually get.
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The Commission

ORS was commissioned by the Wales Employment and Skills Board (WESB)
Achieving the Integration of Employment and Skills Programmes Task and Finish
Group to facilitate two workshops on 19 May 2009 in mid Wales. The purpose of the
workshops was to:

. Present the main findings contained in the draft report on research
undertaken by Old Bell 3 Ltd and York Consulting LLP, Wales Employment and
Skills Board: Barriers to Success and Best Practice from an Employer
Perspective

. Identify participants’ own views on how skills and employment programmes
are currently working and can be improved.

One workshop was held for providers in the morning, followed by another for heads
of educational establishments and training providers in the afternoon. Thirteen of
those invited attended in the morning and five in the afternoon. Members of the
commissioning team were also present to answer any particular questions that were
raised, but also to listen to the discussions. Gareth Williams of Old Bell 3 Ltd
presented the research findings and both he and Philip Wilson of York Consulting LLP
were available to respond to questions and to listen to the discussions as part of
their research for inclusion in the final report.

With such small numbers in the afternoon, it was only feasible to work in one group
whereas in the morning it was possible to work in three groups. However, both
workshops followed a similar format:

J Introduction and explanation of roles for the session

o Presentation of research findings by Gareth Williams

. Initial reaction to the research from workshop participants

. Group working — participants were asked to think about the characteristics of

a successful system in relation to skills and employment programmes and,
under the four main headingss of Leadership, Partnerships and Resources,
Strategy and Processes (using the European Foundation for Quality
Management model), consider what could be improved and how. They were
also asked to consider what new challenges the recession brings for sustainable
employment for the economically inactive and what new solutions are needed
for the future.

o One thing that will make a difference — participants were asked to identify the
one thing that they believed would make a difference, i.e. would improve the
system in relation to skills and employment programmes.

Initial reaction to the research from workshop participants

Participants in both the morning and afternoon workshops were unsurprised by the
research findings and felt they reflected their own experience of employers.

Some concern was expressed in the afternoon workshop about some of the
terminology used in the presentation of the research findings. It was suggested that
care should be taken in the report to ensure that particular groups of those who are
economically inactive are not stigmatised.
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Workshop outputs - Providers

Summary

The commissioning team will wish to consider the following main points arising from
the workshop alongside the Old Bell 3 research.

Schools

Learning programmes in schools should be improved to prepare school leavers for
employment, not only in basic language and mathematical skills, but also by setting
up social enterprises in schools. The theory behind this is that it will prevent young
people needing employment programmes. It was also suggested that schools should
be more involved in engaging with employers.

Programmes

There is a need to draw Department for Work and Pensions and Welsh Assembly
Government programmes together, either through a strategic planning forum or an
employment champion for Wales, or both. The employment champion was seen as
someone whose role could encompass promoting awareness of employment issues
and encouraging good practice in employment and provision of opportunities for the
unemployed and economically inactive, similar to the Older People’s Commissioner
for Wales, whose role is to awareness of the interests of older people, end age
discrimination, and encourage good practice. While the post of champion could be a
ministerial one, it was seen as more realistic (bearing in mind employment is not a
devolved responsibility) that this should be a non-political appointment.

Using role models/advocates (employees who have come through programmes
successfully) was also suggested as a way of encouraging participation in
programmes — the example of the Prince’s Trust was given.

Public services as employers

Participants were strongly of the opinion that, as the public services were the largest
employers in Wales, they needed to do more in relation to providing apprenticeships
and placements. It was also suggested that there should be weighted budgets for
senior public servants to take on difficult to place people to meet their corporate
social responsibility.

Data sharing

Many felt that significant improvements could be made if data was shared more
between organisations. From the discussions and plenaries, it was clear that whilst
some good practice was in place, it was more often the case that the Data Protection
Act was used as an excuse not to share data, but that there was real
concern/misunderstanding about what was required by the Act and what was not.

Screening/selection

Whilst it was recognised that Job Centre Plus did not screen applicants, despite
employers not often being aware of this, it was seen as an area for improvement for
other agencies. The screening and selection of suitable applicants to ensure they are
on the right programmes, being placed correctly, is also directly related to the
placement agency making themselves familiar with the employers, i.e. the types of
job available, the skill level required, etc. During the workshop discussions and
plenaries, it emerged that participants felt this had a significant impact on the
longer-term employment prospects for an applicant with an employer.
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Hardest to help

There was a strong feeling, particularly in the morning session, that some sort of job
creation is still needed for those hardest to help. There should be a recognition that
a proportion of the unemployed and economically inactive can not hold down a
mainstream job. Many felt Remploy was an excellent example of socially responsible
self-funding supported employment.

Employment versus skills

Some felt it was unreasonable to continue encouraging the unemployed and
economically inactive to participate in employment programmes, particularly in the
current economic climate. They believed it would be more honest to promote the
development of skills which could be used for employment but would also be
valuable to the voluntary sector, and that it would encourage participation in
programmes.

Worksheets

The following is taken from the worksheets populated by participants in the morning
workshops, i.e. the providers.

Leadership
What could be improved? How could it be improved?
Because of non-devolved and Welsh Assembly Government requires a minister

devolved areas, where does this | for employment or 'champion’. However, others
and therefore the accountability | saw this as being a non-political position.

lie? Employability Champion - clearly defined
leadership on employability in Wales.

Improved ‘alignment’ with Department for Work
and Pensions programmes which better match
Welsh programmes

Public sector buy in Buy in at senior level in the public sector to
provide apprenticeships/placements

Weighted budgets for senior public servants to
take on difficult to place people/ weighted
support for good Corporate Social Responsibility
programmes

Co-ordination of leadership of Learning coach approach

key organisations Schools take responsibility for learning

Joined up thinking for schools programmes and employer engagement

system into other organisations Using informal learning settings

Earlier work with potential young
people not in education,
employment or training clients

Children and Young People’s Partnerships — make
more use of these

Central account management —
more predictive mode/
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Employability awareness

Preparation of young people for
employment

Partnership and Resources

What could be improved?

Local Employment Partnership
Agreements

Change Children and Young People’s Plan to do
this

Link to work experience

14-19 work based learning pathways

How could it be improved?

Leverage these more to make sure large
organisations ensure local Branches also offer
LEP vacancies

Greater co-ordination within organisation for
employer engagement

Service - information sharing/
disclosure — sometimes agencies
fear prejudice by disclosure

Analysis needed —
what can be shared
what needs to be known

risk aversion/lack of understanding about
what can be shared

Inter-agency/cross-agency approach

recognition of differing resourcing
relationships

Transfer of information between
agencies can help to improve
service and efficiency — relatively
few employers will use more
than one programme when they
are satisfied

Gatekeeper needed for account management
Should support employee and employer

But need to get round the ‘free market’ for
providers

Better interface with employers

Funding structures — job
outcomes

Local Employment Partnerships act as interface
account management’ and gatekeeper, but
devolve this function to those who have the
contact and partnership

Improved coordination between
key players

Co-location
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Strategy

What could be improved?

Public sector engagement
With harder to employ
Recruitment policies

Encourage career progression

How could it be improved?

Require strategy of public sector engagement

Fund providers for continued engagement with
client and employer to ensure progression from
entry level jobs

Awareness of recruitment
strategies differ

Raise awareness

Interagency co-operation through
sharing of premises — or close
proximity

More formal way of working
together to co-ordinate delivery

Engage more with voluntary sector in terms of
quality of work experience

Turn school education into social enterprise
opportunities

Learning coaches

Employment and skills pilot in one geographic
area — co-working

Flexible New Deal — Harder to
help will be marginalised

Department for Work and
Pensions - no joint strategy for
Wales

Local strategic planning

Payment not fixed solely on job outcomes

Set up some sort of strategic planning forum
between Welsh Assembly Government and
Department for Work and Pensions

Processes
What could be improved? How could it be improved?
Screening Partnership mode/
Preparation Sharing of information
On-going support Move away from outcome payment
Collaboration
Disclosure
Screening/matching Contracting changes

Unfair comparisons with
recruitment agencies

Tighter definition of confirmation and
monitoring requirements
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Local Employment Partnerships
screening

Providers come to employer
weeks after someone is
employed, to claim they placed
them

Paid on outcomes only, but should be paid on
distance travelled’

Evidence — can Performance Management
Process do this?

Funding recognition of promotion

An all Wales vision for employment and skills
(e.g. European/Assembly Government)

Balance between compliance and
effectiveness

Simplification at customer facing front
Seamless interface systemsy/tracking/assessment

Welsh Assembly Government programmes to
mirror Department for Work and Pensions

financial and reporting requirements

What new challenges does the recession bring for sustainable

employment for the econom
What are the new challenges?

ically inactive?
What are the new solutions needed?

The hardest to help are
becoming even more
marginalised

Intermediate Labour Markets organisations
Quotas for disabled people

Ongoing wage subsidies

Remploy (reinvent the former Factory model)

Highly skilled unemployed

Better guality job seeker in
labour market — hardest to help
forgotten

Older workers frightened to take
requirement — pensions [ssue

Job creation — supported not for profit
employment ‘Remploy”’

Socially responsible self-funding supported
employment

Intermediate Labour Markets organisations
Public subsidy
Developing skills for the Olympics

Greater Job Centre Plus workload
Less screening
Focus on newly unemployed

Funding must be aligned
Flexible New Deal

Reduced disconnect is needed between Cardiff
and London

Devolution has made this worse
Either Want2Work or Pathways can be taken out

Entry level jobs — recruitment is
from the recently unemployed

Wage expectations of newly
unemployed

Impacts on social housing

Support for employers to maintain employment

‘Entrepreneurial’ business support — self-
employment and link to employment
programmes

Welsh Assembly Government/UK Government to
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Increase in crime rate refrain from trying to pick the winning
Wales has a large private/ public companies/sectors
sector Look beyond recession

2013 — European Union funding
will stop

Initial funding for full
employment is already being
sought by more employers

What one thing will make a difference?

These comments were not taken in any order, but participants were asked if they
had similar comments and these have been listed below.

Real joined up collaboration between all agencies - Inefficiencies were
identified in the need to satisfy separate contract arrangements, e.g. one
provider had three separate contracts for employer engagement with, in theory,
three separate employer engagement teams in place.

Alignment of systems and processes - There is a lot on offer and there is a
need to make sure all are aware of what is available.

Joined up provision

Information sharing between organisations to support resource and
partnership and to avoid duplication of product knowledge

Information sharing — clarity over what can be shared and in what situations;
work to reduce ‘invisible barriers’ caused by lack of knowledge and also work to
remove ‘real barriers’ by closer inter-agency working and improved processes

Minister for Employment in Wales
Champion for Employment in Wales
Employment Champion for Wales — to provide a helicopter view

Greater budgetary ‘brownie points’ for Corporate Social Responsibility policies
of Location Authorities

A programme focussed on improving employability (not qualifications) of
young people who cant yet achieve apprenticeship frameworks and thus
provide a bridge to work

True one stop shop/account manager for engaged employers

Revise funding structures to encourage/reward distance travelled, e.g.
providers earn funding when new employee completes 13 weeks in
employment. They should earn funding if/when that employee earns promotion.
Available up to three years. Rewards retention and the 'good up front” work
provider has done.

Action learning sets for key policy makers/service providers
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Involve support agencies such as Criminal Justice, Health etc to address

concerns and assist employee retention

. Stop pretending that everyone can hold down a mainstream job. Bring back
qguotas/Remploy’
. There is going to be a confiict — we don’t promote the business benefits, Start

talking in terms businesses understand

. Entrepreneurial awareness — entrepreneurship is one way of getting people
into work — Liwyddon Lleol in North Wales, for instance, encourages young

people into entrepreneurship.

Workshop outputs — heads of educational establishments and

training providers

The following is taken from the worksheets populated by participants in the
afternoon workshops, i.e. the heads of educational establishments and training

providers.

Leadership
What could be improved?

Credible leadership
Barriers to employer engagement

School leadership — better
understanding of employment
and employers

Partnership and Resources

What could be improved?

Communication of
requirements/needs

Funding based on ‘getting person
on a programme’ not job ready’

Better links —
schools/providers/employers

Strategy
What could be improved?

The strategy is about
employability, but for many this
will not encourage participation

Long term commitment to turn
areas around

Lost opportunities due to lack of
synergy of programmes

How could it be improved?

Role models/advocates — employees who have
come through programmes successfully preach
to the unconverted, e.g. example of Prince’s
Trust — we have the role models but we don’t
always use them

Capture 'best practice’ in areas

How could it be improved?

Educate schools’ - wider understanding of
employer needs

Use of supply chains — groups of employers
Voluntary sector employers
Structured 'work experience’— more formalised

How could it be improved?

The strategy should be about up-skilling rather
than employability

Establish hierarchy of support and programmes

Supported’ work trials with payment — 4/5 weeks
Interventions

Transitional allowance to support into a working
wage and mentoring to cope with paying bills for
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Benefits/wage comparisons

Processes
What could be improved?

Work experience process

Plethora of programmes —
synergies not exploited

things like rent, council tax, transport for the first
time.

How could it be improved?

Ensure the providers know what work experience
the person they are placing actually are
Interested in

Identify the synergies between programmes and
make the most of them

What new challenges does the recession bring for sustainable

employment for the econom
What are the new challenges?

Number of employers to engage
with is reducing

There are no jobs for those
undertaking
programmes/schemes/ policies
aimed at employability

Apprenticeships — employers
being put off

Welsh economy dependent on
public sector

cally inactive?

What are the new solutions needed?

Use of volunteering and third sector to engage,
beginning with schools — life skills — longer term
objectives

Labour intensive community programmes — not
benefits plus ‘top up’— also needs to have
private sector

Give tax breaks and subsidies to private
companies to employ the unemployed

Encourage realignment of companies to come
out of recession stronger — add skill value

What one thing will make a difference?

These comments were not taken in any order, but those who had similar comments
were asked if they had similar comments.

o Provide easy access to approachable/realistic examples of success — mentors

to motivate

. Schemes that are mentor and client driven, modelling success stories that
have financial and social rewards

. Encourage life skills and mentoring programmes that will motivate individuals
and encourage them to value themselves and prepare them for life events —
build social capital — take on a holistic view of the person
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. Ensure that benefits are paid to individuals who commit to something, be that
work experience, voluntary work, etc

. Join up all support available info one guide/document, with open access —
procurers would welcome this
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