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ADAPT and EMPLOYMENT contributing to policy
and practice

The ADAPT and EMPLOYMENT Community
Initiatives were designed to act as catalysts
for innovation in employment policies and
practice. ADAPT has piloted new approa-
ches to helping enterprises, especially
SMEs, and their workers anticipate, and
cope with, new requirements imposed by
industrial and economic change – so it
secures employment. The four strands of
EMPLOYMENT have explored effective
methods for the integration of people who
are marginalised or excluded from the
labour market.* Since 1995, over 10 000
experimental projects have been launched,
jointly financed by the Commission and
the Member States, with contributions
from the European Social Fund (ESF)
equalling 3.4 billion Euro.

Now, the essential tasks are identifying key
outcomes and presenting them in a way
that will allow successful innovation to be
transferred. This cannot be achieved by
individual projects. The process of transfer
requires the active involvement of those
who have a role in informing or guiding the
implementation of employment and labour
market policies. Noticeable progress has
already been made. Member States and the
Commission have jointly established
Thematic Focus Groups which brought

together the Heads of national ESF
Missions and experts to exploit the results
of ADAPT and EMPLOYMENT in relation to
a number of priority themes. 

The outcomes of the two Initiatives are com-
plementary but different audiences use them
in different ways. Structuring the impact of
change on companies and promoting the
opportunities for growth in specific sectors
and local labour markets, the outcomes of
ADAPT appear mostly as practical lessons
and products. These are relevant to small
firms themselves, or to those networks and
bodies that serve and support them and
implement training, employment and SME
policies in an integrated way. Addressing
issues of access to learning and employment
and the opportunity to create businesses, and
focusing on the status and rights of clearly
identified groups, EMPLOYMENT projects
result more frequently in direct implications
for public employment policy.

While the Initiatives were launched some
two years before the adoption of the
European Employment Strategy (EES), their
outcomes have an obvious contribution to
make to its active employment policy objec-
tives. The EES provides policy and practice
benchmarks against which the results of
ADAPT and EMPLOYMENT can be examined

and presented in context, enabling them to
inform the annual revision of the European
Employment Guidelines and the Member
States’ National Action Plans for
Employment (NAPs). To facilitate this
process, the principal lessons identified from
preliminary outcomes of the Initiatives are
grouped under the four pillars of the EES.

The new ESF EQUAL Initiative must also
build systematically on ADAPT and
EMPLOYMENT. EQUAL’s objectives are
explicitly linked to the EES pillars and
guidelines. Their structure can be used to
ensure that national programmes and indi-
vidual projects exploit the progress made by
the current Initiatives. Future project pro-
moters in EQUAL and other EU pro-
grammes will find more detailed and prac-
tical information on a new web site jointly
created and maintained by the Member
States and the Commission. The address of
this site is: http://europa.eu.int/comm/
equal

In addition to thematic lessons linked to
the EES, experience from the management
of ADAPT and EMPLOYMENT highlights
some organisational issues that should be
further considered in planning the opera-
tion of EQUAL. Preliminary conclusions are
set out in the final section of this summary.

This is a summary of those principal lessons that are supported by the experience of a critical mass of national projects and transnational
partnerships. However, it is also possible to identify certain other approaches that may prove to be equally relevant. At the time of writing,
many projects had not completed their work and it is likely that additional important lessons will emerge and existing conclusions will
broaden, as these projects present their final results.

* The four strands of EMPLOYMENT include: NOW to improve the situation of women in the labour market; HORIZON for people with disabilities;

INTEGRA for socially excluded people; and YOUTHSTART for young people.



Principal lessons

1. Employability -
Ensuring access to work
and learning for all
Throughout the 1990s, the decade of mass
unemployment in the European Union,
analyses confirmed that the position of
those hit first, most and longest by the
employment crisis did not change signifi-
cantly. People with disabilities, those with
inadequate skills or experience and socially
marginalised groups (often several times
disadvantaged through the accumulation
of different factors) remained largely
excluded from the labour market. Massive
investment in programmes to foster their
integration had failed to demonstrate a
sustainable improvement in their situation.

A second observation points to a mismatch
between, on one hand, the rapidly growing
need for lifelong learning, as a prerequisite
to remaining competitive on the labour
market, and, on the other hand, the provi-
sion, perception and actual uptake of
opportunities for continuing learning.

All policies aimed at improving the employ-
ability of the work force are faced with two
fundamental and complex issues:

- How to reach and integrate the most
disadvantaged groups;

- How to design and implement a strategy
ensuring access to lifelong learning for all?

These issues are not new on the policy 
agenda, but progress has been very slow. One
of the main reasons for this is that the proces-
ses and services designed to enable disadvan-
taged individuals to acquire the basic skills
required for integration and for engaging in
learning have failed. A major obstacle to be
overcome is the lack of effective cooperation
between the different types of actors that
need to be involved in these processes.

The combined experience of several hun-
dred ADAPT and EMPLOYMENT projects
highlights a number of principles and prac-
tices, which have proved to be effective at
grassroots level. These results appear to be
particularly relevant for informing policy
action related to the Employment
Guidelines 1 – 9.

1.1 How to reach and integrate
the most disadvantaged
groups?

Offering a new or fresh start to unemployed
young people or adults is the overriding
objective in addressing the needs of those
who are most disadvantaged on the labour
market. As regards young people, most
Member States make a link, in their NAPs,
with the related objective of easing the
transition from school to work. All Member
States have launched or are maintaining
specific large-scale measures to achieve
these aims. Project experience has high-
lighted three particular types of action that
can enhance effective implementation of
Member State policies in this field: 

- Encouraging pathway approaches to
integration;

- Strengthening the role of mediators and
other facilitators;

- Specific anti-discrimination measures. 

Pathways to integration
One of the most far-reaching conclusions is
that strategies that focus on a pathway
approach are the most effective in promot-
ing integration. Integration pathways guide
unemployed people to interrelated services,
matching their needs and interests with
labour market requirements. The main
innovative aspect lies in combining, at the
local level, hitherto separate services and
linking them to individualised follow-up.
Pathways can offer flexible responses to the
needs of very different groups of unem-
ployed, ranging from early school leavers to
people with disabilities, immigrant mino-
rities and ex-offenders, and they draw on
the whole pool of resources that can be
mobilised in a local or territorial context.

Pathway strategies imply "negotiation" and
agreement, between all concerned, on a
sequence or structured array of activities.
They recognise that expectations of short-
term success may often be unrealistic, espe-
cially in the many cases where individuals
face a combination of different forms of
disadvantage. Projects have developed new
ways of managing co-operation between
partners as diverse as schools, training

providers, guidance services, employers,
placement agencies, social services, volun-
tary bodies, youth organisations and com-
munity interest groups. They have improved
interaction between the agencies and indi-
viduals involved and this has included new
procedures for the transfer of information
and expertise between such actors.

A range of specific actions has proved
effective in opening up local pathways to
integration such as:

- One-stop shops offering single access points
to information, advice and guidance;

- Individual action plans helping disad-
vantaged people to assess their skills
and needs, develop realistic goals and
motivation, and access the most suit-
able combination of local opportunities;

- The active involvement of informal
groups and associations in reaching dis-
affected young people and disadvan-
taged adults;

- Local or regional employer networks
playing a crucial role in overcoming the
uncertainty and reservations that pre-
vent firms from employing people with
disabilities and those from other disad-
vantaged groups. These networks raise
awareness of local sources of support,
and help to pilot and spread new prac-
tices of vocational integration using
combinations of tailored training, work
experience and on-the-job tutoring.

New active roles: Mediation,
mentoring and tutoring  
In many projects, the positive outcome of
pathway strategies is largely attributed to
the enhanced involvement of new types of
operators in the management of the integ-
ration process. Mediators, "path-planners",
mentors and tutors have played a pivotal
role in providing individual guidance and
follow-up for people who have various
types of disadvantage. 

They have also been successful brokers,
linking individual needs to opportunities,
matching people to jobs and providing con-
tinuing assistance for a period after the
placement, both to the individuals and to
their employers. 
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In developing these new roles, projects have
experimented with several models, involving
professionals and voluntary workers or peer
group counsellors, that take account of the
local resources and the specific needs of the
various groups concerned. Some models
draw on the services of new specialised
agencies; others rely on cooperation with
individuals or informal organisations. 

While all experiences converge to stress the
increasing need for these operators, their
different job profiles, and the skills or qua-
lifications required for their work, remain
issues for further exploration. This also
applies to the question of how to ensure sus-
tainability of their involvement in the integ-
ration process, both in terms of organisation
and of funding. A number of projects have
developed diversified training programmes
for these new roles and many emphasise the
importance of obtaining formal and legal
recognition of these new jobs. 

Another issue for consideration refers to the
coordination or integration of these new
roles with the public employment services.
Projects have piloted different models that
deserve further exploration.

Empowerment, advocacy and
action against discrimination
Many EMPLOYMENT projects have tackled
the lack of information, motivation and
trust that often prevents the hard core of
the most disadvantaged groups from par-
ticipating in employment and integration
programmes. Early involvement of the tar-
get groups in the design and delivery of
programmes appears to be the most effect-
ive way of ensuring that full account is
taken of their needs and aspirations. It
enhances the relevance and attractiveness
of programmes and fosters the motivation
to participate in them. A number of differ-
ent but complementary approaches have
yielded positive results:

- Capitalising on the expertise of NGOs
by drawing on their long-term trust
relationship, with excluded groups and
often on their experience as project
promoters. Projects have shown the
capacity of informal groups, community
groups and NGOs to participate in local
decision-making processes as represen-

tatives of their interest groups and to
"reach out" to those that are not able 
or willing to enter the "deal" offered 
by standard services; 

- Promoting specific action aimed at
empowerment. Projects have accumu-
lated considerable experience of
approaches to empowerment training
that strengthen confidence, motivation,
self-reliance and the negotiating skills
of disadvantaged groups and increase
their ability to access, and make active
use of, all relevant information.

- Engaging local mediators and peer
counsellors from the groups facing dis-
crimination and training them to act as
intermediaries between these groups
and other local actors.

All these approaches have demonstrated
their greatest impact in those cases where
they formed an integral part of a pathway
strategy.

Project results also indicated that the suc-
cess of action targeted directly at disadvan-
taged groups can be enhanced through
parallel activities aimed at raising aware-
ness of discriminatory attitudes, stereotypes
and practices, within the local community
and the business world. Demonstrating the
local economic benefits of business cre-
ation by groups at risk of discrimination,
the systematic involvement of the media,
creating a supportive work environment,
adapting the way in which work is organ-
ised and enlarging opportunities for inter-
cultural training – all these are examples of
project activities that have successfully sup-
ported local anti-discrimination strategies. 

How to reach and integrate the most dis-
advantaged groups?

• The increased impact achieved
through a stronger focus on integrat-
ed and participative territorial
approaches can ensure a new or
fresh start for unemployed people.
Project outcomes include a range of
methodological tools and materials
that can be transferred and drawn
upon to provide practical guidance
and incentives for the involvement of
local actors;

• Encouraging a flexible combination
of different types of measures in a
comprehensive pathway approach to
employability is an effective strategy
to promote integration. Projects have
demonstrated how such combina-
tions can better tackle multiple dis-
advantages and open up  more real-
istic perspectives for individuals.
Project experience also highlights the
additional value which can be gained
if such strategies involve specific
empowerment action for excluded
groups;

• Exploiting the potential of mediators,
mentors and other formal or informal
facilitators has greatly enhanced the
nature and quality of the support
that is available during the integra-
tion process. Project outcomes con-
firm the crucial role that this new
type of operator can play in the man-
agement of cooperation and integra-
tion, and the need to further explore
the conditions for their more system-
atic involvement in the delivery of
active employment strategies.

For details on models of good practice
see new web site.



1.2 How to design and
implement a strategy that
ensures access to lifelong
learning for all? 

Individuals’ long-term employability in the
information and knowledge society is
determined by their active and sustained
engagement in a process of lifelong learn-
ing that extends beyond the scope of job
specific or company specific continuing
training. While public education and train-
ing systems must lay the foundations for a
culture of lifelong learning, most of this
learning will take place outside these sys-
tems. New approaches to a better integra-
tion of learning and work are seen as
important elements in developing provi-
sion for lifelong learning. 

The success of strategies to enhance life-
long learning therefore depends on both
the motivation and initiative of individuals
and on the opportunities, guidance and
encouragement that they receive in the
world of work. 

Ensuring access to relevant lifelong learn-
ing, for all age groups in the work force, is
emphasised in most NAPs. It is recognised
as a key aspect in the move from passive to
active measures, and as a priority topic for
negotiation and agreement between the
social partners.

Potential for enhancing lifelong learning
emerges from developments in three main
areas: 

- The increasing importance of cooperation
and networking in creating proactive
provision and local and regional support
frameworks;

- The rapid evolution of new methods
and tools, including - in particular -
the substantial impact of information
and communication technology (ICT);

- The role of SMEs in stimulating individ-
ual motivation for lifelong learning.

Cooperation, partnerships and
networks for lifelong learning
The growth in demand for lifelong learning
presents traditional providers and distribu-
tors of learning with a series of new chal-

lenges. The consensus that these need to
be met as rapidly as possible, and that
online learning mixed with traditional
approaches must be developed to satisfy
demand at reasonable cost, has resulted in
a wave of experimentation. This has
involved both content and form of delivery.
But, in ADAPT, a distinctive common
thread has emerged between projects oper-
ating in their own national settings but
seeing the key to providing lifelong learn-
ing as the construction of partnerships and
networks involving traditional learning
providers, non-traditional providers, labour
market and social organisations, employ-
ers’ bodies and social partners, and in
some cases individual companies. 

These new partnerships and structures are
confirming a clear series of priorities to be
tackled if lifelong learning is to be success-
fully extended. They include:

- Involving individuals actively in defin-
ing their own learning needs with the
aim of motivating them to resume
learning, and encouraging them to take
responsibility for planning and manag-
ing what they do;

- Bringing companies and others with an
interest in the improved skills levels
which result from wider learning provi-
sion into the process of identifying their
own learning needs as well as opportun-
ities for delivering and supporting
learning outside conventional structures;

- Bringing companies and social partners
together with developers of learning
courses and materials to improve the
quality and appropriateness to distance
and online learning of instructional
design, and of learning support. 

Two largely complementary approaches to
cooperation can be identified:

- Developing new provision, building from
existing pathway systems developed to
help young people and those excluded
from the labour market. Pathway
approaches (see 1.1) have increased the
coherence of education, training and
support services and made the range of
services more understandable both for
those who need them and those who

provide them. A particular value of
pathway approaches for lifelong learn-
ing lies in their capacity to reduce the
threshold for entry, or re-entry, into a
process of learning that can draw on
the full range of local options; 

- Creating regional or local support net-
works for learning, based on the needs
of enterprises. Particularly successful
have been approaches that have
involved all relevant actors in imple-
menting the concept of a "learning
region". These new approaches involve
a jointly planned, agreed process to
identify common needs and opportun-
ities for development, to enhance
exchange and cooperation between
enterprises and providers of training
and to facilitate the access of individ-
uals to recognised sources and possibili-
ties for learning.

New ICT tools to improve the
accessibility and delivery of
lifelong learning
The widest range of innovative outcomes
in relation to lifelong learning emerged
from projects that explored methods and
tools to facilitate individualised learning.
Reflecting the special focus of ADAPT on
issues related to the Information Society,
particular attention centred on the impact
of ICT in generating new opportunities and
radical changes in the organisation of
learning. These new opportunities can
lower the threshold for access to learning.
They can also offer speedy responses to the
rapid evolution of individual and market
needs, which help to compensate for the
inertia of many mainstream education and
training systems. Three main conclusions
emerge from project experience. 

Firstly, in the case of individuals or groups
with particular needs, some obstacles to
learning can be overcome by ICT products
that are tailored to their specific require-
ments. Examples include:

- Tools involving special animation tech-
niques (e.g. cartoons and comics) for
individuals with poor literacy skills;

- Multimedia assistance for people with
disabilities;
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- Programmes that assess, and take
account of, levels of prior informal
learning.

Tools like these, and also the possibility of
using them flexibly without the pressures
that are involved in more traditional forms
of learning, have proved attractive to peo-
ple who are uncoupled from the labour
market and from provision for recurrent
education and training. A major challenge
lies in ensuring the access of such individ-
uals to these tools and to personal support
and tutoring in their use.

Secondly, individuals in employment can
be motivated through a form of work
organisation that integrates learning into
job-specific tasks and provides for access to
learning equipment in the office or factory
during working hours. Special training pro-
grammes that have increased union repre-
sentatives’ awareness of the issues that are
most relevant to the development of learn-
er friendly work environments have accel-
erated the introduction of such changes.

Finally, assistance to individual learners is
also important. Mentoring and task coach-
ing, real or virtual team sessions and sup-
port from tutors specifically trained to
assist people with special needs were
found by projects to be effective methods
of stimulating the initiative of both people
in jobs and those in other project contexts.

Improving SMEs’ capacity to
articulate their demand for skills,
competencies and knowledge
Initiative for lifelong learning increases
where individuals see that their learning
effort responds to clearly perceived devel-
opments in the labour market or to emerg-
ing job prospects. But often these
prospects are not transparent. This is
largely because SMEs find it difficult to
anticipate their options for development
and related skills requirements, and to
ensure the future oriented management of
their human resources. Enhancing the
capacity of SMEs to identify their training
needs in relation to possibilities for growth,
and on that basis, to design a tailored con-
cept for human resource development can
help to make them more articulate about
their future skills needs. Experience from a

number of ADAPT projects suggests that
forward planning in SMEs and an explicit
statement of their hard and soft skills
requirements can significantly increase
individuals’ motivation for learning.

Several approaches have proved effective in
strengthening human resource manage-
ment in SMEs, which in turn can help to pro-
vide a more transparent articulation of
needs and orientations for lifelong learning:

- Sensitising SME managers to the need
to adopt a strategy for active learning
and staff development in their
company. Positive results have been
achieved through peer learning, 
e.g. arrangements that enable SMEs to
learn from each other or that involve
executives from large companies acting
as tutors for SME managers;

- Enabling small enterprises to implement
a strategy for learning. Guidance in the
use of databases and other sources of
information on new developments and
market change has helped to set targets
for such strategies and to define new
job requirements. Positive experience
was also acquired in the splitting and
re-design of tasks in the company – the
results of which can offer a fresh per-
spective for individuals, including peo-
ple with low qualifications;

- New forms of consultancy and assist-
ance from external training providers
that stimulate and support the internal
capacity for change. Suppliers of train-
ing services can play a central role in
helping SMEs to identify and articulate
their demand for skills and knowledge.
Particularly successful were approaches
that included a detailed analysis of indi-
vidual company needs, as an integral
step in the design of training offers.

How to design and implement a strategy
that ensures access to lifelong learning
for all?

• Local partnerships aimed at develop-
ing and implementing pathway
systems for labour market integration
and cooperative approaches towards
a "learning region" have proved
effective in creating support networks
for lifelong learning;

• Guidance and personal tutoring to
familiarise individuals with the new
opportunities provided by ICT based
learning products can induce a
strong stimulus for lifelong learning.
This process should include easy
access to new technology equipment
for individual learning. While, for
employees, a learner friendly work
organisation can offer such access at
the work place, particular attention
must be focused on how to make
equivalent facilities available to other
groups, especially those uncoupled
from the labour market; 

• Clear articulation by SMEs of their
demand for skills, competencies and
knowledge has engendered a stimu-
lating effect on individuals’ motivation
and initiative for learning. Successful
approaches to enhance SMEs’ ability
to state such demands include
assistance in the identification of the
capacities and skills needed for future
growth, and support in the design and
implementation of a strategy for
human resource management
responding to these needs.

For details on models of good practice
see new web site.



2. Entrepreneurship –
Supporting the sources of
new employment
The European Employment Guidelines
stress that the development of new enter-
prises and the growth of SMEs provide the
main breeding ground for new jobs. In their
NAPs, all Member States refer to a range of
measures and programmes to encourage
the start-up of new businesses, as an integ-
ral part of active employment policy. But if
such programmes are to make a real dent in
the levels of long-term unemployment, it is
important to target them in such a way that
they offer new opportunities for those who
are most disadvantaged on the labour mar-
ket. The experience of ADAPT and EMPLOY-
MENT confirms the largely under exploited
potential, for action in two strategic fields: 

- The creation and growth of businesses
by women;

- The development of the role of the
social economy or the "third sector" as a
new and competitive market player. 

2.1 What strategies have
proved effective to encourage
business creation by women
and to support sustainability?

While less than half of the Member States
mention business creation by women in
their NAPs, all have identified this theme as
a priority in their Operational Programmes
for the implementation of the EMPLOY-
MENT Initiative. Project experience has
demonstrated how the process of starting
up a business can be facilitated and how
the resulting enterprises can be sustained
through comprehensive training, coordinat-
ed and continuing support and improved
access to finance.

Comprehensive training
While many women may wish to set up in
business, they can initially be uncertain
about a number of different issues apart
from their business idea, such as their own
potential, or what support their families will
offer, or how they will be received by the
local business community.

The most effective enterprise training pro-
grammes address these issues, at the same
time as helping each woman to develop a
sound business plan. In these programmes,
modules on business know-how have been
combined with opportunities for personal
development. Projects have boosted self-
confidence through training in advanced
communication and information techno-
logies, enabling women to create leading-
edge companies and use e-commerce to
expand markets. Group work has raised
ambitions and enabled participants to
share family problems and solutions while
mentors, or experienced entrepreneurs,
have helped with introductions to the busi-
ness community. Certain projects have also
created networks for women entrepreneurs
where they can practice their contact and
PR skills before joining established business
networks or organisations.

It is generally accepted that women entre-
preneurs tend to be more cautious than
men, but "graduates" of such tailored train-
ing programmes produced proposals that
were much more ambitious than their
original business plans.

Coordinated and continuing
support
In many projects, the existing advisory and
training services were brought together.
This meant that within the same building,
the potential entrepreneurs received their
enterprise training and could also consult
advisors about the legal requirements,
financing and the feasibility of their busi-
ness plans. Other projects went even further
and created what are termed "business
incubators". These also included adminis-
trative facilities such as computers, fax
machines and photocopiers and support
staff who could provide technical assistance
during the important start-up phase. One
other important factor was the provision 
of workspace that could accommodate a
number of new businesses.

Such combined arrangements for business
support have also proved effective in facili-
tating the expansion of existing small busi-
nesses. SMEs have been provided with a
speedy and accessible service that has
helped them to identify new markets and

diversify their activities, which in turn has
secured or generated more jobs.  

Improved access to finance
Women may experience greater difficulty
than men do in securing loans from banks
or other funding bodies. Their business may
not conform to traditional models, or the
size of the loan may be too small to be an
appealing proposition to the bank, or they
may lack sufficient collateral or bank guar-
antees.

Projects have demonstrated the importance
of the banks’ participation in local partner-
ships. Banks provide risk analysis skills that
improve the procedures for funding the cre-
ation of new activities, while at the same
time their increased knowledge of local con-
cerns can help the outcome of the applica-
tions for loans. They also become aware of
the problems faced by promoters of new
firms and gain a better understanding of the
real impact of these firms, however small, on
the territory’s economic development. 

The role of the public institutions is critical
in the creation of these partnerships, as
their "impetus" role enables the various
players to co-operate effectively despite dif-
ferences in work habits, approaches and
values. Access to credit is still the primary
obstacle in the start-up phase and its avail-
ability is the main factor accounting for the
survival of firms. Many of these partner-
ships have experimented with new forms of
credit including local and solidarity savings
schemes, and revolving funds requiring no
guarantee or collateral.
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What strategies have proved effective to
encourage business creation by women
and to support sustainability?

• Comprehensive training programmes,
which take account of the totality of
the needs of potential women entre-
preneurs, have ensured that they are
better equipped to create sustainable
businesses that have an in-built
potential for growth;

• Combining support services in a way
in which they are provided in the
same location and offer continuing
support to enterprises and entrepren-
eurs have enabled business start-up
and business development to be
achieved more quickly and more
effectively. 

• Public authorities have played a very
significant role in associating banks
and other financial institutions with
local partnerships and in stimulating
these partnerships to explore new
forms of funding for both business
start-up and business development.

Comprehensive European experience has
been compiled by a transnational group
of projects and is now widely available
on a multi-lingual CD-ROM on Business
Creation by Women. 

For details and other models of good
practice see new web site.

2.2 How to better exploit the
employment potential of the
third sector?

The third sector, or the social economy, is
becoming an increasingly important factor
in the employment policies of a number of
Member States. Originally, this sector
received relatively large amounts of public
funding to provide "work" that was socially
valuable either in terms of its outcomes or
the fact that it offered a temporary but use-
ful occupation for members of certain dis-
advantaged groups. The outcomes of
EMPLOYMENT and ADAPT highlight three
areas that are crucial to the development of
the social economy:

- The character of financing; 

- Professionalism and the recognition of
new job profiles;

- A territorial approach.

The character of financing
All that was said in 2.1 about sources of
financing for business creation applies
equally to the social economy. However,
another key aspect is the ability of social
enterprises and their public sector support-
ers to evolve from a grant recipient-grant
maker relationship to that of a provider-
client relationship. There is considerable
evidence from both Community Initiatives
of the ability of social enterprises to com-
pete successfully to deliver services that
local or regional authorities are no longer
willing or able to provide directly. As a
result of winning local authority contracts,
projects have created many new jobs and
have ceased to be dependent on subsidies.

However, the goal of economic viability
may mean that these new services have to
be charged at market price and this could
make them inaccessible to people with a
low income. Positive outcomes have
emerged from projects in which the public
authorities target their support directly at
the clients in order to help them to pay for
services through vouchers or new forms of
"cheques service". This solution assists peo-
ple with low incomes, while making social
enterprises more responsible for their finan-
cial viability.

Professionalism and recognition
of new job profiles
Many of the jobs developed in the social
economy are often seen as unskilled work
and this can result in the payment of mini-
mum wages. The role of the public authori-
ties and the social partners has proved to be
vitally important in this respect. They can
establish processes to validate training path-
ways that guarantee vocational skills for the
holders of new jobs, which are suited to the
legitimate expectations of the users of these
services. They can also help to create quality
certification and standards for each service
sector in the form of a quality charter, or gen-
erally recognised standards. This profession-
alises these new jobs and provides them with
a regulatory framework and this, in turn, can
help to promote further stable employment
opportunities in the local social economy. 

A territorial approach 
EMPLOYMENT and ADAPT projects have
demonstrated that local or regional partner-
ships are the best mechanisms for identifying
needs and transforming them into a demand
that can be satisfied by the social enter-
prise(s) in the area. These partnerships are
built on an integrated approach that engages
all of the actors involved in the territory‘s eco-
nomic and social life. By building trust and
understanding, partnerships encourage firms
to offer contracts to social enterprises and
help public agencies identify which social
enterprises are capable of managing services
in a more cost-effective way. Often the most
important role in ensuring continuing success
is played by the local or regional authorities
because they can use their contacts and influ-
ence to bring the key actors together and
they can also provide logistical support.

These local partnerships are also effective
in disseminating results and consolidating
experiences and they provide technical and
management training for these key actors.
This helps to open up the market and offers
practical support to not only to social enter-
prises and individual firms but also to
banks, regulatory bodies and training agen-
cies. Recently created social enterprises, in
particular, benefit from "experienced" net-
works in coping with all the new situations
that they encounter. 
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How to better exploit the employment
potential of the third sector?

• Active labour market policies can be
assisted by public authority contract-
ual procedures that enable social
firms to compete for and deliver ser-
vices, and by the imaginative use of
welfare benefits such as the provision
of vouchers for services supplied by
social firms;

• The involvement of public authorities
and social partners in recognising
and regulating the new jobs profiles
in the third sector and in establishing
quality standards for the new ser-
vices, provides an essential impetus
to both the growth and the profes-
sionalism of the social economy;

• The success of the social economy
can only be ensured if it is anchored
in the process of local and economic
development. Local or regional
authorities have an important role to
play in supporting the creation and
operation of local partnerships
involving the key economic and
social actors.

For details on models of good practice
see new web site.

3. Adaptability – Helping
SMEs adapt to market
change and secure jobs
For SMEs and their employees, and espe-
cially for workers in low-skilled or precarious
occupations, becoming adaptable in the
face of change is a daunting challenge.
Much of the pressure for change is associ-
ated with Information and Communication
Technologies (ICTs) and their impact on
production methods, work organisation and
training methods. ADAPT projects dealing
with these issues have produced significant
results in two principal areas:

- Introducing flexible production and flex-
ible working time to SMEs;

- Strengthening investment in continuing
training in SMEs. 

The policy significance of these aspects is
underlined in the EES. Guideline 16 empha-
sises the importance of modernising work
organisation for protecting and creating
jobs. It stresses the role of social partners in
negotiating the modernisation of work
organisation, but is less specific about the
encouragement and assistance that SMEs
require if they are to keep up with their
larger partners and competitors. Guideline
18 is concerned with renewing levels of skill
in enterprises, and encourages Member
States to review obstacles to investment in
human resources.

Nearly all Member States have reflected in
their NAPs the importance of modernising
work organisation, some concentrating on
the issues of working time, and others on
changed working relationships and produc-
tion methods, including teleworking. All
Member States make positive references to
continuing training in their NAPs.

3.1 How can SMEs secure the
benefits of flexibility?

The strategic issues relating to the intro-
duction of flexible working in both large
firms and SMEs are largely those of aware-
ness-raising, planning, support from other
companies and consultants and the partici-
pation of employees 

ADAPT projects have worked extensively on
the impact of flexible production and flex-
ible working time on SMEs and their
employees. This impact has been seen to be
positive where it has given employees the
opportunity to acquire multiple skills and to
work more autonomously. It has been seen
to be both positive and negative where the
attractions and benefits of independent dis-
tance working have been set off against the
isolation often experienced by home tele-
workers, and the repetitive tasks and low
skills requirements of some call centres. 

ADAPT and NOW projects have shown that
the impact on family life of flexible working
time arrangements like annualised working
time can be positive. Models for the intro-
duction of flexible working time have been
developed, and all experience has strongly
confirmed the need for consultation and
involvement of the social partners through-
out the design and introduction of such
arrangements. 

Raising awareness and preparing
the ground
The first cluster of ADAPT experience is of rel-
evance to policymakers and national, regional
and sectoral bodies with a mission to encour-
age flexibility in SMEs. Behind it is the mes-
sage that the positive change that flexibility
can bring will only result from a supportive
environment and internal participation. 

Public bodies, business groups and social
partners must encourage SMEs to embark
on change, and help them carry it through.
Projects have shown that many SME man-
agers are resistant to the idea of working
more flexibly, not least because they are
unsure of their capacity to cope with its con-
sequences. The most effective means of pro-
viding this encouragement and help have
been regional and local networks and round
tables, where peer pressure and support can
be combined with expert assistance. 

Since flexibility succeeds, especially in SMEs,
only with the support and participation of
every worker in a company, information must
be a priority. There must also be regular dia-
logue, which is most useful when it includes
not just the workers involved but also the
trade unions and employers’ organisations. 

8



9

Managing flexible SMEs
Many of the most effective approaches to
participation and more inclusive manage-
ment have emerged from adaptations of
large company approaches so that they fit
the culture and needs of SMEs. Among
these are self-managing groups, participa-
tive management, team working, improve-
ment groups and quality circles. The best of
these demonstrate the value of taking a
holistic approach to the impact of introduc-
ing flexibility.  

SMEs need to learn to use external consul-
tants as facilitators of change, providers of
specialist skills and experience, but not sur-
rogate managers. They need to take
responsibility themselves for the delivery
and management of flexibility. Projects
have produced models for managing rela-
tionships with external consultants, of
which one of the most interesting is using
certain staff members as ‘key insiders’
charged with importing and spreading the
good ideas and approaches of external con-
sultants. 

SMEs should also be helped to create,
adapt, and make use of, ICT materials to
manage both flexible production and flex-
ible working. ADAPT projects have devel-
oped and customised a wide range of tools
for various uses such as:

- Establishing key requirements for flex-
ible production;

- Analysing performance to assess flexible
production systems;

- Measuring staff costs and impact on
performance and productivity of reduc-
ing working time;

- Benchmarking to enable companies to
share information and emulate each
other’s performance improvements. 

Social implications of flexible
organisation of work
A number of ADAPT projects have shown
how flexibility can result in improved pro-
ductivity and improved working and social
conditions. They and others have also high-
lighted the sometimes complex social
impact of flexible working. Governments,
companies and social partners need to con-

sider the policy implications, especially
those which relate to childcare and health.
Flexibility also brings far-reaching cultural
changes to SMEs, for which workers are
generally unprepared. Participation is seen
by projects as the key to the successful
introduction of flexible production and flex-
ible working. Where the acceptance of
these changes has been secured and under-
pinned by full participation, they have been
seen to decrease absenteeism, improve the
quality of work and lead to better wages.

A significant training investment is required
to make people successful distance or tele-
workers. Part of this is for the skills of work-
ing online. A larger part is for the so-called
‘soft’ skills related to self-management and
independence. Salaried distance workers
need their employers to make sufficient
provision for such training. In the case of
independent workers, public authorities or
development agencies will need to give
assistance. It is important that employees
who opt for distance working and find it
unacceptable for family reasons should
have the opportunity to revert to their
former work pattern. 

The social partners have to assume respon-
sibility for ensuring that flexibility has a
positive  impact on women and on families.
Projects have shown that flexibility can help
make family life easier to manage and more
rewarding, and that it can be a catalyst in
improving worker autonomy and develop-
ing woman-friendly models of working.
Public authorities, as well as companies,
need to recognise that flexible working and
remote working have both been found to
increase the need for family support ser-
vices, especially childcare services, as work-
ers find themselves expected to work less
predictable hours. These considerations are
widely taken into account in collective bar-
gaining which relates to employees of large
firms, but those who work in SMEs do not
necessarily benefit. 

How can SMEs secure the benefits of
flexibility?

• Local, regional and sectoral networks
– learning from the best, and learn-
ing from each other - are among the
most cost-effective means of
enabling SMEs to acquire some of
the wider range of resources and
expertise enjoyed by larger firms
because of their size. They are power-
ful development tools, and pilot pro-
jects have shown their value and
practicality. EU programmes and
national and regional agencies pro-
viding support for SMEs are in a
unique position to pass on the good
ideas and good practice from these
models of dialogue and co-operation;

• Participative management and work-
er participation emerge as the best
guarantors both of the success of
flexibility, and of the working and
social conditions of those involved in
it. Helping SMEs design for them-
selves models which suit their size,
working culture and type of activity
should be a high priority for business
support and development agencies.

For details on models of good practice
see new web site.



3.2 How can SMEs be
encouraged to use continuing
training to grow? 

Companies protect their ability to compete
and grow by investing in continuing train-
ing. For SMEs training has always proved
expensive in terms of both time and cost.
Traditional training has required workers to
be released from their jobs to participate in
off-site courses. Larger companies have pro-
vided their own training facilities, but work-
ers have still been obliged to stop produc-
tive work in order to train. Relatively few
SMEs have succeeded in transforming
themselves into learning organisations. 

ADAPT projects addressing these problems
have largely involved self-supportive groups
of SMEs or wider networks of SMEs, larger
companies, social partners and providers of
training and other services. These have
looked for practical ways of helping SMEs
secure access to training on terms they can
afford. In the main they have used one or
more of three approaches: integrating train-
ing with work itself, using ICTs in new ways
and releasing workers for training at low or
no cost to their companies.  

Creating and supporting learning
SMEs
The first group of ADAPT experiences deals
with how SMEs create conditions in which
they can acquire training more efficiently.

Training providers must tailor training to the
needs of individual SMEs. This is not easy,
and in the past it has been too expensive to
be attractive. Many ADAPT projects have,
however, developed and tested transferable
models for needs analysis, benchmarking
between SMEs and larger companies, strate-
gies for controlling relationships with consul-
tants, and designs for learning paths. These
all help SMEs collaborate with their training
providers more closely and effectively.
Sharing the costs and the results, analyses
and solutions developed for larger firms, or
for groups of firms with similar needs, can do
a great deal to reduce these costs whilst still
enabling small firms to acquire products cus-
tomised to their requirements. 

SMEs should be encouraged both by public
authorities, and by employer bodies and

social partners to form learning networks -
groups of SMEs sharing ideas and resources
and working more closely with their suppliers
of training and business services. Many mod-
els for these networks have been tested and
developed and their experience is available.
When these networks are territorially based,
they are – unlike sectoral networks, which
are usually privately stimulated and support-
ed – generally animated and led in their ini-
tial phases by public organisations. This can
work well, but it can then be difficult to hand
over responsibility to the SMEs at a later
stage. This transfer needs to be built in from
the start, as does the expectation that, once
any initial public contribution has been used,
SMEs will themselves have to pay the full
price of both networking and training.  

A second group of experiences reflects the
impact of ICTs on the provision of continu-
ing training in SMEs. It suggests that two
important considerations are likely to affect
the extent to which SMEs are able to share
real benefits from ICT-based training in the
immediate future.

ADAPT and EMPLOYMENT have been
involved in the design and development of
training materials for SMEs in order to help
public sector and commercial providers to
improve the quality of what they supply. In
particular, they need to acquire new instruc-
tional design techniques, which fully exploit
the potential of ICT platforms to make mate-
rials appropriate and easy to use for SMEs.

Projects seeking to turn SMEs into learning
organisations have shown that ICT-deliv-
ered training cannot stand on its own,
whatever its quality. Trainees need access to
some form of coaching and this is often
best provided by managers and fellow
workers trained to be part-time tutors and
mentors. Providers of business services and
training to SMEs need to adopt the same
approach, creating job profiles for consul-
tant-trainers able to associate training with
other business advice and with practical
problem-solving.

Better training for SME owners
and managers
Only the owners and managers of SMEs can
create a culture of training in their compa-
nies and only if they do this will their work-

ers follow the lead. This is why so many
ADAPT projects have devoted significant
resources to finding out how it is possible to
convince managers to train themselves and
their workers. Two main conclusions emerge
which are of significance for the ways in
which learning support is provided to SMEs.

The first is that SME managers who are
reluctant to acknowledge their own train-
ing needs are likely to be more easily
attracted to groups in which their own
peers are involved and where the manage-
ment of change is the focus, than to more
formal instructional settings. Indeed,
awareness-raising about their own training
needs must first set out to make SME man-
agers perceive themselves as less isolated.
Within the broad ADAPT experience of
designing and running SME networks, there
are specific transferable strategies for
involving SME managers in this way.   

The second is that, based on peer groups and
networks, SME managers can become effect-
ive users of ICT-based training. ICT’s capacity
to deliver light or condensed materials in
short, intermittent modules makes it imme-
diately attractive. Associating it with prob-
lem-solving, and basing it on local bench-
marking exercises and peer group discus-
sions makes it relevant. SME managers who
have successfully used ICT-based learning in
their companies are the best people to con-
vince other SME managers to do the same.

Using Jobrotation to enhance
companies’ capacity to engage
their workers in continuing
training
In part as a result of the work of ADAPT
projects, the Jobrotation approach has
been widely tested well beyond the
"Nordic" Member States, where it has been
used as an active labour market measure.
ADAPT projects have shown how it can be
adapted to other national contexts and cul-
tures. In Portugal it has been adopted as
Government policy. 

Evaluations of ADAPT Jobrotation projects
have concluded that the approach is of pri-
mary value to companies seeking to release
key employees for continuing training. They
have seen the long-term employment of the
unemployed participants as only being a
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secondary, though significant, benefit. This
is despite the fact that a survey of ten
Jobrotation partners in ADAPT has shown
that of 1,000 unemployed people placed in
jobs as substitutes, some 70% remained in
employment after their period of substitu-
tion ended. Many of these found jobs in the
companies in which they had been placed.
The available experience of these extensive
Jobrotation pilot projects has demonstrated
how the approach can be adapted to the
culture and the precise needs of quite dif-
ferent labour markets and companies.

The flexibility of the Jobrotation approach
makes it attractive in terms of the service it
can offer to companies, but SMEs are gen-
erally too small to take advantage of it on
their own. Here the ADAPT approach of
local networking has shown that the oppor-
tunity can be opened up to the smallest
firms, so long as they are prepared to col-
laborate with others.   

One of the most significant barriers to the
expansion of the use of Jobrotation is
financial. Small firms find it impossible to
pay both the salaries and the training costs
of their workers, and the costs of their
unemployed substitutes. Projects working in
transnational partnerships have produced
results showing that financing needs to be
adjusted to fit national laws, schemes and
customs, and that SMEs need a good deal
of support to arrive at an acceptable, and
legal national model.

How can SMEs be encouraged to use
continuing training to grow?

• There needs to be a major shift in
the job profile of the in-company
trainer. The pressure to deliver more
training on-site and to customise it
to individual company needs is
requiring trainers to acquire the skills
of problem-solving consultants, and
consultants to become capable of
delivering training. The training of
trainers needs to be updated to take
account of this changed role; 

• SMEs need far more help than they
currently receive in identifying their
specific training needs. Projects in a
number of Member States have
shown that co-operation from the
same sector can have a decisive
impact on the speed and accuracy
with which training needs are
defined. This should be a real priority
for sectoral bodies, which can either
be involved directly or can provide
help through training organisations
and development agencies; 

• A number of Member States have
already taken action to bring
Jobrotation within their national
active labour market policies. The evi-
dence exists to enable others to fol-
low their example. However the
accent of Member State exploitation
of Jobrotation is placed heavily on its
benefits for the unemployed and
needs to also encompass its potential
value for the spread of continuing
training in SMEs.

For details on models of good practice
see new web site.



4. Equal Opportunities -
Releasing and valuing
women’s potential in the
labour market  
The European Union must increase employ-
ment levels significantly if it is to enjoy sus-
tained economic growth and become a
world player alongside the US and Japan.
Maximising the economic contribution of
women will be a sizeable step towards real-
ising this ambition.  In the last decade,
women have entered the workforce in
unprecedented numbers but they remain
clustered in certain sectors and are mostly
found at the lower end of the job hierarchy.
Despite an extensive legislative framework
concerning equal treatment for women and
men in the labour market, the segregation
of the labour market remains a persistent
problem and the European Union fails to
get maximum benefit from women's
increased participation.

The organisation of work along more flex-
ible lines has resulted in many more part-
time jobs, filled mainly by women. The jobs
are often poorly paid in comparison with
full-time rates and few exist at more senior
levels.  Moreover, the care of children and
other dependants continues to fall predom-
inantly on women. At a time when em-
ployers' demands for skilled personnel are
unmet, the care provision in most Member
States is insufficient. All these factors pre-
vent women making their full contribution
to the labour market.

Projects demonstrate that their new
approaches:

- Can unlock women's potential in tradi-
tionally male domains;

- Help both women and men to success-
fully balance work and family life.

These compelling project outcomes can
contribute to the development of policies
related to European Employment
Guidelines 20 and 21.

4.1 Which strategies ensure
that every sector and
occupation in which women are
underrepresented can benefit
from their potential?

In their NAPs, most Member States mention
actions aimed at creating a gender balance
in those parts of the labour market that
have been traditional male domains.  For
the most part, these actions focus on diver-
sifying women's vocational choice and
widening their access to a range of eco-
nomic sectors.  However, a noticeable devel-
opment can be detected with Member
States progressively aiming to increase the
number of women in senior management.
Three strategies have emerged from pro-
jects as being particularly effective in initi-
ating long-term change:

- Demonstrating the business advantages
of releasing women's potential;

- Changing the workplace culture;

- Exploiting new developments in tradi-
tionally male sectors.

Demonstrating the business
advantages
Equal Opportunities policies have not led to
greatly increased numbers of women enter-
ing male-dominated sectors or occupations.
The experience of projects shows that such
change will only happen when companies
are convinced of the business advantages
that they will gain by using untapped
female resources. Some projects have
increased the participation of women in
certain sectors by cooperating with leading
international corporations and other major
companies and using them as role models.
These projects provided training modules
that equipped women with state-of-the-art
skills in business excellence models,
European and international markets, know-
ledge management and e-commerce.
Through the positive results of these mod-
ules, projects were able to show how
improvements in company performance
could be directly related to a work environ-
ment that valued the contribution of both
women and men. The women's practical
assignments in their employing organisa-
tions have subsequently led to organisa-

tional change, new ways of working and
product development. 

The active involvement of senior managers
was an important element in demonstrat-
ing the advantages of widening women's
access.  Their involvement ensured that
they were aware of the existing and poten-
tial contribution of women. Their participa-
tion was particularly important when
preparing women for senior positions where
skill requirements may be more related to
personal qualities and therefore less easy to
define. 

Changing the workplace culture
Training measures alone have proved
ineffective in generating a sustained
change in women's access to male domains.
The key lies in changing the overriding
attitudes and behaviour in the workplace to
create an environment where women feel
valued, able to attain their full potential
and take an equal place alongside their
male colleagues.

Having raised employers’ awareness of the
type of attitudes and behaviour that inhib-
it women's participation, ADAPT and
EMPLOYMENT projects introduced a range
of practical steps to help them bring about
the necessary changes.  Measures that
proved particularly successful included:

- Practical assistance to organisations to
review and amend their procedures for
recruitment, selection and promotion, in
order to attract and retain more women;

- Actions targeted at men on the shop
floor and in middle management posi-
tions.  Equal Opportunities measures
agreed by senior management have an
important impact on these groups whose
views are often overlooked but whose
support is essential for the successful
implementation of these measures;

- Mentoring programmes to change
stereotypical attitudes.  As a result of
the process, senior male managers act-
ing as mentors became aware of the
skills and potential contribution of
women working at all levels.  Women
mentors can act as role models and
also provide support to their female
colleagues.
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Exploiting new developments in
traditionally male sectors
For companies to benefit from the emerg-
ing growth areas, they require staff with
different or additional skills.  ADAPT and
EMPLOYMENT projects illustrate that new
job profiles arising from the growing import-
ance of advanced information and com-
munication technologies and concerns
about environmental issues, provide new
opportunities for women to accede to tradi-
tionally male sectors. New career opportu-
nities for women were identified in areas
such as the security services, the police
force and the construction, metal and
paper industries where the introduction of
new technologies had removed the require-
ment for strength as an essential criterion
for recruitment. Qualified architects, engi-
neers and craftswomen were given supple-
mentary training to meet the growing
demand for professionals with expertise in
environmental matters. 

Work experience placements play an import-
ant role in unlocking doors to traditional
male areas. They raise companies' aware-
ness of women's competence in technical
aspects of the work. They also demonstrate
that women can fulfil a growing demand for
people with a broader skills base that
includes both hard and soft skills. 

Which strategies ensure that every sector
or occupation in which women are
underrepresented can benefit from their
potential?

• A work environment that enables
women to achieve their full potential
creates tangible benefits for many
organisations and enhances company
performance. Particularly at manager-
ial levels, women can bring a different
perspective that helps organisations
achieve a competitive advantage
through valuing the diversity of their
workforce, customers and markets;

• Measures aimed at changing atti-
tudes and behaviour in the work-
place, which precede or accompany
training activities, can ensure that
women are successfully integrated
into male-dominated sectors and
occupations; 

• Encouraging, and creating more
opportunities for women to gain
expertise in advanced information
and communication technologies or
in environmental protection can pro-
vide access to jobs in growth areas. 

For details on models of good practice
see new web site. 

4.2 How can men and women
be enabled to make a stronger
contribution to the labour
market and still meet their
responsibilities for children and
other dependants?

The majority of Member States recognise the
gaps in care provision and plan to expand
the number of childcare places.  However,
despite the demands of a rapidly ageing
population, few mention care provision for
the elderly and other dependants. Half of the
NAPs mention flexible work arrangements
that help to reconcile work and family
responsibilities. Mostly, these refer to more
flexible arrangements for parental leave.  In
the experience of ADAPT and EMPLOYMENT
projects, such arrangements can further con-
fine women to the role of primary care-
providers, and so, other solutions are
required. Projects identified three key strate-
gies that successfully enabled women and
men to reconcile work and family life:

- Establishing new, more flexible patterns
of work organisation;

- Setting up flexible care services that
allow women to participate fully in the
labour market;

- Ensuring a quality care provision that
incorporates training, qualifications,
commensurate salaries and career paths
for carers.

New patterns of work
organisation
Measures that allow men to share responsi-
bility with women for the care of children
and other dependants enable women to
participate in the labour market. Flexible
working patterns significantly ease the
pressure on men and women with care
responsibilities.  For the employer, the ben-
efits are a greater retention of skilled staff,
reduced absenteeism and heightened work
performance.  ADAPT and EMPLOYMENT
found that large companies can be effec-
tive role models for smaller companies,
describing the changes they have intro-
duced, often at little cost. Such changes are
slow to be introduced in industrial sectors
that still work predominantly in shift pat-
terns but the experience of projects working



with the media and the construction sectors
shows that such flexibility is possible.

EMPLOYMENT projects confirmed that even
highly qualified and experienced women
became unsure of their skills and are hesi-
tant about returning to work, after just a
year's absence.  Collaboration between pro-
fessional bodies and employers can ensure
that women retain and update their spe-
cialist skills and that these skills are not lost
to the labour market. Building into leave
schemes elements of training, including the
updating of computer skills, and regular
contact with the workplace facilitates a
speedy and effective return. 

Teleworking can help men and women with
care responsibilities but it can also serve to
isolate them. Projects found that by creat-
ing teleworking centres, they could provide
the essential professional and social con-
tact and enable teleworkers to jointly offer
a more attractive package of services.
Telecentres that also provided childcare and
after-school facilities made it even easier to
reconcile work and family life.

Flexible care services
In most Member States, the existing care
provision and school hours do not usually
cover the full working day. This forces many
women either to work part-time or not at all.
Many EMPLOYMENT projects focused on
the development of a range of provision,
which helped women to increase their par-
ticipation in the labour market and men to
share the responsibility for care.  In some
countries, women have been trained to set
up their own after-school facilities within
the safety of the school grounds.  Some ini-
tiatives have brought together childminders,
nursery assistants, home helps and other
care workers to provide a comprehensive ser-
vice. Many women succeed in arranging
suitable care provision but have difficulty
coping with unexpected meetings or their
childminder becoming ill.  Networks of
babysitters and carers that provide emer-
gency cover relieve women of such anxieties,
allowing them to concentrate on their work
and reducing their need to take time off.  

In addition, care provision must also offer
flexibility to cope with any special needs.
For example, women trained to provide

home care for children with disabilities
enable the children's parents to return to
the labour market. 

A quality care provision
The experience of EMPLOYMENT projects
showed that the development of training
programmes and recognised qualifications
within a coherent national framework raises
the quality and value of care provision.  This
encourages more women to entrust the care
of their dependants to other people and to
return to the labour market. Women are
encouraged to pursue the appropriate qual-
ifications, if the training systems take
account of the skills and experience that
women may have acquired through previous
work in the informal sector.  Not only does
this increase the number of qualified carers;
it also enables the women to seek a salary
that is commensurate with their qualifica-
tions.  Projects found that as the quality and
professional standards of care improve, both
men and women are prompted to consider
caring as a real career option and a viable
perspective for enterprise creation.

How can men and women be enabled to
make a stronger contribution to the
labour market and still meet their
responsibilities for children and other
dependants?

• New patterns of work organisation,
such as flexible working hours, leave
arrangements and teleworking, can
help both women and men to recon-
cile work and family responsibilities.
Monitoring the new arrangements
ensures that both employers and
employees benefit from the changes;

• Flexible care provision helps women
to participate more fully in the
labour market.  This provision needs
to operate during normal working
hours and to supply emergency cover
when the need arises; 

• Measures that improve the quality of
care provision motivate more women
to entrust their care responsibilities
to others and to return to the labour
market.  An improved career structure
for carers also encourages more peo-
ple to take a job or to set up busi-
nesses in the care sector. 

For details on models of good practice
see new web site.
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Preliminary conclusions for the operation of future
programmes 

A number of other lessons can be drawn
from the ADAPT and EMPLOYMENT
Initiatives that do not have a specific rela-
tionship to any particular Pillar of the EES.
Their relevance lies in the contribution that
they make to the definition of the opera-
tional framework in which new approaches
can best be tested and developed. At this
stage, they are mainly derived from analy-
ses made by the Technical Assistance
Structures at Member States and European
level, but some of the results have already
been confirmed by the findings of national
or European interim evaluations of the
Initiatives. These transversal aspects are of
particular relevance for the management
and implementation of EQUAL.

Territorial approaches and
networking are essential for
effective delivery 

Most of the projects have built local or
regional partnerships, involving a range of
different actors, that facilitated labour mar-
ket integration and job creation. The
national and European interim evaluations
have referred to the innovative impact of
these partnerships on the systems or in
other words, the organisational and institu-
tional contexts in which employment
strategies are implemented. Further explo-
ration of how local partnerships and net-
works can be created and successfully sus-
tained should be a priority for future devel-
opmental work. 

Productive transnational
cooperation can be achieved by
explicit guidance and
continuing support 

In general, project staff and programme
evaluators confirm that there is an added
value generated through transnational
cooperation that can improve the quality
and innovative capacity of projects. But this
should not conceal the fact that the poten-
tial of transnational partnership has not
been fully exploited by a number of pro-
jects, especially those that had no prior
transnational experience. Many partner-
ships limited their transnational dimension
to exchanges of information and experi-
ence, without aspiring to joint development

and joint production activities. Difficulties
in finding complementary partners and in
defining clear objectives and procedures for
cooperation were identified as the main
reasons for this under-performance. 

This is evidence of a need for more diversi-
fied practical support that extends beyond
the initial phase of partner matching.
External assistance is required for the con-
tinuous monitoring of partnerships that 
will provide advice and active feedback
enabling projects to progress to more ambi-
tious forms of cooperation. Policy makers
and funding authorities could offer addi-
tional guidance by indicating policy issues
and fields of interest that are of direct con-
cern, as these could provide a practical
focus for transnational cooperation.

Personal contact between transnational
partners is indispensable, but there is also a
strong argument for establishing a commu-
nication system, based on the Internet and
the systematic use of e-mail. This system
should be in place prior to the selection of
future projects, as it could already be used
for preliminary exchange of information
between potential partners.

Reinforcing thematic
cooperation between the
Member States

Identification of, and learning from, rele-
vant project experience was greatly
enhanced by the common strategy for the-
matic activity and visibility, jointly agreed
and implemented by the Member States
and the Commission. Aimed at strengthen-
ing the role of ADAPT and EMPLOYMENT in
having a policy impact at Member State
and European level, this strategy provided a
common framework for the operation of the
nine Thematic Focus Groups. It generated a
coherent programme of joint activities to
highlight the contributions that the
Initiatives can offer both in responding to
national priorities and in supporting the
implementation of the EES. The results of
this work have been embodied in a range of
thematic publications, web sites, CD ROMs,
conferences and other national and
European events. They reflect a different
level of transnational cooperation and

demonstrate the added value that can be
brought to the analysis and dissemination
of project outcomes.

Compared to previous practice, this common
strategy introduced a new element into the
management of ESF Community Initiatives.
Its success is largely attributable to the
active role that Member States’ authorities
took in planning and shaping the work of
the Thematic Focus Groups and in the lead-
ership or co-leadership of their activities. It
will be important to ensure that the dynam-
ics and the momentum of cooperation are
maintained throughout the preparatory
phase of EQUAL, so as to lay the foundations
for the organisation and management of
future transnational thematic work.  

Relating intended innovation to
local/regional, national or
sectoral needs. 

The European interim evaluation of the
EMPLOYMENT Initiative identified three
categories of innovation under which the
outcomes from projects could be grouped: 

- New processes and methods;

- New targets or target groups; 

- Changes in the systems that provide the
context for the delivery of employment
policies. 

This classification also applies to ADAPT,
and the activities of most projects reflect a
combination of all three types of innova-
tion. However, there is some evidence to
suggest that most projects have success-
fully tested approaches that have led to
more effective implementation of existing
strategies rather than to new policies, or in
other words they have had a catalytic
effect. There appears to be much greater
scope for invention and the testing of new
methods. It is suggested that many more
projects could actively explore novel
approaches and alternative ideas, if a clear-
er operational definition of innovation was
available.  Any such definition should start
from an awareness of the current labour
market problems and policy needs, and it is
important that potential promoters are
informed of these priorities at the start of
any new programmes. 
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A stronger focus on qualitative
outcomes could provide new
benchmarks for good practice

Qualitative rather than quantitative out-
comes are the main added value that most
projects can offer to policy development.
However, programme evaluation often
tends to emphasise quantifiable results and
similarly quantitative criteria also predomin-
ate in policy analysis and review within the
context of the EES. Thus, certain project
outcomes may not be recognised as having
a potential for mainstreaming and policy
development. 

Successful models of good practice involv-
ing the development of new procedures,
methods and tools should be used as a ref-
erence to define more explicit qualitative
targets and benchmarks. These will be of
value in the final evaluation of the current
Initiatives and in the selection and moni-
toring of future projects. Assessment crite-
ria are needed that help relate the qualita-
tive outcomes of projects (such as greater
effectiveness of networking and inter-
agency cooperation) to policy priorities.
Proper assessment of qualitative results
would also increase awareness of the rele-
vance of such outcomes for the implemen-
tation of the European Employment
Guidelines.

Systematic transfer requires an
agreed mainstreaming strategy
involving key operators at policy
level  

Most projects have publicised and promot-
ed information on their activities and
results using reports, conferences, the press
and media, CD-ROM, web sites and other
means. These activities have mainly target-
ed other promoters or similar organisations,
or potential beneficiaries or clients. This
horizontal dissemination, identified by eval-
uators as the "push" dimension of main-
streaming, has encouraged a wider use of
models of good practice. Such dissemina-
tion could be further enhanced through the
creation of common tools and mechanisms,
such as thematic project networks and joint
web sites, and specific assistance in the use
of such facilities. 

However, the assessment and validation of
results in the broader context of employ-
ment policy, and the large-scale transfer of
results into mainstream measures require a
level of policy expertise and decision mak-
ing which cannot normally be found within
individual projects. More effective mecha-
nisms are needed to link project results to
policy making and to ensure that policy
developers in government ministries and
other key actors become interested in
exploiting these positive outcomes. This
"pull" dimension of mainstreaming is a
process that has not been frequently used
in the current Initiatives. Only a few
Member States have developed such a
strategy for mainstreaming including a
clear definition of the instruments for pass-
ing on information and for analysing and
promoting good practice, the process for
identifying and involving the key audience
and a time schedule for implementation.
The experience of the most successful
Thematic Focus Groups in ADAPT and
EMPLOYMENT can provide a starting point
for the further development of strategies to
mainstream innovative programme out-
comes, at both national and European
level.

Encouraging a more dynamic
and continuous process of
evaluation

The current practice of conducting an inter-
im and then a final evaluation of pro-
grammes produces a rather static image of
the progress and outcomes of the
Initiatives. In future programmes, more
continuous and formative processes of
evaluation need to be established and
introduced from their beginning. This is
even more necessary given the larger and
more complex types of projects that will be
promoted under EQUAL. These new
processes must also include the on-going
evaluation and adjustment of strategies for
the mainstreaming and transfer of pro-
gramme outcomes.
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