45

ADAPT and EMPLOYMENT COMMUNITY INITIATIVES
A joint working document of the European Commission and the Member States








CROSSING THE JOB THRESHOLD

BACKGROUND TO THEMATIC ACTIVITIES

At the end of 1997, the Commission and the European Social Fund Heads of Mission from all Member States agreed a Common Strategy for Thematic Activities and Visibility which would apply to the final phase of ADAPT and EMPLOYMENT. This strategy was intended to strengthen the role of the two Initiatives in having a policy impact at European and Member State level. One major target for impact is the European Employment Strategy (EES) which was launched at the Luxembourg summit, in 1997. Broad priorities for the EES are established annually in the form of European Employment Guidelines. Then, these Guidelines are incorporated into National Action Plans for Employment (NAPs) that set out what each country intends to do to create more and better quality jobs, during the year in question. 

A quick overview of the Initiatives shows that they have much to offer in terms of new approaches that have proved to be effective and successful in stimulating or retaining employment. It is easy to find a direct relationship between these approaches and most of the current 22 Employment Guidelines. Also, similar links exist with many of the policy orientations established in the NAPs of the various Member States. So, it was not surprising that the Commission and the Member Sates were anxious to explore the rich mine of good practice represented by the 3,846 ADAPT and the 6,230 EMPLOYMENT projects that have been supported through the Union. Nine broad priority areas were chosen and on each of these a Thematic Focus Group (TFG) was established. Each TFG involves those Member States which attach a priority to its theme and are committed to exploring and disseminating good practice in that field. The Commission is also represented on each group, which is chaired by a lead Member State, in some cases assisted by other Member States wishing to share this responsibility.
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The TFGs have met on a number of occasions during 1998-2000. They have taken account of the views and experience of project promoters and also those of local people who have benefited directly from the new services and facilities that the projects have introduced. They have also consulted employers including SME managers, trade unionists and experts in the fields of guidance, employment, training, work organisation and local development. Many TFGs have promoted or organised national or European conferences and events. The results of their work have also been reflected in a series of publications of which this is one, and in information contained on a variety of European and national web sites (see list of useful addresses at the end of this publication).
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INTRODUCTION

Over the last few decades, many programmes have been introduced at regional, national and European level to help people who have difficulties in finding or in keeping a job. In many projects, new pathways towards employment have been created but often this has happened in the transitional labour market and beneficiaries move on from one measure to the next without finding a real job. This was the main reason why Finland proposed that the theme of 'Crossing the Job Threshold' should be a priority in the European Strategy for Thematic Activities and Visibility, which was adopted for the ADAPT and EMPLOYMENT Community Initiatives. As this proposal was accepted, Finland volunteered to lead the resulting Thematic Focus Group (TFG) and the other Member States that decided to join were Germany, Spain, the Netherlands, Ireland and the United Kingdom. 

The TFG initially decided to work in four sub-groups on the following topics:
·	the perspective of the individual; 
·	the role of employment and placement services; 
·	the involvement of employers;
·	the quality of vocational training. 

The initial reports of these sub-groups were discussed during a European Conference on Crossing the Job Threshold that was held in November 1999, in Helsinki. This provided the opportunity for ADAPT and EMPLOYMENT project leaders and participants, representatives of Public Employment Services, employers and social partners, policy makers and experts to contribute to a debate on all aspects of the theme. 

The findings of the Helsinki conference and the outcomes of the TFG point to the need to target resources on those individuals who are excluded, or at risk of exclusion, from the labour market. This publication is primarily of interest to those institutions and persons that can act as mediators between such disadvantaged groupings and employers. These bodies may include:
·	public employment services;
·	private employment and placement services and temporary work agencies;
·	vocational training providers;
·	consultancy services;
·	public agencies or Non-Governmental Organisations (NGOs) representing the interests of disadvantaged groups.

Such institutions cannot easily change or develop their methods and approaches unless there is a supportive policy environment and so this publication is also addressed to the social partners and decision-makers concerned with employment policies at European, national, regional and local level.

Many of the points made in the text are illustrated with examples that have been chosen by TFG participants from the projects in their own Member States. No common criteria were used for this selection but to find out how you can obtain more details about these projects please see the Useful Addresses section at the end of this publication. The activities of the TFG were also reflected in national thematic work in certain Member States. The Finnish and the Spanish experiences are reported in Annexes II and III. 

The draft version of this publication was subject to the scrutiny of a reading panel representing various viewpoints. The members of this panel were an ADAPT project manager, an EMPLOYMENT project beneficiary, an employer, a training specialist, an Equal Opportunities specialist and representatives from a public employment service, an NGO-based employment agency and the European Business Network for Social Cohesion. Thanks are due to all the participants in the TFG, to the projects that provided the examples of good practice and to the members of the reading panel.

An important challenge for projects and for their responsible public authorities is to build a bridge between the world of projects and the world of policies. This can be promoted in the field of employment by establishing a more explicit and effective link between the good practices of projects and the content of each country’s National Action Plan for Employment (NAP). This implies that project promoters have to contact and lobby national policy makers and planners and that, in turn, those responsible for the drafting and implementation of the NAPs should ensure that these processes are transparent and open to input from project promoters. It is hoped that this publication will make a small contribution to an improved understanding and a more systematic exchange of information. 





 INDIVIDUAL ACTION PLANS FOR JOB SEEKERS


DEVELOPING INDIVIDUAL ACTION PLANS

One of the most successful new aspects that can be identified in many of the projects is the application of a individualised action plan that maps out a route towards employment. This route might include training, confidence-building activities, and periods of work placement or work simulation. The individual also receives continuing support and guidance throughout his or her journey along the pathway. 

An individual action plan must be realistic and its starting point should be competence charting and the definition of training needs. It is often essential to build up the job seeker's self-confidence and motivation in the first phase of the action plan. It is equally important to map the vocational needs and other prerequisites that must be fulfilled so that there is the best possible chance of a company offering work to the job seeker after the pathway has come to an end. In addition, the plan should describe the activities to be undertaken to acquire the necessary skills and abilities.

In the project ‘Benadering MKB in de procesindustrie’ (A-1997-NL-555), one of the instruments that has been developed is the competence monitor. In the competence monitor, the existing knowledge, skills and attitudes of individuals are measured and described in a clear competence passport. Because a lot of employees are more capable than it would appear from their certificates and diplomas, it is important to take into account the knowledge and competencies acquired through work experience. The passport can be useful to job seekers in helping them find a suitable job within a company or outside in the open labour market. For employers, it is useful to have an overall view of the current capacities of their personnel, if they want to establish a human resource development policy in the company.

When drawing up the plan, it is important to consider the whole scale of competencies, including soft skills such as know-how and also the attitudes and capacities of the job seeker. While some work has been carried out on the Accreditation of Prior Learning, more attention needs to be paid to the recognition and certification of existing competencies and to the generalisation of such practices.

In the project ‘Bureau voor Dienstverlening’ (N-1997-NL-561) a “Service Bureau” has been created, in which the project participants are given an assignment to develop a product or execute a service. Instead of focusing on vocational training, the project aims to enhance the general skills that are needed for service-oriented professions. These include personal and social skills, self-esteem, independence, flexibility, working towards solutions and showing initiative and creativity. If needed, participants are offered training in a way in which they are gradually given more independence each day. They are also stimulated to come up with solutions to the problems they encounter in drawing up and implementing their action plans.

On the basis of the charting exercise, it is possible to define the training needs and other issues to be taken into account in the individual plan. Feeding this information into databases systemises the approach. 

In the ILMO placement agency (H-ESP-1997-663), each job seeker gets a personal interview, during which a standard profile questionnaire is filled in. The information obtained goes into the employment services' database and can only be used for purposes authorised by the person in question. The next step, if needed, is the production of an individualised training plan. Progress under this plan is evaluated in terms of the knowledge, work skills and social skills that have been acquired. This extra information is added to the 'personal register' in the database.

The Labor Lombardia project (HH-1995-IT-020) has developed various instruments to provide good matches between disabled job seekers and job vacancies. These include: one to determine basic and specific skills to take up a job; one for the examination of the actual skills of the person with disabilities on the job; and one for the verification of the psychological and interpersonal effects of work on people with disabilities. The project has also produced a CD-ROM with a multimedia scheme to make a systematic analysis of the competencies of disabled job seekers and workers.

Naturally, the training offered should be geared to employment opportunities in the locality and the identification of such opportunities may require some prior anticipatory activities (see Annex I). If an even closer link can be made, then so much the better. For example, if an employer commits her/himself to employing people who have completed the training programme satisfactorily, this can provide a massive boost to the job seekers’ motivation.


GUIDING PRINCIPLES FOR IMPLEMENTING INDIVIDUAL ACTION PLANS 
There are four guiding principles that should govern the implementation of individual action plans and these are:
·	holistic approaches;
·	promoting self-esteem;
·	empowerment;
·	learning for real.


Holistic approaches

Many individuals who have difficulties in finding a job also have other problems. Unfortunately, the majority of agencies have a specific or single function and thus, they deal with the particular problem that the person presents in isolation from the rest of his or her life situation. What is required is the identification and recognition of the full range of needs of the individual and the development of multi-agency solutions to meeting such needs. It is only through such a holistic approach, that the individual will have a realistic chance of sustainable employment.

The KOHO project (Y-1995-FIN-004) assisted young people through providing a holistic "one-stop-shop" service for education, training and employment. Each young person was treated individually. In addition to a focus on employment and education, the project addressed other needs including housing, physical and mental health, drug abuse and domestic relationships and circumstances. 

The objective of the 3+3 project (I-1997-FIN-520) is to give young ex-substance abusers the skills and abilities to master their own lives. The project has developed a three-step model that starts with the drafting of a comprehensive rehabilitation plan with detailed goals for dealing with one’s substance dependency, mastering one’s own everyday life and taking care of one’s physical and mental well-being and social relationships. It also includes training / working / leisure activity plans and a scenario for life after rehabilitation. Each young participant has an individual support person to help in the move back into everyday life after the programme.

Individual and holistic support is also needed to properly match vocational training to an individual’s real needs and capacities. Counselling courses are often not flexible enough and cannot take individual needs into account. For that reason, the size of student groups in counselling courses should be small, and the content and duration of these courses should be flexible. Workshops or similar practical situations can provide a good place for learning life management skills and that is why they should be an integral part of any action plan. The groups of people who face particular difficulties in accessing the labour market also need support during vocational training and it is useful to set up multi-professional guidance teams to provide the range of assistance that may be required. 

The Europlus project (Y-1997-FIN-511) has developed individual counselling for young people that covers all those activities that help young people to integrate into society. These include:
·	Practical learning opportunities;
·	Educational cooperation; 
·	New educational models and learning environments;
·	Social work with substance abusers;
·	Young people’s voluntary work;
·	Cooperation and networking with the authorities;
·	Transnational interaction, including the development of joint activities and approaches, and the exchange of young people and guidance personnel.

The "Heavy Metal" project (I-1997-D-562) combines addiction therapy for young drug addicts with a vocational training option. The vocational training takes place during the day in the workshops of the employers' association for the Mittel-Lenne region. Pedagogical care and support is provided by Sirius e.V., the project promoter. The project pilots best practice models for active cooperation between employers' associations and project promoters. The training content is in line with the framework regulations for jobs in the metal industry and leads to a standard vocational qualification.
Promoting self-esteem

Positive self-awareness and good self-esteem are considered to be crucial in crossing the job threshold. If job seekers are not able to see themselves as being worthwhile and valuable individuals, then it will be even more difficult for the employer to gain a positive impression of what they might have to offer as employees. Low self-esteem may also cause difficulties for individuals in their everyday life. Therefore, the first objective is often to support and encourage job seekers and raise their self-esteem. The individual’s focus has to be shifted from what he or she cannot achieve to what he or she can actually do, and from what employment skills he or she lacks to those that he or she has, or can, develop.

The target group of the Omat polut- taitavat naiset – Aspirations project (N-1997-FIN-512) is long-term unemployed elderly women, who usually have no formal qualifications. The aim of the project is to help them discover their real potential. This is done by emphasising their existing skills and competencies and giving them an experience of success. Individual support, counselling and tutoring are provided throughout the project. Personal development activities have extended self-expression and social skills using drama, arts and handicrafts. The idea is to advance gradually and set successive, achievable goals on the pathway to employment.

Empowerment

Empowerment can apply to various aspects of a person’s life such as the social, political, economic and psychological dimensions. Any employment programme should start with an individual's own experience and provide a framework within which that individual can make his or her own informed choices and decisions. The central idea is that the choice must be made by, and not for, the individual. Such a process has to be based on values of equality and respect. Opportunities for empowerment are many and varied, requiring planning on the part of those key agencies that have direct contact with disadvantaged individuals. 

The Pavee Point project (N-1995-IRL-043) demonstrated empowerment in their project entitled Development of a Primary Care Programme for Traveller Women. The project established a series of measures to enable traveller women to take part in defining the health needs of their own community and to ensure that those needs were placed on the agenda of mainstream health organisations. Focusing on empowerment and capacity building, the project also enabled the women to act as a channel of communication between the traveller community and mainstream services.

The project ‘Switsj’ (I-1997-NL-567) focuses on preparing and introducing long-term unemployed people with mental health problems to the labour market. The combination of individual route coaching and an individual rehabilitation approach is characteristic of this project. The beneficiaries participate in the Steering Committee and they are also actively involved in the execution of courses and training modules, as mentors or “experts”. They each have a say in the human resource policy of the organisation and they are encouraged to discuss the problems that they encounter or ideas they have about the project. In this way, they learn to take decisions themselves and how to express their opinion and ideas to colleagues and superiors.

The objective of the San project (N-1997-FIN-520) is to help unemployed women, especially those from the immigrant community, to improve their chances of finding employment. Individual and group counselling are given throughout the project in order to help the women to build their personal portfolios. Individual employment plans are drafted which take into consideration both previous competencies and the requirements of the women in terms of reconciling their working and family lives.

Learning for real

Vocational training may be too theoretical for most of the people who face particular difficulties in finding a job. Instead, alternative, more practical and more work-centred ways of acquiring professional skills should be developed. These could include performance-based professional examinations, apprenticeship training or on-the-job-training. It has become evident that apprenticeship training, in particular, should be developed and increased. Lessons from the projects suggest that periods of work experience should be included in all forms of vocational training. 

The Trebalan project (Y-1997-ESP-511) incorporates a systematic "learning-by-doing" process. All the vocational training is provided through a carefully developed step-by-step approach in the enterprises. This entails close collaboration between the trainer/tutor in the enterprise and the external tutor from the project promoter.

The project ‘Gateway’ (I-1997-NL-508) has created a labour market-oriented access route for refugees, which is supported by peer intermediaries or coaches. The shop floor is the primary place of learning in the project. The traineeship also offers an understanding of working practices and conditions in the Netherlands. In addition to the training, the project has set up the ‘Work for Refugees’ mediation agency.


Vocational training might not always be flexible enough to take proper account of the needs of the labour market or of the needs of the individual. In the first instance, the anticipation methods described in Annex I have an important role to play and in the second, individual and participant-oriented curricula are needed. Sector specific activities leading to tailor-made training can provide a realistic response to developments in the labour market.

As part of the introduction of total quality schemes, employers have to indicate how they will ensure that the qualification levels of their staff are kept up-to-date. OOM (the Opleidings- en Ontwikkelingsfonds voor de Kleinmetaal) is the fund that supports the development of work and training activities in the Dutch metal processing sector. Its project Continuing Learning in SMEs (Blijvend leren in de MKB, A-1997-NL-642) has produced a computer programme called BOP-PC, which enables companies to compare the actual tasks of employees with job descriptions agreed by the social partners. In this way, training needs may be identified and, wherever relevant, competencies gained in the workplace can be recognised. Once training needs have been identified, responsive training options must be found. The BOP-PC programme contains a database with information on 2500 training programmes for the metal sector. The software supports the production of an in-company training plan, with proposals for both individual and group level activities.

The introduction of new information technologies is creating new job profiles and changing the requirements for most traditional jobs, especially as the Internet is becoming the world’s most important means of communication. Lack of knowledge and experience in this field is often an extra barrier for those who have difficulty in being integrated or re-integrated into the labour market. Targeted, practical training can help to overcome this barrier.  

The Kiel "Work for All" Association developed an approach that catered for girls and young women. The Surf in Galaxy Internet Café (Y-1997-D-512) awakens their interest in the new technologies. The project’s guidance courses target girls in lower secondary education and at various locations where they meet out of school. The project also provides unemployed women up to the age of 25 with a pre-vocational qualification. The training for unemployed young women has a number of special features. The core group is limited and the ten participants not only acquire skills in handling the technologies but also pass on their newly acquired knowledge to others. While support is always available, it is up to them to develop course concepts for various age groups and to actually run these courses in the Internet Café. This procedure has proved successful in two ways. Firstly, the participants verify and upgrade the skills that they have learned and secondly, they acquire direct teaching experience. 


IMPROVING THE MATCHING PROCESS FOR PLACEMENTS 

As has already been indicated, work experience placements should be an integral part of any individual action plan or programme of vocational training. But if such placements are to be successful, they require finely-tuned matching. Matching is the process of balancing the needs, competencies and skills of the trainee and the needs of the employer. Failure to adequately identify and map the skills of the trainee combined with a failure to identify the needs of the employer often leads both parties to failure. The failure or breakdown of placements will have a detrimental effect on the self-esteem of the trainees and it can also result in employers becoming totally disenchanted and unwilling to offer similar placement opportunities. To improve matching, an eight-stage model of good practice has been developed by a UK project. 

The PARA – Breaking the Cycle project (Y-1997-UKgb-516) established a pathway model that engaged socially excluded people in education, training and employment programmes that best met their identified needs. They were assisted in this process by careful matching and a personal mentor. The philosophy of the programme encompassed the core elements of empowerment, self-esteem, a holistic approach, and practical learning in all the steps of the model. Another element of the project sought to ensure that both the young individual and employer benefited by identifying and matching the needs of each party.


The PARA Eight-Stage Model
1)	First pre-placement mapping interview 
Individual and pre-placement report produced
This includes an accurate identification of the skills, needs and aspirations of the individual. The collection and critical examination of existing pre-placement mapping tools helps to promote a standard practice and approach. Feedback from users is essential. A multi-agency integrated network approach improves the quality and efficiency of the matching. 
2)	Suitable match between employers and individual
Report on individual skills is given to employer.
3)	Pre-placement matching interview
Pre-placement matching meetings need to be structured and should produce realistic options. Transferring personal attributes and soft skills into the work plan may be difficult but if successful, it can make a considerable difference to the employer’s appreciation of the job seeker’s potential. 
4)	Agree aims, objectives, time scale and work plan
Clarification of aims, objectives and support plan.
This is an area to be addressed by employers and matching agents. Agreement on good practice in establishing employers' needs must be standardised. 
There is a need for pre-placement training both for the individual and the employer. 
5)	Pre-placement induction training for the employer
A work place mentor / resource person can be trained to be the intermediary. 
6)	Placement induction for the individual by the employer
In this stage, the placement framework should be agreed between the trainee and the employer. It should include the time scales, aims and objectives as well as a strategy for attaining the learning objectives of the placement.
7)	Regular placement visits
Progress should be tracked via employer assessment.
Placement worker assessments and trainee assessments are measured against the targets and goals of the previously agreed employment action plan.

Individual Crosses the Job Threshold

8) 	Placement / transition complete
Move into sustainable employment.
A complete service of follow-up support should be agreed with the employer and the individual.

There are some conditions for the effective use of this model:
·	employers need to be involved from the beginning;
·	some people move through the stages quicker than others;
·	it is necessary to have a local integrated partnership to support the model;
·	it is unreasonable to assume that employers should meet all of the costs for work induction. A tax incentive scheme could be introduced with the stipulation that the employer should offer an employment contract at the end of the placement, if the trainee’s work has been satisfactory;
·	evaluation should take place at each stage of the model.

It must be stressed that no single model can be applied directly in all circumstances but this model of matching has the potential to be adjusted and adapted according to the needs of the individual and the employer.







SUPPORTING THAT FINAL STEP ACROSS THE THRESHOLD


People often need most help when they approach the final stage of stepping over the threshold. A range of different approaches and measures have been designed by projects to offer assistance at this last point on the pathway and these are described below. 
 
Mediation is always needed and this can be provided by promoters, tutors, mentors or mediators. Mediators and intermediary bodies should create effective cooperation between different actors, all of whom are specialised in their own fields. In other words, there should be a permanent infrastructure to support all the stages and phases in a pathway to employment. Projects have often played the role of mediators, offering specific assistance in job finding and preparation for the open labour market, but there is a need to mainstreaming such services.

In Nova Via (Y-1997-ESP-579), a trainer/tutor/coordinator is the crucial link between job seekers, trainers and employers. The tutor secures continuity and coherence of the pathways through personal follow-up of the participants, coordination of the training actions, collaboration with employers, and introducing changes in the whole process where necessary.

Advice and facilities for job search are crucial for people who have particular difficulties accessing the labour market and many projects have provided these types of assistance.

The Spanish Club de Empleo (Y-1997-ESP-643) is a job club. Meeting rooms and equipment are placed at the disposal of the young people. They can use computers with access to Internet and employment databases and materials like job search agendas or methodologies.

Workshops and clubhouses can be made use of during the last stage of a pathway to widen basic skills, to promote the acquisition of special skills and to provide job search training. The clubhouse model is meant for people with mental health problems or with a psychiatric history. It helps them to improve their social skills and to enter the open labour market through a transitional employment programme. This programme includes a part-time job, which lasts 5-6 months. A crucial factor in the success of this method is that if an employee, for any reason, is unable to carry out the job, another member or a staff member of the clubhouse will take over.  The fact that they will never be left without someone to do the work encourages employers to offer part time employment to the club house members. In some Member States, workshops act as sub-contractors for enterprises or as workforce banks where enterprises can hire employees. 

Supported employment can also be a very successful way of getting people into jobs. The principle behind this method is that the candidate receives very intensive guidance during his or her entry into employment. A job coach provides on the job support and is the intermediary between the employer, the new worker and the co-workers.

The Cheerful House project (Hyvän mielen talot, H-1997-FIN-514) provides job club activities and supported employment, as well as education schemes for people undergoing mental health rehabilitation. The training includes:
·	courses and workshops (information services, voluntary work);
·	group work (languages, supervised creative writing);
·	computer skills (use of office software packages and the Internet);
·	practical skills (office work, cleaning and maintenance service).
A job coach assists participants in job search and provides on-the-job support when a job has been found. The support given by a job coach is gradually reduced, as soon as the person begins to feel more confident at work.

In the Netherlands, one of the country’s leading temporary employment agencies has piloted a first round HORIZON project in which the concept of supported employment has been refined. Initially the method was developed for people with learning difficulties. The results have proved to be so successful that within a second round HORIZON project (Rebound, H-1997-NL-526), the method has been further developed so that it can also be applied to a group of people with chronic illnesses and sensory disabilities. Information on potential candidates and job offers is managed in collaboration with the public employment service. The agency is now looking at how the methodology can be applied to other disadvantaged groups such as ex-prisoners and people from ethnic minorities.


Temporary work and interim work, including detachment and secondment formulae may lead to the provision of employment for the "hard-to-place" and the long-term unemployed. 

Start Detapool (HH-1995-NL-007) uses a secondment formula, which is operated by the placement agency Detapool and its 28 offices throughout the Netherlands. Candidates are selected and employed by the promoter - in other words, a contract is drawn up between Detapool and the person who is looking for work. Detapool then approaches employers. Once a suitable job vacancy has been identified and agreed, Detapool draws up a secondment contract with the employer for a minimum term of 6 months. Thus, the employer and the secondee have an opportunity to become acquainted over a reasonable period of time. Wherever possible, the job is turned into a permanent one.

The team of the Fortuna project (N-1997-D-536) has developed courses tailored to the needs of individual SMEs. When companies have a staff shortage, the project offered its participants as trainees or temporary employees. Many firms also benefit from the team’s advice on recruiting trainees. In return, companies are expected to provide work experience placements and participate in the conceptual work of the project.


Job rotation is a measure that can be used to gaining work experience and possibly to find a full time job. 

The EU Job Rotation project (A-1995-FIN-006) has developed an international model of training and job rotation in cooperation with 15 European countries. A human resource development plan is prepared for the enterprise that includes objectives for individual learning and the improvement of vocational skills. Unemployed people are then prepared to act as substitutes for the company’s employees when they are taking part in training. A significant percentage of the substitutes is retained by the company once the replacement period finishes.


Entrepreneurship pathways are another important way of crossing the job threshold. From the outset, the action plans of unemployed people can be aimed towards the start-up of an individual enterprise or a common co-operative. Specialist training is often available for the creation of social enterprises, social firms, co-operatives and different forms of self-employment. Business incubators and job fairs, where trainees can rent working space at a low price and operate on a sub-contract basis, can facilitate the start up stage.

The Acfuinn project (N-1997-IRL-503) developed a craft-based enterprise building on traditional local skills. It provides a high level, accredited training and skills development programme, which assists trainees towards further educational qualifications. The project also established a flexible distance-learning programme, in traditional craft skills, in conjunction with the Galway-Mayo Institute of Technology. This enables participants to create enterprises or employment opportunities in their own communities.

A model of a business incubator for social firms has been developed in the region of Uusimaa by the Arla Institute (vocational training and development centre for severely visually impaired and the Mainstreaming Project (H-1997-FIN-517). After the piloting phase, the aim is to integrate the model into the mainstream support and advisory services for SMEs, provided by the regional Economic and Development Centres.

The reconciliation of working and family life is sometimes an issue that has to be addressed. Services and special measures can be made available to help people come to terms and cope with the demands of a job and a family.

The project ‘Prima’ (N-1997-NL-527) created ‘Prima-centres’, where single parent families and/or women on welfare are encouraged to share experiences, to take part in social and training activities and to start the process of (re) entry into the labour market. These centres provide day nurseries and the women are supported in learning to combine their responsibilities as mothers and as workers. They are offered an individual pathway, aimed at personal development, social participation and labour market orientation. 






KEEPING THE JOB

The effective reconciliation of working and personal life can also be an important factor in ensuring that individuals retain their jobs. This represents a challenge for the employment, training and placement agencies that are currently in place. It requires these institutions to embrace the collective dimensions of an individual’s life including their local environment, social position, economic status and interrupted education cycles. Practical issues such as transport, domestic responsibilities, and working hours must also be considered. At the moment, more flexible and more individually targeted responses are required from the existing agencies. 

The Mainstreaming Project (H-1997-FIN-517) believes that job seekers should have at least two support networks at their disposal. One is needed to link the service providers with other public sector services so that all services can be easily reached and used, and the other should link with the more informal network to support the person in their relations with their family, circle of friends and social environment.

There is also a need for a follow-up service providing mediation between the individual and his or her working environment and employer, to ensure that problems do not arise and if they do to resolve them as quickly as possible. In addition, the public employment services should also provide information about, and training for, lifelong learning. 


The French Euripide project (HH-1997-F-515) helps people with disabilities to integrate into jobs on the open labour market and to keep these jobs. They work with a multi-professional team including both medical/ergonomic and employment specialists. This team does not only carefully prepares the working conditions and the adaptation of the workplace, but also makes follow-up visits after the job has been filled. Members of the team give advice to both employers and employees and mediate between them.

Nevertheless, follow-up services and assistance cannot last forever. External support systems must be progressively replaced, for example, by informal support from co-workers. Trade unions are usually very aware of the difficulties of socially disadvantaged and play a very important role as mediators in situations where problems and difficulties arise and they also provide life-long training.

In cooperation with the transnational partners from Denmark, Germany and France, the Blijvend leren in de MKB project (A-1997-NL-642) has spent a considerable amount of time and effort in refining the tasks of an in-company tutor. Experience has shown that to kick-start the process of change and, more importantly, to sustain it, there has to be someone in each company who is responsible for managing the overall process. Such a person should not be a new member of staff, but someone who is already working in the SME. For example, he or she might already be responsible for supervising apprentices or for human resource management. This type of tutoring implies an extension, or rather an intensification, of the individual’s professional role.

People, who are unskilled or semi-skilled, are often the first victims of dismissals when companies are restructured. So, they have to develop the kind of expertise in the job that will guarantee sustainable employment and life-long learning and tailored training can help them to reduce their risks of future unemployment.

The German project „Personaltransfer“ (A-1995-D-191) provides people threatened by redundancy with reorientation, training and then reintegration into the labour market before they are laid off. For this purpose, the short-time working benefits paid by the German Employment Service are used.


EXTENDING THE ROLE OF EMPLOYMENT AND PLACEMENT SERVICES


Public Employment Services (PESs) are facing many new challenges and their spectrum of tasks is widening. At the same time, more and more private and NGO-based employment and placement agencies are starting to operate in the same field. The interaction of these agencies with the Public Employment Services has become a hot issue. Work on the modernisation of PESs is going on in all fifteen Member States and in some, like Italy and Spain, A European Commission Communication "Modernising Public Employment Services to support the European Employment Strategy" (COM(1998)641 final) analyses current functions of Public Employment Services (PESs) and highlights priorities for concerted action by governments, social partners and other key-actors at local, regional and national level. this has involved considerable restructuring and the decentralising of these services. The European Employment Guidelines for the year 2000 explicitly mention PESs for the first time. They state that, "the role of the Public Employment Services in identifying local employment opportunities and improving the functioning of local labour markets, should be fully exploited". 

FROM BROKERAGE TO IMPLEMENTING PATHWAYS TO EMPLOYMENT

One main message is that PESs should not be limited to their traditional brokerage function of matching vacancies and job seekers, but should also be responsible for the efficient implementation of the different stages of a pathway to employment based on individual action plans. The stages and key aspects of these plans have been described in the previous chapters. PESs also have a role to play in creating a network of actors such as employers and training institutions who will support the employment of those who have particular difficulties in finding a job. These actors are the key partners needed for the implementation of each of the stages of the plan.

IMPROVING THE QUALITY OF SERVICE

There is a direct and active role for PESs in all of the activities described in this report, but in addition, there are certain other challenges to be faced. This has been highlighted by several ADAPT and EMPLOYMENT projects that have demonstrated methods by which the quality of employment services can be developed. 

Increasing the number of vacancies notified by employers 

If the service offered to employers is good, they will notify more vacancies, which in turn improves the quality of the service in terms of its obligations to job seekers. 

Providing effective tools and accessible premises

Databases and IT tools can help to ensure a better match between job vacancies and the profiles of candidates, including people with disabilities.

The Labor Lombardia project (HH-1995-IT-020) has ‘mapped’ job possibilities in 300 enterprises in the Lombardy region, saved the information in a specially designed software programme and submitted it to the public services. The project also runs a database with detailed profiles of disabled job seekers.

In general, employment services should be located in premises that are both attractive and accessible and this could be achieved by:
·	fixing opening hours to suit as many groups as possible; 
·	having offices in streets or districts that are most frequently used by the general public;
·	marketing the employment services in a variety of formal or informal meeting places.

It is also important to provide for the needs of women with family responsibilities by offering childcare facilities.

Ensuring that there is more decentralisation

Many ADAPT and EMPLOYMENT projects have stressed the fundamental importance of a local or regional identity in developing effective policies and practices for the vocational integration of disadvantaged groups. They have built up a thorough knowledge of the economic context and developed personal contacts with enterprises in the area. Such projects have a well-developed appreciation of the needs of the local labour market and can respond with an effective matching service for employers and job seekers. Moreover, they have established close links with all the other local actors like social services, municipalities and training providers and this enables them to draft action plans with their job seekers that take advantage of all the local opportunities and offer a realistic change of employment on their completion.  The final results have proved to be much more convincing than any that a centralised PES can offer.

In cooperation with the public Social and Employment Services, COCEMFE (the National Co-ordinating Confederation of People with Physical Disabilities in Spain) has developed a national network of specialised labour market services (H-1997-ESP-663/664). There is a common methodology, but all member organisations adapt it for use in their own region. Together with local authorities, trade unions and employers’ associations, the project tries to establish agreements on awareness raising, information dissemination and the use of training resources. It also works closely together with educational institutions, universities, training institutions and NGOs.

Retraining of personnel

The staff of employment services should benefit from continuous training, which provides them with a deeper knowledge of the situation of target groups and the needs of economic sectors and equips them with the skills to create and manage partnerships and networks. One effective method of reinforcing this learning is to create multidisciplinary teams within the employment services system. 

The ARCO project (I-1997-IT-689) was involved in retraining the staff of Public Employment Services both in guidance for specific target groups and in the use of local networks.

The job mediation centre of the Berdintasuna project (H-1997-ESP-501) has been working with special groups like disabled people over 45 and disabled women. This implied a reinforcement of methodologies, retraining of the staff and stronger partnerships with all key actors.



Promoting equal opportunities between women and men 

The staff of employment services should have knowledge and understanding of the gender perspective as in many cases, information and awareness raising activities on this topic need to be directed at key actors. Staff training or, alternatively, contracting Equal Opportunities experts are ways of addressing this need. The gender perspective should be introduced into the mediation process, especially in relation to under-represented professions and employment services should also try to convince enterprises to introduce equality of opportunities into their recruitment and promotion procedures.

A Spanish university together with the Isonomia project (N-1991-ESP-680) trains equal opportunities agents and “markets” them to local public organisations so that these organisations will hire their services. 

The project Acortar distancias (N-1997-ESP-694) has developed a procedures manual for mediation, explaining a methodology that can be used to mediate with enterprises with a view to acquiring more jobs for women in under-represented sectors.

The Optima projects (N-1997-ESP-593, N-1997-ESP-594) created a system that evaluates the gender perspective in all aspects of the functioning of enterprises, including the recruitment process. On the basis of this evaluation, it also makes proposals for improvements in this respect with a view to enhancing the overall performance of the enterprises.

Evaluating employment services 

Any evaluation should focus more on quality and less on quantity. It should cover job matching and placements paying particular attention to customer satisfaction and job retention, the latter including the levels of integration and the duration of job contracts. There should be both external and internal monitoring of the services, and regular control mechanisms should be integrated into the management system. 

Starting from the result of its own evaluation, the ARCO project (Networked Actions for Guidance Centres, I-1997-IT-689) developed a set of "quality requirements for its activities", which will be subsequently adopted by the Emilia-Romagna region to define its own quality standards for Public Employment Services.


OUTREACH AND SUPPORT TO THE JOB SEEKER

Reaching those excluded, or at risk of exclusion, from the labour market, is often a problem for employment services. The services must identify the needs, ensure that they have a presence where these needs exist, and convince as well as motivate unemployed people to participate in training and employment programmes. This can be done by working at local level in collaboration with institutions such as social services, NGOs and charities that have knowledge and experience of specific groups of job seekers. A flexible and innovative approach is needed to reach the most disadvantaged – an approach that is adapted to the characteristics of the people and the places where they live. 

Effective selection of participants is of great importance, as is the work that has to be done to ensure their active involvement. When selecting participants, it is crucial that the right people are selected for the right measures.  What is most important is to find out the real needs, otherwise the pathway to employment is doomed to failure. On the one hand, the employment pathway should be based on the individual's strengths and interests and, on the other hand, on the employer's recruitment requirements. 

The ILMO employment integration agencies (H-1997-ESP-663/664) stress the importance of the candidate’s motivation. ILMO's role is to mediate between the disabled job seeker and the employer by providing information, ensuring that all communication between both parties is clearly understood, giving advice and offering monitoring and follow-up. These functions are vital if the right matches are to be made. The agency also has to keep up to date with the changes in industry and commerce, so that its training and guidance schemes can be rapidly adjusted, if such action is necessary.

It is not surprising that experience from a number of projects suggests that when employers receive information about candidates, which focuses on their abilities and stresses positive rather than negative aspects, then these individuals have better chance of being offered a job. For this reason and also to protect the privacy of the individual, the information that job seekers give to employment services should be subject to legal protection. When they give this information, job seekers must be made aware of who can have access to it and for what purposes.

In the Cemain project (Y-1997-ESP-638), employers have only limited access to information about the past history of the job seekers and especially to any negative information about their social or family backgrounds. Only if a problem arises, is extra information provided, either by the job seekers themselves or by the tutors with the consent of the beneficiaries.

Providing appropriate support for individuals and specific target groups is a challenge faced by all employment services. Support for people experiencing difficulties in finding a job must be permanent and adapted to the specific characteristics of each target group. The creation of a special department or agency to deal with particular target groups is a method, which has proved to be effective. Collaboration with those NGOs that have a thorough knowledge of the target group can also be another practical solution.

The ILMO project (H-ESP-1997-663/664) is a job mediation service for people with disabilities, run by COCEMFE, the Spanish Co-ordinating Confederation of People with Physical Disabilities, in direct cooperation and contact with the Public Employment Services. People who make use of the service need to have a disability certificate and must be able to work in the open labour market or in sheltered workshops if there are absolutely no other alternatives. ILMO offers a personalised service, as each individual has different needs, interests, abilities and disabilities. The autonomy of the job seeker is always to the fore and he/she decides on his/her own itinerary and takes the necessary steps to achieve the end goals.


NETWORKING AND PARTNERSHIP

Employment services should organise a regular dialogue with individual employers, employers' organisations, trade unions and NGOs. In addition, cooperation with non-public agencies including those that are commercial, non-commercial and NGO-based, should be increased, for example, through the subcontracting of certain functions. In Spain, some of the promoters of EMPLOYMENT projects are "collaborating centres" of the regional employment services. In some other Member States, mediation organisations have been remarkably successful in the field of job placement. These organisations have included associations of disabled people, organisations involved with local employment pacts and private employment services. 

The aim of the Italian Labor Lombardia project (HH-1995-IT-020) is to find employment for people with learning disabilities. The project tested an interaction model involving public and private agencies in the Lombardy region. Through close cooperation with municipalities, regional authorities, public employment services and local enterprises, a one-stop-shop was established that could help people with any problem that they had in finding a job. 

There are normally many networks involving public authorities and their various service departments. There are fewer networks of employers and networks of NGOs, which suggests that more attention should be paid to their development. All of these networks are important because they can be used by employment and placement services to identify job and work experience opportunities, to influence attitudes and to support the efficient delivery of various support measures.

The Advance project (Y-1997-FIN-513) aims to support, guide and motivate young unemployed people, who live in small, rather isolated communities. The project can only achieve this aim by developing networks involving the local authorities and the other public, private and voluntary bodies that offer services to these young people.

The COOPEREM project (Y-1997-ESP-561) has set up local network projects in the Vallès Occidental region. Municipal guidance and employment services work together with trade unions to create tailor-made strategies that respond to local needs. These strategies are based on joint action by all those working with young people, such as the cultural, youth, sports, education and training services or departments of municipalities, secondary education centres and voluntary youth organisations.


ENGAGING EMPLOYERS

The importance of personal action plans and the key role that employment and placement services can play in their implementation have been discussed in previous chapters. However, no progress can be made without the involvement of employers, because they provide the actual jobs. Contacts need to be built up with employers and they have to be informed about the employment potential of different target groups and about any incentives that are available.  If a quality service is offered to employers, they will be much more willing to cooperate in providing more employment opportunities for people excluded, or at risk of exclusion, from the labour market.


BUILDING CONTACTS WITH EMPLOYERS

When integrating people into the labour market, a large amount of work has to be done in contacting employers and raising their awareness. Successful practices show that the best way to begin is by building up direct personal contacts and relationships with employers. It is very important that the experience of the initial contact should be positive, and that the employers are treated as real partners in co-operative action. In addition, when contacting employers, it is crucial to "speak their language" outlining what is being offered in terms that they will understand and explaining how it makes sound business sense. Some projects have created new methods to involve employers more effectively.

The Equilibrium project (H-1997-NL-508) developed a handbook that describes different ways of approaching and involving employers. The instruments or approaches can be chosen according to the national, regional or local situation.

Networking of and with employers has proved to be a convincing way of establishing and maintaining contacts. In networks, employers can benefit from mutual support and shared experience, and such networking will provide access to a wider pool of employers. Employers can also be contacted through representative organisations such as Chambers of Commerce or Chambers of Crafts. Public Employment Services and any mediation organisation should also market job seekers directly to employers and, in particular, to small enterprises, as they are more likely to need and therefore, to appreciate such a service.

The EPASS project (HH-1995-UKgb-024) worked closely with the Chamber of Commerce, community and economic agencies and the employment services. These agencies provided contact information for local employers and assisted in setting up training forums, seminars and workshops specifically aimed at employers.

Offering employers a forum where they can meet to share and exchange personal experiences has also proved successful. 

In the Acortar Distancias project (N-1997-ESP-694), experience was pointing to the importance of informal networking in engaging employers. The project promoter therefore organised informal gatherings of all the agents involved in the process to exchange information on the job offers in the area. Such gatherings included employers, public institutions and associations and were extremely valuable in promoting commitment and common understanding.

As the final objective should be to employ the target group on the open labour market, it is crucial that employers’ representatives are actively involved when planning and tailoring measures. A start should be made with those enterprises that seem to have a real willingness to collaborate as they can, in time, serve as examples to convince other firms. 

The Mainstreaming Project (H-1997-FIN-517) has provided assistance for companies that are willing to create a national business network. The member companies of the network implement a corporate social responsibility (CSR) model in a way that is most appropriate and profitable for each firm. CSR measures include employing "hard-to-place" people and improving the adaptability of the staff to cope with change in working practices. 

In the project ‘Opportunity in Bedrijf’ (A-1997-NL-649) a management instrument has been developed for SMEs. This instrument focuses especially on personnel policy, helping employers make better use of the potential of the female workforce. As a result, a much better balanced pool of employees is created.

A good way to attract the interest of employers is to focus on social capital. In today's labour market, employers are more and more sensitive to issues like diversity management and the social image of their company has also become important. Employing people who had difficulties in accessing the labour market can improve a company’s standing in the eyes of the general public.

OFFERING ASSISTANCE TO EMPLOYERS

The best way to convince employers to hire "hard-to-place" people is to offer a suitable, speedy and reliable service that covers issues related to both recruitment and support. 

Recruitment

In terms of recruitment, the task is to match the right people to the right job, which necessitates up-to-date information on both job vacancies and suitable candidates. This can be provided through the establishment and maintenance of a database containing relevant information on the recruitment needs of employers willing to provide jobs and work placements for disadvantaged people together with accurate profiles of job seekers. 

Factors such as previous training and work experience of employees and the output and efficiency of their work are of prime importance for employers. Employers may be concerned about the higher costs that might result because of sick pay or absenteeism. Loss of productivity is another potential problem from the employers' point of view. So, it is important to make sure that they understand how and to what levels specific groups of people can perform in the work situation. In that way, their concerns can be overcome. Obviously, employers are always pleased to hear about candidates who have skills in fields in which there is a current shortage of labour.

The Spanish Tecformin project organised thematic events for employers about teleworking in which job seekers participated directly and demonstrated their abilities and skills in action.

Workers' resistance or negative attitudes may be another concern for employers. However, through a transparent process, a skilled mediator can ensure that co-workers become positive about the concept of employing a disadvantaged or disabled person, to the extent that they may even be used in the long term as a support resource. The employing enterprise has to be well prepared so that it can accommodate the specific situation and needs of the employee and a first step could be a work trial or placement.

The core objective of the MABiS project (I-1997-D-557) was to find real jobs for ex-prisoners after their release. The project bridged the information gap to ensure that employers understood the quality of vocational skills and the certificates that prisoners attain during imprisonment. In addition, it ensured that participants were placed in some form of work experience placements, either in social and community projects or in firms.

The essential final step in the recruitment process is to draw up a detailed clear contract so that each party, and particularly the new employee, has a clear understanding of the tasks to be performed and the conditions of employment that apply to the job. Such an understanding can help to prevent problems occurring at a later stage.  In the same way, some form of contract or written agreement is equally important for work experience placements.

Nuevo enfoque de la integración y desarrollo de potencial de trabajadores discapacitados (H-1997-ESP-675/676) produced a guide addressed to employers with useful information about types of contracts that can be offered and subsidies that can be used. 

In the CEMAIN Project (Y-1997-ESP- 638) the project promoter, the employer and the employee sign a cooperation agreement that regulates the trial period in the company prior to the job offer. This agreement includes aspects such as follow-up and tutoring and the provision of just-in-time solutions, if necessary.

	Support

Even if the employers are willing, in principle, to employ people who are having difficulties finding a job, the bureaucracy and complexity of the regulations or measures that have to be applied could discourage them. That is why there is a need for a specialised agency or service that both informs them about the relevant incentives, rights and rules, and provides administrative assistance. These intermediary services negotiate and work with all the actors involved in the process of integrating people into employment. 

In addition to assistance with recruitment, the project Improving Image (H-1997-NL-529) offers employers instruments to successfully integrate these new employees. Employers are informed about the possibilities and advantages of the laws and regulations in the Netherlands by means of brochures, company visits, information meetings, courses and an Employers’ Forum.


Back-up services are a further way to encourage employers. A back-up or follow-up service gives the employer on-going access to the expertise of a worker trained in employee support. The service may provide a regular visit from an employment advisor to review training and support needs in the workplace combined with an “on call” service to help resolve any immediate problems. 

The aim of the 'Erweiterung des beruflichen Integrationsprozesses für behinderte Menschen' project (HH-1995-D-005) is to facilitate the transition process for disabled people from protected employment to the open labour market. Participants start with adapted training and a test phase in an enterprise, accompanied by intensive support from a job coach. This job coach negotiates contract conditions with the employer, helps with any workplace adaptations that are necessary and tries to solve problems if and when they arise.

Employers should be made aware of any grants or incentives that are available for the employment of disadvantaged people. A service or an incentive that will benefit employers’ businesses directly will attract their attention. It is however important to ensure that what is offered will have the desired long-term effect. These advantages might include financial assistance in the form of employment support or training support. Another idea is to offer employers a trainee from a special target group either unpaid or at a low cost for a certain time. This gives the trainee the chance to prove his or her value as an employee and the employer the chance to gain practical experience of what such a target group has can offer. 

Financial incentives are important, but form only a part of an overall integration process and strategy. The most important financial incentives are grants of a certain amount of money per employment contract, tax benefits, grants for adjusting the workplace or for providing protective equipment or clothing, and grants for the vocational training of workers with disabilities. There has also been a debate about the extent to which employers' social security contributions are, or might be, reduced if they employ people who experience difficulties in employment. 

The AUKERA - Servicios Integrales project (H-1997-ESP-515) goes out to employers and actively markets the financial incentives available for hiring people with learning disabilities. They are aware of the fact that most companies will not look for this information themselves. 

Projects often offer financial incentives to employers in the form of training grants. The employer can benefit from both the informal and formal training of their employees who advise and assist new workers, on-going training for the new workers in the workplace or the previous training received by the new workers as part of their involvement in the project. 

Another incentive for employers can be an annual survey of their performance in fulfilling diversity management goals. Managers’ bonuses could be tied to the attainment of these goals.

Job rotation can be an approach that is attractive to employers. It not only enables SMEs to develop their staff's skills but gives them the benefit of well-trained substitutes who replace their employees when they are taking part in training measures. Unemployed people working as substitutes gain work experience and enhance their chances of re-integration. Job rotation leads to a "win-win" situation for both SMEs and their staff on the one hand, and unemployed people on the other. Employment services should support job rotation by funding the training and temporary employment of substitutes, as well as the necessary overheads for the implementation of the approach. Coordination of the supply of trained substitutes' and the support and promotion of their future employment prospects are also tasks that could be undertaken by employment services.

The Northside Partnership was established as an area-based response to long-term unemployment, involving employers, unions and the local community. The aim of its Enterprising Interventions for Women project (N-1997-IRL-519) was to increase the flexibility of the labour market and increase opportunities for women by piloting a job rotation model for women - the first job rotation programme to be piloted in Ireland.

Employers need to be informed. In that way, the different kinds of concerns and prejudices that they might have can be overcome. The right information, including details on incentives and advantages, is a sound basis for further contact and cooperation. In most cases, however, the best reward is a perfect adjustment to the enterprise's requirements in terms of the skills and abilities of new employees provided by the employment or placement services.
 
COOPERATION WITH TRAINING INSTITUTIONS

As training is such an important component of pathways to employment, it is evident that employment and placement services need to cooperate with training institutions to ensure an effective implementation of Individual Action Plans. Employers should also establish close working relationships with these institutions to ensure that the vocational training that is on offer reflects their needs.

Employment and placement services should work in cooperation with training institutions in the placement of those completing their training and in their "marketing" as potential employees. The services should provide information and advice about the range of learning and training possibilities that are available. A member of staff of employment and placement services could also act as a "godparent" for a student after training.

It is also evident that cooperation between training institutions and enterprises is not sufficiently well developed and that is why there is such a gap between training and working life. More intensive forms of cooperation should be established between training institutions and enterprises and between different vocational training institutions themselves. Both local and national networks should be built up and, in general, the culture of training institutions should be more open. Personal cooperation between vocational training institutions and enterprises working in the same branch or sector should be more systematic at local level. Practical forms of cooperation to enable a better integration of the less advantaged groups include trainers working in enterprises, tutors’ and mentors’ training and the transfer of teaching know-how from training institutes. 

The Electronics for Women project (N-1997-IRL-525) is specially concerned with encouraging educational and training institutions to develop partnerships with companies to determine the most effective way of providing sustainable and skilled jobs for women. In addition, it has attempted to develop a process of changing the perception of women about the Electronics Industry. Strategic alliances have been developed with employers such as Motorola, Fujitsu and Gateway 2000 and the employers’ organisation IBEC.

Another point to be taken into consideration is the school’s or training institute’s reputation. They should take more interest in enhancing their reputation amongst enterprises, since a good image of the experience and qualifications that they offer will help their students to sell their skills on the labour market. The reverse also applies in that industries should be more concerned about the quality of the future workforce and should take a greater active interest in educational and training issues. 

Cooperation between training institutions and employers is of special importance particularly from the point of view of small companies, since they do not usually have the capacities to provide vocational training. Projects have developed models to enable small companies to offer vocational training opportunities such as apprenticeship training, work experience periods and continuing training for their employees. 

Despite having successfully completed a three-year, State-recognised, training programme in office or industrial sales, certain young people in Stuttgart find it difficult to get a job. Employers are unwilling to take them on because they have physical or mental disabilities and sometimes also because their training took place at an “inter-firm” centre that was not part of the more widely accepted “Dual” system. Triangel combats this prejudice and enhances the employment prospects of these young people in two ways:
• Firstly, they undergo more advanced training that can lead to a higher qualification, especially in new information and communication technologies;
• Secondly, they are helped to make the transition from training to the world of work.

The TEVANAKE project (A-1995-FIN-023) has created a working network between the training institutions and companies in textile, cloth and leather industry. The project has matched the training it offers with the changing needs of companies and the trainees have assisted in the design departments of the companies. An apprenticeship training network between the companies and the training institutions has also been developed. 

The Into Work project (H-1995-FIN-005) aimed to extend existing networks like local rehabilitation teams and working groups as well as local employers. The idea was to support the participant's individual training processes by using different instruments, support materials and models. These processes must be flexible and based on the individual’s own activity, resources and possibilities. The project is looking for new and innovative approaches to training and employment in order to make it profitable for companies to employ disadvantaged persons.


RECOMMENDATIONS
General
The concept of the Individual Action Plan should be promoted and applied as an effective means to integrate people with particular employment problems into the labour market. 
Individual Action Plans should be designed as a holistic approach to reflect the whole range of the individuals’ needs, as well as those of employers, and should draw on all appropriate and available assistance and services. They should also foster individuals’ self-esteem, empower them to take responsibility for their lives and provide learning opportunities based on real work practice or life experiences. 
Mediators, personal mentors or tutors should be given a central role in developing Individual Action Plans and in monitoring their implementation. 
Partnerships must be established to provide or develop opportunities for all the stages along the pathways to employment. These partnerships should unite public employment services, social partners, training providers and mediators - all working with, rather than for, individuals seeking access to employment.

Public Employment Services

Public Employment Services should:
-	encourage job seekers to take responsibility for themselves, through Individual Action Plans and access to structured integration pathways; 
-	recognise and develop soft skills as an important part of  an individual’s employment profile;
-	actively seek and develop cooperation with other bodies such as training institutions, private employment and placement agencies, social partners and employers' associations and NGOs to meet the needs of all the target groups and to ensure the delivery of tailor-made services;
-	cooperate with employers and involve them in the designing of new measures;
-	improve the marketing of the employment potential of “disadvantaged” groups;
-	reinforce their own image through enhancing the quality of the services that they offer.


Policy Makers

Public funding of employment measures aimed at people excluded from the labour market should provide incentives for, or be conditional on, the development and systematic use of Individual Action Plans.

Legislation on the employment of disadvantaged groups should be as understandable and transparent as possible and any incentives for employers should have simple application procedures and uncomplicated management and monitoring processes. 

Public-private networks should be supported, in the field of training, as well as in that of job mediation and matching.

The European Employment Guidelines should stimulate the introduction of quality standards or targets for services provided by public and private employment and placement agencies. Such standards or targets would then be set by National Action Plans (NAPs), in relation to the circumstances in individual Member States. The attainment of these targets could be greatly assisted by the wider replication of methods and approaches tested in the ADAPT and EMPLOYMENT Community Initiatives.


Mediators

Mediators and other facilitators of labour market integration should act as networkers promoting cooperation between all parties, including employers. In particular they should provide:

-	tailor-made services or Individual Action Plans for job seekers that take account of individuals’ and employers’ needs;
-	practical assistance to employers that removes the administrative burden and simplifies access to incentives;
-	follow-up services that facilitate the integration process for both the employer and the new employee and that are “on-call” in the case of immediate problems.



Social Partners

Social partners should:
-	monitor and influence the development of the PESs;
-	encourage, promote and coordinate employers' and/or social partner networks at local, regional and national level.


Annex I

ANTICIPATING THE REQUIREMENTS OF THE LABOUR MARKET

Especially during the last decade, the qualifications needed in many jobs have changed significantly. Some new professional profiles have emerged, whilst some jobs have almost disappeared from different sectors of the labour market. For education and training institutions it is a great challenge not only to be able to follow the rapid changes but also to anticipate the demand for qualifications. 

For anticipation, broad analyses of future developments in society, working life, qualifications, technology, and the economy are needed. It must be a reliable, dynamic and continuous process. It includes the analysis of the future but it can also be seen as a strategic activity, which is based on know-how, continual learning and mutual interaction. Good tools for anticipation are evaluation and research and cooperation between vocational training and research institutes, employers and employees can greatly assist the anticipation of future needs.

Information should be disseminated about the sectors where there will be a demand in the future. Long-term employability should be taken into account and the requisite skills should be defined. Anticipation should cover more than the immediate demands for short-term training needs. It should be noted that anticipation activities may be carried out at a sectoral, as well as a geographical, level.

Although some good practices have been identified in some projects and in Member State administrations, a more systematic anticipation system needs to be developed. As a result, the supply of potential workers could better meet the demand of the labour market both in terms of quantity and quality.

The project Förderung der betrieblichen Weiterbildung in KMU Brandenburgs durch Verbesserung der Handlungs- und Gestaltungs-kompetenz von Betriebsräten (A-1997-D-524) uses shop stewards’ knowledge as they know the real needs of their companies from the inside.

The CHALLENGE project (A-1995-D-008) anticipates future training needs through interviews with regional companies. Results are given to training providers who try to create tailor-made solutions.

The Finnish Labour Administration is building up an anticipation system as part of Objective 4 measures. With the support of the ESF, Finland has implemented anticipation projects to identify future changes in working life and educational or training needs. The projects have developed "anticipation networks", data banks and systematic analysis. The anticipation network includes the regional Employment and Economic Development Centres in Finland.

Anticipation has an even more important role to play in promoting employment for disadvantaged groups. Nowadays, jobs that do not require high vocational qualifications have mainly disappeared. So, it is important to identify how much work there is which does not require a high level of professional skills. Public Employment Services should include this task in their collaboration with employers. 

Anticipation can help identify preventive measures for avoiding redundancies. For example, outplacement training has proved to be an effective solution. The introduction of changes in technology or production must go in parallel with new and adapted training programmes. Another effective measure is the building of bridges between the old job and the new one. 

The Personaltransfer project (A-1995-D-191) provides people threatened with redundancy with reorientation, training and the reintegration into the labour market before they are laid off. The short-time working benefits paid by German Employment Services are used for this purpose. Netzwerk Qualifizierung im Großhandel (A-1997-D-832) brings together companies which are laying off employees and those which are looking for new staff in order to foster a seamless transfer into new jobs.


											Annex II
NATIONAL THEMATIC WORK IN FINLAND

Aims and implementation of the thematic work 

In Finland, the responsibility for co-ordinating the national thematic work was given to the Mainstreaming Project promoted by Stakes Consortium. The aim of the thematic work was to identify successful methods in crossing the job threshold. Good practices were studied in Finnish ESF projects funded from ADAPT, EMPLOYMENT and ESF Objective 3. The actual research work was done by the Rehabilitation Foundation.

In the first phase of research, a survey was used to screen quantitatively successful (by employment rate) and qualitatively interesting (by the description of the method) projects. A sample of 159 projects was chosen for further analysis from the total of 850 projects. Secondly, 36 key people from the most interesting projects were interviewed by telephone and were asked to describe the working models and success factors of their projects. In the third phase, this information was checked and supplemented in two subsequent working conferences organised with the representatives of the projects and other stakeholders. The final feedback from the projects was collected in a third conference, at the end of the thematic work.

Results 

The results obtained from the research, combined with the knowledge of participants in the conferences highlighted the following key requirements for the successful integration of job seekers into employment and for the retention of their jobs:
·	job search methods need to be tailored to individual needs and abilities, on a case-by-case basis;
·	the job seeker and employer have to be well-matched and a person must be offered a job suited to his/her aptitudes;
·	the services involved (social and health services, employment services etc.) have to offer flexible and just-on-time support both to employers and employees. The service providers should also be linked with each other so that they all can be easily reached and used;
·	job seekers should have at their disposal a more informal network to support them in their domestic and social environment.

Another important point to emerge from the research was that there should be a systematic identification of examples of good practice. This could help small but efficient projects that would normally go unnoticed to get recognition for their success.

The research results emphasise the large variety of good practices in crossing the job threshold. The practices were categorised by two dimensions, innovation vs. basic client work and individual vs. institutional interventions. Firstly, a number of innovative models in client work were found, but, according to the results, also basic individual interventions, well tailored to old and new target groups, can be successful. The discourse on case management was used as the unifying conceptual framework to cover the variety of successful approaches found at the level of individual interventions. Secondly, creation of intermediate steps from unemployment to employment and the development of the transitional labour markets in the form of co-operatives and resource centres lowers the job threshold. New forms of support to traditional enterprise can also increase the demand for labour. The transformation of the labour market, while threatening the social security of the normal workforce, allows for more variety and flexibility (e.g. in working time, contracts) and, if supported by appropriate employment and social policies, may give a new chance to groups at risk of social exclusion.

Key factors for the successful crossing of the job threshold is the provision of cultural and administrative resources to overcome the gap between employment and social services and  private sector employers. Paths to employment and training tailored on the basis of the interests of the job seekers and industry and commerce (e.g. system of apprenticeship) bring results. However, rather than being well established models of work with a guaranteed administrative continuity, most good practices found in the research still need to be further tested, multiplied and mainstreamed.

The outcomes of the Finnish thematic work on the theme of Crossing the Job Threshold are similar to those of the European Thematic Focus Group, which significantly strengthens the value and importance of the theme.

Dissemination and mainstreaming 

The Stakes Consortium has disseminated the results as part of its activities in seminars, conferences and workshops. A press conference was also held. The results have been distributed to ministries, regional councils, business and development centres, social partners and to employers associations. By recruiting a communication officer, Stakes Consortium has been able to strengthen this dissemination. 

Stakes Consortium has contributed to policies and strategies which try to incorporate the most important findings in mainstream policy and to funding and service delivery systems which promote the idea of an inclusive labour market. 



Annex III

NATIONAL THEMATIC WORK IN SPAIN

In order to compare the results and reinforce the work of the European Thematic Focus Group, information and opinions have been collected through a questionnaire sent to the EMPLOYMENT Initiative’s Spanish projects. 

During visits to monitor the projects in 1998-1999, the National Support Structures for the EMPLOYMENT Initiative’s four strands gave the questionnaire to a sample of projects. In the end, 144 completed questionnaires were received, which corresponds to more than 20% of all the projects selected in the 1997 round. This sample includes experiences from the 17 autonomous communities, and from both local and regional bodies.


The experiences of the projects

The following is an analysis of some of the projects’ basic activities. 

Companies and beneficiaries participate/cooperate actively in the vast majority of the projects, generally from the outset. The companies’ cooperation has basically taken the form of communicating their employment needs, offering work experience and hiring beneficiaries. In addition in a high percentage of the projects, companies have participated in preparing training content. 

The active participation of the beneficiaries has been particularly focused on establishing personalised pathways, and looking for a job. In addition, the beneficiaries have been actively involved in information and awareness activities and in selecting training content.

As regards training, we should point out that wide use was made of existing studies, from this and other programmes, in order to understand the territory’s training needs. Emphasis has also been placed on the acquisition of basic job skills and abilities in order to facilitate job market integration. These primarily include communication skills, the ability to work as part of a team, punctuality, responsibility and conflict resolution.

Nearly all of the projects monitor training on an ongoing basis. This monitoring usually focuses on the students’ activities, and, to a lesser extent, on those of the trainers, through meetings, tests, performance evaluations, and other means. 

As might be expected, the projects themselves act as job market intermediaries, rather than the public services and private placement agencies. The latter’s role is basically limited to supplying job offers, providing information on job market needs and, to a lesser extent, co-operating in project dissemination operations. 

The projects have been involved in the following job integration activities: 
·	assessing beneficiaries’ abilities; 
·	prospecting with companies; 
·	analysing job positions; 
·	designing training suited to the jobs on offer; 
·	acting as a link between beneficiaries and businessmen;
·	providing job guidance. 

Finally, they monitor the integration process continuously.


The promoters’ opinion

The promoters have carried out a basic analysis of the channels for facilitating the integration of underprivileged groups, identifying the barriers and measures to overcome them, as well as the potential for creating stable employment. In addition, they have collected a variety of suggestions and recommendations.

The most significant hurdles to be overcome by beneficiaries are lack of suitable training and psychological barriers. In addition, there are other, less important difficulties such as economic, cultural, social and family barriers. In the case of HORIZON projects, economic barriers are the most important, while in INTEGRA, family barriers are the most significant. Training and psychological barriers are the most important barriers in the YOUTHSTART programme.

The following is a list of the measures used to overcome these, in order of importance: 
·	adapting training to job market requirements; 
·	motivating and stimulating beneficiaries; 
·	ensuring their active participation; 
·	providing suitable information about employment and companies. 

HORIZON projects emphasise awareness actions, while NOW projects stress complementary measures (such as caring for dependent persons), and INTEGRA projects focus on motivating and stimulating beneficiaries. Finally, YOUTHSTART projects stress the adaptation of training to the job market.

The projects are moderately optimistic about the vocational future of their beneficiaries, although this varies based on possible socio-economic changes and the attitude of the beneficiaries and businessmen, which are more important factors in creating sustainable employment. 

The main suggestions made by the projects on integrating underprivileged groups are as follows:

·	the importance of raising awareness about the beneficiaries’ abilities and potential;
·	the coordination of resources and action between all of the bodies and institutions that participate in training and employment activities with a greater involvement on the part of some local agents;
·	the need to develop complete mechanisms, and give greater emphasis to personal aspects in the individual's life (psychological and social), as a complement to training or job-related action; 
·	the role of job mediator or job market integrator is critical in mediation, as is the greater involvement of non-profit placement agencies; 
·	the need for certain regulatory changes to create new mechanisms adapted to the new realities of the job market;
·	greater financial support for training and job-related measures, and greater concentration on the most excluded groups. 

A final recommendation is that the mechanisms to promote the integration of the underprivileged must maintain the principal characteristics of projects in the EMPLOYMENT Initiative, i.e. they must be flexible, adaptable and innovative. 
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ADAPT AND EMPLOYMENT IN BRIEF

ADAPT and EMPLOYMENT are two Human Resource Initiatives which are led by the European Social Fund. Both Community Initiatives started in 1995 and some projects will continue until the end of the year 2000. Projects were selected following calls for proposals in 1995 and then again, in 1997. Member States manage these Initiatives in partnership with the European Commission and National Support Structures and EUROPS, the Commission’s technical assistance office, assist in their implementation. 

The principles underpinning both Initiatives are: 

·	transnationality: projects must be partnered with projects in other Member States which are focused on similar or complementary priorities;
·	innovation: projects must experiment with new ideas or methods, or with new combinations of existing ideas, methods or collaborators;
·	local involvement: projects should involve a range of local individuals and organisations and focus this combined resource and experience on developing their innovative ideas;
·	multiplier effect: the experiences should be recorded, evaluated and widely disseminated through expert and professional networks, and to the public.

The ADAPT Community Initiative aims to transform the way in which companies, especially small firms, the organisations which support them, and workers themselves, respond to industrial change. In terms of the methods used, the 1997 projects have placed a greater emphasis on the use of new information and communication technologies and the building of the information society.

Almost 4000 projects have been or are being supported under ADAPT, financed jointly by the European Social Fund and public and private sources in their Member State. The total ESF contribution for the five years of the ADAPT Initiative is over 1.6 billion euros.

The EMPLOYMENT Community Initiative targets groups of people who face special difficulties in the labour market. It has four inter-related strands: 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. EMPLOYMENT aims to identity new solutions to the problem of unemployment in the European Union by funding pilot projects: to contribute to the development of human resources; to improve the working of the labour market; and to promote social solidarity and equal opportunities. 

More than 6000 projects have been selected for funding from the EMPLOYMENT Initiative, with a total contribution from the European Union of more than 1.8 billion euros.

The impact of the ADAPT and EMPLOYMENT projects is reinforced by grouping them in transnational partnerships so that the lessons learnt in one Member State can be taken up and used throughout the European Union. This learning across frontiers was further strengthened by the joint strategy for Thematic Activities and Visibility, which is described in the Introduction to this report. In this final phase of the Initiatives, every effort is being made at national and European level to ensure that as many individuals and institutions as possible know about, and can benefit from, the legacy of ADAPT and EMPLOYMENT. 

All of these Thematic Activities have also informed the design of EQUAL, the new ESF Community Initiative, which will operate from 2000 to 2006. This Initiative will build on the achievements of ADAPT and EMPLOYMENT, as it is intended to promote new practices to fight labour market discrimination and inequality of all types, particularly through transnational cooperation. 

