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1. Introduction

This summary document presents the main issues that were discussed during the ESF Article 6 seminar “Innovative Approaches to the Management of Change” on 23-24 October 2006. 
The seminar aimed to take stock of the results achieved by the Article 6 projects implemented since 2004, and to discuss the best ways of transferring and disseminating the innovative approaches developed by these projects within the context of the future programming period and the new Structural Funds. This transfer of experience at the national level was seen as particularly important since Member States will have a greater responsibility in the management of the Structural Funds from 2007. 
The key points in this document are presented in a thematic order and do not necessarily follow the chronological order of the seminar. They are mainly drawn from the two panel discussions that took place on the “Management of Restructuring” and “Management of Change”, and from the two presentations that were given by Mr Fernando Vasquez – on the European Commission (Commission)’s Restructuring Forum – and Mr Julius Op de Beke – on the Communication on Demographic Change. The paper also includes a summary of “Workshop 3 – Territorial Approaches to Restructuring”. 

2. Management of Restructuring

a. Presentation of the Restructuring Forum

Mr Fernando Vasquez, Deputy Head of Unit F3, DG Employment, Social Affairs and Equal Opportunities (DG Employment) presented the main themes and issues that will frame the Restructuring Forum meeting on 4 and 5 December 2006. In particular, the meeting will focus on the territorial dimension of restructuring, and the role that can be played by the European Social Fund and other Structural Funds.  The key points from Mr Vasquez’s presentation are presented below.
In view of the next ESF programming period, it is time to take stock of what has been achieved through the projects implemented through EQUAL and Article 6, in identifying and highlighting good practice and innovation. Indeed, it will be essential to integrate this experience into the new Structural Funds – that will be increasingly managed at the national level. 

The Restructuring Task Force led by DG Employment coordinates the policies on restructuring and analyses the causes of restructuring, as well as the best ways of anticipating change. However, analysing, assessing and measuring the impact of restructuring are very difficult tasks. The consequences of restructuring are often overestimated in quantitative terms and a very negative vision of restructuring prevails, particularly in the media. Restructuring is also a positive phenomenon with effects such as increased competitiveness and productivity of companies. 

Therefore, the development of indicators is essential. Research on anticipation mechanisms is moving forward, and these mechanisms will help the relevant actors to manage change more effectively. Anticipation mechanisms could be used to identify the competencies that will be needed in the future, and indicate to Member States how to adapt school curricula to this end. Moreover, in the future, a sectoral approach to jobs should be developed, to anticipate what jobs will be needed for each sector. 

Efforts should also be made to develop networks: Human Resource managers, social partners and civil servants should work together, since partnership is a key success factor to the success of restructuring measures. As illustrated by the projects’ results, restructuring processes are implemented more smoothly when social partners are actively involved. 

b. Panel discussion - The results achieved by Article 6 projects 

Key issues and context

Mr Donald Storrie from the European Monitoring Centre on Change, moderator of the panel, opened the discussion by formulating key questions that need to be addressed. Firstly, it is essential to identify the concrete results achieved by the projects. Secondly it is important to understand how to capitalise on these results and make them transferable to other contexts. 
Mr Fernando Vasquez then presented the core elements of the Commission’s strategy on restructuring. These are: partnership, anticipation measures and integrated approaches. The underlying idea put forward was that people have to be mobile, flexible, and ready for change. The question is now to evaluate this ‘recipe’ to ensure that it is indeed effective. It is important to maintain a critical analysis of the solutions developed throughout the implementation of the projects. What conclusions can be drawn on the effectiveness of these solutions? Do they strengthen people’s capacity to be mobile, learn new skills and change jobs? Does it work for everybody? These are the questions that should be constantly addressed. 
The challenge is that the optimistic message put forward by the Commission – globalisation brings new opportunities – is often rejected. There exists resistance to change amongst some sectors and countries. The following questions must therefore be addressed: 

· In traditional sectors of the industry, is the strategy proposed really adapted, and is it not going too fast for these industries? Are these solutions sufficiently adapted to non-qualified workers? 

· Why does this strategy work in certain regions, and not in others? What are the necessary conditions to build strong partnerships? 

· Are partnerships – especially with social partners – more difficult to build in the new Member States? What is the best way to implement this approach in the EU 10? 

Mr Huemer, Director of the UEAPME (European Association of Craft, Small and Medium-Sized Enterprises), emphasised that SMEs are particularly affected by the restructuring phenomenon. However, the debate is often focused on large enterprises because of their visibility and the emotional impact caused by restructuring in these companies – where thousands of workers are affected. However, anticipating change is more difficult for SMEs as they do not have the appropriate structures to retrain their staff, react quickly etc. They need the necessary structures to manage restructuring. Raising awareness of the need for change is essential to create a new dynamic. In Spain and Italy for instance, companies in ‘declining sectors’ are reflecting on how to use their know-how and knowledge to create new competitive advantages. 
LISP project

The LISP project is a good illustration of this approach. The project, presented by Mr Callegari, focused on SMEs and aimed at raising awareness of global changes and restructuring through an experimental methodology called ‘Change Labs’ – highly interactive workshops where SME managers work together with experts on change management. The project developed new management skills within companies. During the workshops, valuable knowledge was transferred (methods, instruments etc.) to managers. The Labs also provided a space for socialisation to build trust between the stakeholders, which ultimately helped to overcome the prevailing feeling of pessimism and opened up new possibilities. The project was implemented differently in Spain and Italy because of the variation in the institutional fabric of each country.
ReInnova project

The ReInnova project was implemented in Greece in the Achaia region, to foster the cooperation between employers’ organisations and regional agencies, encourage entrepreneurship in creating clusters and building partnerships. Mr Karavidas explained that the project was successful in the way it addressed the negative image of entrepreneurship among young people in the region. Young people tend to see civil service as a professional priority, and are not attracted by the idea of creating their own company. The project changed people’s way of thinking about being self-employed, through seminars, coaching, and personal support. Mainstreaming was successful thanks to the employment agency that was involved in regional planning. The recommendations and experience of the project fed into the plan and this ensured the long-term impact of the project’s efforts.  Cross-border cooperation was also very enriching for the project because of the know how of all the partners. German partners were invited to Greece where they had the opportunity to observe the situation in the Greek region, to visit local entrepreneurs, to make suggestions regarding the local situation. 

Social Economy XXI project

The Social Economy XXI project coordinated by Unión de Cooperativas Madrileñas de Trabajo Asociado (UCMTA) conducted case studies to develop an alert system or early warning system. Indicators were developed to diagnose the situation in a geographic area (economic and social structures). The analysis was sent to trade unions, local authorities, companies, etc.  The Union of Cooperatives of Madrid is an association created by small companies. These companies are not technologically advanced and present a number of deficiencies in terms of management. To overcome these deficiencies, it was necessary to identify innovative management practices, and provide experts with assistance – e.g. in developing a marketing strategy.  A code of conduct was also developed to encourage social responsibility. The focus was on creating strategies allowing a better work/life balance to increase women’s participation in cooperatives. 

MIRE project

The project, coordinated by Syndex SA, aimed to create rules and codes of practice to encourage a socially responsible approach to restructuring. Following extensive research conducted by the project, recommendations for a European code of conduct have been formulated. This project gives valuable insights into understanding how experience in one country can be capitalised in other countries.  
The project method can be explained as follows: seven transversal studies were carried out, focusing on actors’ views on restructuring, innovative practices, health issues etc. Alongside the studies, eleven international workshops were organised around themes such as innovation in restructuring, bringing together trade unions, public agencies, territorial actors, employers etc. The success of these workshops was reflected in the high level of motivation of the participants. It showed that innovations in this field do exist, and that stakeholders do want to discuss them. 

The process of capitalisation is already taking place within the project, as illustrated by the ‘employers’ pool’ (groupements d’employeurs). This pool system has existed in France as a useful tool for anticipation, and has now been transferred to Belgium and Germany, where it is seen as an innovation. This example illustrates how exchanges have taken place within the project. Practices and systems are translated into the different countries, taking account of different contexts and different legal frameworks. Overall, the translation process takes time, and is only possible if the practice is adapted, allowing for a degree of flexibility. Translation also requires the active involvement of people who are able to promote the project and carry it forward (porteurs de projets). 
Concerning solutions and remaining problems, the project showed that solutions and answers to restructuring problems do exist, but results do not always live not up to expectations. The problems are by no means all solved, and restructuring remains a real challenge. The main obstacle is timing: actions are taken too late, when restructuring is already taking place, by which time damage to the industry, individual and/or community has already taken effect. Even though restructuring is now an on-going process, it still being dealt with as one-off phenomena. It is therefore necessary to develop a culture of ‘permanent restructuring’, or ‘constant readiness for change’ whereby the process is addressed on a daily basis, integrated into the functioning of the enterprise, and becomes part of the routine. 
c. Workshop - Territorial approaches to restructuring

The workshop, facilitated by Beatriz Ruiz Alonso and Alberto Noriega Guerra, Project Managers from Unit C4 of DG Employment, gathered project promoters from the following projects: Re-Flex (BE), DELOC (PT), North Jutland (DK), ICARO (ES), O2K (IT), AREE - Work in the Elbe-Elster Region (DE), PRO-CHANGE (EL) and Anticipating Change (UK). The main issue discussed was partnership, and more precisely the best way of working together with companies, who are considered to be essential partners in any restructuring project. Presentations given by DELOC (PT) and North Jutland (DK) were the starting point for the discussions.
The participants all stressed the difficulties they encountered when trying to involve companies in their projects, and the fact that enterprises were not always willing to cooperate. Being primarily profit-oriented, they needed to identify the benefits they will get from taking part in such projects. As one participant remarked, socially responsible companies seem to be more open to this kind of initiatives. 

One project manager explained that the key issue is to tell companies about something they are interested in, i.e. not globalisation or restructuring. These concepts seem too far from their daily concerns. One has to find the right language that will get the message across, i.e. telling them about upgrading, market competition, products, or increased competitiveness. 

The ‘time’ factor is also a determining factor: company managers often have less than five minutes to listen to external requests, and are very much under pressure. In addition, the fact that they might be interested in one issue does not mean they have an interest in the whole project. Consequently the ‘window of opportunity’ is very narrow and it is a hard job to get them on board. 
Moreover, there is no cooperation culture between companies: they see each other as competitors and rivals, and are not keen on sharing their good practice and methods. The role of the project is to make them realise that by working together they can improve the situation of the whole sector, and that they will benefit from cooperation. 
Despite some difficulties, many projects have successfully involved companies in their projects. The ICARO project obtained good results regarding the participation of companies in their activities. The project manager agreed that it is essential to use the appropriate language when addressing companies (e.g. try to avoid words such as ‘outsourcing’, associated with negative image). Building a relation of trust with businesses is essential to make them cooperate with trade unions, local authorities etc. The presence of the regional government also helped the project to build consensus and trust. 

This is also reflected in the approach developed by the Re-Flex project on Flexicurity. Instead of approaching company managers with a pre-defined concept of ‘flexicurity’ and a set of pre-determined measures, they started working with the companies, in asking them first what their needs were. This was a very ‘bottom-up’ approach where all the actors sat together, to define a common idea of flexicurity. 
The O2K (Open to Knowledge) project created a permanent consultation board to bring all the stakeholders together regularly. The main asset of the project was that it took advantage of the direct involvement of governmental authorities and social partners to encourage the adoption of a development plan for revitalizing the textile industrial cluster located in Biella.  This confirms the idea that regional authorities have a key role to play in building partnerships.
3. Management of Demographic Change
a. Commission Communication on Demographic Change and the Forum on Europe’s Demographic Future 
This session was presented by Julius Op de Beke from Unit E1 of DG Employment. The Commission Communication on Demographic Change responds to the concerns raised by Member States at the Hampton Court Summit in October 2005, which identified ageing populations as being one of the main challenges that the EU will have to face in the coming decades. Some actions have to be taken to address this long-term threat: we must be prepared for reform, i.e. to work longer.

It is important to emphasise that ageing is something we can cope with, and not something we should be afraid of. The fact that we are gaining years in terms of life expectancy should be viewed as a positive outcome. Ageing should not be seen as ‘tsunami’ or a ‘time bomb’ – these are inaccurate descriptions that are widely used by the media. On the contrary, demographic change is a highly predictable phenomenon that is developing at a very slow pace, giving us time to get prepared. The timeframe to react to the phenomenon is about 10-15 years, during which time we should strive to find ways to finance our social protection systems. 

That is why the Commission has decided to adopt a proactive position, to turn this challenge into an opportunity. Demographic change has to be mainstreamed into all policy areas and all sectors of the economy to be addressed successfully. It is essential to change horizons and attitudes, through the implementation of the Lisbon Agenda, complemented by a long term strategy for fertility and selective migration. The negative effects of the skewed age distribution can be mitigated if the necessary efforts are made, particularly regarding gender equality, early retirement and migration. 
The high birth rates in countries such as the Netherlands, Sweden, and France show that it is possible for people to have more children and overcome difficulties such as work/life balance. Interestingly, these figures suggest a positive correlation between female participation in the labour market and fertility rates. Gender equality is a necessity from a socio-economic point of view: working does not entail low birth rates, but a high birth rate requires a good work/life balance.

The other priority is to increase the incentives to work longer by improving work opportunities, lifelong learning and workplace conditions, to curb the high rates of early retirement. 

Regarding migration, it is crucial to reach a coherent EU migration policy by 2009.  Europe needs highly skilled and low skilled migrants. There will be a huge replacement demand when the baby boomers retire (in health care, catering etc). 
Ageing also represents opportunities for the EU, such as new markets and products to match the purchasing power of elderly people. The unknown opportunities of the ‘silver economy’ include new sectors such as wellness tourism, or health services that could be developed and exported to other regions where ageing will be a central issue soon. 

The Forum on Europe’s Demographic Future is very important in this regard, and will be repeated every two years. It will be the occasion to discuss the implementation of these policies, and to highlight the role of the EU in this domain through the exchange of good practice, through the setting up of a Family Policy Expert Group or the possible creation of a European Alliance for Families in the future. When a new cycle of the Lisbon Strategy for Growth and Employment in 2008 is launched, the Commission intends to put a strong emphasis on active ageing. 

b. Panel discussion with the project managers
Key issues and context

Dr. George Leeson, Deputy Director of the Oxford Institute of Ageing, University of Oxford, opened the discussion by stressing that the perception of ageing in Europe has evolved. Considered as a problem, then as a challenge, it is now perceived more and more as an opportunity. 

However, the problem will exist as long as workers continue to leave the workplace as soon as they can. The real challenge is to make people want to stay in the labour market for longer. The projects participating in the panel all worked towards this goal in various ways. 
Considering the fundamental need for quality of life in old age and a dignified life after retirement as part of political and social responsibilities, the social partners of Upper Austria and the province of Upper Austria have jointly conceived the WAGE - Winning Age, Getting FuturE project. The aim of the project was the development and implementation of innovative models for enhancing the productivity of older workers. Central to this project was the avoidance of unemployment of senior staff, and increased awareness-raising of this problem amongst businesses and the general public.

The Active@Work project aimed to increase the ability of enterprises to utilise alternative working arrangements to prevent early retirement. The crucial success factor was to get top management involved in the project. 

Similarly, the involvement of key stakeholders was a key success factor for the AWARE project whose objective was to generate a new culture in the workplace by raising awareness on demographic change. It was also aimed at improving employability and career prospects for people aged over 45 and making them more aware of their skills. 
The Fair Play project collaborated with employment agencies and successfully addressed the challenge to manage an extensive network of partners. The approach chosen was to build clusters in each country, including local government, trade unions, employment agencies etc. In terms of influence on policy and sustainability, two years was a very short time to convince policy makers. But the tools were developed in such a way that they could be used after the end of the project. They are easily transferable, and have been mainstreamed by recruitment agencies. The ‘Skills Assessment’ tool for instance has been transferred to job centres in the UK.   

However, even when the tools work well with employers, the challenge is to ensure the implementation of concrete actions within companies, as revealed by the survey carried out by the project on employer’s attitude regarding the ageing of the population and its consequences for the labour market. A strong mismatch between the level of awareness and the concrete actions undertaken emerged from the responses. The interesting finding was that across the four countries surveyed, there exists a huge gap between what are perceived as general challenges ahead and actual measures taken within individual organisations. Demographic change is not felt as an issue for companies and employers assert that ‘this is not a problem for my organisation’. 

Consequently, raising awareness is not enough and it is important to ensure the implementation of concrete actions within companies. They should be encouraged to incorporate the ageing phenomenon into their development strategies. 

Conclusions

Gerhard Detlef from Unit E1 of DG Employment concluded the discussion by emphasising that there is currently a window of opportunity to react to demographic change. The situation will be stable until 2015, but then serious problems on the labour market will start to appear. This means we now have between 10 and 15 years to act. 

The priorities related to demographic ageing are:

· Improved access to lifelong learning. 

· Workplace adaptation closely linked to health issues and work organisation. 
· Training in ICT to improve the employability of senior workers.
· Transferability of the results obtained by the projects. 
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