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Workshop investigating the use of tracking systems to identify 

sustainable employment outcomes     

22 – 23 March 2022 online event 

The event supported the objectives of the Employment, Education and Skills Community 

of Practice (CoP) work programme, specifically the activities on long-term unemployment 

and employability of inactive people. The workshop1 explored the overarching question of 

’How can tracking systems assist providers in improving the employment sustainability of 

long term unemployed (LTU) persons?’ This built upon previous work undertaken within 

the European Social Fund (ESF) Employment Thematic Network (ETN) and recent activities 

delivered as part of the Employment, Education and Skills CoP, particularly the Peer 

Review of integrated service delivery and outreach for LTU in Lithuania (March 2021), and 

the Study Visit to the Munich Qualification Programme (September 2021). Moreover, it 

cross referenced activities and discussion of the recently formed measuring soft outcomes 

working group.  

The key objective of the workshop was to support CoP members by providing a platform 

to share good practice in the development of systems to identify approaches supporting 

the sustainable employment of LTU people following their participation in ESF 

programmes.  

A particular focus of the event was on providing advice to managing authorities (MAs) to 

enable them to develop tracking systems. Tracking systems can facilitate sustainability 

following labour market integration, and the event explored their use, identified different 

approaches and conducive support systems. 

The event explored several key questions: 

■ Why track employment outcomes? 

■ What metrics should employment providers track, and why? 

■ What data should be collected?  

■ How can data be used to improve the quality of services?  

■ Are there situations for which the use of ‘Distance Travelled’ models is not 

appropriate?  

 

Eamonn Davern, thematic expert, introduced the concept of tracking systems. Drawing 

upon recent evidence, he described the reasons why tracking models are used as an 

approach to measuring the progress clients are making that may lead to sustained 

employment. He began by defining the term ’Distance Travelled‘ as ‘the progress that a 

beneficiary makes towards employability or harder outcomes, because of a project 

intervention.’ He further explained how standard profiling approaches to assessing a 

client’s labour market situation are often not appropriate for use in ascertaining the needs 

 
1 The workshop was attended by ESF managing authorities, intermediate bodies and public 

employment services from EL, ES, HU, LT, MT, SI and SK. They were also joined by 
representatives of the European Commission and ENSIE. 

https://ec.europa.eu/european-social-fund-plus/system/files/2022-02/2021_March_ESF%2BTCP_CoP_EES_PR_Effective_Integrated_Services.report.EN_.pdf
https://ec.europa.eu/european-social-fund-plus/system/files/2022-02/2021_March_ESF%2BTCP_CoP_EES_PR_Effective_Integrated_Services.report.EN_.pdf
https://ec.europa.eu/european-social-fund-plus/system/files/2022-02/2021_October_ESF%2BTCP_CoP_EES_SV_MBQ.report.EN_.pdf
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of an LTU or inactive person. Profiling methodologies usually seek to identify the extent to 

which the skills and experience of a jobseeker match labour market vacancies. In many 

cases such models do not consider more complex and multiple issues which can act as 

barriers to employability, or even the possibility of an individual looking for work, until 

these problems are resolved.  

 

For those people furthest from labour market the progress they are making towards 

employability can be an important indicator. This is especially the case at an early stage 

of participation in support programmes when a client can still be a long way from being 

able to apply for jobs. Consequently ‘hard’ employment outcomes may be inappropriate 

as targets for support projects focussed on resolving significant social problems, ‘soft’ 

progression measures may be more meaningful, useful, and valid measures of progression 

towards the labour market. 

 

Several of the key benefits of tracking systems were highlighted. These include showing 

clients the progress that they are making and providing information for project staff on 

how a project is progressing and can be further developed. Funders can also obtain 

evidence that a project or intervention is making a real difference even if hard outcomes 

have not been achieved.  

 

To increase efficiency of soft outcomes it was stressed that tracking requires several 

elements to be in place. It is essential that a set of target indicators are developed which 

relate to the soft outcomes that a programme is designed to achieve. For each indicator it 

is necessary to establish scales or scoring systems for assessing clients’ potential for labour 

market integration and/or suitability to participate in a specific project and agree a baseline 

for initial assessments and subsequent progress reviews. Information obtained will need 

to be gathered in a system enabling the analysis and reporting of results.  

 

In providing background context for the event Eamonn Davern concluded with five key 

observations on the development of tracking systems: 

■ Active Labour Market Programmes (ALMPs) are designed, developed, and delivered 

within different country and policy contexts, so tracking systems should be designed 

to ensure compatibility with particular delivery frameworks.  

■ There can be significant advantages in profiling LTU persons in terms of their 

employability rather than employment rates.  

■ Monitoring soft outcomes and measuring distance travelled should be mainstreamed 

as part of ESF-funded project activity.  

■ Models and tools should be developed and refined in consultation with those that are 

likely to implement them and the clients that will experience them. 

■ Tracking systems need to reflect the particular situations of individual LTU persons.   

 

Defining tracking systems and definitions of sustainable employment  

This section focused on the rationale for using tracking systems and on the importance of 

applying appropriate indicators of sustainable employment2. This is to ensure that the 

systems encourage support measures conducive to successful labour market integration. 

Vaida Kamandulienė from the Lithuanian PES presented experiences and reflections gained 

following the review of their LTU service integration programme which was introduced in 

2020 and is ongoing. The project is co-funded by the ESF. The pilot project aims to 

coordinate, for the first time, services and measures provided by municipalities and the 

 
2 Eurofound define ‘sustainable employment’ as living and working conditions that 

support people in engaging and remaining in work throughout an extended working life -

see ‘Sustainable work’, Eurofound Briefing, 7 March 2022: 

https://www.eurofound.europa.eu/topic/sustainable-work  

https://www.eurofound.europa.eu/topic/sustainable-work
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Public Employment Service (PES). In particular, the project increases the social and labour 

market integration of people with multiple problems through enhanced co-operation 

between PES, municipalities, NGOs, and employers. This approach provides structural 

support for clients furthest from the labour market while at the same time increases the 

effectiveness of the programme in securing sustainable employment outcomes. To date, 

900 unemployed people have participated in this activity with positive results. 

To implement the activities, six municipalities volunteered to pilot the practice. Each 

municipality can follow its own approach to reach the set goal, but an important aspect is 

to cooperate and align structural support with PES services at all stages. A key lesson 

learnt is that the inclusion of soft outcomes in performance metrics can best incentivise 

activities supporting client progress, especially for the most disadvantaged clients. The 

project is therefore investing in systems to monitor clients’ progress and it will seek to 

enhance these tracking systems as the project develops further. The intention is to provide 

more meaningful on-the-ground support to individuals driven by increased attention to 

soft outcomes. 

To best monitor clients’ progress a case management model has been developed. A case 

manager is the contact point with client and the person who supports them to overcome 

challenges. To ensure that the case manager has a complete profile of the client, the case 

manager collects information from various data sources and authorities (i.e., social 

security tax authorities). The case manager is supported by specialists as well as 

representatives from NGOs, who provide extra knowledge and input where needed. This 

monitoring approach has been successful as case managers can develop a complete 

picture of the client’s background and progress in the project. At the same time 

communication with other relevant authorities help to fill knowledge gaps and to assist the 

client to make the best decisions to overcome any challenges.  

Another good practice was presented by Patrizia Bussi, from ENSIE (the European Network 

of Social Integration Enterprises) who described a programme implemented in Romania. 

The programme has seven phases, including, a social enterprise monitoring the social 

outcome from each phase, with special indicators for the development of self-esteem and 

acquisition of employability skills. The phases are as follows:  

■ The first phase is reference and selection. 

■ This is followed by a two-month period of adjustment with the aim to find urgent 

solutions including adapting workplace conditions to meet the needs of the worker.  

■ The third phase is six-month stabilisation, which aims to enhance the personal 

development and the professional skills of the beneficiary. 

■ The fourth phase is a stabilisation phase expected to last six months, however this 

period can be adjusted to individual’s needs. During this stage, a particular focus is 

on developing the social skills of the worker.  

■ The fifth and sixth phases are described as comprising the first ‘profile stage’ during 

which specific actions take place depending on the personal and professional 

characteristics of the individual.  

■ The final seventh phase is the second ‘profile stage’ during which the client can 

participate in an interview or internship to find a job.  

■ At the end monitoring takes place to assess the impact of the programme, reflect on 

the processes applied, and consider the outcomes for the individual participant 

including an evaluation of their experience of each phase.  

Similar to the Lithuanian example, Patrizia Bussi explained that in Romania social 

enterprises have considerable discretion to implement tracking systems as part of project 

monitoring processes. This allows social enterprises to focus on helping clients on the 

ground and being flexible in delivering the activities as they can adopt in accordance with 

client’s needs. 

Overall, it became obvious that it is important to track employment outcomes for several 

reasons such as to assess the effectiveness of measures and to identify their real impact 

on project participants, to motivate them, and to ensure that they receive recognition, or 
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credits towards a qualification, for steps they make towards the labour market. Tracking 

systems can show how the clients react during the stages of their integration and how 

they deal with different situations.  

The workshop showed that the best approach for evaluating the benefits of a programme 

was through adopting a combination of hard and soft outcomes. Whilst establishing hard 

targets to measure the impact of a programme is important where possible, in some 

instances focusing on the incremental progress made by people on the ground during their 

participation in support projects can facilitate more effective support and can increase the 

impact of project activities. 

Tracking systems and sustainable employment  

In this session participants discussed how to encourage stakeholders to make optimum 

use of tracking systems, and the challenges that hinder effective data exchange between 

them.   

Providing incentives for support service providers to participate in projects, especially 

those assisting people furthest from the labour market, support the implementation of LTU 

programmes of managing authorities. Tracking systems produce tangible evidence of 

progress and a return on investment. For example, the Lithuanian PES has encouraged 

municipality stakeholders to participate in a pilot LTU programme through illustrating how 

investing in LTU and inactive people in the short term can be beneficial in the future. This 

is because assisting their entry to, and subsequent integration to, the labour market will 

allow for longer term cost savings.  

Good stakeholder collaboration is a crucial element in the development of tracking systems 

as it increases knowledge and helps support agencies to identify and bridge knowledge 

gaps. A key point is establishing a monitoring and follow-up mechanism suited to the 

requirements of an individual project. As an example, in the Flanders region of Belgium 

some projects focusing on LTU integration have introduced the use of questionnaires to 

be completed by individuals who successfully enter the labour market following 

participation in a project. The questionnaire collects information on the engagement; 

motivation; adaptation; organisation; attendance; and communication of the worker in 

relation to their experience with the project and their subsequent job. Answers are 

collected by a case manager who also interviews and observes the client to ensure the 

autonomy of the client after they are engaged in the labour market.  

In general, most countries represented at the event do not follow-up clients after they are 

placed in the labour market after integration, and those that do tend to limit follow-up 

activities to a maximum of six months after initial employment. This is a major challenge 

since managing authorities, intermediate bodies and other actors lose track of the client 

after participation in ESF-funded projects for LTU. The particular reasons identified for the 

lack of follow up activities is a lack of resource, accompanied by a lack of expertise among 

personnel across authorities.  

Producing useful outputs to enable effective monitoring 

A key point is that the essential milestones to be recorded may differ depending on the 

expected objectives, intended project outcomes and if the latter are related to contract 

payments. This needs to be taken into consideration when monitoring a tracking system 

to ensure that the milestones recorded reflect the actual progress of the client. Milestones 

need to be client-driven, reflecting beneficiary perspectives, perceptions, and experience 

but a degree of commonality is essential. A common ‘spine’ to project monitoring systems 

is necessary to ensure a consistent approach. 

Ensuring a consistent approach when monitoring the progress and co-ordinating the 

integration of LTU people, especially the most vulnerable, is crucial to establish a single 

point of contact. This can enable trust to be developed between the case manager and an 

individual and to provide a mechanism for feedback throughout the engagement so that 
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problems can be addressed straight away and reduce the risk of an individual getting ‘lost’ 

from the system.  

The attitudes of clients can be a considerable influence on their chances of achieving 

successful outcomes through participation in a re-integration project and they can reflect 

their level of engagement and how much they wish to succeed. Consequently, it is 

significant to consider personalised and holistic support, as far as possible considering the 

overall situation of an individual. To achieve this, applicable measures need to be flexible 

and need to look at both hard and soft outcomes. Nevertheless, developing monitoring 

and tracking systems to provide such comprehensive assessment of an individual’s 

situation can require significant resources. A key point is to explain to managing 

authorities, intermediate bodies and other actors involved that providing funds to source 

such systems is an investment in the future for both the individual and society which will 

pay for itself through more sustainable employment outcomes. This will reduce the overall 

volume required, and cost, of support services in the medium and longer term.   

Client profiling is crucial to help authorities understand the background of a project 

participant, defining the problems and building a more effective impact assessment 

mechanism. However, the profiling system applied must be appropriate for assessment of 

an individual given the nature and complexity of their barriers to employment or 

employability.  

The application of an effective approach for monitoring to enable holistic assessment and 

tracking of client progress requires both hard and soft outcomes. It is also essential to 

establish the correct balance in programme design, and especially development of tracking 

systems, between capturing and reflecting the broad needs of a particular target group 

and the specific individual needs of a client. A forthcoming study by the European 

Commission will look at the current use of soft outcomes. Approximately 20 countries are 

already working with soft outcomes. Some member states such as Greece, Spain and 

Slovenia plan to develop a tracking system for soft outcomes to complement their existing 

suit of measures to assess hard outcomes. However, the lack of resources and expertise 

remains a challenge.  

Developing a holistic approach through efficient monitoring requires input from key 

stakeholders. This can be achieved through the development of effective partnerships to 

ensure that tracking systems introduced are best suited to reflect the impact of a project 

on a client. It is especially important to identify their support needs during their journey 

to integration.  

Ensuring effective data exchange  

It is essential to have comprehensive information as much as possible to provide the fullest 

range of support for clients, especially for the most vulnerable. For example, agencies 

participating in projects to assist client integration frequently need shared access to 

sensitive information (i.e., data regarding social and health aspects of the client’s 

situation) to provide the most appropriate and relevant assistance. A challenge arising is 

the exchange of data due to applicable privacy rules and data protection regulations. 

Managing authorities need to establish effective mechanisms to share data in a confidential 

way and have to be transparent and inform clients accordingly. A suggestion is to set up 

a committee, with an agreed term of reference, with the aim to bring together stakeholders 

to agree and adhere to data processing agreements, protocols, and standards. 

It is important that project staff have the appropriate skills and expertise to understand 

and interpret data so that they are able to effectively use the information that they receive, 

and they can use this to inform the assessment of client progression through tracking. 

This is especially relevant for certain types of data provided by professional specialists, 

such as information from health records. Further training is required to develop skills and 

knowledge, for example in Malta managing authorities receive training from experts to 

enhance staff understanding of the monitoring and evaluation tools used. 
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A discussion about how to track client progress needs to start at the initial stage of a 

project, and systems should be reviewed and where necessary revised throughout the 

process. This is to ensure that milestones applied are intrinsic to and focused upon the 

specific design and desired outcomes of a particular project. Involvement of all 

stakeholders from the beginning already can also ensure equal participation and an 

exchange of ideas.  

Project design needs to focus on the scope, policy priorities, and funding requirements of 

the ESF to ensure that the needs of the most vulnerable are met. Soft outcome measures 

used with tracking systems can assess clients’ progress. It is crucial that projects remain 

aware of the role of monitoring systems in driving actions and behaviours. 

Managing authorities and intermediate bodies should pay particular attention to the 

importance and benefits of self-evaluation. This is because client self-assessment can 

enhance understanding of needs, facilitate better identification of requirements, and 

increase transparency concerning the impact of support measures. This can enable 

improved use of ESF resources with improved targeting to achieve priority outcomes.  

Managing authorities and intermediate bodies should re-emphasise the importance of 

sustainable employment outcomes as success criteria for integration projects. This needs 

a strategic approach, making this topic a priority at national and European level. The 

benefits of such approaches should be showcased to illustrate the benefits from the 

increased participation of LTU people in the labour market, especially in addressing labour 

and skills shortages, driving growth and productivity.  

Evaluation issues and considerations for developing process and impact 

questions 

Participants indicated that regarding the tracking of soft outcomes managing authorities 

and intermediate bodies have to first answer ‘the why and the what’ questions to help 

them define those outputs which can best reflect successful implementation of project 

measures. This can also lead to clear targets and aims and equal understanding among all 

actors involved. It is additionally important to ensure a two-level practical application of 

tracking and monitoring systems. For instance, in Spain the managing authority and 

intermediary bodies implement a macro-level analysis to measure the impact of project 

interventions on a broader scale (i.e., in terms of the social integration of the client) and 

then with a micro-level analysis they assess more specific aspects concerning the client 

and the job who they are employed at (i.e., assessing the engagement of the client with 

the support organisation). 

When developing processes and impact assessment methodologies through the 

implementation of tracking systems it is important to consider the broader labour market 

context, especially the rate of change and speed of evolution. In Lithuania, a project 

implemented by the PES includes specific actions throughout all the stages of monitoring, 

such as exchange with other stakeholders (i.e., NGOs), to ensure that the responsible 

authority gains information about all relevant areas and aspects.  

Participants reiterated that effective evaluation is dependent upon efficient case 

management. To ensure effective process delivery and impact assessment it is essential 

to introduce a single point of contact for overseeing tracking and the reporting of client 

progress. This should be defined through measuring specific steps in the reintegration 

journey which would enable the establishment of project milestones. This reflected the 

practices presented from Lithuania and Romania. In Lithuania, the case management 

approach had been so successful that the methodology and approach was now being 

piloted in another context to help the integration of refugees into society and join the 

labour market. 

The lack of sufficient tools to collect data on soft outcomes remains a challenge for most 

managing authorities and intermediate bodies. For this reason, managing authorities 

should explore existing tried and tested tracking methodologies, including those already 

showcased during CoP activities and they should follow the discussions of the measuring 
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soft outcomes working group, which will aim to produce a process guidance on the topic. 

A good practice example is the My Journey tool implemented by POBAL in Ireland3. 

Identifying and using potential data sources 

Identifying specific aspects of tracking, monitoring and evaluation and key stakeholders 

that managing authorities can engage with are key elements to increase data mining. This 

can also provide more knowledge as well as lead to comparative information across 

different employment sectors and areas. Greece has developed a ‘Big Data Visualisation 

System - Labour Market Diagnosis Mechanism4’ with the aim to increase the quality of 

data collected and to configure data in appropriate sets, according to specific criteria (i.e., 

skills, geographical areas, expertise, gender). Higher quality data can support Greek policy 

makers in creating targeted and efficient policies (i.e., to tackle the issue of LTU among 

young people). The system includes a data visualisation function allowing for information 

to be displayed on dashboards. This enables stakeholders to access information in a user-

friendly format. Additionally, data can be clustered bringing together relevant information 

in a format most relevant to assessment of a particular client’s situations, project needs, 

and monitoring and evaluation requirements. 

Another key element to enhance knowledge sharing is well-developed partnerships with 

stakeholders which allowed synergies to be exploited. In Slovakia, the managing authority 

cooperates with NGOs and academic institutions to collect information, in particular 

qualitative data and increase data mining. As a result, the managing authority has a better 

understanding of the needs of the clients and can better identify key data sources that can 

help them developing improved monitoring and evaluation systems. 

Overall, participants agreed that the most important consideration is to ensure input from 

all relevant stakeholders at all stages of the implementation of a project. At the same 

time, it is vital to ensure objectivity and the perception of objectivity when monitoring the 

impact of a programme. For this reason and to increase transparency it is important for 

managing authorities to cooperate with third parties in project evaluation. For instance, 

the managing authority in Malta cooperates with external experts to evaluate impact 

assessments and to receive suggestions to improve processes. 

Open Space session   

In the final session participants had the opportunity to put forward topics that they wished 

to discuss, the following topics were raised and discussed in three working groups:  

A. Establishing data management steering committees and introducing common 

protocols.   

B. Quality standards for evaluation.  

C. Introducing data management dashboards   
 

Group A discussed the benefits and the possibility of setting up an evaluation steering 

committee with clear terms of reference, protocols and set of standards. Establishing such 

measures and practices is important for use in addressing various themes and resolving 

queries and questions related to improved tracking, monitoring, and evaluation, and 

especially concerning data exchange. In Malta, a steering committee has been established 

and meets regularly to discuss various aspects of evaluation. The committee provides a 

platform for the various stakeholders to resolve problems and presents an opportunity for 

sharing of expertise and exchanges of views where all partners can operate on an equal 

footing. Another aspect that was further discussed was the issue of sub-indicators. It was 

concluded that evaluation committees with clear terms of reference could improve the 

standards of these, and many other important components (i.e., self-evaluation, tracking 

progress of the client) of tracking systems. 

 
3 https://www.pobal.ie/programmes/social-inclusion-and-community-activation-programme-sicap-

2018-2022/distance-travelled-tool/  
4 Also see: https://lmd.eiead.gr/and https://www.youtube.com/watch?v=vjGltqwbzvA 

 

https://public.tableau.com/app/profile/vaios.kotsios.eiead/viz/2014-2021_16444834505410/sheet0
https://public.tableau.com/app/profile/vaios.kotsios.eiead/viz/2014-2021_16444834505410/sheet0
https://www.pobal.ie/programmes/social-inclusion-and-community-activation-programme-sicap-2018-2022/distance-travelled-tool/
https://www.pobal.ie/programmes/social-inclusion-and-community-activation-programme-sicap-2018-2022/distance-travelled-tool/
https://lmd.eiead.gr/
https://www.youtube.com/watch?v=vjGltqwbzvA
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Group B discussed and emphasised on the need to develop quality evaluation standards 

for the purposes of effective quality evaluation. It was highlighted that quality standards 

need to be flexible to adapt to the circumstances of individual cases and to adapt to 

different situations. Another key element for managing authorities is to focus more on 

developing an evaluation culture to further embed good evaluation standards into their 

approaches. Mainstreaming quality evaluation into project delivery is crucial for managing 

authorities to facilitate new programmes and improve current ones so that they better 

deliver ESF priorities. In this context, developing an evaluation culture is important for 

designing self-evaluation programmes so that managing authorities can learn from 

previous experience and assess what works well and what needs to be improved. 

 

Group C further discussed the ‘Big Data Visualisation System - Labour Market Diagnosis 

Mechanism’ implemented in Greece. A significant design benefit of the system is that it 

brings together seven data sets, combining five national and two European data sources. 

The use of the European ESCO (education, skills, and occupations classification) system5 

linked to the national system is especially useful for supporting actions to consider where 

ESF resources can be invested to address integration priorities. In addition to this, the 

system produces graphics illustrating the gain and loss of jobs across different sectors. 

This provides clear data sets in a user-friendly way.  

Concluding remarks  

Stakeholders at national level should co-operate with managing authorities and need to 

develop procedures and protocols defining the roles and responsibilities of all stakeholders 

involved. This can provide clear direction once arrangements have been agreed and can 

increase effectiveness of monitoring and tracking systems. If possible, a common 

approach should be sought at European level. 

 

Further investment is required to increase resources to allow for the development of 

tracking systems to monitor soft outcomes. The investment case should be made for 

developing the necessary infrastructure including evaluation of the costs of not developing 

tracking systems in terms of poorer outcomes from ESF supported integration projects. 

 

Managing authorities and intermediate bodies need to consider regulations and standards, 

but equally important is to focus on the actual process that can be implemented for the 

benefit of the clients. As such development of tracking systems should be afforded a high 

priority. 

 

There is a need to look at integrated approaches and to build an evaluation culture to 

combine hard and soft outcomes when establishing tracking practices. Managing 

authorities and intermediate bodies should encourage the mainstreaming of monitoring, 

evaluation, and tracking in ESF supported projects. 

 

Particular emphasis needs to be placed on the upcoming study carried out by the European 

Commission on the use of programme specific indicators in the ESF/ESF+ context. The 

study examines the use of soft outcomes by 20 Member States in 73 operational 

programmes during the 2014-2020 programming period. 

 

 

 

 

 
5 https://esco.ec.europa.eu/en/home  

https://esco.ec.europa.eu/en/home

