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Summary of Key Findings
	Ontowork successfully provides client centred employability services, primarily to the 25+ client group in the Vale of Leven. Its economic inclusion focus should be an important contributor to future economic development within its areas of geographical coverage.
It has consistently achieved overall output and outcome targets and can claim to have helped 286 people into employment over the three year period of this evaluation.

Its penetration within SIP areas is below agreed targets, reflecting its demand-led approach and a lack of proactivity in these areas.
Net employment outcomes (allowing for non-additionality) are estimated at 83 people into jobs over a three year period. This equates to a gross cost per job of £1,678 and an approximate net cost per job of £5,783. This is a good performance given the nature of the client base.

Customer service ratings are excellent and clients see it as a highly approachable and professional organisation, a view shared by other stakeholders. This is an important factor in its success in engaging with many of its clients.
Ontowork clients also achieve a numbers of qualitative benefits such as improved confidence skills, assertiveness and communications abilities.

Ontowork is substantially achieving the strategic objectives and is largely delivering its target outputs and outcomes. It delivers good value for money in addition to a number of meaningful qualitative benefits to its clients. It is generally complementary to other services.

Recommendations relate to:

· Building awareness of the availability and range of its services amongst clients and referral organisations where its penetration is poor currently.
· Outreach work, particularly targeting SIP residents.
· Deepening relationships with existing clients.
A set of developmental recommendations have been made to the Ontowork Management Committee, which have been addressed in a separate addendum to this report.


1.0
Background, Objectives and Methodology


Background

1.1
Ontowork is a community-based organisation providing a range of services to unemployed residents of West Dunbartonshire (particularly the Vale of Leven, given its Alexandria base) and to others wishing to improve their job and career prospects. It has a strong focus towards residents of the West Dunbartonshire SIP, but wants to assist all unemployed people and, indeed, those currently in employment, to enhance their employability.

1.2
The Evaluation has been commissioned in large part to fulfil the requirements of the European Social Fund, who have been major funders of Ontowork. It focuses in large part on detailing the achievement of ESF target and the reasons for any variances. Ontowork’s own objectives are also fundamental to this evaluation. The organisation’s web site states its objectives thus:
· To provide a range of flexible, practical, client-focused services.

· To encourage and support unemployed people to return to the labour market, education and training.

· To actively work with partners organisations to encourage the development and delivery of services.

· To promote the benefits of sustaining employability through a culture of lifelong learning and development.

Ontowork’s activities sit, therefore, under the broad theme of economic exclusion. It seeks to ensure that fewer people are excluded from economic opportunities (with the consequent drag on economic growth which this represents). Within West Dunbartonshire, a range of growth sectors and associated activities are evident and will continue to be in the future, including, for example, significant investment in housing, retail developments and tourism and hospitality infrastructure. The successful delivery of these requires access to an appropriately motivated and skilled labour force.

1.3
Scottish Enterprise Dunbartonshire’s aims for Ontowork are stated in slightly different, but thematically similar terms:
· To address social exclusion.

· To act as a first point of contact for unemployed SIP residents.

· To work with beneficiaries to address their barriers to employment.

· To create links, through partnership working, to job opportunities in growth sectors such as tourism and health (including tourism retail) construction and care.
· To develop and consolidate innovative solutions such as Thomas International, internet job match and employability courses.


In reality, these “objectives” relate more to the activities which Ontowork is expected to undertake. As noted below, firmer quantitative targets for the achievement of outputs and outcomes have also been made, both by SED and in relation to the ESF application.

Evaluation Objectives

1.4
The evaluation was commissioned to satisfy the requirements of Ontowork’s main funders: Scottish Enterprise Dunbartonshire, ESF Objective 2 and West Dunbartonshire Council. In part, the purpose was a historic one; that is, to assess the performance of Ontowork as a project and the value for money which it represented for funders. However, it also had a forward looking, developmental focus, with the aim of considering how Ontowork could contribute to economic inclusion in West Dunbartonshire in the future.

1.5
Fundamentally, the evaluation had to address the original rationale 
for intervention and consider whether a robust rationale still existed.
A second objective was to describe the activities carried out by Ontowork and assess the extent to which these are consistent with funder and stakeholder requirements and the organisation’s own aims and objectives.
The study also had to identify the achievement of quantified outputs and outcomes against targets stipulated, exploring the reasons for any positive and negative variances.
The processes of Ontowork were to be fully assessed to ensure that they are efficient and fit for purpose and to identify any areas for improvement (such processes were to include issues such as customer service delivery and partnership working).
Finally, development options for Ontowork were to be identified and recommendations made as to how Ontowork should develop in the future. These options have been subject to a separate paper that has been presented to Ontowork’s Management Committee and these issues are alluded to only briefly in this Evaluation report.
Methodology

1.6
The overall evaluation methodology is summarised below:
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Figure 1: Evaluation Methodology
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1.7
The key issues arising from this work are summarised in this report.
Chapter 2 lays out an overview of the project, its strategic context and funding arrangements.
Chapter 3 assesses the performance of the project in detail, having regard to the achievement of targeted outputs and outcomes as well as more qualitative benefits.
Chapter 4 sets out an assessment of additionality and value for money.
The key issues and conclusions arising from the analysis are then summarised in Chapter 5.

Finally, Chapter 6 sets out a number of recommendations which are addressed both to Ontowork and other stakeholders.

1.8
Chapters 2, 3 and 4 draw heavily on the Client Survey, which was a programme of 58 interviews conducted with former clients of Ontowork. For data protection reasons, permission had to be sought from clients for IBP’s consultants and researchers to make contact in order to conduct interviews. Ontowork mailed its database of approximately 800 clients and former clients to seek this approval. 98 positive responses were achieved and attempts were then made to contact these individuals. A total of 58 interviews were achieved. Of these, twelve were conducted on a face-to face basis by IBP’s Senior Consultants and the remainder by telephone interview. This information is not necessarily statistically robust, as a larger sample size would have been preferred. It does, however, provide valuable indicative information on client perspectives, particularly when there is an evident consensus over certain issues.

It is important to recognise that the sample for these interviews is skewed towards clients who first became involved with Ontowork in 2003 or later (60%). 22% first came into contact with the organisation in 2002 and the remainder before this.

2.0
Project Overview and Funding

Background and Activities

2.1
Ontowork is an unincorporated community organisation and a registered Scottish Charity, whose focus is on providing:


“Practical client-centred services to assist unemployed residents of West Dunbartonshire move on to work or learning”.


Its roots date back to 1987 when it was established by a group of Trade Unionists in West Dunbartonshire as the Unemployed Initiative Group.

2.2
The organisation developed throughout the late 1980s and 1990s, delivering a range of employment support services which were delivered through a variety of funding routes including the then Dunbartonshire District Council and Urban Aid funding.


A full review of the organisation was undertaken in 1999 and 2000, which sought to recognise the changing labour market and skills requirement and the need to provide an integrated package of support to its client group, which have historically been people who are unemployed. This review led to a number of key milestones:

· A successful ESF funding application was made, sponsored by Scottish Enterprise Dunbartonshire, in February 2001.
· In August 2001, the “Ontowork” name was adopted and additional staff were taken on.
· In October 2001, the organisation moved to its existing premises in Bank Street, Alexandria.

2.3
Ontowork’s areas of activity include the following:

· Assessment and personal action planning with clients.
· Personal development and confidence building training.
· Information, guidance and signposting service.
· Jobs access support.
· Digital inclusion activity, primarily involving computer training.

It seeks to adopt a flexible, client-centred approach to the delivery of these activities and to both take referrals, and make referrals to other organisations involved in addressing the needs of its client group.

2.4
Ontowork is led by a voluntary Management Committee consisting of seven elected members and a nomination from West Dunbartonshire Council. The Committee meets in a six-weekly cycle and has four sub-committees (finance, staffing, development and monitoring and reporting).


At present, the organisation has a complement of six full-time staff, two part-time staff and a skillseeker placement. The staff complement is as follows:

	Manager
	-
	responsible for overall performance and development.


	Assistant Manager
	-
	responsible for supervision of operational service delivery and quality matters.


	Training

Co-ordinator
	-
	responsible for training delivery on an in-house and outreach basis for information, advice and guidance services.


	Development Worker
	-
	delivery of advice, guidance and job search support, as well as basic computer skills.


	Employment / Secretarial Assistant


	-
	support with job search services and administrative support.

	Technology Trainee
	-
	maintenance of database, website and IT infrastructure.



	Part-time Administrator
	-
	responsible for statistical and financial reporting as well as day to day financial transactions.



	Skillseeker
	-
	undertaking SVQ Level 2 in Administration.



Ontowork has achieved Investor in People status. Its management systems are also documented in a detailed Quality Manual of which we have been given site. We understand that attempts have been made to align pay scales with Local Authority grades.

Client Profile

2.5
Based on the Client Survey, approximately 57% of Ontowork clients were male and 43% female (these figures are broadly consistent with those which Ontowork has reported to its funders). The age group is generally speaking an older one, in comparison to the claimant count figures for West Dunbartonshire for September 2004 (which are noted in brackets below):


18-24 year olds
-    5% (28.2%)


25-44 year olds
-  40% (51.6% for the 25-49 age category)


45-64 year olds
-  53% (17.7% for the 50+ age category)


65+ year olds

-    2%

2.6
Given its target group of unemployed people, one would expect this to be reflected in the profile of survey respondents. This is the case to a large degree, although it should be noted that 14% of respondents were in employment before coming into contact with Ontowork. A further 5% were in education or training, leaving 81% who were not working (or in education/training).

37% of clients were in receipt of JobSeekers Allowance prior to their involvement with Ontowork. This leaves 44% of clients who were either unemployed/non-JSA Claimants (20% of the total) or who fell into the “other” categories (24% of the total). The latter group comprised primarily people on Incapacity Benefit or people who had been caring for others (including bringing up families). 
2.7
The levels of qualification held by Ontowork clients illustrate the diversity of its base and their life circumstances. Whilst 22% of those surveyed had “no qualifications” and 24% quoted “other” qualifications (including non-academic and short-course qualifications) 17% were qualified to at least degree level. Overall, however, the figures do highlight the comparatively low qualification levels of Ontowork clients.

2.8
Ontowork recognises that most of its clients come through word of mouth and organisational referrals. It supports this through posters and leaflets, which are distributed primarily around Alexandria, and through advertising in the bi-monthly West Dunbartonshire Council News.


In addition to this, a comprehensive web site has been launched within the past year or so.

2.9
Figure 2.1 below illustrates the survey evidence regarding how individuals first became aware of Ontowork:


Figure 2.1: Source of Initial Awareness

Word of mouth and impulse visits clearly predominate, followed by referrals from other organisations. A number of clients commented on the accessibility and prominence of the current premises, which is clearly an area of strength. These figures do, however, give rise to a question over the effectiveness of advertising and printed media in achieving awareness.


Figure 2.2 profiles whether individuals remember seeing or hearing particular forms of communication:


Figure 2.2: Recall of Promotional Contacts


Recall of “paid-for” advertising methods, even on such a prompted basis, is actually quite limited and, again, the predominance of work of mouth and “passing trade” suggests that many people either need to be “in the know” or to live in Alexandria itself, before they become aware of Ontowork. This finding is important in relation to Ontowork’s performance in reaching out to clients in Social Inclusion Partnership areas as described in Chapter 3.

Strategic Context

2.10
The recently “refreshed” Smart Successful Scotland provides the strategic rationale for SED’s involvement with Ontowork although we would note that this is not explicitly stated in SED’s Approval Papers for this support.

Economic Development is recognised in Smart, Successful Scotland as 
the achievement of growth, employment and competitiveness goals. 
A central facet of this is the ability to make sure that all people can 
contribute to and benefit from growth in the economy. The aim from 
an economic development point of view must be to create a virtuous 
cycle of economic growth and development, whereby:

· Removal of the barriers to employment faced by individuals allows for businesses to become more competitive and to accelerate growth.
· Increased earnings stimulate the demand for additional goods and services.

· There are reduced costs to the economy in terms of welfare and benefits payments and foregone income to the Inland Revenue.

The recently published “refresh” of Smart Successful Scotland places additional emphasis on economic inclusion:

“We will assist those who can work into employment, particularly in groups and areas where inactivity is high”

Recognition of the need to foster economic inclusion amongst those who are most disadvantaged is also evident:

“The barriers which individuals face must be addressed, as must the special circumstances faced by disabled, ethnic minority, older, disaffected and disadvantaged members of the community”
2.11
The focus supports the need for additional resources to be targeted at groups where a more resource-intensive approach is required to achieve a similar “headline” employment outcome.

Ontowork also contributes to the achievement of a number of the Scottish Executive’s Social Justice milestones on employment:
· Milestone 13 – reducing the proportion of unemployed working age people.

· Milestone 15 – increasing the employment rates of disadvantaged groups, such as love parents and ethnic minorities, that are relatively disadvantaged in the labour market.

· Milestone 24 – reducing the gap in unemployment rates between the worst areas and the average rate for Scotland.

2.12
At a local level, a number of factors highlight the need for continued 
activity to address the needs of unemployed residents of West 
Dunbartonshire:

· A decline in manufacturing and heavy engineering has led to persistently high rates of unemployment; West Dunbartonshire is one of the most deprived Local Authority areas in Scotland.

· Educational attainment is lower than the Scottish average.

· Average earnings are lower.
More positively, there are a number of recognised growth sectors in West Dunbartonshire including tourism (including tourism retail), leisure and hospitality, construction and care sectors. Anecdotally, it is perceived that the legacy of employment in traditional and male-dominated industries has left many people ill equipped to compete for the type of work which is available and/or not predisposed to go after such opportunities. At the same time, persistent problems are reported in relation to core skills of literacy and numeracy, as well as “soft skills” (problem solving, planning, team working and so on). All of these act as barriers to employment.
2.13
In relation to specific targets, the activities of Ontowork support Scottish Enterprise Dunbartonshire’s target of increasing “leavers in employment within six months”. At the same time, Dunbartonshire Economic Forum has aspirations to:


“Improving labour market information, simplifying access routes to learning and providing bridges to employment”.


Ontowork’s “high street” presence and provision of tailored information and advisory services is clearly consistent with these aspirations.


Fit with Other Network Activity

2.14
Ontowork is obviously only part of the range of economic inclusion 
work which is promoted by SED and other agencies (including job 
search and employability support through Job Centre Plus, training 
support and other employability interventions) and it is important to 
consider briefly how it sits alongside this other activity.

Locally, there is a recognition from Job Centre Plus that Ontowork’s 
activities are complementary to its own, particularly in relation to 
dealing with non-JSA claimants. Indeed, without the ability to refer 
clients to Ontowork, JCP note that they would not have been able to 
serve the needs of a number of clients within their resources. For the 
future, however, it is seen as important that this complementarity is 
maintained and that Ontowork should not “position itself as a 
recruitment agency”
2.15
Whilst we have not undertaken any full-scale mapping of economic inclusion activity in West Dunbartonshire, some brief comment may be made on this issue. Firstly, it is important to recognise that services, which may have superficial similarities, can be complementary to one another in a number of respects:
· By the provision of different elements of service

· By providing these services to different geographical communities

· By targeting services at different client groups (these can be defined by factors such as age, distance from the labour market or the particular nature of the disadvantage faced).

Amongst the examples of employability interventions delivered through economic inclusion activity which are currently supported are the following:

	Joblink
	Provides independent advice and guidance on training availability, works with clients to enhance their employability, provides Job Search facilities and helps clients to access grants for clothing, tools and so on. Although Joblink interfaces with clients on a one-to-one basis to address their specific needs, there is less of an emphasis on confidence building activities and more on providing in-work support. It operates West Dunbartonshire wide but does not have the benefit of a “shop front” in Alexandria and the Vale of Leven.



	Action Team for Jobs
	This is associated with Job Centre Plus and provides practical help to local people to remove the immediate barriers to their accessing employment. Thus, the focus is very much on practical financial support rather than capability development and the client group is typically closer to the labour market than is the case with Ontowork.


	Employability Project
	This project provides intensive support to 16/17 year olds to tackle the lifestyle issues that are a barrier to employability. Its client base is, therefore, a very tightly defined one and there is little overlap with Ontowork.


These examples tend to suggest that there is very little duplication of activity across these activities. Indeed, in our consultations with stakeholders, a strong view was evident that there remained an excess of demand over supply, in relation to employability support, and thus little problem of various projects displacing one another.
2.16
Indeed, there was much evidence from the stakeholder consultations of local organizations working effectively together in a co-coordinated way, which maximized the capabilities of each organization. For example:

· The WITH Project (“Working in Tourism and Hospitality”) uses Ontowork’s Thomas International profiling service to help clients develop their CVs.

· The West Dunbartonshire Partnership Towards Inclusion Project uses Ontowork’s services in the areas of CV preparation, the Steps to Excellence Course.
· West Dumbarton Women’s Aid use Steps to excellence and Computer Based Training support with their clients.

· From the reverse angle, Ontowork has been helpful in developing the capacity of the Tullochan Trust, another voluntary initiative in the field of employability, which was established in 1997; in addition to delivering services to the Trust’s client group of young people, Ontowork have provided in-kind support in relation to staff development and networking.
Of equal importance to these practical manifestations of partnership working are the attitudes and behaviours demonstrated by the various partners, including Ontowork. Throughout our discussions with stakeholders, we found a strong consensus view that Ontowork was willing to work in a flexible, partnership-oriented fashion that put the needs of clients first.
Funders

2.17
West Dunbartonshire Council and its predecessor bodies have been consistently supportive of Ontowork. At present, core running costs (which are primarily salaries) are supported by an annually agreed grant (currently £50,000). West Dunbartonshire Council’s interest is in ensuring the provision of the service and it does not stipulate output or outcome targets, recognising that other funding partners do so. There have been discussions between Ontowork and West Dunbartonshire Council with a view to placing the relationship on a firmer footing, for example through the development of a Service Level Agreement. This could provide greater stability for Ontowork and greater clarity for the Council regarding the benefits it would be achieving through its investment in Ontowork.

2.18
An annual contribution (amounting to £26,000 in 2002/03 and £30,000 in 2003/04) has also been made by Scottish Enterprise Dunbartonshire. We understand that a contribution of £25,500 was also made in 2001/02 suggesting a total investment over this three year period of £81,500. This investment, alongside that from other funders, is intended to deliver a number of outputs. For example, the targets for 2003-04 were:
· 450 clients assisted

· 55 people starting learning/employability courses

· 40 people participating in STEPS courses.

The targeted employment outcomes for this period were:

· 50 leavers in employment within six months

· 30 leavers in employment after three months.

SED’s investment is not disaggregated from that of the Council and other funders, in terms of the allocation of outputs and outcomes to individual funding sources.


SED supports Ontowork’s activities in two other important ways:

· By leading the application for ESF Objective 2 funding.
· By providing the services of an Account Manager, whose focus is on business and organisational development within Ontowork.

SED is about to review its approach to supporting employability work and it is clearly important that Ontowork should engage with it as part of this process.

2.19
Annual support of approximately £80,000 is received through ESF Objective 2, Priority 3, Measure 3.2. Funding under the current application is agreed through to December 2005. The programme will be reviewed at this time. At present, the consensus view is that less money will be available due to the redirection of resources to investment in the accession states; Ontowork will therefore be in a more competitive environment for this funding stream.

2.20
West Dunbartonshire Partnership has supported the capital costs of a number of activities including building refurbishment and investment in IT infrastructure. Social Inclusion Partnerships are in the Midst of a transition year for their integration into community planning structures. In the future, they key regeneration fund will be the Community Regeneration Fund, which will also cover activities previously supported under the Better Neighbourhood Services Fund.
2.21
A certain amount of support has also been received historically from Argyll and Bute Social Inclusion Partnership, in return for the delivery of services in the Helensburgh and Lomond area.

	Key Points

Ontowork seeks to deliver a flexible, client-centred approach to employment support.

It is an unincorporated community organisation, led by a voluntary Management Committee and with a total staff complement of seven.

It supports a very diverse client base, although typically this consists of older people who have been unemployed or who are seeking to return to the labour market.

This work is consistent with recognised needs in the local community and with the local and national strategic context.

There is comparatively little duplication and overlap with other economic inclusion and employability activity in the local area and an apparently strong partnership orientation between Ontowork and those with whom it works.
During the period of the evaluation, it has benefitted from a stable funding situation and highly supportive funding partners. Changes to the funding opportunities open to it are likely in the future due to changes in the regeneration and funding landscape which prevails at a national level.


3.0
Assessment of Project Performance

Objectives
3.1
Ontowork’s overall objectives are set out at the beginning of Chapter 
1. These objectives essentially relate to the activities of the 
organisation and are not directly capable of quantitative assessment. 
The organisation’s draft business plan for 2004 to 2006 also sets out a set of outline operational objectives which include:

· To increase in-house training delivery

· Become an accredited Learning Centre

· Investigate options for an extension to the current premises

· Investigate and implement services to employers

· Enhance job seeking services

· Ensure secure funding beyond December 2005

· Proactively operate the Lift Off Fund.

Again, these objectives are really about future activities and operational developments and do not provide any template against which Ontowork can be evaluated.

Outputs and Outcomes

3.2
The objectives described above for Ontowork (and those set out at the beginning of Chapter 1) at the beginning of this chapter are essentially qualitative in nature; describe a set of activities and aspirations as to how Ontowork goes about its work. It is also important that measurable targets are set against which performance can be gauged. These targets may be articulated as either “outputs” or “outcomes”. The Treasury’s “Green Book” guidance notes that outputs can be seen as the direct result of activities and can be clearly stated or measured (e.g. number of beneficiaries) whilst outcomes are the eventual benefits to society that activity is intended to achieve (e.g. reduced unemployment). For simplicity, outputs and outcomes are considered together in the analysis which follows.

3.3
Table 3.1 profiles project performance (against targets where appropriate) based in the various SED Approval papers which have been provided to us. We understand that the range of targets against which SED is itself measured has changed over time and so the nature of the documented outputs also changes. The following information is taken from a combination of SED’s Approval Papers and its KMIS records.

Table 3.1: Project Performance

	
	2001/02
	2002/03
	2003/04

	
	Target
	Actual
	Target
	Actual
	Target
	Actual

	Outputs
	Clients assisted
	220
	341
	300
	435
	500
	533

	
	Steps to Excellence Courses
	6
	6
	5
	-
	
	

	
	Steps to Excellence Clients
	
	39
	50
	24
	40
	49

	
	Participants on Learning/Employability Courses
	
	
	
	
	80
	109

	Outcomes
	Number into jobs
	60
	48
	45
	111
	-
	-

	
	Leavers in employment within 6 months
	
	
	
	
	75
	127

	
	Leavers in employment after 3 months
	
	
	
	
	33
	29

	
	Number into training
	83
	61
	50
	-
	18
	43

	
	Number into voluntary work
	10
	3
	10
	2
	-
	4

	
	Number into self-employment
	22
	8
	10
	3
	-
	2


3.4
Although the targeting and measurement framework has evolved over time, a number of messages are clear from this data.

Firstly, Ontowork has continually managed to engage with a substantial number of clients, in each year well ahead of agreed targets. Whilst the aggregate number of clients assisted over this three year period amounts to 1,309, the actual number of individuals supported is lower as some of this number are repeat clients. Ontowork’s database has approximately 800 client records covering this period.

In relation to the Steps to Excellence confidence building courses and participants on learning and employability courses, the evidence is, again, one of Ontowork broadly achieving its targeted participation levels (although these were somewhat below target in 2002/03).

3.5
Ontowork’s employment outcomes overall are impressive and, depending on the definitions used, suggest an achievement of up to 286 clients (48 plus 111 plus 127) into jobs over a three year period (we return to this issue below, in the assessment of the survey evidence).


Added to this is the achievement of a substantial number of Ontowork leavers into training and smaller numbers recorded going into voluntary work or self employment.

3.6
It is also possible to assess the achievement of declared outputs and outcomes in relation to those clients who are ESF-supported (who represent a subset of the total client base). This is documented in Table 3.2 below.


Table 3.2: Achievement of ESF Targets

	
	July 01 to June 02 *
	July 02 to September 03

	
	Target
	Actual
	Target
	Actual

	Clients assisted
	220
	183
	257
	217

	SIP residents assisted
	198
	162
	231
	204

	Clients into full time employment
	30
	32
	100
	46

	Clients into self employment
	22
	4
	28
	0

	Clients into training
	83
	17
	32
	19

	Completers
	165
	102
	159
	192



* These target figures have been adjusted to take account of ESF support not having started to July 01 and the figures therefore pertaining to a 12-month, rather than the usual 15-month, reporting period.

3.7
These figures show an apparent under-performance against most targets in relation to ESF-eligible clients and people in SIP areas. Although the “completers” figure is now being delivered, Ontowork appears to fall short in terms of achieving its target outputs and outcomes within SIP areas. We feel it is important, however, to qualify this funding by recognizing that there have been ambiguities in terms of what constitutes a SIP area within West Dunbartonshire, which may have led to an under-recording of the number of SIP residents, particularly in the July 01 to June 02 period. West Dunbartonshire SIP is an “archipelago” SIP covering eight separate neighbourhoods in West Dunbartonshire – this can lead to some confusion in relation to which areas are, and are not, part of the SIP. Added to this, Strathclyde European Partnership previously required reporting at the level of 6-digit postcodes, which excluded a number of people who would be incorporated in the SIP were broader 4-digit postcodes to be used, as they are now.

Having said this, it should be pointed out that Ontowork is primarily demand-led, whether this demand comes from passing trade or from referrals. As noted earlier, much of its work comes from “word of mouth” and its advertising activities are relatively ineffective. Serious consideration needs to be given to more proactive outreach activity in order to reach targets for engagement with those who are most excluded.
3.8
We would note that the target for clients into self-employment has fallen well short of target in each of these reporting periods. Given the apparent distance of Ontowork clients from any sort of economic activity, it may be that this target is highly over-optimistic.

3.9
Evidence from the client survey can be used as a double-check on these claimed employment outcomes. Figure 3.1 below illustrates the proportion of Ontowork clients who:
· Were in employment immediately before their involvement with Ontowork.

· Were in employment immediately after their involvement with Ontowork.

· Are in employment at the present time.


Figure 3.1: Profile of Employment


Base: 58

The base of 58 represents those who agreed to provide their details for interview and who could be contacted subsequently for interview. For this reason, the numbers are a relatively low proportion of the total number of clients and they are somewhat skewed towards more recent clients. However, the input of these 58 people does provide useful indicative evidence, particularly when read alongside other monitoring information.

The figures in 3.1 are broadly in line with Ontowork’s claimed outcome figures. For example, based on Ontowork’s estimate of 800 clients over the three year period, then 41% of the total (55% less 14%) would be 328. This figure is broadly comparable with the 286 positive employment outcomes claimed by Ontowork.

In the assessment of Value for Money which follows in Chapter 4, we have used the more prudent figure of 286 positive employment outcomes, which have been recorded by Ontowork.

3.10
The sustainability of employment is also generally positive. Even amongst those who engaged with Ontowork in 2002 or earlier, (X people) over half are currently in employment, compared to 18% who were in work prior to their involvement with Ontowork.

Qualitative Outcomes
3.11
Respondents’ motivations for getting involved with Ontowork were very clearly stated:

· In 48% of cases it was “to get a job” (in addition, the “other” category (24% of the total) also reflected a number of employment-related motivations)

· In 12% of cases it was “to improve skills generally”

· In 10% of cases it was “to gain self confidence”.

The evidence from the more in-depth face-to-face interviews is that the aspiration to “get a job” can still conceal a number of underlying challenges in participants’ lives, which they needed to address. Although almost half stated that they were interested in finding work, a significant minority recognised the need to achieve “personal” milestones prior to moving on to work. A number of the face-to-face interviewees (in particular, those who were women returners) felt strongly that Ontowork had helped to provide them with confidence in themselves and they were now at the stage of seeking additional skills and qualifications, which would properly qualify them to get a job. Other interviewees had clearly faced a number of difficult personal circumstances and felt that their engagement with Ontowork had also had a positive confidence-building impact on them.

In addition, the “other” category (24% of the total) also reflected a number of employment-related motivations.

3.12
The survey also sought to capture a number of more qualitative benefits which individuals might have achieved due to their involvement with Ontowork, in addition to data on “hard” employment outcomes. These were relevant to the broad “objectives” set for Ontowork, but could not be reported on previously without the benefit of the survey. The results of this are detailed in Figure 3.2 below.


Figure 3.2: Qualitative Benefits Achieved


Clearly, Ontowork clients are able to cite a number of important benefits in areas such as presentation, assertiveness and communications.

Profile and Rating of Activity

3.13
Table 3.3 below sets out the range of activities in which individuals have been involved. We have categorised the intensity of support as light, medium or heavy, based on our judgement as to the typical levels of resource input required to deliver each aspect of the service.

Table 3.3: Profile of Support

	Activity
	Intensity
	Proportion of Sample

	Work Skills Assessment


	High
	12%

	Steps to Excellence Confidence Building Course


	High
	17%

	Computer training / European Computer Driving License (ECDL)


	High
	24%

	One day seminars


	Medium
	9%

	Access to “Lift Off” fund


	Medium
	16%

	Guidance and information on education, training and job opportunities


	Light
	40%

	Job Access support


	Light
	66%

	Help in searching for a job


	Light
	31%

	Ongoing aftercare support


	Light
	12%



These figures suggest that the average client receives support under an average of 2.15 of these categories (the total percentage of people who say they have received one or other aspect of support is 215%). Most support is of light or medium intensity (e.g. jobs access support) albeit a significant minority engage with more intensive elements such as Steps to Excellence, Work Skills Assessment and ECDL support.
3.14
Figure 3.3 over the page sets out ratings for these services amongst the admittedly small base of people who have experienced each element. A 5-point scale was used and mean ratings are provided on the basis of a +2 score for “very good”, +1 for “good”, 0 for “neither/nor”, -1 for “poor” and -2 for “very poor”. Base of respondents for each element is in brackets.


Figure 3.3: Rating of Services





3.15
Across almost all of these elements, satisfaction ratings are very high. The exception is computer training, although even here the overall rating is reasonable. Four of our depth interviewees had participated in computer training activity and although they were generally satisfied, all bar one suggested that the training was either pitched at a level too high, or too low, for them. This reflects the difficulty of group-based training where participants are at different starting points in terms of their skills level.

In the light of these indicative findings, the provision of computer training is an area worthy of further investigation.


Customer Service

3.16
Survey respondents were also asked to provide ratings of Ontowork against a series of customer service attributes. These ratings are detailed in Figure 3.4.


Figure 3.4: Rating of Customer Service Attributes





Base: 58


These are exceptionally good customer service ratings and it is notable that almost all clients place Ontowork’s customer service in the top tier of a 5-point scale. The staff and some members of the Management Committee highlighted privacy as a concern. However, whilst the rating for “privacy” is lower than for the other service attributes, it is still very good. The implication is that this is more of an issue for staff and members of the Management Committee than it is for clients.

3.17
A further endorsement of Ontowork’s approach is that 88% of people would go back to them if they were seeking to make a change to their job or education prospects. This reflects the observations already made regarding the repeat contacts which clients have with Ontowork. The next closest is Jobcentre Plus who would be contacted by 31% of clients then colleagues or industries, who would be contacted by 26%.


ESF Issues
3.18
The evaluation brief calls for comment on the attainment of the three key ESF “horizontal themes” of innovation, equal opportunities and sustainability.

In truth, much of Ontowork’s activity is tangential to these themes, although the following points are worthy of note:

· Innovation – the delivery of services such as Thomas International profiling, usually used in the private sector, to help people understand their barriers and opportunities is a good example of innovative practice. Arguably, the very fact of a branded, high-street shop front presence of a voluntary organization delivering services such as this is at least novel, if not innovative.

· Equal Opportunities – although it does not proactively target particular groups to any great extent, there are examples of good partnership working, for example with Women’s Aid, which contribute to this theme.

· Sustainability – although not directly relevant to its service offering, Ontowork demonstrate reasonable efforts to comply with good environmental practice, which is reflected in its quality policies.

We can also confirm that the ESF support is prominently mentioned in Ontowork’s literature.

The Future
3.19
Ontowork clients were also asked to comment on their future aspirations. This analysis suggests the following:

· 67% of people not currently working do wish to move into full-time work.

· 27% of people not currently working would consider self-employment.

· 50% would consider a government training scheme or similar.

Ontowork’s activities have further potential to bring additional people into the labour market. Clearly, there is a need to link these aspirations with the opportunities identified in the local economy i.e. SED’s priority growth sectors.

3.20
Amongst people currently working:

· 38% have an aspiration to get a better job

· 64% wish to learn new skills generally.

There clearly is a degree of latent demand for personal development and training amongst the employed workforce, although this has not been a priority for Ontowork in the past.
Amongst all people, 52% of people say that they wish to learn new skills generally and 17% wish to go to college or university (including many people in the 25-44 age bracket).

3.21
Individuals continue to constrain themselves in relation to the sectors they would consider getting a job in. From a prompted list of 13 sectors, the average person would consider getting a job in only 2.1 of these sectors.


The most common perceived barriers to getting a job include the following perceptions:

· Too few jobs available (60%)

· Lack of the right type of work (43%).

However, other concerns include not having the right skills (mentioned by 47% of respondents) and a lack of awareness of the help on offer (mentioned by 48% of respondents). Ontowork is well placed to address these barriers amongst its client group and to develop specific initiatives which would provide better linkages into local communities and seek to address the attitudinal barriers to employment which exist still.
	Key Points
Ontowork consistently exceeds the overall output targets which it has agreed with Scottish Enterprise Dunbartonshire, in relation to clients assisted and participation in its range of activities.
Similarly, it has a good record in achieving positive employment outcomes. Substantial and sustainable employment outcomes are achieved as a result of Ontowork’s activities (estimated at gross employment outcomes of 286 over a three year period).

Its penetration and effectiveness in achieving outcomes within SIP areas is slightly below agreed targets, which suggests that more proactive, outreach work may be required to address the needs of people in these communities (although part of this apparent under-performance may be due to an under-recording of some of these outcomes due to ambiguity regarding the SIP definitions).
Clients achieve significant qualitative benefits as a result of their involvement with Ontowork.

Most of the activities delivered by Ontowork are rated positively, although ratings for computer training are slightly lower. The reasons for this should be subject to further review.
Perceptions of Ontowork’s customer service are excellent.

The organisation has a positive, highly approachable image.

Although the ESF horizontal themes are of tangential interest in this case, Ontowork’s activities and its organisational approach are consistent with the themes. ESF support is appropriately recognised in its literature.

A range of practical and attitudinal barriers to employment persist amongst Ontowork’s client base.


4.0
Additionality and Value for Money

Additionality

4.1
To gain an appreciation of how Ontowork is perceived by its clients, respondents were asked to say whether they felt certain words or phrases applied to the organisation. This question is of considerable relevance to an assessment of additionality as it provides evidence as to whether Ontowork’s positioning and approach has encouraged clients to engage with it, who may not otherwise have done so. The details are set out in the Table below (don’t know responses are excluded).


Table 4.1: Attributes Associated with Ontowork

	Key Word or Phrase
	Applies to Ontowork

	Approachable
	100%

	Professional
	100%

	Genuinely interested in their customers


	100%

	Willing to give you their time
	100%

	Treating people equally
	100%

	Providing a personalised service
	98%

	Closely involved in the local community


	97%

	Environmentally friendly
	97%

	A good listener
	95%

	Innovative
	93%

	Child friendly
	91%



It is firstly of note that Ontowork is again accorded exceptionally high ratings for the quality of its personal service.

It is also important to recognise that these views are based on image perceptions rather than empirical fact. However, the fact that Ontowork achieves such high ratings for issues such as being genuinely interested, a good listener, willing to give you their time and providing a personalised service provides strong indicative evidence that Ontowork will have been able to engage with clients who may not otherwise have been willing to listen and accept support.

4.2
Table 4.1 also provides positive evidence of compliance with two of the three ESF horizontal themes:

· All respondents felt that Ontowork treat people equally (equal opportunities).

· 97% of respondents felt that Ontowork was environmentally friendly (sustainability).

4.3
The sample of clients were also asked the “counterfactual” question as to what they would have done in the absence of support from Ontowork, in order to provide a firm estimate of additionality. As is common in evaluations of this sort, a number of clients and former clients suggest non-additionality of Ontowork’s efforts.

It is possible that some clients’ confidence levels will have developed due to the intervention of Ontowork to the degree that they now have greater self belief and are thus less likely to attribute the outcomes they achieve to Ontowork. There is some interesting indicative evidence from the client survey to support this view in that 40% of clients from 2003 or later ascribe no additionality to the intervention of Ontowork, where as this figure is higher for those engaging with Ontowork prior to this (65%) whose memories of the value of the support they have received may have faded.

50% suggest involvement did “not make any difference”. Based on the small number of face-to-face interviews conducted by our consultants and the observations made above, we believe this figure for non-additionality to be an over estimate. However, it is also illustrative of the range of clients assisted by Ontowork. It was clear from the interviews that a significant number were in need of only “light touch” support and were, therefore, less likely to associate the support they had received with any positive employment outcomes.

4.4
In any event, 50% of respondents claimed some form of additionality, which is itself a good performance:

· 10% say they would have not been able to get any kind of job (full additionality)
· 17% say it would have taken longer (partial additionality)
· 16% say they would have been “less likely” to get a job (partial additionality)
· 5% say they “would not have been able to get as good a job” (partial additionality).

Value for Money

4.5
An assessment of Value for Money based exclusively on employment 
outcomes is inevitably a blunt instrument. For example, it does not 
take account of the range of qualitative benefits which have been 
described above. Nor does it reflect the fact that Ontowork does not 
work in isolation from other agencies (e.g. JobCentre Plus, Joblink) 
that also make a contribution to the achievement of these outcomes, 
albeit there are no partnership targets so no joint reporting.

This said, by making a number of assumptions, a headline “cost per 
job” figure can be calculated which can help to indicate how 
Ontowork’s Value for money compares with similar activities.

4.6
In making these calculations, we have made the following assumptions:

· Costs over a three year period are approximately £480,000 (Treasury Guidance is that all public sector investment should be factored into this calculation).

· Gross employment outcomes are 286, as described in Chapter 3.

· We have used the additionality figures from the survey, which we believe to be a prudent approach. When partial additionality is claimed, this is weighted at 50% to reflect the fact that additionality is not absolute in these cases.

Thus, we have calculated an additionality weighting as follows:

	Description
	Proportion of Respondents*
	Weighting
	Contribution to Additionality

	Non-additional
	50%
	0
	0

	Full additionality
	10%
	100%
	10%

	Partial additionality
	38%
	50%
	19%

	Weighted additionality
	-
	-
	29%


* Numbers do not sum due to rounding.

4.7
The gross cost per job figure (i.e. before non-additionality is taken into account) is £1,678. That is, the costs of £480,000 divided by the gross employment outcome of 286.

4.8
On these assumptions, the net job creation figure for Ontowork’s activities over a three year period is 83. That is to say, a gross figure of 286 multiplied by an additionality weighting factor of 29%. This equates to a cost per job of £5,783. We understand that other work undertaken by SED has suggested that the cost of a client into a job varies between £2,000 to £12,000 for other employability and job access initiatives. These results, therefore, represent a reasonable performance, allowing for the fact that a large number of Ontowork clients are nowhere near job-ready, when they first come into contact with Ontowork.

	Key Points

Additionality of this effort is reasonable, allowing for the fact that many clients require only “light touch” support.

The gross cost per job (i.e. before non-additionality is taken into account) is £1,678.

The net cost per job pertaining to Ontowork’s activities over the past three years is estimated at £5,783, which is a good performance, given that many of its clients are nowhere near job-ready when they first come into contact with the organisation.


5.0
Conclusions
5.1
Ontowork has been largely successful in delivering a flexible, client centred approach to employability support, particularly to the 25+ client group within the Vale of Leven. Its economic inclusion role reflects the need to ensure that the economic potential of West Dunbartonshire (in relation to areas such as tourism (including tourism retail), construction and care) is not constrained by labour shortages, caused by long standing problems of exclusion from the labour market.

5.2
Its work is consistent with the needs of the local community and with local and national strategies. There is limited duplication with other network services and it is part of a network of employability agencies that appear to co-ordinate their services very well.
5.3
Ontowork has a diverse client base, primarily in the 25-64 year age group. This client base is achieved through word of mouth and referrals from other organisations. Knowledge of the full range of its services does, however, vary amongst its clients.

5.4
Ontowork has generally achieved its overall output and outcome targets over the three year period which this evaluation covers. It has engaged with at least 800 individuals during this period and is able to claim that it has helped 286 individuals into employment over this period. Its claimed outcomes are endorsed by the client survey evidence.

5.5
Its penetration and effectiveness in achieving outcomes within SIP areas is, however, below agreed targets (albeit there are ambiguities as to some matters of definition) which reflects a lack of proactivity in targeting SIP residents. This partly reflects the high demand for Ontowork’s services, meaning that such proactive efforts can sometimes be displaced by the need to satisfy existing demand.
5.6
Overall, there is evidence of reasonable additionality in relation to Ontowork’s efforts and there is continuing demand for its services, both from new and existing clients. Amongst its client base, substantial practical and attitudinal barriers to employment persist.

5.7
The assessment of value for money can be summarised thus:

	Estimated costs over three year period
	£480,000

	Employment outcomes
	286

	Gross cost per job
	£1,678

	Weighting for additionality (based on survey evidence)
	29%

	Net cost per job (allowing for non-additionality)
	£5,783



This is a good performance given the challenges facing Ontowork’s client base in securing and sustaining employment.

5.8
Ontowork clients also report a number of qualitative benefits as a result of their involvement, including improved confidence, skills, assertiveness and communications ability. These are important benefits which are not properly reflected by a simple Value for Money assessment.

5.9
Client ratings of the different elements of Ontowork’s “product offering” are excellent. Innovative use of tools, such as Thomas International and the Steps to Excellence course are valued, but usually as part of a wider programme of support, often involving other agencies in addition to Ontowork. The only exception to this is computer training, where results are lower and worthy of further investigation.

5.10 Clients’ perceptions of Ontowork’s customer service are excellent 
and 
the organisation is seen by clients as having a highly 
approachable 
image. The importance of this should not be 
understated as it has 
certainly enabled Ontowork to engage with 
many clients who would 
not have voluntarily engaged with 
statutory agencies.

6.0
Recommendations

Introduction

6.1
Based on the foregoing analysis, we have set out the following 
recommendations to Ontowork and its stakeholders. These fall into 
two categories: operational (relating mainly to continual 
improvement of service delivery) and strategic (of more fundamental 
importance to Ontowork’s future role).

6.2 We would begin by stating the conclusion that Ontowork is substantially achieving the strategic objectives and is largely delivering its target outputs and outcomes. It delivers good value for money in addition to a number of meaningful qualitative benefits to its clients. It is generally complementary to other services.

Recommendations
6.3
Our recommendations are as follows:

· Ontowork should consider how best it should be generating “footfall” in terms of new clients. These additional efforts should focus on referrals and, accordingly, a programme of visits to relevant organisations across West Dunbartonshire should be organised.

· As part of this, consideration should be given to “outreach” work in order to expand Ontowork’s coverage further from its Alexandria base and, in particular, to deal with SIP residents.

· Consideration should be given as to how Ontowork could deepen the quality of its relationships with more of its existing clients.

· Computer training should be reviewed to consider the reasons for the weaker levels of satisfaction when compared to other aspects of Ontowork’s services.

6.4
These recommendations are presented for further discussion with Ontowork, SED and other relevant stakeholders.
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