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1.   BACKGROUND

In common with many localities throughout the UK, East Renfrewshire Council has reached a position where the number unemployed and claiming unemployment benefit (Jobseekers Allowance – JSA) has declined significantly, but there remains a much larger number of leaving age jobless people on other benefits such as  Incapacity Benefit (IB) and Income Support (IS). The figures for the period around the set up of the East Renfrewshire Jobs Action Team (JAT) and for the most recent available data demonstrate both the scale and intransigence of the problem.

Table 1: Working-Age Claimants of Key Benefits, East Renfrewshire, August 2002 and August 2004

	
	All Claimants
	Unemployed
	Sick & Disabled
	Lone Parents
	Other

	August 2002
	6,200
	1,200
	3,900
	900
	*200

	August 2004
	6,200
	1,100
	4,100
	900
	*200


Source:
Client Group Analysis of DWP Information Centre 5% statistical samples relating to August 2002 and August 2004.

Notes:
Figures under 500 marked ‘*’ are subject to a high degree of sampling error and should only be used as a guide.

The points to note for the table are as follows.

· For every 1 unemployed (JSA) there are around another 5 jobless people on benefits such as IB and IS.

· Although there has been a modest fall in the number of JSA over the last two years, the numbers on IB have climbed, and remained static for lone parents and others.

There remains a significant problem of joblessness in East Renfrewshire, particularly among the non-JSA group which is harder to engage and needs more pro-active service delivery.

Additionally, with the loss of jobs in the Barrhead area due to redundancies involving major local employers, the joblessness problem is likely to be more deeply embedded, certainly relative to other areas, than the above figures suggest.

The Interim Evaluation had three specific objectives.

· To validate the outputs associated with the JAT.

· To assess whether the JAT has met the objectives set for it, and whether the rationale remains valid.

· To recommend how the delivery might be improved, going forward.

The Interim Evaluation was carried out on the following basis.

· The JAT Project Manager was interviewed and monitoring information generated by the project was scrutinised by the consultant.

· The information on outputs achieved by the project were analysed relative to the targets sets as part of the funding framework.

· Consultations were carried out with a range of individuals well placed to comment on the work of the JAT, including staff of East Renfrewshire Council, Scottish Enterprise Renfrewshire, Careers Scotland, Levern Valley Social Inclusion Partnership, and Jobcentre Plus. 

2. JOBS ACTION TEAM

The Rationale 

The rationale for the JAT was as follows.

· Many jobless people were not being engaged by mainstream employment and training programmes, particularly those resident in the SIP areas.

· In order to engage these jobless people more effectively a more pro-active approach needed to be adopted.

· As well as providing pro-active delivery it is important in engaging the harder to reach jobless to do this through an  independent organisation as people are fearful of threats to the benefit status in dealing with the mainstream agencies.

· Part of the offering from a more pro-active approach had to be personal and social development opportunities as well as a process of actively matching people to jobs being generated by local employers. 

The Partners

The JAT was established by a partnership consisting of: 

· East Renfrewshire Council;

· Levern Valley Partnership;

· Careers Scotland;

· Jobcentre Plus;

· Scottish Enterprise Renfrewshire; and

· Strathclyde European Partnership (ERDF).

The project has been funded from 30th June 2002 through to 31st March 2005, with an additional 9-month funding secured on top of the initial 2-year funding package.

The Client Group

The client group for the project was defined as:

· jobless working age people; and

· resident in the SIP areas of Dunterlie, West Arthurlie and Neilston, and also the Auchenback area of Barrhead.

However, it was agreed that if assistance was sought by non-SIP residents, or indeed employed people wishing to enhance their skills or move from part-time to full-time work, the project would not turn them away.

The Services
The principal services delivered by the initiative were intended to include the following.

· Facilitating or providing access to training, personal and social development opportunities.

· Matching clients to jobs arising in and around the locality.

· Through the Jobs Access Fund providing funding aimed at removing specific barriers to employment.

· Helping employers to fill vacancies with clients from JAT.

· Assisting employers to upskill employees, enabling them to develop new posts.

The Team

The JAT was to be delivered by a small team operating both from a central facility at Bank Street, as well as on an outreach basis.

The Funding

The total resourcing package for the initial 2 years was £258,000, with £106,000 provided through ERDF.  When the project was extended, there was an increase of 40% in the ERDF grant.  The total funding package works out as: 

· £374,970 (cash and kind).

· of which £150,975 is ERDF (cash).

The Targets

The targets sets for the first tranche of funding were also expanded by 40% when additional funding to March 2005 was agreed. The targets to March 2005 are summarised below.

Table 2: JAT Targets

	Target
	Targets 

	
	June 2004
	March 2005

	No existing businesses receiving advice
	100
	140

	No of ICT event supported
	1
	2

	No of marketing/community events supported
	1
	2

	Gross new jobs created in JAT
	5
	7

	Gross new jobs created in JAT for women
	2
	3

	No of people referred to training
	200
	280

	No of jobless people moving into employment
	240
	336

	No of jobless under 25 yr old moving into employment
	80
	112

	No of new jobs in existing SMEs
	200
	280


3.  THE DELIVERY OF JAT

The Background

The JAT was scheduled to begin in June 2002, but due to a number of logistical problems there was no effective start until January 2003, at which stage the current Project Manager took up post.  At January 2003, two staff members were in place:

· a Key Worker, line managed by Careers Scotland, dealing with both youth and adult clients;

· an Employment Liaison Officer, line managed by the Economic Development Department at East Renfrewshire Council

In addition, an Advice and Information Worker and a clerical worker were added to the project’s staffing.

The Start-up

Despite the delayed start-up, there was a requirement to deliver a target of 240 jobless people into employment by June 2004, associated with the ERDF funding.  However, at January 2003, the position was that:

· there was still no office from which the project could operate;

· a database had to be set up; and

· client contact processes and mechanisms had to be established.

Delivering the Service

Demonstrating Independence

A significant initial effort went into establishing the JAT as an independent organisation.  The rationale for establishing the JAT in the first place was that many jobless people did not access the services of agencies such as Jobcentre Plus, Careers Scotland etc. because of concerns over loss of benefits, dislike of more bureaucratic ways of working, etc.  In order to overcome these, the JAT project:

· developed its own distinctive logo for promotion, brochures etc.; and

· included only the Levern Valley Partnership and ERDF as part of their logo.

Delivering Services

There were a number of service delivery issues that flowed partly from the delayed start and also due to shortcomings in the initial budget.

· The theory was that clients would be accessed through one-to-one discussions with the Information Worker – or other staff as appropriate.  However a view was taken early on that it would be impossible to meet the 240 target of jobless people into employment through this mechanism, and so other additional forms of recruitment were developed.

· JAT had no training budget, and although the project was supposed to make maximum use of existing projects, it was also tasked with looking for gaps in provision and filling them.  The Project Manager had to find money within the budget to set up a training fund.  This is particularly important as there are no training providers operating in Barrhead.

· There are a large number of small projects dealing with employability operating, often in specific localities, within Barrhead and Neilston.  There was no existing mapping of these organisations, and JAT had to develop this by initially pulling together a meeting of the key players.  This output from JAT has subsequently been fed into the Community Planning Partnership.

· Although there were a lot of activities to which clients could be referred, there was little evidence of a progression route for clients through these activities towards employment.

A key difficulty in delivering the service has been the fact that 2 of the  5 staff were managed externally to the project. This situation poses problems for all managers, but it can be a serious constraint in a small fixed-life project, facing demanding targets – and getting off to a delayed start.

Engagement

A key objective for the JAT was to reach clients not otherwise being reached by mainstream service delivery organisations. The breakdown of how clients become aware of JAT shows the success in achieving this.

· 13% of clients became aware of JAT through word of mouth.

· 13% of clients became aware of JAT through JAT events.

· 12% of clients became aware of JAT through JAT leaflet drops.

· 6% of clients became aware of JAT through community groups.

· 7% of clients became aware of JAT through news stories and posters.

However, Careers Scotland (10%) and Jobcentre Plus (19%) have also been important initial sources of information on JAT.

In terms of referrals to JAT.

· 65% were self referrals.

· 22% were referred by Careers Scotland or Jobcentre Plus.

· 11% were referred by community groups and similar sources.

Still on engaging the harder to reach, JAT reports show that:

· 36% of clients were on JSA.

· 20% of clients were on IB or IS or related benefits.

· 18% were waged to some degree.

· 26% were not on benefit or benefits were unknown.
In terms of the JAT database of clients, around 50% are SIP area residents with 50% drawn from the wider Barrhead and Neilston area.

It is clear from the above that JAT has engaged with significant numbers of clients through more informal mechanisms, and the ratio of IB to JSA clients is higher than would be the case for most agencies and initiatives working with jobless people - but clearly there is scope to drive further into the IB group.

Outreach Services

JAT initially delivered services on an outreach basis, for example surgeries were offered in neighbourhood resource centres.  As the numbers dwindled, only in Auchenback, where there is a very busy neighbourhood centre, was this service continued.  JAT found that clients preferred the anonymity of the Bank Street office in Barrhead.  

Additionally, however, there is extensive use of noticeboards in libraries, sports centres, resource centres, voluntary sector projects etc.  This proves very effective in bringing new clients through JAT.

As noted above, it is clear that the outreach services have contributed to the process of sourcing recruits for SIP areas and the IB client group.

Recruitment Initiatives 

Given the problem identified above of generating 240 employment outcomes on a one-to-one contact basis, a number of additional recruitment mechanisms were developed by JAT.

· Opportunities were identified within East Renfrewshire Council in areas where they were having recruitment problems, for example for cleaners, caterers and home care workers.  JAT took on the role of organising events to promote these jobs to local people, working in partnership with other agencies. 

· A major Jobs Fair was organised by JAT based on contacting employers based in East Renfrewshire and beyond.  Again, this was organised in partnership with other organisations, principally Jobcentre Plus.

Securing Vacancies

As well as securing vacancies direct from the council and through the Jobs Fair, the Employment Liaison Officer, who is managed from the Economic Development Department in East Renfrewshire Council, identifies vacancies when working with local employers.  These vacancies then come back to JAT and Jobcentre Plus where an attempt is made to find matches for the vacancies in the client database.

Action on Redundancies 

JAT has played a role in the Nestlé closure by joining the PACE team, where the JAT Information and Advice Worker, and the Employment Liaison Officer played a significant role, with the implication that the JAT office had to close for a period.

Working with Partner Organisations

As agencies and initiatives push back into the harder to engage and help groups of the jobless, the barriers to employment experienced by the average client tend to be greater and more deeply embedded. This means that partnership working between agencies is increasingly required, as no one agency has the services to tackle all the client barriers.  In this working environment there needs to be a recognition that, as well as benefiting the client, partnership working needs to benefit all the partners. In practical terms this means helping each other achieve organisational targets.

JAT works closely with partners such as Jobcentre Plus, Careers Scotland, Levern Valley Partnership, etc. This is clearly reflected in the referral figures as a number of these partners are sending a significant number of clients to JAT.

It was less easy to quantify the reverse flow of clients for JAT to Careers Scotland and Jobcentre Plus. Additionally, although both partners are supportive of JAT, there was a feeling that JAT could do more to  pass clients to their services, while conscious of the resistance in the client groups to working with government agencies. Finally, where organisations such as Jobcentre Plus and Careers Scotland work with and  pass clients on to JAT, when the client achieves a positive job outcome JAT and  the agency should be able to share the positive outcome. Some of the partners felt that the procedures for logging job entries for clients could be fine tuned for greater mutual benefit.

Validating Job Entries for Clients

The JAT is careful in its methods for validating outputs.

· In relation to the Jobs Fair, a customised follow-up exercise was carried out to find out who had secured employment, and this was restricted to those with whom JAT had direct contact at the Jobs Fair.

· Verification of the employment gains in relation to East Renfrewshire Council jobs is done directly with the Council.

· In terms of the clients who are sourced through outreach or who drop into the Bank Street office, employment gains are only logged if there has been a direct contact with the client either in writing or verbally.  Employers are not contacted for verification in case this irritates the employer and perhaps does a disservice to the former client.

Tracking and Monitoring

All people logged by JAT as employment entries are listed in the database, with a full listing of their address which would allow for independent verification of the position.  Additionally, there is a field in the database which records whether or not the individual is a SIP resident based on the SIP addresses.   

4.  OUTPUTS GENERATED BY JAT

Introduction

This sections looks both at qualitative and quantitative outputs generated by JAT.

Qualitative Feedback

Based on consultations with key partner organisations a number of qualitative assessments of the contribution of JAT can be noted.

Reaching the Hard to Reach

The general view was that JAT had contributed towards engaging clients not previously involved in an active way with Careers Scotland, Jobcentre Plus, etc. The key perceptions are summarised below.
· SIP residents have been engaged in greater numbers.

· Key elements in engaging SIP residents deployed by JAT have involved the following:

· access to a real job, where in the past they were offered places on ‘schemes’,

· at recruitment events, they are interviewed on the spot,

· the service is not provided by one of the government agencies, and many people are more comfortable with this.
Joining Up Services

The feedback here suggested the following:

· JAT has provided an additional service to which jobless people can be referred.

· The development of the Jobs Access Fund has helped plug gaps in service delivery to meet the needs of specific clients.

Innovation    

· JAT has been successful in helping East Renfrewshire Council recruit for vacancies proving hard to fill by linking these opportunities to residents of SIP areas.
· Generally JAT has been inventive in terms of its range of attempts to engage with  the clients not normally reached by employment projects and programmes.
· Very quickly JAT established an independent – but recognised and respected – brand which helps to attract clients.
Getting People Into Work

Generally the partners were very positive about the contribution of JAT in relation to its primary target of getting local jobless people into work.

· Most felt the performance on job entry had been strong, against a demanding target and in difficult operational circumstances.

· The project has been particularly successful in terms of the number of SIP residents linked to employment opportunities, in comparison with all previous attempts by mainstream agencies or more localised projects.

· Unlike a range of existing projects dealing with jobless people JAT has been firmly focussed on progressing jobless people towards and into employment.

Scope for Improvement

Looking ahead, partners were able to identify a number of changes that would be needed.

· JAT needs to dig deeper in terms of reaching more IB clients and more residents of the disadvantaged areas, and correspondingly fewer people for whom the mainstream agencies provide an adequate service.

· JAT needs to work closer with Jobcentre Plus in particular, as well as make more effective use of existing programmes such as Pathways to Work, New Deal for Lone Parents, Training for Work, etc.

· The staffing of JAT needs to be simplified to give the project manager staff resources which he/she can directly manage to be in a position to meet targets effectively. 

Quantitative Outputs Against Targets

Table 3 shows the progress against the ERDF targets as of end-December 2004.

· All the targets for advice and events delivered have been achieved.

· The job creations targets within JAT have been met.

· With three months to run, the targets for numbers referred for training and new jobs created within SMEs are 74% and 79% met respectively.

Table 3: Progress Against Targets

	Target
	Targets 
	Outcomes1 

as of

Dec 2004

	
	June 2004
	March 2005
	

	No existing businesses receiving advice
	100
	140
	261

	No of ICT events supported
	1
	2
	3

	No of marketing/community events supported
	1
	2
	17

	Gross new jobs created in JAT
	5
	7
	8

	Gross new jobs created in JAT for women
	2
	3
	3

	No of jobless people moving into employment
	240
	336
	230

	No of jobless under 25 yr old moving into employment
	80
	112
	542

	No of people referred to training
	200
	280
	208

	No of new jobs in existing SMEs
	200
	280
	222


Note: 1.  Only clients assisted from Barrhead and Neilston are counted.

          2.  This figure remains to be confirmed.
We now focus on the central target, based on the initial rationale for JAT, which relates to:

· number of jobless people moving into employment.

Initially this was restricted to SIP residents, but later widened to include Auchenback. However, from the outset it was recognised that drop-in clients could not be turned away, and so the number of jobs entries for Barrhead and Neilston residents was a relevant indicator.

As of December 2004:

· 230 jobless residents of Barrhead and Neilston had been moved into jobs,

· of these, 191 (83%) were residents of SIP areas of Auchenback,

· a further 70 residents  of redundancy areas were assisted in jobs.

The number of SIP residents into work is underestimated by probably around 10 due to a minor database issue.

The figure of 230 is some way short of the revised target for March 2005 of 336 job entries. Obviously, job entries over the period January to March will eat into the gap – but the target is probably unlikely to be met in full. However, the target of 336 is demanding for the timescale set for JAT, particularly in the light of the delayed start. Additionally, it is important to note that JAT has assisted into employment 70 other East Renfrewshire residents outside the Barrhead and Neilston areas.

Another way to look at this is to note that the cost to ERDF of a job entry for Barrhead and Neilston residents, as of the December 2004 position, is £660 per head. This is a cost effective result, particularly given the more disadvantaged nature of this client group. This conclusion stands even if the full cash and cost in kind resource is set against the job entries which brings out a figure of £1,300 per head, especially bearing in mind the fact that additional job entries between now and 31st March 2005 will bring the cost per head figures down.

JAT were able to provide an interesting breakdown, on the measure of jobless people into employment, of the numbers flowing from their different services.

· Clearly the bulk of the job gains have come through the generic services provided by JAT, those envisaged in the original design of the project.

· However, significant numbers also came through the events organised by JAT which were not initially envisaged, such as the Jobs Fair and specific recruitment initiatives for East Renfrewshire Council. What is clear from this table, however, is that the location of the recruitment events in relation to social care is highly influential in terms of determining the number of Barrhead and Neilston, and within this SIP residents, finding work through JAT.

Our feeling is that by setting the resources devoted to these different ways of helping clients against the local job entries achieved, JAT should be in a position to allocate its resources across client contact and recruitment mechanisms more effectively going forward.

Table 4: Numbers of Jobless Helped Into Employment, by Mechanism

	
	JAT Generic Service
	Action for Jobs Fair
	Social Care Recruitment
	Total

	
	
	
	Barrhead

Event
	Eastwood

Event
	

	SIP and Auchenback Residents
	104
	13
	11
	3
	131

	Other Barrhead and Neilston
	61
	23
	12
	3
	99

	Other Neighbouring Areas
	8
	22
	4
	36
	70

	Total
	173
	58
	27
	42
	300


Overall Assessment

The East Renfrewshire JT has helped move a significant number of local jobless people into work, and this has been achieved on a cost effective basis. At the same time most of the ERDF targets have been or are likely to be met. Beyond the targets set for JAT, significant contributions have been made in relation to:

· providing core staff support for the Nestle redundancy;

· delivering job search and CV workshops in community facilities;

· helping East Renfrewshire Council fill hard to fill vacancies in key service areas.

All of these activities make positive contributions to the local community.

5.  ASSESSMENT AND RECOMMENDATIONS

Assessment

1.  The JAT is a labour market intermediary characterised as an organisation which is:

· independent of the main government agencies;

· connecting with organisations close to the client group and with clients not inclined to engage with the agencies;

· linking with employers through customised events;

· helping clients move from joblessness to work.

This is a model that is now finding favour in many parts of the UK.

2.  JAT has been successful in engaging and progressing significant numbers of jobless people:

· resident in the SIP areas; and/or

· not on JSA benefit.

3.  JAT has shown initiative in developing customised recruitment events which:

· attract local jobseekers because real local jobs are on offer; and

· attract employers because potentially well motivated jobless people are involved.

4.  Good relationships have been built with local community organisations and with other key local players such as Jobcentre Plus.

5.  JAT will be close to achieving its target for the number of local jobless people helped into work, and the cost per head of doing this represents good value for money.

Recommendations

General Recommendation

JAT has proved itself an effective intervention and the partners should be  prepared to offer continuing support.

Specific Recommendations

1.  The partners need to come to a view on the extent to which JAT should focus on:

· specific disadvantaged communities within Barrhead and Neilston, or all East Renfrewshire Council disadvantaged communities in line with the Regeneration Outcome Agreement;

· the most disadvantaged groups defined as those on IB or related benefits, or the jobless more generally. 

2.  Once there is clarity around the target groups, new targets should be set for JAT. It will be important to set targets which are:

· sensible in terms of the numbers in the targeted client groups and areas within Barrhead and Neilston or all East Renfrewshire Council disadvantaged communities; and

· deliverable given the resources available to the JAT.

3.  In setting the targets for numbers into jobs, sub-targets should be set for.

· the percentage of all jobless people helped into work who are from the IB or IB related group;

· the percentage of jobless people helped into work who are from the more disadvantaged communities – if the partners agree that this is a priority. 

4.  There is now increasing emphasis by funders on the sustainability of job outcomes. In its 2nd phase, it is likely that there will be a need to give JAT some targets in relation to sustainability. This could be measured in terms of the percentages of all jobless people helped into work by JAT who are still in employment at, say, 6 months after finding a job through JAT.

5.  JAT needs to consider more systematically the cost effectiveness of its alternative approaches to sourcing clients, vacancies and linking the two.

6. The growing effort by Jobcentre Plus with respect to the non-JSA client group suggests that JAT needs to work even more closely with Jobcentre Plus in the next phase. It may be useful to set, for example, some internal operational targets on the number of referrals between JAT and Jobcentre Plus. 

7.  JAT has worked increasingly closely with partner organisations such as Jobcentre Plus. JAT and its partners need to continue to develop improvements in joint working to help each other meet their targets. 

8.  JAT needs to make more use of mainstream programmes and pots of money in helping progress clients towards and into employment. This would include for example New Deal for Lone Parents, Pathways to Work and Training for Work.

9.  It will be essential to ensure that JAT has sufficient management authority over its staff resources to allow it to meet the targets set, in line with current staff structures.
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