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Third Sector Tackling Worklessness in the North West
The purpose of this briefing is to:

· Outline the findings of recent NWIEP research conducted by the University of Manchester which explored current activity to tackle worklessness in the North West
· Explore the role played by third sector groups, as highlighted by the research

· Highlight key policy issues of relevance to third sector providers and infrastructure, in particular future models of working with local authorities given likelihood of reduced public funds
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The Third Sector and Tackling Worklessness in the North West
The North West Improvement and Efficiency Partnership’s( NWIEP’s) Tackling Worklessness working group
 has recently published research which outlines recommendations for Tackling Worklessness in the North West
.
The report, conducted by Manchester University’s Institute for Political and Economic Governance (IPEG) with Professor Alan Harding as lead, highlights significant third sector activity.
Significance of the report

Besides good buy-in from key local authority agencies in the North West, the thinking embedded in the report is at the forefront of policy development and is likely to be the hallmark well beyond the next election - whatever the result. Whether it’s tackling worklessness or any other agenda, the report outlines a significant line of thinking about models for future rationalisation of services.
The report identifies:

· The strengths and weaknesses of what it calls ‘first generation initiatives’

· The strong role that the third sector plays in ‘first generation initiatives’ (in 50% of the highlighted examples)
· Lessons from the national evidence base that provide the Dos and Don’ts of delivering larger scale programmes to tackle worklessness 
· Models, or ‘second generation initiatives’, that could improve on first generation initiatives.

First generation initiatives
The research identified a large number of what it calls ‘first generation’ initiatives which are primarily provided by local statutory agencies and the third sector.

First generation initiatives are good but, as the report states, are not always part of a co-ordinated, coherent and comprehensive response. They are frequently third sector initiatives that lack scale. 
Given the likelihood of cuts in public spending, first generation initiatives are likely, the report states, to be rationalised and this will impact on local third sector groups. The extent of the impact will depend on what delivery models are used and IPEG’s report should provide good evidence for continuing to listen, value and invest in third sector delivery.

Table 1: Characteristics of ‘first generation’ initiatives
	Strengths
	Weaknesses

	Focus on the needs of particular client groups: people with impairments, young people not in employment or training, ex-offenders, refugees and the long-term unemployed
	Small and project-based, with time-limited funding: 
· challenged in terms of their scale (relatively small), especially relative to need
· often lack sustainability: resources are devoted to chasing funding streams, and this may lead to losing focus on client need

	Have “developed impressive expertise” and “understand the changes that would be needed to operate more effectively”
	Relatively isolated and less well networked (to public sector and large-scale service delivery agencies)

	Often demonstrate text-book best practice through adopting “holistic but personalised” approaches that 

· distinguish between the needs of different groups

· build on effective inter-organisational partnerships

· take account of employment demand and labour supply

· possess sufficient autonomy and flexibility to respond to local circumstances.
	Operate with limited awareness of innovative responses to worklessness outside the immediate locality, and certainly beyond the North West.

	Are effective in ‘joining up’ service delivery without any power to require it.
	Are effective in ‘joining up’ service delivery without any power to require it: can depend on personal relationships and chance.




Lessons from the evidence base: research and practice
Professor Harding lists recent worklessness research literature in Appendix A, analytical and policy overviews (3.2, page 20), and pulls together the Dos and Don’ts that are regularly cited. 
Table 2 (below) lists the features of effective initiatives that should be considered in partnership discussions, and that might indicate how the qualities of good third sector delivery are crucial. Early thinking about this should focus on the need for third-sector friendly structures and mechanisms (eg commissioning and procurement).
Table 2: The Characteristics of Effective Initiatives to Tackle Worklessness, page 23
	Do
	Don’t

	Adopt an holistic approach that recognises the multiple and different barriers that individuals face: the journey from worklessness to work can involve a number of small steps and a broad range of seamless support from statutory and non-statutory, including third sector, service providers.
	Low penetration of the non-traditional customer base and a lack of innovation in recruitment methods. This does not necessarily show up in terms of success rates. Indeed, it may be that focusing upon more promising clients who are closer to the labour market improves performance in a narrow sense. It does mean, however, that initiatives can fail to have an impact upon the more entrenched problems that potential clients face.

	Effective partnerships: it is important that there is strategic fit between agencies’ aims and objectives, from the top down, and provision for integrated delivery, from the bottom up.
	

	Engage effectively with employers in the public and private sectors through all available mechanisms such as Local Employment Partnerships, Employment and Skills Boards.
	

	Take account of demand-side factors and anticipate future employment opportunities and market needs
	Inadequate staffing, which can be a function of poor resourcing or inadequate management, a lack of staff training and skills, a high turn-over of staff or unmanageable case-loads, especially on the part of front-line workers who interface most directly with clients.

	Initiatives are driven by delivery bodies that have sufficient autonomy and flexibility to adapt to local circumstances eg funding streams in order to tackle worklessness but also to provide discretionary budgets to help job seekers directly (eg assistance with travel costs for attending work or interviews).
	

	Are seen as independent and on the side of the client, which is “why alternative forms of delivery, especially through the third sector, are important” (p.23).
	The short duration of many initiatives, which is the down-side of service delivery arrangements that depend substantially on special funding and are either disrupted or broken up when funding ceases or need to re-orientate their work towards alternative funding sources that cannot always provide continuity of service.

	Are accessible to hard to reach groups, through effective sign-posting, sensitivity in locating offices and sustained outreach capacity and activity.
	

	Offer a personalised service that can be tailored to individual circumstances and needs.


	


Ten Questions: How to improve delivery?
The characteristics outlined above suggest several questions (of particular relevance for third sector and other non-statutory sector agencies) for partners to explore, if initiatives to tackle worklessness are going to be successful:
· How can initiatives be seen as independent and on the side of clients? How can independence be mainstreamed?
· How can services to hard to reach groups, on a more long-term basis, be made accessible? 
· How can ‘customers’ further away from employment be brought closer to employment? Can volunteering, training opportunities and innovative practice be incorporated into initiatives to tackle worklessness?

· How can commissioned and sub-contracted providers be encouraged to share and adopt learning?

· How can a representative function be better aligned to delivery? Ideally, such a function should understand policy and delivery.

· How can non-statutory sector service provision be better linked to other local provision? As the Houghton Report
 (the pre-eminent exploration of these issues) notes, how can we ensure that local (first generation) services are integrated with mainstream employment and skills services?
· To what extent do the forthcoming Work and Skills Plans recognise and link in local third sector activity?

Further, third sector specific questions, might seek to understand how third sector delivery and strategic work could be better linked:
· Is the third sector effectively linked into local structures such as Local Employment Partnerships, Employment and Skills Boards, Local Economic Assessment processes, relevant economic subgroup of LSPs, and Sub-regional strategic partnerships
· Is it clear to other third sector agencies and service providers how third sector agencies and representatives are linked into local, sub-regional and regional strategic structures?
Is there clear, two-way communication between strategic third sector activity and relevant service providers, accessible to potential third sector delivery agencies and local community groups with a strong understanding of key issues that affect delivery?

Second generation initiatives
This approach has, according to Professor Harding, been advocated in much of the recent literature on tackling worklessness. These second generation approaches have a:
· “more forensic approach to identifying clients”
· “a commitment to developing cross-service, inter-agency teams that work with individual families and understand the barriers to entry into the labour market from their particular perspectives”

In theory
, the ‘second generation’ model of Wigan
 (see inset on previous page of this briefing and on pages 34-35 of the report) appears to be friendly to stakeholders and ‘first generation initiatives’. Key to Wigan’s approach, it seems, is a drawing in to the mainstream of small and medium sized third sector delivery agencies. 
This highlights a number of issues for third sector delivery and strategic representation…

Firstly, how will groups maintain and demonstrate their independence as part of a second generation initiative? This is one of the very qualities of good first generation delivery that is necessary to effective second generation initiatives.
Secondly, and not unrelated, how will data be shared? Data sharing protocols will play a part in maintaining and demonstrating independence while making service delivery more coherent. Statutory sector partners will need to understand non-statutory sector need to protect their independence. The Department for Children, Families and Schools’ ContactPoint database (which just lists organisational contacts + telephone number of those involved with individual cases) marks a growing example of how this might work and where there can be problems. For example, who should be able to access information about whether an individual case has been in touch with a provider that deals with mental health issues?
Thirdly, how will mechanisms be built in so that services can be flexible at the micro level as well as directly feeding back information about necessary adjustments in order to influence mainstream provision? This will affect commissioning, procurement and monitoring arrangements. Wigan recognises that there are areas of their action plan that need “additional commissioning and co-ordination of services” (page 35) and are developing an appropriate strategic commissioning framework. Sometimes the use of grant pots will be the most effective way of developing flexible services that support people towards employment. 
Fourthly, how can third sector providers better incorporate learning from elsewhere? 
The alternative model: CLACs and CLANs

Community Legal Advice Centres (CLACs) and Networks (CLANs) are an approach to rationalising initiatives in the community advice sector. As a model, they seek to create a coherent advice service across top tier (and wider) local authority areas but at the cost of smaller local advice providers. They have been described as a “winner takes all approach” to procuring community advice services, which would end up with one provider.
On the surface this model can seem a reasonable way of rationalising the seeming hodge-podge of independent, personalised and flexible local third and private sector delivery (qualities that feature in Table 2 above). 
Cornwall County Council explored such an approach through consultation with providers and stakeholders but determined that such a single model would not be effective. They have instead sought to work with, and pull together, current providers. I hope that Tables 1 and 2 of this report, drawn from Professor Harding’s work, outline why statutory agencies believe such approaches to be the best way forward.

It is extremely encouraging that Cornwall CC and Wigan MBC clearly see the benefits of listening, valuing and investing in third sector service providers in order to develop, in partnership, improved and more efficient services for local residents. 

Key recommendations
The report includes a number of recommendations which the North West Improvement and Efficiency Partnership (NWIEP) will lead on progressing; VSNW will continue to work in close partnership with NWIEP, NWEO and Neighbourhoods NW. 
In particular we will seek to support the implementation of the third recommendation:

NWIEP might promote future dialogue and learning about ways in which the plethora of 1st generation initiatives can be co-ordinated effectively. This might be by supporting networking and collaboration in order that successful local initiatives may be ‘scaled up’ to operate at sub-regional and/or city region levels. The NWIEP could also explore ways of increasing effective strategic engagement of local initiatives by statutory agencies and third sector bodies at sub-regional and city-region level. (5.12, page 43)
Further calls for evidence
NWIEP are keen to hear of further examples of good practice in tackling worklessness, and thoughts on how to implement an holistic approach to tackling worklessness. 
Submissions can be made online: 
· Good practice: http://www.neighbourhoodsnw.co.uk/worklessness-good-practice.html
The Way Forward: http://www.neighbourhoodsnw.co.uk/the-way-forward.html

Appendix: The VCS contribution to the Worklessness agenda in the North West

The following case studies are intended to give a small taster, of the many ways in which VCS organisations are currently tackling worklessness. The organisations featured represent a diverse cross section of VCS organisations, working in different settings across the North West region, with a wide variety of client groups. However there are also common threads to each of these projects: 

· They are all working with our most excluded communities and with individuals who are a long way from the labour market. 

· Flexibility, responsiveness to individual need and a willingness to work with (rather than for) people 

· Well developed partnerships with organisations in the public and private sectors

· Community based with a good understanding of the particular barriers faced by particular communities

Case Study 1 Refugee Action Manchester Employment Project

Key Outcome: tailored support securing employment placements to 70 clients annually

The Refugee Action employment project is part of the Home Office SUNRISE (Strategic Upgrade of National Refugee Integration Services) pilots which offer refugees support with access to housing, benefits, employment, health services and college courses. It was clear that more specialist and targeted support was required to assist refugees to secure employment, and the Manchester employment pilot project grew from this.

The Refugee Action employment project offers case work support and advice tailored to individual need, and has supported 70 clients annually. The project offers people the chance to gain relevant UK work experience and references with a range of employers (Marks & Spencer, Royal Mail, and Bruntwood are examples) and build language skills and confidence.  Following the successful pilot which concludes in September 2008 the project is being rolled out nationally, as RIES (Refugee Integration & Employment Service) with Refugee Action delivering the service in the North West.

Contact details: darrend@refugee-action.org.uk
Website: http://www.refugee-action.org.uk/
Case Study 2 Blackpool Volunteer Centre Worklessness Project

Key Outcome: ‘Customised’ volunteering opportunities provided to JCP clients who are long term unemployed. 43 clients successfully placed into volunteering.

Blackpool Volunteer Centre were contracted by Job Centre Plus to provide a service for clients wishing to pursue volunteer opportunities as part of their action plan. Clients were referred by a variety of agencies including Positive Steps, Social Services, Homeless Hostels, Rehabilitation centres, Advocacy Services, Mental Health Day Centres. The service was tailored to individual need and included informal one to one sessions, outreach work, and follow up support during the placement. Volunteering enabled clients to learn new skills, refresh old skills, update CVs, obtain current references as well as building confidence. The social aspect of volunteering was beneficial in overcoming social isolation for clients in the early stages, and provided a safe environment for them to move forward at their own pace. In one year 121 clients had one to one interviews and were offered local volunteering opportunities, 43 clients were successfully placed into voluntary activities. The project had to overcome significant barriers in terms of individual’s fears about loss of benefit due to volunteering or being forced into paid work too quickly. For clients not moving into volunteering the majority had other issues that needed to be addressed prior to volunteering.

Contact details: Claire Eaves blackpoolvc6@yahoo.co.uk - evaluation report available.

Website: www.blackpoolvolunteers.org.uk
Case Study 3 South Cheshire Crossroads Caring for Carers (in partnership with Skills for Care and Cheshire Learning Resource Network). Care Ambassador Scheme.

Key Outcome: Training and awareness raising for back to work advisors

The Care ambassador scheme was created and developed by Skills for Care South West and has since been rolled out nationally. The main aim of the scheme is to raise the profile of social care by highlighting the rewards that a career in social care can offer as well as making people more aware of the range of career opportunities and qualifications on offer. Care Ambassadors are drawn from care professionals, students, volunteers and people who use services/carers who share their experience of social care. South Cheshire Crossroads have carried out ‘busting the myths’ training events for Job Centre Plus and Connexions advisors, this has resulted in much more positive promotion of Social Care careers by advisors and Job Centre Offices now have their own Care Champions who work specifically with vacancies in the sector. As a result of this work Crossroads have been involved in JCP Options and Choices events for lone parents, where ambassadors have presented to groups of lone parents. Anecdotal evidence suggests that there are a cohort of potential employees who have other barriers to working, including lack of childcare provision for older children and outside ‘normal’ hours (i.e. late in the evening and weekends)

Contact details: Angela Davies angelamdavies@btconnect.com
Website: http://www.crossroadscaring.com 
Case Study 4: Lancashire Learning Consortium Stock take of links between Job Centre Plus and the Voluntary and Community Sector

Key Findings:

· VCS organisations across Greater Lancashire are actively working with key Job Centre Plus customer groups including, adult unemployed, ‘adult NEETs’, Lone parents, young NEETS, people with mental health problems, ex offenders and IB claimants. 

· Significant delivery capacity currently exists within the VCS across Greater Lancashire – in excess of 4,700 people are currently supported each year by the 16 organisations in the sample

· Organisations typically work with around 100 service users each year, although the range is between 40 and 2,350.

· Only a minority of organisations working with these priority customer groups and with delivery capacity and expertise currently have a formal partnership arrangement with Jobcentre Plus.

The stock take is being used to inform JCP colleagues about the range of services available to their customers and it is intended that the results will be made available on the JCP staff intranet and inform briefings for senior management.

Specific examples include:

Furniture Matters: A furniture reuse project providing training to people with learning disabilities, mental health issues, young people including NEETs, ex offenders and have an OLASS contract to deliver training to people on community punishment orders and a contract with local schools to work with young people in danger of becoming ’NEET’. The project has undertaken adaptations to ensure accessibility to disabled clients.

Outcomes:  113 new volunteers; 165 volunteer beneficiaries completing placements (of whom 108 gained qualifications, 95 moved into further training, 4 became self-employed, & 58 went into paid employment). [Year ending March 2007]

Burnley Telematics: A community based training organisation offering ICT and Skills for Life provision to hard to reach learners such as the long term unemployed, lone parents, people for whom English is their second language, people with learning difficulties, people who do not have a level 2 qualification. The centre offers one to one support, nationally recognised qualifications and an individual advice and guidance service, funded through Next Step, to all clients.

Contact details: Full report available from Jonathan Gilbert, Lancashire Learning Consortium, j.gilbert@llccic.org.uk
Website www.llccic.org.uk
Case Study 5 Groundwork North West

Key Outcome: NEET Breakthrough programme in Wigan, 95% succession rate based on young people returning to or re-engaging with learning via schools and or/training providers.

The Breakthrough programme targets identified young people aged 14-16 who are either at risk of, or directly experiencing, educational and social exclusion or offending behaviours. Breakthrough is an activity-based structured programme which has been designed to offer something different to young people in order to develop their skills and help their progression in further life. The young people who take part in the Breakthrough programme are provided with the opportunity to test their personal boundaries and develop many new skills. This is an extremely challenging programme that pushes the boundaries of the young people in a safe environment. The project has proved to be an effective way of dealing with a cohort of young people who are at risk of becoming NEET and disengaging from learning. Over the past twelve months the programme has achieved: 83% retention rate based on young people completing full programme; 95% succession rate based on young people returning to or re-engaging with learning via schools and /or training providers; 72% achieved 100% attendance whilst on the programme. The flexibility of this programme has been key to its success with different groups of young people and in different settings.

Contact details: Jon Kedwards jon.kedwards@groundwork.org.uk
Website: www.groundworknw.org.uk 

Case Study 6 Wai Yin Chinese Women Society’s ‘Women Construction Solutions Project 2006 – 2007’ (Greater Manchester)

Key Outcome: 120 women engaged, 80 level 1 awards, 12 level 2 awards, engaging a wide diversity of women including single parents, 50 women volunteering, 13 work placements

The Women Construction Solutions Project works with hard to reach women learners and has developed positive partnerships with a number of employers, including New Charter that enable successful and sustainable work placements and employment for women within the construction industry. The project has won ESF awards including: an Embracing Diversity Award (which was awarded to the provider who has demonstrated great diversity in both engagement in learning and employment) and the Excellence Award (which was awarded to the provider who has made an outstanding contribution to a project through designing, developing and effective delivery with challenging objectives). The project was also runner up in the Innovation with Employers Award, which was awarded to the provider who has used the most innovative approaches with employers especially in hard to reach sectors. 

In Addition to Key Outcomes the project achieved:

· Most diverse project 1/3 of women were Chinese, other communities represented.  

· New National Accredited ASET Awards written and developed “in house” which have resulted in big advances on training women/volunteers in practical skills in the community.

· Building skills and confidence, especially for lone parents, conquering one of the last frontiers! 

· Innovation with employers, resulting in the formation of an “Employers  Diversity Forum” in the NW, a case study published by Housemark in their publication “Embracing Diversity” contributing to groundbreaking and ongoing advances for women in the construction industry. 

The project was originally funded by the LSC to December 2007

Contact details: Lisa Mok Wai Yin Chinese Women Society 0161 237 5908

Website www.waiyin.org.uk
Case Study 7 Growing Well (Cumbria)

Key Outcomes: 

Growing Well is a social enterprise that uses the running of an organic growing business to support people recovering from mental health problems to build vocational confidence. Growing Well offers all kinds of opportunities for people recovering from mental health problems to participate, volunteers undertake activities throughout the organisation, from seed-sowing to financial management, tractor driving to web-design. Growing Well is a City and Guilds Centre providing a variety of accredited training courses in horticulture and other land-based activities. In collaboration with Kendal College, they offer NVQ (National Vocational Qualifications) levels 1,2 and 3 in Horticulture, as well as a variety of short courses. Growing Well has been the subject of a number of case studies, including one which DoH are currently writing with Turning Point.

Contact details Beren Aldridge beren@growingwell.co.uk 

Website www.growingwell.co.uk
Further research: Carnegie Rural Commission Progress Report 2006
 
VSNW (Voluntary Sector North West) is the regional voluntary sector network for the North West. The purpose of VSNW is to ensure that the voluntary and community sector (VCS), in all its diversity, takes its full part in shaping the future of the North West.

VSNW works with 150 members which

· work across the region directly supporting and delivering services for individuals, or

· are VCS infrastructure organisations (LIOs) that work with local voluntary and community groups.

VSNW members provide community services, regenerate neighbourhoods, support individuals, promote volunteering and tackle discrimination. The 40 generalist LIOs in membership of VSNW have a membership of 6,780 VCS groups and are in contact with 19,800 local voluntary and community sector groups in the North West – just under two-thirds (63%) of the region’s VCS groups.
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What Makes Wigan Work: a second generation initiative





Wigan Borough Council, in association with its Local Strategic Partnership, developed an action plan to better co-ordinate local activity and to improve delivery. 





For Professor Harding, this is a key example of how to go beyond the piecemeal approach of local first generation initiatives.





Besides seeking to engage stakeholders in its development, The What Makes Wigan Work Action Plan sought to build links with activity to increase enterprise, improve skills, reduce the number of young people not in employment education or training, improve the sense of personal and community control by developing a thriving third sector and actions to narrow the educational attainment gap between areas. Wigan is also looking to address barriers to employment faced by people with mental health difficulties. 





Key barriers to effective working to be noted include:


Data sharing practices and protocols


Inter-agency joint working and leadership


Speed of response and flexibility of service provision


Training of front-line staff








The third sector role in first generation initiatives


The third sector plays a central role. Of the 32 projects highlighted in the report, 16 (50%) have strong third sector involvement:


12 projects are third sector lead (37%).


A further 4 projects feature principal partnerships with third sector organisations, including Mind, RNID, and RNIB (Routes to Work) and the cross sector partnership of Wirral’s Working for Health project.





The projects, interspersed throughout the report, were selected because they “represent an overview of innovation in response to worklessness” (page 24). 





Third sector organisations are core to 4 of the 5 featured first generation case studies:


two are third sector lead (Breakthrough UK and Refugee Action) 


two have principal third sector partners (CREATE and The Shaw Trust in Bolton’s Work Shop project).


Fuller outlines of some of the third sector ‘first generation initiatives’ are given in the Appendix to this briefing report. The IPEG report also includes outlines of the work of INTAG (p.8, Preston), GMCVO (p 13), Cumbria CVS (p.41) Breakthrough UK (p.28) and CREATE (p.29).








� This group includes: NWIEP, Neighbourhoods NW, NWIEP’s Economy Commission, North West Employers Organisation and Voluntary Sector North West.


� Tackling Worklessness in the North West: a report for the North West Improvement and Efficicency Partnership (NWIEP: 2009): �HYPERLINK "http://www.nwiep.org.uk/files/Worklessness_2009.pdf"�http://www.nwiep.org.uk/files/Worklessness_2009.pdf� (large file: 2.49 MB)





� Tackling Worklessness: A review of the contribution and role of local authorities and partnerships – Final Report (DCLG: March 2009) �HYPERLINK "http://www.communities.gov.uk/publications/communities/tacklingworklessnessfinal"�http://www.communities.gov.uk/publications/communities/tacklingworklessnessfinal�


� VSNW is extremely interested in how third sector groups are being affected in practice. Please do not hesitate to contact Warren Escadale, email: �HYPERLINK "mailto:warren.escadale@vsnw.org.uk"�warren.escadale@vsnw.org.uk� or tel: 0161 276 9307.





� A summary of the Wigan approach is contained in the inset on the previous page of this briefing and on pages 34 and 35 of the Tackling Worklessness report. There is also a short video on the online publication: �HYPERLINK "http://www.nwiep.org.uk/files/Worklessness_2009.pdf"�http://www.nwiep.org.uk/files/Worklessness_2009.pdf� (Large file: 2.49 MB).


� Cornwall’s Community Advice Network: a case study (NAVCA: February 2009) �HYPERLINK "http://www.navca.org.uk/publications/cornwallcan/"�http://www.navca.org.uk/publications/cornwallcan/�


� These case studies were collected in 2008 by Lesley Connor, VSNW and Warren Escadale.


��HYPERLINK "http://rural.carnegieuktrust.org.uk/files/rural/Carnegie%20Rural%20Commission%20-%20Progress%20Report%202006.pdf"�http://rural.carnegieuktrust.org.uk/files/rural/Carnegie%20Rural%20Commission%20-%20Progress%20Report%202006.pdf� 
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