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Evaluation of the ESF Objective 3 Pan London 2 Programme

EXECUTIVE SUMMARY

This report presents the evaluation of the 2006-2008 European Social Fund (ESF) Pan
London 2 programme commissioned by the Learning and Skills Council (LSC) from
GHK Consulting Ltd.

The Pan London 2 Programme

Pan London 2 (PL2) was a £37.5 million ESF programme, co-financed by the LSC
London, aimed at delivering learning and skills projects for ‘hard to reach’
disadvantaged people, as well as employers and their employees. Projects had to work
across wide areas of London.

The programme was designed to complement mainstream provision closely, and fill
gaps to meet the strategic priorities of the Framework for Regional Employment and
Skills Action (FRESA). As a consequence the programme focused on Level 3
provision, tackling worklessness, and to a lesser extent, raising skills through the
opportunity of the 2012 Games, with a focus on the priority sectors in the FRESA. The
programme ran for two years (2006-08).

In common with the Pan London 1 programme that preceded PL2, a co-ordinating
organisation (Ecotec) was appointed to disburse funds to projects and provide a
contract management service to projects on behalf of the LSC. The programme
originally contracted to deliver 24,405 beneficiaries, through 57 contracts of varying
size, with a mean contract value of £663,000. 19 contracts were won by FE colleges,
with the remainder of lead delivery organisations from the HE, VCS and private
sectors. The majority of provision focused on ESF policy fields 2 and 3, those focusing
on tackling labour market exclusion and promoting lifelong learning.

The programme’s successes included the engagement of 16,452 beneficiaries;
exceeding ambitious equalities targets, with a high proportion of women (55%), LLDD
(13%) and ethnic minority (61%) beneficiaries; and getting almost 2,000 beneficiaries
who were previously unemployed or economically inactive into employment. Most
beneficiaries had a prior attainment level below Level 2. In total, 10,393 qualifications
were achieved by beneficiaries — from job ready programmes to advanced Level 4
qualifications — with almost half of provision at Level 2 or below focusing on basic skills
(Skills for Life). 3,094 Skills for Life accreditations at Level 2 or below were achieved,
while 3,279 Level 3 qualifications were achieved. Across all qualifications, the
achievement rate was 65%. 1,826 employers were also supported across the
programme, with the vast majority of them being micro or small SMEs within the target
sectors set by the FRESA, including health, education, retail and construction. The
quality of the data collected was also of a high standard and there was precise
recording of the outputs and outcomes purchased. Given the beneficiaries of the
projects, the programme can demonstrate a reasonable level of economy in relation to
costs per learner achievement (£2,267).

The most significant issue encountered was the underspend of approximately £10
million at the end of the programme, mainly arising as a result of seven terminated
projects and a failure among a number of projects to meet recruitment and progression
targets (19 projects did not meet at least 80% of their originally contracted recruitment
target; while 30 projects did not meet their original progressions target). There were
various reasons behind the underspend, among them contextual issues such as
changes in mainstream targets; and issues of project and programme design, for
example an inability to secure work placements to facilitate moving into employment at
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project level, or the requirements of some of the programme specifications.
Nevertheless many projects successfully achieved their targets and demonstrated
many useful lessons for future provision targeted at hard to reach groups.

Thematic Impact

The evaluation examined the performance of projects, categorised by their main theme
of delivery. These were: hard to reach young people; workless adults; provision at
Level 3; On Your Marks (projects with a London 2012 focus); and capacity building
projects.

Hard to reach young people: Although only 63% of contracted starts were achieved,
the projects focused effectively on those young people with the fewest formal
qualifications. Success rates on Skills for Life aimed at this group were high (67%) and
compare favourably to the success rates under mainstream provision. Projects that
held recruitment events in community venues performed better at recruiting
beneficiaries than those that used methods such as advertising in newspapers.

Workless adults: These projects were the most successful in terms of recruiting
beneficiaries (83% of contracted starts) and had good success rates in achieving
qualifications (from 63% for Skills for Life and provision below Level 2, to 67% for
provision at Level 3 or above), with most of the focus being on IAG provision and Skills
for Life. The most difficult target for these projects was progression to employment
(69% of profile). There was evidence that a larger number of beneficiaries moved
closer to the labour market, either going into voluntary work or further learning.

Provision at Level 3: These projects were very successful in recruiting employers,
achieving 91% of the original targets. The most successful projects used innovative
methods, working closely with Sector Skills Councils (SSCs), adapting their offer to
meet employer demand, and using specialist partners throughout delivery. Success
rates were higher than for other themes (79% for provision at Level 3 or higher),
although progression into employment was low (59% of contracted target). However
most projects in this theme were designed (because of the specifications) with a dual
focus on Level 3 and worklessness, which was generally perceived as leading to a
dissipation of efforts and making them more challenging projects to deliver.

On Your Marks: Projects under this theme had the least success among all the
themes in recruiting beneficiaries and progression to employment, which many
projects’ evaluation reports attributed to delays in starting their work (for instance
because of partnership issues). Overall, projects performed poorly, with projects
achieving 59% of their originally contracted start volume, and 11% of the contracted
progressions into employment.

Capacity building: There were only two projects in this theme and they demonstrated
mixed performance. The main issues were the failure of the projects to work together
and in one case, perceived duplication of work that providers would have been
expected to carry out in any case.

Across the cross-cutting themes of sustainable development, use of ICT and
equal opportunities, all projects provided evidence of activities they were carrying
out. In a few cases there was innovative practice, for instance in the greater use of
distance learning methods to target hard to reach groups. However more attention
ought to have been paid, at both project and programme level, to exit strategies and
sustaining learning from ESF delivery.
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Lessons learned for future projects

There were large variations in performance between projects, in terms of recruitment,
progression and spend, that are not directly correlated with policy field or theme.

Strong partnerships were characterised by partners who had previously worked
together, a firm approach to project management, open communication, a clear
division of responsibilities and the use of specialist partners. In particular,
working with specialist partners from the voluntary sector or enterprises serving
target communities yielded dividends because of their existing contact with
beneficiaries or an ability to deliver flexible provision. Projects must ensure that
robust project management arrangements are in place that can meet the specific
requirements of ESF, including the ability to re-profile internally and manage
risk, building the capacity of partners where necessary, and making sure
partners understand the project objectives and evidence requirements of ESF.

Many partnerships had difficulties such as partners leaving the project early on.
This was due to partners’ lack of commitment or lack of understanding of aims
and objectives, unfamiliarity arising largely as a result of the geographical
spread of partners, and in some cases, competition with mainstream provision.
Occasionally, there were issues over the eligibility of beneficiary groups.

Many projects faced difficulties with recruitment, which often took much longer
than they expected. SMEs and sole traders were particularly ‘hard to reach’, as
were younger beneficiaries, and successful projects had to be flexible enough to
change their approach to recruitment if required by the situations they faced.
Good practice includes the use of different recruitment channels to manage risk,
phased marketing for SMEs (such as the use of events), the use of outreach, the
use of partners who can give advice on labour market conditions (such as
employer representatives and professional bodies), and effective referral
partnerships with partners such as Job Centre Plus and Connexions.

The timing, length and content of the course must be relevant to employers so
that the offer of training is attractive (and not just ‘free’).

Careful consideration needs to be given to e-learning approaches and their fit
with different sectors — for instance many hard to reach construction workers or
retail staff are quite transient and will not always respond to e-learning
approaches.

A key lesson in employer engagement is ensuring that they can see the benefits
of training on their bottom line and that the offer of training to employees is
flexible enough to accommodate one to one sessions, mentoring, delivery at
evenings and weekends, and catch-up sessions.

Work placements need to be appealing to SMEs and need to be based on skills
gaps that are identified by the SMEs themselves.

A large proportion of the underspend was due to projects missing their
progression targets. This is partly because of the length of the programme and it
is likely that stringent monitoring requirements also had an impact (making
monitoring very resource-intensive), although successful projects did devote
resources to following up beneficiaries and altering outputs where possible so
that beneficiaries could achieve their learning aims within the given timescale.
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The coordinating organisation model led to some limits on projects’ flexibility.
This had both benefits (correct recording of data) as well as drawbacks (perhaps
too firm a line was taken on evidencing progression and support costs).

The development of the specifications was not a smooth process and although
the original specifications were consulted upon with SSCs and strategic
partners, important changes were made shortly before the tenders were issued.
The lack of dialogue with potential providers at that point meant that there was
no opportunity to refine specifications and ensure that objectives were realistic.

The requirement placed on the LSC by ESFD not to recycle funds undoubtedly
contributed to the underspend, given the particular characteristics of ESF
projects and their historical tendency of projects to underspend and require the
recycling of funds.

Capacity building efforts need to be properly targeted, evaluated and based on
identified need. For instance, projects could have been expected to provide
evidence of how they had built their capacity.

Main recommendations for future programmes

1.

ESF programmes need to be sufficiently distinctive from mainstream provision so
that ESF remains clearly additional to it, and so that ESF can be used to target the
groups and sectors that are most in need. As mainstream provision changed
during the duration of PL2, the risk of competing for the same beneficiaries
increased,;

Tender specifications need to be developed carefully and be focused on target
groups according to distance from the labour market. Allowing for a short period of
open consultation with potential providers prior to final specifications being issued
would allow some of the more salient problems encountered in PL2 to be identified
prior to contract award;

Programmes should not seek to give projects incentives to create artificial
partnerships across wide geographical areas at the cost of effectiveness. A
possible way around this for funders wanting a regional approach might be to
encourage consortium tenders across similar tender specifications;

Assessment of projects should give better consideration to track records and the
strength of partnerships. Although there is a limited amount the funders can do,
interviewing projects and their key partners would improve the process. Projects
and partnerships could be given time to develop prior to longer term contracts
being awarded;

Programmes should encourage a diversity of providers, including providers from
the VCS. The project size and geographical coverage requirements of the
specifications limited the ability of VCS providers, as well as social enterprises and
smaller business networks, to lead projects;

The good practice of PL2 in drawing out accurate data (including data on soft
outcomes) should be kept in place and built upon. The use of case studies in
particular was useful for projects’ self-assessment, and added much more value
than the assessments of sustainability, ICT and equal opportunities.
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INTRODUCTION

This report presents the evaluation of the 2006-2008 European Social Fund (ESF) Pan
London 2 programme commissioned by the Learning and Skills Council (LSC) from GHK
Consulting Ltd.

The purpose of this evaluation was to:

* Provide a summative account of the Pan London 2 (PL2) programme against the
targets set at the outset (via the contracts with each provider);

= Draw out the impacts of the programme on beneficiaries and the wider impact of the
programme on providers, employers, and the London labour force;

= Identify the key successes and lessons learned at project level;

= Critically assess the ‘Pan London’ model used by the LSC to deliver ESF provision
and identify the lessons for future ESF programmes for London.

GHK’s researchers would like to thank the LSC London Region, Ecotec (the coordinating
organisation), and individual projects and respondents that we have engaged with, for their
cooperation and openness in providing us with the access and information required for this
evaluation.

Evaluation approach and methodology

In order to complete the evaluation, a methodology and framework for assessment was
designed which incorporated four main sources of evidence.

Data and document review

Review of all key data relating to projects, including contract summaries, Individual
Learner Records (ILR) and financial reconciliation (final MMR) data

A large number of programme documents and data provided the bedrock for evaluating the
programme as a whole. The documents and data analysed covered planning, operational,
financial and evaluative phases of most projects funded under the programme. These
included the contracts, appendices to the contracts including tenders (beneficiary targets
etc), MMR reports, significant change forms, Pan London impact reports, sustainability
report, ICT impact report, Equal Opportunities report, and other related documents.

Evaluation Review
Review of all available project evaluation reports

Fifty project evaluation reports were analysed alongside the project documents (see above)
using an evaluation tool designed to extract key information in a consistent manner from all
evaluations, allowing comparisons between projects. This was then used alongside
information gathered from the data and document reviews.

Case studies
Five project case studies to explore delivery in more depth

We interviewed a representative sample of PL2 project staff, their partners and
beneficiaries in order to produce case studies and understand how PL2 was implemented
on the ground. We examined project development and evolution, content and delivery, and
how key issues were overcome throughout the lifetime of the project.

We also interviewed three contract managers at Ecotec as part of the process.
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Stakeholder interviews

Ten stakeholders were interviewed, including individuals with an interest in the programme
at the operational (e.g. involvement in the steering and direction of the programme) and
strategic (e.g. through links to work areas where the programme had an influence) levels.
The focus of these interviews was forward-looking, to test ideas about what has worked on
the basis of current experience and the future funding landscape. They also looked at the
question of the interplay between ESF and other funding streams and how changes to
‘mainstream’ policy affected PL2’s development. We spoke to representatives from the
Government Office for London (GOL), London Development Agency (LDA), Jobcentre Plus
(JCP), London Voluntary Sector Training Consortium (LVSTC), and the Learning and Skills
Council itself.

Structure of this report
This report is presented in the following six sections:

= Section 2 - Overview of the Pan London 2 programme: detailing the key
characteristics and achievements of the programme;

= Section 3 — Programme performance against targets: describing the headline
performance against contract targets, for each of the policy fields of ESF;

= Section 4 — Thematic impact: analysing the impacts of the programme according to
the thematic focus of the projects — hard to reach young people and adults; Level 3,
On Your Marks (projects with a focus on raising skills through the opportunity of the
2012 Games) and capacity building;

= Section 5 — Case studies: using five case studies of diverse ESF projects to draw
out successful approaches to delivery at project level;

= Section 6 — Lessons learned: examining the issues encountered at project and
programme level, and drawing out the lessons for future targeting and delivery of
ESF;

= Section 7 — Conclusions and recommendations for providers and co-financing
organisations.
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2 OVERVIEW OF THE PAN LONDON 2 PROGRAMME

This section describes the overall characteristics and performance of the Pan London 2
programme.

21 Key features of the Pan London 2 programme

Pan London 2 was an ambitious programme aimed at supporting the delivery of learning
and skills projects that would benefit employers and disadvantaged people across the 33
London boroughs. Through the LSC as a co-financing organisation, £37.5 million was
committed to the programme over two years (2006-08).

In common with other ESF provision, the programme built on the objectives of the FRESA
(Framework for Regional Employment and Skills Action) set out by the London
Development Agency, and worked to increase access to employment and participation in
key sectors of the labour market, enhance investment in skills and the adaptability of the
workforce, and to address inequalities in the labour market.

PL2 built on the first Pan London programme (PL1), which ran from 2004-07, but while this
programme’s specifications were written by local LSC managers, PL2 represented a more
concerted attempt to use ESF monies to address regional skills and employment priorities,
with project specifications being developed at a regional level. However, PL2 also aimed to
break new ground by:

= Delivering in a way that sat alongside and supported mainstream objectives, by
focusing on skills at Level 3 and reducing worklessness;

= Using economies of scale to deliver across a wide area of London to a transient
working and workless population (building on Pan London 1);

= Achieving significant delivery over a two year period, a shorter period than
comparable ESF projects;

= Developing providers and provider partnerships so they could deliver across a wider
area of London and share learning (building on Pan London 1).

This approach has continued under the new round of ESF', which is much more aligned
with the priorities of the London Skills and Employment Board, a body which had yet to
come into being at PL2’s inception.

In order to provide the requisite capacity to manage the programme at regional level, a co-
ordinating organisation model was adopted in order to disburse funds to projects and
provide a contract management service to projects on behalf of the LSC. Ecotec Research
and Consulting Ltd were appointed by the LSC to carry out this function.

The programme achieved important successes, the most important of which are:
= the engagement of 16,452 beneficiaries;

= the engagement of a high proportion of beneficiaries who are women (55%),
beneficiaries who stated that they were disabled or had learning difficulties (13%)
and from ethnic minority groups (61%) — all above target;

= 16% (1,937) of economically inactive or unemployed beneficiaries engaged by the
programme were recorded as having gone into employment.

' As set out in the London European Social Fund Regional Framework 2007-10, which can be seen at
http://www.esf.gov.uk/_docs/london_final_framework_ with_revised figures 210907.pdf
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However, there were also issues that were encountered, notably the large underspend of
£10 million (once funds that were committed to terminated projects are included, this rises
to about £14 million).

While in one sense this represents a positive outcome (efficient, value for money
commissioning in terms of the number of outputs and outcomes achieved, as evidenced by
the rigorous reporting requirements and high quality of data collected), it represents a
failure to spend money that could have been spent on combating worklessness in London.
As the evaluation will go on to describe, this was both a systemic problem that is inherent in
the ‘Pan London’ model and the way its goals were developed, as well as an issue arising
from particular external challenges encountered during the programme’s two year lifetime.

2.2 Overall programme focus by policy fields and measures

Table 2.1 below shows the distribution of funding and the number of projects in each policy
field and measure®

The greatest number of projects (37 out of the original 57 projects) and greatest percentage
of funding (69%) was allocated to measures 2.2 and 3.1. Apart from measure 1.2, the
remaining six measures account for 20% of the funding.

Measure 2.2 focused on interventions to remove barriers to the labour market for
disadvantaged groups, and 3.1 promoted wider access and participation in lifelong learning,
particularly among those least likely to participate. The majority of projects under 2.2 were
focused on tackling worklessness, and the majority of projects under 3.1 were aimed at
addressing Level 3 skills needs for those primarily in employment, so that employees’
businesses can grow and adapt to new opportunities. These were two of the main aims of
PL2.

57 projects were contracted to deliver provision under the Pan London 2 programme, of
which seven were terminated. The project level data below includes all 57 original projects
unless otherwise stated.

% The original funding allocation was used to measure the size of the programmes, rather than the final contract
value, which varied from the original allocation due to under or over performance. This was to enable us to
measure the scale of the programme as envisaged by the original project specifications, rather than taking into
account any changes that resulted from projects’ performance. The performance of the programme against policy
field and thematic focus is discussed later in the report.
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Table 2.1 Original project and funding allocation by policy field and measure®

Policy Field Measure | No of Original Final Planned | Actual %
projects (of | funding Contract starts starts achieved
which allocation (£) | Spend (£)
terminated)

Active labour 1.1 1(1) 490,280 65,494 1,000 175 18%

market policies (1%) (0.3%)

1.2 7(2) 4,102,943 1,636,486 6,490 2,595 40%
(11%) (7%)

Equal 2.1 3 1,996,391 1,282,814 1,098 783 71%

opportunities (5%) (5%)

and social

inclusion for all 2.2 18 (1) 14,160,443 9,516,905 7,376 6,415 87%

(38%) (40%)
Lifelong learning | 5 4 19 (2) 11,570,622 8,455,053 5,161 4,515 87%
(31%) (36%)
3.2 1 1,651,971 724,134 900 467 52%
(4%) (3%)

Encouraging 4.1 2 1,022,327 1,023,408 600 758 126%

entrepreneurship (3%) (4%)

and adaptability

amongst the 4.2 1 600,104 124,269 300 93 31%

workforce (2%) (0.5%)

Promoting the 5.1 5(1) 1,040,832 729,966 1,480 651 44%

participation of (5%) (3%)

women in the

labour market

Total 57 (7) 37,535,913 23,558,429 24,405 16,452 67%

Source: LSC/Ecotec contract data
2.3 Overview of beneficiaries by policy field

Table 2.1 shows that PL2 originally contracted for 24,405 starters on the ESF programme.
Of this original target, the programme supported 16,452 beneficiaries, which was 67% of
profile.

The greatest underperformance in terms of starts can be seen in measures which had the
fewest number of projects, such as 1.1, 4.2 and 3.2. However measures 2.2 and 3.1, which
had the greatest number of profiled learners, performed well and each achieved 87% of
profile. Projects in one measure (4.1) overachieved.

24 Project scale

One of the features of the Pan London approach was that there were relatively fewer and
larger contracts than in other ESF programmes; for example, the 2004-07 LSC Central
London ESF programme had 105 projects delivering contracts with a combined value of
£33.5 million.

% In Table 2.1 we have included terminated projects, as the ILR shows that some of them did achieve starts
before they ended (however, because of the lack of detailed output data, terminated projects are excluded from
analysis in the subsequent sections). The number of terminated projects in each policy measure is indicated in
brackets.
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This approach was expected to provide economies of scale and spread expertise between
the five local LSC areas in London by bringing together providers in different areas of
London in single projects.

Table 2.2 below shows that most of the projects, including the terminated projects (32 out
of 57) had an original contract value of £250,000 to £1 million.

The contract sizes ranged from £149,979 to £2,099,160, and the mean contract value
awarded at the start of the contract was £663,268.

Table 2.2 Number of projects by contract size

Project Budget (£) Number of Proportion of Proportion of
projects total projects total funding

Up to 249,999 6 1% 4%

250,000 — 499,999 20 35% 19%

500,000 — 749,999 12 21% 17%

750,000 — 999,999 10 18% 25%

1,000,000 and above 9 16% 35%

All projects 57 100% 100%

Source: LSC/Ecotec contract data
Overview of project providers

Figure 2.1 shows that the largest number of projects (19 out of the original 57) was
managed by FE Colleges. HE providers, local authorities and private providers also
managed projects. FE Colleges also received the largest share of funding (41%) by
provider type.

The voluntary and community sector (VCS) share of the contracted funding was
£4,839,922 (13%) and is highlighted below. VCS managed projects tended to be smaller.
The largest VCS managed project had an original contract value of £799,340 — this project
was terminated — and the remainder of the VCS managed projects had an average contract
value of £404,058. This suggests that VCS organisations chose either not to submit a
tender for the larger value projects, or were not selected to deliver them.

Although the VCS had a smaller ‘share’ of projects in terms of management, this should
only be taken as a rough indicator of VCS involvement in the projects. They were often
partners in projects managed by other types of provider.
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Figure 2.1 Funding allocated by provider type

£1,199,980(1
project)

Total projects = 57
Total funding = £37,535,913

B FE

W HE
HLA

H Private
m VS

W Other

£3,634,210 £3,500,064
(8 projects) (4 projects)

Source: LSC/Ecotec Contract data
Employers Supported

Figure 2.2 shows that the majority of employers supported under the programme were
SMEs (under 249 employees) and of those the majority had under 50 members of staff.
Among the total of 1,826 employers, 1,500 (82%) were small or micro SMEs (including sole
traders).

The success of the projects in working with a large number of SMEs, especially the
smallest hard to reach businesses, reflects the efforts of the projects themselves as well as
the focus on employed beneficiaries as part of PL2.

Figure 2.2 Employers supported

14 Total employers = 1826

H MicroSME (1-9
employees)

H Small SME (10-49
employees)

= Medium SME (50-249
employees)

M Large organisation

Source: SME database
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2.7 Sector focus

Table 2.3 shows some of the key sectors supported by PL2, as described in the SME
database. The sector with the largest number of companies supported is health and
education. However further analysis has shown this can be partly attributed to the projects
aimed at building the capacity of the provider base.

Other sectors with a large number of employers supported were construction, distribution
and hospitality. These relate to the priority sectors identified in the FRESA and in the Pan
London prospectus, as shown in Table 2.3.

Table 2.3 Employers supported against priority sectors in FRESA and LSC co-
financing plan

Sector Number of employers Priority sector (from
supported FRESA 2004° & Pan
Number % of total London prospectus)

Business and Professional 25 1% Yes

Services

Construction 186 10% Yes

Health and education 806 44% Yes (health and social

care)

Distribution, hotels and 396 299, Yes

related

Textiles and clothing 3 0% Yes

Other 410 23% No

Total 1,826 100%

Source: SME Database
2.8 Beneficiary characteristics
2.8.1 Gender

Figure 2.3 shows that well over half of the beneficiaries were female. This may well reflect
the success of setting gender targets at measure level and building them into the contract
with delivery organisations. The proportion of women is higher than expected, as the profile
for female beneficiaries in policy field 1 and 2 was 42%, and in policy field 4 was 33%.

* Framework for Regional Skills and Employment Action (2004)
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Figure 2.3 Characteristics of beneficiaries engaged, profiled volumes against actual

70% B ficiari
61% eneficiaries
60% Profiled = 24405
Actual = 16452
50%
40%
30% H Profiled %
B Actual %
20%
10%
0%
Female BME LLDD Disadvantaged
backgrounds

Source: ILR SR/Evaluation database
2.8.2 Ethnicity

Equality of opportunity was a major theme across the ESF programme. Policy fields 1 and 2
had a strong focus on engaging with beneficiaries from BME backgrounds, who statistically
have higher rates of unemployment and are less likely to achieve a full Level 2 qualification
in compulsory education than their white counterparts5. In this measure the programme
has proved very successful, with 61% of beneficiaries on the programme from ethnic
minority backgrounds.

Figure 2.4 below shows the breakdown of beneficiaries by ethnicity. The chart shows that
the largest ethnic minority group to engage in the ESF programme are Black or Black
British, followed by Asian or Asian British. Only 150 beneficiaries did not give their ethnic
background.

® Pan London LSC Objective 3 Co-Financing Plan 2003-2008
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Figure 2.4 Ethnicity of beneficiaries
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Source: LSC ILR data
Disability status

Of the 16,452 learners that participated in the programme, 2,179 declared that they had a
learning difficulty or disability (13%), though 3,392 (21%) did not respond. The large
number of unknowns makes it difficult to assess the full number with learning difficulties or
disabilities, as it would be expected that many of these may be learners who do not wish to
declare if they have a learning difficulty or disability. The percentage of learners is greater
than the 11%° of the economically active that are estimated to have a disability.

Disadvantaged backgrounds

7,269 (47%) beneficiaries regarded themselves as coming from a disadvantaged
background. Some classified themselves as coming from more than one disadvantaged
background. The type of disadvantage beneficiaries selected is shown in Figure 2.5.

Considerable numbers identified themselves as returners to the labour market (13%), lone
parents (4%), refugees (3%), ex-offenders (2%), and NEET (1%) which demonstrates high
proportions from disadvantaged groups though many more of those aged 16-18 on the
programme were in fact NEETs (8%).

® Disabled for life? Attitudes towards, and experiences of, disability in Britain (2002), referring to the Labour Force
Survey 2001

J5545
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Figure 2.5 Disadvantaged Groups
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Source: ILR data
Beneficiary achievement and progression
Beneficiary status at the start of the programme

The majority of beneficiaries were unemployed prior to commencing the programme (63%).
1,878 (11%) of the 16,452 beneficiaries were economically inactive.

Figure 2.6 Beneficiary status before receiving ESF support

Total = 16452

B Economically Inactive
m Employed

® In Full Time Education
H Self Employed

® Unemployed

Over half the beneficiaries had a prior attainment below Level 2 (55%), the minimum level
of attainment for beneficiaries to play what is considered to be an active role in the UK
labour market’. The majority of these beneficiaries had no qualifications (20%), which is
one of the causal factors for worklessness. A relatively high number had a Level 2

2.9
2.9.1
Source: LSC ILR data
2.9.2 Prior Attainment
Moser

C (1999) Improving literacy and numeracy: A fresh start (The Moser Report),

http://www.lifelonglearning.co.uk/mosergroup/rep.htm
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6|HK !


http://www.lifelonglearning.co.uk/mosergroup/rep.htm

2.9.3

J5545

Evaluation of the ESF Objective 3 Pan London 2 Programme

qualification because of the programme’s focus on delivering Level 3 qualifications to meet
labour market needs in London. Over 20% of those with a known level of prior attainment

had a Level 3 or higher qualification.

Figure 2.7 Prior attainment level of beneficiaries
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Source: LSC ILR data

Beneficiary Destinations

Figure 2.8 shows that of the 12,211 beneficiaries who were unemployed or economically
inactive, 1,937 (16%) found employment once they left the programme, 991 beneficiaries
progressed to further learning, and 190 went into voluntary work. 784 beneficiaries did not

provide destination information, but this represents only 6% of the total.

Figure 2.8 Destination of unemployed or economically inactive beneficiaries
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Source: LSC ILR data
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Qualifications gained

Figure 2.9 illustrates the qualifications gained by beneficiaries by NVQ level. The graph
shows that the greatest number of qualifications was achieved at Level 3, but there were
also a significant number of qualifications achieved below Level 2, which includes Skills for
Life provision. Of the 16,452 beneficiaries enrolled on programmes of study, 10,600
learners began an accredited course, of which at least 6,889 beneficiaries achieved a
qualification (65%)8. The beneficiaries achieved 10,393 qualifications in total, of which just
under a third (3,094) were in a Skills for Life subject.

The qualifications gained also demonstrate the dual aims of the programme to tackle
worklessness and address skills shortages at Level 3. Beneficiaries achieved over 3,200
qualifications at Level 3 and achieved just over 3,000 qualifications at Level 1. Around half
of those undertaking accredited courses below Level 2 gained a Skills for Life accreditation.

Figure 2.9 Achievement by notional NVQ Level

Total learning aims = 10393
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Level

Source: LSC ILR data
Learners by geographical area
95% of beneficiaries accessing the programme lived in the Greater London area.

Figure 2.10 shows the commissioned targets against actual beneficiaries by LSC area. It
illustrates that the ESF programme had more provision targeted at the East, West and
Central areas of London, whereas the North and particularly the South had fewer. Five
times as many actual beneficiaries lived in the East than in the South. The numbers in the
East were over 1,000 higher than profiled (23%); in the South 19% lower. There were many
fewer beneficiaries from outside London which suggests projects significantly
overestimated these.

8 As duplicate aim records for individual learners are identified by the aim date rather than aim level, the figures
in this chart will likely under-report at higher levels (and conversely over-report at lower levels).

J5545
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Figure 2.10 Area coverage profiled against actual (excluding terminated projects)

Total profiled = 18640
Total actual = 16452
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379 333
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North East South West Central OQutside
London

Source: Evaluation database and LSC ILR data

Summary

The key points arising from this section are:

The PL2 programme ran over two years from 2006-2008 and LSC London Region
budgeted £37.5 million to deliver the programme to support those at a disadvantage
in the labour market to gain skills and increase access to employment. Ecotec were
the coordinating organisation in charge of day-to-day contract management and the
distribution of funding.

A large underspend (about a quarter of the assigned funding) represents both value
for money in terms of the number of outputs and outcomes achieved and a failure to
combat worklessness to the extent which was planned (a target of over 24,000
beneficiaries).

The programme as a whole engaged over 16,000 people and performed very well in
terms of addressing equality of opportunity, with over half of the beneficiaries being
women and over 60% from ethnic minority backgrounds.

While over a fifth of beneficiaries did not declare their disability status, the
programme still recruited more LLDD learners than the proportion of economically
active people in Great Britain who are estimated to have a disability (approximately
11%).

SMEs in key occupational areas were supported.

The PL2 programme successfully targeted those who face disadvantage in the
labour market, with the majority being unemployed before they started on the
projects. Of these, a quarter went into employment, further training or voluntary work
after the projects had finished.

Two thirds of the beneficiaries who began accredited courses with the projects went
on to achieve a qualification, the majority of which were Level 3. Almost half of
provision below Level 2 was in Skills for Life.
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» The programme had provision spread across all five areas of London, although most
beneficiaries were in the East (34%); this was the only area where actual
beneficiaries were significantly greater than profiled.
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PERFORMANCE AGAINST OUTPUT TARGETS (POLICY FIELD)

The following section reviews the overall success of the programme against the contracted
targets for each policy field. The analysis against contracted targets does not include the
seven terminated contracts as this would significantly skew the results.

Policy field 1 - Developing an active labour market

Policy field 1 aims to reduce the number of people unemployed in the capital by
reintegrating the long term unemployed into the labour market and preventing long term
unemployment in adults and young people. The activities are focused on the long term
unemployed and those from disadvantaged backgrounds, such as ethnic minorities and
others who face most disadvantages in the labour market. The two measures that support
this policy field are:

= Provide advice, guidance and support to enable people to develop active and
continuous job search activities to prevent them falling into long term unemployment;

= To improve the employability skills of those unemployed through targeted
intervention that enhances vocational and other key skills and removes barriers to
the labour market.

Five projects were originally commissioned to deliver projects under Policy Field 1, for a
contract value of £2,654,124.

Table 3.1 Policy Field 1 — Developing an active labour market

Outputs Originally Achieved
contracted

No of beneficiaries recruited 3,405 2,770

No of beneficiaries recruited from BME 1,680 (49%) 1,704 (62%)

backgrounds

No of beneficiaries recruited with 611 (18%) 486 (18%)

learning difficulties or disabilities

No of beneficiaries receiving IAG 3,305 (97%) 2,481 (90%)

No of learners working towards a 2,550 2,003

qualification (learning aimsg)

No of learners gaining a qualification at 725 489
Level 2 or below (excluding SfL)
(learning aims)

No of learners gaining a Skills for Life 1,535 924
qualification (learning aims)

Number of beneficiaries progressing 349 (10%) 264 (10%)
. 210
into employment (net of deadweight )

9 Lo . . .
The actual number of individuals will be slightly lower as some learners would have studied for more than one
learning aim.

10 Deadweight refers to the number of people in employment, minus those that were employed prior to
commencing on the programme.

J5545
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Outputs Originally Achieved
contracted
No on beneficiaries progressing into 247 (7%) 444 (16%)

further learning (net of deadweightﬂ)

Prop1c2>rtion of women receiving support 51% 54%
(%)

Source: LSC ILR/Evaluation Database

Projects achieved 81% of their contracted enrolment targets;

The number from BME groups is higher than originally profiled, and at 62% of the
total was much high than expected (49%);

The number of beneficiaries recruited with LLDD is slightly lower than profile, but the
percentage of LLDD beneficiaries matched the proportion expected (18%);

90% of beneficiaries received IAG, which demonstrates that it was an integral part of
delivery. However this is lower than the 97% specified in provider contracts;

664 learners achieved a Skills for Life learning aim, which contributed to the LSC’s
PSA target;

10% of beneficiaries progressed into employment who were not employed prior to
commencing the ESF programme;

16% of beneficiaries engaged on the programme progressed into further learning,
which is more than the percentage expected (7%). These learners may need to take
an extra step before they have the skills necessary to gain secure employment;

Over half of beneficiaries were women (54%), which is higher than the target
specified in the co-financing plan.

Figure 3.1 Beneficiaries’ progression under Policy Field 1

3000 2512 Total = 2770
2500
2000 822
1500
1000
H Before
H After

Source: LSC ILR data

B Deadweight refers to the number of people in FE minus those were already in FE at the outset

12 Co-financing plan target
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= All the 2,770 beneficiaries were unemployed or economically inactive;

= 258 progressed to employment, 6 into self employment and 444 into further
education, which represents 26% of the total number of beneficiaries;

= We do not know the destination of 117 beneficiaries, 91 of whom progressed to
‘Other (where ‘Other’ was not specified) and 26 were ‘Destination Unknown’.
Therefore the actual number of positive outcomes may be higher.

= There has been a reduction in the numbers who are unemployed or economically
inactive, but there are still large numbers that remain so (57%).

Figure 3.2 Beneficiaries’ achievement under Policy Field 1
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Source: LSC ILR data

= The majority of learning aims were achieved by learners with qualifications below
Level 2.

= The largest number of achieved learning aims were from individuals who previously
held no formal qualifications. Of these the majority gained a Level 1 qualification, but
a large number with qualifications below Level 2 gained a Level 2 qualification.

Policy field 2 — Equal opportunities and social inclusion for all

Policy field 2 aims to address labour market exclusion for specific groups and ensure young
people have the skills necessary for the world of work. Activities in this policy field are
focused on those furthest from work, specifically for excluded groups who face multiple
barriers to employment. There are two measures under the policy field:

= Widen access to basic skills provision for groups excluded, disadvantaged or under-
represented in the workplace;

= Improve employability and remove barriers to those groups disadvantaged in the
workplace.

Twenty projects were contracted to deliver under this policy field, with a combined original
contract value of £15,639,852.
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Outputs Originally Achieved
contracted
No of individual beneficiaries recruited 7,974 7,198

No of individual beneficiaries recruited
from BME backgrounds

4,018 (50%)

4,761 (66%)

No of individual beneficiaries recruited
with learning difficulties or disabilities

986 (12%)

1,102 (15%)

No of learners working towards a 6,975 7,442
qualification (learning aims)

No of learners gaining a qualification 2,691 2,251
at Level 2 or below (excluding SfL)

(learning aims)

No of learners gaining a qualification 257 250
at Level 3 or above (learning aims)

No of learners gaining a Skills for Life 2,557 1,675

qualification (learning aims)

No of beneficiaries progressing into
employment (net of deadweight)

1,499 (19%)

942 (13%)

No on beneficiaries progressing into 609 (8%) 440 (6%)
further learning (net of deadweight)
Percentage of women receiving 56% 48%

support

Source: LSC ILR/Evaluation Database

Projects achieved 90% of their targets for beneficiary starts;

The projects recruited a higher number of learners from BME communities than
expected (50%), with learners from ethnic minorities making up two thirds (66%) of
the total beneficiaries recruited,;

15% of beneficiaries had LLDD, which is higher than the profiled volumes;

7,442 were working towards a qualification, which was higher than originally
contracted;

48% of beneficiaries were women, which was lower than the CFO plan target of
56%;

Beneficiaries achieved 1,675 learning aims that led to a Skills for Life qualification,
which is nearly 1,000 less than the originally contracted volumes;

A smaller than targeted proportion progressed into employment (13% against a
target of 19%).
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Figure 3.3 Beneficiaries’ progression under Policy Field 2
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2,578 fewer beneficiaries were unemployed or economically inactive after completing
their engagement in these projects (36%) including 942 who have gained
employment;

The number of individuals who were economically inactive decreased by 66%, some
of which will have become unemployed, which demonstrates progression to seeking
employment;

440 progressed to further education or training and 156 progressed to voluntary
work, which were also positive outcomes and positive steps towards gaining secure
employment;

10% (746) did not provide destination details, which may have some impact on the
figures. However, this was largely due to two providers who between them
contributed 564 of the total of 746.
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Figure 3.4 Beneficiaries’ achievement under Policy Field 2
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Source: LSC ILR data

= The majority (1,146) of learning aims were achieved by beneficiaries with no
qualifications, followed by 904 undertaken with learners with Entry Level
qualifications and 975 by learners with Level 1 qualifications;

= 288 learning aims at Level 2 were undertaken by beneficiaries with no qualification
prior to enrolling on the programme.

Policy field 3 - Promoting lifelong learning

Policy field 3 aims to promote lifelong learning to realise personal ambitions and respond to
the needs of the changing labour market. To ensure provision meets the needs of the
labour market, it should be aligned to the basic and vocational skills requirements of the
London economy and should be focused on the needs of SME employees and owner-
managers because of particular barriers to learning in these businesses. The ESF
programme supports two measures under the policy field:

= Promote wider access to lifelong learning, particularly among those groups least
likely to participate;

= Improve employability through directing and supporting lifelong learning provision
that meets the needs of employers.

Eighteen projects were contracted to deliver provision under policy field 3, for an original
combined contract value of £12,142,413.
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Outputs Originally Achieved
contracted
No of individual beneficiaries recruited 5,145 4,982

No of individual beneficiaries recruited
from BME backgrounds

2,455 (48%)

2,672 (54%)

No of individual beneficiaries recruited
with learning difficulties or disabilities

496 (10%)

504 (10%)

No of learners working towards a 4,461 5,088
qualification (learning aims)

No of learners gaining a qualification at 260 264
Level 2 or below (excluding SfL)

(learning aims)

No of learners gaining a qualification at 3,000 2,661
Level 3 or above (learning aims)

No of learners gaining a Skills for Life 210 407

qualification (learning aims)

No of beneficiaries progressing into
employment (net of deadweight)

929 (18%)

603 (12%)

No on beneficiaries progressing into 170 (3%) 73 (1%)
further learning (net of deadweight)
Proportion of women receiving support 57% 62%

(%)

Source: LSC ILR/Evaluation Database

Projects achieved 97% of their project starts;

5,088 learning aims were towards a qualification, which was higher than originally

contracted;

54% of beneficiaries were from ethnic minority groups, which was greater than the

target proportion;

62% of beneficiaries were women, which was also a higher proportion than in the co-

financing plan;

504 learners (10%) had learning difficulties or disabilities, which matched the target
proportion profiled. This is lower than other policy fields, probably because the

proportion of LLDD in employment is less than their unemployed counterparts;

A smaller than targeted proportion progressed into employment (12%) or further

learning (1%).
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Figure 3.5 Beneficiaries’ progression under Policy Field 3
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Source: LSC ILR data

= 55% of beneficiaries were employed before commencing the ESF programme. An
additional 603 progressed into employment;

= Only 73 beneficiaries progressed to further learning upon leaving the programme,
which is lower than the other policy fields but near the target.

Figure 3.6 Beneficiaries’ achievement under Policy Field 3
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» 78% of learning aims were at Level 3;

= Just under half of learning aims were achieved by beneficiaries with a prior Level 2
qualification

Policy field 4 — Encouraging entrepreneurship and adaptability among the workforce

Policy field 4 aims to update and upgrade employees’ vocational skills. Specifically it is
focused on tackling identified skills deficiencies among employees in priority sectors in
London. The policy field supports two measures under the ESF programme:

= Update and upgrade employees’ vocational skills, including key and basic skills;
= Identify and meet emerging skills shortages, including provision at a higher level.

Three projects were contracted to deliver projects under this measure, for an original
contract value of £1,622,431.

Table 3.4 Policy Field 4 — Encouraging entrepreneurship and adaptability among the
workforce

Outputs Originally Achieved
contracted

No of individual beneficiaries recruited 900 851

No of individual beneficiaries recruited 376 (42%) 440 (52%)

from BME backgrounds

No of individual beneficiaries recruited 84 (9%) 26 (3%)

with learning difficulties or disabilities

No of employers supported 380 349

No of learners working towards a 710 693

qualification (learning aims)

No of learners achieving a qualification 500 466
at Level 3 or above (learning aims)

No of learners achieving a Skills for Life 0 68
qualification (learning aims)

Percentage of women receiving support 55 48

Source: LSC ILR/Evaluation database

* Projects recruited 95% of their profiled number of beneficiaries and in turn engaged
92% of their profiled employers;

» The target for recruitment of BME groups was exceeded, with 52% of beneficiaries
from ethnic minorities;

= A very small percentage had LLDD (3%), possibly reflecting the lower number of
LLDD in employment compared to unemployment, but this was well below the
profiled target;

= 693 learning aims were towards a qualification; the majority of accredited provision
was at Level 3 and above with over three quarters of qualification-bearing learning
aims (83%) were achieved.
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Figure 3.7 Beneficiaries’ progression under Policy Field 4
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All beneficiaries that began a programme of study in this policy field were employed, of
which all but five remained employed on leaving the programme. Four were unemployed,
and there was one destination unknown.

Figure 3.8 Beneficiaries’ achievement under Policy Field 4
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Nearly 60% of learning aims were achieved by learners who already had a Level 2
qualification;

The maijority of those achieved a Level 3 qualification.
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3.5 Policy field 5 - Improving the position of women in the labour market

Policy field 5 aims to address inequality of opportunity in the workplace for women. The
policy field supports initiatives to address discrimination and issues on workforce diversity
and social exclusion. The policy field supports one measure:

= Improve access to learning and remove barriers to employment for women

Four projects were contracted to deliver under this policy field, with an original contract
value of £1,690,832.

Table 3.5 Policy Field 5 — Improving the position of women in the labour market

Outputs Originally Achieved
contracted

No of individual beneficiaries recruited 1430 651

No of individual beneficiaries recruited 437 (31%) 458 (70%)

from BME backgrounds

No of individual beneficiaries recruited 68 (5%) 61 (9%)
with learning difficulties or disabilities

Number of beneficiaries progressing 190 (13%) 54 (8%)
into employment (net of deadweight)

No of learners working towards a 727 470
qualification (learning aims)

No on beneficiaries progressing into 75 (5%) 44 (7%)
further learning

Proportion of women receiving support 100 100
(%)

Source: LSC ILR/Evaluation Database

» Projects achieved only 46% of their contracted targets, which is the lowest
performing of all the policy fields;

= A very large proportion (70%) were from ethnic minority communities, well above the
profiled target proportion;

= 61 beneficiaries had a learning difficulty or disability, which is broadly in line with the
programme as a whole and greater than the profiled target proportion;

= 8% of beneficiaries progressed to employment, significantly below the target number;

= Aslightly higher proportion progressed to further learning than profiled.
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Figure 3.9 Beneficiaries’ progression under Policy Field 5
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Source: LSC ILR data

= The number of learners who are economically inactive or unemployed has
decreased significantly (by 136 or 21%), with individuals moving into further
education or training (44), employment (54) or voluntary work (26).

Figure 3.10 Beneficiaries’ achievement under Policy Field 5
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= Over 50% of learning aims were undertaken by beneficiaries with either a Level 1 or
Level 2 qualification;

= 50% of learning aims were at Level 3.
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Summary

This chapter analysed the performance of the projects against the five policy fields as
specified in the co-financing plan. The key points emerging are:

Policy Field 1: Five projects focusing on the long term unemployed and those from
disadvantaged backgrounds and at most risk of becoming long term unemployed
(including young people)

Projects achieved four fifths of their contracted targets for beneficiary starts;

The projects overachieved in terms of engaging women and those from BME groups
and progressing beneficiaries into further learning;

Nearly a fifth of all beneficiaries progressed into further learning, and 90% took up
IAG services, suggesting that there may be a need for extra support and training for
these groups before moving into employment;

59% achieved a qualification, predominantly at Entry Level and Level 1;

Just a quarter of beneficiaries (26%) moved on to employment, self employment or
further education.

Policy Field 2: Twenty projects tackling issues of labour market exclusion for young
people and disadvantaged groups who face multiple barriers to employment

Projects achieved 90% of their contracted targets for beneficiary starts;

The projects overachieved in terms of engaging those from BME groups and LLDD
learners; and in progressing beneficiaries into further learning;

The projects underachieved in terms of progressing beneficiaries into employment
(13%);

4,176 qualification-bearing learning aims were achieved at Entry Level. Level 1 and
Level 2;

Over 700 beneficiaries have become economically active as a result of the
programme, some of whom have progressed into further education or voluntary work
but for 10% their destination is not known.

Policy Field 3: Eighteen projects focusing on promoting lifelong learning within
SMEs to support the requirements of the London economy

Projects achieved 97% of their contracted targets for beneficiary starts;

The projects overachieved in terms of engaging women (nearly two thirds of total
beneficiaries) and BME beneficiaries (over half of total);

Nearly three quarters of learning aims were towards a qualification with over a third
achieving a Level 3;

The projects underachieved in terms of progressing beneficiaries into employment
(13%).

Policy Field 4: Three projects to support those currently in employment to gain basic
and vocational skills, including at a higher level

Projects achieved 95% of their contracted targets for beneficiary starts;

The projects overachieved in terms of engaging BME groups (over half of total), but
under achieved in engaging LLDD learners (only 3% of beneficiaries);

There was significant success in engaging with employers;
Over two thirds of learning aims were towards a qualification at Level 3 and above;

Over three quarters (83%) of qualification-bearing learning aims were achieved.
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Policy Field 5: Four projects addressing inequalities in the workplace for women

Projects achieved less than half of their contracted targets for recruitment;

The projects overachieved in terms of recruitment of BME and LLDD groups (70%)
but underachieved in progressing beneficiaries into employment;

470 learning aims were on qualification-bearing provision, mainly at Level 3
Under a tenth of all beneficiaries moved on to employment;

A larger than expected proportion of beneficiaries moved onto education or training
or voluntary work.
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THEMATIC IMPACT

This section looks at the impact in terms of the five themes we developed within our
evaluation framework and the three cross-cutting themes — ICT skills, sustainable
development and equal opportunities — which all projects had to address. The five themes
are:

= Hard to reach young people (Theme 1);

= Hard to reach adults (Theme 2);

= Delivering provision at Level 3 (Theme 3);
= On Your Marks (Theme 4);

= Capacity Building (Theme 5).

Figure 4.1 below shows the spread of beneficiaries between the five themes and, as such,
provides an overview of the extent to which the programme as a whole was targeted on
employability and employment.

Figure 4.1 Number of beneficiary starts by theme - profiled and actual (including
terminated projects)
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Source: LSC ILR and summary of project contracts/evaluation data
Theme 1 — Hard to reach young people

The ESF programme aimed to support those young people 14-19 who are NEETSs or at risk
of becoming NEET, by equipping them with the skills necessary to progress to employment
or training. Provision in this theme was targeted at engaging with members of BME
communities, learners with learning difficulties and disabilities, the homeless and young
offenders, who statistically are at greater risk of becoming NEET and face multiple barriers
to re-engaging with further learning or going into employment.

Provision

Figure 4.2 below shows the provision contracted and achieved under this theme. The
largest proportion of provision is targeted at learning under Level 2, in line with the needs of
the NEET target group, which is to progress these learners to further education or
employment. This is in line with LSC London regional policy to ensure young people have
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the skills necessary to gain sustainable employment, because the London economy has a
higher need for young people trained at higher level skills than in other areas of the country.

Under this theme, two third sector providers and four private providers delivered projects. It
was interesting to note that only three of the six providers had FE colleges or schools as
partners and none had local authorities. Local authorities and FE colleges deliver the
majority of provision for young people, and it might be expected that a closer working
relationship would encourage progression to and from the project.

In total, seven projects were contracted to deliver under this measure with one project was
terminated. The remaining six contracts had original contract values of £2,954,034, of which
£1,854,563 was claimed (63%). Actual progression to employment or education was well
below profiled targets.

Recruitment

Figure 4.2 shows that projects underachieved in engaging beneficiaries onto the
programme, with 658 engaged from an original contracted volume of 1,093 (60%).
However, this is skewed by one project that underachieved by 289. Four of the six projects
achieved over 80% of profile for beneficiary starts onto the programme. Marketing was
conducted through direct advertising, and referrals through Connexions services. However,
projects that achieved above their recruitment targets did so by active advertising in
community venues, such as holding recruitment events and promotional activities. It was
interesting to note that none of the providers claimed to work with Pupil Referral Units,
Youth Offending Teams, disabled charities or other groups who could actively recruit and
refer beneficiaries onto their project.

Two projects stated that partners’ performance affected their projects’ ability to recruit. A
delivery partner dropping out of one project had a significant impact on recruitment and was
difficult to replace. The Pan London approach required a greater number of partners to
ensure coverage across a large part of London, and providers only had a month to develop
partnerships prior to submitting the tender. Many felt that partners were not fully aware of
the programme’s payment on outputs and outcomes, or underwent an organisational
change of direction, which forced them to drop out.

Figure 4.2 Number of beneficiaries— profiled and actual (theme 1)
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Source: LSC ILR and summary of project contracts/evaluation data

Figure 4.3 shows the recruitment of learners from disadvantaged backgrounds onto the
programme. Nearly a third were NEETs, well ahead of the target, while three quarters
(74%) were from BME communities and a quarter (27%) had a learning difficulty or
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disability. There were very few ex-offenders and lone parents. 57% had a prior attainment
level below Level 2. Where specific targets were written into contracts these were achieved
in the majority of cases, and engagement of BME learners and those with LLDD were
particularly higher than profiled.

Figure 4.3 Learners from Disadvantaged Backgrounds — profiled and actual (theme 1)
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Source: LSC ILR and summary of project contracts/evaluation data
Delivery and Support

The majority of provision was delivered in a classroom or workplace environment, with only
one project offering provision at a community venue. Two projects were successful in
supporting young people to engage in learning and gain a qualification. They offered
flexible delivery models, such as rolling start times and tailored learning, which they felt
enabled the project to keep learners on the programme that would otherwise have left. In
addition, the ESF funding enabled one provider to work with smaller group sizes, which
they felt encouraged the tutor to build a bond with the learners and deliver one-to-one
support which had a very positive effect on achievement.

Figure 4.4 Type of support by number of projects (theme 1)
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Source: LSC ILR and summary of project contracts/evaluation data
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Half of the projects offered mentoring support, and the same proportion offered childcare
and transport support to learners. However it is difficult to draw any correlation between the
offering of support costs and greater retention and achievement.

Achievement and Progression

As indicated in Table 4.1 below the projects had success rates of 55% for provision below
Level 2 and 67% for the successful completion of Skills for Life learning aims.

Table 4.1 Success Rate per qualification level (theme 1)

Success Rate

(% of starters achieving or partially achieving a
qualification)

Outcome

Provision at L2 or below 55
Provision at L3 or above 50
Skills for Life 67

Source: LSC ILR and summary of project contracts/evaluation data

While the success rates of provision under Level 2 is low by mainstream standards, the
programme targeted learners with barriers to learning, and the success rates are on a par
with similar initiatives targeted at the same client group, such as E2E. The Skills for Life
success rates are higher, which may reflect the shorter nature of Skills for Life provision,
but it does demonstrate how the programme has been successful in embedding Skills for
Life provision with the delivery of NVQs.

Table 4.2 Achievement against profile per output / outcome

Output / Outcome Achievement against Profile (%)
Starters 60

IAG 74

Provision at L2 or below 75

Provision at L3 or above 100

Skills for Life 71

Progression to 26

employment

Progression to education 24

Contract value 63

Source: LSC ILR and summary of project contracts/evaluation data

Table 4.2 indicates that projects particularly underperformed on progression targets to
employment and education or training, with projects achieving 26% and 24% of targets
respectively. Most providers found the original targets of 26% of learners progressing to
employment and 51% progressing to education or training very challenging.

Common reasons given for this underperformance were:
= The short time that has elapsed since many learners competed their course;

= Some learners require additional provision before they can progress;
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= Some providers have reported difficulties in obtaining information from beneficiaries
once they had left, such as evidence on offer letters or enrolment forms. This issue
has been highlighted by some projects in other themes, but it is cited in providers’
evaluation reports as being a greater issue with projects working with hard to reach
groups.

Theme 2 - Hard to reach adults

One of the priorities of the Pan London 2 programme was to address worklessness in
London, which includes individuals that are out of work, but would like to work, given
opportunities to do so. Provision was targeted at hard to reach adults, such as those living
in social housing, homeless and ex-offenders who were workless.

19 projects were contracted to deliver under this theme, with a combined original contract
value of £14,845,528, of which £10,024,204 was spent (68%). In addition three projects
were terminated with a combined contract value of £2,206,102.

Provision

Provision was focused on IAG, Skills for Life and learning up to Level 2. Skills for Life
provision underpins the Government agenda to reduce worklessness by delivering
foundation skills to enable beneficiaries to gain the minimum level of skills necessary for
work™. IAG also plays an important role in ensuring that beneficiaries are aware of the
provision available and can therefore be signposted to it. The progression targets were
focused on moving workless individuals into employment, with lower targets for progression
into education or training. Figure 4.5 demonstrates the components of provision under this
theme.

68% of the providers were public sector organisations (LAs, FE Colleges, HEIs). 11 of the
projects had private providers as partners, 15 had third sector organisations and nine had
FE colleges. It is worth noting that only four had JCP as a delivery partner. JCP can play a
significant role in referring beneficiaries to appropriate provision and providing
complementary job search activities. This may have had an effect on the delivery of the
programme.

Figure 4.5 Number of beneficiaries— profiled and actual (theme 2)
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Source: LSC ILR and summary of project contracts/evaluation data

'3 Moser C (1999) Improving literacy and numeracy: A fresh start (The Moser Report),
http://www.lifelonglearning.co.uk/mosergroup/rep.htm
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Recruitment

Projects achieved over four fifths (82%) of their start targets which compares well with
projects under other themes. Twelve of the 19 projects achieved over 80% of contracted
volumes, with five exceeding targets.

For those projects that overachieved on the recruitment targets, the majority of the
providers did so through outreach work in the local community. For other projects the
majority of marketing was through passive methods, such as advertising. This may
demonstrate the success of outreach in engaging with workless beneficiaries from
disadvantaged backgrounds.

Figure 4.6 shows that the projects were successful at engaging with hard to reach groups,
with 47% of beneficiaries from disadvantaged backgrounds, 15% with disabilities and 64%
from BME groups though they generally did not achieve targets for lone parents and
refugees. Provision was also expected to be targeted at social housing estates and two
tender specifications were exclusively targeted at residents in social housing.

Figure 4.6 Number of beneficiaries by characteristics — profiled and actual (theme 2)

7000

6255
6000
5000
4000
3000
2000 1819
831
1000 6 449 Ot W Profile
0 - ' ' W actual
© o
& &
& <&
2 o <
& S
¥ hS)
S NP
* &
S &
'S:\b <0
N

From LSC ILR and summary of project contracts/evaluation data
Delivery and Support

The majority of provision was delivered in a classroom environment, but seven of the 19
projects delivered provision in a community environment and six in a workplace
environment. Our analysis shows no significant relationship between the type of delivery
and the relative success of the project in achieving contracted targets.

Figure 4.7 shows the support offered to beneficiaries on the programme. Around four fifths
(79%) of providers gave childcare support, mentoring and Skills for Life. Significant
numbers also gave support to assist with progression — IAG, signposting and follow-up.
There is no noticeable correlation between the support offered and the success of the
project.
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Figure 4.7 Type of support by number of projects (theme 2)
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Source: Summary of project contracts/evaluation data
Achievement and progression

The success rates for provision were relatively good, bearing in mind the target group, at
between 63% and 67% as indicated in Table 4.3. Although the projects in general
underachieved against profiled targets, taken as a whole they proved more successful than
projects in other themes. This may in part be due to the level of support offered to
beneficiaries, such as mentoring and Skills for Life, which can help with retention and
completion.

Table 4.3 Success Rate per qualification level (theme 2)

Outcome Success Rate

(% of starters achieving or partially achieving a
qualification)

Provision at L2 or below 63
Provision at L3 or above 67
Skills for Life 63

Source: LSC ILR and summary of project contracts/evaluation data

Table 4.4 shows that projects underperformed against employment targets, but
overachieved on the number of beneficiaries who progressed into education or training.

As cited in project evaluation reports, the biggest barrier to claiming progression to
employment targets was the difficulty in gathering evidence from the learner, particularly
those from disadvantaged groups. In addition a few providers felt that for learners that
completed late in the time-cycle of the project, there was inadequate time to gain
employment.

The overachievement on progression into education or training demonstrates that the
project has been successful in encouraging lifelong learning, and may imply that some
learners are further from the labour market and need an extra step before they can
progress into employment.
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Table 4.4 Achievement against profile per output / outcome (theme 2)

Output / Outcome Achievement against Profile (%)
Starters 82

IAG 74

Provision at L2 or below 77

Provision at L3 or above 84

Skills for Life 79

Progression to 69

employment

Progression to education 120

Contract value 68

Source: LSC ILR and summary of project contracts/evaluation data
Theme 3 - Delivering provision at Level 3

Level 3 provision addresses the higher level skills needs of the London economy and
dovetails with the Level 2 provision delivered through Train to Gain. Level 3 attainment is
expected to increase productivity and meet the needs of employers. Provision is targeted at
supporting priority sectors in London, as articulated in the FRESA. The highest priority
sectors are in construction, retail, leisure and tourism and health and social care.

18 projects were contracted to deliver provision under this theme, with a combined original
contract value of £13,008,406, of which £9,417,041 was claimed (72%). In addition, one
project originally awarded £250,000 was terminated.

Provision

Figure 4.8 Number of beneficiaries— profiled and actual (theme 3)
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Source: LSC ILR and summary of project contracts/evaluation data

Provision was focused on Level 3 for two thirds of starters. There was also significant
delivery of IAG. Provision was targeted at both those employed and unemployed, and
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because of this targets for progression into further learning were lower than in other
themes.

The projects were delivered by ten publicly funded organisations, three third sector
providers and five private sector providers. Nine SSCs were partners in the 18 projects. Of
those projects which had SSCs as partners, three quarters achieved more than 75% of
targets, which probably demonstrates the positive impact of SSCs on the delivery of
projects. This is likely to be due to provision and delivery arrangements tailored more
closely to the needs of employers, which aids recruitment and achievement. However, it
should be noted that the positive impact of SSC involvement was contingent on them
having a significant input into the project (not just being named on a tender).

Recruitment

Projects achieved just over three quarters (76%) of profiled starts, which is nine percentage
points higher than the average for the programme. The projects were not particularly
focused on engaging beneficiaries from disadvantaged backgrounds, but 38% of
beneficiaries considered themselves to be from a disadvantaged background. In addition
56% were from BME groups and 9% had a disability or learning difficulty.

Projects recruited 91% of the profiled number of employers. The employment sectors are
shown in Figure 4.9.

Figure 4.9 Employers by Sector (theme 3)
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The grouping of company sectors is due to the classification within the ESF datasets.
However it is clear that the bulk of companies engaged were from the construction, health,
education, distribution, and hospitality sectors which account for most of the priority sectors
stated in the prospectus: construction, retail, leisure and tourism, and health and social
care.
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Delivery and Support

Nine of the 19 projects delivered provision in the workplace of the beneficiary, and 14 were
delivered at the provider’s site. 13 providers delivered flexible provision that fitted with the
needs of beneficiaries and employers.

Our analysis of projects’ evaluation reports showed that those that delivered at the
employer’s site performed better against targets than those who delivered in a classroom
environment. This suggests that demand-led provision which is flexible to the need of
employers and delivered in a location that enables access to provision at a time which is
more likely to suit the employer and employee is more appropriate for Level 3 provision.

Table 4.5 shows the spread of projects within target sectors. Under/over performance was
spread evenly across the sectors; our analysis does not show that providers had any
difficulty in engaging with any particular sector.

Table 4.5 Number of projects per sector (theme 3)

Sector Number of Projects
Construction 5
Retail 9
Health and Social Care 7
Sport and Leisure 6
Other 3

Source: LSC ILR and summary of project contracts/evaluation data

Figure 4.10 shows the support offered to beneficiaries on the programme. Skills for Life
and ICT support was offered to beneficiaries to improve the skills necessary to achieve a
Level 3 qualification, and mentoring and IAG were also offered by more than half of
providers. Childcare was available but not taken up in the same volumes as other themes,
because many beneficiaries were employed and would have childcare arrangements
already in place, as the evaluation reports showed.

Our analysis showed a positive correlation between those providers that performed well
and the delivery of Skills for Life support. All other support measures did not show any
underlying relationship in this theme.
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Figure 4.10 Type of support by Number of Projects (theme 3)
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Source: LSC ILR and summary of project contracts/evaluation data
Achievement and progression

The success rates for Level 3 and above provision was 68%. Many of the client group were
employed and did not face barriers to employment; therefore one would expect
achievement rates to be in line with Train to Gain at 70%.

Table 4.6 Success Rate per qualification level (theme 3)

Success Rate

(% of starters achieving or partially achieving a
qualification)

Outcome

Provision at L2 or below 77
Provision at L3 or above 68
Skills for Life 73

Source: LSC ILR and summary of project contracts/evaluation data

Projects delivered only 59% of their targets for progression into employment, as indicated in
Table 4.7, and only 64% of IAG targets. This is surprising as existing research in the skills
needs of London demonstrate a need for higher level skills, particularly in priority sectors,
yet those who have gained those skills have not yet been able to find sustained
employment. Equally there was a very low level of progression to education against target
(35%). For those projects in this theme, the dual focus on unemployed and employed
beneficiaries made it more difficult to progress some beneficiaries. As with the other
themes, project evaluations suggest that some outcomes occurred after project closure.
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Table 4.7 Achievement against profile per output / outcome (theme 3)

Output / Outcome Achievement against Profile (%)
Starters 76
IAG 64
Provision at L2 or below 67
Provision at L3 or above 79
Skills for Life 91
Organisations engaged 91
Progression to 59
employment

Progression to education 35
Contract value 72

Source: LSC ILR and summary of project contracts/evaluation data
Theme 4 — On Your Marks

The 2012 Games provides a unique opportunity to showcase London to the world. The
Games will lead to wide scale regeneration of many areas of London and the South East of
England, particularly in East London. However the scale of development and the huge
number of visitors to London will create a high demand for skilled individuals in the
construction and hospitality sectors, among others, and the delivery of the On Your Marks
programme is aimed at alleviating these skills gaps and ensuring the London workforce has
the skills necessary to meet employers’ needs.

Five projects were contracted to deliver the On Your Marks (OYM) programme, for a
combined contract value of £1,180,639, of which £615,663 was claimed (52%). In addition,
two projects were terminated, which had a combined contract value of £1,080,180.

Provision

Figure 4.11 Number of beneficiaries— profiled and actual (theme 4)
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Source: LSC ILR and summary of project contracts/evaluation data
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Provision was largely focused on IAG, Skills for Life and provision under Level 2, which was
to enable beneficiaries to maximise their potential to find employment in the growth sectors
associated with the 2012 Games. Provision was for employed and unemployed
beneficiaries, in order to both develop the skills of those working in the sector, but also to
ensure unemployed beneficiaries have the skills to find secure employment in these priority
sectors. All the projects were delivered by FE colleges, although private providers and third
sector organisations were delivery partners in three of the five projects.

Recruitment

The dual aims of the programme meant providers had to recruit both unemployed and
employed beneficiaries, both of which required different recruitment strategies. Provision for
unemployed beneficiaries was targeted at those from BME communities, those NEET or at
risk of being NEET, and those with LLDD.

In general the projects fell well short of their targets for starters with only one project
achieving three quarters and two projects achieving fewer than half their target for
recruitment. Recruitment for On Your Marks programmes is significantly lower than other
programmes. The reasons cited by providers in the evaluation reports included delays in
starting the projects and shorter delivery periods resulting from difficulties in signing off
contract delivery plans, which had a negative impact on recruitment.

Figure 4.12 shows that the majority of provision was targeted at ethnic minorities and those
with LLDD™.

Projects underachieved on the recruitment of beneficiaries from disadvantaged
backgrounds, but the proportion of those engaged from BME communities or with LLDD
was consistent with original contracts.

Figure 4.12 Number of beneficiaries by characteristics — profiled and actual (theme 4)
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Source: LSC ILR and summary of project contracts/evaluation data
Delivery and Support

Five projects were delivered under this theme, of which two delivered provision in the
workplace and all delivered provision in a classroom setting. The two projects that delivered

" “Other” captures any other form of disadvantage, (it is an option on the LSC dataset but not reported to
ESF(D)). This has been discontinued as of 2009.
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provision in the workplace were the most successful of the five projects. Figure 4.13 shows
the support requirements offered to beneficiaries. Childcare was offered in all projects.

Figure 4.13 Type of support by number of projects (theme 4)
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Source: LSC ILR and summary of project contracts/evaluation data

Achievement and progression

Table 4.8 Achievement against profile per output / outcome (theme 4)

Output / Outcome Achievement against Profile (%)
Starters 59
IAG 33
Provision at L2 or below 40
Provision at L3 or above 59
Skills for Life 70
Organisations engaged 65
Progression to 11
employment
Progression to education -
Contract value 52

Source: LSC ILR and summary of project contracts/evaluation data

Achievement and progression was generally well below target. Reasons given include: the
need for projects to attract both unemployed and employed learners which require different
recruitment strategies, coupled by delays in contracting which led to a truncated delivery
period (four out of the five projects stated time slippage in their evaluation reports).

The success rates, as shown in Table 4.9 below, were consistent with the other themes.
This demonstrates that the main barrier was recruitment onto the programme.
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Table 4.9 Success Rate per qualification level (theme 4)

Outcome Success Rate

(% of starters achieving or partially achieving a
qualification)

Provision at L2 or below 90
Provision at L3 or above 66
Skills for Life 63

Source: LSC ILR and summary of project contracts/evaluation data
Theme 5 — Capacity Building

17 of the projects had a capacity building element, covering all four other themes. There
were only two projects that were specifically developed to deliver capacity building activities
to ESF providers. One was focused on raising the quality of provision delivered by ESF
providers and preparing providers for inspections by OfSTED; the other on business
development of ESF providers to enable them to better compete in the public sector.
However, capacity building is a cross cutting element to the programme, and one of the
benefits of ESF is that it has enabled the LSC to broaden the provider base by engaging
with providers who are not in receipt of mainstream funding.

The two projects which had a specific capacity building element had mixed performance. In
total both projects achieved 83% of targets, but it is worth noting that one project was far
more successful than the other, achieving 119% of targets compared to 39%. One reason
for the underachievement was that other providers claimed that the provision delivered by
capacity building projects was duplicated elsewhere, which reduced demand for their
provision. The two capacity building projects were also asked to cooperate with each other
in the tender specifications, but failed to do so.

The projects under this measure recruited 556 organisations onto capacity building
programmes, against an overall target of 670.

Cross Cutting Themes

The Pan London programme required projects to work towards three cross cutting themes
that underpinned the delivery of the programme. Providers were required in their contract to
produce action plans for ensuring sustainable development, integrating ICT and ensuring
equality of opportunity.

Sustainable Development

All providers demonstrated a commitment to raise the awareness of project staff and
beneficiaries of the need to deliver programmes that adhered to principles in sustainable
development. One project had internal Green Champions who raised awareness of
environmental issues within their organisations, and another embedded modules on
biodiversity and sustainable development into the training programme. In general the
reports and action plans say very little beyond policies around recycling and energy saving
that large providers should already have had in place.

Use of ICT

The use of ICT to reduce barriers to learning played an important role in the delivery of
programmes. Two projects used ICT to deliver some training through distance learning, and
others used dedicated software and hardware to ensure learners with learning difficulties or
disabilities were able to use ICT to support completion and achievement. Two projects used
text messaging to contact learners, which they felt increased their capacity to contact
learners.
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The use of ICT and the Internet was integrated in delivery of provision, and where learners
did not have personal IT equipment, PCs were provided at their campus. This added value
to the delivery of the programme.

Equal Opportunities

All providers had an equal opportunities policy that staff and beneficiaries were made aware
of prior to their commencement on the project. One provider had an external equality and
diversity network that peer reviewed the project’'s approach to equality and diversity.
Translators and support workers were often integral to the delivery of some projects,
particularly under theme 1 and theme 2, which further improved access onto the
programme.

The beneficiary data on numbers recruited from disadvantaged groups show a higher than
expected proportion from BME groups and LLDD, which demonstrates the inclusivity of
provision under the Pan London 2 Programme.

Value for money

Given the diversity of learners engaged by all the projects and the qualifications of different
lengths and levels, it is difficult to give anything other than a very crude measure of overall
value for money offered by the PL2 programme.

Nevertheless we can use the total number of learning aims and the final sum claimed by
projects (just over £23 million) to calculate that each qualification-bearing learning aim
achieved under the PL2 programme cost £2,267. This can be viewed as expensive given
that not all awards were full NVQs, but when the extra support needs of many of the
beneficiaries (particularly in terms of engagement) are considered, as well as the value of
allowing beneficiaries to access training that they would otherwise not have been able to
undertake, this gives relatively good value for money. The average funding per learner was
£1,432 which again can be viewed as expensive, but the LSC would expect this to be
higher for engaging individuals furthest from the labour market, who may need multiple
interventions before they are in a position to access employment opportunities.

The overall success rate of 67% across all the learning aims also compares favourably with
mainstream provision, given the challenging nature of the beneficiary groups.

Summary

Hard to reach young people
= Only 63% of originally contracted volumes were achieved. Provision was focused on
delivering provision below Level 2 though 43% had prior attainment at Level 2;

= No local authorities were involved in the delivery of provision, either as a lead
provider or as a partner, which is unusual considering the natural link to LAA targets
on reducing NEET and that LAs lead on 14-19 for their locality;

* Projects that held recruitment events in community venues performed better at
recruiting beneficiaries than those that utilised more passive methods, such as
advertising in newspapers and at local venues;

=  Success rates in Skills for Life were high at 67% compared to provision under Level
2 (55%) and provision over Level 3 (50%). These compare well to mainstream
funded provision targeted at similar groups of learners, such as E2E;

» Projects generally under-performed on progressing beneficiaries to employment and
education, each achieving around a quarter (26% and 24% respectively) of their
original contracted volumes.
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Workless Adults
= Provision focused on IAG and Skills for Life;

* Projects achieved 82% of contracted starts, which was the most successful of all the
themes, and generally reached out to disadvantaged beneficiaries;

=  Only four of the 18 projects had Job Centre Plus as a delivery partner;
= Success rates were generally good in achieving qualifications;

= Amongst all the main targets, projects dealing with workless adults had the greatest
difficulty in achieving progression to employment targets (achieving 69% of original
contract volumes).

Provision at Level 3
= 76% of contracted volumes were achieved;

» Projects were very successful in recruiting employers, achieving 91% of the original
targets. Of these employers engaged the greatest number were in the construction,
distribution and hospitality and health and education service sectors, which relate
closely to the priority sectors of the programme;

» Projects under this theme performed well in Skills for Life activity (at 70% higher than
the average of 59%);

= There is a positive correlation between the projects that delivered Skills for Life
provision and those projects that performed well against targets for recruitment and
achievement;

= Success rates were higher than in other themes particularly at Skills for Life and
Level 2;

» The greatest areas of underperformance were in progression to education (35%) and
employment (59%).

On Your Marks
= The theme had the least success in recruiting beneficiaries; providers claimed only
52% of the original funding allocated, which is the lowest of all the themes;

= Success rates were consistent with other themes, demonstrating the main barrier to
these projects was recruitment;

»= Provision was focused on IAG and provision at Level 2 and under;

= The greatest areas of underperformance were on the delivery of IAG (33% of profile)
and progression to employment (11% of profile).

Capacity Building
= There were two projects which were specifically focused on capacity building, but 17
of the 50 projects had a capacity building element;

= The two that were specifically focused on capacity building were delivering provision
to build the capacity of ESF project providers across London. This included raising
the quality of provision;

» These projects did not successfully work together.

Cross cutting themes
= All projects could demonstrate action to ensure sustainable development, integrate
ICT and ensure equal opportunities.

Value for money
= Given the beneficiaries of the projects, the programme can demonstrate a
reasonable level of economy in relation to costs per learner and costs per learner
achievement.
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The following section presents the case studies carried out as part of the evaluation of Pan
London 2.

Overview

In selecting the case studies, the overall aim was to develop a broadly representative

sample of activities funded under PL2. The key criteria for selecting the sample were:

Thematic focus, defined here in terms of the strategic objectives of the programme:
to tackle worklessness, address skills gaps at Level 3 and enhance the region’s
capacity to deliver the 2012 Games;

Objective 3 policy field and measure;

Project scale by size of budget.

The sample took into account delivery across the five London LSC areas, and aimed to

focus also on those projects that drew down more than the average proportion of funding.

The case study projects are shown in Table 5.1 below, together with the number of project
and partner staff interviewed. We also interviewed three contract managers at Ecotec as

part of the process.

Table 5.1 List of case studies

Provider Project Name Policy No of project No of
Field and partner beneficiary
interviews interviews
undertaken undertaken
Tower Hamlets Skills and Jobs 22 6 5
College for Health
The London Supporting 1.2 6 2
College of LLDD in
Beauty Therapy Beauty
Therapy
College of North Constructive 4.1 3 4
West London Learning for
London
Kingston Success for 3.1 3 1
College Sport
University of the Retail Skills 3.1 5 2
Arts Network
(London East)
ol

47
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Case Study 1 - Tower Hamlets College — Skills and Jobs for Health
Overview
Summary

The overall aim of ‘Skills and Jobs for Health was to assist 600 unemployed or
economically inactive people who lived in social housing to gain access to job and career
opportunities in the health and social care sector and in support services. The project aimed
to recruit over 50% of beneficiaries from within the BME group and 20% from those aged
over 50. The purpose of the project was to provide a flexible, personalised programme
combining guidance, personal development, basic and ESOL skills and vocational skills
development, skills conversion, job brokerage and aftercare. Tower Hamlets College (THC)
acted as the lead partner and worked with Kensington and Chelsea College, the Peabody
Trust and the Bromley by Bow Community Centre. In addition, job brokerage, a key
component of the project, was provided by THC Employment Solutions.

Key successes included systematic outreach work by the community partners and the use
of a flexible delivery model by community partners, offering the opportunity to attend small
group classes at convenient times in convenient locations. Additional training in confidence
building and employability skills was also successful. Strong project management allowed
recruitment and start-up difficulties experienced in the first year to be overcome.

Introduction and context
Objectives

The project’s focus was on delivering individual learning plans, Skills for Life qualifications,
Level 1 and 2 vocational qualifications and converting overseas qualifications.

Project evolution and rationale

Research has found that the most economically inactive groups live in social housing and
that the basic skills levels of people living in social housing in London are well below the
average of the city. In addition, there is evidence that lack of recognition of overseas
qualifications is a barrier to employment.

The project aimed to address skills shortages in the health and social care sector and to
build on the providers’ previous experience and understanding of working with
disadvantaged groups living in social housing. All the partners had had previous experience
in this area of training.

Budget
The approved total project costs were £2,100,160, of which £1,085,926 was claimed.
Targets and achievements

Table 5.2 Expected and achieved outputs

Output Description Profiled target Achieved Variance (%)
Delivery

Total no. of learner starts 600 600 0

No. of beneficiary starts on 385 30 -92

NVQ Level 1

No. of beneficiary starts on 210 141 -33

NVQ Level 2

No. of beneficiaries 170 20 -88

achieving NVQ Level 1
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Output Description Profiled target Achieved Variance (%)
Delivery
No. of beneficiaries who 175 73 -58

achieve a full NVQ Level 2

No. of beneficiaries who 450 254 -44
achieve a Skills for
Life/ESOL qualification

No. of beneficiaries who 250 187 -25
progress to employment on
leaving the programme

Conversion of qualifications 170 0 -100
to British Standards

Target groups

The target groups were unemployed adults who were BME, recent migrants who have skills
and health qualifications from overseas, older people aged over 50, and LLDD.

Table 5.3 Learners per target group — profiled and actual

Target Group Profile target, % of Actual recruitment, % of
learners learners
BME 62 62
Beneficiaries aged 50+ 20 5
LLDD 6 5
Delivery

Preparation and project management

The project was managed by a team located at THC comprising a director, manager,
coordinator, workforce development officer and administrator.

All of the partners were responsible for delivering Skills for Life and vocational qualifications
in customer service, health and social care, Skills for Life and basic skills. Southwark and
Kensington and Chelsea Colleges specifically used their NHS employer links and
experience of delivering training in hospital settings to contribute to the project.

Marketing and recruitment

THC had not planned any marketing activities because it intended to identify project
beneficiaries from within their pool of existing learners. In practice, few learners met the
project’s eligibility criteria. It was not until spring 2007 that a targeted and intense marketing
campaign took place using adverts in local papers and face to face outreach at local
festivals, community events and primary schools. A free phone number was established
and this was an effective means of fielding calls and assessing eligibility. Although late in
the project life, this campaign successfully recruited a high number of beneficiaries in a
short time.

Because of their lack of outreach work, Kensington and Chelsea and Southwark also
experienced difficulties in recruiting beneficiaries. The two community partners, the
Peabody Trust and Bromley by Bow Community Centre, were highly effective at recruiting
beneficiaries through face to face events during both years of the project. The Peabody
Trust manages social housing estates across London and used venues on its estates to
deliver information and recruitment events. It also used links with other registered social
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landlords (RSL) organisations to recruit widely. As a result, the targets of the Peabody Trust
and Bromley by Bow Community Centre were increased.

Delivery of learning

In the colleges and at Bromley by Bow community centre learning was delivered in
classrooms. The Peabody Trust held classes in adult learning centres within a number of
their estates across London. It had originally been planned that beneficiaries would
complete an ESOL/Skills for Life qualification and/or Level 1 qualification in year 1, and
moving onto a Level 2 qualification and/or additional Skills for Life at a higher level in Year
2. Instead, year-long ‘Pathway courses’ were offered, which embedded ESOL and Skills for
Life training with vocational content. Classes were generally weekly.

In addition, each beneficiary received IAG and diagnostic assessment of skills and was
assigned a dedicated mentor. Particularly within the community partners, confidence
building and motivational activities such as group support sessions were organised.

Job brokerage was a key component of the project and was led by THC Employment
Solutions and the Peabody Trust Employment Brokerage services. They worked with local
health and social care settings to organise work placements and jobs for beneficiaries.
Employability support was provided to beneficiaries that included CV preparation, job
search and interview techniques.

Monitoring and performance

The project achieved the target for the total number of learners starting the project but
underachieved its targets for NVQ Level 1 starts (-92%) and completion (-88%). Targets
were lowered during the lifetime of the project to reflect the difficulties experienced
Achievement of NVQ Level 2 was much better (starts: -33%; completion: -58%).

The project achieved its targets for learners from BME groups and also did reasonably well
in recruiting LLDD (-20%).

Progression rates were good (-25%) and there was also a reasonable achievement rate of
Skills for Life and ESOL qualifications (-44%)

The conversion of qualifications was not delivered and the target was removed from the
contract during a re-profiling exercise.

The project steering group included coordinators from each of the partner bodies and
convened on a monthly basis to review performance targets. The project team felt that
Ecotec should have provided frontline administrative staff with more thorough training rather
than focussing training on project managers.

Beneficiary and partner views
Partner view

Interviews with the main partners confirmed that the delays in start up were mainly caused
by the inflexibility of the college systems to accommodate an ESF project late in the
academic year, when budgets, staffing and room allocation had already been decided.

The community partners, on the other hand, felt that they were successful in recruitment at
the early stages of the project because of their ability to set the project up discretely,
recruiting learners and staff specifically for the project.

Overall, there was a sense that working with new partners across London was problematic
because it was difficult to arrange face to face meetings and because of the time required
to get to know each others’ strengths and weaknesses. In addition, only some partners had
been involved in writing the proposal and this led to the allocation of what were considered
to be unreasonable targets.
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Beneficiary view

“The project has opened doors to me that | would otherwise never have been able to go
through”

Overall beneficiaries felt the project had been positive and mentioned that they would
recommend it to a friend. They particularly valued the employability support provided. An
asylum seeker from the Democratic Republic of the Congo said that, thanks to the
employability training she received, she now understands ‘where [she] was going wrong
before when applying for jobs’. She had two job interviews lined up.

Beneficiaries also mentioned the high levels of support they received in arranging the work
placement and also during their placement. They felt they learnt a lot about the real work
environment and working with people. Some beneficiaries had secured paid employment
with the work placement employer.

From the beneficiaries’ perspective, the lack of suitable classrooms and administrative
errors affected their progress and motivation to a certain extent.

Issues and challenges

Delays to the start of the project: A major challenge to effective delivery was the lack of
recruitment of staff and beneficiaries during the first year of the project. This was largely
attributed to the fact that by the time the project was approved in June/July 2006, the
college’s budgets, staffing and room allocations had been fixed for the year. As a result,
they could not find any suitable dedicated tutors from within the college. The delayed start
led to significant changes to planned delivery and a major re-profiling exercising that was
approved by Ecotec.

Retention: Problems experienced during the first year of the project affected retention as
beneficiaries felt they had been ‘messed around’. Due to lack of classroom space and
inadequate timetabling, intensive classes were held one day a week off site at THC.
However, delivering outside college premises resulted in lower rates of attendance.
Pregnancy was also a factor affecting retention.

Lack of qualified assessors and verifiers: The general lack of qualified assessors and
verifiers in health and social care available to the providers slowed down delivery.

Barriers to the conversion of qualifications: The project had not anticipated the wide
range of qualifications that beneficiaries hold nor the time required to negotiate
conversions.

Partnership: Because they had to work across a range of LSC areas in London, THC was
working with Kensington and Chelsea College and Southwark College for the first time and
this meant considerable effort had to go into coordinating delivery. In addition, Southwark
College did not have enough management and staff resources to deliver its targets and
therefore left the project in August 2007. The partnerships with the Peabody Trust and
Bromley by Bow were much more successful.

Recruitment: It was particularly difficult to recruit for the NVQs in customer care because
potential learners perceived a lack of relevance to the health and social care sector. More
generic skills were not seen as useful to securing a job.

The over 50s target group, and older Bengali women in particular, were particularly difficult
to recruit because many people of this age were not interested in becoming job ready,
although they recognised a benefit from the course in relation to their basic skills.

Good practice

The community partners were successful in recruiting beneficiaries through
systematic outreach work. Their existing links with the local community were fully utilised
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to raise awareness of the project and Bromley by Bow and Peabody’s location, at the heart
of social housing estates, helped to firmly embed the project in the local community.

Provision of flexible support by community partners. Bromley by Bow Community
Centre and the Peabody Trust offered classes in small groups at times of day that were
convenient for learners. Detailed diagnostic assessments were conducted at the start of the
project and learners went on to follow a tailored and personalised programme specifically
designed to meet their needs, including ESOL and basic skills training. Childcare and travel
provision facilitated participation for a significant number of women who would not
otherwise have been able to take part in the project. The project teams built close working
relationships with beneficiaries, which was invaluable in following up on paperwork and
absence. This high level of overall flexibility resulted in excellent recruitment and completion
rates by the community partners.

Experience of previous partnership working was consolidated. THC had previously
worked with the two community partners. The project allowed these prior links to be
developed.

Lessons learnt

The project had not factored in difficulties of start up and managing risks around staff
changes among delivery staff and decision makers. This caused delays and, in hindsight, a
more robust risk management strategy should have been in place.

In addition, it was felt that the administrative workload had been underestimated and that an
administrative post should have been factored into staff costing.

Advertising in local newspapers and using posters was not as successful as focused,
targeted and face to face outreach activated in community events.

A rolling recruitment and delivery model that allowed beneficiaries to start at different times
was a key factor of success. THC has learnt from its difficulties in starting the project. In
addition, offering training in local venues was important as many beneficiaries were
reluctant to travel far from home. Smaller, community organisations are well placed to
deliver this type of flexible training.

Over 50s should not have been included as a target group in this particular project.
Experience showed that older Bengali women were attracted to Skills for Life learning, not
employability skills. This suggests that further efforts may be needed to persuade them to
take up employment opportunities, or simply that they are motivated by a wish to improve
their literacy and basic skills, rather than employment itself.
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Case Study 2 - London College of Beauty Therapy — Supporting LLDD in Beauty
Therapy

Overview
Summary

The ‘Supporting LLDD in Beauty Therapy' project, delivered by the London School of
Beauty Therapy (LCBT), delivered the NVQ Level 1 in Beauty Therapy and embedded
Skills for Life provision for LLDD that are 16 to 19 years old. Learners were supported
through ongoing one-to-one mentoring and additional learner support if required. The
project was targeted at all areas in London. The project achieved excellent retention and
success rates, with 100% of learners that enrolled on the programme achieving the NVQ 1
in Beauty Therapy and Skills for Life qualifications in numeracy and/or literacy. The
progression rate is higher than projected, with 52% of beneficiaries progressing to the NVQ
L2 in Beauty Therapy.

Introduction and context
Objectives

The project aimed to address skills shortages for trained beauty therapists in London, and
reduce the risk of young LLDD disengaging with training (becoming NEET).

Project evolution and rationale

The project aimed to address skills shortages for trained beauty therapists (which are
generally at Level 3), which is the qualification to lead and apply treatment to clients. The
Level 2 course enables beneficiaries to support the application of treatment, and the Level
1 course provides beneficiaries with job relevant knowledge of the industry to go into entry
level positions. The project was developed to engage LLDD and support them through a
Level 1 programme with Skills for Life training to raise their aspirations and confidence in
order to progress to further learning. LCBT decided to submit a tender for the project
because it built on their existing expertise and experience and would complement their
existing provision. Research has found young people with LLDD to be less likely to
progress to further education and therefore at greater risk of classifying as NEETs. The
Disability Rights Commission found that 21% of disabled people aged 16-24 have no
qualifications whatsoever, compared to 9% of their peers, with disabled 16 year olds twice
as likely to be NEET as their non disabled peers (15% compared to 7%).

Budget

LCBT were originally contracted to deliver provision for 85 beneficiaries at an original
contract value of £248,448. The project engaged with 66 beneficiaries and claimed a final
contract value of £212,423.

Targets and achievements

Table 5.4 Expected and achieved outputs

Output Description Profiled target Achieved Variance (%)
Delivery

Learner starts on the 85 66 -22

programme

Beneficiaries receiving IAG 85 66 -22

Number of beneficiaries 27 27 0

from a BME group

Learners gaining a Skills for 50 66 +32

Life qualifications
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Output Description Profiled target Achieved Variance (%)
Delivery
Learners achieving a NVQ1 35 66 +89
qualification in Beauty
Therapy
Progressed to further 40 34 -15
learning
Progressed into employment 0 1 n/a
Target groups

Beneficiaries had to be aged 16-19, with LLDD, without a full Level 2, unemployed or
economically inactive but not claiming benefits, and having a Skills for Life need. Five had
to be male.

Table 5.5 Learners per target group — profiled and actual

Target Group Profile target, % of Actual recruitment,% of
learners learners
BME 32 41
Female 94 95
Learners with Disabilities 100 100
Delivery

Preparation and project management

The project team was largely recruited from other areas of the organisation, although the
project manager left after six months and had to be replaced. A project manager was
responsible for programme delivery, a finance officer was responsible for data and
monitoring, the marketing team was responsible for recruitment, and the business support
unit was responsible for organising enrichment activities. The activities were conducted in
the timescale and encountered no major problems, although the timetable needed to be
planned to fit into limited classroom space.

Marketing and recruitment

The two main methods for engagement were referrals and advertising. The project
advertised in Job Shops, at stands at industry events, in the London Lite and London paper,
and in job centres, schools and hospitals. The organisation also met with Connexions and
Job Centre Plus staff to raise awareness of the project and provide contact details for
referrals. Direct contact with Connexions and JCP staff proved most successful, with an
estimated 70% coming through Connexions and 10-15% through JCP.

Young people who were interested in the project were invited to attend an open day where
they were interviewed and given an introduction to the programme. This was to ensure the
course was right from them. They then undertook a BKSB diagnostic test in order to identify
basic/key skills needs, and their eligibility for the project. If they were not eligible they were
then directed to the mainstream funded programme, which normally had a waiting list. If
learners were eligible then they were given an enrolment date and the information gathered
from the open day was collated into the learner file.

On the first day of the programme a Connexions advisor spoke to each learner to
understand the learning difficulty or disability and the support measures required. The
BKSB test results were examined by the Key Skills manager who returned the results to
lecturers within a week.
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Delivery of provision

The NVQ1 in Beauty Therapy courses ran at two monthly intervals for three or four days a
week for six months. On enrolment learners completed an Individual Learning Plan (ILP)
that was reviewed every two weeks. The course was delivered with embedded Skills for
Life and at the end of the programme the learners undertook online Skills for Life tests.

The ESF funding was higher than mainstream funding for the same provision, which was in
order to provide LCBT with sufficient funds to market to and support hard to reach
beneficiaries who were targeted by the project. Lower than expected numbers recruited
enabled the project to run with smaller groups, which proved beneficial as it enabled the
tutor and teaching assistant to give more time to each beneficiary and provided motivation
and confidence building. Beneficiary costs were available to support learners for childcare
and travel expenses. The classroom delivery was supported by practical work and
enrichment activities, such as visits to employers and industry fairs.

Support was offered to learners in gaining employment once they left the programme. The
Business Support Unit provided job shops and as part of the NVQ learners participated in a
course on CV building.

Monitoring and performance

The project underachieved in recruitment. However the achievement rate was higher than
originally predicted, (100% compared with 47%) with good progression rates (52%
compared to 47%). This compares very favourably to the same provision delivered through
their mainstream funding. The project achieved its targets for learners from BME
communities but had the greatest difficulty attracting men. In 2006/07 the LCBT only
enrolled two male students out of 917 and for the ESF project they enrolled three out of 66.

The project did not use its full allocation of support funds, which was due in part to the fact
that no lone parents were engaged, thereby reducing the need for childcare support, and
issues with beneficiaries providing the necessary evidence to claim a travel allowance.
However, all the beneficiaries who started the programme completed the course, which
demonstrates that it did not have any impact on retention or success rates.

The project was monitored internally through monthly meetings and performance data was
produced monthly to coincide with the monthly reporting to Ecotec. Data on learner
residence and ethnic background were regularly monitored to ensure the project met its
targets, and marketing and advertising were amended accordingly.

The provider felt that although this approach was intensive, it was a necessary arrangement
to enable them to manage the project effectively. The provider had a very good relationship
with Ecotec and received regular support from the contract manager on queries or issues
relating to the project.

Beneficiary views

Two beneficiaries were interviewed to get their views of the programme. Both participated
on the NVQ 1 in Beauty Therapy, and began the programme at the end of March 2008 for
six weeks at four days a week.

One was interested in moving into make-up, and the other had an interest in beauty
therapy, but was undecided if it was something she would want to do as a profession. Both
went to the induction day wanting to see if it was what they wanted to do and had a one-to-
one interview and then a presentation about the course before enrolling on the programme.

One of the beneficiaries said he did not enjoy school and didn’t attend that often. However
he found the beauty therapy course more stimulating and has progressed onto the Level 2
course. Both learners felt that the course provided a useful introduction to beauty therapy,
with particular detail on health and safety.
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The learners felt there was a great deal of support available from the tutor, teaching
assistants and the project manager, and both learners felt that the small groups were
beneficial because the teaching staff could work with the learners on a closer basis.

The beneficiaries expected the course to provide the starting modules for a career in beauty
therapy, and both felt that it met their expectations. One is still looking to specialise in
make-up and the other is looking to specialise in nails. The course compared favourably
with a hairdressing course that one beneficiary had undertaken shortly before enrolling on
the programme, which had been too intensive. Both felt the course has given them positive
experiences of learning and made them more likely to continue with training.

Issues and challenges

Recruitment: The project did not achieve its target for starters partly because of the
eligibility criteria. The criteria stated that all must have a learning difficulty or disability, not
have a full Level 2 qualification and have a Skills for Life need. Learners applied who met
some but not all the criteria, and therefore could not enrol on the project.

Marketing: The project team found that using the term LLDD in the advertising material
was a deterrent for some learners, who did not readily associate themselves with these
terms or did not wish to be labelled. The Ecotec contract manager agreed that the
reference to LLDD could be removed from the advertising materials.

Support Costs: All expenditure on beneficiary costs needed to be evidenced by receipts.
The project team felt this often made it difficult to claim all the expenditure and they did not
use their full allocation of funding for this. The budget was re-profiled in the second year.

Retention and support: The programme was targeted at LLDD who may require additional
support in order to complete the programme. This was one of the major challenges to the
programme and in order to overcome it, the project provided teaching assistants and
mentors for classes to work with learners to overcome barriers before they lead to the
learner dropping out. Retention was also helped by the programme motivating and
interesting learners. The practical element and the subject matter were highlighted by
beneficiaries as a key reason why they enrolled on the programme and why they
progressed to the Level 2 programme.

Good practice

The embedding of Skills for Life has proved very successful, and has now been
integrated into other LCBT provision.

Additional support offered: The achievement rates on the project were excellent at 100%,
and just over half (52%) have progressed to employment or further learning. This was
largely attributed to the additional support offered to beneficiaries in terms of mentoring and
the smaller class sizes, which enabled the tutor to provide more support to students.

Better communication within the organisation: The project team felt it was very
beneficial to the project having roles, responsibilities and processes clearly articulated, and
having regular monthly meetings booked in the diary.

Lessons learnt

The project trialled delivering over two days a week for nine months but found that learners
preferred a more intensive programme to finish more quickly. Many were not in other
employment or training, and therefore preferred a more intensive four day a week model.

Using advertising materials that refer specifically to LLDD did not encourage more learners
to access the programme. The project learnt that many beneficiaries did not identify
themselves as having LLDD, and nor did they wish to be labelled. An effective relationship
with Connexions and Job Centre Plus advisory staff also had a positive effect on
recruitment, with over 80% of beneficiaries coming from these routes with relatively few
from advertising material.
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5.4 Case study 3 — CNWL - Constructive Learning for London
5.4.1 Overview
Summary

‘Constructive Learning for London’ was a project principally designed to provide NVQ Level
3 qualifications to self-employed people (sole traders and micro SMEs) in the construction
industry. The qualifications include bricklaying, painting and decorating, carpentry, site
supervision, and plumbing in addition to providing learners with the Construction Skills
Certification Scheme (CSCS) card along with some specific short courses for particular
beneficiaries. Assessment was carried out while the beneficiaries worked, so they did not
have to take time off to go to college. Additional help was also provided, where needed, in
ESOL, ICT and Basic Skills.

Key successes included:
= Recruiting the target number of starts and employers;

= The successful recruitment of women and BME groups assisted by a partnership
with Women and Manual Trades (WAMT) and a dedicated outreach officer.

5.4.2 Introduction and context
Objectives

The objective of the project was to provide self-employed or employees of micro-
businesses with a full NVQ Level 3 in the construction industry. In addition all participants
were required to gain the CSCS card. This is a national accreditation set by the CITB which
ensures a level of health and safety on site as well as a formal recognition of their skill level
at NvVQ Level 3.

Project evolution and rationale

The project evolved from the College of North West London’s Pan London 1 ESF project
which helped construction sole traders to gain a NVQ Level 2. In developing a forward
strategy for the beneficiaries of the project (i.e. to upskill them to Level 3), the project
identified that the Construction Industry Training Board (CITB) placed restrictions on
training grants in the construction industry:

“Firms sacepédiaxcludedd when they do notonlhave any
sub-contractors or agency staff, and may therefore include some sole traders and
partnerships.” "°

So, while sole traders are recognised by CITB as being the least likely to invest in training
for their staff, and may even be registered as a member with CITB (“in-scope”), they were
not eligible for training grants. The project provided an opportunity for CITB to refer sole
traders to the project to gain (OSAT) and NVQ qualifications.

Budget

The original contract value was £494,780, of which £491,380 was claimed.

15 Eligibility and Conditions, CITB-Construction Skills Grants Scheme
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Targets and achievement

Table 5.6 Expected and achieved outputs

Output Description Profiled target Achieved Variance (%)
Delivery

Individual beneficiary starts 300 300 0

Number of beneficiaries 57 57 0

from BME group

Number of beneficiaries 55 42 -24
aged 50+

Beneficiary starts with 150 135 -10
individual learning plans

(CSCS accreditation

courses)

Beneficiary starts on NVQ 150 150 0
Level 3 OSAT

Organisations recruited 150 150 0
Beneficiaries who achieve a 150 150 0

full NVQ Level 3 and CSCS
accreditation

Target groups

The project targeted employees from small and micro businesses (SMEs) who were not
eligible for the CITB training grants and, therefore, had limited opportunity to up-skill. The
project also targeted BME groups and women who are under-represented in the sector.
Only 1% of those employed in the construction industry are women.

Table 5.7 Learners per target group — profiled and actual

Target Group Profile target, Actual recruitment,
% of learners % of learners
BME 19 19
Beneficiaries aged 50+ 18 14
Delivery

Preparation and project management

The project was managed by Building One-Stop Shop (BOSS), an agency funded by Brent
Council. The project manager in BOSS looked after all reporting, monitoring and
recruitment of beneficiaries for the construction NVQs. The College of North West London
(CNWL) provided the office space for the project, as well as the assessors and support
staff. They were also responsible for the delivery of supplementary short courses and
health and safety courses.

WAMT is a national body with a considerable membership in London. The outreach worker
worked closely in partnership with WAMT to achieve a target of 15% women starters.
Partners such as Skill Force and Construction Web helped with recruitment by referring
candidates to the project. Geoff Hart Ltd provided OSAT for eight of the project’s
candidates as the organisation was able to provide supervision and advice for those who
wanted to enrol onto Level 4 NVQs after completing a Level 3.
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A Steering Group was established to provide strategic and management support and was
made up of senior managers in CNWL and BOSS.

Marketing and recruitment

A number of different methods were used to market the project throughout London.
Marketing and advertising were done primarily by cold-calling and doing mail shots. To
increase numbers from some areas, the project targeted the area with direct marketing
using directories. In addition they visited construction sites placing posters in canteens and
port-a-kabins. This was found to be an effective way to increase demand and highlight the
work of the project and ESF.

Delivery of provision

The project delivered qualifications for NVQ Level 3 in bricklaying, painting and decorating,
carpentry, site supervision, and plumbing, in addition to providing learners with the CSCS
card and short courses. The project delivered OSAT by sending an assessor to the
beneficiary’s workplace. OSAT is a process developed by CITB to enable unqualified but
experienced workers in the industry to get a national qualification at NVQ Level 3. The
beneficiary had to demonstrate various skills and to show examples of work towards the
qualification (e.g. though photographs or a testimonial from employers / clients).

This was combined with providing access to shorter employability courses such as plant
driving, tower building and angle grinding which also helped candidates to gain the CSCS
card. They also provided safety awareness and confidence building courses for women
who were enrolled on the project.

Monitoring and performance

Monitoring of the project was typically done through a monthly but sometimes weekly
review by the project manager. He visited partners, collected monitoring information, and
provided a steer on delivery based on progress towards the targets and profile. The project
manager reported updates on these meetings to the steering group on a quarterly basis,
and to the meetings of the outreach workers and of partners who were involved in providing
candidates for referral to the project on a monthly basis.

There were low drop-out rates of participants but those that did were primarily because they
were not able to collect the evidence for their courses. The low drop-out rate may be
attributable to the level of dedication of the beneficiaries to the course — and the recognition
that completing the course may help them to further their career in the future.

“Constructive Learning for London achieved the majority of its targets, although
underachieved with the 50 plus age group. This was partially because there are far fewer
employed / self employed people working actively in the construction industry who are
looking to get qualifications at this age as it is a physically demanding job.”

The project also achieved the target of 150 beneficiaries achieving a Level 3 and a CSCS
accreditation.

Beneficiary views

From the beneficiaries’ perspectives, there was a large amount of paperwork. They had
differing opinions about it with some who felt it was unnecessary to have to fill out the same
information on different bits of paper, and others who felt that it was part-and-parcel of
taking part in a government-funded project.

Some beneficiaries felt that the qualification helped them to feel more confident about their
work (particularly the female beneficiaries). Beneficiaries mentioned that they would
recommend the qualification to someone who had been in the industry for a while but not to
a new starter as they felt that the course would qualify them in something that they had not
got the experience for.
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They did not feel that having the qualification would have an impact on gaining new work as
it was rare that qualifications were ever checked by clients. Some felt that it would be
important for them in the future in terms of developing their careers.

“I would like in the future to become an assessor, and | need this qualification in order to
progress to that stage. It is an opportunity for me to work when | am not capable of doing
physically demanding work anymore.”

Issues and challenges

Recruitment: The project was not able to recruit as many older people (50+) as had been
profiled (achievement rate of 76%). The project evolved to reflect issues in recruiting older
people by offering them health and safety training and short courses as an alternative. At
the age of 55, the CITB award “grandfather rights” which offers a free OSAT card without
the need for extensive paperwork.

Funding: One of the issues with the funding was that each beneficiary could not be eligible
for both the NVQ and a short course. This meant that those people who wanted to increase
their level of skills after having completed an NVQ to become a supervisor or site manager
were not able to (at least, through ESF funding).

Delivery: The short courses were changed to run in CNWL rather than on-site or in
locations nearer where the beneficiaries lived. The Site Management Safety Training
Scheme (SMSTS) short course qualification for managers was oversubscribed but it was
also expensive to run, meaning that they ran fewer of these courses.

Good practice

Partnership working: There were some specific good practice examples of partnership
working with other Pan-London activities — these included referring people who had done
Levels 3 or 4 on the programme to then move on to doing the assessor qualification at
Acton College (which was being funded through another ESF project).

Flexibility and employer responsiveness: An example of good practice was that the
project spent time in matching the participants to the right assessor and providing a good
level of flexibility as to when they could be assessed.

Lessons learned

The project had to develop a compact learner reporting system and to be sensitive to
learner difficulties in basic skills. The project manager felt that there should be allowances
made for this kind of help provided to the beneficiaries (such as receiving verbal
instructions and being able to then write this on behalf of participants and then count that
towards documentation).

Recruitment worked better through outreach and the use of intermediaries than mail shots.

Short courses were difficult to run for these beneficiaries across a wide area of London.
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Case study 4 — Kingston College — Success for Sport
Overview
Summary

‘Success for Sport’ delivered sports coaching training for 55 learners and guided five
London sports clubs to achieving Club Mark status to boost their future capacity. The
project was led by the Centre of Business Enterprise at Kingston College while the training
was delivered by the Sports, Leisure and Fitness faculties at Kingston College, Richmond
College, Newham College and Orpington College. The project targeted all areas of London.

The project achieved very well in recruiting the targeted number of beneficiaries and sport
clubs. Two well promoted events at iconic London sports grounds that were organised
raised the profile of the project and ESF to a very large number of London sports clubs. It
also provides an excellent model of delivery by multiple partners.

Introduction and context
Objectives

The overall aim of the project was to deliver sports coaching training to volunteers and build
the capacity of sports clubs.

Project evolution

Success for Sport aimed to expand and upskill the pool of sports coaches in London. It also
aimed to diversify this pool as BME and disabled people are underrepresented. The project,
part of the On Your Marks programme, came about as a response to the need for qualified
coaches in London identified by the LDA and Skills Active (the Sector Skills Council for
Sports and Fitness) ahead of the 2012 Games.

The Centre of Business Enterprise at Kingston College, a large learning and skills provider
in South West London, came into Success for Sport with previous experience in leading
and delivering ESF/LSC contracts. The Pan London 2 “On Your Marks” programme offered
Kingston’s Sports and Leisure faculty the opportunity to offer non-mainstream funded
provision for the first time. Success for Sport aimed to build on the expertise and strong
partnership developed with Richmond College through their joint Centre of Vocational
Excellence (CoVE) in Coaching, Leisure and Fitness.

Budget
The original contract value was £250,000, of which £237,685 was claimed.
Targets and achievements

Table 5.8 Expected and actual achievement

Output Description Profiled target Achieved Variance (%)
Delivery

Learner starts 55 55 0

Organisations recruited for 5 5 0

Capacity Building

Total number of learners 55 50 -9
achieving a qualification

NVQ 2 Sports Coaching — 5 2 -60
achievement

Level 2 Sports Coaching 40 40 0
(long course) — achievement
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Level 2 Sports Coaching 10 8 -20
(short course) —
achievement

Progression into 5 3 -40
employment

Target groups

Success for Sport targeted beneficiaries from ethnic minorities, women and learners with
disabilities. They also aimed to attract young people and people from disadvantaged
communities. For the groups where specific targets were set the percentages of learners
profiled and achieved are presented in Table 5.9 below:

Table 5.9 Learners per target group — profiled and actual

Target Group Profile target, Actual recruitment,
% of learners % of learners

BME 50 51

Female 50 38

Learners with Disabilities 20 15

While the target for recruitment of BME beneficiaries was met, the project failed to meet the
targets for female beneficiaries and beneficiaries with disabilities. The failure to attract the
target number of women to sports coaching was attributed to the success of another ESF
Pan London 2 project which was offering coaching qualifications to women but had better
links with women’s sports networks in London.

Project partners stressed further the difficulties in recruiting LLDD, particularly learners with
physical disabilities. One delivery partner felt that a specific focus on coaching Paralympic
sports could have improved recruitment in this group. However, the project was too small
and resources were not available to invest in provision of specialised courses.
Consequently, the majority of LLDD beneficiaries recruited had learning disabilities; they
were offered additional support and achieved well.

Delivery

The lead partner, Kingston College, appointed an external project manager with experience
in delivering ESF projects. The project manager worked within the college’s Centre for
Business Enterprise, while Kingston College’s Sport Faculty was responsible for the
delivery of learning. This achieved a clear separation of the lead partner’s two roles so that
Kingston’s Sport Faculty participated on a par with the other three colleges who were
engaged as delivery partners.

Marketing and recruitment

For recruitment to the sports coaching courses, each college undertook its own marketing
and promotion activities. Colleges promoted the course through advertisements on their
websites and flyers and posters. Promotion through word-of-mouth was seen by delivery
partners as the most effective recruitment method. It was achieved by tapping into networks
of existing contacts in each college’s catchment area and London-wide sports and fitness
clubs in order to spread the word. Richmond College, for example, established strong links
with the local Connexions service which referred learners to the college. Richmond felt that
it could have achieved a much greater number of starters through Connexions if the project
had started in September or October in year 1, rather than in January.

In total, the project achieved its target by recruiting 55 beneficiaries, although not sufficient
emphasis was placed on recruiting within specific target groups (women and LLDD).
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For the selection of the five clubs participating in capacity building activities, marketing was
extremely important. Goodworks, a marketing agency specialising in engaging hard to
reach groups and communities, was employed to develop and implement a marketing
strategy. Goodworks organised two high-profile information events at Upton Park Football
Ground and Twickenham Rugby Stadium which were attended by 88 clubs (over 2,500
sports clubs were invited). The marketing agency, with input from the delivery team, also
arranged the process of short-listing and selection of the five clubs.

Sports Coaching Awards: delivery, support and achievement

Following initial information, advice and guidance at the college, a beneficiary was offered
different course options dependent on the needs identified and capacity of each college.
For example, Richmond College offered short courses in volleyball and basketball coaching
while Newham College offered a Teacher Training OCR course in Exercise and Fitness.
Thus the experience of the project and progression of each beneficiary was largely
dependent on the provider.

In terms of achievements, Success for Sport delivered full Level 2 NVQ qualifications to two
beneficiaries and 48 learners achieved another Level 2 qualification in Sports Coaching (40
on a long-course and eight on a short-course). The initial specification called for a 100%
success rate but the project achieved 69%. Motivating learners on the full NVQ course
proved to be particularly challenging. These learners were volunteers at the five sports
clubs and, mostly, were in full-time employment. They did not have sufficient time to
achieve a full NVQ 2.

Beneficiary support was also largely dependent on the facilities available at each college.
All providers offered support with basic skills or ESOL needs if a need was identified.
Kingston and Richmond used their established links with local sports clubs (developed
through their joint CoVE) to offer practical sessions to beneficiaries. Newham College
organised mentoring through Greenwich Leisure Limited, a large employer with a long-
standing partnership with the college.

Three beneficiaries progressed to employment. The very low target profiled (only five) did
not make it worthwhile for partners to expend considerable resources in providing
employability support and following-up beneficiaries to obtain appropriate evidence.

Capacity Building: delivery, support and achievement

The five sports clubs selected out of a short-list of twelve who had to present their case to a
panel. The five selected clubs were: Peacock Gym; East London Hockey Club; Whitton
Tennis Club; St Mary’s Richmond Athletic Club; and London Weightlifting Club.

In order to provide evidence of tangible achievement, all clubs were set on track to achieve
Club Mark status. These clubs were invited to an induction session at Crystal Palace where
they received expert advice from partner Running Sports. A training-needs analysis with
each club was conducted which led to an agreed individual plan of action for the next 12
months with their partner college. Depending on this plan they received training from the
college - with some specialist provision purchased externally — and worked towards putting
together a portfolio of evidence for Club Mark. All five colleges submitted completed Club
Mark portfolios which were accepted.

Beneficiary perspective

AV is a volunteer at a sports club in South London. He used to be a competitive athlete but
is now involved in coaching, since he lost his leg in an accident. He became involved in
Success for Sport though his club which was selected to participate in capacity work
towards obtaining Club Mark. Club Mark was important to the club as it felt that it would
help them prepare better for the run-up to London 2012 and aid with funding applications.

He enrolled on a Level 2 NVQ Sport Coaching course. He had been out of formal education
for many years and admits that he was anxious before starting the course. However, his
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anxiety disappeared very quickly as the course provided excellent support. He particularly
appreciated the one-to-one advice he received from his personal tutor that took place at his
club.

AV successfully completed the Level 2 course and has enrolled for a NVQ Level 3 course
to continue developing his skills. He continues volunteering as a coach for disabled and
non-disabled athletes. He has been involved in meetings with his sport’s Paralympic Team
and hopes to influence the strategic development of the sport.

Issues and challenges

Change in focus: When originally tendering for ESF Pan London 2 funding, the project
envisaged that capacity building activities with sport clubs would consist of a large part of
the project and be funded accordingly. However, the budget negotiated did not reflect this
expectation. To allow the project to pursue the goal of boosting capacity, funds were
reallocated internally. This was clearly defined and agreed with delivery partners before the
project began, thus eliminating any issues that might have arisen.

Addressing partner underperformance: One college was initially slow in recruiting and
progressing learners through the sports coaching qualification. In particular, a number of
learners were recruited over the summer period that then left to start a university degree
and would not complete the course. The issue was raised at a project team meeting and
the allocation of learners was reallocated to another college that had demonstrated better
performance in delivery and progression. The first college quickly changed its procedures.
Its performance improved significantly so that in the second year it was able to take an
additional allocation, above its agreed target.

Good practice

The Success for Sport project offers a successful model of delivery by multiple
partners. Appointing an external project manager and divorcing the lead partner’s role from
managing the project from delivering training boosted the project’'s focus and clarity of
purpose. The internal bidding and re-bidding process allowed each partner to contribute to
their capacity. It allowed the project to take advantage of the flexibility offered by multi-
partner delivery and allowed the partnership to flourish by offering support when needed.

Lessons learned

Success for Sports offers a good example of what to avoid during contract negotiation.
Agreeing to a retention and achievement rate of 100% was an error on the part of the lead
provider. Ecotec should have seen that this success rate could not have been achieved.

The low success rate in NVQ completions offers a lesson in what can be expected from
volunteers who are mostly in full-time employment: namely that they do not have sufficient
time to complete a full NVQ.

Finally, the project considerably underspent its budget allocation of beneficiary support
funds. Delivery partners experienced difficulties in claiming funds for individual beneficiaries
— mostly because providing the necessary evidence was too burdensome. Although they
acknowledge the need to prevent fraud, both the project manager and delivery partners
suggested that the system of beneficiary support should be rationalised in future funding so
that beneficiaries in real need could access funding.
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Case Study 5 — University of the Arts London — Retail Skills Network
Overview
Summary

‘Retail Skills Network (London East)’ delivered a range of training aimed at employment in
the retail sector. The project, branded as ‘Easy Access Retail Network’ (EARN), recruited
343 beneficiaries, including 152 unemployed people onto job ready programmes, as well as
117 retail workers who achieved a full NVQ Level 3. Short Level 3 qualifications were also
offered. Some of the unemployed beneficiaries who completed a job ready programme
went on to further training, as well as employment. The project was led by the University of
the Arts London and included FE and private sector delivery partners, a specialist market
research company and the Sector Skills Council Skillsmart Retail.

Introduction and Context
Objectives

The aim of the project was to widen access to lifelong learning and work closely with
retailers and retail employees to identify the most appropriate training needs for them and
ensure that unemployed beneficiaries were ‘work-ready’ for the retail sector.

Project evolution and rationale

The project responded to research by Skillsmart Retail showing that retailers (especially
small retailers) and their employees, as well as sole traders, have among the least formal
qualifications of workers in any sector. However retail makes up approximately 12% of
employment in the Greater London area. The sector is affected by high staff turnover, a
relatively unskilled or low skilled workforce, a poor image as an employer and limited
culture of workforce development, particularly amongst smaller retailers. The project aimed
to develop a partnership approach, using the expertise of Skillsmart Retail and linking
delivery to other projects in which lead partners in the consortium — all of them Centres of
Vocational Excellence in Retail — were delivering retail training for SMEs. The University of
the Arts and many of its delivery partners had recent experience of delivering ESF provision
to the retail sector.

Budget

The approved total project costs were £999,680. By the end of the programme, £908,274
had been claimed.

Targets and achievements

Table 5.10 Expected and actual achievement

Output Description Profiled Achieved Variance (%)
target Delivery

Total no. of learner starts 330 343 +4

Organisations worked 400 400 0

with

Total number of learners 230 182 -21

achieving a L3

qualification

Total number of learners 120 180 +50

starting ‘job ready’

programme

Number of unemployed 80 59 -26

learners who progressed

into employment
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Target groups

The target groups were both unemployed and employed beneficiaries (working in the retail
sector) across London East, North and Central sub-regions. As the project progressed, a
greater focus was placed on recruitment in London East. The high target for BME groups
reflected the demographic characteristics of the target areas.

The targets for beneficiary recruitment were met and while the project managers and staff
acknowledged initial difficulties in persuading businesses to participate, the demand-led
approach enabled them to encourage learners to come forward because their employers
saw the impact on business performance.

Table 5.11 Learners per target group — profiled and actual

Target Group Profile target, % of Actual recruitment, % of
learners learners
BME 50 48
LLDD 9 9
Delivery

Preparation and project management

University of the Arts was able to provide a lot of support for the project, including the
design and print of high quality flyers and booklets, as well as accreditation for certificates.
The project management team also supported delivery partners to become accredited to
deliver retail skills training so they could increase their capacity and share of the work when
other partners dropped out; they also reinforced the initial guidance from Ecotec on
gathering evidence in order that partners’ understanding of the requirements was clear.
Regular and open communication seemed to all managers and partners to be the most
important key to successful management. Partners were chosen based on specific
expertise that they could contribute (e.g. track record of working with unemployed
beneficiaries or lone parents; or BME employers). Each partner organisation identified a
key contact person responsible for delivery of their work, who then attended bi-monthly
steering group meetings. These meetings were also supported by a website for partner use,
where project management resources could be shared. At the start of the project, partners
were invited to say how much and what they could deliver. In some cases delivery partners
collaborated with each other (e.g. letting premises to other partners). The project manager
at the University was an experienced negotiator for mainstream and ESF contracts, and
was able to use previous experience to set targets that were challenging but achievable,
with a competitive payment structure that gave an incentive to stay involved in the project.

Marketing and recruitment

The key marketing tool was the ‘mystery shopping’ exercise, which was carried out by a
specialist and involved researchers approaching retailers on the high street, and assessing
the quality of the service and the shops. Retailers were cold called or approached in
person, given the results and invited to find out more at an event. Retailers needed a lot of
persuasion in order to participate; according to the project team, they are cold called ‘all the
time’ with offers of free training and the project was competing with mainstream funding. So
the project needed to show that they were offering something different - a flexible,
personalised approach (with tutors visiting individual retailers) was one way forward, and
emphasising ‘European Social Fund’ also lent the project authority and kudos. Recruitment
picked up after the project decided to work with town centre managers, who could inform
local retailers that the mystery shopping was taking place. This generated enthusiasm and
interest among local retailers. For the partners, it was clear from the outset that the mystery
shopping would lead to one of the most comprehensive analyses of skills needs undertaken
on a large number of retail SMEs in the target areas, which would be a very useful tool for
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explaining to local stakeholders, such as town centre associations and managers, about the
skill map of their patch. Partners such as Salon Strategies, which specialises in engaging
BME owned businesses in training activities, were also able to use existing client
databases. Once businesses had shown an interest in finding out more, they were also
invited to EARN events where they could ask questions and find out more — an interesting
example of a ‘phased marketing’ approach which helped to overcome some employers’
negative perceptions about training.

In relation to the provision for the unemployed, JCP was the main source of referrals. In fact
there were many more than the profiled starts of unemployed, BME and disabled
beneficiaries, but the project lead could not claim the premium once the profiled ceiling had
been reached. Jobcentre Plus was able to assist project partners and beneficiaries with
completing the initial paperwork so they could get involved. Delivery partners also engaged
with housing associations, community centres, Connexions, Remploy and regeneration
partnerships in order to promote the benefits of job-ready programmes. Advertisements in
the printed press were also used to recruit unemployed beneficiaries.

Delivery of provision

For the employed participants, the lead partners across the consortium of four projects
identified more than 40 potential qualifications that could be delivered for retail training
needs. After the initial scoping of demand, the training offer focused on the Certificate in
Retail, a long Level 3 course that could nevertheless be completed in a short timescale (six
weeks). Smaller numbers of learners enrolled on Certificate in Display qualifications and full
NVQs in management or retail. Participants were given an information pack before starting
their course, and initial assessments took place in the workplace or group workplaces.
Much of the training for employed participants took place in the workplace or during evening
or weekend sessions, when it was more convenient for learning to take place. In some
cases, additional ‘catch-up’ sessions were also offered to participants who missed a
workshop. Participants that needed ICT or ESOL support in order to complete their
qualifications were also able to receive support (for instance in setting up personal email
addresses), which was vital to many of the hard to reach beneficiary groups. Role play and
practical exercises in the workplace were used to underpin the learning and demonstrate its
value in practice, and assessment was carried out using video as well as more traditional
methods.

For unemployed participants, job ready programmes were developed by delivery partners
that varied between one to four days in length: common elements included CV preparation,
application letters, and in some cases retail-specific elements such as visual merchandising
or customer service, as well as ongoing follow up support. Learning took place through
workshops, with elements such as trips to shops, or topical discussions used to underpin
learning. Jobcentre Plus also provided ongoing support in making sure suitable participants
were recruited; experienced tutors were also used in order to provide one to one support to
address barriers faced by participants such as housing, homelessness and timekeeping
issues. It was anticipated that most of the learners that completed job-ready programmes
could progress into Level 3 training. Although this proved to be challenging in practice,
some learners nevertheless progressed down this route. Other learners went onto six to
eight week work placements arranged by the delivery partners, who had well-established
contacts with local employers and major retailers.

Monitoring and performance

Monitoring of the project was carried out through bi-monthly steering group meetings.
Partners collaborated with each other and were also able to draw on each other’s specialist
experience as well as that of Skillsmart Retail. Where projects had difficulties in delivering,
they were either supported to do so, or outputs were shifted among projects. Overall, this
project performed well, although it took longer (and more effort) than expected for project
partners to begin recruiting SMEs and learners, which had an impact on delivery. Retention
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and achievement rates were very high, especially for the Level 3 participants, with 73%
completing the Certificate in Retail and 71% completing the Certificate in Display. The NVQ
in Management was achieved by 90% of learners. The project evaluation reported that
Level 3 participants gave their courses high satisfaction ratings, with participants gaining
useful ‘soft outcomes’ including increased confidence in their jobs, moving onto new roles,
and the ability to give better customer service. The outcomes for the job ready programmes
appear to have been relatively less successful. In part this is due to other positive outcomes
being unrecorded, such as increased job search activity, part-time work that falls below the
number of hours to qualify as an outcome, volunteering, or continuing in further training.
‘Soft outcomes’ arising from participants who completed a job ready programme included
increased confidence and in some cases, improved behaviour and engagement with
learning as a result of close cooperation between trainers and JobCentre Plus.

Partner and beneficiary views
Partner Perspective

Partner D was invited to be involved with the project from the start, having previously
worked with University of the Arts on similar projects. D was one of the partners supported
by the lead partner, so that they could become accredited to deliver the Certificate in Retail.
While D highlighted that there were communication issues at the outset — as might be
expected with a large partnership with many members — these were proactively resolved by
the lead partner, who had enough active partners to call on when some partners dropped
out at the start. Delivery partners were encouraged to collaborate and be knowledgeable
about the whole delivery process — for instance by joining the ‘mystery shopping’ team to
see what was involved. For D, this was a successful learning exercise. The whole project
added value to them because links were established with retail training organisations and
town centre management groups. The main drawback of D’s involvement, from their point
of view, was the paperwork and the requirement for the lead partner to hold all of it
centrally.

Beneficiary Perspectives

H owns a small retail business and got involved through a mystery shopper exercise at her
shop and attended a subsequent presentation by the trainers. She had gained A Levels at
college but did not have any qualifications related to retail. She attended the course
because she thought it would be a good opportunity to pick up skills relating to display and
marketing. “I watch Mary Queen of Shops on TV and thought it would be like that”. She
thought the course was delivered very well and appreciated that the course tutor came to
their shop and gave specific advice. She has been getting positive feedback on the
appearance of the shop since the course. Clients say that her displays are looking
particularly good. H recently participated in a Market Research focus group with other
SMEs and was asked, “where would you go for advice about your business?” and she
mentioned this course. The other SMEs were extremely interested and enquired as to
whether they could also benefit from the opportunity - there is definitely a need in the
market for the type of course provided.

M also got involved through the mystery shopper exercise and got details through Eltham
Traders Association, the local town centre management body. She was very happy with the
delivery and course tutor, and had never experienced any similar training before. The
flexibility was the best thing about course delivery and she appreciated that she did not
have to alter her business routine in a way that would affect trade. Promotion and marketing
were the most in-depth skills she learned and she has applied those skills at her business
and she feels that they have helped her boost trade. “It's hard to tell these days with a
recession going on”.
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Issues and challenges

The withdrawal of partners at the start of the project was an issue. This had an impact
on eventual delivery in North London, although partners also felt that there was less
demand there for training (and more in East London) than anticipated. The project’s
geographical focus changed slightly to accommodate this. University of the Arts was able to
bring new partners on board and reallocate delivery to existing partners. It also took
longer than expected for the mystery shopping to become effective in recruiting
businesses. Mystery shopping proved to be a useful way to engage SMEs, but to go from
that stage to signing up for training often took two or more visits. Independent retailers were
especially difficult to engage, particularly in suburban areas where the main independent
retailers are kiosk-type operations.

The project had to make a number of changes to the planned delivery of
qualifications as a result of employer demand. While the initial contract envisaged a mix
of NVQ, long, medium and short course provision at Level 3, it soon became clear that
employed participants preferred NVQs or courses that could be completed in a short
timescale and had a potential immediate impact on their ‘bottom line’. The project
evaluation also reported that beneficiaries were sometimes confused about the titles of
the different vocational qualifications on offer, with some beneficiaries mistaking their
achievement of a Level 3 certificate for an NVQ.

Good practice

The strength of the partnerships and the flexibility of delivery were the main reasons
why this project largely succeeded, and had good retention rates (particularly for Level 3
participants). The project team attributed the success of the programme in retaining
beneficiaries to the flexible delivery of the training, including one to one tuition provided at a
time that was convenient to the learner, access to ESOL and ICT support, catch up
sessions and distance learning, and on site learning and video assessment. The case
studies provided by Ecotec helped the project to further demonstrate the added value that
involvement in the project could bring to SMEs. Collaboration between the partners, and
the developmental approach taken by the lead partner (e.g. through capacity building)
helped to cement the partnership once initial difficulties were resolved. In order to do so, the
lead team had to ensure that risk was managed by holding back sufficient contingency so
that additional work with providers that needed it could take place. Additionally, all the
partners had specialisms that they could bring to the delivery process.

Lessons learned

Recruiting employers was most successful where the mystery shopping approach was
combined with working in partnership with town centre managers. The project partners
learned a great deal about the demand for retail qualifications: there appears to be very
little demand for medium length qualifications — employers and beneficiaries seem to feel
that NVQs have a value, as do short ‘bite-size’ courses tailored to each business’s
strengths and weaknesses. However, the more generalist Certificate in Retail and NVQ in
Retail also appealed and had excellent completion rates. The key lesson appears to be that
SMEs require a great deal of support and engagement — over a lengthy period of time — in
order to become engaged in training. The integration of job ready programmes for the
unemployed and Level 3 provision was moderately successful in that some participants in
the job ready programmes did go on to succeed at Level 3 and was an interesting way of
attempting to deal with the challenging dual focus of the specification, on both unemployed
and unemployed beneficiaries. Nevertheless the project found it difficult to progress
unemployed people with multiple needs into Level 3 provision. The interest that the project
generated in training, as well as the appetite expressed by participants for further training
(as detailed in the project evaluation) suggests a large unmet need for training in the retail
sector.
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Summary
A few common features emerge from the five case studies. These are summarised below.
Forming and managing partnerships

Partnerships worked well in most cases particularly where they had good internal systems
for managing the project and an established history of good working relations. The
exceptions appear to be where initial arrangements and agreements broke down and where
new partnerships were being formed (Tower Hamlets College). Success for Sport and the
Retail Skills Network show that multi-site delivery and recruitment can work where the
partnership works together and members are flexible. In the case of the latter, there was a
wider partnership across four projects. It helps when partnerships have been tested
previously.

Recruiting, marketing and initial engagement

Marketing approaches had variable levels of success. The most successful involved
specialist outreach partners (THC, Constructive Learning for London) or specific
recruitment roles in the partnership (London College of Beauty Therapy, SfS, RSN), as well
as events and face to face contact with potential beneficiaries. Cold calling on its own was
not particularly successful (CLL, RSN) nor was passive advertising (LCBT, THC) unless
someone was there to promote it.

In some cases the initial rationale for target groups was weak and undermined attempts to
meet targets; in two cases (THC, CLL) this related to those aged over 50 where in
hindsight this could have seen to be unsupported by evidence of need. Ambitious targets in
other cases though were largely met, such as for the recruitment of women (CLL), LLDD
(LCBT), and unskilled (RSN).

Delivery

Flexible approaches and the use of additional support helped to ensure that training was
taken up by beneficiaries, in particular those in employment. Such approaches included the
use of community facilities (THC), on-site training and assessment (CLL, SfS, RSN),
additional one to one support (LCBT) and ICT support (CLL, RSN).

Achievement, progression and monitoring outcomes

The most successful projects incorporated regular, well-attended steering groups or
meetings among all the partners. Some projects made arrangements to reprofile their
outputs with Ecotec in order to meet their targets within the given timeframe (THC) or
deliver qualifications that were better suited to employer demand (RSN). This was
accompanied by project management that allowed for the internal reprofiling of outputs
within partners (SfS, RSN) as well as capacity building of partners (RSN).
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LESSONS LEARNED

This section examines the issues encountered at project and programme level, and
examines:

= What factors contributed towards the overall performance of projects and the PL2
programme;

» The successful approaches to tackling the challenges that arose, why they worked
and whether these can be replicated in future;

= The main lessons to be drawn from PL2 for ESF projects and co-financing
organisations.

The evidence is primarily drawn from the qualitative review of evaluations and case studies
(both those carried out by GHK and those published by Ecotec) and comparisons between
those that performed well and those which did not.

Project level

There was a great deal of variation between the PL2 projects in terms of performance (see
Figure 6.1).

While there were some common issues faced by projects dealing with specific target
groups, as explained in the thematic analysis, there is no clear correlation between
performance (either in terms of starts or achievement) and policy field, or project theme.
The picture is further complicated because many of the projects (in particular those in
measure 3.1 and OYM projects) were delivering to a specification that required a dual focus
on both employed and unemployed target groups.

Figure 6.1 only gives a rough indication of performance as it focuses on the % of profiled
learner starts and % of profiled progressions achieved, as well as the underspend by
project. Projects are ranked by % of profiled learner starts achieved, as a few projects,
notably those delivering capacity building or Skills for Life activities, were not originally
profiled any targets for progression. However it gives a perspective on the diversity of
projects in terms of programme performance and allows us to pinpoint where good practice
may have occurred, or where underperformance was an issue.
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Figure 6.1 Overview of performance by project
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Forming and managing partnerships

The key features of successful project level partnerships were:

Partners with a track record of working together, where key managers in the
partnership had worked together on ESF or other work in the past, prior to any
involvement with PL2 tenders;

A firm approach to project management by the project lead, making sure clear
expectations of partners were set out prior to submitting a tender, and again at the
start of and during delivery. This included partners agreeing the rates that they were
expected to be paid for each output and the targets to be met with the project lead
prior to commencement; and consistent project leadership applied throughout, with
internal re-profiling of outputs between partners where necessary in order to meet
targets;

Open communication and regular, well-attended meetings that allow common
problems to be raised and solutions discussed (as opposed to bilateral contacts
between a project lead and individual partners). For instance one project lead
overcame problems specific to the marketing approach taken by one partner by
offering a greater degree of support where the lead could offer specific expertise;

Clarity of objectives and clear division of responsibilities on each strand of work
within the project (noting that in the case of PL2, many of the projects required
relatively complex delivery plans in order to deliver to more than one target group,
sector or geographical area);

In particular, working with specialised voluntary sector partners who have good
links into specific groups was a successful approach (examples of such partners
include Women and Manual Trades (WAMT) and the Bromley by Bow Centre). In
total 28 projects were VCS-led or had VCS partnerships, although it is difficult to
draw generalised conclusions about the added value of these, given that involvement
was different in each case;

Women and Manual Trades (WAMT) helped the Constructive Learning for London project to
increase the uptake of L3 qualifications among women in the construction industry by advertising
and championing the ESF project to its network. WAMT is a membership organisation and provides
services to its members (including training), as well as campaigning to remove barriers for women
wishing to enter the construction industry.

The Bromley by Bow Community Centre was a delivery organisation for the Skills and Jobs for
Health project. They helped to turn around the performance of the project after some partners
dropped out, by recruiting beneficiaries through face to face events in their local area, in social
housing estates. The lead partner had previously worked with Bromley by Bow Centre and knew
that they could deliver flexible provision that would be suitable for hard to reach groups.

Our review of evaluations identified at least 22 projects where there were partnership
difficulties significant enough to warrant attention in the project level evaluations. Where
partners withdrew from the projects, the most common reasons were:

A failure to understand the objectives that they had signed up to, which became
clear during the contract negotiation process (however, this meant that projects
started off with the problem of having to replace partners before contracts could be
signed off, delaying delivery and not delivering in the geographical areas specified);

A lack of commitment to delivering under ESF, particularly when mainstream-
funded programmes began to overlap with some of the same beneficiary groups,
making it more efficient, in the view of less committed partners, to walk away;

In the case of some partnerships, there were circumstances outside of the project
lead or other partners’ control that had an impact (for instance partners going into
administration, or the project finding out that a key beneficiary group as outlined in

6|k "



Evaluation of the ESF Objective 3 Pan London 2 Programme

their original contract was ineligible for ESF funding — leading to the rationale for the
project being called into question).

Furthermore, there were challenges that were distinct to the PL2 model. These included
managing partnerships across wide geographical areas (and where previously, there
may have been no call for partnership working). In some cases, lead partners had
insufficient experience of working with delivery partners in different parts of London and
once contracts were awarded, it soon became apparent that a few of these had been no
more than ‘on-paper’ partnerships. It is possible that where contracts are large and require
the involvement of many partners, some partner drop out could be expected. However in
the case of PL2, there was a clear incentive for lead partners to contract with partners in
different geographical locations with whom they had never worked before. Not all new
partnerships failed, but such arrangements increased the need for effective project
management by the lead partner, as well as the need for due diligence at the tender
assessment stage.

Some stakeholders and some of the project staff have suggested that the lack of formal
subcontracting arrangements between project leads and partners may have been an
issue in the apparent fluidity of many of the partnerships and an incentive for partners to be
less committed to delivery. This situation arose because of ESF guidance, which meant that
projects had to use a partnership agreement to bind relationships together within a project.
However partnership agreements, much like service level agreements, carry no legal force.
We have found no firm evidence that suggests that this was a direct cause of partnership
failure, however it is likely that this contributed to the risks that project leads had to manage.
For the projects that had consistent established good relationships at the outset, this was
not an issue, which suggests that projects can manage it"e.

The University of the Arts, Kingston College and College of NW London worked together on a
collaborative submission for four tender specifications in PL2, and delivered four projects covering
retail and retail management skills across London. As partners they were able to share intelligence
and good practice (as well as delivery partners) and use similar delivery models. They continued to
work closely throughout the lifetime of the projects.

6.1.2 Recruitment, marketing, referrals and initial engagement

The vast majority of projects, at some point in their development, faced problems with
recruiting to all or part of their projects. However, in overall terms recruitment was not the
biggest issue in relation to performance, as 32 (out of the final 50 projects) achieved
80% or more of their profiled target.

In general:

= The effort expended by projects in recruitment was nearly always greater than
projects had initially planned for;

= SMEs and sole traders were particularly ‘hard to reach’;

» Time and flexibility was often required so different approaches could be
trialled and altered, if the original methods were found to be ineffective.

Projects’ responses to these challenges differed. Key success factors included:

* Fundamentally, the offer of training has to be attractive to the client group in
question; unemployed / employed groups have different needs and there are often
sector-specific issues that also apply to particular employers. Discussions prior to
tendering with JCP, social services and other potential partners can determine what
kind of training is appropriate for the groups they work with. Programmes targeted at

"It is our understanding, moreover, that ESF guidance has been clarified for the 2007-10 ESF programme so
that in future programmes, project leads can sub-contract with delivery partners.
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employees are more likely to be appealing if they are flexible (use of evenings,
distance learning, and so on);

» Building strong referral partnerships with partners such as JCP, Connexions, and
voluntary sector partners — and providing appropriate incentives for them to refer;

= Some projects had substantial links with SSCs and other bodies representing
employers (for example, Town Centre Managers in the case of retail) who could
provide logistical support, models for recruiting beneficiary organisations or give
access to recruitment networks;

= Phased marketing approaches were an interesting approach to engaging hard to
reach organisations (for instance inviting employers to an event and signing up
employers from there). However a number of projects offered such approaches, for
instance capacity building in the form of training needs analysis, and not all recruited
successfully; the key seems to be how this was introduced and ‘sold’ to the employer
as meaningful engagement that will help their ‘bottom line’;

JGA'’s Care to Lead project used a number of different methods to attract interest in their Level 3
and Level 4 training, including targeted direct mailing and the use of existing databases. The lead
partner was able to work with Skills for Care (the SSC for the care sector) in London in order to
recruit from SSC events. Once employers showed an interest, the project also offered training
needs analysis to employers, which showed that there was more demand for Level 4 awards rather
than ECDL (European Computer Driving Licence) as originally planned. One lesson learned was
that it took longer than expected to move from employer interest to actual learner starts.

= Project delivery models that could respond to changes in employer demand —
some projects (and specifications) clearly did not understand the nature of demand in
their particular target sector, consequently leading to changes in focus (qualifications
offered etc.). Some projects recognised that engagement could result in
understanding employer demand better (leading to changes in the anticipated
learning offered, as demonstrated in Case Study 5). They worked around this by
offering a wide ‘menu’ of possible qualifications in their tender, allowing them to build
in a degree of flexibility;

= Some projects sought out new partners in order to deliver their recruitment
targets once it became clear existing partners were not achieving. However, the
coordinating organisation model meant that this could take time (with some
significant changes going first through Ecotec and then to the LSC"");

= Use of specialist partners (often in the voluntary and community sectors or BME-
led enterprises) could help to generate enthusiasm for ftraining in particular
communities or hard to reach groups and contribute towards particular targets for
recruitment. Often, such partners were also used to deliver training, enabling a more
seamless experience of learning;

= Outreach (face to face meetings or targeting particular community
organisations) often worked best for the harder to reach groups, but projects
needed to commit the appropriate resources to enable this and work with appropriate
community groups.

Methods such as conventional advertising (flyers, newspaper adverts) or cold calling had
mixed results: some projects made good use of them as part of a wider set of recruitment
activities. For some they produced very few recruits.

' The LSC only approved significant changes relating to changes to outputs and outcomes and/or contract

values.
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City Lit's MOVE! project focused on recruiting some of the most disadvantaged groups including the
homeless. They made links with key workers to discuss potential learner suitability. Some partner
providers worked directly with particular hard to reach group, such as refugees; other partners have
a more diverse client group. Good communication between hostel managers and providers was
seen as key.

The main reasons for failure to recruit to target were:

*» The withdrawal of partners responsible for recruitment across the whole project
or in one geographical area. Projects could avoid this risk by integrating recruitment
and delivery activities, focusing instead on a joined-up approach to a particular target
group. This seems to be part of the reason why certain projects had success with
BME, disabled and other target groups. Lead partners were also able to share risk by
using several recruitment partners;

» Difficulties identified at assessment stage, where beneficiary groups (particularly
the unemployed or economically inactive, but also workers in traditionally low-skilled
sectors) could not take up training opportunities because they would be unable to
cope with the qualifications offered at Level 3;

= Some target groups had particular links with professional bodies — this was a
particular issue for some of the more professionalised, employed beneficiary groups
and in retrospect evaluations reflected the need for providers to engage with and win
the support of such bodies;

= Disputes between providers and Ecotec concerning eligibility criteria that were
not resolved at initial contract negotiation — resulting in delays to starting up, or
problems in claiming particular outcomes (e.g. certain groups of migrant workers, or
people in receipt of housing benefit). Project specifications (and indeed submitted
tenders) were not always realistic about the evidential burden that such eligibility
criteria could place on providers;

= Overdependence on a single recruitment method or recruitment partner —
sharing the task of recruitment can reduce the risks involved, even for smaller
projects.

= Less frequently, project evaluations recorded instances where Train to Gain
introduced after 2006 was competing for the same beneficiaries (in the case of
employed target groups). SSCs or other bodies may also offer free training to the
same target groups targeted by ESF tender specifications (see the issue of
‘grandfather rights’ for construction workers in Case Study 3).

A project targeted at employees in the health and social care sector found that many businesses in
the social care sector are inundated with offers of training through Train to Gain. More generally,
this applies across all employees who are eligible for free Level 2 or Level 3 training. In order to
make the training more appealing to small businesses or sole traders (dentists, physiotherapists
etc.) the lead partner changed their marketing materials so they emphasised how training could
help meet regulatory requirements, and one delivery partner developed a specialist course in drug
and alcohol abuse at Level 3 which would not be normally be offered through Train to Gain, but
which was appealing because it gave beneficiaries a specialised skill.

A number of projects encountered issues in persuading beneficiaries to disclose any
disabilities. This was more often the case with unemployed learners and evaluations often
noted that they were concerned about disclosing disabilities when they were in receipt of
benefits, even when they were reassured of confidentiality.

Delivery

Key issues encountered during delivery included:

» Keeping employers engaged throughout the lifetime of the project: employers
need to be engaged on a face to face basis throughout the project. For instance, with
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the ‘harder to reach’ employers, conducting an initial training needs analysis is not
enough if there are no ongoing incentives or motivation provided for them to devote
the time to release workers for training;

= Information, advice and guidance needs to be provided throughout the lifetime
of a project, particularly with hard to reach groups who need career guidance,
mentoring, and support with writing application letters and CVs, for example;

= On site assessment is an effective way of engaging employers and was used by 21
PL2 projects across a range of sectors including retail, construction, and health and
social care. However, projects need to have the requisite experience to deliver it —
assessors need to be closely monitored and managed to ensure that visits are
carried out and that these are beneficial to the employer;

= Careful consideration needs to be given to e-learning approaches and their fit
with different sectors — for instance many hard to reach construction workers or
retail staff are quite transient and will not always respond to e-learning approaches,
or have the ability to deal with them;

One notable success of PL2 was the integrated approach to Skills for Life in training
offered in the ‘Hard to reach adults’ and ‘Level 3’ themes, applied to delivery in a particular
sector. 27 projects offered SfL qualifications as part of their overall activity, while 16
projects were given a profiled target for this activity. However it is difficult given the multiple
factors involved to draw any firm conclusions between SfL provision and eventual
progression to employment.

The London College of Beauty Therapy offered SfL training in small groups embedded within the
qualification in order to raise students’ aspirations and confidence, underpinning students’ ability to
learn and the high achievement rates. Teaching assistants helped students with their written work
throughout.

Sourcing work placements, and recruiting beneficiaries to take part in them, appear
to have been a particular issue for several projects. Many projects that were otherwise
successful noted difficulties and underperformance in this area of activity. This may have
been because of JCP rules on eligibility being unclear at the outset; a reluctance among
beneficiaries to give the time (even with support costs available to them); and recruitment of
employers to offer job placements. Some projects appear to have had an assumption that
hard to reach beneficiaries would attend something just because it is ‘free’ — in reality, there
will be multiple barriers to engagement and projects need to identify what these are. Project
evaluations also highlight the high level of paperwork and evidence requirements (e.g.
statements from placement line managers and colleagues) for work placements, although
the requirement for health and safety assessments is common to all work-based learning
(and not only ESF).

Salon Strategies worked closely with the Ethnic Hair and Beauty Association and specialist partners
in retail training to secure work placements for their project aimed at NEET young people. In the
end employers offered more placements than the project could fill; it was attractive to employers to
offer placements because the concept of the programme was developed to address a skills gap in
the hair and beauty sector where they had difficulty recruiting and employing front of house
reception staff. Work experience in the salon environment and skills training for front of house staff
took place side by side (for example, one day on placement and the rest of the weekdays in
college.

Account 3’s Moving Up project, targeted at finding employment in the childcare sector for women,
was able to use contacts with employer networks developed through its previous experience in
order to find work placements of two days a week. They worked closely with Early Years Network
Tower Hamlets, who were contracted to supervise work placements, increasing confidence among
participating employers. Another major driver was the demand from employers for new staff: there
are certain boroughs in London with shortages of childcare staff and hence recruiting new workers
is a priority for employers and local authorities.
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Achievement, progression, and monitoring outcomes

As has already been noted, a major achievement of PL2 was the accurate recording of
outcomes and there were relatively few beneficiaries with unknown destinations (relative to
other LSC co-financed ESF programmes).

Ecotec’s firm approach to managing this part of the programme paid dividends in terms of
providing high quality data, and in assuring that the majority of projects provided clear,
analytical final evaluations.

Furthermore, clear guidance was provided by Ecotec in relation to recording
beneficiaries’ disability and ethnicity status, resulting in an improved picture of the
composition of the ESF beneficiaries relative to previous programmes.

At project level, flexible, and where relevant work based delivery was the main
characteristic of successful achievement, ensuring that beneficiaries were retained and
motivated to complete learning programmes (see the case studies). However the corollary
of flexibility is allowing the time necessary for employees to complete qualifications at their
own pace — which was not always appreciated by some projects or by the ambitious targets
set in the specifications for full NVQ3 qualifications. For instance, one specification required
that full NVQs were to be delivered to volunteers.

Particular issues encountered included:

= The failure of some projects and specifications to understand the exact nature
of learner needs in relation to level of attainment. For instance, one project met a
high demand for ESOL but was unable to deliver it for much of the first year because
a significant change form had to be produced and processed. The initial specification
had allowed for delivery at a level that was too high for learners to realistically
achieve, and to their credit the project did not accept learners who were not able to
reach the required standards;

= Beneficiaries were able to access support costs, but in some cases projects
stated that evidential requirements meant that it was cheaper for providers to
pay support costs themselves (issues over the eligibility for funding of weekly
travelcards was raised in most of the case study interviews);

= The length of the PL2 programme (once set up time is taken into account) was
simply insufficient for projects to deliver many of the full NVQs that they were
originally contracted to deliver (see above);

» Furthermore (although this is mainly anecdotal evidence drawn from projects’ own
projections) it is likely that there will be unclaimed achievements and
progressions as a result of recruited beneficiaries not being recorded as
achievements in time for the final MMR deadline;

= For a few projects, there seem to have been clear misunderstandings about the
nature of monitoring requirements under ESF. While the PL2 paperwork was
generally acknowledged as particularly onerous, most projects coped with it and
adapted their systems to meet the demands placed upon them. The systems used by
Ecotec, such as PDM Data, helped in this regard.

Recorded progression rates fluctuated widely between projects and from the majority
of project evaluations, it is difficult to tell conclusively why there was such a high degree of
variation, particularly in relation to otherwise successful projects.

However this is where a large proportion of the PL2 programme’s underspend lies
and it is possible that evidence requirements were too rigorous for projects to claim
outcomes. Also, many outcomes — particularly employment outcomes — take time to
materialise and beneficiaries may need an ‘extra step’; this has been a perennial feature of
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ESF programmes and not unique to PL2. Frequently, employment outcomes were revised
downwards as projects progressed.

The other side of this argument is that with the monitoring requirements in place, it is
possible to get a much better picture than previously of actual outcomes. This is discussed
further in the programme level lessons below.

At a project level, project evaluations tentatively suggest the following conclusions:

= Monitoring progression was too resource intensive for providers who are not
accustomed to monitoring or evidencing outcomes under other funding streams;

* Projects and providers need to develop (and be supported in developing)
systems that can follow up outcomes after longer time intervals (and programme
management also needs to be sensitive to this issue);

» Beneficiaries can be provided with incentives to re-engage (such as celebration
events), although this alone is unlikely to lead to major differences in recording
outcomes.

Programme level

The following part of the report examines some of the characteristics of the PL2 programme
and how they contributed towards the overall successes or challenges.

Limited flexibility

One effect of the coordinating organisation model is that it curbs the flexibility that is more
typical of previous LSC co-financed projects.

Limited flexibility in this case is characterised by:

= A very tight focus on performance against the originally submitted tender (Appendix
1) and contracted outputs, outcomes, and milestones (OOMs) as a way of assessing
the project and risk to delivery;

= Firm evidence requirements for claiming OOMs and support costs and payment only
upon delivery of these;

= A set procedure for approving significant changes to project delivery and allocation of
funding between budget lines, a process that required Ecotec’s and subsequently
LSC approval — consequently making it quite lengthy.

Limited flexibility is a function of the model rather than a consequence of Ecotec’s actions —
by its nature, a coordinating organisation cannot be as flexible as a funder, and as party to
a contract, it has to limit its exposure to risk.

The positive aspect of limited flexibility (coupled with payment on delivery of OOMs) is that
due to the line taken on outcomes, funders can be much more certain that money has
resulted in particular outputs and outcomes — and the value for money of the programme
can be seen much more clearly.

Ecotec also took a firm line on correct recording of beneficiary characteristics (as evidenced
by their introductory presentation to beneficiaries) as well as ensuring that data on
‘destination unknowns’ was limited. This is a major achievement of PL2.

It should also be emphasised that the majority of programme evaluations and case studies
were of high quality (although the impact reports on ICT, sustainability and equal
opportunities were clearly focused on compliance and risk management).

However, the drawbacks of limited flexibility are also clear:

= The time taken to examine and approve significant changes left projects that
were unwilling to ask for retrospective changes facing major delays, and those that
were less committed to the objectives of ESF with an excuse for further delay and

6|k N



6.2.2

6.2.3

J5545

Evaluation of the ESF Objective 3 Pan London 2 Programme

underperformance. Few significant changes were turned down, perhaps due to good
contract management and effective negotiation;

= The firm line taken on evidence for progression (and to a lesser extent, support
costs) means that all data on progression is conservative (as it excludes those
beneficiaries who were unable to provide firm evidence, those beneficiaries that
providers were unwilling to follow up, as well as those who finished after the
programme closure). On the issue of support costs, it is likely that at least some
bidders overinflated them in order to appear as if they were targeting harder to reach
groups, and so the evidence requirements cannot entirely be blamed for the under-
spend.

= The approach resulted in a few obvious instances of ineffectiveness, for instance,
one evaluation suggests that a project felt compelled to carry on spending money on
a marketing plan that they had been contracted to deliver, but which they already
knew would not work although the project itself must take a share of the blame for
this.

Contract management

The projects that we interviewed were generally complimentary of the approach taken by
the Ecotec contract managers, noting only a few cases where information had been
provided that later had to be rectified (for those projects that delivered under PL1, a marked
improvement was noted).

Strategic design and fit of Pan London 2
PL2 had a number of features that distinguished it from other types of ESF funding:

= |t was designed to complement mainstream objectives closely and support the
achievement of regional skills targets set by the LSC and described in the FRESA.
This represents a departure from the more usual target of ESF funding which is
focused mainly on disadvantaged groups in highest need (although there are still
many of these beneficiaries represented in PL2 outputs);

= As part of the programme was strongly oriented towards employers, there was
an expectation that provision would meet employer demands for training in sectors
where needs had been identified, particularly in regard to Level 3 and ‘hard to reach’
employers such as small retailers, sole traders in construction and other SMEs,
which lay outside the scope of mainstream funding in 2006;

= A relatively short delivery timescale and ambitious targets for projects with
significant funding allocations;

*» The large scale of projects meant that there were relatively fewer VCS project
leads, although there was much more VCS involvement at partner level. For instance
37% of project leads in the recently completed ESF programme co-financed by the
LSC London Central were VCS providers, against 19% for PL2.

It is worth examining the value and impact on programme performance of each of these in
turn.

Being close to mainstream objectives did allow for supporting NEET groups into
education, for example, and workless beneficiaries towards the labour market (the focus on
Skills for Life throughout the programme specifications is a good example of how this
operated in practice). There have also been impacts (observed through evaluations and
case studies) of new partnerships being developed and new providers coming into the
market, mainly as partners to project leads with prior experience of mainstream
funding). However, PL2 quickly found that changes to the mainstream skills agenda had
major impacts at both programme and project level — meaning that in some cases, PL2
ended up competing for the same beneficiaries as Train to Gain, particularly towards
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the end of its life. While some projects stayed close to the goal of recruiting severely
disadvantaged groups, other providers and partners saw an opportunity to withdraw. This
is a major risk for any programme that is ‘too close’ to the mainstream and inevitably
has an effect on the amount that projects claim.

It cannot unequivocally be stated that PL2 was a programme that met employer demand by
virtue of its design. There was good practice in a number of projects in engaging employers
(as evidenced by the Retail Skills Network consortium and Success for Sport, to give a
smaller example). However, in both these cases it was the projects themselves that
were responding to demand ‘on the ground’; finding that in order to ‘sell’ training,
they had to adapt their offer to meet employer need. There is a strong case to be made
that in future programmes with an employer-facing focus, all projects should have the scope
within their plans to refine and develop employer engagement at the beginning of delivery.
Scoping out the demand that is actually there and being able to adapt their offer accordingly
instead of putting forward tenders on what sometimes turned out to be a flimsy evidence
base (tenderers' were given one month from the issue of ITTs to put together partnerships
and write their tenders). The related issue of the quality of specifications is discussed
below.

Given the scale of the projects and the ambitious targets, two years was a relatively
short time for projects to get started on delivery; delays in starting up are an ‘iron rule’
typical of almost any programme run under short term funding. This was exacerbated by
the amount of preparatory work on partnerships that some projects had to complete before
they could even get started. New tendering rounds or recycling of funds could have taken
place, but given the timescale a reasoned decision was taken by the LSC and Ecotec to
focus on improving delivery among existing projects.

In relation to voluntary sector involvement, it is certainly true that the smaller VCS
organisations could not have managed projects on the scale of many of the PL2
projects and were thus excluded. However, the question must be whether voluntary sector
management adds value. In this case, the evaluations show that the projects that made
VCS involvement integral not just to engaging beneficiaries, but also to project delivery,
revealed innovative approaches to their work.

Specifications
There are a number of lessons to be learned from the writing of the specifications:

» The specifications were initially developed in 2005. Given the focus on underserved
parts of London’s employer base, much could (and did) change between their writing
and the start of PL2 delivery. Specifications need to be up to date;

= The decision to focus on Level 3 and worklessness was taken at a relatively late
stage in the development of the specifications, and some of the specifications
(notably those in measure 3.1 and OYM) thus became very challenging to deliver,
with an equal and dual focus on both these different target groups (employed and
unemployed);

= The original drafts were consulted upon with SSCs, which is a very positive aspect of
their development, but there was no time for the final versions to be opened up to
potential providers for consultation, which could have led to some of the poorer
specifications being refined. Nor was there any specific consultation to make sure
that specifications supported local area agreements (LAAs).

Nevertheless, the challenging specifications were the main driver behind some of the
innovative practice observed across PL2 projects, and it is important that in future, lessons
are learned so that specifications not only set a high standard in terms of expected quality,
but also realistic to deliver.
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Assessment of tenders

Assessment of tenders under Open and Competitive Tendering (OCT) was undertaken by
Ecotec. For most of the specifications, Ecotec reported that a number of tenders were
submitted. However, it was clear that some of the projects chosen had very weak
partnerships and it is worth examining if the assessment process could be improved.

In particular, there are a number of instances where employer demand for different types of
training and awards, as well as learner needs for training at particular levels or basic skills /
ESOL support differed from that envisaged by the tender specifications and submitted
tenders. Some of these differences only became apparent after the contract negotiation
process had been completed.

Although due diligence of partnerships’ ability to deliver can only be taken so far; it should
be noted that project managers were not interviewed, which could have led to a better
assessment of providers’ track records and partnership strength.

The contract negotiation process therefore became the main period when changes were
made to the contracts and discussions took place, and the point when deficiencies in
projects’ delivery models (and weaknesses in specifications) became apparent.

Overcommitment

One of the major factors specific to PL2’s performance about spending was a
decision taken by ESFD in summer 2007 to require all regions to return uncommitted ESF
funding and to refrain from any further recycling of funding between projects and/or granting
of additional funding to projects to manage a national overcommitment of ESF. The London
stakeholders protested this decision. Given that overcommitment and recycling of
funding is a specific feature of most ESF programmes, this decision seems puzzling
(especially when the quality of data from PL2 is taken into account) and it was a unique
circumstance that undoubtedly contributed further to the underspend observed, although it
is impossible to attribute a value to this factor.

Sustainability

It was clear that many projects did not anticipate that their work could be sustained. While
projects were given a separate place in the original tenders to discuss exit strategies, we
found scant evidence pointing to any projects being continued, in any form, beyond project
closure. Anecdotally, through the case studies, we found evidence that lessons had been
learned and learning products developed, and in some cases, networks and partnerships
had been established which could contribute to future delivery of ESF or indeed,
mainstream funded provision. Elsewhere, some of the project evaluations relating to
projects that had delivered poorly stated that turnover of partners meant that work could not
be sustained.

Deadweight and displacement

The ‘closeness’ of the programme to mainstream objectives and its effects have already
been remarked upon.

The data does not allow for a detailed discussion of deadweight and displacement effects,
but from our review of evaluations, it is clear that most of the activities could not have taken
place without ESF funding. The added value of the programme is seen most clearly by the
extent to which it delivered training to a large number of people who would not have
otherwise have been engaged (especially SME employees which are often neglected by
mainstream provision, and disadvantaged / hard to reach groups). There is also evidence
that when projects encountered difficulty with overlapping mainstream provision, they tried
to change their offer to give employers and learners different opportunities.
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The role of capacity building at programme level

The PL2 model allowed projects to access both technical assistance and the support of
specific capacity building projects that were commissioned as part of the programme.

The main lessons to be drawn from the role of capacity building at programme level are:

One of the capacity building projects specifically focused on self assessment by
providers proved problematic from the start because the capacity building provider
was seen by at least some of the other providers as a rival, to which project
managers were reluctant to discuss business improvement with;

The second capacity building project was much more successful in recruiting
beneficiaries, and not so controversial as it was primarily focused on workshop
delivery to potential future providers of ESF work, but it had to get round an issue
where the stakeholders of PL2 did not provide it with the contact details of
beneficiaries, on which its original delivery model was predicated;

None of the strategic stakeholders were able to explain the precise functions of
capacity building or where it ought to have been targeted, or how it was monitored —
if capacity building is to be properly targeted, it has to be based on identified
need.

There were some instances of capacity building taking place between project partners
(Case Study 5 provides a good example) and capacity building of employers engaged in
the programme (for instance, through training needs analysis or the use of existing
employer networks in the delivery of training).

Summary

The key points arising from this section are:

There were large variations in performance between projects, in terms of
recruitment, progression and spend, that are not directly correlated with policy field or
theme.

Strong partnerships were characterised by partners who had previously worked
together, a firm approach to project management, open communication between
partners, a clear division of responsibilities and the use of specialist partners. In
particular, working with specialised partners from the voluntary sector or enterprises
serving target communities yielded dividends because of their existing contact with
beneficiaries or an ability to deliver flexible provision. Internal capacity building from
project leads can help to develop partners’ involvement and manage the risk of other
partners dropping out.

Many partnerships had difficulties such as partners leaving the project early on. This
was due to partners’ lack of commitment or lack of understanding of aims and
objectives, unfamiliarity arising largely as a result of the geographical spread of
partners, and in some cases, competition with mainstream provision. Occasionally,
there were issues over the eligibility of beneficiary groups.

Many projects faced difficulties with recruitment, which often took much longer than
they expected. SMEs and sole traders were particularly ‘hard to reach’ and
successful projects had to be flexible enough to change their approach to recruitment
if required by the situations they faced. Good practice includes the use of different
recruitment channels to manage risk, phased marketing for SMEs (such as the use of
events), the use of outreach, the use of partners who can give advice on labour
market conditions (such as employer representatives and professional bodies), and
effective referral partnerships with partners such as Job Centre Plus and
Connexions.
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The timing, length and content of the course must be relevant to employers so that
the offer of training is attractive (and not just ‘free’).

Careful consideration needs to be given to e-learning approaches and their fit with
different sectors — for instance many hard to reach construction workers or retail staff
are quite transient and will not always respond to e-learning approaches.

A key lesson in employer engagement is ensuring that they can see the benefits of
training on their bottom line and that the offer of training to employees is flexible
enough to accommodate one to one sessions, mentoring, delivery at evenings and
weekends, and catch-up sessions.

A large proportion of the underspend was due to projects missing their progression
targets. This is partly because of the length of the programme and it is likely that
stringent monitoring requirements also had an impact (making monitoring very
resource-intensive), although successful projects did devote resources to following
up beneficiaries and altering outputs where possible so that beneficiaries could
achieve within the given timescale.

The coordinating organisation model led to some limits on projects’ flexibility. This
had both benefits (correct recording of data) as well as drawbacks (perhaps too firm
a line was taken on evidencing progression and support costs)

The development of the specifications was not a smooth process and although the
original specifications were consulted upon with SSCs and strategic partners,
important changes were made shortly before the tenders were issued. The lack of
dialogue with potential providers at that point meant that there was no opportunity to
refine specifications and ensure that objectives were realistic

The requirement placed on the LSC not to recycle funds undoubtedly contributed to
the underspend, given the particular characteristics of ESF projects and their
historical performance

Capacity building efforts need to be properly targeted, evaluated and based on
identified need.
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CONCLUSIONS AND RECOMMENDATIONS

This section presents a summary of the key conclusions concerning the impact of Pan
London 2 on beneficiaries and the wider workforce, as well as a series of recommendations
for future projects and programmes which have emerged in the course of the evaluation.

Key impacts on beneficiaries and the workforce
Total number of beneficiaries

The ESF Pan London 2 programme supported a total of 16,452 beneficiaries across
all 57 original projects, amounting to 67% of the volume contracted for at the outset. It
should be noted that this figure includes the contracted volumes with terminated projects.
Given that roughly half of the projects met their originally contracted recruitment targets
(and in some cases, exceeded them), beneficiary engagement should be seen as one of
the main successes of the programme, once the challenging circumstances encountered at
project and programme level described in section 6 are taken into account.

Skills and qualifications

6,889 beneficiaries achieved one or more accredited qualifications through their
engagement in the programme, which represents 65% of the total number of learners that
started a qualification. This is a positive outcome, given the volume of hard to reach
beneficiaries (both unemployed and employed) in the learner base, and given that 55% of
beneficiaries had a prior attainment below Level 2. In total 10,393 qualifications were
achieved.

PL2’s main focuses were tackling worklessness and increasing skills at Level 3. Among the
beneficiary groups, most of the effort was directed towards hard to reach adults (60% of all
starts spread over 19 projects). In addition to this many of the Level 3 starts (33% of the
total) can also be considered as hard to reach, because they work for SMEs and/or sectors
that mainstream provision find it difficult to reach (e.g. women in construction or SMEs with
BME workforces).

For those projects whose main theme was delivering provision at Level 3, the success rate
for provision at L3 or above was 68%, which compares favourably with mainstream
provision. Across all the PL2 projects, 3,424 qualifications at L3 or above were
achieved. The most successful projects benefited from providing flexibility for
learners and employers (on-site teaching and assessment, training taking place outside of
working hours, distance learning and one-to-one support), as well as providing
mentoring, additional ICT support and bringing employers or employer networks into
the design and delivery of the project (for instance, through work that combined work
placements and structured training).

Another major success of PL2 was the widespread practice of embedding Skills for
Life provision into the training offer. 3,094 Skills for Life accreditations were achieved
and almost half of provision below L2 was SfL provision, thereby contributing towards
increasing literacy, numeracy, and employability. The success of embedding SfL is
particularly evident among those projects targeting NEETSs, with 67% of starters who were
NEET achieving a SfL accreditation.

The main reasons why projects failed to reach targets for achievement of qualifications
were partners dropping out, and failure to offer awards that met the needs of learners and
employers.

Employment outcomes

1,937 economically inactive or unemployed beneficiaries (16% of the total number of
beneficiaries in this group) were recorded as having gone into employment. The
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actual number is likely to be higher because of the high standard of evidence required, the
transient nature of some of the beneficiary groups, and that the data only covers outcomes
up to August 2008. A further 991 unemployed or economically inactive beneficiaries went
into further education or training.

Those projects that succeeded in gaining employment outcomes tended to have
close relationships between some or all of the partners and particular employers,
which enabled them to source work placements that filled specific labour market gaps —
ultimately directing beneficiaries into employment. Information, advice and guidance such
as careers advice or support with job search is not enough on its own for the hardest to
reach beneficiary groups. There is also evidence to suggest that issues concerning benefit
eligibility and taking up offers of training or work placements came into play.

Addressing inequalities in the labour market

The most notable success of the PL2 programme is the high engagement of
beneficiaries from target groups who are at greater risk of exclusion from
employment: the programme exceeded its targets for recruitment of women, ethnic
minority groups and people with disabilities and contributed towards challenging gender
stereotyping in a number of key industries (e.g. construction, beauty therapy). Across the
whole programme, 55% of beneficiaries were women, 61% came from ethnic minority
groups and 13% had a disability.

In part, this success is due to the approach of having specific targets for recruiting
these groups — anecdotally, a number of projects recruited more beneficiaries in these
groups than they could claim for. Also, Ecotec continually reinforced the message that
beneficiary data needed to be accurate, and projects were encouraged to ask beneficiaries
and record disability status accurately.

Successful projects themselves also adopted innovative strategies for engaging with
disadvantaged and hard to reach groups. These included engaging partners with
specialist experience whose role was to recruit and deliver training to particular groups
(often, but not exclusively, from the voluntary and community sector), using intensive
recruitment and phased marketing techniques to reach SMEs (for instance the mystery
shopping model for retailers, developed by the Sector Skills Council; or offering training
needs analysis), linking in with professional bodies and ensuring that referral links
were well established prior to delivery.

Projects frequently underestimated the effort and time required in order to move
from engaging with hard to reach beneficiaries and employers, to signing learners up
for training. Recruitment and engagement methods also had to be flexible enough to
respond to the needs of the market, and spread the risk so that the withdrawal of one
partner did not derail an entire project.

Supporting employers

A notable success is the engagement of SMEs, with 1,812 SMEs being engaged across
the PL2 programme. Of these 1,500 SMEs were small or micro SMEs with under 50
employees.

These employers were largely in the health and education sector, which includes care
homes and employers connected with sports (44%); with smaller numbers in the
distribution, hotels and related, which includes restaurants, cafes and catering
companies (22%); and construction (10%). All these sectors show a close fit with the
priorities laid out in the FRESA.

The key success factors in engaging employers appear to be the offer of flexibility
(as described above), making sure that the offer of training fitted their particular
labour needs, a willingness to continue to engage and motivate employers
throughout the lifetime of a project, and above all, ensuring that employers are able
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to see that the potential and actual impacts on their bottom line. This is especially
important with employers in key target sectors, who are frequently contacted with offers of
‘free’ training paid for by mainstream funding.

Soft outcomes

Soft outcomes are obviously harder to quantify by their nature, but although PL2 had a
very strong focus on harder outcomes this was not at the detriment of collecting
information on softer outcomes, via the systematic use of beneficiary case studies
as part of the monitoring process, demonstrating the ‘distance travelled’ from initial
assessment. Anecdotally, projects that we spoke to found the production of case studies to
be a helpful exercise. In addition, many projects’ final evaluations were of sufficient quality
to incorporate information from beneficiary focus groups or surveys; this is commendable.

The main soft outcomes identified among unemployed participants were increases in
confidence, ability to search for appropriate jobs, increased knowledge about the
world of work, and in the case of NEET groups, interest in employment, enjoying
learning and improved behaviour (e.g. punctuality) came through as important. For
employees and their employers, soft outcomes tended to include greater job
satisfaction, increased motivation, reduced staff turnover and to a lesser extent,
increased productivity. Employed learners particularly appreciated tutors who had
experience in their sector; this provided a key person that could empathise with difficulties
such as finding the time to take on structured training activities.

One gap that was not addressed by all projects was a lack of ICT skills among
beneficiaries, which can lead to difficulties with learning and assessment (particularly if e-
learning is an integral part of training). A lack of ICT skills is a feature of sectors where
employees are transient or not traditionally using ICT (e.g. construction, retail). However,
integrating ICT support into the training offer appears to be the best way to address this,
rather than offering a stand-alone qualification such as ECDL which smaller employers may
not see as offering good value.

Pan-London impact

95% of beneficiaries accessing the programme lived in the Greater London area,
higher than the target of 80% written into the original contracts. However profiled
provision was skewed towards the areas of greatest need, primarily in the East region, and
West and Central (to a lesser extent). This skewing of provision became more apparent in
the actual beneficiary data, which showed that East London had gained many learners at
the expense of the other sub-regions.

It is possible that this arose partly out of changes in demand in the areas concerned.
However many of the project evaluations cited changes in delivery partners as being one of
the main reasons why geographical focus changed during the lifetime of projects. This
illustrates some of the difficulties involved in working with unfamiliar partners, and in the
setting of precise geographical targets for coverage.

Providers and partners

The nature of PL2 meant that projects were composed of numerous delivery
partners, managing mainly large scale contracts. This had a detrimental effect on the
number of voluntary sector providers who were able to lead projects. However it is
clear from the evaluations that the project leads that contracted with voluntary sector
partners who were able to fulfil specific roles were among the better performing contracts,
although it was not the only success factor across recruitment and delivery.

In general, not many of the providers in PL2 were entirely new to ESF provision (44
lead providers had prior experience of ESF, if not necessarily with the LSC as a CFO; while
34 lead providers were also delivering ESF provision for the London LSC sub-regions). This
is to be expected, since contracting with inexperienced providers carries a degree of risk.
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Partnership failure was a critical issue for many project leads, who were faced with
replacing partners or reprofiling deliverables within their partnerships. Successful
partnerships had a clear understanding at the outset of the requirements of ESF and the
challenges of engaging with hard to reach groups, and what each partner was expected to
deliver.

There is some evidence to suggest that while capacity building at the programme level was
not successful, successful project leads ensured that they built the capacity of their
delivery partners in order to manage risk. This could be through assisting them with
accreditation or marketing efforts, and communicating openly with partners.

Process and programme management

A key success of PL2 at the programme level was the collection of reliable data
about outputs and outcomes, and there are important lessons to be learned for future
projects in managing data collection. The high quality of data makes it much easier to see
exactly what outcomes have been purchased.

It was generally felt by providers that Ecotec’s contract management was of high quality
and that good guidance and risk management was provided at the outset and throughout
the programme.

The main issue at programme level was a £10 million underspend. Although many projects
felt there was a trade-off between strict evidence requirements and drawing down their
funding, this is only a small reason for this underspend. The design of the specifications,
the poor delivery records of some project leads, the lack of flexibility inherent in the model,
decisions taken by ESFD and the inability to have more tendering rounds, the overlap with
mainstream objectives (as the flexibility of Train to Gain increased), and the ambitious
timescales involved in moving from project planning to delivery — particularly where delivery
arrangements were bound to be complex — all played their part.

Key recommendations for future projects

Projects must ensure that robust project management arrangements are in place that
can meet the specific requirements of ESF

Strong leadership and project management, including learner tracking, is vital to delivering
complex projects successfully, where delivery is dependent on several partners. Clear
expectations of partners and a division of responsibilities should be set out before
tendering, and throughout the delivery process. Lead partners should agree the rates that
delivery partners ought to be paid for each output at the outset, with internal re-profiling of
outputs where this is necessary. Lead partners need to have a number of specialist
recruitment and delivery partners in place so that risks associated with partners dropping
out can be mitigated. Open communication and regular meetings between all partners are
essential to the smooth running of a project and the collection of evidence that meets ESF
standards. Lead partners should consider taking on a capacity building role with delivery
partners, so that the latter can develop and take on more responsibilities should the need
arise.

The use of specialised partners with specific roles can help to ensure that hard to
reach groups can be engaged

Partners from the VCS, businesses and networks that work with target groups, professional
bodies, SSCs, local authorities, and Job Centre Plus can all be useful partners. They can
advise on project design and issues that arise when engaging with particular sectors or
communities, specialist skills in recruiting and delivering to target groups, and referral and
exit pathways for beneficiaries.
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Recruitment of hard to reach beneficiaries may require more effort and time
compared to mainstream provision

A mix of different recruitment techniques needs to be in place in order to recruit hard to
reach beneficiaries. In the case of employers, the use of phased marketing and offers of
other support, such as more intensive training needs analysis than that offered through
Train to Gain, may be required. Outreach activity and delivery in community locations are
an essential part of recruiting and delivering to hard to reach adults and young people, but it
should not be used in isolation. Effective referral partnerships are just as important. Most of
all, projects need to be able to develop successful recruitment methods over time, and
adjust them where necessary; this may include adapting the offer of training so that it
matches the needs of different target groups and employers.

Basic skills (including ICT) assessment and provision should be an essential part of
ESF delivery

The integration of Skills for Life into the delivery of sector-specific training has been one of
the major successes of PL2. Alongside SfL, assisting beneficiaries with ICT should be
prioritised; and in the case of many hard to reach groups one to one support, mentoring,
childcare / transport support and enrichment activities are beneficial.

Flexibility in delivery is important for engaging employees in SMEs

Flexible delivery includes not only on-site training and assessment, but also flexibility in
delivery times (evenings and weekends), the use of distance learning techniques and catch
up sessions, and adapting the teaching used so that examples are relevant to SMEs.
Careful consideration should be given to e-learning approaches and their fit with different
sectors.

Work placements need to be appealing to SMEs

When projects are ‘selling’ the value of work placements to employers, scoping out
employer demand and gaps where SMEs have difficulty in recruitment can help to
persuade employers to take part.

Progression and employment outcomes take time to materialise

For many hard to reach beneficiaries, employment may not be the only positive outcome:
they may go into further training or volunteering, or begin a job search, but employment
outcomes may come later. The use of work placements can help to get people back into
work, but they must be tailored so that they can help to fill labour gaps in targeted sectors,
and need to fit with JCP eligibility criteria (where appropriate). Given that particular groups
of beneficiaries (retail employees, NEET young people) are particularly transient, projects
and programme management should recognise that it may not be possible to capture all
employment outcomes.

Key recommendations for future programmes

ESF programmes need to be sufficiently distinctive from mainstream provision so
the two do not overlap, and so that ESF can be used to target the groups and sectors
that are most in need

While there is a rationale for ESF Objective 3 programmes complementing mainstream
learning and skills objectives, the experience of PL2 showed that this does not necessarily
translate into improved rates of employment outcomes. With the mainstream skills agenda
changing rapidly (and it is likely to change further in future, as local authorities take on a
wider role) ESF programmes aligned too closely to mainstream objectives run the risk of
competing for the same beneficiaries, which was reported by a number of PL2 projects —
particularly those in priority sectors also targeted by Train to Gain. This increases the
challenges of recruitment and also takes the focus of ESF away from its core purpose of
targeting the hardest to reach groups. If ESF programmes continue to be aligned closely to
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mainstream objectives, it is important that they work closely with local authorities and the
framework of local area agreements (LAAs) as well as having the flexibility to change their
beneficiary focus should their target groups become more eligible for mainstream provision.

Tender specifications need to be developed carefully and be focused on target
groups according to distance from the labour market

Tender specifications need to be developed more carefully so that they are up to date with
labour market needs at the time of tendering. While the PL2 specifications had a long
gestation, changes that were made shortly before they were issued to providers led to
specifications in measure 3.1 having a dual focus on both employed and unemployed
beneficiaries. In retrospect, despite a few notable successes in upskilling unemployed
beneficiaries to Level 3, the different requirements of the two beneficiary groups made
these specifications more difficult to achieve. The same applied to On Your Marks projects,
which stakeholders noted had little connection with the rest of PL2 delivery. In future, each
specification should focus on beneficiaries that experience similar challenges in terms of
their distance from the labour market, giving projects the chance to focus their energies and
build up expertise. Allowing for a short period of open consultation with potential providers
prior to final specifications being issued would allow some of the more salient problems
encountered in PL2 (difficulties over the eligibility of particular groups; the appropriateness
of particular qualifications for different groups) to be identified prior to contract award and
negotiation with providers.

Programmes should not seek to give projects incentives to create artificial
partnerships across wide geographical areas at the cost of effectiveness

The requirement for PL2 projects to focus on beneficiaries across the five London sub-
regions encouraged lead partners to put forward partnerships that turned out to be unviable
(this was the case for most of the terminated projects and those that failed badly). In future
any Pan London requirements must be based on a clear rationale (e.g. targeting transient
groups) and should not give incentives for leads to put forward ‘risky’ partnerships. A
possible way around this for funders might be to encourage consortium tenders across
similar specifications, where lead partners can follow similar models and share good
practice, but where the different delivery partnerships in the consortium can focus on
particular sub-regions.

Assessment of projects should give better consideration to track records and the
strength of partnerships

It was apparent in PL2 that greater attention needed to be paid to assessing the viability of
partnerships at the tender stage. While much commendable work was done by Ecotec in
the contract negotiation phase (e.g. requiring partnership agreements) it also became clear
at this stage that key partners were not committed to delivery. While it is impossible to
ensure the absolute veracity of tenderers’ claims, the assessment process should at least
include an interview where key partners for each tender are required to make a joint
presentation and explain their roles in proposed delivery. A successful track record in
delivering ESF work for other CFOs is not necessarily a good indicator of potential success,
because of the different reporting and evidence requirements of different CFOs. This
problem should however diminish as we understand that CFOs are in the process of
harmonising their requirements, which should help providers.

Project size should encourage a diversity of providers, including providers from the
VCS

It is important that future ESF Objective 3 programmes ensure that opportunities can be
given to new providers and providers that have expertise of dealing with hard to reach
groups (within an appropriate framework of risk management). A focus on larger contract
values can discourage smaller providers (including the VCS) from submitting tenders and it
is important that in future, tenders have a greater range of sizes in order that providers can
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build their capacity through delivery. This would not only benefit VCS organisations, but
small private providers (such as social enterprises or business networks working with
particular beneficiary groups) to have a larger share of project management.

Projects and partnerships could be given time to develop prior to longer term
contracts being awarded

The use of a structured contract negotiation process to determine the suitability of project
partners to deliver is good practice, but it inevitably leads to some projects being ‘high risk’
from the start of delivery or projects being terminated, with a consequent risk of
underspend. Future ESF programmes could consider the approach used by EQUAL or
funders such as the Big Lottery managed Community Assets Fund, where potential
recipients of funding could write outline tenders for an initial ‘development phase’ where
lead partners could access a small amount of funding to scope out precise beneficiary
needs and develop their partnerships, prior to the a formal tendering process and the award
of contracts'®. Such an approach could reduce the risks encountered during delivery, but it
would inevitably lengthen the time required before the start of delivery.

Projects should have the flexibility to adapt their methods and offer to accommodate
employer demand

Future ESF programmes, in particular those working with employers, should recognise that
projects may need to adapt their offer of training and recruitment methods in order to be
effective. The process of making significant changes to delivery in PL2 could be lengthy,
but it was widely recognised as by providers as fair. However these processes need to be
speeded up, particularly where it has been noted in advance that projects are responding to
employer demand in a particular sector, or where projects need to improve their own
marketing processes.

The good practice of PL2 in drawing out accurate data (including data on soft
outcomes) should be kept in place and built upon

The quality of data collected during PL2 is a major success and should be built upon in
future. The use of a tracker system to collect information on outputs and outcomes was
successful, although some projects considered the frequency of reporting to be somewhat
of a burden. The use of case studies to support soft outcomes was useful for projects and
should be maintained. Requirements to submit self-assessment reports, and reports on
equal opportunities, sustainability and ICT were less useful to many providers and these
could reasonably be included within interim and final project level evaluations without any
impact on delivery. Ecotec’s approach in respect of clarity of guidance and its reinforcement
of the message that data on beneficiaries’ status (e.g. disability, ethnicity) should be
collected represents good practice and ought to be built upon in future.

A measure of overcommitment and recycling of funds should be recognised as a
feature of ESF programmes

Funders should recognise that ESF programmes, by their nature of targeting hard to reach
groups, have a somewhat exploratory dimension and historically carry a greater
underspend than mainstream programmes. In this respect, more frequent recycling of funds
(relative to mainstream commissioning) and a manageable measure of overcommitment is
a feature of delivering an ESF programme.

18 . . o
In the case of Community Assets, potential tenderers were able to access support from a specialist voluntary
sector organisation, the Development Trusts Association, whose role was to provide capacity building support
and assist project partnerships to draw up realistic final tenders. See
http://www.dta.org.uk/activities/campaigns/communityassets/cap.htm.
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Capacity building initiatives need to have a clearly defined purpose and be properly
evaluated

Future ESF programmes can learn from the mixed outcomes of capacity building projects in
PL2. It was clear that in at least one case, the rationale for the capacity building project had
not been properly tested. The links between ESF Technical Assistance and capacity
building at a project level was not always clear either to projects or stakeholders. The most
useful capacity building took place within projects themselves, and funders in future could
look towards providing incentives for project partners to work with each other on delivery,
and look to fund projects where this is an explicit part of the work. More work should be
carried out on what constitutes effective capacity building at programme level, so that its
purpose can be more clearly defined.

A delivery period of two years is too short for projects on the scale of those in PL2.

A final key lesson to be drawn from PL2 is that shorter programmes (in this case two years)
increases the risk of delays in project startup having an impact on anticipated outputs and
outcomes, and leading to outputs falling outside the time limit of the programme (so they
are unclaimed and unrecorded). In the case of PL2 this was exacerbated by the complexity
of the partnerships and expected deliverables (e.g. the dual focus on employed and
unemployed beneficiaries that some projects had to deal with).
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ANNEX 1 8 GLOSSARY OF KEY TERMS

Achievement Partially or fully completing a qualification

ActL!aI (as opposed to The actual number of learners that have accessed a project and

profiled) completed an enrolment form.

Added value Provision accessed by beneficiaries that was not directly funded by the
ESF project, which can include in-kind or provision delivered from other
funding.

B(A)ME

Black (and) Minority Ethnic. On ESF forms this is self-declared.

Capacity Building Enabling organisations to increase core business/activities

Contract manager Person in charge of managing monitoring returns and claims from

providers

Coordinating Organisation Organisation subcontracted to manage funding on behalf of another

organisation (i.e. Ecotec on behalf of the LSC)

Entry to Employment (E2E) An LSC funded programme that delivers pre-apprenticeship vocational

provision for those aged 16-18 below Level 2

Economically Inactive Individuals who are out of the labour market voluntarily, but would like to

work, given the right opportunities and incentives.

ESFD European Social Fund Division
ESOL English for Speakers of Other Languages
Exit Strategy

Plan to continue provision once the ESF funding ceases.

Final contract value The final agreed contract value for the project

FRESA Framework for Regional Employment and Skills Action

FullNVQLevel 2orlLevel 3 | 4 1 NvQ qualification contains a number of modules that count

towards a full qualification. For example, 5 GCSE'’s at A*-C are the
equivalent to a full Level 2 qualification

GoL Government Office for London

Hard to reach Sections of the community that are difficult to engage in participation

IAG Information Advice and Guidance

ILR Individualised Learner Record

JCP (Jobcentre) Jobcentre Plus

LAA Local Area Agreements

Lead partner Contracted organisation which is accountable for the delivery of projects

and for managing partner relationships

Learner starts Contracted amount of people required to start a course with providers in

order to receive payments
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LLDD

Learners with Learning Difficulties and/or Disabilities

LVSTC

London Voluntary Sector Training Consortium

Mainstream (e.g.
mainstream provision)

Activities funded through core funding from the Government or its
agencies.

MMR Monthly Monitoring Return

NEET Not in Education, Employment or Training (typically aged 14-19)

NvQ National Vocational Qualification

OYM On Your Marks (ESF funded programme to support the London 2012
Games)

Profiled

(as opposed to actual)

The targeted number of beneficiaries, from the original contract and
delivery plan agreed with providers.

Progression

(to employment or
education)

The number of beneficiaries who leave an ESF project to go into further
education, training or employment.

Recycling

Moving funding from one programme / project to another

Re-profiling

Changes to the project delivery plan

ILR Short Record

An abbreviated version of the ILR (used for ESF data collection)

Skills for Life

Functional Skills in Literacy and Numeracy

SME (there is a definition
in the contract App 2)

Small to Medium Enterprise (1-249 employees and with balance sheet
of no more than £16.47M approx, or an annual turnover of less than
£24.4M

Specification

The service specification that organisations were invited to tender for,
from the Pan London, On Your Marks and Unallocated funding round
prospectuses

SsC

Sector Skills Council — representative body for the development of skills
in a sector (e.g. Skillsmart Retail)

Technical Assistance

Assistance on the technical aspects of the programme, such as data
collection and quality assurance of provision

Train to Gain

LSC-funded programme to deliver employer-led training

VCS

Voluntary and Community Sector
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