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1. 
introduction 

the study brief

1.1 This report sets out the results of an evaluation of the performance of a  task force set up in response to the announcement of the closure of the Motorola plant at Easter Inch in West Lothian.

1.2 The study was commissioned by Scottish Enterprise Edinburgh & Lothian (SE E&L) who led the task force at the request of Scottish Executive ministers.

1.3 The brief called for:

· a clear description of the redundancy response including the operating environment, organisations involved and actions taken

· an evaluation of the efficiency and effectiveness of the exercise, including performance against targets

· identification of learning points and good practice and recommendations for future redundancy responses.

motorola: closure of the easter inch plant

1.4 The closure of the Easter Inch plant was announced on 24th April 2001. It had been clear for some weeks that the plant was at risk, and Ministers, local politicians and others had been in contact with the company hoping to limit the scale and impact of redundancies.

1.5 In the event, the company announced a total closure. All employees on site (with the exception of a small number of senior managers) were to be made redundant, and the plant was to be put up for sale. 

1.6 A total of 3,106 staff was made redundant. The first tranche of redundancies took effect at the end of June 2001 and the plant effectively ceased operations at end December 2001, although a skeleton staff was retained beyond that date.

the task force

1.7 In response to the closure announcement, the then Minister for Enterprise & Lifelong Learning made a statement to the Scottish Parliament on 25 April advising of the Executive response to the closure announcement, which included the setting up of a task force and the provision of up to £10 million to facilitate task force activity, the key objective of which was:

· to oversee the action plan to specifically meet the needs of the Motorola workers.

the study

1.8 The consultant team agreed a work programme comprising the following elements:

· desk research: the team reviewed a range of policy documents, official papers, web-based information and media monitoring reports; using these sources we: developed a detailed chronology of events; established a description of the services provided by the task force and reviewed the policy context 

· analysis of management reports: regular reports on activity and outcomes were submitted to the task force; using these, we developed a first-cut view of the effectiveness of task force operations
· labour market analysis: in order to gauge the impact of the Motorola closure we analysed changes in the Lothian and Lanarkshire labour markets, focusing on labour force and unemployment data, including flows on and off the claimant count
· benchmarking: we carried out a review of studies of the effects of major redundancies carried out over the past 20 years
· consultations: the consultants interviewed task force members and representatives of all the partner bodies; we also spoke to representatives of the outplacement consultants
· employee survey: the study included a telephone survey of 500 people made redundant by the closure of Easter Inch: the survey provided information on outcomes since redundancy, on awareness and take-up of task force services, and on levels of satisfaction with the services provided.

structure of this report

1.9 This report is in eight sections:

· Section 2 reviews the policy context, focusing on the PACE framework

· Section 3 describes the task force response to the Motorola closure, with an analysis of the action plan and its fit with the PACE framework

· Section 4 focuses on the redeployment of the workforce; it analyses performance against targets and assesses the impact of the closure on the local labour market

· Section 5 assesses the efficiency, quality and effectiveness of the task force’s redeployment services, and analyses performance against relevant targets

· Section 6 reviews other elements of the task force response, including the West Lothian Action Plan, assistance to supplier companies, and action on site disposal

· Section 7 looks at lessons learned from other major redundancy exercises, and puts the performance of the task force into its historical context

· Section 8 summarises our key conclusions and recommendations.

2. the policy context 

2.1 Redundancies and site closures are inevitable in a changing economy. The closure of the Easter Inch plant, though one of the most significant events of its type in Scotland in the recent past, was by no means unique. West Lothian, which was a preferred location for inward investment in the 1980s and 1990s, has suffered a number of similar shocks in recent years. Shortly after Motorola announced the closure of Easter Inch, NEC announced that it would cease operations and mothball its plant in Livingston.

the pace framework

2.2 In 2000, the then Minister for Enterprise & Lifelong Learning launched Partnership Action for Continuing Employment (PACE). The purpose of PACE was: 

“…to provide a national framework to support local public sector agencies in creating and maintaining effective and flexible mechanisms for identifying and responding to potential redundancy situations”.

2.3 As this statement suggests, the PACE framework has two key dimensions:

· precautionary planning, and

· redundancy response.

2.4 Both dimensions should be the responsibility of a local response team (LRT), formed by the relevant LEC, local authorities, the Employment Service (now Jobcentre Plus) and other local agencies as required.

2.5 In terms of precautionary planning, the roles of the LRT should be:

· market analysis and scanning to identify companies at risk

· working with at-risk companies to mitigate problems and avoid job losses

· developing a local contingency plan (LCP) which can be customised to deal with specific cases

· ensuring that clear partnership strategies are formally agreed

· ensuring that best practice and lessons from other cases/ areas are drawn upon.

2.6 When a redundancy response is required, the LRT should:

· develop a case-specific strategy based on the LCP

· ensure effective communications with partners, the community, the Scottish Executive and the media

· identify appropriate interventions

· agree clear objectives, responsibilities, targets and time frames

· track the redeployment of individuals

· monitor and evaluate the response and the outcomes.

local response teams

2.7 The PACE framework provides guidance on the make-up of LRTs, and concludes that they “should consist of individuals who have the capacity to make and act on decisions…”. The teams should meet regularly, and – as well as developing plans for the activities outlined above – they should:

· agree which agency should lead the team (this includes developing, reviewing and implementing the strategy)

· establish a protocol setting out partners’ obligations when a potential redundancy is established, and agreements on information and communications

· agree the remit, role and parameters for action by each partner organisation.

2.8 The PACE document acknowledges the role played by task forces in responding to a number of recent large-scale redundancies, but concludes they “have not always been Task Forces in the true sense of the word”. In future, and unless a potential redundancy has wider strategic implications, “the need for Task Forces should be negated by the existence of proactive Local Response Teams”.

responding to redundancies

2.9 The PACE framework provides detailed guidance for LRTs on the actions to be taken once redundancies have been announced. On the assumption that a contingency plan (LCP) is already in place, the key steps are:

· tailoring the contingency plan to individual circumstances

· action planning

· identifying services, products and tools

· keeping up the momentum.

Tailoring the contingency plan

2.10 In framing a tailored response to individual cases, LRTs need to take account of:

· the workforce profile

· how the company plans to get involved in the response

· the appropriate scale of intervention, taking account of the likely degree of difficulty in assimilating the workforce in the local labour market

· knock-on effects on suppliers and sub-contractors.

Action planning

2.11 PACE calls for early action for “securing partnership and developing an agreed and coherent action plan”. The LRT must:

· ensure that one agency has overall responsibility for developing, implementing and monitoring the plan

· establish clear objectives and goals

· agree on the types of intervention required

· identify what products and services can be accessed through mainstream provision/budgets

· identify additional inputs/resources required

· co-opt other partners as required

· establish specialised sub-groups as required

· produce an action plan that:

· highlights the scale of the problem

· states key objectives

· sets out clear targets and outcomes

· states what interventions will be made

· states how, when and by whom interventions will be delivered

· shows how the plan will be monitored and evaluated

· agree a monitoring and reporting framework.

2.12 Other issues for the LRT to address include:

· Internal and external communications

· resourcing and monitoring inputs and outputs

· tracking and monitoring of individuals

· marketing to potential employers.

Services, products, tools

2.13 PACE offers guidance on the identification of tools and products to assist redundant workers. These fall into three broad categories:

· advice on tax and benefits

· redeployment support

· self-employment support.

Keeping up the momentum

2.14 PACE emphasises the importance of commitment by all the partners to work together effectively. Monitoring and evaluation are essential, as is the sharing of information and experience.

conclusion

2.15 PACE provides a framework for action both to reduce the risks of redundancies and to respond quickly and effectively when they occur. The process turns on the availability of a contingency plan that can be tailored to address particular circumstances.

2.16 In section 3 we review the arrangements put in place by partners in the Lothians following the introduction of the PACE framework, and examine how the new policy has shaped and influenced the response to the Motorola closure.

3. the task force response

continuing employment team for lothian

3.1 Following the publication of the PACE framework in 2000, a group of local partners
 prepared and published a protocol document. The Continuing Employment Team for Lothian (CET) was the local response to the requirement for a local response team (LRT) and its stated aims were:

· to prevent loss of jobs, where possible

· to help people adjust to labour market opportunities, including returning to work, re-training or education.

3.2 In the event of a redundancy, the CET would:

· devise an appropriate response

· secure resources to implement services

· organise delivery of core services

· set up communications mechanisms

· manage and review service delivery

· identify and use other support services

· assist the company with property issues.

3.3 An intervention formula was agreed, linking different levels of service to the scale of redundancies. For redundancies involving more than 250 employees, an on-site opportunities shop would be established.

3.4 Although the CET operates at the regional (Lothian) level, action planning for specific cases would devolve to Council area level redundancy response teams (RRTs). The protocol document suggests that in West Lothian the Employment Service would lead the RRT; the other members would be West Lothian Council, Benefits Agency and SE E&L.

3.5 The document partially fulfils the requirements of PACE. It contains a protocol setting out the partners’ respective roles and responsibilities, but it does not meet the requirements of a full contingency plan. The intervention formula (see above) is simplistic and sketchy and it does not provide a robust basis for the development of a tailored response to specific redundancies.

3.6 A detailed review of the protocol document shows that it covers most of the issues recommended by PACE, and it has some useful checklists of administrative tasks. However, the document does not include up to date labour market analysis, as recommended by PACE, nor any useful guidance on the appraisal of individual cases. We would expect the appraisal process to look beyond the simple number of redundancies to include a risk assessment, based on:

· the employability of the workforce

· prevailing labour market conditions

· likely impact on local and Scottish suppliers.

3.7 The clients acknowledge that the protocol document devised by the CET did not provide an adequate platform for the development of an action plan in response to the Motorola redundancies. This created additional delays that fed through into the early stages of the task force programme.

3.8 We recommend early action to prepare a contingency plan that will provide a clear organising framework for the development of specific action plans. This document should take the form of a manual, to guide the LRT step-by-step through the planning process.

ministerial announcements

3.9 On the day of the closure announcement (24 April 2001) the Minister for Enterprise and Lifelong Learning stated that, “working with local and national agencies, we [the Scottish Executive] will do everything possible to assist them [the Motorola workforce] to find new employment.” 

3.10 In a statement to the Scottish Parliament on the following day (25 April) the then Minister stated that:

“We need to ensure that all the affected staff have one-to-one counselling support through a specially dedicated rapid reaction team set up under our partnership action for continuing employment initiative – PACE.”

3.11 The Minister informed Parliament that the Scottish Executive would be setting aside up to £10 million to fund the response, although the actual cost would depend on the package of measures implemented.

Formation of the task force

3.12 Immediately after these announcements, the Scottish Executive moved to form a task force with membership drawn from a range of local and national agencies. The Scottish Executive asked SE E&L to chair the task force. 

3.13 SE E&L began work on convening the group which comprised representatives
 from the following organisations:

· SE E&L

· Employment Service (now Jobcentre Plus)

· West Lothian Council

· West Lothian College

· Career Development Edinburgh & Lothian

· Inland Revenue

· Benefits Agency

· Transport & General Workers Union

· Scottish Executive.

3.14 In some respects, these arrangements differ from the PACE framework and the Lothian CET protocol document. However, they are not at odds with the spirit or intention of these processes. The decision to form a task force – as opposed to activating the LRT - was a reflection of:

· the scale of the redundancy announcement

· the wider implications for the electronics industry and the central Scotland economy

· the concerns of the public, media and politicians.

3.15 All our consultees acknowledged that a high-profile event of this type required a rapid and substantive response from the Scottish Executive. The PACE framework suggests that the presence of LRTs should normally obviate the need for special task forces, but it was recognised that this was very much a special case. There was general approval of the way in which SE E&L went about the task of convening the group, and the speed with which it was mobilised for action.

3.16 The membership of the group is more or less self-explanatory. It extended beyond the core CET partners in order to access a broad range of skills and experience. However, the relationship between the task force and the company was in some respects problematic; the firm was unwilling to join a task force that included the trade unions and communications were therefore conducted bilaterally between Motorola and SE E&L. 

relations with motorola

3.17 The company made a significant investment in the redeployment process by appointing the outplacement consultants, DBM, who were provided with high quality accommodation on site, including an internet café. The task force found it difficult to obtain from Motorola a clear description of the role of DBM, or to reach clear agreements on how the task force would complement the services provided by consultants. There were delays in obtaining accommodation for an on-site opportunities shop.

3.18 However, it is clear that relations with the company improved over time as the value added contribution of the task force was recognised. One positive signal was the company’s early request that task force representatives should attend fortnightly meetings with the Motorola workers’ forum. 

relations within the task force

3.19 Our consultations suggest that relationships within the task force were generally harmonious, and that the partners quickly established effective ways of working together. It was recognised that SE E&L’s leadership role placed special pressures on that organisation.

3.20 In practice, SE E&L took the lead responsibility for:

· liaison with Scottish Executive Ministers and officials

· liaison with Motorola

· media and public relations.

3.21 By common consent, these responsibilities were discharged effectively, leaving the way clear for the partners to focus their attention on the practical business of planning, delivering and monitoring the redundancy response.

3.22 Many of the individuals in the task force had worked together previously in the CET, on other redundancy exercises or in other partnership activities. The benefits that this brought in terms of continuity and understanding were widely accepted.

a highly charged situation

3.23 All our consultees recognised that the closure announcement resulted in a climate of high emotion and resentment. It was therefore vitally important for the public bodies to be seen to make a speedy and practical response to the crisis.

3.24 Partners note the “extraordinarily hard work” put in by the task force members themselves and, especially, those charged with delivering services on the ground. There were, it has been suggested, occasions when the imperative to assist the workforce meant that the task force was almost “trying too hard”, but there is universal admiration for the energy and commitment of the staff involved.

early actions

3.25 The task force had two immediate priorities:

· to establish an on-site presence, and 

· to prepare a costed action plan.

3.26 SE E&L, acting on behalf of the task force, made immediate contact with the company and initial meetings took place within 48 hours of the redundancy announcement – by which time DBM were already on site.

3.27 DBM operated a 24-hour opportunities shop facility, incorporating a careers centre and an internet café. They focused their attention initially on:

· careers advice and guidance

· CV preparation and interview skills

· workshops and seminars

· identifying and displaying job vacancies.

3.28 By 14 May, SE E&L and the Employment Service were on site, providing advice services on behalf of the task force and delivering information sessions for staff. By the following week, the task force opportunities shop was in 24-hour operation, offering a full range of information, advice and support services.

3.29 The core services provided by the task force included:

	Service
	Lead agency

	Information sessions
	SE E&L

	Newsletter
	SE E&L

	Job fairs
	SE E&L

	Vacancy display/matching
	Employment Service

	Access to training and education
	SE E&L

	Advice on business start-up
	SE E&L

	Careers advice/guidance
	Career Development

	Advice on tax
	Inland Revenue

	Advice on benefits
	Benefits Service


3.30 Bearing in mind that the task force had begun work from a standing start, with little or no warning and limited cooperation from the company, this was a rapid response. However, we must assume that a significant proportion of the workforce had already had access – direct or indirect – to the services offered by DBM before the task force established a presence on site.

development of the action plan
3.31 In contrast to this rapid response, the development of the action plan was a relatively slow process and it was not formally adopted until August 2001, by which time a majority of the workforce had already been released and the task force had ceased on-site operations. The agreed action plan comprises:

· task force membership and management arrangements

· the workforce profile: by gender, area of residence, occupation and skills 

· the supply base companies affected by the closure: number, geographical spread, planned interventions 

· a labour market assessment, identifying growth industries and demand for skills

· an assessment of  the transferability of the workforce into the wider labour market

· recommended redeployment interventions and their respective estimated costs

· details of the planned tracking exercise.

3.32 In practice, the partners had reached informal early agreements (foreshadowed in the protocol document) on the portfolio of services to be provided – and how they would be resourced. A working draft of the action plan was in circulation by June. However, the plan (and the spending associated with it) was subject to approval by the individual partner organisations and this delayed the formal adoption process. 

3.33 It is difficult to gauge the practical effects of the delays in producing the action plan. There is, for example, no evidence that it delayed the design and delivery of services, and all our consultees reported that the partner organisations were clear about the core services to be provided, and their respective roles and responsibilities.

3.34 We are concerned that the task force did not have the benefit of a robust analysis of the employability of the workforce, or the likely impact of closure on the local economy. This analysis should have informed the development of the action plan, but there is little evidence that this was the case.

3.35 It seems  a key factor accounting for the delay in preparing and approving the action plan was the lack of an adequate contingency plan (see paras 3.1-3.8 above). If the recommendation to create a redundancy planning manual were adopted, this would enable the LRT to respond rapidly in the event of a redundancy announcement.  It should be possible to create a first draft action plan within 5-7 working days.

performance targets

3.36 The action plan sets out the task force’s agreed targets. These comprise primary (output) targets and secondary (activity) targets:

· Primary Targets 

1) to re-deploy
 95% of the displaced workforce within a period of 1 year from the redundancy date

· progress measure: 75% of the workforce to be redeployed at 6 months
2) to provide support to supply base companies

3) to achieve 75% satisfaction rating from employees and companies supported.

· Secondary Target

4) to provide the services as specified in the action plan.

3.37 Target 2 is not expressed in output terms and should therefore be treated as forming part of activity target 4.

how the service evolved

3.38 Once the task force opportunities shop was established, it was the principal point of contact for the Motorola workforce for the following 8-10 weeks. By mid-July, when the opportunities shop closed, it had handled an estimated 8,500 enquiries.

3.39 The opportunities shop provided access to a wide range of individualised services, including:

· vacancy display and matching

· access to training and education opportunities, including European Computer Driving Licence (ECDL) training

· advice and support for business start-ups

· careers advice and guidance

· advice on tax and benefits.

3.40 These core services were identified at the outset and are consistent with the approach contained in the CET protocol document. However, the minutes also record extended discussions about programme flexibilities and possible new services, for example:

· programme eligibility rules for people living outwith West Lothian and Lanarkshire

· relaxations of Training for Work rules

· access to the New Deal FTET option for the under 25s

· ES bid for Job Transition Scheme funding

· training needs analysis for those wishing to undertake the Microsoft Certified Systems Engineer (MCSE) programme

· consideration of a student support scheme

· seminars run by the Entrepreneurial Exchange.

3.41 The level of services offered was calibrated to reflect the phasing of redundancies. In broad brush terms:

· 2,000 staff were released by end July

· 750 were released (or transferred to Alba) by end October

· 250 were released by end December.

3.42 The on-site opportunities shop was closed when a majority of staff had been released. At this point, a number of complementary off-site services were introduced:

· Motorola contracted with DBM to deliver off-site services at Livingston and Hamilton; the task force also provided staff and financial assistance for these locations

· the task force organised job fairs in Lanarkshire and West Lothian

· SUfI’s tracking service was launched

· the helpline service was launched.

contingency planning

3.43 Despite the presence of the CET’s protocol document, there is little evidence that the actions of the task force were shaped and directed by a contingency plan (as recommended by PACE). By the task force’s own admission the protocol document proved to be too broad-brush for these purposes, and – despite the availability of a useful proforma – the information provided by the company was also rather sketchy.

3.44 The effect of this is that, although the broad thrust of the approach was well understood, the detailed planning process began from a low base.

learning from experience

3.45 These formal procedures should have been supplemented by experience and lessons learned by the partners in previous large-scale redundancies (LSRs) such as Levi’s, Continental and Mitsubishi. None of these events matched the scale or profile of the Motorola closure, but they should have been a useful source of knowledge and experience for practitioners. In practice, it appears that a combination of staff turnover and a lack of documented evidence meant that the knowledge accumulated in these and other LSRs was not readily available.

the action plan

3.46 We have examined the reasons why the action plan took so long to finalise, and why it exerted so little influence on the early actions of the task force. The lack of a satisfactory contingency plan was clearly a key factor, but the development of a no-frills, practical plan should have been a top priority for the task force. 

3.47 Even if it is accepted that a working version of the plan was in circulation for some weeks before it was formally adopted, the document proved to be a less than reliable guide to the work of the taskforce.  The services delivered by the partners deviated in a number of cases from those set out in the plan and a number of planned services were either never delivered or fell below profile. There are a number of explanatory factors which are discussed in section 5.

the service portfolio

3.48 We have noted that a considerable amount of time was devoted by the task force to discussions about the services being offered to the Motorola workforce and related eligibility issues. We understand that a number of these issues were prompted by requests from the Scottish Executive, workforce representatives, local politicians and others. There was also a general disposition to do everything possible to help the workforce, including securing more flexible eligibility criteria.

3.49 However, speed is the essence of a successful redundancy response and – with the benefit of hindsight - it was unhelpful for the task force to be distracted by issues of this kind. For example, we are not in a position to judge the rights and wrongs of the debate about funding for people on HE courses, but it is absolutely clear that this episode created an impression of indecision and left a number of people angry and confused.  

3.50 In our judgement, the contingency plan should address these issues in advance so that the need to develop new policies is kept to a minimum. We recognise that high profile events of this kind will be subject to contingencies and pressures including demands for new services and entitlements. However, before requests are made to the Scottish Executive or other bodies for policy changes, the partners should take account of their likely effects in terms of costs, displacement and equity.

working with motorola and dbm

3.51 We are very aware of the difficult conditions under which the task force was operating. Our consultations suggest that SE E&L handled the situation on behalf of the task force with care and tact. Nevertheless, the evidence from this study confirms the importance of establishing effective working relations with the company, securing early access to relevant information and the workforce itself. 

3.52 In this case, the situation clearly improved over time as the mutual trust and confidence developed, but the early stages of the relationship were very difficult.

3.53 One of the key early challenges for the task force was to establish a clear, complementary relationship with Motorola’s outplacement consultants, DBM. We are aware that the task force made considerable efforts on this front, including preparation of a flowchart showing “who does what”. However, in practice it proved difficult to manage the interface. The relationship appears to have matured once DBM and the task force were working together on site, but our consultations confirm that this followed an initial period when DBM and the task force appeared sometimes to be in competition with one another.

conclusion 

3.54 We are not in a position to offer definitive judgements on the formation and operations of the task force, although the survey provides valuable insights into the efficiency and effectiveness of the operation.

3.55 This was a huge redundancy, announced at short notice and the task force partners deserve great credit for responding so quickly and energetically to put services in place. However, in our judgement this process could have been less onerous if:

· there had been better contingency planning, and a clearer understanding of the portfolio of available services

· the analysis of the skills and employment prospects of the workforce had been more robust

· there had been a better appreciation of the employability of the workforce

· immediate attention had been given to the relationship with DBM, including market segmentation

· the action plan had been completed in May

· less time had been spent on eligibility and other policy issues. 

4. The Redeployment Exercise

Background

4.1 The stated aims of the task force were:

· ensuring alternative employment is found for all who seek it

· supporting the supply base companies.

4.2 The formal redundancy consultation period commenced on 24 April 2001 though the 90 day notice period required meant that the first redundancies would not take effect until July
. About 70% of the workforce was reported to have left the site by the end of July. Our survey confirms this.

Workforce profile

4.3 The task force requested information from the company on the characteristics of the workforce. The information supplied was at best broad-brush, and the detail has subsequently been fleshed out through the development of the tracking database and, subsequently, the employee survey carried out for this study.
 

Sample profile

4.4 The demographic profile of the survey sample is summarised below:

· gender: 68% male, 32% female

· age: 68% aged 25-44, 24% aged 45+, 8% aged 16-24

· place of residence: 42% Lanarkshire, 33% Lothian, 26% elsewhere in central Scotland

· marital status: 69% married/cohabiting

· household size: 83% live in households of 2 or more people

· children: 45% had children under 16

· access to car: 73% had sole access.

4.5 This is broadly in line with the information supplied by Motorola, although Lanarkshire residents are over-represented in the sample and Lothian residents are slightly under-represented
.

Occupation and employment history

4.6 The survey findings – which are broadly consistent with other sources of information – show that:

· occupation: 65% worked as semi-skilled production operatives, or in stores/distribution; the rest were spread across a range of professional, technical, managerial, supervisory or administrative tasks

· length of service: 62% had worked at the site for 3 years or more, including 29% who had been there for more than 7 years; only 1% had been with Motorola for less than a year, with 24% employed for 1-2 years

· qualifications: 21% had diploma, degree or higher qualifications, and 25% had an HNC/ONC or equivalent, while a further 11% had other vocational qualifications; by contrast, 10% had no formal qualifications and 31% had none beyond what they gained at school

· of the 57% with vocational qualifications or above, 7% gained them after being made redundant

· men had much higher qualifications than women: 27% of men were graduates etc and 30% had an ONC/HNC; 20% of women had no qualifications, and 44% school qualifications only.

4.7 Taking an overview of these characteristics confirms the anecdotal evidence of the task force team, namely that the workforce was:

· mature

· stable

· drawn from relatively wide catchment area

· biased towards semi-skilled occupations

· relatively well qualified.

4.8 Consultees and task force members suggested that the redundant workers were likely to be attractive in the labour market because:

· the company’s terms and conditions package  helped Motorola to attract motivated and able workers (they “creamed off” the best)

· Motorola staff had experience of working to high levels of quality and productivity

· workers – including those with few or no formal qualifications – were used to a culture of training, development and efficiency.

The Redeployment Targets

4.9 The Action Plan established two primary targets for redeployment of the workforce:

· to re-deploy 95% of the displaced workforce within a period of 1 year from the redundancy date

· 75% of the workforce to be re-deployed at 6 months from the redundancy date.

4.10 These targets require some clarification, to establish:

· what is the definition of “redeployment”? and

· what is the “redundancy date”? 

What is redeployment?

4.11 The task force action plan does not define redeployment. For the purposes of this study, we have adopted the task force’s internal definition. This means that people are treated as redeployed if they are:

· in employment

· self-employed

· in full-time education or training

· not seeking work because retired, sick or taking a break from employment
.

4.12 People are not redeployed if they are unemployed and seeking work. However, we also need to bear in mind that: 

· some people may not be seeking work because they have been discouraged by poor work prospects or other factors

· some people in work will be in temporary employment, and

· these definitions do not address the suitability or sustainability of employment gained.

The redundancy date

4.13 For the purposes of this study we have treated the day the individual left Motorola as the redundancy date. This means that the targets do not relate to a fixed date, but are defined by the leaving date of the individual. Without 100% tracking of individuals or cohorts it is not possible to determine precisely whether the 6 and 12-month targets have been achieved. However, our survey gathered sufficient information to provide a robust analysis.

Monitoring the Workforce

4.14 The PACE framework stresses the importance of tracking redundant employees in order to monitor their progress and identify achievements and outcomes. The document acknowledges that there is at present “no comprehensive tracking system or database into which…support agencies can record and access information on inputs and outputs”. In the absence of such a system, “local agencies must develop or adapt existing systems”.

4.15 The Motorola task force contracted with the Scottish University for Industry (SUfI) to provide a comprehensive tracking service. This involved calling all Motorola staff to elicit information on their current situation, and to offer task force services where appropriate. Follow-up calls were made to those people who stated that they were still seeking work.

4.16 Motorola leavers who had found work or another positive outcome were generally not called again.  This enabled the task force to focus their efforts on those still looking for work, training or other assistance. 

4.17 Tracking has proved to be a valuable tool, helping front-line staff to target individuals who still needed help. However, it was less reliable for monitoring purposes because it tended to overstate the level of redeployment:

· a cumulative redeployed figure was generated, but did not take account of people who, for example, came to the end of temporary contracts or lost their jobs

· the tracking did not take specific account of the 6 and 12 month targets

· reports to the task force on the basis of this tracking exercise therefore presented a best-case scenario in relation to the cumulative redeployment targets.

4.18 For these reasons, the consultant team advised the clients that, while the tracking database was a valuable source of data, the reports generated were not sufficiently reliable for the purposes of this study. It was therefore agreed that we should extend the scope of the employee survey (see below) to gather data on destinations and outcomes. The survey was carried out in March 2002, and was based on a carefully stratified sample reflecting the characteristics of the whole population.  

4.19 The survey provides the best available overview of the results of the redeployment exercise. We return to the principal findings later in this section.

Labour Market Context

4.20 In evaluating the task force response to the Motorola closure we also took account of prevailing labour market conditions and trends in the travel to work area. The principal determinants of redeployment outcomes in any redundancy situation will be the characteristics of the workforce (see above) and the state of the local labour market.  

4.21 The tone of much of the media coverage of the plant closure was very gloomy, with journalists and politicians predicting a “meltdown”, and linking this to other threats hanging over Silicon Glen. 

4.22 Nothing that follows should be interpreted as playing down the significance of the closure of the Easter Inch plant, which was a major event in its own right and which was seen by many commentators as symptomatic of a broader threat to Scotland’s foreign-owned high tech manufacturing plants. The West Lothian Economic Strategy had already highlighted the vulnerability of the area’s manufacturing base to global events and competition.

4.23 However, treated as a stand-alone event, the scale of the Motorola closure needs to be seen in context. The workforce was drawn from a relatively wide area, reflecting the strong demand for labour in recent years. Information provided by the company shows that employees were drawn from three principal catchments, approximately:

· 1,100 employees came from Lothian (mostly West Lothian)

· 1,000 came from Lanarkshire (mostly North Lanarkshire), and

· 900 came from other parts of central Scotland.

4.24 In absolute terms (and bearing in mind that staff were released in phases over a 6 month period) these are relatively modest figures in relation to the size of the employment base in each area. They are roughly equivalent to:

· 1% of the workforce of North Lanarkshire 

· 0.5% of the total workforce of Lanarkshire 

· 1% of the workforce of West Lothian 

· <0.5% of the total workforce of Lothian. 

4.25 Although we do not have a detailed breakdown by local authority area, analysis of the tracking database confirms that the majority of the workforce lived either in West Lothian or North Lanarkshire. For some time there has been a marked contrast between economic and labour market conditions in these two areas. West Lothian has experienced very rapid growth in the past decade, and this has resulted in an increase in the number of people travelling daily from North Lanarkshire, where the economy is less buoyant and unemployment rates are higher.

4.26 Total employment in North Lanarkshire increased by 6% between 1995 and 2000, but it grew by 26% in West Lothian in the same period. The unemployment rate in North Lanarkshire averages around 6-7%, but is significantly higher in some pockets; the rate in West Lothian is around 4-5%.   

4.27 West Lothian has become an increasingly open economy, with high levels of daily commuting. About a third of the employed population work in Edinburgh, which has experienced employment growth well above the Scottish and GB averages over an extended period. Increasingly, the West Lothian economy has come to depend on commuters from across central Scotland to offset this daily outflow.

4.28 One effect of this is that the effects of major redundancies in West Lothian (especially in the modern manufacturing sector) are distributed across a wide area of central Scotland, and they are therefore less likely to result in the dramatic localised impacts associated with closures in traditional industries. 

4.29 There is, of course, no reason for complacency. From a strategic perspective, the cumulative effects of a series of major redundancies are inevitably a cause for concern. Even if the local and regional economies continue to be successful in replacing old jobs with new, it is inevitable that there will be problems of adjustment for individual workers. Workers may be confronted with, for example:

· an accelerating shift from manufacturing  to services

· a decline in jobs traditionally filled by men, and an increase in jobs traditionally filled by women, and

· possibly, the replacement of relatively high-wage jobs by relatively low-wage jobs.

4.30 In any event, this analysis suggests that there the PACE framework (and the Lothian contingency plan) should address the question of redundancy responses across administrative boundaries. The regional CET (see para 3.1 et seq) devolves case planning down to Council area level, but this may not always be the most appropriate response, especially for large-scale redundancies. In some cases (Motorola is a prime example) it may be necessary to frame a response across LEC boundaries.

4.31 We recognise that the task force was aware of these issues, and that steps were taken to ensure that Motorola workers living in Lanarkshire had access to a full range of services. Scottish Enterprise Lanarkshire and Employment Service offices contributed to the response; a job fair was held in Lanarkshire; and task force staff attended the off-site DBM office in Hamilton. 

redeployment: key outcomes

4.32 The following findings are based on a survey of 500 former Motorola employees carried out by Swift Research in March 2002. A detailed report of the survey findings has already been submitted. 

4.33 In order to ensure that the survey sample was representative of the whole population, quotas were set by gender, place of residence and previous occupation. 

4.34 Table 4.1 shows the status of former Motorola employees at the time of the survey. It was agreed that the survey would not include staff transferred to Alba, and the results have been adjusted accordingly. All the results are subject to confidence limits of approximately +/-5%.

4.35 Please note that these results provide a snapshot view of the status of the workforce in March 2002. The maximum time lapsed since the date of redundancy was just over 9 months; about 20% had left Motorola less than 6 months before.

Table 4.1: Status of former Motorola employees (March 2002)

	
	%

	Transferred to Alba
	5.0

	Employed (other)
	55.7

	Self-employed
	2.3

	Education or training
	6.1

	Not seeking work
	7.2

	Total redeployed
	76.3

	Unemployed and seeking work
	23.7

	Total
	100.0


4.36 At the time of the survey, 80% of the sample had left Motorola at least 6 months ago. The table shows that 63% had secured employment or become self-employed (including 5% transferred to Alba), with a further 6% in education or training and 7% not seeking work. Using our agreed definition, 76% of the sample had been redeployed.  24% of the workforce was unemployed and still seeking work.

Performance against the primary targets

6-month target

4.37 We can only offer provisional conclusions at this stage, because 20% of the sample had not yet passed the 6-month threshold. However, taking this and the survey confidence limits into account, we believe that the evidence suggests that the task force is on track to achieve the 75% redeployment target, using the definition in para 4.11 above. If a tighter definition of redeployment is adopted, excluding those who are not seeking work, the target is still within reach.

4.38 It is important to note that this table records employees’ status at the time of the interview, rather than at the point when the individual reached the 6-month threshold. Other evidence from the survey (which excludes workers transferred to Alba) shows that the redeployment rate for those made redundant 6 months ago or more, was slightly higher (78%)
. It is reasonable to assume that the redeployment rate will continue to improve over time.

4.39 The precise terms in which the target is framed and the absence of fully comprehensive monitoring data mean that we have to rely on inference and corroborative evidence, but the survey data acts as a reasonable and robust proxy.

12-month target

4.40 The 95% redeployment target is very exacting. In broad terms, it implies that unemployment levels among former Motorola workers will fall into line with the average in the travel to work area, within a year of the redundancy date.  It is only achievable if the broad definition of redeployment (including people not seeking work) is adopted.

4.41 At this stage, it is not possible to speculate on the likelihood that the target will be achieved. In net terms, this would involve:

· maintaining the status of those already redeployed

· successful redeployment of about 80% of those still seeking work or another outcome.

4.42 These outcomes will be influenced primarily by prevailing labour market conditions and, to a lesser extent, by the continuing ability/willingness of the task force partners to identify and provide assistance to the target group.

Conclusions

4.43 The headline redeployment figures are encouraging, and compare favourably with those achieved following most of the large-scale redundancies documented in section 7. 

4.44 The redeployment outcomes are an important measure of success, although they are not in themselves indicators of the efficiency and effectiveness of task force services. Those issues are addressed in section 5.

4.45 We have made several references to the way in which the targets were framed. We do not believe that they are helpful, and we recommend that, in future cases, targets should be set for specified milestone dates, rather than related to individual circumstances. It follows, of course, that in setting such targets, the LRT will need to take account of the timing and phasing of redundancies. 

factors influencing redeployment

4.46 The survey provides valuable insights into the effects on redeployment prospects of individual circumstances, work history, qualifications and other factors. Please note that the following analysis is based on the survey only, and excludes the group who were transferred to Alba.

4.47 These issues are analysed in detail in the accompanying report by Swift Research. Headline findings include:

· females are more likely to have been redeployed than males, but a higher percentage of females are in part-time and temporary casual work 

· those aged between 25-44 years are more likely to be redeployed than those 45 and over; younger people aged 16-24 are the least likely to have been redeployed

· residents of Lothian and Lanarkshire have achieved higher rates of redeployment than those living elsewhere
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there is no clear linkage between individual qualification levels and their redeployment prospects.  
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80% of those currently in employment are in permanent jobs, with the remainder in temporary or casual employment:

· women,  people aged over 45 and those who left less than 6 months ago are more likely to be employed on a temporary or casual basis 

· those qualified to degree level or above are significantly more likely to be in permanent employment.

4.49 The level of temporary employment is high, compared with a Scottish average of 6.6% of employment; across Scotland, temporary employment has been declining as the labour market tightens
. However, it is not surprising that a significant proportion of redundant workers should take up temporary employment; over time – and depending on labour market conditions – we might expect to see ex-Motorola workers move from temporary jobs into permanent employment.

Full-time and part-time jobs

4.50 91% of those who were in employment were in full-time jobs:

· women were significantly more likely than men to be working part-time 

· those aged 45 years and over are slightly more likely to be working part-time

· those with no qualifications or school qualifications are significantly more likely to be employed part-time than  those with vocational and further education qualifications.
4.51 The level of part-time employment is well below the average for Lothian (31%) and Lanarkshire (28%)
. However, this simply reflects the need for previously full-time workers to replace income.
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Earnings

4.52 68% of those now in work reported that their take home pay was lower than it was with Motorola:

· the groups worst affected were women, people aged 16-24 and those with low qualifications
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the effects were less severe, but still negative, for men, people aged 24-34, and graduates.

4.53 The terms and conditions enjoyed by the Motorola workforce were generally considered to be attractive, and included other non-monetary benefits. These results confirm that a clear majority of those who had found work since being made redundant were receiving lower wages.

Skills

4.54 The following chart shows how those currently in employment assess the level of skill required for their new job, compared with their job at Motorola. Clearly, this is a subjective assessment and we need to take account of the fact that respondents are coming to terms with the demands of new jobs and changed circumstances. 

4.55 The responses reflect a mixed picture. 30% said that their present job requires a higher level than their job with Motorola  while  31% said that the skill requirement was lower, with the remaining 38% assessing their required level of skill as about the same: 

· women, people under 35, those with vocational or school qualifications and those who had left Motorola more than 6 months ago  were significantly more likely to state that their new job required higher skill levels.

4.56 Even though only a small minority (19%) are earning more than they did with Motorola, a much higher proportion believes that their new jobs require a higher level of skills. The ratio for women is particularly striking: only 10% are earning more, but 40% stated that their new job required higher skills.
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Travel to work

4.57 About a third (32%) are travelling further to their new job than they used to travel to Motorola; the rest have a shorter or similar length journey:

· men and people aged 35-44 are more likely to travel further – although they are still in the minority 

· more than twice as many women now have a shorter journey to work than a longer journey.
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It seems likely that a significant proportion of ex-Motorola workers have  found employment closer to home partly to compensate for reduced earnings.

Impact on the Labour Market

4.59 We have looked for evidence of the impact of the closure of the Motorola plant on the local labour market. The release of over 3,000 workers over a six month period might be expected to result in:

· an increase in the number of people joining the unemployment count

· a reduction in the number of people leaving the count

· job losses in local supplier companies

· job losses resulting from reduced personal expenditure.

4.60 The direct effects of large-scale redundancies are likely to be most acute where there is a significant mismatch between the skills and experience of the workforce and local demand for labour. The task force action plan anticipated difficulties for the approximately 2,000 operatives whose skills might not “read across” into other jobs. It was suggested that a lack of IT skills in the Motorola workforce might offset their other employability attributes.

4.61 Certainly, these are among the reasons for not getting a job cited by former Motorola employees who have still not been redeployed. 39% of this group blamed a lack of jobs, with another 16% attributing their problems to too much competition or the state of the manufacturing sector. 18% said that a lack of relevant experience or qualifications was the problem. However, the speed with which the majority of Motorola workers found new jobs suggests that the task force may have overestimated the incidence of these transition problems.

4.62 Our review of the impact on the labour market of Motorola’s closure on the wider labour market was based on official statistics, and focused principally on West Lothian and North Lanarkshire, where the majority of the workforce lived.

4.63 It has proved very difficult to discern measurable effects of the closure. This is partly because, as we have seen: 

· the release of employees from Easter Inch was phased; although redundancy notices took effect in July, many were kept on beyond this point

· almost half the workforce left before their redundancy notices took effect; it is reasonable to assume that many of these had already found alternative employment

· the Motorola workforce was dispersed across central Scotland.

4.64 There have been significant recent changes in the local labour market, but it is not possible to attribute these changes to Motorola alone. The closure of the Easter Inch plant was one of a series of significant events, which are themselves a reflection of structural change in the region.

4.65 The chart compares change in North Lanarkshire/West Lothian with Scottish and GB trends. It shows that:

· in the two years to May 2001, total employment in the local area grew faster than in Scotland and GB, but there has been a 5% decrease since that date

· manufacturing employment peaked in November 2000, but has fallen steeply (by 50%) since then.

4.66 These figures need to be treated with caution. They are derived from the Labour Force Survey, and statistical error may exaggerate the scale of changes especially at the North Lanarkshire/West Lothian level. However, there is no doubt that manufacturing employment has fallen sharply over the past 18 months.  Redundancies at Motorola (and NEC) account for much of this decline, but it is worth noting that:

· over half of the recorded fall had occurred before May 2001
· the decline followed an unusual and pronounced peak, and net losses – though still severe - are much less striking over a longer timescale (-20% over 3 years)
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 West Lothian Council’s annual employment survey recorded a decrease of around 5,000 (25%) manufacturing jobs in West Lothian alone in the year to Autumn 2001.  Manufacturing employment now accounts for fewer than one-in-six of the jobs held by West Lothian and North Lanarkshire residents: however, growth in service sector employment almost balanced the decrease in manufacturing jobs.  The Council’s employment survey showed a net decrease of 4% in the year.

4.68 Trends in claimant count unemployment rates
 before and after the Motorola closure announcement show that:

· in both West Lothian and North Lanarkshire, unemployment rates after the redundancy announcement were higher than in the previous year (from July in West Lothian, September in North Lanarkshire)

· in both Scotland and Great Britain, unemployment levels remained lower than in the comparable month a year earlier.

4.69 Some of this difference in relative performance is likely to be due to the job losses at Motorola but the – previously illustrated – decline in manufacturing employment predates the Motorola closure.

4.70 A review of trends in the absolute number of unemployed claimants shows that – compared to Scotland and GB – numbers:

· fell more rapidly in North Lanarkshire and West Lothian until November 2000
· rose more sharply in both areas after November 2000.
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By May 2002, the number of claimants in both West Lothian and North Lanarkshire was barely, or no lower than two years before, and the net change was significantly less positive than in Scotland and GB. 
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A review of flows on and off the claimant count in North Lanarkshire and West Lothian shows that:

· in 4 of the 8 months after redundancies occurred, the “on-flow” of claimants in West Lothian was greater than in the same month of the previous year; this was out of step with the GB pattern

· there was no clear difference in the level of off-flows in either area before and after redundancies began at Motorola
.  

4.73 However, the percentage of claimant off-flow in West Lothian and North Lanarkshire accounted for by people starting work was lower in the months following Motorola’s closure than in the previous year.  The change was relatively small but not evident across Britain as a whole.  

4.74 The review of employment and unemployment data provides evidence of worsening conditions in the West Lothian labour market after a long period of growth and declining unemployment.  

4.75 Job losses at Motorola are a part – albeit a significant one – of a more significant shakeout of manufacturing jobs and a move towards greater service sector employment, not just in West Lothian but also in other parts of central Scotland.  Combined with the phased release of Motorola workers, and their success in finding alternative employment, the identifiable impact on the wider labour market is quite small.  However, changes in the West Lothian economy require to be closely monitored as more evidence becomes available.

conclusions

4.76 The key conclusions from this element of the study can be summarised as follows:

· there is clear evidence that the a succession of redundancies in West Lothian has contributed to a sharp net decline in manufacturing employment in West Lothian and North Lanarkshire; the Motorola plant closure is the largest and most significant of these events

· there are signs that the scale of manufacturing decline may (for the first time in many years) have outweighed growth in the service sector, especially in West Lothian, leading to a net reduction in total employment
· recent evidence suggests that unemployment has risen more rapidly in West Lothian and North Lanarkshire than in the rest of Scotland/GB

· the Motorola closure has undoubtedly been a contributory factor in all these changes, but it is not possible to attribute precisely the scale or nature of that contribution

· against the backdrop of a worsening (but by no means wholly negative) local labour market situation, the Motorola workforce has come through the transitional period reasonably successfully: by March 2002, about 76% had been redeployed

· the encouraging redeployment levels confirm anecdotal evidence that Motorola workers – from across the occupational spectrum – are attractive to other employers, by virtue of their skills and experience of working in a high-performance factory

· the survey shows that many found alternative employment very quickly, and we can infer therefore that the  release of the 3,000 redundant workers has had a significant negative impact on people who were already unemployed and seeking work
· in a changing labour market, flexibility and adaptability contribute to successful redeployment: women have proved more willing/able to find work in the service sector; a proportion of men (especially the less skilled) continue to seek work in the declining manufacturing sector

· some older workers, especially men, have found the transition particularly difficult and this group accounts for a disproportionate share of those still seeking work
· however, many workers have had to make compromises: a high proportion are now earning less than they did before, and about 20% are in temporary employment

· the survey confirms the views of the task force (and the experience of other redundancy exercises) that redeployment outcomes are a function of personal characteristics, work history and – crucially – labour market conditions
· in redeployment terms, the closure of the Easter Inch plant had a greater impact on Lanarkshire than the Lothians; this was acknowledged by the task force in a number of ways, but there may have been a case for reflecting the cross-boundary nature of the exercise in the composition of the task force.

5. Efficiency, Quality and Effectiveness

Introduction

5.1 In addition to the redeployment targets the task force action plan set two further targets:

· a “primary” target of a 75% satisfaction rating for task force services, and

· a “secondary” target to deliver the services specified in the action plan.
5.2 This section of the report assesses the efficiency, quality and effectiveness of the task force response to the closure and focuses on performance against these targets.

A note on sources

5.3 The review draws on three main sources:

· appendix 5 of the action plan, which presented volume and funding forecasts for task force services

· reports of expenditure and activity submitted to the task force from July 2001 onwards

· the employee survey, which provides useful data on the take up and effectiveness of task force services, and on customer satisfaction.

5.4 The PACE framework stresses the importance of tracking expenditure, activity and outcomes as part of the redundancy response effort.  Monitoring systems in the first weeks of operations were fairly rudimentary, but by July 2001 SE E&L were supplying the task force with regular and comprehensive activity reports.

Task force Operations: performance against plan

5.5 In preparing the action plan the task force was aware that the scale and nature of demand for services was unpredictable. The plan was therefore expressed in terms of a range of volumes and expenditure:

· low budget estimate: £4.1 million

· medium budget estimate: £5.6 million

· high budget estimate: £6.9 million.

5.6 The budgets included both the direct costs of products and services developed for the task force and the estimated absorbed costs of staff and programme expenditure from mainstream budgets.

5.7 The chart shows the distribution of budget/volume estimates across a range of activities, based on the low budget version.  It highlights the distinction between relatively high unit cost activities such as IT training and low-cost/high-volume measures such as information sessions and redundancy packs:

· in volume terms, the major planned activities were opportunity shops, information sessions, redundancy packs, job fairs and IT skills training

· in expenditure terms, the major items were IT skills training, opportunities shops, business start-ups, Training for Work, Block Interview Guarantee Training and Job Guarantee training.
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At an early stage in the exercise it became clear that budget outturns were likely to be at the lower end of the budget range. The most recent report to the task force showed that, by end February 2002, actual and committed expenditure stood at £3.25m, approximately 80% of the low budget estimate. Some additional expenditure was expected to carry forward into the financial year 2002-03. Current forecasts project an underspend against the low budget estimate of around 5-10%.

5.9 The task force attributed lower than anticipated spend to three principal factors:

· introduction of the task force helpline, which enabled savings in on-site staffing and associated costs (the task force’s on-site presence was withdrawn by the end of July 2001)

· effective connections to employers, agencies and jobs reducing the demand for customised and block guarantee training

· the decision not to deliver the ISLI project or support further and higher education through the task force.

5.10 Our enquiries and consultations suggest that there was no systematic demand assessment (or other supporting data) to justify most of the activity and expenditure targets in the budget. One difficulty, acknowledged by the task force, is that the experience of previous large-scale redundancy exercises in Lothian or elsewhere (which could have provided useful indications of likely demand) does not appear to have been documented.

5.11 There is a significant mismatch between many of the stated targets and outturns. The mismatches relate to expenditure, volumes and unit costs. The key data are summarised in the table below.

Expenditure

5.12 Expenditure to date against targets for the 7 largest budget items can be summarised as follows:

· IT skills training (£1,278,000 budget): 115% of target

· opportunities shops (£945,000): 86% 

· business start-up (£416,000): 29%

· Training for Work (£335,000): 24%

· Job Guarantee Training (£260,000): 122%

· Block Interview Guarantee Training (£211,000): 17%

· FE/HE subsidy (£175,000): 5%.

5.13 About 80% of actual /committed expenditure has been accounted for by IT skills training, opportunities shops and Job Guarantee Training. These were budgeted to account for only 60% of expenditure. By contrast, aggregate expenditure on business start-up, TfW, Block Interview Guarantee Training and FE/HE is running at only 22% of target: these activities were expected to account for 28% of expenditure, but they represent only 8% of outturns. 

5.14 The plan set out a portfolio of 15 services. An analysis of expenditure by element shows that:

· 10 out of 15 services underspent against the low budget estimate

· 2/15 spent between the lower and middle estimates

· 3/15 services exceeded their budget allocations:

· information sessions (£6k vs. £4k budget)

· supplier base support (£102k vs. £25k budget)

· tracking/communications (£190k vs. £150k budget).

Volumes

5.15 The table shows that most of the planned high volume interventions took the form of basic information and advice services such as information sessions, redundancy packs, jobs fairs and opportunities shops. The targets relating to these activities were met in every case, and attendance at jobs fairs was 91% of target.

5.16 IT skills training was easily the largest of the programmes provided by the task force, with a target of around 1,500 participants. In the event, about 1,200 people took up this option, 77% of target. Job Guarantee Training reached 78% of its volume target. It should be noted that expenditure on both these programmes exceeded the budget.

5.17 Take up of all the other programmes in the plan fell far short of profile. Business start up achieved 27%; no other programme achieved 20%.

Unit costs

5.18 In many cases, the actual unit cost of programmes bears little relationship to the budgeted figure, for example:

the unit cost of IT training was 50% above budget

· the unit cost of Job Guarantee Training was 56% above budget

· the unit cost of Training for Work was 31% above budget.

performance summary

5.19 The Performance Framework table below presents a detailed breakdown of performance against volume and expenditure targets. 
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Table 5.1: Performance against activity and expenditure targets

5.20 We have attempted to corroborate the information on take-up of services by comparing data from the employee survey with the task force reports. We have grossed up the survey results – which include use of services supplied by DBM - to construct the following table.

Table 5.2 Take up of services

	
	Survey
	Task Force reports

	Vacancy display boards
	2,515
	3,106~

	Advice on starting business
	373
	

	Advice on FE/HE
	870
	

	Advice on tax
	342
	

	Advice on benefits
	342
	

	Job interview techniques+
	2,112
	---

	IT/ECDL
	1,180
	1,186

	Off site job fairs*
	1,240
	1,368

	On site job fairs*
	1,428
	

	On site information sessions*
	1,553
	1,750

	Other training
	342
	262

	Business start up support
	# 
	150


Notes:

* services supplied by task force and DBM

+ services provided by DBM

~ attendance at opportunities shops

# the survey consolidated business start up advice and support

Commentary

5.21 The gap between planned and actual expenditure and volumes raises important questions for the task force, although we accept that a major redundancy of this type is fraught with uncertainty and that accurate budgeting is very difficult. 

5.22 The take up of training and other programmes (as opposed to information and advice services) was below the forecast level. This shortfall is attributable primarily to the speed with which many Motorola workers were redeployed, but it may also reflect other factors such as:

· active promotion of ECDL

· confusion over the availability of FE/HE subsidies

· inflexible programme rules

· a confusing portfolio of programmes and services.

5.23 In any event, we would argue that better planning might have been possible. In particular:

· better analysis of the workforce profile and labour market conditions would have shown that a high proportion of workers would require no help or only a light touch to find work or education/training

· the focus of the planning effort should have been on those groups most at risk in the labour market
· it should have been possible to establish robust unit costs for programmes, based on prevailing market prices

· experience of other recent redundancies should have provided insights into the likely scale and patterns of demand, although we acknowledge that these lessons were not documented.

5.24 In offering this assessment we are aware of the dangers of being wise after the event, and we should acknowledge the efforts made by the task force, in particular:

· a basic workforce profile was supplied by the company, but the analysis was at best superficial

· the task force had access to labour market analysis, although they acknowledge that their assessment of prospects and implications erred on the side of caution

· any attempt to target at-risk groups would have had to be in the context of the commitment to provide services for all.

task force services assessed

5.25 The survey of former Motorola employees examined the levels of use, satisfaction with and effectiveness of the services provided through the task force (and DBM).

5.26 The following chart summarises the levels of awareness and use of the services available to Motorola employees. It shows that:

· there was a very high level of awareness of the on-site services provided by the task force and DBM 

· DBM services were the most widely used

· most people were aware of off site and helpline services but they were used only by a minority of the workforce
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one-fifth of those questioned claimed not to have used any services but virtually no one was unaware of the existence of services.

5.27 Men were more likely to have used the available services than women. Only 17% of men had not used any services, compared with 27% of women. Most non-users said that they did not need task force or DBM services because they had already found a job. 
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The awareness and use of individual services (provided by the task force and DBM) is illustrated below:

5.29 A majority of users stated that all the services provided were very easy or easy to use. The chart shows that respondents rated the ease of use of DBM services and the helpline above the task force services. The off-site task force services were felt to be least user-friendly.
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There are practical reasons for these ratings. DBM had access to much larger and more comfortable on-site premises than the task force, while the task force’s off-site facilities came on stream later, and with more restricted opening hours.

Contribution to employee prospects

5.31 The survey asked interviewees to assess the contribution that the various support services had made to their prospects
.  The chart shows that:

· DBM’s services made the greatest contribution, followed by the task force on-site and off-site and the helpline

· a majority of respondents thought that all the services (except the helpline) had made at least some contribution to improving their prospects

· most respondents thought that the helpline service (which had a relatively low level of usage) had made little or no contribution 

· 36% thought that DBM had made a big contribution – more than twice the level achieved by the task force services (17%).

5.32 These ratings reflect the survey finding that DBM’s job search/CV preparation services had the highest “most useful” rating of all the services provided. 
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Performance Against The Primary Satisfaction Target

5.33 The task force action plan established a 75% satisfaction target for the services provided by the task force to employees.  The survey asked respondents to state their satisfaction with the services provided by the task force and DBM.

5.34 As the chart shows, 13% described themselves as “very satisfied” and another 44% said that they were “fairly satisfied”, giving an overall satisfaction rating of 57% for all services. About 1 in 5 respondents described themselves as dissatisfied or very dissatisfied. 

5.35 We cannot disaggregate figures for the task force alone, but in the light of the assessment (see above) of the contribution made by the various support services, we can reasonably assume that satisfaction levels were higher for DBM than the task force. At this stage the satisfaction target has not been met.

5.36 Satisfaction levels were, predictably, largely a function of the current status and prospects of the respondent:

· satisfaction levels were highest among graduates, local residents and people in work

· they were lowest among the least qualified, those living further away and the unemployed.
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Conclusions

5.37 There was a significant gap between planned and actual performance. The action plan was expressed in terms of a budget/volume range, but aggregate expenditure outturns are well below the bottom end figure.

5.38 Closer examination reveals substantial variance against budget, in terms of expenditure, volumes and unit costs. In particular, there was a big shortfall against many of the lower volume targets, indicating that the task force had:

· overestimated the demand for services, and

· underestimated the employability of the workforce.

5.39 We recognise the inherent uncertainties surrounding a redundancy of this scale, but we are still forced to conclude that the planning and budgeting process was flawed. Better planning was possible.

5.40 The survey revealed a very high level of awareness of the services provided by the task force and DBM, and 8 out of 10 people used at least one of the services. DBM’s on-site services were used by about two-thirds of the sample; about half used the task force’s on-site services. 

5.41 The services provided by DBM were perceived to be the most useful, with 36% stating that they had made a “big contribution” to their future prospects, compared with 18% for the task force. However, a clear majority thought that the on-site services had made some contribution.

5.42 Satisfaction levels with all services (57%) fell well short of the 75% target and it is clear that users were more satisfied with DBM services than the task force.

5.43 We can reasonably conclude that the services provided by DBM and the task force made a useful and significant contribution to the redeployment exercise. The impact of DBM services was greater than for the task force, but this may be attributable to factors including:

· DBM were on-site before the task force, and were the first (and in some cases only) point of contact for many people

· DBM’s vacancy display and job search/CV preparation services were used by more clients than any others

· some task force services were particularly appropriate for clients in hard to place categories, while others (such as tax and benefit advice) were not directly employment-related.

6. Other Elements of the Response

6.1 The June 2001 Action Plan stated clearly that the Motorola task force would focus on the direct impacts of closure, and give priority to the redeployment of the workforce.  However, a number of complementary actions were also agreed and these are reviewed in this section.

wlep strategic Action Plan

6.2 The PACE framework recommends that the redundancy response should also address the wider and long-term impacts on the local economy.  The West Lothian Economic Partnership (WLEP) undertook to prepare a strategic action plan, which would identify the measures required to minimise the impact of the restructuring within the electronics sector on the West Lothian economy.  

6.3 In 1998, the Partnership launched a 10-year strategy, which recognised the over-dependence of the local economy on overseas inward investors, especially in the electronics sector.  The strategic action plan sets out a three-year programme of activities to help restore the West Lothian economy to growth.  Its objectives are to:

· broaden the employment base of West Lothian

· grow the indigenous sector, making West Lothian less reliant on foreign owned inward investment  

· position West Lothian as a location for high technology investment and an engine for the wider Scottish economy

· develop workforce skills to match the requirements of the new high- technology industries

· connect disadvantaged groups to work opportunities.

6.4 The structure and content of the strategic action plan is:

· framed around the themes of A Smart Successful Scotland’s themes, and consistent with other Executive strategies

· based around two flagship connectivity proposals: transport infrastructure improvements and pump-priming investment in broadband electronic infrastructure

· for a three-year fixed term:  all proposed activities are time-limited with clear exit strategies

· wholly additional: it includes activities and proposals to expand, enhance and accelerate existing plans.

6.5 The total cost of delivering the plan was estimated at £25 million, and the partners submitted a bid to the Scottish Executive for a contribution of £16.6 million. Other public and private sector partners, including European structural funds, would contribute £8.4 million.  It was estimated that the full delivery of the Plan would help create 5,000 jobs.

6.6 The strategic action plan was submitted to the Scottish Executive in October 2001 and was awarded £6m of support in early 2002.  This will be delivered through the budget of SE E&L from 2002/03, with implementation of projects rolled out over three years.
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The key elements of the West Lothian Strategic Action Plan are shown below:

Support for Motorola’s Supplier Base

6.8 The task force also planned and delivered services for Motorola’s supplier companies.  The task force established as a primary aim:

“to support the companies currently supplying Motorola to ensure the impact of closure is minimised” 
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Information supplied to the task force by Motorola showed that the Easter Inch plant had 319 suppliers in the Scottish Enterprise area, which had received payments totalling more than £150 million in the ten months up to the closure announcement. The graph shows the geographical distribution of supplier companies by number of firms and value of payment received.  The largest number of suppliers (121) was based in Lothian, but in terms of contract value Fife-based firms accounted for the largest share (£62 million).

6.10 A risk assessment showed that 46 of the 319 suppliers could face “critical” problems because of the scale (relative to turnover) of their contracts with Motorola.  Redundancies in these firms were estimated to have the potential to reach 500.

6.11 A list of at-risk companies was formulated and presented to the task force.  SE E&L agreed arrangements for contacting and assisting the affected companies. Information was supplied to business managers in each LEC by early June 2001; the latter were responsible for contacting individuals firms and offering support.

6.12 A range of services were offered to the companies affected, and included:

· business advice

· support for marketing activity

· e-commerce

· people–based development (such as Investors in People)

· export assistance

· financial support (the task force Minutes note that LECs that cannot afford to fund such activity could seek assistance from the task force budget)

· business advisor services for companies not already “account managed”.

6.13 These were all standard network services.  One additional feature was that anyone made redundant in supplier companies as a result of Motorola’s closure would become eligible for the support and assistance offered to Motorola employees.  

6.14 A budget of £25,000 was included in the task force Action Plan to support delivery of services to supplier companies.

6.15 Initial contact was made with supplier companies in the summer of 2001 but the response was reported to have been mixed:  

· one Fife firm has received £18,247 to date out of  a total task force commitment of £100,000 to assist with strategy, marketing and product development

· while the initial budget did not allow for large scale assistance to individual firms, by September 2001 the expenditure forecasts had been revised upwards from the initial £25,000 to £200,000 in anticipation of further major support to supplier firms; no further bids were forthcoming 

· there is no evidence that the offer of assistance to workers made redundant by supplier companies was taken up.

Marketing the Easter Inch Plant

6.16 The task force action plan committed the partners to assisting the process of finding an alternative use for Motorola’s Easter Inch plant.  This large modern facility is well sited beside the M8 motorway, and is a very visible and symbolic landmark for Bathgate and West Lothian. An empty and deteriorating building would present a negative message to the thousands of people who see it every day.

6.17 Scottish Development International (SDI) worked in partnership with Motorola’s agents (Chesterton Blumenauer Binswanger) on the disposal of the site through the production of marketing material and a subsequent international marketing programme. Permission for a possible change of use was secured from West Lothian Council in order to broaden the range of potential uses for the plant.

6.18 In May 2002 Henderson Global Capital (HGI) acquired the site on behalf of Pearl Assurance plc and Scottish Capital Group, for a price of around £11 million. A press statement by HGI said that the building will be enhanced and refurbished to offer “flexible business accommodation” including:

· suites ranging from  1,575 sq m to 19,400 sq m for office, research and customer support operations, and 

· 13,225 sq m distribution space.

6.19 It was announced that Motorola would be the first tenant in the new facility, taking about 2,000 sq m of accommodation for its European operations support staff.

conclusion

6.20 The WLEP’s Strategic Action Plan represents a significant, complementary response to the redeployment programme developed by the task force. It calls for urgent, early action in pursuit of the 1998 strategy, designed to get the local economy back on a growth trajectory.

6.21 The Strategic Action Plan is beyond the scope of the present study, but one point should be noted. The plan was developed by and for the West Lothian partners, but – at least in terms of redundancies – the impact of closure was much greater on Lanarkshire (especially North Lanarkshire) than West Lothian. Although the task force provided services to Lanarkshire residents, the focus of the Strategic Action Plan is exclusively on West Lothian. 

6.22 There is little to report on the planned support services for supplier companies. The initial risk analysis was a good piece of work that provided a clear context for action, but the demand for services appears to have been low. Future redundancy exercises should clarify the nature and scope of these services, and ensure that there is effective monitoring.

6.23 The disposal of the plant was achieved swiftly and successfully.

7. lessons from other major redundancies

7.1 Although there was a rash of redundancy studies in the 1960s and again in the 1980s, there have been relatively few systematic evaluations during the 1990s and the 2000s, reflecting the general buoyancy of the national economy.  This section summarises the evidence from a range of studies carried out over the last 20 years.

redeployment

7.2 The table summarises the results from the studies reviewed. Almost all were in the primary or manufacturing sectors, although many of the workers declared redundant will have carried out service/administrative functions.  There are some key points worth noting from the table.

7.3 The 76% redeployment achieved at Motorola was matched only in a handful of cases, only one of which appears to be genuinely comparable:

· in 2 cases, the survey was conducted 2-3 years after the redundancies, when redeployment levels had peaked

· in 2 cases, a very large percentage of the workforce (38% and 40% respectively) was not seeking work.

7.4 Of the examples we have reviewed, only the 1981 Firestone closure (in Brentford, London) produced a comparable redeployment rate after 7-8 months.

7.5 In most cases, the redeployment rates for redundant workers in the southern half of Britain were higher than in the north, no doubt reflecting labour market conditions at the time.

7.6 In general, the redeployment rate increases over time as redundant employees gradually work their way back into the labour market. A study of the closure of North East Shipbuilders (NESL) in Sunderland in 1989 shows that it took between 12 and 18 months for the proportion of workers who had found employment to plateau out; beyond that point there was very little improvement. 

7.7 The proportion of workers who had found employment by the 5th quarter post-redundancy was approximately 50% higher than in the first quarter. This improvement over time was even more marked for harder to place groups such as unskilled manual workers and the over 50s.

7.8 Over time, there is some evidence of  growth in self-employment as a response to redundancy, although again there is a north- south divide with people in the south being more likely to pursue this option.

7.9 In some instances, the proportion registered as inactive at the time of survey is very high, largely reflecting the age structure of the redundant workforce.

7.10 Although the table focuses on the impact of the redundancy on the employment status of the workers covered, some studies note other labour market readjustment issues, principally:

· lower wages

· lower skill status

· less desirable contracts – temporary, part-time, etc

· longer travel to work distances

· need to relocate.

Table 7.1: Redeployment of workers in selected large-scale redundancies

	Firm
	Year
	Labour market
	Percentage of workers
	Time after redundancy (months)

	
	
	
	Employed
	Self-employed
	Inactive
	Total redeployed
	Un-employed
	Other

8

2
	

	Sizewell B
	1995
	Suffolk
	44
	20
	2
	66
	32
	3
	24

	Swan Hunter
	1993
	Tyneside
	42
	2
	13
	57
	39
	5
	24

	Thurcroft Colliery
	1992
	Rotherham
	52
	b
	12
	64
	28
	7
	24

	Yarrows
	1992
	Glasgow
	7
	0
	28
	35
	50
	
	6

	OPCS
	1992
	Glasgow
	48
	1
	0
	49
	39
	13
	3-15

	British Steel
	1991/2
	Motherwell
	52
	4
	15
	71
	25
	3
	26-42

	Naval Dockyard
	1990
	Plymouth
	42
	10
	7
	59
	34
	8
	3-30

	Smith's Dock 
	1989
	Teesside
	60
	5
	11
	76
	23
	
	36

	British Steel 
	1987
	Port Talbot
	23
	6
	26
	55
	44c
	
	9

	Abrasives Co. 
	1986
	Hertfordshire
	57
	b
	3
	60
	40
	
	4

	BAT 
	1985
	Southampton
	35
	8
	40
	83
	17
	
	24

	Vosper Thorney-croft 
	1985
	Southampton
	50
	9
	14
	73
	27
	
	24

	Steel Co. 
	1985
	Sheffield
	41
	b
	38
	79
	20
	
	39-42

	Chrysler 
	1984
	Paisley
	28
	1
	9
	38
	62
	
	12

	Firestone 
	1981
	Brentford
	71
	2
	8
	81
	19
	
	7-8

	British Steel 
	1981
	Shotton
	23
	2
	1
	26
	74 c
	
	1-9

	Talbot
	1981
	Paisley
	29
	b
	7
	36
	62
	2
	12

	Swan Hunter 
	1980
	Tyneside
	15
	b
	30
	45
	55
	
	11-12


Source:
Figures from papers by Pinch and Mason (1991), McGregor Associates (1993), McGregor et al. (1993), Payne (1985), Moore and O'Neil (1994), Tomany et al. (1999), Glasson and Chadwick  (1997), Gripaios and Gripaios (1994), Critcher et al. (1995) 

Note:
a  Mainly retired and sick

b  Not indicated – proportion likely to be very small

c  Includes people on government training programmes
What Influences Redeployment?

7.11 The literature suggests that a number of factors influence the proportion of the workforce successfully redeployed.  These include:

· the state of the local labour market, and its trend over time

· other features of the local labour market in relation to the employer
· the characteristics of the redundant workforce
· to a lesser extent, the services provided to facilitate the redeployment process.  

The local labour market and the employer

7.12 Typically, the redeployment process is least successful for workplaces that account for a high proportion of employment in the labour market area. This explains the very damaging effects of redundancies in communities dominated by a single industry such as coal mining.

7.13 If the area affected enjoys access to a large local labour market, including major centres of employment, this – predictably - eases the redeployment process.  Redundant workers in more isolated labour markets are at a greater risk, clearly illustrated by the decline of Inverclyde's employment and population base in the 1970s and 1980s as shipbuilding and heavy engineering employment collapsed.

7.14 Where the redundant employer pays high wages relative to the average in the travel to work area, the redeployment process tends to be slower.

Characteristics of the workforce

7.15 Most of the follow up surveys of redundant workers show some systematic patterns. The redeployment rate is highest for prime age workers, typically in the age band 25-39.  Redeployment declines steadily among older age groups.

7.16 People in higher skilled occupational groups are typically easier to redeploy.  There are exceptions to this. For example, where craft workers have highly specialised skills, redeployment rates can be lower than for unskilled and semi skilled manual workers.

7.17 The relationship between gender and redeployment is mixed, with no clear patterns.  

7.18 There is some evidence to show that there is a positive relationship between the level of educational and vocational qualifications and the likelihood that a redundant worker will be redeployed.

7.19 A review of evidence from Europe (Morin and Vicens, 2001) concludes that the redundant workers are at risk of entering into a series of short-term employment contracts or experiencing long-term unemployment. Those most at risk are: “workers with no specific skill base, aged between 40 and 50, with considerable seniority, engaged in a declining sector or possessing no transferable skills”.
Impact of support services

7.20 There are relatively few systematic evaluations against which we can benchmark the efforts of the Motorola task force.  

7.21 The review suggests that most responses to large-scale redundancies offer a standard package of redeployment services. Typically these include:

· a commercial outplacement service, working from the site and paid for by the company, and focusing on providing vacancy leads and job search supports

· public sector, typically Employment Service-led, redeployment services offering job search services and links into a portfolio of other support

· other support services typically involve a mix of:

· job search skills

· confidence building

· specific vocational training.

7.22 An earlier generation of redundancy responses in the 1980s placed greater emphasis on:

· promoting and supporting self employment as an option

· particularly with coal and steel closures, trying to bring alternative employment to the localities.

7.23 The British Shipbuilders redundancies in the mid 1980s led to the development of a short life initiative – British Shipbuilders Enterprise Limited (BSEL).  Several features of its approach are of interest, although unfortunately there is no systematic independent evaluation of BSEL's interventions:

· rather than engage an external outplacement organisation, BSEL made up counselling and job placement teams drawn from the ranks of the redundant shipyard workers who had:

· an intimate knowledge of the industry, its working conditions and skills

· a clear awareness of the perceived barriers to work from the employees’ perspective 

· a high level of commitment to securing work on behalf of their colleagues

· a significant effort went into proactively searching out vacancies in the local labour market which did not come through formal channels; it was estimated about 60% of the vacancies identified had not been notified to the Jobcentre network.

Usage of redeployment services

7.24 An analysis of the OPCS aftercare initiative, set up to help temporary workers laid off following the 1991 Census in Glasgow,   found that:

· a vacancy display facility in the Jobcentres was used by 91%

· other service usage figures included:

· 87% attending counselling interviews

· 18% attending job search seminars

· 9% attending job review workshops

· 7% attending customised training programmes.

· the main reason for not taking up services was that the redundant employees claimed they were never offered the opportunity, although procedures were supposed to be in place to contact all employees by post.

7.25 Following the 1992 Yarrows redundancies, only a third of the workforce took advantage of the defence industry training initiative.  Usage was highest among those aged 55 or over and for long serving employees.

Effectiveness of support services

7.26 There is a difficulty in assessing the impacts of these services, because they are rarely evaluated on a control group basis, and usually some time after the event.  However, the evidence suggests that:

· there is no clear association between the use of support services and successful redeployment; indeed, heavy service users are less likely to be redeployed; 

· this is because those who take longer to find work (or who anticipate taking longer) are more likely to use the support services available.

7.27 Some of the evidence on the effectiveness of redeployment services is summarised below:

· following the Ravenscraig redundancies, 28% of those who had taken part in skills or jobs search training were still unemployed at the time of the survey, compared to 16% who did not (presumably because the latter found work more readily and did not require the assistance)

· in the OPCS aftercare initiative, the proportion attending short training programmes who found employment was 57% compared with 49% for the sample as a whole; of all leavers finding a job, 11% attributed this wholly to the help provided by the on-site and related services and 16% attributed this partly to the services; 71% said the services made no contribution.

Satisfaction With Services

7.28 Again there is remarkably very little evidence on this.

· The evaluation of the defence industry training initiative following the redundancies at Yarrows in Glasgow found that: 

· 71% described careers advisory services as 'useful' or 'very useful'

· 75% described training services as 'useful' or 'very useful'.

· the review of the OPCS aftercare initiative found that specific services received the following 'useful' or 'very useful' ratings:

· counselling interviews 63%

· vacancy services 74%

· job review workshops 62%

· job search centres 76%

· short training programmes 81%

· overall satisfaction levels with the OPCS aftercare initiative were:

· 17% very satisfied

· 34% satisfied

· 38% neither satisfied nor dissatisfied

· 6% quite dissatisfied

· 6% very dissatisfied.

· a study following the closure of Brodsworth Colliery in Yorkshire (1999) found that:

· only 35% received counselling at the point of redundancy

· 44% of those said that it was useful.

Impacts on Local Labour Markets

7.29 Although there was a lot of interest in this issue in the 1970s and 1980s there has been little or no systematic assessment of this issue since the Ravenscraig closure in the early 1990s.

· the Mackay et al. (1980) study found that it was only possible to detect the longer run effects of redundancies in smaller, more compact labour markets; even substantial redundancies in large and dense travel to work areas leave remarkably little impact on local unemployment levels

· a study of the Ravenscraig redundancies found that redundant workers produced a substantial displacement effect: for every 100 redundant workers reabsorbed into employment in the local economy, an estimated 41 local people, who would otherwise have been employed, remained unemployed; the effects were particularly severe on lower skilled workers.

conclusion

7.30 Most of the studies covered by this review are of redundancies in traditional industries such as coal, steel and shipbuilding. Redundancies in the high-tech manufacturing sector are a relatively recent phenomenon, and we have not been able to trace any published studies.

7.31 Nevertheless, the review does provide useful context for an assessment of the Motorola redundancy response. The key messages are that:

· the redeployment rate achieved at Motorola is unusually high, especially so soon after the redundancies took effect

· evidence from other cases suggests that the redeployment rate for those who have found it harder to find work can be expected to improve over the next 6-9 months

· the number of people who have withdrawn from the labour market is relatively low, no doubt reflecting the age structure of the Motorola workforce

· some typical adjustment problems manifest themselves, notably the need to accept lower paid work or temporary contracts
· …however, only a relatively small proportion have to travel further to their new jobs, reflecting the still buoyant local labour market

· although this was a large redundancy, Motorola was a major – but not dominant – local employer in a large and mobile labour market; the effects of the closure were therefore diffused

· the demographics of the workforce were helpful to rapid redeployment: people in the 25-40 age group tend to find new work most rapidly, and Motorola had a high proportion in this age band

· however, the Motorola experience confirms the review finding that older workers and less skilled people find it harder to secure alternative employment

· in Motorola’s case, the effects may have been tempered by the fact that – whatever their formal qualifications – the Motorola workforce received regular training
· the services offered by the task force and DBM were broadly in line with the standard package identified by the review

· …but it is not possible to draw any firm conclusions about effectiveness/satisfaction ratings relative to other redundancies.

8. conclusions and recommendations

performance against targets

8.1 The study shows that:

· on redeployment, the task force is on track to achieve the 6 month target
· the redeployment rate should continue to improve for another 6-9 months
· customer satisfaction ratings are generally positive, but fall short of the target
· only a minority of the secondary (activity) targets have been met.

key lessons and recommendations

8.2 Our other key findings are summarised below.

Contingency planning

8.3 The PACE framework sets out a recommended precautionary planning regime, including the preparation of a contingency plan. The Continuing Employment Team (CET) produced a protocol document that is a useful statement of general principles, but not an adequate basis for case-specific action planning.

8.4 We have highlighted some of the negative effects caused by the lack of a detailed contingency plan. We recommend therefore that the CET should take early action to conform to the PACE framework by preparing a contingency plan that will provide a clear organising framework for the development of action plans in response to specific redundancy situations.

8.5 We recommend that:

· the plan should include a manual, to guide the partners step-by-step through the planning process

· the plan should be reviewed formally at least once a year, to ensure that lessons learned from other redundancy situations are taken on board. 
8.6 We recommend that the plan should be in two parts:

· part one – which should be reviewed regularly – should provide the regional context for redundancy responses

· part two should take the form of a manual of procedures and processes to be implemented in the event of a redundancy.

8.7 We recommend that the context statement should include guidance on:

· LRT membership and leadership

· protocols for dealing with cross-boundary issues

· decision-making processes, including formal approval of action plans

· monitoring and reporting arrangements

· independent evaluation of redundancy responses

· the role of the company and of outplacement consultants

· internal and external communications

· learning from experience

· labour market/economy trends (updated regularly)

· the core service offering and eligibility criteria

· advice on target-setting and definitions of redeployment

· targeting and priorities.

8.8 We recommend that the manual should provide detailed guidance on the development of case-specific action plans. Aspects of the action plan are discussed below, but the key feature of the manual should be a structured risk assessment process, based on the following key issues:

· scale: how many people will be affected? how significant is this in relation to total employment in the locality/sector? what might the effects be on people who are already out of work?

· employability: what do we know about the demographic profile, skills, qualifications and experience of the workforce? are they likely to be in demand – and are some groups likely to be at risk?

· labour market conditions: what do we know about labour market prospects in the places where the workforce live? what is the likely demand for labour? does this redundancy form part of a wider pattern?

· multiplier effects: will the redundancies have significant implications for suppliers of goods and services, locally or elsewhere in Scotland?

8.9 We recommend that the CET should devise or commission the risk assessment process, which should enable the partners to distinguish between 4 levels of impact:

· local: effects confined to immediate locality

· sub-regional: effects felt in one or more Council areas

· regional: effects felt across Edinburgh and the Lothians

· inter-regional: effects felt in more than one region.

8.10 Using this analysis, the CET will be in a position to decide on the appropriate scale and level of intervention. We would anticipate that only major (regional and inter-regional) redundancies would require an on-site presence. 

8.11 Using the manual, we recommend that the LRT should aim to produce a first draft action plan within 5-7 days of the redundancy announcement.

Relations with the company

8.12 Despite the best efforts of SE E&L, the Motorola redundancy response was hindered by the company’s decision not to participate in the task force, and by a lack of clarity about the role of the outplacement consultants.

8.13 The local partners cannot compel companies to participate in (or even cooperate with) local response teams. However, it is clearly desirable that they should, and we recommend therefore that whenever a major redundancy is announced immediate priority should be given securing the active involvement of the company in the design, planning and delivery of the redundancy response.

Relations with outplacement consultants

8.14 Many companies – especially large firms – retain outplacement consultants to help redundant workers to find a new job or make a career change. The Motorola case shows that outplacement consultants can make a very valuable contribution to the redeployment effort. Firms are under no obligation to use such services, but we recommend that they should be encouraged to do so.

8.15 However, this study has highlighted some of the potential difficulties including:

· confusion over roles, responsibilities and division of labour

· wasteful competition between public and private sector services

· duplication of effort and confusion for individuals.

8.16 We recommend therefore that outplacement services should be treated as an integral part of the redundancy response, and that a senior representative of the consultants should be invited to join the local response team. 

8.17 In each case we recommend that the aim must be to provide clients with a seamless service. Immediate priority should therefore be given to clarifying the respective roles of the consultants and the LRT.
Learning from experience

8.18 There is a great deal of accumulated knowledge and experience of dealing with large-scale redundancies. However, this study suggests that it is hard for practitioners to tap into sources of advice and expertise.

8.19 We recommend that the Lothian partners should ensure that all future local redundancy responses are properly documented, assessed and (where appropriate) evaluated. The material generated should be posted on the SE intranet, and disseminated via the PACE website. 

8.20 We also recommend that the local partners should participate in a regular exchange of experience and good practice through the PACE network.

8.21 We recommend that the CET should also take on board the lessons from published studies that are summarised in section 7. These provide valuable insights into the factors influencing post-redundancy outcomes, and into the effectiveness of support services.

Defining the service offer

8.22 The Motorola case confirms practitioners’ experience that events move fast once a redundancy has been announced. Rumours and myths tend to fill real information gaps. Any redundancy situation is a time of anxiety and uncertainty for the workforce, and emotions can run high.

8.23 In our view, therefore, it is vital that the LRT moves quickly and decisively to provide redundant workers with accurate, up-to-date information on jobs, opportunities and prospects – and on the services that will be available to help the redeployment process. In these circumstances, certainty is more important than promises.

8.24 There is no doubt that the debate over the availability of funding for FE/HE courses was a source of confusion and, ultimately, disappointment and frustration. The lesson here is that there are difficulties and risks in trying to make policy changes in response to individual cases.

8.25 We recommend that, as a general rule, the range of services available to redundant workers should be determined in advance and set out in the contingency plan. The case-specific action plan should not normally include any measure that will require policy approval by partners or the Scottish Executive. 

8.26 We recommend that, in preparing the revised contingency plan, the CET should undertake a review of available services and associated eligibility criteria. If these are thought to be in any way deficient or inappropriate the CET should raise the matter with the Scottish Executive, via the PACE network.

8.27 Special redundancy services cannot be offered on an open-ended basis. An end date needs to be agreed at which targeted services will cease and individuals who have still not been redeployed should be returned to mainstream Jobcentre Plus services. We recommend that action plans should be for a fixed-term, usually 6 months.  

Planning and budgeting

8.28 By adopting the recommendations above, the CET will be moving towards a standardised redundancy product and away from a case-by-case bespoke offering. We believe this will be beneficial so long as the package is subject to regular review.

8.29 One other benefit of this approach should be to make the estimation of demand and costs more predictable. We recommend that average unit costs should be calculated for all the major items in the service portfolio. We also recommend that the CET should establish protocols relating to the treatment of direct and absorbed costs of LRT interventions.

8.30 We recommend that take up of services should be monitored closely and linked to the status/characteristics of the workforce. Experience over time should provide valuable insights into the likely future pattern of demand.

Targeting at-risk groups

8.31 This report provides insights (from the survey and other sources) into the redeployment prospects of different groups in the workforce. We can identify a number of at-risk groups, although the degree of risk will be determined largely by prevailing labour market conditions. 

8.32 Generally, the Motorola workforce has proved to be employable, with a significant proportion finding work (or another outcome) without the help of the task force or DBM. However, redeployment outcomes have been less satisfactory for some groups defined by age, gender, occupation and place of residence.

8.33 We recommend that future redundancy responses should aim to target/achieve early identification of individuals who are most of risk of unemployment. It may be appropriate to frame performance targets specifically for these groups.

8.34 We recommend that every effort should be made to fast-track people who are likely to find employment (or another outcome) most readily. If outplacement consultants have been appointed this may be the most appropriate role for them.

Performance targets and definitions

8.35 There is no official definition of redeployment, but for the purposes of this report we have adopted the definition used by the task force, which includes – in addition to people in employment and self-employment –those in education/training and people who are not seeking work.

8.36 There is no right answer, although we have noted that other studies do not treat people who are not seeking work as being redeployed. The difficulty is that the status of this group is ambiguous. While some people may have removed themselves voluntarily from the labour market, others may have withdrawn because of a perceived lack of opportunities or other factors.

8.37 We recommend that the CET should provide guidance and an agreed definition of redeployment in the contingency plan. On balance, we recommend a definition that includes only people in employment, self-employment, education or training – but not people who are not seeking work.

8.38 We recommend that action plans should set redeployment targets, but this should be done on a case-by-case basis, reflecting the specific circumstances of each redundancy. Even in a positive economic climate it would be unreasonable to expect a low-skilled workforce mostly aged 50+ to match the redeployment levels achieved at Motorola.

8.39 In setting targets, we recommend that the LRT should measure progress at milestone dates (typically 6, 12 and 18 months after the first redundancy). This has the virtue of simplicity, even though there will be some “wastage” as people lose jobs or come to the end of temporary contracts.

Tracking and monitoring
8.40 Depending on the scale and significance of the redundancy, the LRT may decide to introduce a system to track individual employees. Such systems have a dual purpose:

· to track the progress of individuals and maintain a caseload of workers still in need of advice or assistance, and

· to monitor performance against targets.

8.41 The present study has shown that there are some tensions between these two objectives. Tracking is a continuous process working with an evolving caseload, but monitoring performance against targets calls for a snapshot status report – for the whole cohort - on or about a milestone date.

8.42 On balance, we recommend the separation of these two functions:

· the LRT – or appointed contractors – should carry out the tracking exercise
· a survey should be undertaken to gather performance data and other qualitative information.

8.43 In cases where tracking and monitoring are undertaken, a robust database of all employees is an essential starting point. We recommend that – if at all possible – this should be supplied by the employer,
 but the LRT may need to construct the database using contact information.

8.44 Full tracking and monitoring of every redundancy response would be prohibitively expensive and time-consuming. We recommend that the full service should only be applied to major (regional and inter-regional scale) redundancies. Simple follow-up surveys would be appropriate for most other cases. 

8.45 In cases (such as Motorola) where a full evaluation is undertaken, we recommend that the survey should gather data on service usage and effectiveness. We recommend that a consistent survey methodology should be adopted: the survey developed for this study provides a useful template.

8.46 We recommend that data gathered on these issues should inform the future development of the service portfolio. For example, the present study suggests that employees value most highly the services that relate directly to job search. It also suggests that men are more likely than women to take up redundancy services.

Geographical focus

8.47 The effects of the Motorola redundancy were felt over a wide geographical area. The workforce was drawn from across central Scotland, with more employees resident in North Lanarkshire than West Lothian. The closure of the plant affected suppliers from across Scotland.

8.48 The PACE framework is predicated on local responses, although it acknowledges potential cross-boundary issues. In Lothian, the CET protocol is based on Council area-level responses. This approach may be appropriate for some smaller redundancies, but it does not reflect the realities of a fluid and open local labour market. In some cases it may be necessary to involve more than one Council in the LRT.
8.49 We recommend that the new contingency plan should be framed at the regional level, even though local (Council area) responses may be appropriate in some cases.
8.50 We recommend that the CET should raise the issue of cross-LEC boundary responses with the PACE network.
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	West Lothian College
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� Jobcentre Plus, City of Edinburgh Council, East Lothian Council, Midlothian Council, West Lothian Council, SE E&L


� See Annex for a list of members.


� There was no definition of redeployment in the action plan: see Section 4.


� Motorola agreed that redundant workers could leave before their nominated release date, with their redundancy package intact; staff were therefore not inhibited from seeking and starting new jobs before the official redundancy date.


� See accompanying report by Swift Research (Working Paper 2, Annex 1)


� According to information provided by Motorola, the place of residence of the workforce was: Lothian 37%, Lanarkshire 34%, others 29%.


� There is no standard definition of redeployment, but it should be noted that many studies treat as redeployed only those in employment, self-employment, education and training. 


� Employed (other) 59%, self-employed 2%, education/training 7%, not seeking work 9% (figures are rounded).


� See Futureskills Scotland, The Scottish Labour Market 2002


� See Futureskills Scotland Labour Market Profiles, Autumn/Winter 2002-2003 for Lanarkshire and Edinburgh& Lothian


� Workforce based rate.  More valid ILO measures of unemployment are not sufficiently statistically robust at the local level and are not examined.  Conversely, the claimant count – whilst an accurate measure of benefit recipients – is not a particularly good measure of unemployment as many jobless people do not quality for these benefits.


� A study of Ravenscraig redundancies found that for every 100 redundant workers re-employed locally, around 40 already unemployed locals, who would otherwise have been employed, remained unemployed – thus the claimant count off-flow may be reduced


� The definition of “prospects” was left for the respondent to decide– it is likely that most understood this to be “employment prospects” but others used the services to assist in other areas, such as education or benefit advice.


� The CET may need to seek guidance on confidentiality and data protection issues.
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