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Executive Summary

Introduction

GEN Consulting was commissioned by Scottish Enterprise Ayrshire to carry out an evaluation of the Joblink and Adult Training and Recruitment Credit (ARTC) pilots in North Ayrshire.  The evaluation was expected to recommend whether the North Ayrshire Joblink and ARTC projects should be continued beyond March 2006 and  consider whether one or both projects should be extended to East and South Ayrshire. The programme started to fully operate in March 2005, therefore this evaluation comes at an early point.
Training for work (TfW) in North Ayrshire

The overall trend with regards to TfW job outcomes in Ayrshire is positive, with better outcomes for each of the three council areas. The introduction of Joblink to North Ayrshire is relatively new and appears not to have had an obvious impact at this stage, as a result assessing the performance of the programme was difficult.  The highest TfW job outcomes were found in East Ayrshire at 71%, which is above that in North Ayrshire under Joblink at 44%. 

Performance of Joblink in North Ayrshire

The number of clients referred for TfW who actually start with training providers for Joblink is less than half that for the Kilmarnock and Cumnock job centres (both in East Ayrshire). Despite this, the information does not paint an entirely negative picture.  Joblink have been tasked with selecting the most job ready individuals and as such it is not surprising to see that a large proportion of referrals are not making it on to training providers.
The vast majority of TfW referrals came from Jobcentre Plus. Since the introduction of Joblink there has been a gradual change in the type of referrals received, with the Joblink team encouraging referrals who were eligible for TfW from the first day of unemployment.
Joblink are making referrals to training providers differently from Jobcentre Plus previously. Consultations with Joblink found that certain training providers were preferred by the co-ordinators as they were considered to be more likely to achieve job outcomes and offered more flexibility around starting clients on programmes.
The relationship between Jobcentre Plus and Joblink was perceived to be positive by both parties. Relationships with training providers can be split into three broad groups, providers who feel they have:

· a more effective relationship with Joblink than they did with Jobcentre Plus

· much the same relationship as they did with Jobcentre Plus

· a less effective relationship with Joblink than Jobcentre Plus.

Collectively the trainee perceptions of Joblink staff were positive. The benefits cited by trainees tended to be of a generic nature such as the process would help trainees to gain new skills or enter employment.

Performance of ARTC in North Ayrshire

ARTC got off to a slow start, this was due in part to an expected major source of employment opportunities not materialising. Job outcomes were well below target, with 17 ARTC jobs achieved against a target of 87 (up to end of September 2005). However, despite the weak performance on ARTC job outcomes up to this point, information provided by the Joblink team has shown a marked improvement in the intervening period to mid November. 

The Joblink team were of the opinion that ARTC had been well received in North Ayrshire. They recognised the process of engaging employers had taken time, however the perception was that ARTC was now well understood by the employers involved and starting to gain momentum. The small group of employers consulted reported a positive first impression in the use of ARTC and had no issues with regards to engaging the service.

If it is taken that ARTC is intended to act as an incentive for employers to recruit  and train from the TfW client group, then discussions revealed a picture of low additionality. Although ARTC may currently acting as reward to employers the positive signs are there for it to act as an incentive in future.
The additionality of the training input of ARTC varies on the size of the firm. The larger firms would train new recruits regardless whereas the smaller firms may train, but in a much less structured and systematic way.

The Joblink and ARTC activities are designed to complement each other, however to date in North Ayrshire, there has been little evidence of linkage between the two.

Recommendations

The analysis leads to a number of recommendations:
1. the Joblink and ARTC models both show promise.  They are building good relationships with key players and these should lead to further benefits over time. Therefore both initiatives should continue to operate 

2. However, care should be taken that the anticipated benefits do indeed accrue.   A further review should be undertaken in summer 2006, one year from when they were properly operational. This allows proper time for reflection before the 2007/08 contracting round
3. until this further review is carried out the programme should remain operational only in North Ayrshire.  This has the advantages of allowing it to build on emerging relations

4. we recommend the implementation of several intermediate indicators which will allow progress to be monitored more closely until the further review. Joblink should:

a.
report monthly to SE Ayrshire on the status of all TfW referrals it receives, including those who do not start with training providers 

b.
provide a monthly breakdown on the progress of all those who been referred and have started with providers. At its simplest this should include those who are still on the programme; those who have left the programme and found work and those who have left the programme and not found work

c.
provide information on the job search support they are providing to those clients who have finished training and not found work

5.
SE Ayrshire should share the achievement rates of training providers with Jobcentre Plus and Joblink. Furthermore, providers should be informed that this process is taking place. This will provide clarity around the effectiveness of providers in getting clients into jobs
6.
there are a series of steps which could be taken to improve the operation of the Joblink programme:

a.
improved care around people being referred by Jobcentre Plus to boost the numbers starting TfW, or if TfW is deemed not appropriate then there should be proper monitoring of the reasons why not
b.
a more consistent approach should be taken in supporting clients who have finished with training providers. At present, this aspect of the process appears to be patchy

c.
improved communications with all training providers, not just those who receive most trainees.  It may be helpful for joint meetings to be held between Joblink staff and each provider.  These should also be attended by the SE Ayrshire Contract Manager
d.
prior to these meetings a paper should be produced for circulation setting out clearly the different components of the model and respective responsibilities.  By removing some remaining confusions, the meeting would be better able to focus on how to make the model work more effectively
7.
there are also several areas where ARTC could be further developed:

a.
there must be on-going effort to convert the high level of activity in to jobs
b.
care must be taken over additionality, especially where people are deemed eligible who have had no prior support from Joblink

c.
the scope for increased linkage between TfW and ARTC should be explored.

8.
SE Ayrshire should make clear to Joblink that levels of additionality are as important as absolute numbers of ARTC job outcomes, and in doing so understand that this may lead to the number of job outcomes being less than the original target

9.
we would expect additionality to be highest where:

a.
the company is smaller in size

b.
the new recruit has been on the Joblink programme or has had their details submitted for the vacancy by Joblink

c.
the company does not have any formal training procedures in place.

1.
Introduction and Background

1.1
Introduction
GEN Consulting was commissioned by Scottish Enterprise Ayrshire to carry out an evaluation of the Joblink and Adult Training and Recruitment Credit (ARTC) pilots in North Ayrshire.  Both of these schemes were set up as pilot projects to test new ways of delivering Training for Work (TfW).  The Lennox Partnership deliver both Joblink and ARTC in North Ayrshire and acts as an honest independent broker who aim to take those closest to the labour market and provide them with training that will allow them to access and sustain employment.

1.2
Project Background

Joblink has been delivered by the Lennox Partnership since 2000 in Dunbartonshire. The model has been credited with the success of TfW in Dunbartonshire delivering job outcomes of 48% in 2003/4 (15% above the SE network average). In view of this, the decision was taken by Scottish Enterprise to establish Joblink as a pilot in North Ayrshire with the aim of making a significant impact on the effectiveness of the TfW programme in the area.

Joblink and ARTC are complementary activities both of which are delivered by the Joblink team. Joblink acts a broker for TfW referrals sourcing the most appropriate training on their behalf. Whilst ARTC offers support for TfW clients and employers when the client enters employment. 

In summary, Joblink is the ‘front-end’ of the process designed to improve access to training for TfW clients and ARTC is the ‘back-end’ of the process providing financial and training support to employers and clients when they exit training and enter employment.

The pilot was introduced in North Ayrshire in January 2005, however did not become fully operational until March 2005. Therefore, this is an early evaluation.
1.3
Key Aims


The brief for the study set out a number of key objectives, which were to:

· determine the effectiveness, impact and value for money of the Joblink and ARTC projects to date

· consider the progress of the North Ayrshire pilot in light of the SE Dunbartonshire experience

· identify best practice and opportunities for improvement

· recommend whether the North Ayrshire Joblink and ARTC projects should be continued beyond March 2006

· consider whether one or both projects should be extended to East and South Ayrshire.

1.4
Methodology
The evaluation has been carried out over a five week period through a work programme that has included:

· a review of management information on the performance of Joblink and ARTC
· a review of relevant documentary sources and research into TfW
· consultations with:
· SE National and SE Ayrshire
· The Lennox Partnership and the Joblink team
· Jobcentre Plus staff in Irvine, Kilwinning and Kilbirnie
· 6 members of the training provider network
· 10 trainees who had been through the Joblink scheme
· 6 employers who had received ARTC support.
There were some difficulties in establishing contact with TfW trainees who had been through the Joblink process. Consultations with the training providers found no Joblink TfW trainees in training. Due to this, trainees were contacted by telephone.

In addition, the named representative from North Ayrshire Council was on sickness leave during the course of our consultations and a suitable replacement could not be sourced within the timescale.
1.5
Report Structure
This report present the finding from the evaluation and is set out as follows:

· Chapter 2  looks at the performance of TfW in Ayrshire assessing the number of starts, job outcomes and wider changes in the TfW client group

· Chapter 3 assesses the performance of Joblink in North Ayrshire using a combination of internal performance reports and consultations with key stakeholders

· Chapter 4 looks at the performance of the Adult Recruitment and Training Credit (ARTC)

· Chapter 5 brings the findings together and makes some conclusions and recommendations for the future.
2.
Training for Work (TfW) in Ayrshire

2.1
Introduction

This chapter looks at the changing performance of training for work (TfW) in Ayrshire, making specific reference to the difference between North Ayrshire and East & South Ayrshire.  The chapter covers:

· TfW starts
· TfW job outcomes

· wider change in the TfW client group.
2.2
TfW Starts
The TfW scheme in Ayrshire has undergone a period of change over the last few years.  As such it is necessary to assess the number of people starting TfW in the 2004/05 period as well as the period from March 2005 to the end of October 2005 (referred to as pre-Joblink and Joblink through the rest of the report).  This allows us to analyse how the programme has changed since the introduction of Joblink in North Ayrshire and sets this in the context of the TfW schemes elsewhere in Ayrshire. That said, care must be taken with the interpretation as the length of time covered by Joblink is not yet a full year.

Table 1 below shows the number of TfW starts in Ayrshire for the first 6 months of the 2004/05 TfW programme and the first 6 months of the Joblink scheme.


Table 1: TfW starts for the period before and during Joblink
	
	Pre Joblink (12mths)
	Pre Joblink 
(Mar 04 – Oct 04)

6mths
	Joblink (Mar 05–Oct 05)  6mths
	No. Change
6 month

periods 
	% Change
6 month

periods

	East Ayrshire
	246
	132
	113
	-19
	-14%

	North Ayrshire
	321
	204
	153
	-51
	-25%

	South Ayrshire
	173
	103
	122
	+19
	+18%

	Ayrshire
	740
	439
	388
	-51
	-12%



Source: SE Ayrshire Monitoring Data

The table shows that:

· there were 51 more starts in the TfW scheme in 2004/05 (before Joblink) than the first 6 months of the Joblink period in North Ayrshire.  This is a performance 25% lower for the same time period

· there was also a poorer performance in the East Ayrshire TfW scheme for the same period, though it was only 14% lower than the first 6 months of the 2004/05 TfW programme

· only South Ayrshire has experienced an increase in its TfW starts, with 19 (or 18%) more starts in the current programme year than for the same period in 2004/05.

These figures are therefore inconclusive about the performance of Joblink.  At face value they have not improved performance as there have been fewer starts than for the same period before Joblink.  However, the first 6 months of the Joblink programme would not represent a ‘standard’ performance, given time for set up and relationship building.  As such it would be expected that the remaining 6 months of the year should deliver more than the first 6.  This would result in North Ayrshire at least meeting the number of starts in the previous full calendar year.

Overall, it is difficult to tell if Joblink has helped to increase the number of TfW starts in North Ayrshire.  Early evidence would seem to suggest that this has not been the case, as the performance in South Ayrshire has been better than in East and North Ayrshire.  This is not necessarily a failure given that the acid test of the programme is job outcomes and not just those starting on the programme.  It is to this that we now turn.

2.3
TfW Job Outcomes

The key measure of success for TfW is not the number of people passing through the system but their success in achieving a positive job outcome.  Table 2 below shows the number and proportion of job outcomes in the 2004/05 year and the first 6 months of the 2005/06 programme.

Table 2: TfW job outcomes for the period before and during Joblink
	
	Number of positive job outcomes
	Job outcomes as a % of starts

	
	Pre Joblink (12mths)
	Joblink (Mar 05 – Oct 05)
	Pre

Joblink
(12mths)
	Joblink
(Mar 05 – Oct 05)

	East Ayrshire
	84
	80
	34%
	71%

	North Ayrshire
	68
	68
	21%
	44%

	South Ayrshire
	57
	49
	33%
	40%

	Ayrshire
	209
	197
	28%
	51%


Source: SE Ayrshire Monitoring Data
The table shows that:

· there has been a substantial increase in the number and proportion of job outcomes in each of the 3 council areas

· at the mid point the number of job outcomes has equalled that of the entire previous year in North Ayrshire

· there has also been an impressive number of job outcomes in both East and South Ayrshire

· there has been a doubling in the proportion of job outcomes against starts in East and North Ayrshire, while the proportion in South Ayrshire has improved

· overall, the proportion of starts achieving positive outcomes in Ayrshire is up from 28% to 51%.

The overall trend in Ayrshire is positive, with better outcomes for each of the three council areas.  As a result assessing the performance of Joblink is difficult.   The highest outcomes were found in East Ayrshire at 71%, which is above that in North Ayrshire under Joblink (at 44%).  

There are potentially some issues with the data though that may inflate the outcome figures.  Some of the outcomes will be people who went through the 2004/05 programme but who have achieved a job outcome in the 2005/06 period.  An example of this was given by one training provider who had a number of trainees who finished training in March but did not start with an employer until April or May. This meant that at one point this provider was above 100% in job outcomes as the time lag had led to more positive job outcomes than TfW leavers. This will correct over the next few months, but even accounting for this there is a clear positive trend in all Ayrshire TfW schemes.

2.4
Wider Change in the TfW Client Group

There does appear to have been an improved TfW performance in Ayrshire – both in terms of starts and, more importantly, job outcomes in the first 6 months of the 2005/06 programme.  

However, this has to be framed within the broader changes taking place around the TfW client group (those aged over 25 and claiming Job Seekers Allowance (JSA) for over 6 months).  Table 3 below shows the change in the number of those claiming JSA within this broad client group.

Table 3: Change in Claimant Count, 25+ claiming for 6 months+
	
	April 2000
	April 2005
	No. Change
	% Change

	East Ayrshire
	1,610
	805
	-805
	-50%

	North Ayrshire
	1,520
	970
	-550
	-36%

	South Ayrshire
	1,015
	570
	-445
	-44%

	Ayrshire
	4,145
	2,345
	-1,800
	-43%


Source: ONS
The table clearly shows that:
· there has been a substantial decline in the number of people aged 25 or over and claiming JSA for over 6 months in each of the three Ayrshire councils

· in total, there has been a fall of 43% in this age and duration band, or 1,800 claimants in Ayrshire between 2000 and 2005

· North Ayrshire has been the most resistant to change, with a decline of 36%.  This compares with falls of 50% in East Ayrshire and 44% in South Ayrshire over the same period.

Over the past 5 years the TfW client group has declined though the change has been slowest in North Ayrshire.  This provides strong evidence of the need to speed up progress in North Ayrshire and also puts the task for Joblink in context.

These changes reflect the longer term trends and the context within which TfW operates in Ayrshire (and North Ayrshire specifically).  Over the timeframe for which Joblink has been operational there has been some interesting changes in the client group that supports the view that Joblink may be helping to turn the tide.

Table 4 below shows the change in the 25 plus client group claiming JSA for more than 6 months over the life of the Joblink scheme in East, North and South Ayrshire (April 2005 to September 2005).  

Table 4: Change in Claimant Count, 25+ claiming for 6 months+
	
	April 2005
	September 2005
	No. Change
	% Change

	East Ayrshire
	805
	820
	15
	2%

	North Ayrshire
	970
	860
	-110
	-11%

	South Ayrshire
	570
	490
	-80
	-14%

	Ayrshire
	2,345
	2,170
	-175
	-7%



Source: ONS

The figures from the table tell us that:

· the greatest decline in the TfW client group has been in South Ayrshire, with a fall of 14%

· the decline in North Ayrshire was 11% over the same period, faster than Ayrshire as a whole (-7%) and in contrast to an increase in East Ayrshire (+2%)

The results show that North Ayrshire has moved from being the council area most resistant to change to a more positive performer.  The timeframe is relatively short, but does link in with the improved performance of TfW since the introduction of Joblink. 

It is difficult to determine whether Joblink is driving these changes, or if wider labour market and economic conditions are resulting in change.  The positive performance in South Ayrshire implies that Joblink has not made a sudden spectacular impact, but including wider changes it does suggest that something positive is happening in North Ayrshire.

2.5
Conclusions

The performance of TfW in Ayrshire has seen a marked improvement in the first six months of the 2005/06 programme, compared with the 2004/05 scheme.  Over the 6 months of the 2005/06 programme there has been:

· a steady number of starts in East, North and South Ayrshire, which will probably at least match those starting in 2004/05

· improved job outcomes across each of the three Ayrshire TfW programmes

· continued declines in the TfW client group, as measured by Claimant Count data.

What is less clear is the impact that Joblink has had.  This is unclear as a result of a general uplift in performance across the Ayrshire TfW schemes which has witnessed a similar level of increase in each council area, an improvement in job outcomes and a general improvement in labour market performance amongst the TfW client group.  As such it is difficult to tell from programme performance data if Joblink has made a significant difference.  The short timescale within which Joblink has been operating makes this task more problematic, and in many respects more time is needed before a full assessment of impact can be calculated.

3.
Performance of Joblink in North Ayrshire
3.1
Introduction

This chapter of the report reviews the performance of the Joblink model as delivered by the Lennox Partnership in North Ayrshire. This will focus on a number of key areas:

· Joblink performance

· referrals

· establishing relationships

· the Joblink team

· the Joblink process

· benefits to TfW trainees

· sustainability of job outcomes.

The information presented is based on the consultations conducted with a wide range of stakeholders involved in the delivery and operation of Joblink as well as monthly performance data.

3.2
Joblink Performance

The Joblink team are set a series of monthly targets around referrals, assessments, training provider referrals and costs.  Table 5 below highlights the year to date (to September 2005) performance against targets set.

Table 5: Joblink Targets and Performance to Date
	February-September 2005
	Target
	Achieved
	Progress

	Referrals
	315
	384
	Above (+69)

	Assessments
	279
	298
	Above (+19)

	Referrals to Training Providers
	135
	190
	Above (+55)

	Jobs - Non ARTC
	-
	19
	n/a



Source: Joblink North Ayrshire Monthly Report

The information from the tables shows a strong performance by Joblink in meeting the targets set.  More specifically:

· referrals are 69 above target, or 22% above the expected performance by September

· assessments are 19 above target for the year to date, or 7% above that expected

· the number of referrals to training providers is 40% above target, or 55 higher than was expected by September

· total costs (which covers all aspects of Joblink) are slightly above target.

These figures show a very strong performance against target set, however it should be noted that the targets have not been fixed throughout the contract and have been revised at various points.  Taking this into account, this is still  impressive when the time taken to set up and get services fully up and running are taken into consideration.  These targets are essentially processes and outputs, they do not tell us anything about the final outcomes (proportion of people who get a job) but show that Joblink are more than capable of delivering on the base targets.

However, internal monitoring information held by Joblink shows a potential flaw in the model.  Table 6 below shows that the start rate (those who start with training providers as a proportion of all referrals) for Joblink against the figures for two job centres in East Ayrshire (Kilmarnock and Cumnock) and the Ayrshire, Dumfries & Galloway and Inverclyde (ADG&I) average.

Table 6: TfW ‘Start’ rates 2005/06 Year to Date

	
	Referral
	Training provider

 Starts
	‘Start’ rate

	Joblink (North Ayrshire)
	531
	137
	25%

	Kilmarnock
	108
	60
	56%

	Cumnock
	54
	27
	50%

	ADG&I average
	845
	384
	45%


Source: Joblink / Jobcentre Plus

The table clearly shows:

· the ‘start’ rate for Joblink is less than half that for the Kilmarnock and Cumnock job centres (both in East Ayrshire)

· even against the average for ADG&I the Joblink start rate is significantly lower (25% against 45%).

This information does not paint an entirely negative picture. Joblink have been tasked with picking the most job ready individuals and as such it is not surprising to see that a large proportion are not making it on to training providers. Furthermore, the consultations with the Joblink team highlighted the large number of unsuitable referrals from Jobcentre Plus at the start of the contract. It may have been the case that Jobcentre staff were less careful about who they referred to Joblink as they knew they would ‘filter’ them anyway.

The information, though does raise the issue of what is happening to those not going through TfW and more importantly raises the question does  Joblink have a potential weak point?  This comes from the approach to TFW referrals.  Under the ‘traditional’ approach clients got to Jobcentre Plus and are then referred to a provider.  Under Joblink, the client visits the Jobcentre, gets referred to Joblink and then meets with them before being moved on to a provider (or rejected as not job ready).  This adds an extra stage to the process where the client can change their mind and pull out.  While this will weed out those not ready or motivated to get a job, it will result in Jobcentre Plus and Joblink spending a large proportion of their time with people who will ultimately not go through the system. 

Discussions with the Joblink team found that there is a system in place for reporting on the destinations of all referrals received, however this information is only reported to Jobcentre Plus in Irvine at present. It is the responsibility of each co-ordinator to keep track of the referrals assigned to their caseload, as the team report back on which clients have started with training providers. Analysis of this information has the potential to identify trends and uncover why the percentage of referrals to training provider starts is comparatively low.

3.3
Referrals

The consultations with SE Ayrshire highlighted the view that prior to Joblink, it was felt TfW programmes were not getting access to the right types of clients. The target client group is those who would benefit most from short, sharp and focused training under the remodelled TfW strategy. Therefore, Joblink was intended to:

· raise awareness with partners to stimulate TfW referrals

· help improve the quality of referrals from Jobcentre Plus to Joblink

· improve the quality of referrals from Joblink to training providers

· increase the volume of referrals to training providers.

3.3.1
Stimulating TfW referrals

The vast majority of TfW referrals come from Jobcentre Plus. However,  referrals can and do come in to Joblink from other routes such as Careers Scotland, PACE and various community initiatives.

Since the introduction of Joblink there has been a gradual change in the type of referrals received.  In the early months of the scheme Jobcentre plus staff were just sending those who they had always moved onto TfW to Joblink.  This led to Joblink rejecting clients as they did not see them as being close to the labour market.  However, over time this has changed and they are now trying to send people who are more ‘job ready’.

This change has came about as a result of discussions between Jobcentre Plus and Joblink staff, and through visits and presentations by the Joblink team.  There was still some confusion over this issue though with some staff referring anyone who is eligible for TfW to Joblink, while others believe that TfW is actually for those who are not ‘job ready’.  These were largely viewed as being teething issues that were being resolved over time.

3.3.2
Improving the quality of referrals from Jobcentre Plus

Discussions with the Joblink team highlighted that around one third of referrals from Jobcentre Plus were not ‘job ready’.  While this client group was not the specific remit of Joblink, the team had set in place systems for referring these people on to other provision (such as criminal justice organisations and community animators) or voluntary organisations.

The Joblink team developed an action plan
 for the service in North Ayrshire which included work on increasing (and improving) referrals.  This emphasised the dissemination of information to Jobcentre Plus, focused on clarifying their role and making clear exactly what Joblink could offer.

Additional work was also undertaken on promoting the service beyond Jobcentre Plus and focused on the leaflet drops and making contact with local agencies who could spread the work about Joblink.  The aim of this was to increase self referrals and grow the small number of referrals from other agencies in North Ayrshire. To date this has had a limited impact with only around 5% of referrals coming from sources other than Jobcentre Plus. Nevertheless, there was clear evidence that Joblink were looking to increase the number and also the quality of referrals.

The Joblink team highlighted they were keen to receive referrals who were eligible for TfW from the first day of unemployment. This included referrals who resided in SIP areas. Joblink indicated they had taken a largely passive approach to date in stimulating referrals from SIP areas.  

3.3.3
Improving the quality of referrals to training providers
The Joblink model was introduced to the training provider network in North Ayrshire through a launch event delivered by Scottish Enterprise Ayrshire. The event presented the main aspects of the model and explained how it would operate. This was followed up by a visit to each training provider by a representative of the Lennox Partnership to explain Joblink in more detail.

There were a number of key points coming out the discussions with the training providers regarding the quality of TfW referrals. The majority of training providers felt:

· Joblink were not providing a higher quality of client to that referred previously

· the same clients would have been referred to them by the Jobcentre if Joblink had not been in place.

In contrast, one training provider did feel the quality of referrals had improved since the introduction of Joblink. This provider felt that Joblink was referring more candidates who wanted to work and who had a good idea of what they wanted to do.

The training providers’ perceptions of quality should be framed in the context of stricter selection on their part. With the balance of TfW payments weighted in favour of outcomes as opposed to ‘bums on seats’, the general message was that providers were increasingly taking those candidates they were confident they could place into employment.

3.3.4
Increasing the volume of referrals to training providers

The number of starts for each of the main providers for the first 6 months of the 2004/05 TfW programme as well as the first 6 months of the Joblink scheme is shown in Table 7 below.

Table 7: TfW starts by provider

	
	Pre Joblink
 (Mar 04-Oct 04)
	Joblink (Mar 05 – Oct 05)
	Change

	Galloway Training
	7
	17
	+10

	James Watt College
	44
	5
	-39

	JHP Training
	5
	31
	+26

	Jim Mair Driver Training
	2
	9
	+7

	LAGTA Group Training
	27
	16
	-11

	Scottish Training Foundation
	7
	6
	-1


Source: SE Ayrshire Monitoring Data

The table shows:

· JHP were allocated a contract to source training and qualifications not available through existing contracts. This has resulted in them becoming the main provider of TfW starts in North Ayrshire

· both James Watt College and LAGTA Group Training were well below the number of starts on the previous year

· Galloway Training had a higher number of starts in the 6 months since Joblink than for the same period in the 2004/05 TfW programme

· there has been little change in the number of Scottish Training Foundation starts.

These results are important as they show that Joblink has ‘shaken-up’ the training supplier base and are using different providers than previous TfW schemes.  There is also a significant change in the period before Joblink in that the biggest provider in North Ayrshire, Best Training was removed due to results of a quality review process that suggested the company was better at running people through the system than placing them into sustainable jobs.  

Several of the training providers commented on the reduction of TfW referrals since the introduction of Joblink. There was an understanding that this had been part of a continuing trend over the years preceding the introduction of Joblink, however there were those who felt that their numbers had dropped disproportionately since Joblink’s introduction. 

There were several hypotheses amongst training providers on why TfW referrals had dropped so markedly. Amongst these were:

· Joblink did not rate the training offered by certain providers

· the delay in starting TfW referrals by some providers meant that Joblink seldom referred to them

· the perception that Joblink had ‘favourites’ amongst their provider base and referred to these organisations when possible.

Taking the last point above, it was stressed that the phenomenon of favourites is nothing new. Providers were all aware that this existed when referrals were made by Jobcentre Plus. Indeed, it appears that those who cited this as a reason were conscious that they may have been ‘favourites’ before but in their view had lost out since Joblink’s introduction. It is also important to note the fact that these comments are hypotheses. Training providers did not know why their TfW referrals had fallen as no reason had been given. 

Consultations with Joblink found that certain training providers were preferred by the co-ordinators as they were seen as being more efficient. The favoured providers could start TfW clients almost immediately meaning that no momentum was lost in moving individuals towards employment. In contrast, whilst it was understood by the Joblink team that it was only viable for certain providers to run a training course when the course was full, the delay in waiting for the course to fill up was seen as potentially damaging to the motivation of TfW clients.

3.3.5
Tracking referrals to training providers

The tracking and subsequent aftercare of clients is a key element of the Joblink process. The review aimed to examine to what extent this was taking place in North Ayrshire. Discussions with the Joblink team found that all referrals to training providers are tracked.  Scottish Enterprise monitoring data records outcomes by training providers.. This information is presented in Table 8 and covers outcomes by provider from March to October 2005:

Table 8: Joblink outcomes by provider from March to Oct 2005
	
	Joblink 

starts
	Joblink outcomes
	Achievement

rate

	Galloway Training Limited
	17
	7
	41%

	James Watt College
	5
	7
	140%

	JHP Training
	31
	1
	3%

	Jim Mair Driver Training
	9
	1
	11%

	LAGTA Group Training
	16
	7
	44%

	Scottish Training Foundation
	6
	5
	83%


There are two qualifications that have to be taken into account before we can assess the results:

· the first is that the outcomes will include those from starts in the previous year and as such will overestimate the achievement rate for some providers

· the second is that there is a time lag between starting with a provider and then the recording of a positive outcome reducing the achievement rate

The table shows that achievement rates vary wildly, from 3% for JHP to 140% for James Watt college, though this reflects the above issues rather than any actual trend.  For example, consultations with JHP revealed that they were just about to collect a number of positive outcomes, but these are not included in the statistics.  On the other hand, consultations with James Watt College revealed that they have had significantly fewer referrals through Joblink and as such a low number of positive outcomes.

Joblink indicated that clients generally enter employment after they have finished their training period with a provider, so although the above outcomes are allocated by training provider by and large they do not occur whilst clients are in training.

Joblink visit clients every fortnight whilst they are in training. In addition, the team conduct job searches with clients when they have completed their time with a provider. This aftercare and job search process was said to last on average around 3 months by the team, however it can go for longer if required. Therefore, it appears Joblink do ‘follow-through’ on all referrals to training providers regardless of whether they achieve a job outcome or not. However, it seems to be the case that this information is captured internally and not shared with other stakeholders at present.

Consultations with TfW trainees presented a mixed picture on the aftercare received. Several of the clients had been visited regularly by a member of the Joblink team when on a work placement organised by their training provider. However, several had not been visited at all whilst on work placement and had not heard anything from the Joblink team since their initial assessment and referral. In addition, it was found that those who had finished their training generally had no contact from the Joblink team and none had participated in job search organised by Joblink. This suggests that there is potential for Joblink to improve the consistency of the aftercare support offered to TfW clients.

3.4
Establishing Relationships

The status of Joblink as an honest, independent broker in the delivery of TfW in North Ayrshire has required the establishment of a number of working relationships.  The  main partners include:

· Jobcentre Plus

· the training provider network

· Scottish Enterprise Ayrshire

· TfW trainees.

3.4.1
Jobcentre Plus

When considering the views of Jobcentre Plus it should be noted that the Joblink model was introduced at a time of considerable restructuring within the service. Job cutbacks amounting to 20% were announced along with branch closures in Kilwinning and Largs.

The relationship between Jobcentre plus and Joblink was perceived to be positive by both parties.  Jobcentre Plus staff (both operational and strategic) felt that they could work well with the Joblink team and that there were good communication channels.  Jobcentre Plus staff from the office network were particularly appreciative of feedback on people who had been referred to Joblink and were also happy that Joblink had helped to smooth their processes (as they did not have to source training).

While the relationship was positive on the whole there was a view from Jobcentre plus staff that:

· Joblink were doing work that could be done by the Jobcentre (carrying out assessments and sourcing training)

· Joblink’s definition of the client group was very restrictive and this meant that some people who would have been good TfW candidates were being turned down by Joblink.

These issues, however, were seen as minor and were diminishing over time.  Overall, the relationship was seen as strong and was growing as people became more aware of their roles and responsibilities.

3.4.2
The training provider network

The range of training providers involved in the delivery of TfW in North Ayrshire has required Joblink to develop a number of individual relationships which vary in their closeness. From our analysis providers can be split into three broad groups, providers who feel they have:

· a more effective relationship with Joblink than they did with Jobcentre Plus

· much the same relationship as they did with Jobcentre Plus

· a less effective relationship with Joblink than Jobcentre Plus.

We shall now assess each of these in turn.

3.4.2.1
More effective with Joblink

One provider in particular feels they have a very effective relationship with Joblink. This is despite a difficult relationship at the start where due to a lack of information they viewed Joblink as a potential competitor. The factors contributing to the turnaround were given by the provider as:

· intensive effort on both sides to enhance understanding of what each could offer

· a high number of referrals which has led to daily contact between the organisations and a free-flow of information

· a professional approach by Joblink combined with their detailed knowledge of clients

· establishment of a true partnership where each organisation helps the other and provides feedback as necessary.

A further factor that may contribute to the relationship with Joblink is that this provider has the contract to deliver the ‘other qualifications’ element of the TfW contract. This arrangement allows the provider to act as a third party, sourcing provision they cannot offer themselves but which has been approved by SE Ayrshire. In North Ayrshire, this has led to an increased number of referrals to this provider as well an increased level of communication with the Joblink team in Saltcoats.

Joblink was seen by this organisation as central to improving employment outcomes due to its sourcing of training and work opportunities. Moreover, it was stated that the introduction of Joblink was the first positive upturn in TfW in several years.
3.4.2.2
Same relationship with Joblink

There were a number of providers who rated their relationship with Joblink as being effective as their relationship with Jobcentre Plus. However, these providers did stress that the relationship with Joblink was still in the process of being built. Each of these providers had seen a drop in their TfW referrals but one had opted to go for a smaller TfW contract this year in comparison to previous years. This group pointed to several early issues. These were:

· initially Joblink were phoning the providers to ask their advice on referral avenues for clients, this now happens less with the assumption being that the Joblink team have now settled in

· at the start one provider was rejecting a number of Joblink referrals as in their view, they were being referred for training in sectors they would not be able to find employment in.

In addition, one provider has instigated monthly meetings with a member of the Joblink team which allows both parties to discuss any relevant issues. They also felt that this had led to Joblink being open to suggestions and willing to take things on board.

Although the providers in this group felt they had an effective working relationship with Joblink, there was some concern expressed round the lack of clarity on the role of the Joblink team. The providers felt that it was their responsibility to contact employers and arrange placements and they were unsure whether Joblink were duplicating this effort. It was felt that this could have a detrimental effect on local employer relationships, with employers being confused about who they were dealing with. It was highlighted that the current process of Joblink visiting TfW clients every 2 weeks on placement may be excessive, as the provider also visits every 2 weeks. In effect this can mean that an employer can have someone round every week and this was seen by the providers as 'overkill'.
3.4.2.3
Less effective with Joblink

The third group includes those providers who felt their relationship with Joblink was less effective than with Jobcentre Plus. Indeed, one provider commented that their relationship with Joblink was virtually non-existent. There were several factors feeding into this assessment:

· TfW referrals had dropped considerably, by around 80% in the case of one provider

· lack of contact with members of the Joblink team

· a lack of understanding around what Joblink were supposed to add to the process.

It is important to qualify that these providers did not feel they had a bad relationship with Joblink, in the sense they found them difficult to work with or had little confidence in their abilities. Rather it was the lack of personal contact with members of the Joblink team, mainly due to low referrals which led to the deeming of the relationship as less effective.

There was also the perception amongst these providers that Joblink could be adding another unnecessary step to the process for TfW clients. It was stated that clients now have to attend two meetings (one with Jobcentre Plus and one with Joblink) before they are referred on to a provider. Previously clients went straight from Jobcentre Plus to a training provider.  This reinforces the findings from Table 6 (discussed earlier) that the process may be increasing drop outs.

The main strengths of the relationship between providers and Jobcentre Plus staff before the introduction of Joblink were identified as:

· they had a good understanding of what providers could offer

· Jobcentre Plus would make contact with them regularly to explore options and ask for advice on training availability

· They had a thorough understanding of their clients’ training needs.

It is interesting to note how closely the above strengths match those cited by the provider who rated their relationship with Joblink as more effective. The similarities give an indication of what providers are looking for when they describe an effective relationship.

Regardless of their relationship with Joblink all the training providers commented on the lack of contact they have had with Jobcentre Plus staff since its introduction.  There was a recognition that this was inevitable, however there were differing views on how important this was.  These followed the referral line again, with those receiving high or equal referrals seeing it as less important and those with lower referrals seeing it as more important.

3.5
Scottish Enterprise Ayrshire

The development of the relationship between the Lennox Partnership and SE Ayrshire has been a constant process which is continuing to develop over time. Consultation with both organisations has identified several aspects of the relationship which have been addressed over the course of the contract. These were:

· the initial difficulties in recruiting suitable Joblink co-ordinators for the Saltcoats office which resulted in a delay in getting the project up and running

· the length of time it took to educate some SE Ayrshire staff of the distinction between the Joblink and ARTC activities

· the slow progress made in the first months of the project, particularly with regards to ARTC job outcomes.

Despite these initial difficulties the view from both organisations was one of an effective working relationship which has been helped by the following steps:

· the establishment of an experienced and competent team delivering Joblink and ARTC

· regular performance review meetings where any potential issues are discussed.
Discussions with representatives from the Lennox Partnership and SE Ayrshire revealed a picture of differing expectations on both sides at the start. These appear to have been accommodated as the contract has progressed and this has translated itself into a relationship which both sides feel is working.
3.6
TfW trainees
The clients consulted during the course of the study had varying levels of contact with the Joblink team. There were those who had only met a member of the Joblink team on one occasion before being referred on to a training provider, whereas others had been visited regularly by a member of the team whilst on employer placement.

Collectively the trainee perceptions of Joblink staff were positive. The trainees commented that Joblink:

· were more interested in what they wanted to do in comparison to the staff at the Jobcentre

· took more time to try and source them the right training.

That said, there was some confusion about what Joblink were supposed to be doing for the client. For example, several were unsure why members of the Joblink team visited them whilst on placement in addition to someone from the training provider.

Overall, clients felt the Joblink staff were friendly and responsive to what they wanted to do.

3.7
The Joblink team

The Joblink team comprises four members of staff each of whom have a broad range of experience in the adult recruitment and training field.  This experience helps to build credibility among local agencies and gives them a useful insight into the key issues faced by clients.  One staff member, for example, was employed from Jobcentre Plus which has helped with wider recognition throughout the area.

Staff members have clear lines of responsibility with each assigned a training provider and local Jobcentre for which they have primary responsibility (although one staff member has specific responsibility for ARTC covered in the next chapter).  This ensures that effective relationships can be built with the two key partners – Jobcentre Plus (who are their main source of referrals) and the training provider network (who they make their referrals to). These relationships do appear to have some bearing on the effectiveness of relationships. For example, the provider who rates their relationship with Joblink as very effective highlights the excellent relationship they have with their designated Joblink co-ordinator. Given that good working relationships are the cornerstone of effective interventions this process has the potential to add value.

Furthermore, the Joblink team felt that they could, in some instances, be limited by the range of training provision they had at their disposal. The main factors cited here were the withdrawal of and the length of time it can take for training to commence. Examples were given where a Joblink co-ordinator had spoken to a TfW client about a particular course only to find that when they went to refer to the provider the network has stopped dealing with the provider or funding the course. Other limitations were given as courses not starting for several weeks. 
3.8
The Joblink Process

Joblink has a responsibility not just to assess clients and source training.  They also play a key role in supporting clients through their training period or in job search and by providing aftercare services.  Diagram 1 below outline the basic model from which the service operates (linked to the model of engaging client, progress them effectively and then help them to sustain employment).

Diagram 1 – Joblink Process







The diagram shows that Joblink has a role at each of the main stages of the route through TfW.  These routes were identified as the key elements of an effective model for training for work
. They assess clients, then move them onto the most appropriate support (either training, other provision, jobsearch or ARTC) and can then provide aftercare that will help the client to sustain employment.
3.9
Benefits to TfW clients

Attempting to establish the benefits which TfW clients felt they had experienced through participation in the Joblink model proved quite difficult. There were a number of reasons for this:

· the majority of clients consulted had not been through TfW previously so had no previous experience to benchmark it against

· clients had only met the Joblink team once or twice before entering training, so did not feel they had enough experience to comment

· were only concerned with the end product of accessing training and did not pay much attention to the process in between.

The benefits cited by trainees tended to be of a generic nature such as the process would help trainees to gain new skills or enter employment. However, the responses in respect of what benefits the introduction of Joblink as an organisation had brought tended to be indifferent.

That said, there were no issues with travel to the office in Saltcoats from residents who lived in other parts of North Ayrshire, such as the Garnock Valley. It was found that those who had decided to enter TfW had made the decision they wanted to come off benefit and enter employment. To this end, they were motivated to travel to where necessary in order to achieve this end goal.
3.10
Sustainability of Outcomes 

The key outcome measure from the support offered by Joblink is the number of clients who achieve positive employment outcomes.  However, sustaining that employment is also a key part of the process.  The Joblink team felt that they provided a strong support network to clients who had moved into employment.  They provided formal aftercare support for 3 months and can then provide extra support after that period if the client desires it.

Joblink has not been running for long enough to come to any definitive conclusions on sustainability of job outcomes.  However, early evidence is positive and consultation evidence from training providers suggests that client are more likely to get a job outcome and maintain that over time (thus ensuring their first and second job outcome payment).  As such Joblink appears to have the potential to increase the sustainability of outcomes.

4.
Performance of ARTC in North Ayrshire

4.1
Introduction

This chapter of the report reviews the performance of the Adult Recruitment and Training Credit (ARTC) model as delivered by the Lennox Partnership in North Ayrshire. This will focus on a number of key areas:

· performance of ARTC

· engaging employers

· recruitment

· training

· benefits to employers

· sustainability of ARTC job outcomes.

4.2
Performance of ARTC

As in the case of Joblink, activity in ARTC is measured in relation to a number of targets. The performance to September 2005 is presented in Table 9.

Table 9: ARTC Targets and Performance to Date
	February-September 2005
	Target
	Achieved
	Progress

	Jobs - ARTC
	87
	17
	Below (-70)

	Employers Contacted
	98
	286
	Above (188)

	Employers Engaged
	50
	148
	Above (98)


Source: Joblink North Ayrshire Monthly Report
In terms of employers contacted, this is defined as employers Joblink have contacted by letter or phone to explain ARTC. Employers engaged refers to those employers which a member of the Joblink team has either visited to explain ARTC or spoken to in detail on the phone.

The data shows a mixed performance from ARTC. More specifically:

· job outcomes are well below target, with 17 ARTC jobs achieved against a target of 87

· employers contacted is above target, with nearly 3 times the number expected being contacted

· employers engaged is above target, again with nearly 3 times the numbers expected being engaged.

Despite the weak performance on ARTC job outcomes up to September 2005, information provided by the Joblink team has shown a marked improvement in the intervening period to mid November. At that point 37 ARTC jobs had been recorded, representing an increase of over 50% in 2 months.

It is interesting to note the relationship between the targets outlined in Table 4.1. There appears to be a somewhat unrealistic expectation of success built-in. For example, the targets expect 87 ARTC jobs from 98 employer contacts which assumes a conversion rate of 89%. Furthermore, the employer engagement target of 50 is significantly lower than the jobs target of 87, meaning that in effect 37 employers would be expected to take on employees without having the ARTC system fully explained to them.

The targets can perhaps be explained with reference to a large employer in Ayrshire who was expected to take on a significant number of ARTC supported clients. This employer did not recruit as expected and this may have had some bearing on the targets.

4.3
Engaging Employers
This section is structured around two key areas in respect of employer engagement. These are:

· the Joblink team engaging employers

· employers engaging ARTC.

4.3.1
Joblink team engaging employers

There is currently one Joblink co-ordinator dedicated solely to ARTC. The Joblink team admit that initially, there had been some difficulties establishing the ARTC programme in North Ayrshire. The reasons given for this were:

· ARTC had only ever been operated in Dunbartonshire previously, so it was relatively unknown in North Ayrshire

· Lennox Partnership underestimated how difficult it would be to develop the project.

Despite the slow start, the Joblink team felt the initial groundwork which had been put into ‘spreading the word’ on ARTC amongst Ayrshire employers, was now starting to pay dividends. The team felt the confidence in ARTC was continuing to grow and this was now being reflected in the improvements in ARTC performance. The factors contributing to this were given by the team as:

· employers have now had several months to grasp the ARTC concept and are now willing to use when recruiting

· some companies were now repeat users of ARTC having recruited more than once using the system

· there were some examples of increasing co-operation between Joblink and local employers. For example, one employer now emails Joblink with lists of candidates shortlisted for interview so that their eligibility for ARTC can be checked in advance.

In summary, the Joblink team were of the opinion that ARTC had been well received in North Ayrshire. They recognised the process of engaging employers has taken time, however the perception was that ARTC was now well understood by the employers involved and starting to gain momentum.

4.3.2
Employers engaging Joblink

Due to the fact that ARTC has only been operating in North Ayrshire for a relatively short period of time, there has only been a limited number of employers who have recruited using the service.

The 6 employers consulted who have used ARTC found out about the service through one of three main ways. These were:

· they recruited an employee who used to be involved with Joblink and the employee informed of the support that may be available

· ARTC had been explained to the employer by Joblink, so when they recruited again they contacted Joblink

· word of mouth, primarily the employer knew one of the Joblink team prior to them joining the Lennox Partnership and had remained in contact.

From the employers consulted, it appears the pink ARTC stickers which were placed on application forms and CVs of ARTC eligible candidates have had a limited impact. These stickers can be placed on applications when clients apply for a job either through the Jobcentre or Joblink. The employers consulted stated they were useful in jogging their memory as to what was available. However, they did not represent their first introduction to the service. 

This view was supported by the Joblink co-ordinators, who agreed the stickers had not been as successful as first anticipated. They have found the employers most likely to get involved are those who have had the ARTC model explained to them in detail by one of the team.

Overall, employers reported a positive first impression in the use of ARTC and had no issues with regards to engaging the service.

4.4
Recruitment

If it is taken that ARTC is intended to act as an incentive for employers to recruit from the TfW client group, then discussions revealed a picture of low additionality. The reasons for this were:

· all the employers stated their decision on who to appoint was not influenced  by the ARTC support available

· the majority of employers found out their new recruit was eligible for ARTC only after they had decided to offer them a job

Moreover, when considering the sources from which employers had received job applicants, few of the employers had received suitable candidates submitted by Joblink. Indeed, one of the larger employers stated that they do not have the capacity to accept candidates submitted by Joblink as they are so inundated by job applications all year round. However, Joblink did state that they would encourage suitable candidates to apply to this employer independently.

In light of the above, it appears that at present, ARTC is working as more of a reward for employers as opposed to an incentive. There appears to be significant deadweight effects with employer recruitment behaviour changing little as a result of the ARTC payments. 

On the other hand, there is some emerging evidence that ARTC does have the potential to change employer recruitment behaviour in the future. It should be taken into account that this is the first experience of ARTC for all the employers. All those consulted stated their first impression had been positive, and a number stated their intention to involve the Joblink team from the start of any future recruitment. Indeed, consultations with Joblink confirmed that several had already started to do so. This means a greater role for ARTC and the Joblink team, and greater opportunities to clients into employment.

In summary, although ARTC may currently acting as reward to employers the positive signs are there for it to act as an incentive in future.

4.5
Training

When considering training, the question of additionality is less clear. The input that ARTC has had on assisting companies to implement training is related to company size with:

· larger firms continuing to implement their own internal training schedules with no or little input from the Joblink co-ordinators

· smaller firms benefiting from the assistance the Joblink team have provided in devising training plans.

In the case of the larger firms this finding was perhaps not surprising. Several of the employers were in the care sector and as such had to provide training in accordance with the guidelines set out by the Care Commission. Similarly, the other large employers had well established induction programmes which all new employees were expected to complete. In the case of these employers their training had been approved as meeting the requirements of ARTC funding.

In contrast, the smaller firms tended to have received more input from the ARTC Joblink co-ordinator in the development of a training plan. These firms tended to lack structured training programmes and expressed how they had benefited from the guidance offered. The development of a training plan seems to have helped to formalise training and helped firms to measure the progress of new recruits.

The additionality of the training input of ARTC varies on the size of the firm. The larger firms would train new recruits regardless whereas the smaller firms may train, but in a much less structured and systematic way. The key point is that a pre-requisite of ARTC funding is a structured training plan. This ensures the client benefits from relevant training regardless of who devises the plan.

4.6
Benefits to Employers
In assessing the benefits of ARTC participation to employers, it is important to note that only one of those consulted had reached the point where they were eligible to receive ARTC funding. This is due to the fact that funding is only paid when clients have completed their initial 12 week training plan. Therefore, although employers cited the financial assistance with new employee costs as the main benefit to their business, the majority had not received any funding at the time of survey.

With this in mind, several employers spoke of potential benefits to their business. These included:

· the potential to undertake further additional training not only with the ARTC employee but also with other employees as a result of the funding. In effect, the money would go into a training budget for all employees

· the potential to use ARTC as a supplementary channel to their traditional recruitment processes.
On the whole, employers felt they had not been involved with ARTC long enough to identify concrete benefits to the business apart from the core one of financial assistance. The general feel was that once the funding started to come through it may bring benefits to the business which were not yet visible.

4.7
Sustainability of ARTC Job Outcomes

As with the Joblink model, ARTC has not been running long enough to come to any firm conclusions on the sustainability of job outcomes. The ARTC model delivered by the Lennox Partnership in Dunbartonshire has performed consistently well in keeping individuals in employment with a retention rate of 97% to Job 1 (13 weeks) and 92% (5 months). The evidence gathered thus far has provided no reason to doubt why similar retention rates could not be achieved in North Ayrshire. It has been found that:

· there has been virtually no drop out of the ARTC recruits to date and the majority are close to sustaining Job 1
· by definition, those clients who obtain employment through the ARTC route are the most job ready and work motivated
· the high level of interaction between the ARTC Joblink Co-ordinator and the employer ensures any potential issues are identified early and action taken to address them.
Discussions with the Joblink team have confirmed that all the ARTC job outcomes to date have been achieved through the ‘direct route’. This means job ready clients are placed directly into employment by the Joblink team without having completed any TfW provision with a provider. So far, there have been no instances of clients completing training provision and entering ARTC supported employment.

The Joblink and ARTC activities are designed to complement each other, however to date in North Ayrshire, there has been little evidence of tie up between the two. Each programme appears to be able to operate independently of the other. The consultations revealed a similar picture in relation to Joblink and ARTC in Dunbartonshire.

The discrete nature of the Joblink and ARTC programme strands raises some future research questions on the necessity of both elements in improving TfW performance.

5. Conclusions and Recommendations

This final chapter draws on the evidence presented in the body of the report.  It first sets out a number of conclusions about the introduction of the Joblink and ARTC programmes, and follows this with a series of recommendations to guide future activity.

5.1
Conclusions

A number of conclusions can be drawn from the range of evidence gathered:

1. Joblink and ATRC were introduced to improve the performance of TfW in Ayrshire, with North Ayrshire being used as a pilot.  The initial figures for the first six months look promising, with the number of starts slightly ahead and the outcomes achieved rising sharply.  However, this is also happening in other parts of Ayrshire and so the North Ayrshire improvement cannot simply be to linked the new provision 

2. Joblink is performing well against its activity targets, for example in the number of referrals received from Jobcentre Plus and made to training providers

3. there is some concern about the number of referrals to Joblink made by Jobcentre Plus as being ready for TfW who do not then start on the programme.  However, this may be due to more careful screening by Joblink than happens elsewhere, or indeed a more lax referral approach by Jobcentre Plus in the expectation that Joblink will correct any optimism bias

4. relationships between Jobcentre Plus and Joblink appear good, improving over time as a clearer understanding of roles emerges

5. there is a more complex set of relationships developing with training providers.  While some providers see increasing flows of trainees others are suffering a sharp fall in numbers.  The shift in numbers in part reflects Joblink’s view about which providers can deliver, especially over a short timescale.  This type of decision is potentially a key part of the added value of the model

6. the changing distribution of activity is also being reflected in differences in the quality of relationships building up between Joblink and different providers.  Those providers who are suffering appear more distant, and as a result unclear as to why they are not receiving the trainees that they once did

7. part of the change in the distribution of trainees reflects that trainees pursuing ‘other qualifications’ are routed through one provider.  The use of this route follows the experience of the model in Dunbartonshire, where it is thought to have been a key factor in on-going good TfW performance
8. Joblink does have a system in place for reporting on the status of TfW referrals to Jobcentre Plus on a monthly basis, at present this information is not provided to SE Ayrshire
9. in addition, Joblink have an internal system for tracking the destinations of clients who start with training providers, however this is also not shared with SE Ayrshire. There is the potential for this and the above information to be used more effectively

10. ARTC has taken longer to gain momentum.  A promising lead which would have created many opportunities fell through at an early stage leaving the targets appearing out of line with each other

11. the entrants to ARTC appear to come either through employers identifying someone and asking if they are eligible or through Joblink identifying a referral and in effect ‘fast-tracking’ them to ARTC rather than through TfW

12. much ARTC activity has had to go in to building profile with employers.  This will take time, but it is encouraging that the numbers placed in to work has increased sharply in the last two months

13. while job placements are rising through ARTC the level of additionality appears low.  Many of the employers appear to be recruiting as before and then testing if they can get ARTC

14. that said, there are benefits emerging in terms of smaller employers introducing more structured training and in time the relationships emerging may lead to a greater influence on recruitment activity.

5.2
Recommendations

A key theme running through many of the points above is that the model is still bedding in.  The set up and staff recruitment phase took slightly longer than anticipated and the provider is new to the area.  Having come through this phase momentum has now built up and a clearer picture is beginning to emerge.  While much has been achieved a number of issues remain.  In that sense, it is too early to form a definitive judgement on the performance of the programme.  This context has significantly influenced our recommendations, which are that:
1.
the Joblink and ARTC models both show promise.  They are building good relationships with key players and these should lead to further benefits over time. Therefore both initiatives should continue to operate 

2.
However, care should be taken that the anticipated benefits do indeed accrue.   A further review should be undertaken in summer 2006, one year from when they were properly operational. This allows proper time for reflection before the 2007/08 contracting round
3.
until this further review is carried out the programme should remain operational only in North Ayrshire.  This has the advantages of allowing it to build on emerging relations
4.
we recommend the implementation of several intermediate indicators which will allow progress to be monitored more closely until the further review. Joblink should:

a.
report monthly to SE Ayrshire on the status of all TfW referrals it receives, including those who do not start with training providers 
b.
provide a monthly breakdown on the progress of all those who been referred and have started with providers. At its simplest this should include those who are still on the programme; those who have left the programme and found work and those who have left the programme and not found work
c.
provide information on the job search support they are providing to those clients who have finished training and not found work
5.
SE Ayrshire should share the achievement rates of training providers with Jobcentre Plus and Joblink. Furthermore, providers should be informed that this process is taking place. This will provide clarity around the effectiveness of providers in getting clients into jobs
6.
there are a series of steps which could be taken to improve the operation of the Joblink programme:

a.
improved care around people being referred by Jobcentre Plus to boost the numbers starting TfW, or if TfW is deemed not appropriate then there should be proper monitoring of the reasons why not
b.
a more consistent approach should be taken in supporting clients who have finished with training providers. At present, this aspect of the process appears to be patchy

c.
improved communications with all training providers, not just those who receive most trainees.  It may be helpful for joint meetings to be held between Joblink staff and each provider.  These should also be attended by the SE Ayrshire Contract Manager
d.
prior to these meetings a paper should be produced for circulation setting out clearly the different components of the model and respective responsibilities.  By removing some remaining confusions, the meeting would be better able to focus on how to make the model work better

7.
there are also several areas where ARTC could be further developed:

a.
there must be on-going effort to convert the high level of activity into jobs
b.
care must be taken over additionality, especially where people are deemed eligible who have had no prior support from Joblink

c.
the scope for increased linkage between TfW and ARTC should be explored.

8.
SE Ayrshire should make clear to Joblink that levels of additionality are as important as absolute numbers of ARTC job outcomes, and in doing so understand that this may lead to the number of job outcomes being less than the original target

9.
we would expect additionality to be highest where:
a.
the company is smaller in size
b.
the new recruit has been on the Joblink programme or has had their details submitted for the vacancy by Joblink
c.
the company does not have any formal training procedures in place.
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