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EXECUTIVE SUMMARY

The Alloa Initiative: background and context for the research 

The opening of Tesco’s new store at Alloa in July 2002 created 278 jobs. 109 of these vacancies were taken up by formerly unemployed people who had participated in an eight-week Employability Training Course operated by the Alloa Initiative in partnership with Tesco, as part of the company’s Regeneration Partnership Programme. Tesco’s outlet at Alloa joined twelve other stores in the initial phase of the company’s Regeneration Partnership Programme. A further eight Partnership stores are planned for 2003. Unemployed people who completed the Alloa Initiative’s Employability Training Course had been offered a ‘job guarantee’, with hours and salaries agreed at the start of the process - six months on, the vast majority of these individuals remain in work at Tesco.

The Alloa Initiative therefore represents an important public and private sector partnership, designed to bring benefits in terms of employment creation and economic regeneration for the Clackmannanshire and wider Forth Valley areas, while also assisting Tesco Stores in meeting recruitment needs at its Alloa outlet. The Alloa Initiative Partnership involved all major policy actors working in the access to employment field in the Alloa area, including: Clackmannanshire Council; Jobcentre Plus; Scottish Enterprise Forth Valley; and Triage (the private sector company charged with leading the delivery of the New Deal for Young People and New Deal for Long-term Unemployed People in Forth Valley). 

The Employment Research Institute at Napier University was commissioned to evaluate the Initiative, with particular reference to the job guarantee programme and Employability Training Course. The methodology employed included: 

· an analysis of programme performance and outputs; 

· interviews with partners involved in programme development and delivery; 

· a survey of participants that covered 79% of all those completing the ETC; 

· and a smaller comparative survey of Tesco staff employed through the company’s open recruitment process.    

Programme performance

The Alloa Initiative Employability Training Course (ETC) has been an outstanding success in terms of assisting disadvantaged job seekers into work at Tesco. 

· The completion/job entry rate for the ETC was 92% (109 of 119 Course starters).  

· Retention rates after 13 and 26 weeks of employment were 94% and 87% respectively. 

· Survey research revealed that over 90% of ETC completers who are currently employed at Tesco believe that they will still be employed after one year.

These figures can be positively compared with national programmes and other Tesco regeneration projects, demonstrating that the ETC was highly successful in placing unemployed people into work at Tesco, and that the mutual commitment and trust developed amongst trainees, and between trainees and staff, had had a positive impact on job-entry and retention. 

The ETC also effectively targeted disadvantaged groups.

· 71% of those completing the Course had previously been long-term unemployed.

· Over 30% were aged 40 or over.

· 47% had not been registered as unemployed (and so were not receiving the job search advice and services typically provided to registered job seekers by Jobcentre Plus). 

Tesco’s commitment to assisting disadvantaged job seekers into work was reflected in the selection of candidates for the ETC through a ‘first impressions’ interview rather than the company’s more usual ‘select the best’ procedures. This approach was vital in ensuring that those with the attitude and aptitude to work at the store were not disadvantaged by their unemployment duration or lack of experience or qualifications. 

Finally, the ETC (and particularly its job guarantee element) proved highly effective at encouraging those with little or no experience of retail to consider jobs in this sector. 

· Whereas only 15% of those completing the ETC had previously regularly worked in retail and sales occupations, over 40% had been manual or machine workers.

· Only 19% of ETC completers had regularly worked in retail/sales or other occupations in the retail sector, compared to 40% of those employed through Tesco’s open recruitment process. 

The Alloa Initiative’s ETC encouraged those without a strong background in retail work (but with experience in declining ‘traditional’ sectors) to consider jobs in the expanding retail sector. It facilitated access to employment for disadvantaged job seekers, and it resulted in positive and sustainable outcomes for the vast majority of participants. 

Partnership working 

Effective partnership working was essential to the success of the Alloa Initiative. The partnership involved all the key public and private sector actors active in delivering employment access policies in Alloa, including: Triage, Clackmannanshire Council, Scottish Enterprise Forth Valley and Jobcentre Plus. Hence, the Initiative was able to effectively pool manpower, expertise, information and intelligence, and financial and physical resources. Identifying the ‘right’ partners - agencies that can commit the time and resources in order to deliver what was required - was an important factor in the success of the Initiative. In particular, Triage, Tesco and Jobcentre Plus committed manpower resources and adopted a ‘hands on’ approach, ensuring that these partners had a very real stake in the success of the project. 

· The resources offered by Triage provided a dynamic sense of leadership and drove the process, ensuring that deadlines were met and that the administrative burden on other partners was lessened. This was particularly the case during the development phase of the project, when the early establishment of a model and key objectives for the Initiative enabled forward planning and resulted in the delivery of highly effective recruitment events at the outset.

· The dedicated support worker and other administrative support provided by Jobcentre Plus ensured that programme participants experienced a smooth transition from benefits to training to work, with the minimum financial disruption (such financial disruption often acts as a deterrent for unemployed people participating in training programmes).  

· Trust is an important component facilitating successful partnerships. In this case, the relationship of trust developed between Tesco and Triage enabled the latter to drive forward the project with the employer’s consent and support, but without undue interference. Similarly, the relationship of trust between Tesco, Triage and Jobcentre Plus allowed the employer and agencies to share sensitive recruitment information, essential to ensuring that those candidates selected for the Employability Training Course received payments promptly. 

· Working with the ‘right’ employer also helped to ensure the Initiative’s success. Tesco has a strong track record in working in partnership with local inclusion agencies. Its national-level policy supporting access to employment initiatives, reflected in the commitment of local staff and managers at Alloa, provided the basis for the success of the Employability Training Course developed through the Alloa Initiative. Tesco managers provided support and encouragement for trainers and trainees alike, reminding the latter of the reward that was available to those persevering with the ETC. Tesco also provided this most important element of the programme - the job guarantee (and sufficient vacancies to provide guaranteed job opportunities for the 109 Course completers).

The views of ETC participants

ETC participants were generally positive about the training experience. 

· 70% believed that participating in the Course (irrespective of the job guarantee) had improved their long-term job prospects.

· Only 33% thought that they would have found work in the relevant eight-week period had they not been attending the ETC.

· 65% considered the quality of training provided to be ‘good’ or ‘very good’, with only 7% suggesting that the training was less than adequate.  

· As a result, 98% of former ETC participants thought that were coping ‘well’ or ‘very well’ in their new job roles. 

In general terms, the majority of participants valued the training experience. 

· The value of the job guarantee was clear - 70% of participants suggested that it was this element that primarily attracted them to the Course. 

· Participants particularly valued the contribution of the Course to relationship-building between colleagues - ‘getting to know colleagues’ was considered the single most helpful element of the Course, and was also a key factor explaining high projected retention rates. 

· The job guarantee offered by Tesco and the consistent support and encouragement provided by store managers throughout the training process resulted in the development of strong relationships of trust between trainees and managers. The most important reason for staying at Tesco amongst ETC participants was their ‘relationships with managers at the store’ (named by 48% of all respondents), closely followed by ‘relationships with colleagues’ (43%). 

· Many trainees thought that the ETC programme was too long (reflecting an understandable desire to ‘get to work’), and there was some criticism of the content of some training elements, which participants would have preferred to be more work-focused. It should, however, be noted that the Course was relatively short in comparison with those operated under previous Tesco Regeneration Partnership initiatives, and that the eight-week duration was considered by partners to be necessary, in order to deliver the required training and to give participants the opportunity to demonstrate their reliability and commitment. 

Differences with Tesco staff employed through open recruitment

Over 50% of Tesco employees recruited through the company’s open recruitment process had previously been unemployed, with the remainder leaving other positions to join Tesco. (It should be noted that, in line with standard practice, a number of senior staff in management and supervisory roles were transferred to Alloa from other stores.) ETC participants would have struggled to compete for positions with these and other candidates, selected through the Tesco’s routine ‘select the best’ procedures. The ETC therefore clearly assisted disadvantaged job seekers to compete more effectively in the labour market, and to access employment in an area where they would have been far less likely to succeed on their own terms. A limited comparative survey of ‘openly recruited’ staff revealed other important differences with ETC participants.

· As well as many being in work prior to taking up their posts at Tesco, those employed through the open recruitment process were also much more likely to report a general work history characterised by stable employment - 70% described their working life as involving ‘mostly stable employment’, compared to only 47% of ETC participants. 

· Staff recruited through the open recruitment process were more likely to have worked in retail at some time (66%, compared to 42% of ETC participants). 

· Open recruitment staff were also twice as likely to have most regularly worked in the retail sector (40%, compared to 19% of ETC participants). 

Staff employed through Tesco’s open recruitment process were generally more experienced and had better work records than those who attended the ETC. The ETC provided an invaluable ‘introduction to retail’ for those with little experience of the sector, offered peer support and employability training for people who had been unemployed for considerable periods, and delivered on its job guarantee for trainees who would otherwise have struggled to compete for vacant posts at Tesco, Alloa. So, the ETC was effective in getting people into jobs who would otherwise have been less likely to get them. 

Lessons for policy and practice

Our conclusions are detailed in Part 8 of this report. In summary, we note that the Alloa Initiative can be considered a clear success, in terms of: the development of strong local partnership mechanisms which assisted in the effective implementation of the programme; the delivery of employability training and  access to employment for disadvantaged unemployed people; and the achievement of sustained, positive outcomes for programme participants. A number of lessons can be taken from the Initiative.

· Successful partnerships depend on identifying and getting the full commitment of the ‘right’ local partners - specifically, key local agencies with manpower and resources to make a ‘hands on’ contribution and to deliver practical support for the project’s objectives. The sharing of administrative burdens and pooling of resources within the public and private sector partnership was essential to the success of the Initiative.   

· Identifying committed employers to work with is essential - in this case, Tesco provided a substantial number of vacancies which were allocated to the job guarantee programme, and demonstrated a commitment to supporting the training process that resulted in strong relationships of trust between the company, Initiative partners and trainees (reflected in job entry and retention rates).

· Strong partnerships are based on trust - in this case, the relationships of trust developed between Tesco and local partners allowed the project to proceed with the employer’s consent and support, but without undue interference. Similarly, the relationships of trust between Tesco and local providers facilitated information sharing that was essential to ensuring a smooth transition from welfare to training to work for programme participants.

· Flexible funding enables the pooling of resources - The ETC was able to offer assistance to a broad range of unemployed and ‘non-employed’ people due to partners’ success in pooling funding from a number of sources, and in particular the mix of funding from the national programmes, the New Deal and Training for Work. The flexibility of Training for Work funding regulations allowed a number of trainees who were not ‘officially’ registered long-term unemployed to gain access to training. The inclusion of New Deal funding, at a much higher cash value-per-trainee, added value, contributing to a high quality training experience for all clients. Any attempt to replicate the success of the Course would largely depend on a similarly successful effort to draw resources from these and other national and European-level sources, and a similarly flexible approach to the regulation and pooling of funding.   

· Job guarantees build trust and ‘enable labour market transitions’ - much of the trust generated between trainees and the employer can be traced to the employer’s open promise of guaranteed jobs for those completing the training course. The job guarantee element of the programme also appeared to ‘enable labour market transitions’, by persuading those who had experience in ‘traditional’ rather than ‘service’ sectors to consider opportunities in retail for the first time. 

· Employability has a supply-side and a demand-side - the Alloa Initiative demonstrates the value of local partnerships that can respond to labour market conditions and the needs of recruiting employers. It also demonstrates the value of demand-responsive labour market policies - those that link employability training to real, confirmed and sustainable job opportunities. Labour market policies that seek to have lasting impacts on employability and employment must also seek to combine client-centred, supply-side training with demand-responsive partnerships with employers. 
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1. INTRODUCTION 

The Alloa Initiative represents an important public and private sector partnership designed to bring benefits in terms of employment creation and economic regeneration for the Clackmannanshire and wider Forth Valley areas, while also assisting Tesco Stores in meeting recruitment needs at its Alloa outlet. The Initiative’s approach, combining intensive employability training with a conditional ‘job guarantee’ scheme, has proved effective in providing access to employment for disadvantaged groups in other areas (indeed Tesco Stores has successfully pioneered a number of similar projects across the United Kingdom). 

However, rigorous evaluation of the Alloa Initiative is required in order to ensure that best value is being delivered for all the funding partners involved in the programme (which drew trainees and financial inputs from programmes such as New Deal and Training for Work, and the relevant SIP areas of Alloa South and East), and to establish the extent to which the Initiative’s core activities have contributed to the social and labour market inclusion objectives of partner organisations. It is also essential that the benefits for programme participants (in terms of job entry, sustainability and job satisfaction) are evaluated, to ensure that relevant lessons are learned and to identify both best practice and potential barriers to successful outcomes, thus informing the development of future programmes in Clackmannanshire, Forth Valley and beyond. 

The Employment Research Institute at Napier University was commissioned by the Alloa Initiative partners to conduct an evaluation of the Initiative, and specifically a Job Guarantee/Employability Training Course (ETC) which was designed to place long-term unemployed people and other disadvantaged job seekers into positions at the new Tesco store in Alloa. The main objectives of the research were: to review the immediate, medium and longer term benefits offered by the Employability Training Course developed by the Initiative; to analyse the employment impact of the Initiative in priority community areas and Clackmannanshire as a whole; to evaluate the extent to which the Initiative offered ‘value for money’ for public sector funding partners; and to provide recommendations for good practice and future policy action.

The methodology adopted in order to address these objectives involved six elements: 

· an analysis of relevant policy and research publications relating to the Alloa Initiative, Tesco’s regeneration programme and the broader labour market inclusion policy context;

· in-depth interviews with Initiative partners and other key policy actors, followed up by a focus group session discussing the project’s interim findings;

· an analysis of the retention and progression of former programme participants employed at Tesco after 13 and 26 weeks (using client data provided by Tesco and the Partnership);

· a cost-per-job analysis of the programme;

· a comparative analysis of the characteristics of programme participants and those other job seekers who had registered an interest in the Initiative, but were not selected for the job guarantee programme;

· a survey of ETC participants employed at Tesco, focusing on their background, experience, and attitudes towards the ETC and working at Tesco (along with a limited comparative study of other Tesco staff, recruited through the company’s open recruitment process). 

The findings of the research are presented in this report. Following this introduction, Part 2 of the report briefly describes the background to the Alloa Initiative and the policy context. Part 3 explains the research methodology in more detail. In Part 4, we then present performance indicators for the ETC programme, in terms of job entry rates, retention after 13 weeks and 26 weeks, and a cost-per-job analysis. The remainder of the main part of the document reports the results of fieldwork: with policy actors involved in the Initiative (Part 5); participants on the ETC programme (Part 6); and other Tesco staff, employed through the company’s open recruitment process (Part 7). Finally, in Part 8 we draw conclusions and offer a series of policy recommendations. 

2. BACKGROUND AND CONTEXT

2.1 Local responses to long-term unemployment

The Alloa Initiative’s Employability Training Course and Job Guarantee Programme was designed to maximise employment opportunities for disadvantaged job seekers arising from the Tesco store development at Alloa. The decline of ‘traditional’ sectors in the Alloa and wider Clackmannanshire areas has resulted in relatively high unemployment rates, particularly among older male workers, while also giving rise to the fear that there remains considerable ‘hidden unemployment’, with many of those who would be ‘willing to work’ in fact claiming sickness and disability benefits. 

Long-term unemployed people, and particularly those made redundant after prolonged periods in manual work in traditional sectors, often require a considerable amount of help in finding their way back into the active labour market. As a result, local partnerships have come to be viewed as an important element in the development of access to employment policies that are responsive to local labour market conditions and effective in terms of pooling resources and providing a full range of services. Local partnerships are, accordingly, crucial to the design and delivery of national training programmes such as the New Deals and Training for Work - which between them target young people, the long-term unemployed aged 25 and 50 plus, the disabled, and lone parents. 

Partnerships around the country have sought to work with employers to maximise opportunities for disadvantaged client groups. For example, the ‘employment option’ pioneered by the New Deal for Young People has used wage subsidies as an incentive for employers (who can reduce labour costs by appointing a New Deal trainee for the subsidised period) and job seekers (who undertake training while being paid at or near the ‘rate for the job’). Although the use of this and other demand-responsive and employer-led approaches has become more common, job guarantee programmes continue to be deployed relatively rarely as a mechanism for assisting disadvantaged job seekers into work. (Only larger employers tend to be able to guarantee substantial numbers of job opportunities.)  

However, the retail sector appears to be one area in which the use of the ‘guarantee’ approach is growing. Even tight labour markets can face the dual problem of pockets of long-term unemployment and labour shortages in sectors such as retail. Accordingly, retail employers are increasingly willing to provide job and interview guarantees to job seekers undertaking targeted, sector-specific employability training.
 Locally-based, multi-agency partnerships have proved to be vital to the successful implementation of this approach. As the UK’s largest retailer, and indeed the country’s largest private sector employer (employing almost 200,000 staff) Tesco has the potential to play an important role in local access to employment initiatives, and the capacity to guarantee job vacancies for unemployed people. In Alloa, as elsewhere, the company chose to allocate a substantial number of vacancies attached to its new store to disadvantaged unemployed people.  

2.2 The Tesco approach 

Tesco’s outlet at Alloa joined twelve other stores in the initial phase of the company’s Regeneration Partnership Programme. A further eight Partnership stores are planned for 2003. From the perspective of Tesco Stores, local partnerships are an essential tool facilitating the company’s efforts to develop sustainable markets in urban areas. With limited access to green-belt sites, major retailers such as Tesco are increasingly targeting ‘brown field’ areas in towns and cities. Tesco has taken the view that the development of major retail outlets in inner cities and other urban areas will only be sustainable if measures are also taken to promote community participation, physical regeneration and access to employment. 

By taking direct action in these policy areas, Tesco is seeking to expand and secure the market for its products and services in the communities in which stores are located, contributing to the increased long-term viability of these outlets, guarding the company’s infrastructure investment and easing potential staff recruitment and retention problems. The development at Alloa represented an important ‘experiment’ for Tesco - the company was keen to establish whether the partnership store model, successful in a number of inner city locations, could be applied to smaller, peri-urban communities. The success of the Alloa Initiative has therefore been welcomed by the company, which may now seek to apply best practice from Alloa in other settings.   

In Alloa, as elsewhere, Tesco’s approach to the Regeneration Partnership was underpinned by a number of key principles.
 

· Working in partnership - with stakeholders such as Jobcentre Plus, local authorities, local enterprise companies and other training providers and funders (in this case, notably, Triage Central, the lead organisation for the New Deal in Forth Valley and the organisation which co-ordinated Alloa Inititiative).

· Engaging with people - through local newsdrives to publicise initiatives, recruitment events that emphasise accessibility, and open days that explain about working in retail.

· Basic skills assessments - deployed to identify the training needs of candidates on an individual basis.

· Pre-interview support - providing guidance on interview techniques, and making clear that interviews will assess aptitude, not existing qualifications (the ‘first impressions’ interviews used to select candidates focus on personal attributes and attitudes, in contrast to the simple ‘select the best’ approach that governs Tesco’s open recruitment procedures).

· Matching candidates’ aspirations with the company’s needs - in terms of working hours and other arrangements.

· Tailoring training - to meet the needs of individuals, with completion dovetailing with the opening of the relevant Tesco store.

· A job guarantee for successful candidates - Tesco views the job guarantee offered to those completing employability courses as an essential element in its approach in Partnership stores, sending a “powerful signal” to trainees.  

Tesco’s commitment to working with local partners to provide access to employment for disadvantaged groups in areas like Alloa reflects the company’s corporate social responsibility strategy, which seeks to identify “a win/win for communities, customers and business”.

2.3 Alloa: The Employability Training Course and Job Guarantee Programme 

Tesco’s commitment to Alloa had immediate benefits for many unemployed people and other job seekers. Of the 278 jobs that were created at the store, 35 saw staff (mostly in managerial or supervisory posts) transferred in from the company’s other retail outlets. Of the remaining 243 jobs, 184 went to unemployed local residents. Under the auspices of the Alloa Initiative Partnership, 109 unemployed people completed an eight-week ‘Employability Training Course’, in the knowledge that upon completion they were guaranteed a specific post within the new Tesco store (duties, pay and conditions were agreed with participants at the outset of the course).  

The Partnership itself linked Tesco with all the relevant policy actors in the Alloa and wider Clackmannanshire areas, including: Clackmannanshire Council; Jobcentre Plus; Scottish Enterprise Forth Valley; and Triage (and, as a commissioned training provider, Clackmannan College). Triage (a private sector organisation which has led the delivery of the New Deal in Forth Valley since 1998) co-ordinated the Partnership’s activities. The Employability Training Course (ETC) that was at the centre of the Partnership’s approach was largely (but not totally) based upon a model used by Tesco within other projects, with ‘off the shelf’ employability-training modules offered by Clackmannan College modified where necessary to meet the Partnership’s needs. Trainees also attended visits to Tesco stores and in some cases, depending on their job roles, undertook work placements at other outlets before starting work at Alloa. The final programme for the ETC offered a broad range of training provision, including: 

· team working; 

· personal presentation; 

· an introduction to retail and retailing workshops; 

· store layout and product knowledge;

· dealing with difficult customers; and customer care (certificated); 

· workplace health and safety; and First Aid (certificated);

· payment systems, stock control and security;

· personal financial management;

· communication skills (including written communication);

· food hygiene;

· telephone techniques;

· retail legislation;

· basic IT skills;

· manual handling (certificated). 

3. METHODOLOGY

The research involved six phases.  

First, an analysis of relevant policy and research publications relating to the Alloa Initiative, Tesco’s regeneration programme and the broader labour market inclusion policy context was carried out, providing an overview of the background to the Initiative. 

The second phase of the research then involved in-depth, semi-structured interviews with representatives of the Initiative partners and other interested parties, focusing on the effectiveness of partnership relations, communication and joint decision making. These interviews sought to establish partners’ views of the levels of success and value achieved by the Employability Training Course, and to identify lessons for the development of future initiatives. Following the presentation of interim findings by the research team, a further focus group session was held with these key policy actors. 

The third phase of the research focused on ‘programme performance’, and involved an analysis of monitoring data gathered by the Initiative partners on recruitment and retention outcomes arising from the Employability Training Course. Job entry and retention rates (after 13 and 26 weeks) were analysed according to a range of factors, including participants’ area of residence (with a particular focus on priority areas), age group, gender, pre-entry unemployment duration and benefit/training programme status. 

The fourth phase then involved a cost-per-job analysis of the ETC programme, using expenditure figures provided by key actors within the partnership. The fifth phase of the research involved a comparative analysis of the characteristics of programme participants and those other job seekers who had registered an interest in the Initiative, but were not selected for the job guarantee programme (using data gathered by Initiative partners during the recruitment process). 

Finally, in the sixth phase, in-depth, semi-structured interviews were conducted with former participants on the Employability Training Course. These interviews focused on: participants’ attitudes towards working in retail prior to, during and after the training period; future career targets; their perceptions of the value of the Employability Training Course in terms of personal and skills development; any problems and weaknesses within the training structures in terms of content, process and delivery; and the benefits/experience of working within the store. These interviews were supplemented with a limited postal survey. A limited survey was also carried out with employees recruited though Tesco’s Open Recruitment process, to enable a comparison of the characteristics of ETC and ‘openly recruited’ staff. Survey results were analysed using SPSS 10.0 for Windows. 

4. PROGRAMME PERFORMANCE

4.1 Job entry and retention rates   

As noted above, Tesco’s investment in Alloa resulted in the creation of 278 jobs, 243 of which were available to job seekers, and 184 of which were filled by unemployed local residents. The Alloa Initiative’s eight-week ‘Employability Training Course’ (ETC) was designed to provide a route into work for local unemployed people who would not otherwise have found employment at Tesco. The jobs hotline set up by the Initiative received over 1,600 calls and over 500 people went on to express an interest in joining the programme. Following the assessment and interview process, 119 individuals were recruited to the course, with 109 completing the programme and taking up work at Tesco. This represents an impressive course completion and job entry rate of 92% (see Table 1). This completion/job entry rate is similar to that achieved at the first Tesco Regeneration Partnership store at Seacroft, Leeds and clearly higher than the success rates achieved at Partnership stores at Dragonville, Durham (81%) and St. Rollox, Glasgow (82%).
 

Table 1 Completion and retention rates for the Alloa Initiative ETC programme

	Completion/retention criteria
	Number of clients (%)

	Completed ETC programme
	109 (92% of all programme starters)

	Sustained employment for 13 weeks 
	102 (94% of all programme completers)

	Sustained employment for 26 weeks 
	95 (87% of all programme completers)


Since the completion of the training programme, job retention rates have been similarly impressive - 13 weeks after taking up their positions at Tesco, 102 of the 109 trainees remained in post, a retention rate of 94% (note that 13 weeks in post is considered to be ‘sustained employment’ under New Deal evaluation guidance). By comparison, national statistics for Scotland show that only approximately 78% of those gaining work through the New Deal 25+ programme enter sustainable employment. Of course, job entry rates for that programme are understandably much lower, standing at around 27% of all programme leavers.
 Evaluation data for Training for Work are more difficult to obtain, but a 1998-99 evaluation of the programme in Scotland reported an immediate post-programme job entry rate of 60%, with 38% of participants in employment three months later.
 Finally, after 26 weeks, 95 ETC trainees were still working at Tesco, a retention rate of 87%. This is slightly lower than that achieved at Seacroft (90%) and slightly higher than the Dragonville and St. Rollox stores (81% and 86% respectively). Given the characteristics of the client group, many of whom had not worked for prolonged periods, and the high staff turnover often experienced by retail sector employers (with annual turnover rates of 33% in the sector) these retention figures are all the more impressive.
 

4.2 Characteristics of applicants participating in and completing the ETC

Applicants accepted onto the ETC

In total 119 (34%) of the 345 people who completed the Initiative’s ‘basic skills matching’ assessment process were accepted onto the course (with 109 completing the training). As Table 2 illustrates, 45% of ETC participants were male - a high proportion given the location of these job opportunities in the retail sector. The overwhelming majority (98%) of participants resided in Clackmannanshire (a priority for Clackmannanshire Council). 

Table 2 Clients accepted onto ETC

	Characteristic
	Number (% of ETC Clients)

	Male
	54 (45%)

	Female
	65 (55%)

	

	Aged 16-24
	24 (20%)

	Aged 25-40
	58 (49%)

	Aged 41 +
	37 (31%)

	

	Unemployed more than 6 months
	84 (71%)

	Unemployed less than 6 months
	35 (29%)

	

	Alloa South & East SIP residents
	31 (26%)

	Non-SIP residents
	88 (74%)


At first sight, the Course was less successful in drawing participants from Alloa’s SIP areas (26%). However, it should be noted that there are limited numbers of residents in these areas (e.g. there are currently 119 registered job seekers in the Alloa East local authority ward). The Community Economic Development (CED) area provides more comprehensive cover of deprived postcode areas, and results for the CED area are more positive, with 63% of recruits resident in this area.

The success rate of selected disadvantaged applicants to the ETC is shown in Table 3 - the baseline is all those completing the ‘basic skills matching’ (BSM) process (345 individuals). Approximately 34% of all those who completed BSM were successful in securing a place on the ETC. Applicants who were lone parents, disability allowance and other claimants all enjoyed similar levels of success, with over 40% of all people in these categories who completed the BSM entering the Course. A slightly lower proportion of registered job seekers completing the BSM entered the ETC. 

Table 3 Success rate of ETC applicants by client group

	Characteristic
	Number successful (% of all persons with that characteristic completing BSM)

	Registered unemployed
	63 (35%)

	Other claimants
	41 (44%)

	Lone parents
	29 (44%)

	Disabled or Special Training Needs 
	 14 (42%)

	All successful ETC applicants
	119 (34%)


(Note: percentage figures relate to proportion of all persons within specific characteristic sub-groups completing BSM - percentage figures should not total 100%)

As shown in Table 1 above, 84 (71%) of the 119 applicants accepted onto the ETC were long-term unemployed. The Initiative therefore enjoyed considerable success in targeting those who had experienced long-term unemployment. Table 4 provides a breakdown of these participants. As with the total population of successful applicants, the majority were female, and there was a concentration in the 25-40 age group. However, there is evidence that the Initiative enjoyed some success in drawing in client groups within the long-term unemployed who might not otherwise have been attracted by work in the retail sector - 40% of all long-term unemployed trainees were male, and over 30% were aged over 40. 

Table 4 Breakdown of long-term unemployed (LTU) accepted onto ETC

	Characteristic
	Number (percentage of LTU)

	Male LTU
	34 (40%)

	Female LTU
	50 (60%)

	Aged 16-24 LTU
	16 (19%)

	Aged 25-40 LTU
	42 (50%)

	Aged 41+ LTU
	26 (31%)

	Total long-term unemployed
	84 (100%)


Areas, client groups and the ETC

Maximising benefits for Social Inclusion Partnership (SIP) areas was a priority for local partners (and especially Clackmannanshire Council) but less so for Tesco, which sought to focus the ETC on helping long-term unemployed people into work. It is notable that while the majority (71%) of ETC participants were long-term unemployed, only 26% were resident in SIP areas (Table 5). However, as noted above, SIP area residents account for a limited proportion of the total unemployed in the Clackmannanshire area, inevitably limiting the pool of potential participants from these areas who could move into the ETC. A considerably higher proportion of ETC participants (63%) were resident in the local Community Economic Development (CED) area, the majority of these being long-term unemployed. 

Table 5 Breakdown of residence and employment status accepted onto ETC 

	Characteristic
	Number (% of all ETC clients)

	SIP residents long-term unemployed (LTU) 
	18 (15%)

	SIP residents short-term unemployed (STU)
	13 (11%)

	

	CED residents LTU
	57 (48%)

	CED residents STU
	18 (15%)

	

	Non-Clackmannanshire residents LTU
	2 (2%)

	Non-Clackmannanshire residents STU
	0


(Note: selected client groups as a percentage of all trainees - figures should not total 100%)

Some interesting statistics arise from an analysis of ETC participants’ characteristics. As noted above, the ETC appears to have been successful in attracting men into the retail sector - 45% of all ETC completers were male. A broad range of age groups were also successfully attracted, with 30% of completers aged 40 or over (one-third of all men completing the ETC and taking up work at Tesco were in this age group). On the other hand, the support provided during the course and the flexible shifts and working hours offered by Tesco also appear to have been particularly attractive to many women returners. Indeed, 23% of those completing the ETC were lone parents (the vast majority of whom were female). 

The success of the ETC in attracting lone parents and women returners with children is also reflected in the relatively low proportion of registered job seekers who completed the ETC (the registered unemployed claimant count being dominated by males). Only 53% of ETC participants were registered as unemployed with Jobcentre Plus. The ETC therefore seems to have been effective in drawing certain groups of non-registered unemployed people into the labour market (a priority for policy makers). There may be some concern surrounding the ‘rationing’ of jobs to those not previously declaring themselves as actively seeking and ready to work, but there is no direct evidence that this has been particularly at the expense of those registered as unemployed. In seeking to address the needs of those not registered as unemployed, but nonetheless not employed and ‘willing to work’, the ETC provided an opportunity to access employment and training for many vulnerable job seekers, who were not receiving direct support from Jobcentre Plus or other agencies. 

Finally, turning to the characteristics of programme participants, it is notable that relatively few of those joining the ETC reported gaps in their basic skills. For example, approximately 92% of those who started the ETC programme attained basic literacy scores ‘at or above Level 1’ (using Basic Skills Agency criteria) during assessments undertaken as part of the selection process, with only 8% falling below this basic standard (see Table 6). Furthermore, there was little evidence of more severe skills gaps amongst those who were not selected to join the ETC. Of the 345 individuals who completed the basic skills matching phase of the selection process, 305 (88%) attained basic literacy scores ‘at or above Level 1’. Amongst those who were not selected for the ETC the figure was 87% (see Table 5). (It should be noted that these figures relate to reading literacy attainment. Averages for spelling and numeracy were slightly lower, but again the vast majority of both successful and unsuccessful candidates were at or above Level 1.) 

Table 6 Reading skills of applicants completing basic skills matching process

	Client group
	Number (%) with basic skills at or above Level 1 in reading

	Accepted onto ETC
	109 (92%)

	Not accepted onto ETC
	196 (87%)

	Total with basic skills at/above level 1
	305 (88%)


As noted in Part 5 below, these findings may reflect the capacity of the ETC, and particularly the job guarantee scheme, to attract relatively high calibre candidates. (Although, as we also note below, there may continue to be the need for programmes that can offer job-related training and guaranteed access to employment, but are accessible for those who do face major skills gaps, and who thus require intensive support as part of longer term programme of basic skills training).

Who left the ETC?

As we have noted above, the ETC’s completion and job entry rate (92%) is exceptionally high, and a clear sign of the overall success of the Course. With so few participants dropping out of the Course (10 in total) it is difficult to identify common characteristics amongst leavers. It should also be noted that 6 of the 10 Course leavers moved on to what might be described as ‘other positive outcomes’ - 5 left to start work elsewhere, while 1 took up alternative training. Indeed, if those leaving to start work during the Course are added to the numbers entering employment at Tesco, it might be argued that the ETC produced an overall job entry rate of 96%.

The 10 trainees who did not complete the Course were fairly evenly split across age groups and genders, but were slightly more likely to be male (6-4). The vast majority were long-term unemployed (8 of 10), but this reflected a strong long-term unemployed element within the total Course numbers (71%). Interestingly, 4 of the 10 Course leavers were lone parents (compared to 23% of those who completed the Course). However, 2 of these lone parents left to take up alternative work or training, so there is little evidence that ‘work-life balance’ issues played a major part in non-completions. The strong support mechanisms provided by the Initiative partners and the benefits offered by the Employability Training Course and job guarantee scheme seem to have ensured that even job seekers facing multiple disadvantages and a range of family and other pressures were able to successfully complete their training.     

4.3 Cost-per-job entry analysis

Assessing the costs and benefits associated with the Employability Training Course element of the Alloa Initiative is a difficult task, particularly given the lack of comparative data from similar initiatives. The larger Regeneration Partnership projects operated by Tesco, at Seacroft, Leeds and St Rollox, Glasgow were subject to evaluation reports in 2002, but neither included cost-benefit or cost-per-job analyses.
 The results of cost-per-job analyses of programmes such as the one operated by the Alloa Initiative should, at any rate, be treated with caution. The current government has noted that attempts to calculate the cost-per-job of training measures run the risk of confusing supply-side, employability-raising policies with demand-side, job creation measures.
 Similarly, as we will argue below, the Alloa Initiative is likely to have a considerable impact on the long-term employability of its participants, with associated benefits for the local economy - continuing, long-term benefits that cannot be detected by any simple cost-per-job entry calculation. 

Nevertheless, below we summarise the costs associated with the development, delivery and management of the Course, using data provided by the Initiative partners. As Table 7 shows, income for the Course was drawn mainly from New Deal and Training for Work funding, with contributions from Social Inclusion Partnership (SIP) sources, as well as Scottish Enterprise Forth Valley’s general marketing and support provision. The total costs for the project were approximately £106,437. With 109 ETC clients completing the course and entering work at Tesco, the cost-per-job entry was approximately £976. It should, however, be noted that the funding gathered from the Training for Work budget amounted to £45,974.20 (an equivalent of £574.68 per person for 80 Training for Work-funded clients). This compared with £37,326.70 in funding drawn for just 29 New Deal clients (an equivalent of £1,287.13 per person). Funding was pooled from these sources. The New Deal funding therefore ‘punched above its weight’ in terms of facilitating the provision of a high quality training for all ETC clients. 

Table 7 Cost-per-job entry of the Alloa Initiative Employability Training Course

	Public funding source
	Income

	New Deal
	37326.70

	Training for Work
	45974.20

	SEFV general marketing/support services
	14500.00

	SIP
	8636.13

	Total costs
	106437.03

	

	Cost-per-job entry for 109 ETC participants
	976.49


It should also be noted that additional costs may have been borne by Partnership organisations - additional ad hoc support was provided by Scottish Enterprise Forth Valley, Triage and Jobcentre Plus staff as required. The costs incurred by Jobcentre Plus in seconding a full-time staff member to the project for approximately six months are also not included in the above. (Jobcentre Plus managers were willing to provide this level of assistance given the potential positive outputs in terms of job entry for unemployed job seekers.) It has been estimated that the costs of the secondment amounted to approximately £10,000. If these costs were included in the above analysis, the cost-per-job entry would slightly increase to £1,068.22. 

The costs associated with assisting unemployed job seekers into work through the Alloa Initiative compare favourably with major national programmes. The cost-per-job across the New Deal programme has been (very broadly) estimated at around £4000. Similar figures have been suggested in relation to the long-term performance of Training for Work.
 However, as suggested above, any such analysis must also acknowledge the wider benefits associated with welfare to work initiatives. It should also be noted that some of the costs to the public sector associated with the Initiative would have been payable had ETC participants remained unemployed. In the case of the Alloa Initiative, the long-term unemployed and other disadvantaged job seekers were provided with intensive training, with some accredited elements, which may impact positively on their long-term employability (their work experience at Tesco gained as a result of the Course’s job guarantee element almost certainly will). The research reported below suggests that both partners involved in the Initiative and ETC participants believe that there will be long-term benefits in terms of overall employability. Although difficult to measure at this stage, these benefits may be the most valuable and lasting legacy of the Initiative. 

4.4 Main lessons from the analysis of programme performance

· The Alloa Initiative’s Employability Training Course (ETC) has produced highly encouraging results in terms of completion and job entry rates (92%) and retention at 13 weeks (94%) and 26 weeks (87%).

· The ETC effectively targeted disadvantaged groups, such as the long-term unemployed and older job seekers. It also attracted an unusually high proportion of male job seekers (45% of participants). 

· Almost half of all participants (47%) were not registered as unemployed, demonstrating the ETC’s effectiveness in reaching beyond the claimant unemployed to assist members of economically inactive groups who would be willing to work if offered the opportunity to do so.

· In terms of cost-per-job entry, the Initiative was operated at an expense to public sector actors of around £1000-per-individual. This investment resulted in the provision of an intensive employability training scheme, with several accredited elements, which has produced positive and sustained outcomes for 109 disadvantaged job seekers. 

5. ISSUES ARISING FROM RESEARCH WITH POLICY ACTORS

5.1 The interview process 

Ten interviews were conducted with representatives of key policy actors involved in the Partnership and within wider policy community in the Alloa, Clackmannanshire and Forth Valley areas. The interviewees were: 
· Fraser Campbell, Tesco 
· Susan Craig, Jobcentre Plus 

· David Gillespie, Clackmannan College 

· Kate Lamond, Tesco 

· Jim Leask, Clackmannashire Council 

· Hazel Paterson, Scottish Enterprise Forth Valley

· Linda Prattis, Jobcentre Plus

· Jeanie Robin, New Approaches 

· Kate Smith, Triage Central

· Martin Venning, Tesco

Our interviews with policy actors resulted in the identification of a number of lessons emerging from the development and implementation of the Initiative. Interviews focused upon: the partnership’s overall approach and the need for inclusive joint-working; the development and implementation of the Employability Training Course; and the characteristics of the client group.  

5.2 The Alloa Initiative Partnership and the benefits of inclusive joint-working

The role of the key partners 

Effective partnership working has been crucial to the success of the Alloa Initiative. Partnership-based approaches add value to labour market inclusion projects by enabling the pooling of expertise, information and intelligence, and physical, financial and human resources. The Alloa Initiative produced benefits in exactly these terms, through the inclusion of key policy actors from both the public and private sectors, namely: Clackmannanshire Council, Jobcentre Plus, Scottish Enterprise Forth Valley (SEFV) and Triage. As with any partnership process, not all the priorities of all the stakeholders could be fully addressed, but those involved in the partnership, and other interested parties, stressed that the Initiative had enjoyed considerable success in meeting its core objective of placing long-term unemployed people and other out of work job seekers into positions at Tesco. Funding partners also unanimously agreed that the Initiative had provided ‘value for money’ - a view supported by our analysis. 

All the partners agreed on the central role played by Triage (and to an extent Scottish Enterprise Forth Valley) in driving forward the Initiative. This appeared to be linked to the establishment of a strong relationship between these agencies and Tesco at a very early stage. From Tesco’s viewpoint, Triage provided a dynamic, ‘streamlined’ service which had the potential to avoid the seemingly over-bureaucratic approach sometimes encountered in dealings with major public sector organisations. Tesco representatives suggested that dealing with a lead private sector organisation offered advantages in this case - Triage grasped the importance of meeting deadlines and provided valuable support that ensured ‘rapid progress’ during the programme’s development phase. It was suggested that these benefits were not to be taken for granted, however, and that Triage’s important role in the success of the Initiative reflected the particular skills and expertise of staff within that organisation, and the strong, long-standing relationships linking the organisation with public sector partners. 

In this case, Triage clearly made a significant contribution to the development and implementation process, by taking responsibility for the progression of the Initiative and the administration and organisation of much of the Initiative’s work, and by providing the link between Tesco and other partners. This was important throughout the process, but particularly valuable during the development phase - the early establishment of a model and key objectives for the Initiative enabled forward planning and resulted in the delivery of highly effective recruitment events at the outset of the Initiative. These recruitment events, which involved all the key partners and Tesco, established the credibility of the programme, and provided crucial information, encouragement and support for prospective participants.      

However, the contribution of other partners should not be underestimated. In particular, the identification of appropriate candidates was dependent on the co-operation of Jobcentre Plus - the main agency dealing with job seekers in Clackmannanshire and Forth Valley. By providing a dedicated project worker, and considerable further administrative support during the early stages of the process, Jobcentre Plus played a crucial enabling role. The agency facilitated access to the core client group, helped to promote the Initiative amongst job seekers, and provided in-work benefit calculations, reassuring potential applicants that working at Tesco would result in financial gain. Jobcentre Plus staff reported that significant time and manpower was invested in ensuring that those selected to participate in the ETC had training allowances paid on time, again addressing an important concern amongst job seekers. The labour-intensive process of checking the benefit status of programme participants, delivering and processing benefit and Tax Credit documents and ensuring that payments were delivered on time involved staff from the Jobcentre’s New Deal, Training for Work and Payments teams, working closely with colleagues at the agency’s Payments Centre at Falkirk.

The strong working relationship developed between Tesco management and Jobcentre Plus staff also contributed to this process, with colleagues from Triage and Tesco providing early indications during the interview phase as to which programme applicants were likely to progress to participate on the ETC. The trust developed between these key partners enabled this highly sensitive information to be shared, with the result that programme participants experienced minimum financial disruption (often a crucial concern for the long-term unemployed). Tesco management reported that the success of this phase of the process represented a significant improvement on previous experiences, marking an ‘important lesson learned from St. Rollox’ (Tesco’s Glasgow partnership store). 

It would appear that the smooth operation of the ETC programme can therefore be understood as a product of effective operational partnership-working between agencies, and particularly Triage and Jobcentre Plus. With Triage and Jobcentre Plus sharing a substantial administrative burden during the initial stages of the partnership process, trainers at Clackmannan College and management at Tesco were able to concentrate on preparing ETC participants for job entry, while participants were afforded a relatively trouble-free transition from unemployment to training and then into work at Tesco. The important ‘hands-on’ contributions of all the partners must therefore be recognised.  

Issues for future partnership working 

All policy actors considered the partnership process to have been a success. However, there is always scope for improvement. In this context, there was some concern, especially amongst public sector organisations, that the partnership was too narrowly focused, and potentially excluded organisations that might otherwise have contributed useful information and expertise to the process of developing and implementing the ETC. There was also a frustration amongst many partners that the Initiative had not been linked more closely with area regeneration projects, and that job opportunities during the construction phase had not been effectively targeted by access to employment initiatives. However, it was accepted that the tight time frame for the Tesco store opening - and the inherent difficulties in delivering employment access policies in the construction sector - necessarily limited the scope of the project in these areas. It was also acknowledged that, in this case, limiting the membership of the partnership kept the Initiative tightly focused and facilitated decision-making, and, in general, effective operational partnerships tend to be based on the inclusion mainly of those bodies with a direct role in policy implementation. 

In seeking to replicate the approach of the Alloa Initiative elsewhere, there may be added value in broadening out consultations at an early stage, so that the fullest range of expertise can be brought to bear on the design of services for all clients. However, a broadening of partnership structures will only add value if the actors and organisations brought into the process have the time, resources and expertise to deliver ‘hands on’ support for any future project’s core objectives. Similarly, while policy actors seeking to replicate the success of the Alloa Initiative may benefit from placing even greater emphasis on maximising employment and training opportunities during the development phase of major business infrastructure projects, it should be noted that they are likely to face similar problems in ‘opening up’ opportunities in the construction sector - where time deadlines are crucial and experienced workers are particularly valued.      

5.3 The Employability Training Course 

There was a broad consensus that the content of the Employability Training Course (ETC) had been appropriate, and that Clackmannan College had delivered the programme effectively. Some partners were concerned that the College had not provided more detailed feedback on course content or the continuing progress of ETC clients, and there were more general concerns regarding the manner in which Tesco had selected the College as the provider for the ETC, rather than allowing a bidding process managed by the Initiative partners (a process which would have facilitated a more open discussion of course design and content). However, in general there was a high degree of satisfaction with the performance of trainers - a view that partners noted was shared by many trainees.

In terms of programme content and duration, all the partners involved in the ETC acknowledged that many participants had thought the course to be too long. Most partners considered the eight week duration to be ‘about right’, while a minority conceded that six weeks might be a more appropriate length. An eight week course was required, it was argued, to provide evidence of the reliability and attendance of participants and to deliver relevant, accredited training. It was also suggested that the eight-week period allowed for mutual support networks to develop amongst participants and between participants and Tesco line managers. Finally, from Tesco’s perspective, it was imperative that the course was paced so as to respond to the needs of the least, rather than most, able participants. 

However, concerns about the length of the course were balanced by partners’ confidence in the effectiveness of Tesco’s job guarantee, which was seen as the most important factor explaining job seekers’ enthusiasm for the ETC (reflected in the high demand for places) and the high retention rate during the course. In more general terms, the positive contribution of Tesco to the partnership process was noted by a number of respondents. From Clackmannan College’s viewpoint, the relationship between its trainers and the employer was crucial. Tesco provided clear guidelines about the content of the ETC, but there was no interference in the delivery of the programme. However, Tesco managers did provide strong support for trainers and programme participants, making weekly visits for evaluation and review sessions. These visits were seen as important in maintaining the focus of participants and developing a strong working relationship between these individuals (the vast majority of whom are now Tesco staff members) and line managers at the store. 

5.4 The client group

General skill levels

Many of the job seekers recruited to participate in the ETC had been out of work for a prolonged period. Despite this, Tesco managers were pleased with the standard of participant on the ETC. Indeed, Tesco managers were keen to emphasise the challenging work environment being entered by ETC participants, and the need for trainees to match the high standards expected of all Tesco staff. Those other partners who had dealings with ETC participants also noted that basic skills gaps appeared to be relatively rare. Staff at Clackmannan College suggested that ETC participants appeared to be more able than many clients typically undertaking training for young people and the long-term unemployed at the College, suggesting that the course’s job guarantee element had drawn candidates of a higher-than-usual calibre. This led some Initiative partners to question whether basic skills gaps were as serious a problem amongst the long-term unemployed client group and other job seekers as was commonly suggested by policy makers - an argument supported by the relatively low proportions of both successful and unsuccessful ETC applicants scoring ‘below Level 1’ (i.e. below ’pass’ level) in nationally recognised basic skills assessments (see Part 6 of this report).  

However, some other professionals working with disadvantaged job seekers in Clackmannanshire suggested that many amongst the (especially long-term) unemployed client group do indeed face basic skills gaps, including severe literacy and numeracy problems. This view would seem to tie in with national level research, which has suggested that approximately 23% of the total adult population in the UK have low document literacy (basic reading) skills - i.e. ‘below that considered necessary to function effectively in work and in society’. These figures reflect research undertaken for the OECD’s ‘International Adult Literacy Survey’ in the mid 1990s. More recent research using the Basic Skills Agency’s standard categorisations has suggested that 19% of the adult population have reading literacy skills ‘below level 1’ - ‘below the standard norm expected of 11 year olds’.
 

If there do indeed remain large numbers amongst the general adult population with low literacy skills, we might hypothesise that these problems are likely to be more severe amongst those who have experienced repeated or long-term periods of unemployment. The fact that these problems were not detected amongst the Alloa trainees confirms the view expressed by Tesco managers and College training providers - that participants on the ETC were of a ‘high calibre’ - but it may also suggest that alternative strategies may be required, in terms of selection procedures, training provision and types of employment, if those facing more severe barriers to work are to be drawn towards similar programmes in future. 

ETC participants and the selection process 

As noted above, there was little evidence of ‘cherry picking’ in the traditional sense - competency-based assessment procedures were replaced by a ‘first impressions’ interview, designed to identify enthusiastic and communicative individuals (particularly those showing a desire to work in retailing generally and with Tesco specifically). Such an approach is extremely valuable in preventing lower skilled job seekers, or those with poor qualifications, from being excluded from entry-level jobs.

One criticism of this approach might be that, by essentially basing selection on communication and interpersonal skills, the programme adopted the key recruitment criterion used by retailers in the first place. However, it is clear that by foregoing the standard ‘select the best’ approach to recruitment, Tesco and the Initiative partners ensured that those with the right attitude and abilities were not excluded as a result of long-term unemployment or lack of qualifications. It should also be noted that pre-selection training sessions provided potential participants with guidance on presentation skills and prepared them for the interview process. Those with particularly poor presentation and communication skills may still have struggled, but there was considerable support for those who had limited experience and qualifications, but the attitude and enthusiasm required to succeed in what is undoubtedly a challenging work environment. Many partners noted that, as a  result, the ETC provided a gateway into work for those who would otherwise have struggled to find employment, particularly in retail. 

For example, partners noted the ETC’s effectiveness in encouraging older males to consider working in retail. The negative attitudes of men aged over 40 towards working in the service sector was raised by a number of interviewees as an important problem facing many long-term unemployed people. Accordingly, the 45% male participation in the ETC can be viewed as a considerable success. The ETC also enjoyed some success in helping those with health problems, previously claiming disability benefits, into work (13% of all trainees completing the course). Tesco has acknowledged that the time pressures involved with opening a new store precluded the selection of those with more severe physical disabilities, although it was suggested that attempts would be made to find positions for a small group of physically disabled job seekers (who had expressed an interest in the Initiative but could not be accommodated) on a one-to-one basis at a later date. 

5.5 Main lessons from research with policy actors 

The partnership process 

· The success of the Alloa Initiative in placing long-term unemployed people and other disadvantaged job seekers into work reflects the strong partnership links formed and maintained between Tesco and key public and private sector policy actors, especially Scottish Enterprise Forth Valley, Triage and Jobcentre Plus, as well as Clackmannanshire Council and Clackmannan College. 

· The strong relationship between Tesco and Triage enabled the former to take a largely ‘hands off’ approach after the initial stages of the partnership process, allowing local policy actors, led by Triage and SEFV to drive the project. This was particularly important in establishing a framework and objectives for the Initiative at an early stage. 

· An important element in the effective development and implementation of the Employability Training Course (ETC) involved the sharing of administrative burdens between Triage (supported by SEFV) and Jobcentre Plus – this effective combination of public and private sector resources was crucial to the overall success of the project.

· A similarly strong relationship between Jobcentre Plus, Tesco and Triage allowed for the sharing of potentially sensitive information, eventually facilitating the smooth transition from benefits to training to work for ETC participants.

· Future employment access initiatives may benefit from the inclusion of a broader range of partners (where appropriate) and should continue to attempt to maximise opportunities for unemployed job seekers during the development and construction phases of major business infrastructure projects. This proved difficult during the Alloa Initiative (as it has elsewhere) and it is likely that a long-term, partnership-based approach will be required if construction employers in particular are to be drawn towards participation in inclusion policies.       

The Employability Training Course

· Partners acknowledged the value of the job guarantee element in ensuring high attendance and retention rates amongst ETC trainees. It was also suggested that the job guarantee element resulted in a ‘higher calibre’ of participant.   

· There was a consensus that the design and delivery of the ETC, undertaken by Clackmannan College and overseen by the partners and Tesco, were effective. 

· There was an acceptance that the majority of ETC participants reported few basic skills gaps. Although this positively reflects on the ETC’s attractiveness as a training option and effectiveness in preparing participants for work at Tesco, it may be that future initiatives will require alternative forms of more intensive training provision (which nonetheless retain best practice from the Alloa programme) if they are to assist more severely disadvantaged job seekers into employment.    

6. ISSUES ARISING FROM RESEARCH WITH ETC PARTICIPANTS

6.1 Methodology  

A survey of trainees who had participated on the Employability Training Course (ETC) was carried out in October and November 2002. Semi-structured, in-depth interviews were conducted with former ETC participants at Tesco on 2nd October, 17th October and during the nightshift of 23rd-24th October. Telephone interviews were also carried out by research team members contacting ETC participants at home. Finally, a postal questionnaire was sent to all remaining ETC participants. In total, responses were gathered from 86 of the 109 ETC completers (a highly satisfactory response rate of 79%). The majority of these responses (55 of the 86, or 64%) were gathered through semi-structured interviews with participants, which allowed members of the research team to follow up key issues emerging from their discussions with interviewees. The total sample of 86 accounted for 82 of the 100 people who had completed the ETC and were still in post at Tesco at the end of the fieldwork research period (i.e. approximately 16 weeks after appointment), along with 4 of the 9 individuals who had left employment at Tesco at that point. 

6.2 Profile of the sample 

The Employability Training Course (ETC) appears to have been effective in drawing participants from a range of backgrounds. For example, as noted above, given the location of the final employment opportunities associated with the Initiative in the retail sector, there was perhaps an unusually high proportion of older and male job seekers entering the programme. Furthermore, the broad recruiting base of the Initiative was reflected in the range of former regular occupations reported by ETC participants. As Table 8 illustrates, approximately 15% of participants reported their most regular former occupation as involving retail and sales duties. However, well over 40% had been regularly employed in skilled or unskilled manual work or as plant or machinery operatives. The Course seems to have successfully attracted former workers in ‘traditional’ occupations to the retail sector. There were also small proportions of the study group who reported formerly being employed in ‘white collar’ occupations such as administration, or in managerial or professional roles.          

Table 8 Respondents’ most regular former occupation

	Previous occupation
	Number
	Percent

	Plant and machine operatives/skilled manual
	21
	25

	Unskilled manual
	17
	20

	Personal and protective services
	16
	19

	Retail and other sales
	13
	15

	Clerical and administrative
	7
	8

	Managerial/professional/associate professional
	6
	7

	None/no answer
	6
	7

	Total (% rounded)
	86
	100


These findings are confirmed and explored in Table 9. When asked about the sector in which they were most regularly employed, only 16 respondents (or 19% of the sample) suggested that they regularly worked in the retail sector. Respondents were more likely to name occupations in traditional sectors such as manufacturing and construction (25% in total) or in the hotel, distribution and catering industries (25%). 

Table 9 Respondents’ most regular former occupation, by industrial sector

	Previous sector
	Number
	Percent

	Hotel, catering, distribution
	21
	24

	Manufacturing
	20
	23

	Retail 
	16
	19

	Construction
	6
	7

	Mining, other primary
	4
	5

	Public administration, education, etc
	4
	5

	Transport and communications
	3
	4

	Other
	2
	2

	None/no answer
	10
	12

	Total (% rounded)
	86
	100


There was a predictable gender division in respondents’ former work experiences. Of the 16 individuals who named the retail sector as the area in which they were most regularly employed, 13 were women. Conversely, those reporting occupational histories based in manufacturing and construction were far more likely to be male (men made up two-thirds of those who had regularly work in these sectors). It should be noted, however, that these figures relate to ETC participants’ experience of the workplace when in work. For many respondents, their recent experience had been of exclusion from the labour market. Nevertheless, although a considerable proportion of ETC participants had been out of work for prolonged periods prior to taking up employment at Tesco, many continued to characterise their work history in positive terms. This finding concurs with other recent research on the attitudes of long-term unemployed people. The sense of attachment to the labour market reported by long-term unemployed job seekers can be a positive attribute that trainers and service providers can help build upon, but can also be counter-productive if job seekers fail to realise that employers are more likely to characterise them in negative terms, reflecting the value placed on recent and relevant work experience within the recruitment process.
 As Table 10 illustrates, amongst our sample, the majority of respondents chose to characterise their ‘working life’ since leaving school as involving ‘mostly stable employment’ (47%) or only ‘some short periods of unemployment’ (16%). ETC participants were far less likely to describe a work history characterised by ‘mostly’ unemployment or ‘long periods’ without work (13%). 

Table 10 Respondents’ descriptions of their ‘working life’ since leaving school

	Description of ‘working life’
	Number
	Percent

	Mostly stable employment
	40
	47

	Mostly caring for children/family
	16
	19

	Some short periods of unemployment
	14
	16

	Mostly unemployed/unemployed for long periods
	11
	13

	Mostly in full-time education
	2
	2

	Other
	1
	1

	Mostly sick/claiming other benefits
	1
	1

	Total (% rounded)
	85
	100


 N=85 (due to non-response)

Table 10 also underlines that working parents and particularly women returners made up an important element within the ETC group - almost one-fifth of all those responding described their activities since leaving school as dominated by caring responsibilities for children. This reflects the fairly high proportion of respondents who had caring responsibilities - 42 of the 86 respondents to our survey had children. However, it should be noted that of the 16 individuals characterising their working life as involving ‘mostly caring’, 15 were women. If caring responsibilities do represent an additional pressure on workers in the retail sector, then it is one that is most likely to be experienced by working mothers.  

Finally, it is notable that only one of our respondents described a working life characterised by long periods claiming sickness and other non-employment related benefits, even though 13% of the 109 ETC completers had previously been claiming disability or sickness benefits. This would seem to confirm that many of those claiming these non-employment related benefits continue to see themselves as workers, and would be willing to work given appropriate opportunities and support. The flexibility of the ETC’s recruitment and funding criteria meant that these individuals were provided with an opportunity to develop new skills and re-establish themselves in the active labour market, despite not being ‘officially’ unemployed.  

6.3 Respondents’ attitudes towards the Employability Training Course

General views about the Employability Training Course

Respondents were generally positive about the Alloa Initiative’s Employability Training Course (ETC). Approximately 70% of respondents believed that the ETC had improved their long-term job prospects, compared to 27% who did not think that it had improved their prospects, with the remainder not knowing. It is important to note that the majority of job seekers therefore saw the Course as making a general contribution to their long-term employability, rather than as simply a guaranteed route back into work (although, as note below, the majority of all job seekers were primarily attracted to the Course by its job guarantee element). The minority who did not consider the ETC to have improved their long-term job prospects were much more likely than other respondents to be: male; unemployed for less than six months; aged over 40; and participating in the ETC primarily for its job guarantee - whereas around 70% of all respondents named the job guarantee as the most important reason for joining the Course, almost all of those survey respondents (21/23) who questioned its long-term employability benefits named the guarantee as the Course’s most important element. We might conclude that these job seekers, who tended to be older and to have more recent work experience, were likely to view the job guarantee as having a more important impact on their future work prospects than any training course, whatever the quality of its content and delivery. 

Indeed, other measures of job seekers’ attitudes confirmed the impression that the ETC, in general terms, had delivered what was required - access to work. When asked whether they would have found work irrespective of their participation in the ETC, the majority of respondents were sceptical. Less than one-third (33%) believed that they would have found work during the eight-week period if they had not been attending the Course. Approximately 61% suggested that they would have remained unemployed if not for the ETC (6% did not know).   

As suggested above, the largely positive response to the ETC may in part be explained by the programme’s delivery on its promise to provide guaranteed jobs for those completing the training. When asked what had attracted them to the Tesco/Alloa Initiative programme, 70% of respondents named the guarantee of a job on the completion of training as the main reason (see Table 11). Many participants, and particularly men who had previously worked in ‘traditional’ sectors such as manufacturing, reported that they would simply not have considered applying for a job in the retail sector without the guaranteed success offered to ETC completers. 

Table 11 Respondents’ main reason for applying for a place on the ETC

	Reason for application
	Number
	Percent

	Job guarantee
	59
	70

	Opportunity to take up training 
	16
	19

	Opportunity for social interaction/support
	5
	6

	Attracted to the type/location of work
	3
	4

	Pressure from Jobcentre staff
	1
	1

	Total (% rounded)
	84
	100


 N=84 (due to non-response)

It would appear that the job guarantee enabled many job seekers to think beyond the normal boundaries of their job search (although the work of Jobcentre Plus, Tesco and Triage in ‘selling’ the retail sector to potential ETC participants was also important). A further 19% of respondents were most attracted to the training element of the programme and 6% noted the opportunities for social integration offered by the ETC. These respondents saw the Course as a means of ‘re-engaging’ with the labour market (and wider society) within a supportive environment, after long periods at home due to illness, childcare responsibilities or unemployment. 

Respondents were slightly more critical when asked about the specifics of the ETC, although again the consensus was generally positive. When asked to rate the effectiveness of the Course across a range of factors, the majority of respondents in most cases suggested that the ETC content had been ‘very helpful’ or ‘quite helpful’. However, there were considerable differences across categories. As Table 12 illustrates, respondents were most positive about the ETC’s impact on their self-confidence - more than two-thirds of participants believed that the Course had been helpful in this respect, and 44% suggested that it had been ‘very helpful’. The ETC appears to have been particularly valuable as a confidence-building measure for those without stable prior work histories. Whereas 63% of those who described themselves as having previously experienced ‘mostly stable employment’ also thought that the ETC was helpful in building self-confidence, this figure rose to 73% among those describing less consistent work histories. Respondents tended to be less sure about the ETC’s effectiveness in improving their skills and generic work habits, although a clear majority (62% and 57% respectively) considered the Course to have been of some assistance in these areas. 

Table 12 How helpful was the ETC in helping you to build the following skills?

	Potential benefit 
	Very helpful
	Quite helpful
	Not helpful

	Develop self-confidence*
	37 (44%)
	21 (25%)
	27 (32%)

	Develop new skills*
	21 (25%)
	32 (38%)
	32 (38%)

	Improve work habits*
	25 (29%)
	23 (27%)
	37 (43%)

	Prepare for work at Tesco**
	20 (24%)
	25 (30%)
	39 (46%)

	Build work experience***
	15 (18%)
	22 (27%)
	46 (56%)


* N=85; ** N=84; ***N=83 (due to non-response)

Some respondents were also concerned that the Course had been less effective in providing work-focused training (although these findings should be taken in context with the generally positive response to the total training experience reported by the vast majority of programme participants). A substantial minority of respondents (46%) considered the ETC to have been ‘not helpful’ in preparing them for their work roles at Tesco, and more than half (56%) suggested that the Course was not helpful as a means of building work experience. These figures may reflect some participants’ views that they were already sufficiently experienced - over 60% of those who had previously worked in retail thought that the Course had not helped to improve their experience - but there would also appear to have been a more general scepticism amongst trainees regarding the usefulness of certain elements of the Course. Many trainees would also have preferred the main focus of the Course to have been on the development of skills and experience more directly relevant to their work at Tesco. When asked about the balance of classroom and store-based training within the ETC, 54% of respondents suggested that there had been ‘too much’ classroom work, with only 13% saying there was ‘not enough’ of this type of training (33% were satisfied with the balance of classroom-based learning and other forms of training).

The above findings reflect the realities of the funding regime that governs public training programmes and the objectives of the ETC, but also the frustrations of unemployed people who crave practical, ‘on the job’ training. The Alloa Initiative’s Employability Training Course was designed to provide largely pre-vocational rather than job-related training, and funding rules preclude the use of public resources to deliver in-work training that might be seen as replacing or subsidising Tesco’s own staff development responsibilities. Furthermore, Tesco specifically requested no overlap between their own occupation-specific, in-house training and the provision delivered through the ETC (the company was keen to prevent any risk that trainees would learn ‘non-Tesco practice’ before entering work at the store. 

Nevertheless, it is clear that those attending the Course would have valued content that was more relevant to the job roles that they later took up. In future, this may be achievable within current funding guidelines through the delivery of more sector-specific training that nonetheless does not replicate company-specific, in-work training to be provided by the employer. For example, in this case, given that many ETC participants commended the ‘introduction to retail’ element of the Course, there may have been scope to provide further general training on various aspects of retail work (perhaps with the detail of content designed in co-operation with the employer). Other elements of general training provision may have required only slight changes and additions in order to highlight the relevance of the general skills being taught to the specific situations that trainees might later find themselves facing in the workplace.   

Another important issue arising from the analysis of job seekers’ views regarding the ETC relates to the delivery of basic skills training within the programme. As noted above, more than 90% of ETC participants scored ‘at or above Level 1’ in basic literacy assessments carried out during the selection phase, with only 3 of the 109 ETC completers scoring an unsatisfactory ‘below Level 1’. Yet basic skills development (in the form of practical literacy and numeracy training) appeared to many ETC participants to make up too large an element of the Course. Of the 65 ETC participants who expressed a view on the issue, more than two-thirds of respondents considered the literacy and numeracy or ‘communication’ modules to be the least useful elements of the course (8% thought that this was the most helpful elements).

Clearly, any programme committed to taking a broad-based approach to developing employability must address any gaps in the literacy and numeracy skills of trainees. However, given that the majority of ETC participants had demonstrated at least adequate skill levels in this area (prompting some Initiative partners to question whether basic skills gaps amongst the long-term unemployed had been over-stated by government agencies) the Course itself may have over-emphasised literacy and numeracy. Although the vast majority of ETC participants saw these elements as something that ‘had to be done’ to complete the Course and take advantage of the job guarantee at Tesco, there may have been more enthusiasm for basic skills training if some changes had been made to content, to again emphasise the relevance of the provision to potential problems that might be faced in the workplace. 

The other important concern consistently raised by ETC participants related to the length of the Course. As Table 14 shows, the vast majority of those completing the course (79%) thought that its duration was too long. Again, policy makers and service providers are faced with difficult choices when deciding the form and duration of training provision of this type. From the employer’s point of view, the training period must be sufficiently long to establish the commitment and reliability of clients (a point that was not lost on ETC participants). Training providers are equally convinced of the need for sufficient time to ensure that all the elements of the agreed curriculum can be delivered, at a pace that meets the needs of the least rather than most able trainees. In this case, it should also be noted that the Alloa ETC was essentially delivered across a three-day week, to allow time for normal job seeking activities and a weekly review and evaluation day, which appears to have been important in building relationships between trainees and Tesco managers (see below).

Table 14 Respondents’ views regarding the length of the ETC

	
	Number
	Percent

	Too long
	68
	79

	About right
	17
	20

	Too short
	1
	1

	Total (% rounded)
	86
	100


There may be some justification for considering reducing the length of any future programmes of this type (perhaps to the suggested six weeks), but it should also be noted that the Alloa Initiative Course appeared to work effectively as originally designed. Although there were concerns about the duration of the training period, ETC participants accepted that this was part of the Course’s design and, with the encouragement of trainers, Tesco management and peers, persevered. The job guarantee element of the programme and the supportive environment cultivated by key service providers and Tesco management appear to have acted as a counter-balance against participants’ frustrations regarding the Course length and some elements of the content.    

The value of the ETC in building trust and other benefits of the Course

On a more positive note, ETC participants identified a number of aspects of the training experience that they valued and found useful. Indeed, whereas a significant minority of respondents could not identify a specific element of the Course that they found to be its ‘least useful’, almost all mentioned some aspect of the training that they found particularly worthwhile. It should be noted, however, that for many ETC participants the opportunities provided for social interaction and to build relationships with colleagues and develop self-confidence were the most important aspects of the Course. As Table 15 illustrates, ‘developing relationships with colleagues’ was easily the single most popular benefit of attending the ETC for participants (35% of all respondents identified this as its most useful aspect). 

Although largely unrelated to the formal training provision, this can be viewed as a major positive outcome of the Course. Over the eight-week training period, ETC participants had the opportunity to build relationships with those who are now their colleagues at the store. Many long-term unemployed trainees reported feeling apprehensive about rejoining the labour market, and noted the value of ‘getting back into a routine’ and the benefits of starting alongside other people, rather than having to develop new relationships within an established workplace in which ‘everyone knows each other’. A number of carers/parents returning to the labour market through the ETC spoke of the value of the Course in developing self-confidence after a long period away from the world of work. For many participants, attending the Course (irrespective of its specific content) was therefore a crucial confidence-building measure prior to re-entering the active labour market. These relationships of mutual support developed between ETC participants, and the encouragement of Tesco management, appear to have been invaluable assets that contributed to the high retention and attendance rates reported during the Course and since. 

Table 15 Elements of ETC considered ‘most useful’ by respondents

	
	Number
	Percentage

	Relationships with colleagues
	30
	35

	Health and safety training
	18
	22

	In-store and retail training 
	12
	14

	Literacy and communication
	7
	8

	Building self-confidence/social skills
	6
	7

	IT training 
	6
	7

	Other 
	3
	3

	None/no answer
	4
	5

	Total (% rounded)
	86
	100


Turning to the formal aspects of the training provision, again there are positives to report. Although, as noted above, some ETC participants raised concerns about the focus of the Course content, there were generally high levels of satisfaction with the performance of training staff. Approximately 65% of respondents characterised the standard of training provided as ‘very good’ or ‘good’ with only 7% considering the quality of training to be less than adequate (see Table 16). 

Furthermore, the combination of guidance and support provided during the ETC and in-work training provided by Tesco following job entry appears to have left most participants feeling confident and at ease in their work. When asked how well they thought they were coping with their new job, only 2% (2 individuals) said that they were struggling. A further 15% of former ETC participants thought that they were coping well, but said that they needed help from others ‘sometimes’, and 83% believed that were coping very well and did not require further assistance. 

Table 16 Respondents’ views on the quality of training provided by the ETC 

	
	Number
	Percentage

	Very good
	24
	28

	Good
	30
	35

	Adequate
	26
	30

	Poor
	6
	7

	Total (% rounded)
	84
	100


N=84 (due to non-response)

In conclusion, from the viewpoint of participants, the Alloa Initiative’s Employability Training Course was a highly useful exercise. The vast majority of those who completed the Course believed that they were able to cope with their work at Tesco in the short-term and that attending the ETC had improved their employment prospects in the long-term. Participants also tended to take the view that they would not have found work over the relevant period were it not for the ETC. The Course itself appears to have been particularly effective at assisting participants to develop their self-confidence and build relationships with colleagues and managers. From the participants’ perspective, the Course was less effective in delivering work-related skills and experience, reflecting the non-vocational content of some training modules. The Course’s focus on basic skills and some repetition towards the end of the training period were also matters of concern for many ETC participants. 

However, the social interaction, peer support and opportunity to build work relationships provided by the Course were viewed as being of great value. Perhaps most importantly, the Course delivered on its job guarantee, the single most important incentive for the vast majority of those undertaking training through the ETC. The commitment of Tesco management in providing guaranteed job opportunities for ETC completers was matched by trainees who, despite their reservations about some aspects of the training, remained similarly committed to seeing the programme through to its conclusion. 

Respondents’ attitudes towards working at Tesco

Whether the jobs that former Employability Training Course (ETC) participants have now been placed into turn out to be ‘sustainable’ over the longer term will be determined largely by their attitudes towards, and experience of, working at Tesco. One simple measure of attitudes in this area provides encouragement for the employer and Initiative partners, although this may be influenced by local labour market conditions. When asked if they believed that they would still be employed at Tesco in six months time, the overwhelming majority of former ETC participants (95%) answered positively, with only 3% thinking that they would definitely leave within the next six months. Approximately 90% of respondents thought that they would be working at Tesco in twelve months time. Clearly, if these expressions of loyalty are reflected in reality Tesco and the Alloa Initiative partners will have secured outstanding retention rates amongst ETC participants.  

Table 17 Will you still be working at Tesco after the following time periods?

	
	Yes
	No
	Don’t know

	Six months
	78 (95%)
	2 (2%)
	2 (2%)

	Twelve months
	74 (90%)
	6 (7%)
	2 (2%)


N=82 (excluding members of sample who had left Tesco)

There is further evidence that the work environment at Tesco is one that may convince former ETC participants to commit themselves to the company on a longer term basis. A substantial proportion of former trainees (many of whom had never previously worked in service jobs) reported holding somewhat sceptical views about the retail sector prior to their employment at Tesco. Indeed, 29% of those questioned suggested that they held a ‘generally negative’ view of jobs in the retail sector before joining Tesco through the Alloa Initiative’s Course. A further 39% held ‘generally positive’ views of retail work, with 32% expressing no strong view. The same respondents were asked if working at Tesco had altered their opinion of retail work. A clear majority of respondents (72%) reported that they now held a more positive general view of retail work, with only a small minority (5%) suggesting that their view of the sector was generally more negative (23% said that their views remained unchanged). Of the 29% or 24 individuals reporting holding negative views of retail work prior to the ETC, almost all (22) now took a more positive view of the sector (2 remained unchanged, but not any more negative, in their views). 

Respondents reported a number of factors as affecting their attitudes towards working at Tesco. At the most basic level, former ETC participants believed that their current work would improve their longer-term job prospects. Approximately 88% believed that working at Tesco would improve their long-term prospects, with only 10% taking the view that their current employment would not have a positive effect (the remainder did not know). Respondents were also asked to identify specific benefits of working at Tesco that had made them consider staying with the employer over the next six to twelve months. Of the 82 members of the sample still employed at the Alloa store, 81 specified at least one aspect of work at Tesco that they considered an incentive to stay. The most popular reasons given are listed in Table 18 below (by number of respondents). 

Table 18 If you expect to continue working at Tesco over the next 6-12 months, what are the most important factors providing an incentive to stay?

	
	Number of responses

	Relationship with Tesco management/supervisors 
	39 (48%)

	Friendships established with colleagues
	35 (43%)

	Content with type of work
	31 (38%)

	Convenient location
	25 (31%)

	Promotion prospects  
	22 (27%)

	Level of pay
	18 (22%)

	Training opportunities  
	16 (20%)

	Job allows balancing of work and family commitments
	16 (20%)

	Convenient working hours
	15 (19%)


Again, the relationships built amongst staff and between staff and managers emerge as central in explaining the apparently high levels of job satisfaction amongst former ETC participants. The strong and amicable relationships between staff and management at Tesco was the single most important reason to continue working with the company named by respondents (48% of those responding). Friendships established with colleagues were almost as important in explaining the continued enthusiasm of many former ETC participants (43%). If the predicted high retention rates amongst survey respondents prove to be accurate, then a crucial factor would appear to be the manner in which the ETC allowed participants the opportunity to develop relationships with current colleagues and team members and line managers prior to taking up their positions at Tesco. The levels of job satisfaction reported by respondents, and the resulting high retention rates at the store can be traced to the combination of personal support and training provided by the ETC, the opportunities for peer support provided by the training environment, and the relationships of trust built between programme participants, Alloa Initiative partners and Tesco.  

However, while it is notable that the main ‘incentives to stay’ identified by former ETC participants relate to general conditions of work at Tesco, and more specifically social relations amongst staff, it is also clear that far fewer respondents considered pay levels and other more practical benefits to be an incentive to stay in their current positions. In fact, as Table 19 shows, respondents were more likely to view pay rates as a disincentive - low pay was clearly the most popular reason former ETC participants gave for considering leaving Tesco. Nevertheless, these results should be put into perspective. Only 20 of the 82 respondents still employed at Tesco specifically identified low pay as a factor that might lead them to consider moving elsewhere. Indeed, only 44 of 81 respondents named any specific factor that might lead them to consider leaving Tesco (the five most regularly identified factors are given below).     

Table 19 What factors might lead you to consider leaving Tesco? 

	
	Number of responses

	Low pay
	20

	Repetitive nature of the work 
	11

	Problems balancing work and family commitments
	10

	Lack of opportunities to develop new skills
	8

	Problems with working hours
	8


Finally, an analysis of the characteristics of those ETC participants who have already left employment at Tesco may provide a further insight into the factors that might undermine retention amongst the majority who currently remain employed at the store. Six months after the store’s opening, 95 of the 109 ETC completers who entered employment at Tesco remained in post. Given the very limited sample of leavers (in itself a positive indicator for Tesco and the Alloa Initiative) it is difficult to make generalisations. However, the group of 14 ‘leavers’ consisted of 8 women and 6 men; 8 of the 14 were in the ‘middle’ age range of 25-40; and 10 were previously long-term unemployed. It may be of interest that only 8 of the 14 leavers had registered Basic Skills Assessment scores ‘above Level 1’. Amongst those who remain employed at the store, 69% scored ‘above Level 1’ in the same assessments. It will be of interest to note whether those registering lower skills assessment scores are more likely to leave Tesco in the longer term, although it should again be noted that the current ‘leavers’ sample is so small that drawing firm conclusions is extremely difficult. 

Information gathered by Triage and the research team suggests that at least half of those leaving employment at Tesco did so for legitimate reasons - to take up alternative employment (5 cases); higher education (1); or because of pregnancy (1). Amongst those no longer employed at Tesco, 4 individuals responded to our survey. Of these, 2 individuals had left to take up alternative employment or training. The opportunity to access higher pay, the repetitive nature of the work and a perceived lack of opportunities for advancement were identified as reasons contributing to their decisions to leave. A third respondent had left due to pregnancy and, reporting a generally positive view of both the ETC and her former position at Tesco, hoped eventually to return to work at the store. A fourth left for ‘personal reasons’ and has now taken up alternative employment. Again, this respondent reported generally positive views of his/her experiences with the Alloa Initiative and Tesco, and expressed a desire to return to work at Tesco in due course. 

6.4 Main lessons from research with ETC participants 

· The Alloa Initiative’s Employability Training Course (ETC) has enjoyed considerable success in placing participants into work at Tesco, Alloa. Retention rates are also high, currently standing at 92%. 

· The ETC was particularly effective at attracting candidates who might otherwise have not considered applying for jobs in the retail sector, as demonstrated by the relatively high proportions of older men and former manual workers attending the Course.

· Although many ETC participants had been unemployed for prolonged periods immediately before joining the Course and then Tesco, the majority reported a ‘working life’ consisting generally of stable employment or only short periods of unemployment.

· Most ETC participants thought that the Course had improved their long-term job prospects and provided them with access to work at a time when without the ETC’s assistance they would have remained unemployed.

· A clear majority of ETC participants were attracted to the Initiative primarily by the job guarantee. This element of the provision appears to have been an extremely effective enabling tool, encouraging unemployed people with little or no experience in retail to consider working in the sector for the first time, and bolstering the confidence of parent-returners, long-term unemployed people and others who had been excluded from the active labour market for long periods. 

· The delivery of the Course (by Clackmannan College) was commended by the vast majority, with only a small minority dissatisfied with the quality of provision. 

· Most ETC participants thought that the Course had improved their skills and self-confidence, but there was more scepticism about its benefits in terms of preparation for work at Tesco. To this end there was a demand for more work-focused training and less basic adult education within the Course content. Future initiatives may benefit from even closer co-operation with employers in the development of courses, so that content, while not replicating occupational training (the responsibility of employers) is more relevant to the workplace.

· The most important element of the Course for ETC participants (excluding the job guarantee) was the opportunity to develop relationships with colleagues and management, the main reason cited by former trainees for staying at Tesco.

· Low pay was an issue for a minority of former ETC participants, and may affect retention rates in the longer term, but these concerns were balanced by the strong sense of loyalty generated by the relationships trainees had developed with staff and management at Tesco. The vast majority expected to remain in post at the store for at least the next year.    

7. COMPARING ETC PARTICIPANTS WITH TESCO STAFF EMPLOYED THROUGH THE OPEN RECRUITMENT PROCESS

7.1 Comparing former ETC and open recruitment process staff

We were keen to compare the attributes, experiences and attitudes of former Employability Training Course (ETC) participants with those of other staff at Tesco, who had found work through the company’s standard, open recruitment process. Clearly, if ETC participants were similar in experience, skills and background to those who had found their way into work at the store without assistance, then the added value offered by the Course would be called into question. Accordingly, a postal questionnaire was distributed to 85 members of Tesco staff employed through the open recruitment process (with both unemployed and previously in work job seekers surveyed). In total, 48 responses were received (a response rate of 56%). Despite the relatively limited sample, we can make some useful observations on the characteristics of open recruitment staff, and differences with ETC participants.    
One of the obvious benefits of the Alloa Initiative, and one that is again demonstrated by comparing ETC and open recruitment staff, is that the Course and job guarantee provided access to employment for those who had been excluded from the active labour market for some time. All of the ETC participants were out of work and the majority were long-term unemployed. In contrast, more than half of those recruited by Tesco’s open recruitment process were already in work. It should, however, be noted that the proportion of formerly unemployed job seekers within Tesco’s openly recruited staff group remained relatively high, at over 40%. Furthermore, this figure would rise to 55% if we take into account that 35 ‘openly recruited’ staff were in fact transferred in from other Tesco stores (standard practice to ensure that new outlets have sufficient experienced staff for supervisory roles) and that these posts were not likely to be made available to unemployed people or other job seekers from outwith the company. The substantial proportion of unemployed people within Tesco’s openly recruited staff may reflect the levels of unemployment and non-employment in the Alloa and Clackmannanshire areas, but is also a credit to Tesco’s recruitment policy - even when a ‘select the best’ strategy is applied, there would appear to be an effort on the part of Tesco managers to ensure that the unemployed do not fall victim to discrimination.  

Within our sample, more than two-thirds (67%) of responding open recruitment staff had been in employment, leaving other positions to join Tesco. The majority of those open recruitment process staff who were unemployed prior to joining Tesco had been out of work for less than six months. Furthermore, whereas the ETC was successful in attracting job seekers who had previously worked in ‘traditional’ sectors rather than retail, two-fifths of our ‘open recruits’ had previously most regularly worked in the retail sector (see Table 20). Almost two-thirds (66%) of surveyed open recruitment staff had worked in retail at some time, compared to only 42% of ETC participants. 

Table 20 Most regular former occupation of ETC participants and Tesco staff employed through open recruitment, by industrial sector (% of total responses)

	Previous sector
	ETC participants
	OR staff

	Hotel, catering, distribution
	24
	21

	Manufacturing
	23
	8

	Retail 
	19
	40

	Construction
	7
	5

	Mining, other primary
	5
	3

	Public administration, defence, education, etc
	5
	18

	Transport and communications
	4
	-

	Other
	2
	-

	None/no answer
	12
	5

	Total (% rounded)
	100
	100


Table 21 Respondents’ descriptions of their ‘working life’ since leaving school

	Description of ‘working life’
	ETC participants
	OR staff

	Mostly stable employment
	47
	70

	Mostly caring for children/family
	19
	9

	Some short periods of unemployment
	16
	6

	Mostly/often unemployed
	13
	6

	Mostly in full-time education
	2
	9

	Other
	1
	-

	Mostly sick/claiming other benefits
	1
	-

	Total (% rounded)
	100
	100


There were also clear differences between ETC participants and open recruitment staff when it came to attitudes towards working in retail in general, and Tesco in particular. The proportion of respondents in each sample previously holding ‘generally positive’ views of retail work were rather similar (38% of ETC participants and 42% of open recruits) but former ETC participants were almost twice as likely to describe their view of retailing as ‘generally negative’ before joining Tesco (29% compared to 15% of open recruitment staff). Working at Tesco had left 47% of open recruits feeling more positive about the retail sector in general, with 43% suggesting that their views were unchanged and 10% reporting more negative views. Although over 70% of former ETC participants reported more positive attitudes towards retail working as a result of their experience at Tesco, these figures must be understood in context - ETC-recruited staff were far less likely to have had substantial experience in retail and more often held generally negative views of retail in the first place. 

The above findings would appear to suggest that the majority of all staff surveyed in both groups are at least ‘satisfied’ with their positions at Tesco, a conclusion supported by the responses gathered from open recruits regarding their plans over the next year. Like the former ETC participants, those employed through Tesco’s open recruitment process were confident that they would remain in post at the store over the next six to twelve months. The same proportions of open recruits and ETC participants believed that they would still be at Tesco in six months time (94%), and those employed through open recruitment were even more likely to suggest that they would remain at the store for at least twelve months (93%, compared to 90% of former ETC participants). 

Similarly, like former ETC participants now employed at Tesco, open recruitment staff were far more likely to specifically note positive factors providing an incentive to stay at Tesco, than negatives that might lead them to consider leaving. Of the 48 open recruits responding to our survey, 44 identified at least one factor that would contribute to their staying in post over the next year. The most popular answers are shown in Table 22. Comparison with Table 18 above reiterates the importance of the relationships built between staff and their managers and supervisors at Tesco - a positive element of the work experience at the store that appears not to be limited to former ETC participants. Relationships between respondents and their immediate colleagues were less important for those employed through the open recruitment process (18% compared to 44% among ETC respondents), again suggesting that the ETC had a positive impact in terms of team-building for those who participated. 

Table 22 If you expect to continue working at Tesco over the next 6-12 months, what are the most important factors providing an incentive to stay?  

	
	Number of responses

	Relationship with Tesco management/supervisors 
	19 (43%)

	Promotion prospects  
	19 (43%)

	Content with type of work
	18 (41%)

	Convenient location
	18 (41%)

	Level of pay
	13 (30%)

	Training opportunities  
	12 (27%)

	Friendships established with colleagues
	8 (18%)

	Job allows balancing of work and family commitments
	7 (16%)

	Convenient working hours
	6 (14%)


Finally, it is perhaps worth noting that in comparative terms, pay rates available at Tesco were more likely to be viewed in positive terms by those employed through the open recruitment process. Many of these individuals had previously been employed in the retail sector, and were perhaps more aware of pay rates within the sector in general. Only 14 of the 48 individuals responding to our open recruitment survey identified any specific reason why they might consider leaving Tesco. As Table 23 shows, amongst those who were dissatisfied at some level, a perceived lack of opportunities to develop skills, problems with working hours and family commitments, and low pay were important issues. The repetitive nature of the work, identified as a problem by a number of ETC participants, was not an issue for open recruitment staff, perhaps reflecting their greater experience of the retail sector and its demands.

Table 23 What factors might lead you to consider leaving Tesco? 

	
	Number of responses

	Lack of opportunities to develop new skills
	6 

	Problems balancing work and family commitments
	5

	Low pay
	5

	Problems with working hours
	5

	Lack of promotion prospects 
	4


7.2 Main lessons from the research with open recruitment process employees

Despite the limited sample of open recruitment process employees surveyed, the above findings offer some insight into the differences between former participants in the Alloa Initiative Employability Training Course (ETC) and ‘other’ staff, and so inform our discussion of the potential added value provided by the ETC. 

· A clear majority of open recruitment staff were in work immediately before joining Tesco, and changed jobs to take up opportunities at the store. Given the recent and relevant experience and stable work record reported by many of those employed by Tesco, ETC participants (all of whom were out of work prior to the Course and many of whom were long-term unemployed) may have struggled to compete for positions at the store without the intervention of the Alloa Initiative.

· Openly recruited staff were rather more likely to have worked in retail. As noted above, the ETC, in contrast, appears to have provided an enabling mechanism for many people with little or no previous experience of retail to move into the sector. Again, without the Alloa Initiative’s intervention many of these individuals may not have considered retail as a route back into work, or may have struggled to secure a post through the open recruitment process, competing against candidates with experience in the retail sector.     

· Openly recruited staff reported generally high levels of job satisfaction. As with former ETC staff, the early indications were that short-medium term retention rates will be high. Positive staff-management relationships again emerged as the most important factor encouraging workers to stay at Tesco. We might conclude that, in working with an employer whose workplace policies encourage both retention and progression for employees, the Alloa Initiative partners would appear to have provided a route into a stable and supportive work environment for a number of vulnerable former job seekers. 

8. CONCLUSIONS     

The Alloa Initiative has enjoyed considerable success in placing long-term unemployed people and other disadvantaged job seekers into work at Tesco Stores, Alloa, reflecting strong partnership links formed between the employer and key actors in the public and private sectors. Below, we summarise conclusions from the evaluation research and suggest a number of lessons can be taken from the Initiative, with implications for the development of similar policies in the Clackmannanshire and Forth Valley areas and elsewhere.  

8.1 The partnership process

· Identifying and getting the full commitment of the ‘right’ local partners

· An important element in the success of the Alloa Initiative was the involvement of all the key actors involved in local access to employment policies, and especially SEFV, Clackmannanshire Council, Jobcentre Plus and Triage. Just as Triage’s role in co-ordinating and driving the project forward would have been more difficult without the client access and benefits information provided by Jobcentre Plus, so Jobcentre Plus would have struggled to provide these services as efficiently had Triage not taken responsibility for more general organisational matters. The inclusion of all of these key policy actors was therefore essential.

· Identifying the ‘right’ partners - agencies that can commit the required time and resources in order to deliver - would appear to be as important a factor in the success of the Alloa Initiative. In particular, Triage, Tesco and Jobcentre Plus committed manpower resources and adopted a ‘hands on’ approach, ensuring that these partners had a very real stake in the success of the project. In this case, the efficient co-ordination of the project was due to the willingness of Triage to provide time and resources to ensure that the programme’s administration went smoothly. 

· Similarly, the involvement of a dedicated project worker from Jobcentre Plus early in the project allowed in-work/benefit calculations to be conducted during the recruitment process, reassuring programme applicants of the potential financial gain for them of pursuing opportunities at the store. Given the manner in which the financial implications of leaving benefits, or possible disruption in benefit payments, can act as an important barrier to work for the long-term unemployed, Jobcentre Plus’ role, and expertise and resources, were extremely valuable.   

· The FE institution selected to deliver the Course (Clackmannan College) had sufficient expertise in this area to maintain the commitment of trainees despite the doubts of some participants about certain elements of the Course content. Some concerns were raised by partners regarding Tesco’s selection of the training provider, without a full consultation and tendering process, However, all partner organisations were satisfied with the delivery of the training, and the vast majority of trainees provided positive feedback about the quality of the tuition provided by Clackmannan College staff. 

· Identifying committed employers to work with is essential  

· Working with the ‘right’ employer also helped to ensure the Initiative’s success. Tesco has a strong track record in working in partnership with local inclusion agencies. Its regeneration strategy is based upon a commitment to corporate social responsibility and a strong business case for developing sustainable local markets. Tesco’s national-level policy supporting access to employment initiatives, reflected in the commitment of local staff and managers at Alloa, provided the basis for the success of the Employability Training Course developed through the Alloa Initiative. 

· Tesco also provided the most important element of the programme - the job guarantee (and sufficient vacancies to provide guaranteed job opportunities for 109 Course completers). It should perhaps be noted that there will be relatively limited opportunities for the direct replication of the Initiative’s approach (i.e. a large-scale employability training/job guarantee programme). Only larger companies are likely to be able to justify working with partners to develop a tailored course, while some organisations (especially in the public sector) are committed to recruitment procedures and equal opportunities policies that militate against job guarantee initiatives. The targeting of appropriate employers and sectors will therefore be important to any attempt to repeat the success of the Alloa Initiative.  

· Strong partnerships are based on trust

· Trust is an important component facilitating successful partnerships. In this case, the relationship of trust developed between Tesco and Triage enabled the latter to drive forward the project with the employer’s consent and support, but without undue interference. Similarly, the relationship of trust between Tesco, Triage and Jobcentre Plus allowed the employer and agencies to share sensitive recruitment information, essential to ensuring that those candidates selected for the Employability Training Course received payments promptly. 

· The effective use of funding

· The ETC was able to offer assistance to a broad range of unemployed and ‘non-employed’ people due to partners’ success in pooling funding from a number of sources, and in particular the mix of funding from the national programmes, the New Deal and Training for Work. The flexibility of Training for Work funding regulations allowed a number of trainees who were not ‘officially’ registered long-term unemployed to gain access to training. The inclusion of New Deal funding, at a much higher cash value-per-trainee, added value, contributing to a high quality training experience for all clients. Any attempt to replicate the success of the Course would largely depend on a similarly successful effort to draw resources from these and other national and European-level sources, and a similarly flexible approach to the regulation and pooling of funding.   

8.2 Programme content, design and delivery

· A highly successful initiative, in terms of job entry and retention rates, and the inclusion of disadvantaged groups
· The Course completion/job entry rate for the ETC was 92%. Retention rates after 13 and 26 weeks were 94% and 87% respectively. Survey research suggests that long-term retention rates may be similarly high. These figures are highly encouraging and compare very favourably with national training initiatives. 

· The Initiative effectively targeted particularly disadvantaged groups, including the long-term unemployed (71% of participants), older job seekers (31% were aged 40+), and those who had been out of work for some time, but were not registered as unemployed (47%).  

· The use of ‘first impressions’ interviews rather than Tesco’s usual ‘select the best’ approach to recruitment was important in ensuring that those with the attitude and aptitude to work at the store were not disadvantaged by their unemployment duration or lack of experience or qualifications. 

· Those participating in the ETC would have otherwise have struggled to find work elsewhere (by their own account) and particularly at Tesco - those recruited through the company’s open recruitment procedures were much more likely to have been rarely unemployed, hold relevant experience and be in work at the time of recruitment. 

· The tight deadlines required to ensure that trainees were ready for the store opening, the pressures associated with working in the retail sector, and selection procedures which involved both interviews and skills assessments may have resulted in the exclusion of some amongst the most disadvantaged, including those with gaps in their basic skills. There may be value in investigating how best practice from the Alloa Initiative can be modified and used within future programmes targeted at the ‘hardest to help’. 

· The job guarantee helped to build trust, provided an essential incentive for trainees and enabled the transition to work in retail for ‘traditional’ workers

· Partners acknowledged the value of the job guarantee element in ensuring high attendance and retention rates amongst ETC trainees. By working with employers willing to provide a job guarantee, service providers also ensure job entry opportunities - a vitally important component of any employment access initiative. 

· As noted above, the job guarantee element appears to have provided a useful enabling mechanism, encouraging job seekers previously employed in traditional sectors to consider retail opportunities for the first time. Older, male job seekers, previously employed in manufacturing, stated that they would not have considered working at Tesco, had they not been attracted by the certainty provided by the job guarantee element of the ETC.  

· The extent to which the Initiative’s success can be directly replicated may be limited by the availability of large-scale employment creation by major companies. One solution to this problem might lie in the targeting of clusters of employers within key sectors, with local policy actors committing to the delivery of generic employability training schemes when there is a general rise in demand in sectors such as retail, and a range of employers committing to opening up vacancies for successful training course completers (the design of provision having been agreed with employer-partners beforehand). 

· The ETC resulted in the development of strong relationships between trainees and management at Tesco

· The development of strong relationships with fellow workers was the most valuable element of the ETC for many trainees. Many individuals who had been out of work for long periods stated that they would have lacked the confidence to start work without the support provided by fellow trainees. The peer support provided during the ETC has resulted in a strong sense of mutual loyalty and trust between Course completers, and may contribute to high retention rates. 

· The clear commitment demonstrated by Tesco managers during the training period has resulted in strong and extremely positive relationships between former trainees and management at the store. With many ETC participants reporting that relationships with staff and management were central to their continued commitment to the company, there is evidence that the combination of a progressive and supportive work environment and the opportunities for mutual support provided by the Course may have been crucial to providing access to sustainable, stable employment for ETC participants.  

· Developing and delivering appropriate training provision is vital  

· The vast majority of participants were satisfied with the quality of the training provided. One issue was that most considered the Course to be too long. There may be some merit in shortening the length of such courses, while making the training experience itself more intensive. However, it should be noted that the eight-week programme duration was probably required in this particular case - to ensure the reliability, timekeeping and commitment of trainees, and to deliver the Course’s required elements, which were provided over a three-day week.  

· ETC participants considered the programme to have been helpful, particularly in terms of developing self-confidence, but there were doubts as to the extent to which the Course prepared trainees for their job roles. Some of the Course content, especially basic skills modules, was considered to be too basic by trainees. Clearly, pre-vocational employability programmes should not subsidise or replace company-specific work-based training, which is the responsibility of employers. However, there may be benefits in working with employers, so that future generic training provision is more clearly linked with the key skills and basic work tasks required for the jobs being targeted by programme participants. 

· In general, participants found the training experience to be valuable and worthwhile. In particular, the confidence gained by trainees from the support provided by fellow participants, managers and trainers assisted greatly in the transition from welfare to work. The high retention rates and levels of job satisfaction reported by former trainees can be traced to the support networks and relationships of trust established by the Employability Training Course.       

8.3 Concluding remarks

From the perspectives of the employer, partners and programme participants, the Tesco/Alloa Initiative Employability Training Course has been an outstanding success. The success of the Initiative has been built upon a partnership process, which brought together key local policy actors and service providers with an employer committed to developing inclusive employment policies. The commitment of time and resources by stakeholders who were willing to take a ‘hands on’ approach, and the relationships of trust built between the employer and key local policy actors facilitated a dynamic and effective partnership process, which resulted in successful outcomes for the vast majority of programme participants. The strong relationships developed between trainees and management at the Tesco store has so far resulted in high levels of retention, which are likely to be sustained in the medium-long-term. The Alloa Initiative has shown that policies that pool the resources and expertise of local actors, providing opportunities to develop employability linked to guaranteed jobs, are effective in delivering sustainable employment for vulnerable job seekers. Most stakeholders have gained from the partnership – Tesco in gaining a better trained workforce and market and other ties to the local community; local policy actors in helping to place a large number of unemployed people who would not otherwise have gained the jobs; and participants who have gained confidence, skills and employment. 

The Alloa Initiative provides a model of best practice for future programmes of this type. The Initiative addressed both demand-side issues by providing a significant number of opportunities for disadvantaged job seekers, and supply-side issues by delivering peer support and employability training. It also demonstrated the benefits of delivering initiatives of this type through local, multi-agency partnerships that are responsive to local labour market conditions and the needs of employers. The Initiative saw the emergence of a strong public and private sector partnership, characterised by action, the commitment of resources and mutual trust between partners. The findings reported above illustrate the benefits that can result from such partnerships, in promoting employability and access to work for disadvantaged unemployed people.
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