
64 

To: ECONOMIC DEVELOPMENT COMMITTEE 

From: DIRECTOR OF PLANNING AND DEVELOPMENT 

I3 AGENDA ITEM NO. **...-A 
NORTH LANARKSHIRE COUNCIL 

Subject: NATIONAL STEEL TRAINING 
INITIATIVE: PROPOSED TRAINING 
PROGRAMME 

REPORT 

Date: 18 September 1997 1 Ref: TLREP.289 I 
1. Purpose of report 

This report seeks to advise members of the National Steel Training Initiative sponsored by the Iron and 
Steel Trades Confederation (ISTC) and to recommend action on the development of a training programme 
for North Lanarkshire with a view to securing funding through the National Steel Training initiative. 

2. Considerations 

2.1 As members will know, this Council is a member of Steel Action, the action group comprising local 
authorities in steel areas. 

2.2 Representatives of the Iron and Steel Trades Confederation recently made a presentation to the 
Convener and Vice Convener of Economic Development, members of the Economic Development Unit 
and representatives of the LDA on the National Steel Training Initiative. 

2.3 The aims of the National Steel Training initiative are to create a service to traditional steel areas 
through training and skills development, employment access routes, and programmes to support the 
development of flexible skills to assist people in employmenthusinesses to adapt to new working 
practices as a result of the restructuring of the economy. 

2.4 ISTC is prepared to make funding available for local training programmes delivered in partnership and 
targeted on local steel communities. ISTC is hoping to run 4 training programmes throughout Britain, 
with an overall funding package of 2200,000 being available. It will be possible to match this money for 
European bids. 

2.5 Following that presentation, the Economic Development Manager met with representatives of the 
LDA to consider whether a bid for this funding should be made. 

2.6 Following discussions, and having noted ISTC’s interest in the European RESIDER I1 programme, it 
was decided to recommend that ISTC contribute between f50,000 and f80,000 towards a partnership 
Intermediate Labour Market training programme in North Lanarkshire which will develop a number of 
individual training projects in key growth sectors of the economy (eg electronics engineering, Information 
and Communications Technology, the care sector, constructionhousing refurbishment, environmental 
work). 
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2.7 It is proposed to prepare a joint NLC-LDA bid for RESIDER I1 funding for the January submission 
date, with a view to inviting a range of partners to become involved, contributing funding and/or support 
to the programme. 

3. Action 

Members are asked to note this report and to approve the recommendation to proceed with the proposed 
ILM training programme proposal as outlined above. 

Stanley c &A 
DIRECTOR OF PLANNING AND DEVELOPMENT 

For further information please contact Teresa Lavery, Senior Economic Development Officer, Tel: 01236 616267. 
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2.1. Background 

2.1.1. The  Decline of the Steel Industry 

The natjonal economy between 198 1 and 1991 generated 2.5% more jobs.. However Some 
industries experienced a decline at national level.’ One of these industries was steel. AS an 
example, in the Yorkshire and Humberside region employment in the base metals and goods 
industries, ( of which the steel industries form the major part ), fell from 1 14,645 in 198 1 to 
75,198 in 1991. 

Currently the steel industry labour force is shrinking, with employment dropping by between 
9% and 5% per year. This trend is set to continue for some t h e .  For those who remain in the 
steel industry working practices are changing and they will need to be able to respond to the 
changes and take advantage of new opportunities. 

- a  
In traditional steel areas the workforce tends to stay in their c o m u ~ ? y  when they leave the 
steel industry. This inclinatioi?$ move out of their area is both an advantage and a 
disadvantage. The disadvantage is that ifnleew jobgvailable an area of high unemployment 
will be quickly created. The advantage is that there still exists a strong community with a 
potential pool of labour that has skills that can be transferred to other occupational sectors 
outside the steel industry. 

The level of skills and qualifications has a strong connection to the economic returns of 
individuals, organisations, localities and regions. Learning pays, and as such, constitutes a 
major foundation on which future competitiveness can be built. The level of qualification 
affects the individuals ability to increase their earnings, with those low or no qualifications 
their earnings are falling in real terms.3 

One’s chances of obtaining and retaining a job; one‘s chances ofjoining the unemployment 
register; and one’s chances of leaving the unemployment register, are all closely related with 
qualification levels. For both men and women, the throughout the European Union, 
unemployment and qualifications are closely linked.4 z 

2.1.2. The Iron and Steel Trades Confederation 

With the decline in the steel industry nationally the ISTC has seen its membership decline to a 
base level of 34,000. As a union the ISTC has always had close links to the communities in 
which its members lived. and as has been described in the previous section, steel workers tend 
to stay in their community after they have left the steel industry. Because of these historical 
connections and the changing employment patterns within the traditional steel communities the 
ISTC wishes to extend its role from behg fumiy based in stF1 and develop a mor:Lcom.muuys 
LasedfocG that ahdressk’the’nekds of all &ose livjni a traditional steel area. 

A key feture of the ISTC’s strategy is to retain members of the union zfier they have lefi the 
steel industry by developing a relationship with its members based on training, development 
and long-term career information and guidance. By doing this they hope to retain membership 
when the individual moves into a new occupational area. I t  will also be possible to attract 
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members back to the union through the assistance of the unempioyed. many of  whom will be 
ex-sreel workers: back into employment. 

2.1.3. The Hnitiztive!s Partners 

Steel Training Initiative 
3annersnio S f rmure  

Figure 3 

The Kational Steel Training Initiative has t h e e  main partners. 

0 

The iron and Steel Trades Confederarion, ( ISTC ): Britain's main steel union; 

MOST Training. a leading training organisatior, based in the des t  kqidlands with a long 
history of involvement in the steel industry; 

Steel Actioc. a g r c q i n g  of Local Authorities ir. steel a m s .  0 ( i n c .  NLL) 

Eacn member of the pacnersnip has a clear role in de7:eloping the Iniriarive and ensuring irs 
s U c ces 5. 

ISTC 
Overall project management of the Initiative. 

Okerail quaiity assurance of the Initiative. 

Icentibing project management for individual projects. 

Idenrification of project areas and participants. 

MOST Training 
Identifying the skill and knowledge needs of employers. 

Naiional Stee: Training I n i h i v e  Drnfi Business Plm Page 3 
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Identifying the training needs of individuals. 

Developing the training programmes for the target groups. 

Quality assurance of programme development and training delivery. 

Steel Action 
Co-ordinate the appiication for funding from external bodies including Europe. 

Public sector co-ordination. 

1 

Kational Steel Training Initiative Draft Business Plan 
Page 4 
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3. The National Steel Training Initiative Framework 

3.1. Aims 

0 To create a service to traditional steel areas providing support to the identified target 

Training and development of the target groups enhance their work related skills, knowledge 
and experience; 

Developing routes into employment for the unemployed and increase the ability of those 
facing redundancy to maintain their place in the workforce; 

Training to increase the ability of those in employment to adapt to new and future working 
environments and technology changes in working practices. 

groups through: 

3.2. Target Groups 

The National Steel Training Initiative has 4 target groups: 

Those currently employed in the steel industry; 

Those in the stee1 industry who may be forced to leave through the introduction of new 
technoiogy and or working practices; 

Those formerly employed in the steel industry now employed in other sectors, but still 
living within the community; 

Unemployed workers within the steel community. 

The uniqueness of this approach is that it embraces the whole community rather than particular 
employers or groups of employees. By addressing the skill and knowledge requirements of the 
new and emerging jobs as well as the needs of steel industry the model provides a continuos 
loop between industries with reducing and increasing requirements for employees. 

3.3. Methodology 

The National Steel Training Initiative through its project Manager and support staff will 
provide the framework, strategic direction, overall project management and secretariat support. 
The projects comprising the Initiative will be utilise a flexible model driven by the needs of 
individual steel areas, but following the standard framework. 

3.3.1. The Initiative's Framework 

The framework is designed to benefit all of the target goups  by: 

Encouraging employers to enable their employees to take a long term view of their careers 
through training for new technology and working practices thereby helping to safeguard 
employment and the competitiveness of their business. 

.1 
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0 Providing development opponunities for those threatened by redundancy before they are 
made redundant and providing guidance on opportunities. 

Providing skills training for the unemployed within new occupational areas 

Enabling the unemployed to obtain work placements in new occupational areas. 

Enabling employees through learning opportunities to update their existing skills and 
develop new skills and knowledge. 

0 

0 

0 

National Steel Training Inmarive 
Framework 

Figure 2 

ISTC in co-operation with the appropriate agencies in each steel area, e.g. TECs and local 
authorities will identify participants in at employer and geographical area level. Each project 
will be developed from the National Steel Initiative Framework, tailored to meet the individual 
circumstances of the area. 

To raise the profile of the initiative and gain support in the designated steel areas a marketing 
campaign supported by promotional material. For recruitment of specific employers it is 
recommended that A ” sales team “ is formed equipped with promotional material and well 
briefed in the aims of the National Steel Training Initiative Framework and its benefits to 
employers and individuals. It would be advisable where possible to include in the team 
representatives from all the Initiative’s partners and the appropriate TECs. 

Following the experiences of the TUC’s Bargaining for Skills Initiative it is recommended that 
the ” sales team ” gaining commitment to participate in the Initiative should be specifically 
recruited for the task at a regional or national level. This will assist in ensuring consistency of 
approach across the country and maintain the Initiatives distinct identity. 

Kationa! Sree! Training Iniriative Drafi Business Plan Page 6 
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3.3.2. The Needs Identification Process 

Within each steel area employers will be recruited to the initiaiive from two groups; 
employers within the steel industry; 

e existing companies and new companies moving into the area that are outside the steel 
industry. 

Employers involved in the initiative will be assisted in identifj.ing their existing and future ski]] 
and knowledge needs taking into account potential dei.elopmenis in \Torking practices and the 
impact of technologq on the working environment. This information hill be used to creaie a 
matrix of skill and knonledge requirements for their compzq. This will be carried OUT for all 
employers involved in the Initiative 

Employees staying with a steel company will be able identih their existing skills and 
knowledge against the needs identified in the company's matrix. 

Employees who may be leaving the steel industry will have the opportunity to analyse their 
existing skills and knowledge and determine which are potentialiy transferable to new 
occupational areas. 

The existing skills of the unemployed will be assessed with a view to their transferability to 
requirements of the new and emerging jobs. 

Natia ia '  Steel TraiiinG iniliative 
Drocess Mode 

Figure 3 
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3.3.3. The Training Programme 
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Having identified the skill gaps and emerging technological and work practice needs, training 
programmes will be developed for each target group. The programmes will be modular 
including a core of skills and knowledge and specific elements enabling individuals to identib 
gaps in their skills and target the training at developrnental needs. 

Wherever possible training will be supported with workplace activities to enable learning to be 
practised and built on within the working environment. The unemployed will have a period or 
periods of workplacement to familiarise them with working within a new occupational area and 
enable them to demonstrate their skills and knowledge. 

The length of programme and methods of delivery for those in employment will vary according 
to the skills and knowledge to be developed and-will be identified on a project by project basis. 
Experience of using the framework will enable typical thescales to be developed which will 
assist planning. .-.I 

\ 

3.3.4. Individual Learning Contracts 

All participants in the Initiative will agree an individual learning contract. The contraci should 
set out the skills and knowledge to be developed, the learning activities to be undertaken, how 
the learning activities will be delivered, a thescale  for completing the learning activities and 
any quaIification(s) that will be achieved if the participant is successful in achieving the 
necessary assessment criteria. 

The individual learning contract will the basic contract between the individual, their employer, 
( c: a potential employer ), and the training provider. For the learning contract to have 
ma+mum value it should be reviewed and updated on a regular basis and be used to review 
prog-ess and provide information, without identifying individuals, for the evaluation of the 
programme and the Initiative. 

? 
3.3.5. Management of the Initiative and its sub-projects 

Management of the Initiative at national level will be provided by a manager and administrative 
staff recruited by the ISTC and based at their Head Ofilce in London. 

Project management will be provided on a local or regional basis, depending on the number and 
size of projects in each steel area, reporting to the National S t e l  Trairing Initiative 
management at national level. 

Administration of the project will be an important factor in determining the success of the 
Initiative. During the pilot project phase effective co-ordination of partners and potential 
partners is essential as well as the development of systems for financial monitoring, gathering 
management information and monitoring the progress of projects against milestones and 
targets. 

Kaiiona! S e e !  Training Initiative Drafi Business Plan Page 8 
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The ISTC has a network of regional offices that can provide a base for the local management 
of projects although additional staff would need to be recruited to  perform the project 
management and administrative functions for projects in their area. 

3.3.6. Steering Committee 

It is recommended that to ensure the co-ordination of the Partners within the Initiative and 
provide assistance for the strategic evolution of the Initiative a steering committee formed from 
all the partners and key stakeholders should be established. 

The steering committee’s terms of reference should include: 

0 Review of the strategic direction of the Initiative 

Review of the initiatives finances and financial systems 

Guidznce on issues that may affect the medium and long term success ofthe 
Initiative 

Guidance on issues of policy 

3.3.7. Pilot Project Phase 

In its frrst year of operation the initial negotiation and agreement of the participating partners 
will be extremely important. To  take account of the relationships between the partners it will 
be necessary to agree specific activities and areas of operation and to obtain the+ written 
agreement to provide the appropriate services and development programmes. 

It is recommended that the proposed model for the Initiative will be tested and developed 
through a pilot project phase. This phase will consist of 4 pilot projects in the traditional steel 
areas of South Yor’bhire, the West Midlands, South Wales and Teeside. These projects will 
be targeted at the 4 main groups and be developed from the basic pilot project model to best 
suit the needs of the target group(s) involved in each pilot project. 

It is suEested that the following development stages are followed: 

Identifv and appoint national administration and management for the Initiative. 

Identify potential pilot projects. 

Identify and appoint project management and administration for the pilot phase. 

Agree funding process for all stages of scheme and sign agreements for 
participation in the scheme. 

Identifv training deliverers with the capabiiity to deliver in the pilot area. 

A g e e  entry and assessment process and monitoring and evaluation documents; 

Desi@ and print appropriate forms for entry, monitoring and evaluation. 

Produce initial marketing material. 
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Briefing for identified staff from participating employers and deveiopment 
agencies and deliverers of training . 

Start promotion of the pilot phase of the Initiative to potential beneficiaries. 

. '\ 
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3.3.8. Links to other Projects 

During the development and pilot project phase the Initiative will seek to establish potential 
links to other projects in the pilot areas, e.g.. Bargaining for Skills and projects supporting the 
Yorkshire & Humberside TEC - TUC accord. Liaison will identify common issues and lessons 
and avoid duplication of efiort and maximise the use of resources. 

3.4. Evaluation 

During the development and implementation of each project a range of monitoring and 
evaluation activities will be carried out to inform the expansion of the Initiative outside the 
p ii ot areas . 

During the life of each project information will be gathered on at least a monthly basis against 
key criteria including: 

Recruitment rates. 

Participation rates. 

Training delivery. 

Expenditure asainst financial profile. 
On completion, each of the pilot projects will be externally evaluated against a range of criteria 
LxIuding : 

Effectiveness at reaching target group(s) 

Effectiveness of marketing strategies 

Effectiveness of learning interventions used 

Response of target groups(s) to their involvement 

Outputs achieved 

Cost effectiveness 
The evaluation will be conducted using a range of techniques including face to face interviews, 
questionnaires and desk search. 

Response of employers to their participation 

Narionai Steel Training Lnitiarhe Draft Business Plan Page 1 1  
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4. National Steel Training Initiative Pilot Projects 

4.1. Aims 
0 

To develop transferable models. 

To develop pilot projects which involve all the Initiatives target ~ T O U D S .  

To evaluate the pilot projects to inform the structure and management of the Initiative. 

4.2. Objectives 

To have in place the necessary structure to deliver the pilot projects by September 1997. 

To start 4 pilot projects by the end of October 1997. 

To complete the pilot projects by the end of 1998. 

To complete the evaluation of the pilot projects by the end of the flrst quarter of 1999. 

4.3. The Pilot Projects 

4.3.1. Project Funding 

Si-gnificant funding for the pilot phase of the Initiative will be committed by the ISTC. 
Additional funding will be sought from European sources, e.g.. ESF, ERDF, ADAPT and 
RESIDER. Support in securing funding will be sought from the Initiatives Partners, co- 
ordinated by Steel Action. 

4.3.2. Pilot Project Identification 

During the development phase partners will be identified by ISTC in co-operation with the 
appropriate TECs and local authorities for the 4 pilot projects. The traditional steel areas 
identified for conducting the pilot projects will be South Yorkshire, the West Midlands, South 
Wales and Teeside. The ISTC has contacts with a number of employers in the area and has 
indications of a positive response to involvement in the Initiative. 

The pilot projects will seek to address all the target groups, althou$ it may be desirable in 
order to get the pilot phase undenvay to identify projects that only involve some of the target 
c goups. It will be important however that all the target groups are covered within the pilot 
projects, and the support and co-operation of the Initiative' s Partners and development agencies 
will be sought to identify appropriate participants. 

Each project will target 20 to 30 participants with a maximum total of I20 participants across 
all the target groups involved in the pilot projects. 

National Steel Training Initiative Draft Business Plan Page I?. 
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Namnal Steel Trantng lnlllattve 
Pito! Phase 

r 

4.3.3. Project Mana, oernen t 

Management and administrative support to the projects within the Initiative will be based at the 
ISTC's regional offices. Additional staff will need to be recruited to support project activities. 
projects within each steel area will also require project management and administrative 
support. The level of management and support required by each pro-iect will be determined by 
the size and scope of the project activities. 

The ISTC will have overall responsibility for quality assurance of the Initiative. 

4.3.4. Project Administration 

The key roles for the project administration are: 

Co-ordinating development activity. 

0 

0 Financial monitoring. 

Producing and co-ordinating promotional activities and material. 

De\zloping and maintaining project systems. 

Identification of delivery network for the pilot project areas. 

Co-ordinating activity between projects within each steel area. 
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Monitoring uptake of the initiative and notifying partners of progress towards 
achievement of targets. 

Providing the management of the initiative with fmancial and management 
information. 

0 

Advising the management of the Initiative of action necessary to achieve targets. 

Gathering data and managing the evaluation of the pilot projects. 

Sufficient staff will need to be recruited for carrying out these key roles at both the national 
and local level. The amount of administrative t h e  and resources needed to develop and run the 
pilot projects should not be underestimated. The successful completion of the pilot project 
phase will depend on effective, accurate and complete records and prompt response to 
problems and queries as they arise. 

A list of sample administrative project activities.is contained in h e x  A. 

4.3.5. Training Delivery 

MOST Training using their experience of t r a k g  and development the steel industry and 
similar projects in South Wales will develop the initial diagnostics and training programiies for 
the pilot projects. Suitable local training provision will be identified, where appropriate in 
consultation with the relevant Training and Enterprise Council. 

Training will be delivered locally using existing resources wherever possible utilising spare 
capacity to reduce costs and maximise local resource usage. 

4.3.6. Quaiity Assurance of Training Delivery 

The ISTC has overall responsibility for all aspects of quality assurance for the National Steel 
Training Initiative and its constituent projects. 

MOST Training wili devise appropriate quality assurance systems for the design and delivery 
of training in consultation with the Initiatives Partners. All local provision will be subject to 
quality assurance through MOST Training and where appropriate the relevant TEC’s quality 
assurance systems. 

4.3.7. Monitoring 

Monitoring of the progess towards targets will be done on a monthly basis. 

Each month the management information from all the pilot projects will be compiled into a 
single report which will be forwarded to the ISTC along with a snort written report on progress 
and deiivery issues. 

Regular mctings, on a monthly basis will be held between the Initiative‘s management and 
project management and between project management and each project’s partners. The 
meetings will review the progress of projects towards the achievement of milestones and targets 
and will provide information in support of the Initiatives overall evaluation. 

The Initiative’s steering committee will meet on a quarterly basis. 
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4.4. Project Evaluation 

At the completion of the pilot projects a full evaluation will be carried out by an external body 
to determine the effectiveness of the Initiative Framework and the impact of the projects on the 
target groups and participating employers. . The evaluation's findings be built into the d e s i g  
and negotiations for a second year of operation. 

The evaluation will follow the guidelines set out for the Initiative as a whole. Full use will be 
made of the management information and other data gathered during the pilot projects. In 
addition an exit review questionnaire will be completed by all individuals when they complete 
or leave the training programme, and with employers at the end of the pilot project activity. 

The exit review will seek to estabIish: 

How effective the programme has been in developing new skills and knowledge. 

9 How effective the p r o g a m e  has been in encourazhg the individual to view 
learning as a part of the self-managed career. 

Whether the individual will continue with some form of development programme 
after the end of the project. 

The individual's view of the ISTC and its role. 

Data from all the pilot projects will be gathered into a single pilot project phase repori. The 
evaluation report will be submitted to the ISTC and the steering committee. 

The evaluation process wiI1 seek to identify the potential for transferability of the Initiative 
Framework and project models. 
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5. 

It i 

Recommendations 

recommended that to ensure th 0-0 dination f the Partners w i t h  the Initiative and 
provide assistance for the strategic evolution of the Initiative a steering committee formed 
from all the p m e r s  and key stakeholders should be established. 

0 It is recommended that A " sales team " is formed equipped with promotional material and 
well briefed in the aims of the National Steel Training Initiative Framework and its benefits 
to employers and individuals 

I t  is recommended that the " sales team '? gaining employer commitment to participate 
in the Initiative should be specifically recruited for the task. 

It is recommended that the proposed model for the Initiative will be tested and developed 
through a pilot project phase. This phase will consist 4 piIot projects in the South 
Yorkshire, the West Midlands, South Wales and Teeside areas. These projects will be 
targeted at the 4 mzin groups and be developed from the basic pilot project model to best 
suit tnt: needs of the target poup(s) involved in each pilot project. 
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6. Annexes 

6.1. Annex A Sample Project Activities 

Below is a representative list of activities which will need to be carried out to achieve the 
implementation of the Initiative’s pilot projects: 

Project Funding 
Produce development & pilot action plan 

Develop Initiative’s fmancial plan 

Identify pilot projects costs 

Initial agreement of project costs & plans 

Develop fmancial profile for pilot projects 

Agree fmancial profile for pilot projects 

Develop where necessary funding bids to external bodies 

Produce fmancial profile for Initiative 

Initiative fmancing ageed 

Project Administration 
Recruit project management 

Recruit admin support 

Develop admin procedures 

Identify management information requirements 

Develop management information reporting system 

Develop fmancial control system 

Develop and produce project documentation 

Develop quality assurance system for training suppliers 

Identification of steering group members. (This may need to be repeated for each pilot 
project). 

Project steering goup(s) identified 

Recruit project management for each pilot project 

Recruit admin support for each pilot project 

T rab iq  Suppliers 
Conduct briefing meetings 

Identify supplier network 

Contract for participation in project 
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Recruitment 
Identify recruitment mechanism 

Conduct briefing meeting(s) 

Contract for participation in project 

iMarketing 
Endertake marketing audit 

Determine marketing strategy 

Develop marketing material 

Marketing copy sent for production 

Production of marketing material 

Marketing launch activities 

Marketing launch 

Pilot Project Operation 
Identify potential pilot projects 

Pilot Monitoring & Evaluation 

Project monitoring meetings 

Participation monitoring 

Quarterly steering group review 

Pilot project evaluation 

\ 
? 

National Srce! T n h i n g  Initiative Drzft Business Plan Page 18 



03 
P 

National Steel Training lnitialive 

Annex C Indicative Timescale 

ID 
I 

2 

___ 

_ _ _  

3 

4 

5 

6 

7 

8 

9 

10 
__~  

11 

12 

13 
___ 

14 

15 
___ 

16 

17 

18 
__ 

-~. -~ ~~ ~ - - -__ __ 

askNa!!!ee _.__I ~. ._~______ 

lerttifying Project Funding 

Produce development 8 pilot year plan 

Develop financial plan 

Initial agreement of project costs & plans 

Agree financial profile 

levelop Project Admiriislralion 

Develop financial control system 

Identify MI requirernents 

Develop MI reporting system 

ldenlify I recruit admin sipport 
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