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To: Social Inclusion Committee Subject: Review Of Services To Unemployed 
People In Lanarkshire 

(From: Chief Executive 
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Purpose of the Report: 

To inform the Committee of the conclusions and recommendations arising from a comprehensive 
review of services which assist unemployed people into work in Lanarkshire, and to seek approval to 
the proposed areas for action by the Council and its partners. 

Introduction 

In August 1998, the Council’s Policy and Resources Committee agreed to the Council’s participation 
in an extensive review exercise with the aim of analysing and ultimately restructuring services, 
which support unemployed people into work. This work was originally prompted by the preparations 
for the implementation of New Deal where ensuring awareness and understanding of the capacity of 
the existing network of service providers was essential to ensure lack of duplication and consistency 
in quality. 

The Current Position 

The report attached summarises the outcomes from the separate stages of the review which included 
an initial audit or stocktake, followed by a more thorough review including the introduction of a 
common development framework which the organisations in the network can use to improve 
effectiveness. 

This ‘Position Statement’ adopts an approach that reflects the specific recommendations from the 
consultancy study which formed the core of the main review. This then summarises the progress 
made by the key agencies including the Council in progressing these. A fundamental to developing a 
strategic and planned approach to developing an appropriate infrastructure is the Council’s active 
participation in a pan-Lanarkshire partnership mechanism which, in the light of the information 
gathered to date, will make recommendations to the funders on the way forward. 

e 

North Lanarkshire Council currently makes an extensive and varied contribution to helping this 
client group and it will be important that, as an organisation, its input is managed corporately. This 
will ensure that the resources committed are applied to maximum effect. To this end, an internal 
group will support the Lanarkshire Jobs Access Development Group including senior representation 
officers from the Chief Executive’s, Economic Development, and Community Education and 
Careers services. 

The attached ‘Position Statement’, whch is a partnership document, is designed to bring the initial 
study exercise to a conclusion, and move the process clearly into implementation phase. It has to be 
recognised that the redesign of these services will be an ongoing process, and will need to 
continuously reflect changes in national policy context, as well as learning from international best 
practice. Although there have been many examples of partnership workmg in the employment and 
training field, the Review has for the first time provided the basis for the establishment of this truly 
strategic approach. 
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4.0 Recommendations 

4.1 It is recommended that the Committee 

acknowledge the conclusions and recommendations arising from the Service Review 

authorise the Council’s participation in the Lanarkshire Jobs Access Development Group 

approve the outline areas for action identified 

seek further reports in due course which contain specific proposals for implementation along 
with resource and other implications for the partner agencies, and the Council in particular 

otherwise note the content of this report and the attached Position Statement and its 
appendices 

remit the report and appendices to the Economic Development Committee and Community 
Sewices Committee for information 

n 

Chief Executive 
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REVIEW OF SERVICES TO UNEMPLOYED PEOPLE IN LANARKSHIRE 

DEVELOPING NEW INTEGRATED APPROACHES: 
A PARTNERSHIP POSITION STATEMENT 

Introduction 

The purpose of this short paper is to provide a position statement on the joint efforts 
being undertaken by the Lanarkshire partnershp to implement the recommendations 
of the Service Review final report published in September 1999. Given the 
complexity of many of these, this will inevitably be a lengthy process, and will need 
to accommodate rapid policy changes at UK and Scottish levels. The Lanarkshire 
network has however developed strong and successful partnership working which will 
no doubt form the basis of further improvements that are flexible and responsive to 
the needs of the people of Lanarkshire. 

Background 

Addressing the needs of unemployed people and supporting them into work has been 
a key element of the activity of the public sector agencies in Lanarkshire for many 
years. However, the response to the problems facing the area following the demise of 
the traditional industries was very much focused on creating the right physical 
environment for the attraction and development of new and existing business. Whilst 
support to unemployed people through advice, counselling services and training 
schemes was in place promoted and funded in the main by the local authorities and 
Lanarkshire Development Agency, partnership approaches to regeneration tended to 
focus more on physical development issues. 

The Changing Gear economic development strategy produced in 1997, as well as the 
relevant strategies developed by Councils, reflected the major changes which had 
taken place in the area, and firmly shifted the focus to a greater extent onto the people 
of Lanarkshire, and the need to ensure that all residents were provided with 
opportunities to fully participate in the economic and social life of the area. 

Partnership working amongst the key agencies, mainly consisting of North and South 
Lanarkshire Councils, Lanarkshire Development Agency and the Employment 
Service, has developed and matured over time, and indeed the introduction of the 
Government’s New Deal initiative has been more easily achieved as a result. 

The partnership undertook a series of research exercises designed to better understand 
the needs of unemployed client groups, to improve awareness and assess impact of the 
services available to unemployed people, and to develop an improved support 
infrastructure in the longer term. 

Prompted initially by the preparation for the introduction of New Deal or 18 -24 year 
olds, the partner agencies commissioned both an initial audit or ‘stocktake’ followed 
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by a comprehensive review of services to unemployed people. This two-phase 
exercise reached a number of important conclusions. 

The Service Stocktake and Review 

The analysis of the stocktake provided the basis for developing a strong strategic 
context for the work of the partnership, and placed the development of New Deal in 
the context of the broader task of assisting unemployed people to improve long-term 
employability, and tackling barriers to employment. 

In Lanarkshire there is currently a wide range of services or ‘intervention measures’ to 
assist unemployed people into work. In developing action around the relevant themes 
within Changing Gear, an opportunity was afforded to review existing services with 
the aim of ensuring effective integration with New Deal, and achieve improvements in 
service delivery where needed. 

The services available to unemployed people were examined and several issues 
emerged as a result: 

0 there is a huge variety of services available, ranging from guidance and advice to 
pre-vocational training, and on to employer incentives to recruit unemployed 
people. 

0 the availability of services varies across Lanarkshire and is often complex in 
terms of how they can be accessed, their eligibility criteria, their marketing and 
their links with other provision 

0 there are weaknesses in the way certain services attract, select or refer clients, 
and actual target client groups are not always precisely defined 

0 there are no clear roles and responsibilities across Lanarkshire regarding the 
range of available services. This contributes to the confusing picture of service 
delivery. 

e 
0 some providers confuse the ‘function’ and ‘aim’ of their services - emphasising 

what they do rather than the outcomes they achieve. This makes performance hard 
to assess. 

0 there are opportunities to improve the impact of major programmes, including 
New Deal, Training for Work, Skillseekers and local authority programmes, as 
well as local initiatives that have developed over recent years 

0 given that there are such a wide range of providers, there is no consistency in 
terms of quality standards. 

The next step was taken by the Partners to move from an audit towards a thorough 
review which would provide the stimulus for services which reflected the changing 
national policy context and the fbture needs of the client group. 
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In summary, detailed Service Review produced several key findings: 

there are  far  more gaps than overlaps, both in terms of geography and 
function - although until now no detailed analysis had been undertaken, 
assumptions had been made that service providers duplicated activity to some 
degree 

the market penetration of services is relatively low even in high 
unemployment areas. Directly comparing service providers’ client databases with 
both the ‘stock’ and ‘flow’ unemployment figures in the areas in which they 
operate, suggests that providers only engage with a small percentage of their 
potential ‘market’. 

there is a major functional gap in the provision of post-employment services to 
those finding work and their employers. Often there is a lack of awareness of the 
retention rates of those clients assisted into employment, as generally contact is not 
maintained beyond this point. This key aspect of developing employability, and 
avoiding regression is not in the main given priority. 

related to this, there is in general an insufficient engagement with, and 
knowledge of, the world of work. The focus of most providers is very much 
supply side orientated. There is a need for more active use of local labour market 
information, and closer ongoing links to Lanarkshire employers. 

There are weak relationships between organisations and employers. Current 
good practice suggests that examples of the most effective approaches clearly 
demonstrate this feature. 

There is considerable scope to achieve more with existing resources. This 
suggests that marked improvements to performance and outcomes for clients are 
not reliant on substantial additional resources. 

RECOMMENDATIONS AND ACTION TO DATE 

In providing a policy context for nationally promoted developments such as the 
introduction of the Single Work Focused Gateway, subsequently renamed ‘One’, the 
Working Families Tax Credit, Individual Learning Accounts, and the promotion of 
Intermediaries, the report provides a number of recommendations for the public sector 
partners in Lanarkshire. The following represents a summary of these and the progress 
made to date in translating these recommendations into action. 

1. Recognise the need for a formal Partnership mechanism, which develops a 
strategic approach to future services to unemployed people. 

The principle of a fbnding agency alliance has been accepted as a proactive step 
towards establishing the fiamework, which will see the specific recommendations 
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through. It is proposed that the creation of a ‘Jobs Access Development Group’, 
which includes representation from North and South Lanarkshire Council, the 
Lanarkshire Development Agency, Employment Service and Careers Service, will 
perform this vital function. 

Appendix 1 provides an outline of the remit of this group which will focus on: 

0 Strategy Formulation 
0 Co-ordination and monitoring 
0 Guidance and Information 
0 Commissioning 

This Jobs Access Development Group will ensure appropriate approval and 
monitoring processes are put in place connected to the key decision making 
structures within the Partner agencies. 

2 (a) identify key priority areas and clients, and 

(b) establish an appropriate structure for service provision with the roles and 
responsibilities of each organisation within the network clearly identified 
and understood. 

In response the partner representatives propose that priority geographical areas are 
those which have a formalised status e.g. Motherwell North SIP, Coatbridge South 
SIP, Hamilton North/ Blantyre SIP and Cambuslang SIP. 

To ensure compatibility and a clear fit with current national policy, it is proposed 
that the focus of partnership activity is clearly maintained on 

0 

0 

All 16/ 17 year olds, regardless of length of unemployment 
18 plus - all those over 6 months unemployed 

Within this latter grouping, there are a number of sub-categories, several of which 
receive support under the New Deal framework. Whilst New Deal is contained 
within the wider remit of the partnership, the further development of support 
services will require to reflect the measures in place/ to be put in place for 
different client groups, to ensure duplication is avoided and complementarity/ best 
value maximised. 

One of the main outputs from the Review has been the production of an electronic 
GIS based mapping process which has captured all of the data provided by the 
network organisations indicating location and details of services, set against a 
background of unemployment within specific postcode sectors analysed by age 
and duration. 

This is seen as the beginning of an effective tool that will be used to assist the 
partnership and the network of delivery organisations as a whole, to identify 
activity defined within categories of Advice, Pre Vocational and Vocational 
Training, and Jobsearch. Its true potential will be realised in the future where, 
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taking a range of factors into account, it might be used to illustrate links in 
reductions in unemployment within certain client groups to the activity of 
agencies in particular geographical locations. Providing a graphic presentation of 
the application of service provision allied to information on outcomes will be a 
powerful demonstration of the impact of the influence of the network on the local 
economy. 

A significant aspect of the Review is moving beyond achieving an understanding 
of the patchwork of existing service provision towards: 

0 proposing an ideal level of access to service provision across Lanarkshire 

0 verifylng current levels of service in relation to this 

0 confirming the range of available functions within the categories of advice, 
pre-vocationall vocational training and jobsearch as defined below 

determining potential for applying this ideal level of service from existing 
resources 

Although it can be difficult to draw lines between certain types of support, to try to 
clarify the roles and responsibilities of providers is important. These functional areas 
have been defined within the following terms. 

providing users with impartiaV independent help to interpret information 
related to employment and training. 

Main activities would include 

0 Acting as a source of information for the client 
0 Interpreting the information available 
0 Making sense of the information on the opportunities available 
0 Clarifying the client’s understanding of the information 
0 Referring to other appropriate agencies who can take forward client career ideas 

into action or who can remove barriers 
0 Follow up action with clients 

Links to employers 

0 

0 

liaising with clients, providers of guidance, jobsearch and pre-vocational training 
to aid placing into opportunities 
Providing clients with up-to-date labour market information 

5 
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Pre-Vocational Training 

providing pre-vocational courses, which aim to engage with people who have 
rejected 0.r had negative experiences of mainstream provision. It should 
improve an individual’s employability by offering a tailor-made programme 
around personal and social development (PSD) skills, core skills and 
occupational tasters. 

PSD - 

Core Skills - 

Personal audit/assessment/ goal setting 
Motivatiodconfidence building 
Time keepingl attendance 
Benefits advice referral 
Personal presentation 

communications, oral and written 
Numeracy and literacy 
Problem solving 
Team building 
Keyboard skills 

Occupational tasters- job trials/ tasters 
Vocational training tasters 

Job Search 

providing job ready clients with access to a menu of job hunting modules 
to assist them into employment 

Job hunting activity- CV preparation and Progress File 
Accessing job leads 
Job interview techniques and feedback fi-om mock 
interviews 
Telephone techniques 
Telephone applications 
Applications and speculative letters 
Completion of application forms 

Links to employers - encouraging self-marketing 
Increasing contacts with employers 
Using labour market information 
Communication with Employment Service 

It should be noted that professional careers guidance is seen as a specialist service 
which will be provided on an outreach basis by appropriately qualified staff on 
referral. It is recognised that this intensive guidance process will naturally 
incorporate some of the elements of the activities within these broad areas. 
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The logical consequence of this overall approach is to achieve a position where 
gaps in an ideal service map are identified, and decisions taken by the funding 
agencies to ensure that these are filled through additional provision where 
necessary.. Much of the analysis of the details collated is complete, and 
recommendations will be made by the Jobs Access Development Group following 
this which clarifies roles and responsibilities for agencies, and seeks to ensure 
services are available in gap areas where these are apparent. 

Appendix 2 is a table that provides information on the activities noted above, the 
suggested location and ideal frequency to ensure reasonable access and the 
existing and potential service points and proposed delivery agents. Addressing 
service provision in those locations in which there are no obviously identifiable 
deliverers will be priority for the partnership. 

3) Develop a format for consistent Service Level Agreements between service 
providers and the relevant funders. 

The historical reality is that much activity in place over a number of years was 
unspecified by the funders, with no agreement or statement on expected outcomes 
related to resources involved. 

Following the process noted above, it will be important to determine outcomes 
with service providers, which are more closely connected to levels of resources. 
Given their often distinct roles, indicators and targets will be required which 
recognise the successful input by certain delivery organisations, where 
successfully moving into employment is not the sole measure of every provider’s 
activity. A template is being drawn up which will be used across the network, and 
which will ensure the criteria in these Service Level Agreements is consistent. 

4) Establish a Lanarkshire Client Management System. 

A major weakness within the network is the absence of a coherent system, which 
allows the service provided and record of client progress to be easily identified 
and information passed on, where this does not compromise confidentiality, in a 
way that improves the overall service to the individual. Effective referral 
procedures are a fundamental part of this, but it extends beyond this to using ICT 
in the interests of the client to avoid repetition and misunderstanding, and to ease 
the incremental process into employment. 
Whilst there is complete agreement that this should be a key aspiration, there are a 
number of basic practical issues to be overcome. For example, the Employment 
Service as a major player in the network is locked into a less than user friendly 
national framework with little scope for links to a separate local system. 

Options for taking this forward however are being explored by the partnership at 
present. 
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5) Improve the dissemination and use of Labour Market Information 

A key finding of the Review was the relatively patchy use of local labour market 
information. Both Councils and LDA currently contribute to the costs of 
maintaining the Strathclyde Labour market Intelligence and Monitoring Service, 
hosted by South Lanarkshire Council. The outputs from this initiative, not to 
mention the information gleaned by the Councils’ and LDA business development 
functions, are not used effectively at present. 

It is proposed that systems are established which provide regular information flow 
to the network through the use of ICT where possible. It is also intended that the 
SLIMS initiative is also firmly linked in a more structured way to the Jobs Access 
Development Group at strategic level to aid future direction setting and decision 
making. 

6) Clarify the role of Lanarkshire Adult Guidance Network e 
Since its inception, LAGN has played a recognised supporting role in the building 
of capacity in the network, and in the ongoing development of services such as 
those delivered through New Deal. It is important in the light of rapidly changing 
national policy and almost continuous introduction of policy initiatives by the 
Scottish Executive, that its role is properly identified. 

An evaluation of the AGN has now commenced. This exercise will not solely 
concentrate on past activity, but set out a development plan based on its agreed 
role, and the functions which are recommended as priorities by the key public 
sector agencies and the network as a whole. 

7) Establish ‘Intermediary’ Organisations in Lanarkshire. 

The most significant recommendation contained within the report, one that is also 
threaded through several of the others, is the clear proposal that the Partnership 
should move towards the creation of a few intermediary type delivery 
organisations with identified functions within specified geographical areas in 
Lanarkshire. This is routed in new Government policy that draws on the 
experience of local intervention approaches in the USA. 

Appendix 3 provides a summary of the key features of these approaches, and 
indicates the potential for the Lanarkshire partnership tapping into new resources 
which will assist with the development process, one which is likely to be mid- 
long term. 
This process cannot be detached fiom those outlined above, and will need to be 
integrated and indeed incremental, given the complexities of a planned transition 
from the existing to an improved infrastructure for the future. 

A major aspect is the recommendation to move towards the increasingly common 
competitive tendering environment in which delivery agencies require to operate. 
The delivery of New Deal has moved rapidly in this direction, exemplified by the 
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open tendering process applied to the newly introduced ‘Enhanced Gateway’. The 
preparations for the development of Intermediaries will need to encompass this. 

The Lanarkshire Jobs Access Development Group will seek to gather resources to 
help the development process in this transition period. 

CONCLUSION 

Some time has passed since the New Deal Strategic Partnership prompted the 
stocktake, and a great deal of work has been done by many people within the 
Lanarkshire organisations in recognition of the need to maintain pace with the rapidly 
changing environment in which they operate. A genuine desire to embrace change 
which results in improved services to clients has been expressed by all involved. 

What has to be firmly accepted by all organisations and individuals working within 
this area of activity is the need to make the essential links with a wide range of 
national and local policy initiatives. These will include 

The recommendations of the Beattie Committee 
The review of Careers Service 
The creation of Community Learning Strategies 
The establishment of the Scottish Learning Network 
The resources available for community capacity building 

The Review set out an agenda that will help guide this work, and with the good will of 
all involved, will result in better co-ordination, value for money and of course most 
importantly, improved services for the people of Lanarkshire. 

February 2000 

9 
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APPENDIX 1 

REVIEW OF SERVICES WHICH HELP UNEMPLOYED PEOPLE 
INTO WORK 

PROPOSED REMIT OF THE LANARKSHIRE JOBS ACCESS 
DEVELOPMENT GROUP 

Background 

The Service Review process has been co-ordinated to date through a small group of 
Officers from the LDA, the local authorities, the Employment Service and, latterly, 
the Careers Service. For some time, it has been recognised that the process will 
require the establishment of a strategic grouping from the funding agencies, but it has 
not been specified in detail what the appropriate remit and membership of such a 
group should be. 

As the review process reaches its conclusion, these issues now require to be explored 
in some detail. It is apparent that the concept of a Funders’ Alliance is interpreted 
differently by a number of key players. Clarification and agreement of its role will 
ensure that it assists the process of change and minimises confusion. It will also be 
important to clearly state what this partnership mechanism is not expected to do. 

Remit 

The remit of the Jobs Access Development Group is divided into four headings: 
strategy formulation; co-ordination and monitoring; guidance and information; and 
cornmi s sioning . 

This suggests an approach in which the Jobs Access Development Group: 

establishes the detailed framework for development 
monitors and advises on progress 
enables the development of Lanarkshire wide responses to key initiatives 
provides a central point of updated information 
prompts new activity where gaps in the overall service development infrastructure 
remain 

This remit does not envisage a role for the Jobs Access Development Group in 
actually managing and allocating “pooled” funding resources. Rather, these 
resources would continue to be allocated within the range of existing 
mechanisms. The work of the Group would be; to assist and inform these 
decisions; establish the framework within which all individual funding sources 
can visibly see the need and opportunities for complementarity; and to monitor 
the collective impact. 

In more detail, the remit within each heading should include: 
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I .  Strategy Formulation 

> The detailed development of an overall strategy in line with the recommendations 

of the “Review of Services whch Help Unemployed people into Work - Final 

Report” (September 1999) 

> Ongoing review and refinement of the overall strategic approach 

> The completion of an associated Developmental Action Plan as the framework for 

individual funding sources to determine future action 

> researching and preparing for the implementation of new national initiatives, and 

ensuring appropriate partnership responses 

2. Co-ordination and Monitoring 

> The initial development and updating of the “service map” - plotting services, 

identifying target groups and accessing local labour market information 

> Monitoring progress on the Developmental Action Plans 

> Co-ordinating external funding bids between partner agencies, intermediary 

bodies and local communities 

> Discussion and development of key cross Lanarkshire policy issues - for example 

the role of competitive tendering for intermediary services 

> Enabling the discussion and development of a Lanarkshire response to new 

initiatives at a Scottish, UK and European level. 
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3. Guidance-and Information 

9 Providing advice and guidance to service providers on progress in the 

Developmental Action Plans 

9 Advising on priority developmental opportunities 

9 Providing up to date information to inform internal and external allocations of 

funding 

9 Promoting good practice in service delivery and quality standards, in association 

with the LAGN 

4. Commissioning 

9 Identifylng key cross Lanarkshlre developmental issues related to overall strategy 

implementation as detailed in the Service Review Final Report. For example, the 

development of common IT based tracking systems, common service level 

agreements etc. 

> Commissioning and managing appropriate work related to the above 

> Proactively encouraging the development of key local service development 

activity where the priorities of the Development Plan are not being implemented. 

Membership/Name/Support ArrangernentsLinkages 

The membership of the Jobs Access Development Group should include strategic 

level officers fiom the following agencies: 

9 Lanarkshire Development Agency 

9 North Lanarkshire Council 

> South Lanarkshire Council 

9 Employment Services 

9 Lanarkshire Careers Service 

12 
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It would also be of value if a mechanism could be established to involve some 

community/voluntary sector participation. Developments undenvay to establish 

management structures for the newly developed Lanarkshire Key Fund may be an 

appropriate source of such involvement. 

On the establishment of the Lanarkshire Jobs Access Development Group, the 

Review study group will cease to operate and transfer all outstanding business. 

In the initial phase at least, the work of the group will require to be supported by some 

clearly identified resources. Over time this will reduce, but an ongoing level of 

secretarial support and maintenance will continue to be required. Identification of this 

support and a clear contact point should be established as soon as practicable. 

Chairing the Group will revolve between the LDA and both local authorities, with 

secretarial support similarly revolving to the organisation holding these 

responsibilities. 

The Group should establish a clear reporting link to the wider Lanarkshire partnership 

structures. These will include the North and South Lanarkshire Strategic Partnerships 

and the Lanarkshire Alliance. 

13 



Appendix 2 
Review of Services to Unemployed People 

Proposed Service Areas and Principal Delivery Agencies 

Notes 
This table identifies the main settlements and the agreed principal providers of services with each area. The purpose is to clearly identify which agency has responsibility for service provision, maximising 
existing resources and avoiding the potential for overlap. Ideal levels of access provision are being considered. This would require the advice services being made available in smaller communities e.g. 
PlainsKaldercruix, Croy, Lcsmahagow, Strathaven etc. This ‘optimum’ service delivery is unlikely to be able to be provided by these principal agencies from existing resources. Existing neighbourhood 
initiatives such as in Petersbum and Craigneuk in Airdrie, Craigneuk in Wishaw, Blantyre and Cambuslang will continue to have a role in their local areas, but firmly linkcd into the network, particularly to the 
Employment Service through a common referral systcm. Where it states ‘to be agreed’, decisions will be needed by the partnership on how, and by whom, services will be delivered in these areas. 

- 

05/02/part/serv/revstrt 1 14 



90 

APPENDIX 3 

REVIEW OF SERVICES TO UNEMPLOYED PEOPLE 

THE TRANSITION TO INTERMEDIARIES IN LANARKSHIRE 

Background 

Part of the discussion prompted by the findings from the Service Review identified 
several key policy developments either already introduced by the Government as part 
of the overarching Welfare to Work agenda, or being actively researched with a view 
to implementation over the next few years. 

These policy developments include the piloting of ‘One’ or the Single Work Focused 
Gateway, the introduction of the Working Families Tax Credit, the advent of 
Individual Learning Accounts, and the new focus on the importance of Intermediary 
Organisations. This latter is seen as one of the major new approaches complementing 
the roll out of New Deal, and is based upon established practice in the USA. The role 
of intermediaries in helping disadvantaged job seekers to get, keep and progress in 
work is being seen as one of the national New Deal Task Force’s principal methods 
for engaging business in welfare to work. 

If this view of the future is correct, the concept will have major implications for the 
proposed Lanarkshire Jobs Access Development Group, as well as local organisations 
within the existing network. 

The challenge may not necessarily be one of building competence in selected training 
providers or community groups, but to transform the culture and capacity of 
organisations within the network to adopt the values and attributes of effective 
intermediaries. 

Context 

The root of this approach is based on rapid changes in the labour markets and 
employment patterns over the last few years. These can be summarised as: 

the labour market has become more fragmented and specialised - companies are 
concentrating on core business and outsourcing specialist tasks 

traditional career ladders are being undermined as firms adopt more streamlined 
structures and flexible work patterns - in an attempt to reduce costs companies are 
hiring temporary workers when required rather than promoting from within. 

polarisation within the labour market is becoming more acute - education and skill 
requirements are rising while those at the bottom end of the market are stuck in low 
skilled, low pay jobs. 

15 
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0 the labour market is more precarious for disadvantaged young and unemployed 
people - employed mainly in high turnover industries and without sustained 
support, they are unlikely to stay in work and progress to better jobs. 

As a result, there is far greater need to simultaneously understand individual clients’ 
interests and abilities and specific employers’ workforce needs. In this climate, it is 
essential that the agencies involved understand and respond to these dual customers, 
and have the ability to bridge both sides of the labour market. This is the defining 
characteristic of an effective intermediary. 

Intermediaries - Key Characteristics 

From a trawl of good practice, four principal features have been identified: 

1. They are essentially local organisations that have a close knowledge of the 
employers they serve, and the communities in which they operate. They work directly 
with front line managers and personnel people to understand companies, and become 
virtually an extension of the firm’s human resource function. Equally, they fully 
appreciate the culture, aspirations and living conditions of local residents, and are 
sensitive to the needs of disadvantaged clients, giving them a degree of trust and 
credibility. 

0 

2. They play a broader role within the labour market, not only as brokers but also as 
active agents providing client centred training and support which meets companies’ 
specifications. As part of this they will attempt to influence employer behaviour to 
improve access, job quality and advancement opportunities. 

3. They are able to integrate the detailed information on skill shortages, individual 
employers on public and community resources in a way that provides packages of 
services for their dual customers. They are therefore buffers between their clients and 
companies, and the complexities of programme regulations and funding. 

4. While employment is a key aim, this is not the end game for intermediaries. A job 
for a client is the immediate objective, but this job is seen as leading to a better job 
and then to a career. Working for both the employer and the individual, intermediaries 
aim to increase job retention and progression as the most effective route out of 
poverty. 

a 

Given the increasingly dynamic nature of the economy, it will be essential that these 
organisations are highly entrepreneurial, requiring creativity and expert networking. In 
a competitive market, employers expect demanding levels of quality and customer 
service, and intermediaries need to be results orientated and accountable to customers 
and funders. 

The Development of Intermediaries in Lanarkshire 

Existing practice fkom both the US and UK suggests that in the main these agencies 
are still relatively small, and come fkom all sectors, although the majority are not-for- 
profit organisations. Even the most effective examples cannot support all of the likely 

05/02/partlserv/revstrt 1 16 



92 

services required, and develop close relationships with providers of specialised 
services. 

Those advising the Government in this policy area have recognised the difficulties for 
small agencies in sustaining the necessary intense relationships with both employers 
and community residents. This being the case, the best way of progressing this 
approach is to encourage new alliances between community based organisations and 
those that specialise in employer or sector activities, concluding that such a 
collaboration will have the competence and capacity to achieve the dual focus which 
is essential. 

The Service Review confirms that none of the organisations operating in this area 
display all of the characteristics noted above. As a part of the service development 
process, the funding agencies will need to establish the conditions that will allow 
these collaboratives to be created. It has been recognised that achieving this is a long- 
term task, as intermediaries need to develop organically, and that it requires serious 
and sustained investment. Both nationally and locally, the public sector funders need 
to act as enablers setting the framework for public accountability without diminishing 
innovation and entrepreneurship. This approach is a natural extension to the ongoing 
‘reorganisation’ of access to service provision in Lanarkshire, and inter-related 
initiatives such as the Enhanced Gateway under New Deal for 18-24 year olds. 

Having undertaken the Service Review, the partnership needs to set in motion a 
process for establishing an infrastructure that has the features of Intermediaries, as a 
significant contribution to the promotion of social inclusion in Lanarkshire. The 
Lanarkshire Jobs Access Development Group will require to detail its approach as 
part of its overall strategy including the identification of resources to achieve this 
transition. 

Resourcing the Process 

Having acknowledged that Intermediaries are part of future policy direction, the 
Government has started a process for developing these within the Welfare to Work 
agenda. The Chancellor’s pre-Budget speech contained references to an Innovation 
Fund for Intermediaries. This Fund is split between 

0 f. 5 million for development of Intermediaries within 11 unspecified UK Cities 

0 E 4.5 million for the development of sectoral intermediaries 

It is possible that t h s  Innovation Fund could be a source for development funding for 
the Lanarkshire partnership. Additionally, new sources of funding such as the 
Lanarkshire Key Fund could provide support to this capacity building exercise within 
the network. 

Given that the partnership has made significant progress in achieving a far greater 
understanding of the support mfiastructure in Lanarkshire, and in accepting this key 
recommendation fiom the Review, it is proposed that the Lanarkshire Jobs Access 
Development Group now takes this forward as a priority considering the following 
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0 

0 Potential organisational collaboratives 

0 

Focus, objectives and value of any bids 

Issues related linkages with other areas 

b 
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