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Executive Summary 

As part of its commitment to joining the Glasgow City Region City Deal in 2015 the 
Council agreed to participate in the Working Matters Programme.  Aimed at piloting new 
ways of working with unemployed residents on sickness benefits each local authority 
agreed targets for their individual programmes.  Initially aimed at delivery over three 
years, Working Matters was extended for an additional six months and operated from 
August 2015 until March 2019.  

An ongoing evaluation of Working Matters was commissioned from Ekosgen Consulting 
by the City Region Programme Management Office and its final evaluation document 
was published in July 2019.   The delivery of the programme in North Lanarkshire 
demonstrates the effectiveness of the local partnership but in particular the high 
performance of the Council ALEO, Routes to Work Ltd in the delivery of Working Matters. 
This report highlights a number of the evaluation findings as they relate to North 
Lanarkshire. 

The report also outlines a forthcoming City Region employability programme aimed at 
supporting parents into employment or into improved employment if already employed. 

Recommendations 

It is recommended that the: 

(1) Consider and note the content of this report.

The Plan for North Lanarkshire 

Priority Improve economic opportunities and outcomes 

Ambition statement (11) Increase economic opportunities for adults by understanding, 
identifying, and addressing the causes of poverty and deprivation 
and barriers to financial inclusion 



1. Background

Working Matters was designed to test a new way of supporting unemployed 
residents of the Glasgow City Region in receipt of the health related benefit, 
Employment Support Allowance (ESA).   This was due to the higher than average 
number of recipients receiving the benefit across the region and the poor outcomes 
of previous nationally funded employability programmes in supporting this group into 
sustained employment.   

The Department for Work and Pensions (DWP) therefore chose to support the 
Working Matters pilot programme as an alternative approach to helping hard-to-
reach claimants back in to work.  Claimants on health related benefits often have 
complex barriers to accessing employment and these include their health, age and 
long periods of unemployment. The Programme was designed to provide a high 
quality, customised service for clients, with the aim of achieving a success rate of 
greater than 15% of those engaged entering employment. 

The programme was match funded with £4.5 million from DWP and £4.5 million from 
the City Region local authorities.   Initial targets for the overall programme were that 
it would engage with 4,000 individuals and secure employment for 600.   These were 
revised in early 2018 to 3,217 engagements and 483 jobs.  Table 1 below shows the 
individual local authority breakdown of original, revised targets and funding. 

Table 1 – Breakdown by Local Authority Area 

Member Authority 

Engagement Target Employment Target 

Original Revised Original Revised 
DWP Grant* 

Council 
Match 
Funding 

Total 
Funding 

East 
Dunbartonshire 

102 
82 

15 
12 

£100,869 £114,300 £215,169 

East Renfrewshire 76 61 11 9 £75,851 £85,950 £161,801 

Glasgow 1,927 1,550 290 232 £1,912,946 £2,167,650 £4,080,596 

Inverclyde 217 174 32 26 £215,241 £243,900 £459,141 

North Lanarkshire 462 372 69 56 £459,075 £520,000 £979,275 

Renfrewshire 451 363 68 54 £447,559 £507,150 £954,709 

South Lanarkshire 526 423 79 65 £522,218 £591,750 £1,113,968 

West 
Dunbartonshire 

239 
192 

36 
29 

£237,480 £269,100 £506,580 

Total 4,000 3,217 600 483 £3,971,239 £4,500,000 £8,471,239 

* £528,761 assigned from DWP grant to fund Working Matters monitoring team and management information

system

Wider benefits were expected to be in the areas of health, well-being, quality of 
life and economic activity.  Specifically, it was hoped that the following would be 
achieved: 

• a reduction on the benefit bill, including ‘passported’ benefits like Housing and 
Council tax benefits;

• a reduced strain and costs on other public services such as health and social 
care;



• an increase in the employment rate and reduction in levels of economic inactivity 
which will contribute to increased productivity, and increase in GVA across the 
city-region;

• evidence of the social return on investment (SROI) of investing in this client 
group; and

• gathering evidence of the effectiveness of this type of intervention as a means of 
lobbying for policy changes to provide support for this target group of clients.

It was agreed at the outset that each local authority could utilise whichever delivery 
model it preferred.  Table 2 below shows the delivery arrangements and number of 
case managers assigned by each member. 

Table 2 – Delivery Arrangements 

Member Authority 
Internal/ 
external 

Delivery partner 
Number of WM 
Case Managers 

(FTE) 

East Dunbartonshire Internal N/A 1 

East Renfrewshire External The Lennox Partnership 0.4 

Glasgow External Jobs and Business Glasgow 12 

Inverclyde External Inverclyde Development Trust 1 

North Lanarkshire External Routes to Work Ltd. 2 

Renfrewshire Internal N/A 3 

South Lanarkshire External Routes to Work South 3 

West Dunbartonshire Internal N/A 1 

Due to their experience of case management of similar groups via a range of 
programmes, their existing positive relationships with Job Centre + work coaches 
and their established presence within communities, Routes to Work Limited were 
subcontracted by North Lanarkshire Council during the development process to 
deliver Working Matters in the area.   

In terms of overall performance against job outcomes that of Routes to Work Ltd was 
the most effective of all delivery agents within the programme, as illustrated in Table 
3 below. 

Table 3 – Target & Actual Jobs 

Target Jobs Actual Jobs % 

East Dunbartonshire 12 13 108% 

East Renfrewshire 9 13 144% 

Glasgow 232 176 76% 

Inverclyde 26 33 127% 

North Lanarkshire 56 95 170% 

Renfrewshire 54 65 120% 

South Lanarkshire 65 50 77% 

West Dunbartonshire 29 15 52% 

Female n/a 194 n/a 

Male n/a 267 n/a 

Total 483 461 95% 



2. Report

2.1 

2.2 

NL Performance 

It is clear that the performance in North Lanarkshire was significantly better than 
other local authorities.  The average performance of the programme was 95% of 
targets into work with North Lanarkshire having 170%.  Without the contribution of 
North Lanarkshire the overall programme would have been at 85%.  The average 
cost per job across the region was £17,260 though for Routes to Work it was 
£10,308 per job and without North Lanarkshire this would have been £19,018 per 
job.  For context, the average cost per job in the first phase of the Council’s current 
mainstream employability programme was around £3,600. 

 With average unemployment for Routes to Work clients of 8 years and 9 months 
against a programme average of 9 years and 10 months it is clear from the 
evaluation analysis that North Lanarkshire had no advantage in terms of the clients 
referred by the Job Centre.  Also, North Lanarkshire had the highest number of 
clients, 50%, with no qualifications and 77% living in workless households. 

Social Return on Investment 

The final phase of the evaluation looks at SROI (Social Return on Investment) and 

value for money.  This looks at the fiscal value of sustained employment and wider 

benefits to the participants in terms of personal development and health.  The 

evaluation concludes that for every £1 spent on Working Matters it produced wider 

benefits worth £2.28, so a ratio of 1:2.28.   Therefore, with an average job entry cost 

of £17,260 across the region this would deliver a return of £39,353. 

Applying this to the figures in North Lanarkshire shows the significance of the 
contribution of the Council’s investment and the effectiveness of the Routes to Work 
performance.  For example, the average across the programme in terms of 
employment success from engagement was 14% but it was 24% in North 
Lanarkshire which is 71.5% better than the average.   Therefore for each single job 
entry across the region Routes to Work created 1.7 jobs so the social return on 
investment in North Lanarkshire would be £66,900 for each job which was created at 
an average cost of £10,308. Total financial return across the region is calculated at 
£18.13 million, and North Lanarkshire had 20.6% of the 461 job entries across the 
region.  This equates to North Lanarkshire receiving £3.74 million in financial return 
on social investment.  Given North Lanarkshire Council’s investment was £520,000 
this shows that for every £1 spent in North Lanarkshire on Working Matters there 
was a return of £7.20.  

In terms of the reasons for the high performance of Routes to Work the evaluation 

points to the integration of employability services within North Lanarkshire as a 

factor. Other reasons include the performance culture of Routes to Work, its existing 

strong relationships with job centres, tis presence across North Lanarkshire 

communities and its significant experience of the client group from previous 

programmes. 



2.3 Tackling Child Poverty Delivery Plan - Parental Employment Support 

Programme 

Intensive employment support for parents is one of the actions within the Scottish 

Government’s £50 million Tackling Child Poverty Delivery Plan in response to the 

Child Poverty (Scotland) Act 2017.  The Government is investing £12 million over 

three years in a Parental Employment Support Fund (PESF) to develop a person-

centred programme to support parents who are unemployed to address barriers to 

work; and to help meet the increasing challenge of in-work poverty through targeting 

support to help parents already in jobs to remain active in the workplace and gain 

progression.   The balance of the programme is that at least 65% of those supported 

must be in employment. 

The PES Fund will be allocated across all 32 Local Authorities in Scotland with 

activity commencing in 2019 and running to 31 March 2022.    Guidance and grant 

allocation notifications are expected to be notified to local authorities before 

November 2019 with a request for proposals.    There is an agreement that there will 

be a City Region approach to delivery of support, with similarities to the Working 

Matters programme in terms of collating information at a regional level and delivering 

support within an agreed framework.   

Therefore, in anticipation of this a preliminary scoping exercise is being undertaken 

by Employability Services, Financial Inclusion and Routes to Work Limited.  This will 

be widened to include other internal Council partners as well as external partners to 

ensure a parental employment support programme is designed and implemented 

that meets the needs of North Lanarkshire’s inclusive growth agenda and plan.    

3. Equality and Diversity

3.1 Fairer Scotland Duty

Not required.

3.2 Equality Impact Assessment

Not required.

4. Implications

4.1 Financial Impact

None.

4.2 HR/Policy/Legislative Impact

None.

4.3 Environmental Impact

None.

4.4 Risk Impact

No additional risk impacts.



5. Measures of success

5.1 Lessons learned from Working Matters being delivered on a regional basis are used
to inform future provision and the performance of Routes to Work Ltd is recognised.

6. Supporting documents

6.1 Appendix 1 Working Matters Final Evaluation

Lizanne McMurrich 
Head of Communities 
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1 Introduction 

Overview 

1.1 Glasgow City Region in the years prior to the planning and delivery of the Working Matters (WM) 

programme had continued to suffer from a poor performance in the labour market, with high 

unemployment and low rates of sustained job outcomes. This has been one of the main areas of focus 

for the region’s City Deal programme of funding, with support targeted at vulnerable residents through 

a number of employability programmes. The WM programme was delivered across the eight Member 

Authorities in the Glasgow City Region as part of the Glasgow City Region City Deal’s employability 

strand. It aimed to support participants, who were in receipt of Employment Support Allowance, into 

sustainable employment, tackling the range of barriers that restricted or limited their entry and 

progression in the labour market. 

1.2 ekosgen was commissioned by Glasgow City Council (GCC) to carry out a formative evaluation 

of the WM programme during its three year period of delivery from June 2016 – October 2018. The 

programme period was subsequently extended to March 2019 and is now being evaluated overall.  

Evaluation objectives and method 

1.3 The overarching aim of the evaluation is to assess the extent to which the provision designed 

at a regional level and delivered by each of the eight Member Authorities has made a tangible difference 

to the target group, using a robust evaluation methodology. This involves both a quantitative and 

qualitative assessment of the programme’s performance 

1.4 The evaluation has consisted of three phases: the Phase One report covered the period August 

2015 – August 2016 and reflected on the delivery and management challenges faced by individual 

Member Authorities in the first year of delivery, whilst assessing what elements of the programme were 

working well and identifying areas for development and refinement. The Phase Two Report assessed 

progress at the end of the second year of delivery (at the end of August 2017) and presented an 

assessment of the delivery and performance of the programme as a whole, and considered progression 

for a number of clients which the consultants have tracked since they joined the programme. This final 

report evaluates the programme’s achievements as a whole at the end of Phase Three (end of March 

2019).  

1.5 Summarised in the table below, the evaluation is based on a multi-stranded programme of 

primary research with each Member Authority.  It has also involved desk-based activity including a 

review of programme monitoring data, a review of relevant local and national policy, and a programme 

of consultations with Member Authority leads, delivery partner leads (where WM is delivered externally 

to the Member Authority), and Case Managers combined with a programme of research with client 

beneficiaries. We have also developed a social value measurement tool which reports on the 

programme’s social impact overall and is presented in this final report. 

Table 1.1: Evaluation method 

Monitoring information review: Programme performance reports; Hanlon database interrogation 

and analysis 

Member Authority lead consultations: Regular telephone consultation with eight WM Leads 

Delivery partner lead consultations: Regular consultation with the five WM delivery partners 

Case manager consultations: Focus groups, online surveys, and telephone interviews with c. 20 

Case Managers 

Client beneficiary feedback: Focus groups, one-to-one and face-to-face and telephone interviews 

with tracked and other clients 
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1.6 We have used the quantitative and qualitative data/information gathered at various stages of 

the evaluation to feed into our overall analysis.  

1.7 The quantitative analysis has comprised:  

 Examining the output and outcome monitoring information gathered from the Hanlon database 

and information from participant surveys; 

 Using that information to populate the social impact matrix thereby calculating the social 

impact of the programme and the social return on investment to date; and  

 Comparing these findings to our pseudo-comparison group performance  

1.8 The overall performance, impact and cost effectiveness of the Programme has been measured 

and return on investment established. 

1.9 Analyses of qualitative information presents conclusions about: 

 Clients’ experience:  engagement with WM, relationship with Case Manager, sequencing, 

content and delivery of interventions, progress, outcomes to date (soft and harder), anticipated 

outcomes, factors contributing to and inhibiting the outcomes, next steps. 

 Case Managers’ and partners’ views: efficacy of the delivery model - to what extent has it 

delivered a range of appropriately integrated, prioritised, and sequenced interventions to 

participants; local differences; has it enabled Case Managers to access a range of tools to 

develop bespoke packages of support for WM participants; success of the JobCentre Plus and 

self-referral processes; factors impacting on participant engagement; effectiveness of 

programme management; barriers, if any, to mainstreaming the activity. 

The final report  

1.10 This final evaluation provides an assessment of the programme’s performance to date as well 

as the regional approach to delivery.  The findings are based on monitoring information, feedback from 

client beneficiaries and the insights provided by stakeholders, including Member Authority and delivery 

partner leads, as well as those delivering the support.  It is structured as follows: 

 Chapter 2: Programme Context and Delivery – the chapter presents the policy context and 

an overview of the programme, its delivery mode and overall achievements against employment 

targets; 

 Chapter 3: Programme Performance – the monitoring information collected on the 

Programme’s Hanlon database has been interrogated to assess the performance at the 

programme and individual Member Authority level at the end of the programme period; 

 Chapter 4: Management and Delivery Perspectives – This chapter reflects on the 

management and delivery of the WM programme.  It presents Member Authority Leads’, delivery 

partners’ and operational staffs’ perspectives on the successes and challenges in delivering the 

programme; 

 Chapter 5: Client Progress and Impacts – the chapter details tracked clients’ views on the 

support received and resulting outcomes and impacts; 

 Chapter 6: Social Impacts – the chapter presents the social impacts and social return on 

investment (SROI) achieved by the programme, as well as the value for money; and 

 Chapter 7: Conclusions and Recommendations – presents conclusions with respect to the 

performance of the programme; successes and challenges of delivering the programme 

including using a regional approach;  and makes recommendations for the design and delivery 
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of future employability programmes which will support  client groups with a similar profile to WM 

clients. 
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2 Programme context and delivery 

Introduction 

2.1 This chapter presents the policy background to the WM programme and describes the changes 

in both the policy and the operational landscape which have taken place during the delivery period of 

WM, namely August 2015 to March 2019. It gives an overview of the programme’s approach and 

accompanying delivery model, targets and costs. 

Policy context 

2.2 At the time of designing the WM programme the target claimant group for this intended new 

model of support delivery were those unemployed individuals in receipt of Employment and Support 

Allowance (ESA)1 who had completed the Work Programme before 24th August 2015. ESA supports 

people whose ability to work is affected by their illness or disability.  For those who are unable to work, 

financial support is provided, while for those who can work but face barriers, ‘personalised help’ is 

provided to enable them to work.  The amount of financial support depends on the recipients’ age; the 

severity of their disability; and whether they are placed in the work-related activity group (WRAG) or the 

support group.  Recipients can be ‘employed, self-employed, unemployed or a student on Disability 

Living Allowance or Personal Independence Payment, but must be under State Pension age; and not in 

receipt of Statutory Sick Pay or Statutory Maternity Pay or Jobseekers’ Allowance.2 

2.3 Across the Glasgow City Region (formerly the Glasgow and Clyde Valley City Region) at that 

time, over 111,000 people were unemployed and claiming ESA, and 17% of residents had a work-

limiting disability, compared to an average of 15% across Scotland.3 In 2015, six of the eight Member 

Authorities had a higher proportion of ESA claimants as a percentage of the total population than the 

Scottish average (7.4%), with Glasgow City having the highest proportion (11.5%).  Just East 

Dunbartonshire (4.9%) and East Renfrewshire (4.7%) had rates below the Scottish average. 

2.4 Gaining and sustaining employment can be particularly challenging for ESA claimants, with a 

number of barriers, including health,4 age,5 low skills and qualifications,6 time out of the labour market,7 

employers’ expectations and perceptions, a lack of confidence, fear of relapse and housing and financial 

issues.  These barriers are also affected by larger issues, including local labour markets, economic 

conditions and employment opportunities. 

2.5 In response to these challenges, the Scottish Government published Creating a Fairer Scotland: 

A New Future for Employability Support in Scotland (2016)  which outlined  ‘the key principles and values 

of the Scottish Approach to employability which would underpin devolved employability services in 

Scotland from 1 April 2017’ under the Scotland Act.8 One of these principles is being ‘responsive to 

those with high needs,’ recognising a need for tailored support.9 This is supplemented by Scotland’s 

                                                      
1 https://www.gov.uk/employment-support-allowance/  
2 https://www.gov.uk/employment-support-allowance/  
3 Annual Population Survey (2015) 
4 DWP Report 631: Employment and Support Allowance: Early implementation experiences.  
5 DWP Report 56. Pathways to Work: the experiences of longer term existing customers 
6 DWP Report 400. Economic and social costs and benefits of retaining, recruiting and employing disabled people/people with 
health conditions.  
7 HM Government (2005) Health, Work and Wellbeing 
8 http://www.gov.scot/Resource/0049/00498123.pdf, p.4 
9 http://www.gov.scot/Resource/0049/00498123.pdf, p.11 

https://www.gov.uk/employment-support-allowance/
https://www.gov.uk/employment-support-allowance/
http://www.gov.scot/Resource/0049/00498123.pdf
http://www.gov.scot/Resource/0049/00498123.pdf
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Economic Strategy (2015) which emphasises inclusive growth, with the view that ‘building a competitive 

economy and a fairer society go hand in hand.’10 

Changes in the policy environment  

2.6 During the course of the WM programme there has been, however substantial, change in both 

the policy and employability landscapes.  

2.7 The roll out of Universal Credit Full Service, the government’s new benefits system, which 

replaces six benefits including ESA, working tax credits, child and housing benefits, was completed in 

Scotland in December 2018 with all new benefit claimants being on the new system. WM were referred 

UC claimants as well as existing ESA claimants from the early part of 2017. 

2.8 Since April 2017, devolved employability powers have meant that the Scottish Government has 

responsibility for groups who had previously been covered by Department of Work and Pensions (DWP) 

provision through the Work Programme and Work Choice. With this devolution of powers, the Scottish 

Government launched two pilot programmes: Work First Scotland (WFS) and Work Able Scotland 

(WAS). These were 9-12 month long transitional initiatives, the delivery of which would inform the new 

national Fair Start programme planned for April 2018. Fair Start is the Scottish replacement for DWP’s 

Work Programme. Delivery of the transitional employability services commenced in April 2017 and 

aimed to deliver support for up to 3,300 disabled people (WFS) and 1,500 people with a health condition 

who are at risk of long-term unemployment (WAS). WAS targeted the same target group as WM. On 1st 

April 2018, the employability services provided through Fair Start Scotland were launched with the aim 

to target a minimum of 38,000 referrals over three years.  

2.9 The transitional programmes, especially WAS, arguably had an impact on the delivery of WM 

for the latter half of the delivery period to March 2019 by reducing the potential number of clients which 

were referred to WM as clients in receipt of ESA were also being referred to these programmes. 

However, provision through the Work Programme, which preceded it, was in place from the beginning 

of Working Matters and so any additional impact of WAS is likely to have been minimal.  Similarly an 

increasingly tight labour market in the last 18 months of the programme impacted the number and type 

of client referrals to WM as a number of different employability programmes were potentially competing 

for fewer (unemployed) clients. 

2.10 In addition, some Member Authorities have launched ESF funded Employability Pipeline 

programmes during 2017 and 2018. For example GCC delivers one volume and eight specialised 

programmes including WorkLife Glasgow. North Lanarkshire Council deliver North Lanarkshire’s 

Working, Renfrewshire delivers support to all jobseekers via Invest in Renfrewshire. These programmes 

were also able to support and work with a similar client group to WM albeit not everyone was/is on ESA 

or in receipt of UC. The programmes employ the use of specialised interventions like ILMs and 

supported employment to help clients to achieve a job outcome.  

Glasgow City Region City Deal 

2.11 The Glasgow City Region City Deal is an agreement which was formally approved in 2014 

between the UK Government, the Scottish Government and the eight Member Authorities comprising 

the Glasgow City Region – namely East Dunbartonshire, East Renfrewshire, Glasgow City, Inverclyde, 

North Lanarkshire, Renfrewshire, South Lanarkshire and West Dunbartonshire.  The deal involves 

approximately £1.13bn worth of funding for major infrastructure projects and projects to drive innovation, 

growth and tackle challenges in the labour market. 

                                                      
10 http://www.gov.scot/Resource/0049/00498123.pdf, p.4 

http://www.gov.scot/Resource/0049/00498123.pdf
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2.12 The City Deal comprises seven working groups, as shown in Figure 2.1 below, with the Working 

Matters programme sitting under the Skills and Employment Working Group. 

Figure 2.1: The Glasgow City Region City Deal 

 
 

Working Matters 

Introduction 

2.13 Introduced in August 2015, WM provides ‘an intensive and integrated package of employability 

support to individuals across the Clyde Valley in receipt of ESA’. The programme was originally targeted 

at ESA recipients who were mandated to the Work Programme (WP), with 80% of clients being those 

who had been on the Work Programme for two years and had finished without achieving sustained 

employment.11 Designed to run for three years until August 2018, after a slow start in Year One resulting 

from challenges around securing the necessary numbers of client referrals, the programme was 

extended to the end of March 2019. 

2.14 WM was designed in response to the fact that despite progress in the WP at the UK level, GCR 

performed much more poorly in terms of sustained job outcomes and incentives for reaching the most 

hard-to-reach, with just 5% of this target group progressing into sustained employment; this suggested 

that there were ‘particular constraints or additional barriers’ limiting the ability of ESA claimants in the 

region to return to/enter the labour market.12  

2.15 The Department for Work and Pensions (DWP) therefore chose to support the WM pilot 

programme as an alternative approach to helping hard-to-reach claimants back in to work.  The 

Programme was designed to provide ‘a high quality, customised service’ for clients, with the aim of 

achieving a success rate of greater than 15%.13 

2.16 The type of support that has been offered through WM includes: ‘information, advice and 

guidance; budgeting and financial advice – including debt, banking and welfare; CV preparation, 

                                                      
11 Glasgow City Region City Deal (n.d.) Skills and Employment: Working Matters Business Case, p.4 
12 Ibid., pp.4-5 
13 Ibid., p. 5 
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customisation and updates; confidence building and personal development [and] housing support.’14 In 

addition, health-specific support, such as cognitive behavioural therapy, physiotherapy and occupational 

therapy were also offered, combined with tailored employability support, such as assistance with online 

applications, vocational skills training and interview preparation.15 

The WM client group 

2.17 To contextualise the evaluation, it is first important to consider the particular circumstances and 

characteristics of the target client group.  WM clients face a range of challenges in moving towards and 

sustaining employment, and for individuals there is often a complex interplay between these challenges 

and barriers.  However, WM clients are not a homogenous group and the programme was designed to 

respond flexibly to the particular needs of each client. 

2.18 The barriers to employment can be tangible as well as intangible and the key ones are presented 

below: 

 Health is a significant barrier, particularly for those who have had a health condition over a 

period of time.  Health issues can also bring other factors in to play such as transport, access 

to the workplace and the need to attend regular appointments. 

 The age profile of ESA claimants is older than the working age population and can be a 

perceived or actual barrier to employment. 

 Low skills, work experience and qualifications levels can be a barrier for WM clients to 

move towards employment and can also impact on their sense of self-esteem and confidence 

when considering the jobs market. 

 Time out of the labour market can be an actual or perceived barrier to gaining employment 

and is one that is faced by WM clients  

 ESA claimants often believe that employers and co-workers will judge them and not 

understand their condition, especially a ‘hidden’ condition such as a mental health issue.  

Employers may, in turn, expect that a condition may limit the role the person can fulfil and may 

be unwilling or unable to help overcome the barriers e.g. by offering flexible working and 

making job adaptations. 

 Lack of confidence is a key barrier, with WM clients feeling physically able to work but 

doubting their ability to cope with a job.  This can be compounded where family and friends 

feel protective towards the individual and adding to the concern that they will not be able to 

cope. 

 Fear of relapse can discourage people from considering and taking up employment and they 

can worry that having a job will trigger a relapse.  This is a concern for a number of reasons 

including the impact that not sustaining a job might have on their financial situation and ability 

to claim benefits.   

 Many WM clients have fragile financial and physical infrastructure including debt, 

budgeting issues and for some, difficulty sustaining a tenancy.  In this circumstance, the 

financial implications of moving off benefits and the costs associated with taking up 

employment can be daunting. 

2.19 As a result of these barriers, it is important to recognise that every client’s journey, priorities and 

objectives are different.  Full time, permanent employment has not been achievable for everyone but 

                                                      
14 Ibid., p. 17 
15 Ibid., p. 17 
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there are other positive outcomes that will deliver benefits to the individual and the community, bringing 

social and economic return on investment. 

The client journey 

2.20 The client journey is shown in Figure 2.2.   

Figure 2.2: The WM Client Journey 

 
 

2.21 There have been three different routes through which beneficiaries entered the WM programme, 

referred to as cohorts.  These ran simultaneously for the lifetime of the programme: 

 Cohort 1: comprised DWP clients who were eligible to be referred.  They were recipients of 

ESA and had completed the Work Programme in the previous two years.  These potential 

beneficiaries were identified by JCP work coaches and then referred to WM. 

 Cohort 2: This is the ‘self-referral’ route.  These were beneficiaries that were in receipt of ESA 

and are eligible for WM support and may be already being supported by a local partner 

organisation.   The latter may have signposted the individual to a WM Case Manager who 

checked their eligibility with JCP who then, on approval, referred them to their local WM team. 

As with Cohort 1, clients were in receipt of ESA and not currently on the Work Programme. 

 Cohort 3: This cohort was born out of a need to boost the number of JCP referrals and thus 

attachment levels to the WM programme towards the end of Year One.  Although DWP had 

responsibility for ensuring a steady pipeline of client referrals to the programme by reviewing 

their Labour Market System for those in receipt of ESA (and with WRAG status) or latterly, new 

benefit claimants in receipt of Universal Credit, it should be noted that there was however a 

national process to be followed where eligibility criteria for referrals had been changed. 
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Programme aims and objectives  

2.22 WM aimed to be ‘more responsive’ than the WP, as individual Member Authorities were allowed 

more flexibility around local delivery models, and could therefore provide more tailored support to 

‘address the multiple and complex challenges faced by the individuals on health related benefits,'16 

thereby potentially having ‘life impacting changes’ for beneficiaries.17 

2.23 WM aimed to contribute towards delivering two of the key objectives of the GCR: 

 Work with 19,000 unemployed residents and support over 5,500 back into sustained 

employment18 

 Spread the benefits of economic growth across Glasgow and the Clyde Valley, ensuring that 

deprived areas benefit from this growth.19  

Programme targets  

2.24 From June 2016 to March 201920, the WM Programme originally aimed to engage with 4,000 

individuals, of which it was proposed that 3,200 would be from the WP (80%), with a further 800 ESA 

volunteer clients (20%).  The overall target was for 15% to gain employment, resulting in 600 job 

outcomes.21  Wider benefits were expected to be in the areas of health, well-being, quality of life and 

economic activity.22 Specifically, it was hoped that the following would be achieved: 

 A reduction on the benefit bill, including ‘passported’ benefits like Housing and Council tax 

benefits; 

 A reduced strain and costs on other public services such as health and social care; 

 An increase in the employment rate and reduction in levels of economic inactivity which will 

contribute to increased productivity, and increase in GVA across the city-region; 

 Evidence of the social return on investment (SROI) of investing in this client group; and 

 Gathering evidence of the effectiveness of this type of intervention as a means of lobbying for 

policy changes to provide support for this target group of clients.23 

2.25 However, recognising the slower than expected start to the programme following the Phase 1 

evaluation reporting, the targets for engagements and job outcome levels were initially re-profiled in 

February 2017.  The timescales and targets were subsequently revised to reflect the challenges 

associated with the volume and inconsistency of referrals, as well as the conversion of referrals to 

programme engagements. 

2.26 Revised targets were agreed between the Member Authorities and DWP in early 2018.  As such, 

the revised targets to the end of programme delivery in March 2019 were: 

 Engagement of 3,217 individuals; and  

 15% of clients to gain employment – 483 job outcomes. 

                                                      
16 Ibid., p.4, 6 
17 Ibid., p. 6 
18 https://www.gov.uk/government/uploads/system/attachment_data/file/346278/Glasgow_Clyde_Valley_City_Deal.pdf 
19 Glasgow City Region City Deal (n.d.) Skills and Employment: Working Matters Business Case, p. 5 
20 The programme was originally scheduled to end in August 2018 
21 Ibid., p. 6 
22 Ibid., p. 6 
23 Ibid., p. 7 

https://www.gov.uk/government/uploads/system/attachment_data/file/346278/Glasgow_Clyde_Valley_City_Deal.pdf


Working Matters Evaluation: Final Report 

  10 

Local targets  

2.27 Local targets were broadly proportional to the size of the programme in each Member Authority, 

which corresponds to the number of potential clients.  Thus, Glasgow City generally had the highest 

targets and, accordingly, the highest spend.   

2.28 The breakdown of engagement and job outcome targets by Member Authority is provided in 

Table 2.1 below.  This was calculated based on the number of ESA clients in each Member Authority 

area and feedback on anticipated WP leaver flows from DWP.  This methodology was calculated from 

initial workings in the business case and was agreed by Member Authorities. 

Table 2.1: Breakdown of engagement and job outcome targets by Member Authority 

Member Authority 

Percentage 
of Pilot by 
LA 

Engagement 
Target 

% of total 
engagement 
target 

Employment 
Target 

% of total 
employment 
target Original Revised Original Revised 

East Dunbartonshire 2.54% 102 82 2.6% 15 12 2.5% 

East Renfrewshire 1.91% 76 61 1.9% 11 9 1.8% 

Glasgow 48.17% 1,927 1,550 48.2% 290 232 48.3% 

Inverclyde 5.42% 217 174 5.2% 32 26 5.3% 

North Lanarkshire 11.56% 462 372 11.6% 69 56 11.5% 

Renfrewshire 11.27% 451 363 11.3% 68 54 11.3% 

South Lanarkshire 13.15% 526 423 13.2% 79 65 13.2% 

West Dunbartonshire 5.98% 239 192 6.0% 36 29 6.0% 

Total  100% 4,000 3,217 100% 600 483 100% 

Source: Glasgow City Region City Deal (n.d.) Appendix 6 – Grant Allocation Details.  Skills and Employment: 

Working Matters Business Case 

Programme budget and expenditure 

2.29 The overall budget of the programme is £9 million, 50% of which (£4.5 million) has already been 

provided by DWP, with the remainder being matched funded by the Member Authorities from 2015/16 

to 2018/19.24 Glasgow has by far the highest programme budget (£4,080,596 – 45%) due to the number 

of potential clients and, in addition, just over £500,000 is allocated to funding the WM Lead Operations 

Team employed by Glasgow City Council (GCC); South Lanarkshire also has a significant budget 

allocation (£1,113,968 – 12%).   

2.30 The estimated cost per job is approximately £15,000 per job outcome, in contrast to £13,700 for 

the WP for this client group.25 While this is slightly higher, this reflects the bespoke nature of the support 

offer for a target group with complex needs and barriers to address.  The programme also has a target 

of engaging with 4,000 clients which would equate to a cost of £2,250 per client. 

2.31 The breakdown of the grant by Member Authority is provided in Table 2.2 below.  Though the 

total grant funding is £4.5 million, programme management costs of £528,671 mean that a total of 

£3,971,239 is available to Member Authorities.  Glasgow City constitutes by far the highest percentage 

of the pilot, at just under 50% of the total.  This is followed by South Lanarkshire (13.2%), North 

Lanarkshire (11.6%) and Renfrewshire (11.3%), with the remaining Member Authorities comprising less 

than 10% each.  This excludes the funding for the WM Lead Operational team which is employed by 

GCC. 

                                                      
24 Ibid., p. 8 
25 Ibid., p. 26 
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Table 2.2: Grant allocation by Member Authority 

Member Authority 
Percentage 
of Pilot by 
LA 

3 year Grant 
Funding 
Available 

Council Match 
Funding 
(£4,500,000) 

Total Funding 
by Member 
Authority 

East Dunbartonshire 2.54% £100,869 £114,300 £215,169 

East Renfrewshire 1.91% £75,851 £85,950 £161,801 

Glasgow 48.17% £1,912,946 £2,167,650 £4,080,596 

Inverclyde 5.42% £215,241 £243,900 £459,141 

North Lanarkshire 11.56% £459,075 £520,000 £979,275 

Renfrewshire 11.27% £447,559 £507,150 £954,709 

South Lanarkshire 13.15% £522,218 £591,750 £1,113,968 

West Dunbartonshire 5.98% £237,480 £269,100 £506,580 

Total  100% £3,971,239 £4,500,000 £8,471,239 

Source: Glasgow City Region City Deal (n.d.) Appendix 6 – Grant Allocation Details.  Skills and Employment: 

Working Matters Business Case 

2.32 Overall, the programme has underspent its grant allocation by £536,010 as shown below. 

Table 2.3: Grant expenditure by year of delivery 

Expenditure year 
Grant expenditure amount26 
(£) 

Total Expenditure 2015/16 £508,930.55 

Total Expenditure 2016/17 £1,215,217.72 

Total Expenditure 2017/18 £1,437,677.57 

Total Expenditure 2018/19 £802,164.00 

Total Expenditure £3,963,989.84 

Total Grant Funding Received £4,500,000.00 

Difference/underspend £536,010.16 

Source: Client monitoring information 

Delivery model 

2.33 The overall delivery of the programme has been overseen by a City Deal Executive Board 

supported by a Governance Framework, both established by GCC.  GCC is the Lead Accounting Body 

(LAB) with responsibility for Programme Management for WM and its delivery partners.   

2.34 The management of the programme lies with the WM operational team, whose role is to support 

the WM Member Authority leads, give compliance and monitoring support to Member Authorities and 

their delivery partners, and identify and help resolve any delivery issues as they arise.  The operational 

team consists of three full time staff members, as in the following table. 

                                                      
26 Includes programme management costs 
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Table 2.4: Working Matters Operational Team 

Job Title Role 

Operational Manager Meet with each Member Authority lead quarterly 
Monitor the financial spend 
Monitor progress and performance 
Provide monthly updates to Member Authority leads 
Collate best practice across the areas 
Meet with DWP regularly 

Compliance Manager Facilitate the audits 
Check client files and record any issues 
Conduct audit feedback session with managers 
Complete audit spreadsheet checklist 
Complete and distribute summary reports 

Monitoring Manager Run weekly exception reports 
Run caseload reports as required 
Run weekly performance reports 
Run weekly activity reports 
Run weekly pathway stage reports 

 

2.35 In addition to the operational team, a Working Matters Operational Delivery Group (WMODG) 

was formed with the role of reviewing and monitoring overall programme progress.  Individual Member 

Authorities are reviewed and monitored against their targets, and ongoing reporting of progress to DWP 

is agreed.  The group reviews any emerging delivery issues and takes action where appropriate, as well 

as sharing good practice and learning in order to enable the positive promotion of the programme.   

2.36 The group meets every four-six weeks, and consists of the following representatives: 

 WM Operational Team 

 Department for Work and Pensions 

 Project Management Office 

 All eight Member Authority leads 

 External delivery partners (optional) 

2.37 Every second meeting includes the group excluding external delivery partners. This was a 

recommendation from the end of Year One review allowing partners a chance to discuss strategic and 

financial matters relating to programme delivery. 

2.38 At the Member Authority level, the programme is delivered either in-house or by external 

providers (either ALEOs or external delivery partners), and the resourcing is dependent upon the 

Member Authority and the size of the programme.  The details for each Member Authority are provided 

in the table below. 

2.39 Given the number of clients, Glasgow City has by far the greatest number of Case Managers, 

representing just over half of the total.  Details provided in the Table 2.5 below reflect resource 

approximately as there have been changes throughout the course of the delivery period.   
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Table 2.5: Delivery arrangements and case managers by Member Authority 

Member Authority 
Internal/ 
external 

Delivery partner 
Number of WM 
Case Managers 

(FTE) 

East Dunbartonshire Internal N/A 1 

East Renfrewshire External The Lennox Partnership 0.4 

Glasgow External Jobs and Business Glasgow  12 

Inverclyde External Inverclyde Development Trust 1 

North Lanarkshire External Routes to Work Ltd. 2 

Renfrewshire Internal N/A 3 

South Lanarkshire External Routes to Work South 3 

West Dunbartonshire Internal N/A 1 

 

2.40 A case management approach was adopted for delivery.  Case Managers provide tailored 

individual support to clients, with a ‘goal-centred approach.’ They work to ‘identify and assess 

participants’ barriers to work and develop individual action plans with appropriate programmes of activity 

and support’ to address these challenges.  They are also accountable for facilitating ‘access to 

interventions aimed at supporting participants’ progression and eventually entry into the labour market 

and assisting them to achieve longer-term sustainability.’27 Finally, Case Managers are responsible for 

the ongoing monitoring of their clients’ progress. 

2.41 The types of support offered are detailed in Table 2.6 below. 

Table 2.6: Support provision through Working Matters 

Intervention Description 

Specialist 
support 

We will provide access to specialist support that is centred on social/health related 
interventions that are required to enable people to overcome specific barriers related to their 
life circumstances 

Group training We have assumed that there will be benefits, including economies of scale, derived by 
delivering group training where there are generic skills development requirements.  This will be 
vocational related training or training that will enhance the participants’ CV 

Beneficiary 
costs 

We have assumed that there may be funding requirements associated with participation and 
have set aside a budget to meet these costs as they arise 

Source: Glasgow City Region City Deal (n.d.) Skills and Employment: Working Matters Business Case, p.28 

2.42 A person-centred approach is at the heart of the WM case management approach as depicted 

in Figure 2.3. 

                                                      
27 Ibid., p. 17 
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Figure 2.3: WM Person-Centred Approach 

 

2.43 This approach aimed to ensure that clients are able to access the necessary specialist services 

to help them progress along the pathway towards securing employment and ultimately to achieve their 

goals.28  

2.44 Where services were not available within the Member Authority’s provision, the programme is 

able to procure support from specialist providers, depending on the needs of clients.  Aftercare will also 

be provided to help clients achieve longer-term sustainability (26 weeks +).29  

2.45 The eight-stage WM Progression Pathway model begins with engagement/assessment, broadly 

followed by barrier removal, vocational activity, and employment support and in-work progression.30 

Each client’s ‘journey’ is designed specifically to address ‘the unique set of barriers and challenges they 

face.’31  

                                                      
28 Ibid., p. 8 
29 Ibid., p. 6 
30 Ibid., p. 19 
31 Ibid., p. 19 
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Figure 2.4: The WM Progression Pathway 

 
 

2.46 While the programme business case proposed that each Case Manager would work with 

approximately 40 clients annually, this has not always been achieved in practice due to the number of 

client referrals and attachments and local authority claimant numbers.  The Case Manager to client ratio 

has ranged from 1:4 to 1:40 over the period of the programme. 

Performance monitoring and reporting 

2.47 At an individual level, each client had a personalised Action Plan which detailed activities, 

support and actions required based on a needs assessment.  This was regularly reviewed, usually 

fortnightly and updated by the Case Manager.   

2.48 Clients’ progress has also been monitored using a self-assessment tool – ‘the Assessment 

Wheel.’ Clients assessed themselves against a range factors of including confidence, routine/structure 

in their life, the level of support they have from family and friends, awareness of local services, their 

literacy and numeracy skills, the extent to which childcare is a barrier, financial stress, debt 
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management, ability to use a computer/social media, desire to learn new skills/gain new qualifications 

and their ability to search and apply for jobs. 

2.49 This tool was used at the initial assessment stage by all Case Managers and thereafter to 

monitor the client’s progression/regression.  Its use thereafter in terms of frequency and timing, e.g. after 

an intervention, depended on the individual Case Manager.   

2.50 At a programme level, Hanlon is the overall management information system, which is used to 

collect programme data on each individual client.  Any number of customised reports were able to be 

extracted from the database to support case management, monitor activity levels at a delivery 

partner/Member Authority level, and to drive programme performance.32 Data collected includes client 

profiling information e.g. demographic characteristics, length of unemployment, disabilities, qualification 

level, referral source, housing, barriers to employment and family/household situation; participation in 

WM Pathway Stages; participation in DWP stages; outcomes relating to education, employment, 

training, volunteering and qualifications.  Additional outcomes that can also be monitored include: 

 Rehabilitation and removal of drug and substance dependency; 

 Criminal justice; 

 Improved awareness and use of positive health interventions and strategies to support job 

seeking and job retention; 

 Helping participants to find strategies to overcome/address homelessness top support job 

seeking and job retention; 

 Mental health – participants will be enabled to see work as an option by proactively managing 

mental health conditions by accessing services including Community Health Teams, Bridging 

Services, RAMH, CRISIS and Salus; 

 Completers will be enabled to work with physical disability – involving agencies including 

RNIB, Capability Scotland, SALUS, RAMH and OBAIR; and 

 Completers will gain capability in financial awareness and financial management.   

2.51 Each Case Manager/local delivery partner had the responsibility for entering client information 

and recording details of progress.  It was the responsibility of Member Authorities to ensure adequate 

progress was made in programme delivery, either by requesting this information from the delivery agents 

or accessing Hanlon directly.33 

2.52 The WM Operations team are also tasked with producing a number of standard reports to 

support programme and case manager performance monitoring. 

  

                                                      
32 Ibid., p. 8 
33 Ibid., p. 10 
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3 Programme performance 

Introduction 

3.1 This chapter profiles the programme’s performance based on monitoring information collected 

from the Working Matters (WM) programme’s Hanlon database up to the end of March 2019 (the 

extended programme end date).  This records programme activity from initial referrals from the JCP or 

self-referrals via Member Authorities, to engagements/attachments to WM, activities undertaken through 

the programme, and any outcomes as a result, such as sustained employment or. 

Figure 3.1: WM client process 

 

3.2 The chapter is split into three sections, as follows: 

1. Understanding the client group, which gives a socio-economic profile of the client cohort 

and the types of barriers they face;  

2. The programme outputs, including as the volume of referrals, self-referrals and attachments 

to WM against targets; and  

3. The outcomes of the programme, including progression to employment. 

Understanding the client group 

3.3 Before assessing the performance of WM, it is important to consider the unique client group that 

the programme engages with.  As discussed in Chapter 2, many clients are extremely far removed from 

the labour market and face multiple and complex barriers to work.  Therefore it is important to recognise 

that positive outcomes have been very much dependent on the individual and their history. 

3.4 The majority of clients who engaged with WM were expected to have a longer journey back into 

employment and would, therefore, probably not secure employment within the life of the 

programme. Overall, a 15% target for employment outcomes was set.  That is not to say that they will 

not benefit from the programme, as in many cases WM will still work to address and remove complex 

barriers that the individuals have.  There are therefore varying degrees of success for the programme, 

and, although the end objective was to move clients into sustained employed, the removal of barriers to 

work are also captured by monitoring data and are a significant impact of WM. 

Client profile 

3.5 By the end of March 2019, 3,391 clients had attached to the WM programme.  As shown in 

Figure 3.2, the majority of these clients were in Glasgow City, comprising of almost half of all 

attachments (higher than Glasgow City’s 36% share of the working age population in the City Deal 

region, and also higher than the 45% of ESA claimants34); this has increased by nine percentage points 

since the end of Phase 1.  South Lanarkshire and North Lanarkshire also make up a sizeable proportion 

of attachments (12% each).  

                                                      
34 NOMIS ESA Claimants, August 2018 
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Figure 3.2: Number of clients by Member Authority 

 
Source: client monitoring data 

3.6 The client base is fairly balanced in terms of gender, with men making up a marginally higher 

proportion (51%), in contrast to the proportion of male ESA claimants in the Glasgow City Region (49%).  

This more closely reflects the working age population with women accounting for a slightly higher 

proportion (51%). There are some slight variations in the proportions of gender within each Member 

Authority.  For instance, Inverclyde (56%) and East Renfrewshire (55%) have a higher than average 

proportion of men attached to the WM programme, in addition to a larger proportion of females (54%) 

in East Dunbartonshire.  

Table 3.1: Number of clients by Member Authority and gender 

 Female Male 

N % N % 

East Dunbartonshire 57 54% 49 46% 

East Renfrewshire 36 45% 44 55% 

Glasgow 798 49% 847 51% 

Inverclyde 98 44% 124 56% 

North Lanarkshire 201 50% 199 50% 

Renfrewshire 191 50% 194 50% 

South Lanarkshire 189 46% 218 54% 

West Dunbartonshire 77 53% 69 47% 

Grand Total 1,647 49% 1,744 51% 

Source: client monitoring data 

3.7 The age profile of WM clients is skewed towards older generations, with almost two thirds of 

clients (63%) over the age of 40, as shown in Figure 3.2.  This is in line with the older age profile of ESA 

claimants in general.  Those aged 25 to 40 years old make up the largest proportion, just less than a 

third (30%) of all WM clients. Those aged 41 to 50 years old make up a further 28%, and clients aged 

55 to 64 years old 21%, of the total.  The proportion of clients aged 24 years and below is very small, at 

around 7%. 
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Figure 3.3: Number of clients by age group 

 
Source: client monitoring data 

3.8 The age profile varies somewhat by each Member Authority. The age profile is youngest in North 

Lanarkshire, Renfrewshire and South Lanarkshire, with the oldest in East Renfrewshire and West 

Dunbartonshire.  This is broadly consistent with the age profile at the end of Phase 1, though the age 

profile in East Dunbartonshire has become older as programme delivery has progressed. 

Figure 3.4: Percentage of clients by age group per Member Authority 

 
Source: client monitoring data 

Time out of work 

3.9 The average (mean) length on unemployment for WM clients is 113 months, or almost nine and 

a half years, as set out in the Table 3.2 below. This has reduced since Phase 1 by around 30 months 

(two and a half years), partly driven by the eligibility criteria changing when cohort 3 came on stream.  

Clients in West Dunbartonshire and Glasgow City were most likely to have been unemployed for the 
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longest amount of time, equal to approximately 12 and 10 years respectively.  Length of unemployment 

was lowest in East Dunbartonshire, with an average of seven and a half years.  The reduction in length 

of unemployment is likely influenced by more recent Cohort 3 attachments, particularly those on 

Universal Credit, who may have been unemployed for a shorter period of time than earlier attachments 

to WM. 

3.10 The median period of unemployment is lower than the mean, at just under nine and a half years 

for the whole client base, suggesting that the mean unemployment figures are skewed by smaller 

numbers of clients who will have been unemployed for a significantly longer time (the longest period of 

unemployment is 50 years and 11 months).  

Table 3.2: Average length of unemployment by Member Authority 

Member Authority 

Average Length of 
Unemployment 

Months Years 

East Dunbartonshire 92.0 7y 8m 

East Renfrewshire 111.2 9y 3m 

Glasgow 124.2 10y 4m 

Inverclyde 112.6 9y 4m 

North Lanarkshire 105.3 8y 9m 

Renfrewshire 113.1 9y 5m 

South Lanarkshire 113.0 9y 5m 

West Dunbartonshire 139.9 11y 8m 

Total 118.0 9y 10m 

Source: client monitoring data 

3.11 On average female clients are more likely to have been unemployed for longer than male clients, 

by just less than 2 years on average.   

Figure 3.5: Average length of unemployment (months) 

 
Source: client monitoring data 

Qualification levels 

3.12 The qualification level of clients upon entry to the programme is generally low, with 44% of 

clients having no qualifications (further information with respect to this group, e.g. literacy levels, is not 

available via the programme database) however, this proportion has fallen over the time of programme 
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from 51% in Phase 1 as more people have joined the programme. North Lanarkshire and Glasgow City 

have the highest proportion of WM clients holding no qualifications (50% and 49% respectively). On the 

other hand, the proportion of qualifications is somewhat different in East Dunbartonshire and East 

Renfrewshire, where less than three out of ten in East Dunbartonshire and one in four clients in East 

Renfrewshire have no qualifications.  

3.13 Nevertheless, the rate of low or no qualification is in itself a significant barrier to employability, 

other barriers notwithstanding. Approximately 14% of WM clients hold qualifications at Level 4 or above, 

a proportion which is particularly low in North Lanarkshire (8%) and Inverclyde (12%) and high in East 

Renfrewshire (28%) and West Dunbartonshire (18%), although these are small client bases.  

Table 3.3: Percentage of WM clients with health and social barriers by Member Authority and 

gender 
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East Dunbartonshire 106 2% 37% 12% 9% 8% - 3% 29% 

East Renfrewshire 80 4% 25% 19% 4% 9% 15% - 25% 

Glasgow 1,645 6% 23% 9% 5% 4% 3% 1% 49% 

Inverclyde 222 14% 25% 7% 6% 2% 4% - 41% 

North Lanarkshire 400 10% 26% 6% 3% 2% 3% - 50% 

Renfrewshire 385 3% 41% 8% 8% 4% 4% - 33% 

South Lanarkshire 407 4% 28% 10% 9% 3% 5% - 39% 

West Dunbartonshire 146 1% 34% 12% 10% 5% 3% - 36% 

Female 1,647 6% 26% 10% 6% 4% 4% 1% 44% 

Male 1,744 6% 28% 8% 6% 4% 3% - 44% 

Total 3,391 6% 27% 9% 6% 4% 4% 1% 44% 

Source: client monitoring data 

Disabilities 

3.14 WM clients have a number of physical and mental health impairments, the most common being 

mental health conditions, reported by more than seven out of ten (71%) of the client group. Member 

Authorities with a higher than average proportion of clients with a mental health condition are North 

Lanarkshire (78%); East Dunbartonshire and West Dunbartonshire (75% respectively); and as low as 

66% in Inverclyde and South Lanarkshire. Just less than four out of ten (39%) of WM clients suffering 

from a physical impairment, a proportion which is highest in East Renfrewshire (53%), and a small 

proportion have learning disabilities, sensory impairments or other disabilities, making up approximately 

14%. 

3.15 Seven per cent of WM clients have no physical or mental impairment and this is lowest in North 

Lanarkshire (1%) and highest in South Lanarkshire (11%). 
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Table 3.4: Percentage of WM clients with disabilities/health impairments by Member Authority 
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East Dunbartonshire 106 8% 75% 33% 3% 8% 8% 

East Renfrewshire 80 4% 69% 53% 3% 3% 3% 

Glasgow 1,645 4% 69% 40% 3% 10% 10% 

Inverclyde 222 2% 66% 33% 2% 4% 4% 

North Lanarkshire 400 4% 78% 33% 2% 1% 1% 

Renfrewshire 385 4% 74% 38% 4% 5% 5% 

South Lanarkshire 407 6% 66% 44% 1% 11% 11% 

West Dunbartonshire 146 9% 75% 45% 6% 5% 5% 

Total 3,391 4% 71% 39% 3% 7% 7% 

Source: client monitoring data 

3.16 The majority of WM clients have one physical or mental disability, although just under half (47%) 

have two or more health barriers. By Member Authority, the proportion of clients with two or more health 

barriers is highest in West Dunbartonshire (58%) and East Renfrewshire (55%, though from a small 

base). A very small proportion of WM clients have no health barriers.  

Figure 3.6: Number of client with one or more disabilities by Member Authority  

 

Health and social barriers 

3.17 In addition to the disabilities reported above, WM clients have multiple health and social barriers. 

More than three-quarters suffering from a mental illness, with seven out of ten WM clients considered 

long term unemployed. Almost half (47%) of the client cohort have a physical illness.  

3.18 More than one out of five (21%) of the client base have a criminal record, with slightly less (17%) 

having alcohol issues.  
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3.19 Health and social barriers are widespread throughout each Member Authority. West 

Dunbartonshire has the highest proportion of WM clients who are considered long term unemployed 

(88%), in addition to high proportions of clients with mental illness in North and South Lanarkshire (85% 

respectively). Clients based in Glasgow City or South Lanarkshire are most likely to have a criminal 

record, both of which have higher levels of clients with no qualifications and literacy and numeracy 

barriers.  

3.20 There are some notable differences in health and social barriers when broken down by the 

gender of WM clients. As shown in Table 3.5, Male clients are three times more likely to have a criminal 

record and 2.5 times more likely to have a history or alcohol abuse compared to female clients. 

Furthermore, female clients are more likely to have a physical or mental illness, have no qualifications, 

and be considered long term unemployed.  

Table 3.5: Percentage of WM clients with health and social barriers by Member Authority and 

gender 
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East 
Dunbartonshire 

106 21% 43% 73% 21% 13% 10% 76% 13% 22% 10% 6% 

East 
Renfrewshire 

80 11% 55% 74% 11% 16% 9% 74% 5% 16% 26% 8% 

Glasgow 1,645 23% 47% 68% 23% 17% 11% 74% 3% 11% 38% 9% 

Inverclyde 222 21% 44% 65% 21% 17% 11% 73% 3% 18% 20% 7% 

North 
Lanarkshire 

400 20% 47% 44% 20% 14% 8% 85% 2% 13% 23% 6% 

Renfrewshire 385 18% 46% 79% 18% 21% 15% 81% 4% 18% 16% 6% 

South 
Lanarkshire 

407 23% 52% 82% 23% 16% 11% 85% 2% 10% 28% 11% 

West 
Dunbartonshire 

146 20% 50% 88% 20% 18% 12% 80% 0% 16% 32% 18% 

Female 1,647 10% 48% 71% 10% 9% 6% 82% 2% 14% 31% 8% 

Male 1,744 32% 46% 67% 32% 24% 16% 73% 4% 12% 29% 9% 

Total 3,391 21% 47% 69% 21% 17% 11% 77% 3% 13% 30% 9% 

Source: client monitoring data 

3.21 Variations exist in the prevalence of health and social barriers by age of client. The likelihood of 

physical illness increases significantly with age (although this is indicative of general trends or morbidity 

in the wider population). This is the same for a history or alcohol abuse which also increases with age. 

Mental health issues are more prevalent in younger age groups, notably clients aged 20 to 24 years old 

(82%). Having a criminal record is most likely for those aged 25 to 40 years old, followed by clients aged 

41 to 50.  
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Table 3.6: Percentage of WM clients with health and social barriers by age 
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18-19 28 4% 11% 54% 4% 0% 82% 7% 4% 14% 11% 

20-24 223 15% 22% 54% 15% 3% 82% 3% 7% 21% 12% 

25-40 1,008 28% 36% 67% 28% 14% 81% 4% 15% 23% 10% 

41-50 965 25% 49% 71% 25% 20% 80% 3% 16% 32% 7% 

51-54 438 18% 54% 71% 18% 22% 73% 4% 15% 36% 8% 

55-64 727 11% 66% 74% 11% 19% 70% 2% 9% 38% 7% 

Total 3,389 21% 47% 69% 21% 17% 77% 3% 13% 30% 9% 

Source: client monitoring data 

3.22 Almost ninety per cent of WM clients have two or more health and social barriers, with more 

than a quarter (26%) having five or more (Figure 3.7).  Clients with multiple health and social barriers 

are more prevalent in East Dunbartonshire, East Renfrewshire and West Dunbartonshire.  Clients from 

Inverclyde and North Lanarkshire have, on average, fewer health and social barriers than the overall 

profile of WM clients. 

Figure 3.7: Clients with one or more health and social barriers by Member Authority 

 
Source: client monitoring data 

Household circumstances 

3.23 Almost three quarters of WM clients live in workless households. Two thirds (67%) of clients are 

currently living in a workless household, whilst a further 6% do so with dependent children (this is most 

prevalent in East Dunbartonshire at 12%). This is most common in North Lanarkshire (77%), Inverclyde 

(74%) and West Dunbartonshire (72%). Male clients are more likely to live in a workless household 

(72% vs. 62%).  
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3.24 Other, less frequent, household situations include family/caring responsibilities (16% of the 

client base, and highest in East Renfrewshire at 26%) followed by living in a single adult household with 

dependent children (7% of the client base, and highest in West Dunbartonshire at 14%). As might be 

expected, female WM clients are more likely to live with dependent children compared to male 

counterparts, as females are more likely to hold the burden of care for dependents. 

Table 3.7: Percentage of WM clients with barriers related to household circumstance by 

Member Authority and gender 
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East Dunbartonshire 106 13% 1% 16% 63% 6% 12% 2% 2% 

East Renfrewshire 80 5%  26% 61% 4% 1% 11% 4% 

Glasgow 1,645 3% 2% 15% 63% 6% 5% 1% 0% 

Inverclyde 222 3% 7% 14% 74% 10% 5% 3% 1% 

North Lanarkshire 400 2% 2% 16% 77% 10% 4% 1% 0% 

Renfrewshire 385 4% 1% 18% 69% 7% 6% 3% 1% 

South Lanarkshire 407 2% 2% 11% 69% 4% 7% 2% 0% 

West Dunbartonshire 146 0% 1% 23% 72% 14% 5% 1% 1% 

Female 1,647 2% 3% 23% 62% 12% 7% 2% 1% 

Male 1,744 4% 1% 9% 72% 2% 4% 1% 0% 

Total 3,391 3% 2% 16% 67% 7% 6% 2% 0% 

Source: client monitoring data 

3.25 Variations exist in the prevalence of household barriers by age of client.  A high proportion of all 

age groups live in a jobless household, although those clients aged 25 to 40 years are most likely to live 

in a jobless household with dependent children (9%, compared to 6% for the entire group), and 25 to 50 

year old clients are more likely to live in a single adult household with dependent children. 

Table 3.8: Percentage of WM clients with household barriers by age, August 2016 

Age 
Range 

Living in a 
Jobless 
Household 

Living in a 
Jobless 
Household 
with 
dependent 
children 

Living in a 
single adult 
household 
with 
dependent 
children 

Primary 
carer of a 
child/ 
children 
(under 18) 
or adult 

Primary 
Carer of 
Older 
Person 

No 
Data Total 

16-17 100% 0% 0% 0% 0% 0% 2 

18-19 68% 4% 0% 0% 0% 29% 28 

20-24 62% 3% 3% 2% 0% 30% 223 

25-40 60% 9% 11% 2% 0% 18% 1,008 

41-50 67% 6% 8% 2% 1% 16% 965 

51-54 69% 3% 5% 1% 0% 21% 438 

55-64 76% 2% 1% 1% 1% 19% 727 

Total 67% 6% 7% 2% 0% 19% 3,391 

Source: client monitoring data 

3.26 Just less than two thirds (63%) of the WM client base live in Housing Association (or Registered 

Social Landlord (RSL)) accommodation, with a smaller proportion living in private rented (12%) and 

owner occupied (10%).  Around 14% have other housing arrangements, which includes living with 

family, friends, or homelessness. 
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3.27 RSL tenancy is particularly high in West Dunbartonshire (74%); owner occupancy is highest in 

Renfrewshire, at 16%.  Clients with other housing arrangements are particularly high in East 

Dunbartonshire (28%).  There are small variations in housing arrangements by gender, with male clients 

more likely to have other housing arrangements, and females slightly more likely to be renting privately. 

Table 3.9: Housing arrangements for WM clients35 

 

Owner/ 
Occupier Private Let RSL Tenant Other No data Total 

East 
Dunbartonshire 

13% 9% 43% 28% 6% 106 

East Renfrewshire 15% 10% 53% 20% 3% 80 

Glasgow 8% 10% 68% 12% 2% 1,645 

Inverclyde 13% 14% 55% 15% 3% 222 

North Lanarkshire 10% 13% 58% 19% 1% 400 

Renfrewshire 10% 16% 62% 10% 1% 385 

South Lanarkshire 11% 14% 61% 13% 1% 407 

West 
Dunbartonshire 

5% 14% 74% 7% 1% 146 

Total 10% 12% 63% 14% 2% 3,391 

Source: client monitoring data 

Outputs 

Attachments 

3.28 At the end of March 2019, the WM programme achieved 3,385 attachments by individuals.  

Glasgow City is the most highly represented Member Authority, which is expected, accounting for 48% 

of the client base.  

3.29 Shown in Table 3.10, the programme met and exceeded its revised target for attachments, 

reaching 105% of the programme target.  However, performance varied between each Member 

Authority.  East Dunbartonshire and East Renfrewshire both significantly over-performed (each 130% 

of target) followed by Inverclyde (127% of target).  The differential in performance between areas can 

be at least partly explained by the interplay of factors in each Member Authority area, including client 

profile, socio-economic characteristics, employability infrastructure, approach of Case Managers, etc.  

Only two Member Authorities under-performed, with South Lanarkshire (96% of target) and West 

Dunbartonshire (76% of target).  Both these Member Authorities had a relatively large proportion of 

referees declining to attach to the programme, or not showing to their initial referral meeting.  Though 

some other Member Authorities had similar declined service or no show rates, the comparatively low 

volume of referrals meant that this adversely impacted on attachment performance. 

3.30 Around 20% of referrals to the WM programme were no shows, with 28% of referrals declining 

the service.  

                                                      
35 Data for ‘other’ recoded by ekosgen to fully capture RSL tenancy 
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Table 3.10: WM programme engagement performance by Member Authority 

Member Authority End Yr. 1 End Yr. 2 End Prog Target Performance 

East Dunbartonshire 33 74 106 82 130% 

East Renfrewshire 18 58 80 61 130% 

Glasgow 740 1,070 1,642 1,550 106% 

Inverclyde 115 142 222 174 127% 

North Lanarkshire 175 306 400 372 108% 

Renfrewshire 250 257 385 363 106% 

South Lanarkshire 261 313 406 423 96% 

West Dunbartonshire 47 110 146 192 76% 

Total Attachments 1,639 2,330 3,385 3,217 105% 

Of which Self-Referral 169 541 821 800 103% 

Total Declined 570 1,174 1,850 - - 

Total No Shows 193 769 1,327 - - 

Source: client monitoring data 

3.31 The vast majority (48%) of clients attached during Phase 1 of the programme, followed by Phase 

3 (31%) and then Phase 2 (21%).  

Self-referrals 

3.32 Just less than one-quarter (24%) of attached WM clients consisted of self-referrals to the 

programme, exceeding programme targets for self-referral by 3%.  The performance of self-referrals 

widely varies by Member Authority, with significant over-performance in East Renfrewshire (240% of 

target, but a small sample base) and Inverclyde (149% of target).  In these cases this was a result of 

the existence of well established relationships between Case Managers and local support organisations 

which were encouraged to signpost clients to the WM programme. Notable under-performing Member 

Authorities include West Dunbartonshire (69% of target); South Lanarkshire (81% of target) and East 

Dunbartonshire (85% of target, but small sample size).  Whilst the interplay of socio-economic 

characteristics and client profile may be influential here, evidence indicates that the approach of Case 

Managers and the approach to delivering existing employability programmes has had a considerable 

influence here. 

Table 3.11: WM self-referral engagement performance by Member Authority 

Member Authority Attachments Target Performance 

East Dunbartonshire 17 20 85% 

East Renfrewshire 36 15 240% 

Glasgow 399 385 104% 

Inverclyde 64 43 149% 

North Lanarkshire 95 92 103% 

Renfrewshire 92 90 102% 

South Lanarkshire 85 105 81% 

West Dunbartonshire 33 48 69% 

Total Self-Referral Attachment 821 800 103% 

Source: client monitoring data 

Outcomes 

WM pathway progression 

3.33 There is a clear concentration of WM activity in engagement, assessment and AP development 

and good labour market information. The majority of WM clients progressed to WM Stage 4, with a 

significant drop off in progression between stages 4 to 5 and limited progression from Stage 6 onwards.  
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As a result, around 14% of WM clients progressed through WM stage 8 in securing employment, with 

10% remaining in work for 13 weeks and 7% for at least 26 weeks. Of those who did not sustain 

employment, around one third re-engaged with the programme, receiving further support for barrier 

removal, skills issues or undertaking pre-employment activity. 

3.34 Progression rates were greatest in North Lanarkshire and Renfrewshire, with 24% and 17% of 

attached WM clients progressing to WM Stage 8 securing employment.   

3.35 North Lanarkshire’s use of a delivery partner who is well established in the local employability 

arena, is undoubtedly a key factor in this result. The delivery partner delivers a number of complimentary 

employability initiatives, elements of which WM clients have participated in and thus provide an even 

broader range of employability support. Equally a dedicated employer engagement team with mature 

relationships with local businesses has supported clients in job search, job matching and interview 

preparation.  

3.36 Conversely Renfrewshire has delivered the WM programme in-house but it is closely aligned 

with other in-house support and has been able to draw on elements as appropriate to support WM 

clients. In addition, working relationships with local support organisations, RAMH in particular, has been 

a key to providing a seamless, integrated package of bespoke support for clients.  

3.37 The lowest progression rates were in West Dunbartonshire (10%), Glasgow City (11%) and 

Inverclyde (12%) for clients securing employment with figures for employment after 26 weeks dropping 

to 6% for Glasgow City and Inverclyde. 
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Table 3.12: Progression of WM clients by pathway stage by Member Authority 
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East Dunbartonshire 100% - 100% 1% 100% 3% 92% 59% 50% 15% 

East Renfrewshire 100% 1% 99%  100% 19% 51% 21% 43% 21% 

Glasgow 100% 2% 98% 1% 98% 26% 55% 30% 44% 13% 

Inverclyde 100% 9% 90% 2% 91% 21% 62% 21% 54% 20% 

North Lanarkshire 100% - 100% 1% 100% 18% 60% 27% 33% 8% 

Renfrewshire 100% 2% 98% 2% 99% 9% 81% 54% 33% 6% 

South Lanarkshire 100% - 100%  100% 20% 71% 37% 47% 11% 

West Dunbartonshire 100% - 100%  100% 12% 69% 31% 59% 24% 

Total 100% 2% 98% 1% 98% 21% 63% 33% 43% 13% 

Avg. time to stage (d.) - 2.5 2.1 65.1 105.4 
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East Dunbartonshire 59% 11% 21% 3% 12% 1% 9% 0% 8% 7% 

East Renfrewshire 49% 18% 21% 5% 16% 5% 10% 1% 9% 9% 

Glasgow 33% 14% 14% 5% 11% 4% 7% 1% 6% 5% 

Inverclyde 32% 9% 17% 3% 15% 5% 10% 4% 6% 5% 

North Lanarkshire 66% 23% 11% 2% 24% 4% 19% 3% 17% 16% 

Renfrewshire 33% 10% 16% 3% 17% 3% 12% 2% 10% 9% 

South Lanarkshire 48% 15% 18% 7% 12% 3% 9% 0.5% 8% 7% 

West Dunbartonshire 52% 18% 19% 8% 10% 1% 9% 1% 6% 5% 

Total 40% 14% 15% 4% 14% 3% 10% 2% 8% 7% 

Avg. time to stage (d.) 103.4 188.7 183.3 270.8 359.1 

Source: client monitoring data 

3.38 Though there is clear evidence of progression along the WM pathway, with an increase in 

activity in WM Stage 4 and onwards, there remains a clear bottleneck in activity.  Many clients remain 

in stages addressing barriers to progression.  Further, the time taken to reach each stage, particularly 

for latter WM pathway stages, has increased as delivery has progressed. 

3.39 This bottleneck is clearly demonstrated in Figure 3.8.  A relatively small proportion of WM clients 

have progressed beyond WM Stages 5 or 6, with only 17% of WM clients at pre-employment or 

employment stages at the end of programme delivery. 

3.40 This bottleneck is also evident when considering progression through DWP pathway stages, as 

set out in Table 3.13.  Only 14% of clients have progressed from action planning, work skills and barrier 

removal stages and into employment. 
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Table 3.13: Progression through DWP pathway stages 
 

DWP 1. Action Planning/ 
Barrier Removal 

DWP 2. Work Skills/ 
Barrier Removal 

DWP 3. Into 
Employment 

Total 

East Dunbartonshire 100% 97% 12% 222 

East Renfrewshire 100% 80% 16% 157 

Glasgow 100% 72% 11% 3,013 

Inverclyde 100% 73% 15% 416 

North Lanarkshire 100% 85% 24% 833 

Renfrewshire 100% 89% 17% 794 

South Lanarkshire 100% 80% 12% 784 

West Dunbartonshire 100% 88% 10% 289 

Total 100% 78% 14% 3,391 

Source: client monitoring data 

3.41 This bottleneck and the increasing time taken to reach employment-related stages reflects the 

complexity of barriers faced by WM clients, and the time it can – and, as the evidence indicates, does – 

take to address and remove them.  Case Manager feedback has indicated that newer WM clients appear 

to have more complex and multiple barriers in comparison to clients that started WM earlier, and the 

evidence bears this out.  It is also perhaps in part due to clients lacking the confidence to take the next 

step in to employment as it may be daunting for them.  Discussing employment with clients has to be 

done at the right time and in the right way so that they are ready to consider that next step.  Case 

Managers agree that doing it too soon or in the wrong way may cause them to become anxious and 

potentially regress or disengage.  It is important not to under-estimate a client’s readiness to start taking 

steps towards employment, and Case Managers are mindful of this.  As demonstrated in Table 3.12 and 

in Figure 3.8 below, most Member Authorities faced this challenge of enabling progression beyond WM 

Stage 6 throughout delivery and up until the end of the programme. 

Figure 3.8: Proportion of WM clients at each pathway stage, achieved v. most recent 

 
Source: client monitoring data 

3.42 However, when considered in light of programme level targets set for each WM pathway stage, 

the picture is more positive.  The programme has achieved 95% of its target for the number of attached 

WM clients progressing into securing employment, with 78% of the target achieved for remaining in 

employment for more than 26 weeks.  However, there was a significant under-performance for the 

number of attached WM clients progressing to WM Stage 6, improve presentation to employers, with 

limited success for WM stages 4 to 7 as a whole, providing further evidence of the bottleneck.  This 

further demonstrates the challenge of the bottleneck in the WM pathway, and was an issue in terms of 
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progressing WM clients through to employment – ultimately it has had an impact on performance against 

the employment target overall.  However, this was not the case for all Member Authorities, with East 

Dunbartonshire and North Lanarkshire performing comparatively well in progressing clients to WM 

Stage 6.  It also appears that for a number of Member Authorities, WM Stage 6 was by-passed to an 

extent, with better performance in latter stages (Figure 3.9). 

Figure 3.9: Performance against WM pathway targets 

 
Source: client monitoring data 

Personal outcomes 

3.43 WM clients are more likely to have achieved personal outcomes than employment outcomes.  It 

is arguable that this is a reflection of the focus on barrier removal, and the intensive one-to-one support 

from Case Managers delivered through the programme.  Clients on the programme have achieved 

substantial progress in mental health management, positive health interventions and financial 

management outcomes, with just under one third of clients achieving such outcomes.  This is supported 

by evidence from our longitudinal tracking of WM clients.  There has also been good progress in reducing 

reoffending and getting involved in pre-employment opportunity such as work placements.  These 

outcomes provide an insight into the complexity of long-term unemployment, and how barrier removal 

and the achievement of positive personal outcomes is a foundation for returning to the workforce.  
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Table 3.14: Percentage of WM clients to achieve personal/social outcomes by Member 

Authority and gender 
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East Dunbartonshire 106 2% 20% 71% 18% 34% 21% 56% 23% 21% 

East Renfrewshire 80 0% 9% 9% 1% 24% 5% 23% 1% 21% 

Glasgow 1,645 3% 15% 27% 0% 29% 5% 22% 2% 14% 

Inverclyde 222 0% 13% 26% 0% 23% 3% 21% 2% 17% 

North Lanarkshire 400 1% 16% 16% 4% 10% 9% 37% 1% 10% 

Renfrewshire 385 2% 15% 44% 3% 47% 21% 56% 0% 16% 

South Lanarkshire 407 3% 17% 55% 1% 52% 16% 21% 6% 18% 

West Dunbartonshire 146 1% 16% 43% 3% 27% 0% 29% 3% 19% 

Female 1,647 1% 7% 37% 2% 35% 9% 31% 3% 16% 

Male 1,744 3% 23% 28% 1% 28% 8% 27% 3% 15% 

Total 3,391 2% 15% 32% 2% 31% 9% 29% 3% 15% 

Time to outcome (d.) - 176.5 78.3 101.9 153.4 112.4 123.3 132.2 284.2 187.0 

Source: client monitoring data 

3.44 Between the end of Phase 2 and the end of delivery, there have been considerable increases 

in the time taken to achieve personal outcomes for all types of outcome.  For example, the average time 

to outcome for substance rehabilitation, financial management and effective job seeking have all 

increased by around 35-40 days.  This is further evidence of the complexity and nature of barriers facing 

WM clients, and the challenges in overcoming these. 

Job outcomes 

3.45 Training outcomes are the most common type of activity in contributing to employment 

outcomes for WM clients. At the end of the programme, more than a quarter (28%) of the client base 

have achieved training-related outcomes. WM clients have also been able to make good progress in 

other employment related outcomes, with more than one in five (22%) attaining new qualifications and 

14% securing an employment-related outcome.  Where WM clients have attained new qualifications, 

almost 95% of these have been at ISCED36 Level 3 (equivalent to SCQF Levels 5-7), with the majority 

of these clients previously holding qualifications at a lower level, or holding no qualifications.  A further 

3% have been at ISCED Level 2 (SCQF Levels 1-4).  One client was also supported to complete a 

degree (ISCED Level 6; SCQF Level9/10). 

                                                      
36 UNESCO International Standard Classification of Education 
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Table 3.15: Percentage of WM clients to achieve employment related outcomes by Member 

Authority and gender 

  Employment 
Outcome 

Education 
Outcome 

Training 
Outcome 

Volunteering 
Outcome 

Qualification 
Attained 

East Dunbartonshire 106 12% 14% 46% 10% 38% 

East Renfrewshire 80 16% 3% 33% 11% 11% 

Glasgow 1,645 11% 2% 28% 10% 22% 

Inverclyde 222 15% 0% 28% 6% 27% 

North Lanarkshire 400 24% 1% 29% 4% 22% 

Renfrewshire 385 17% 3% 20% 7% 12% 

South Lanarkshire 407 12% 3% 25% 8% 18% 

West Dunbartonshire 146 10% 24% 40% 12% 32% 

Female 1,647 12% 4% 25% 9% 20% 

Male 1,744 15% 3% 30% 8% 23% 

Total 3,391 14% 3% 28% 9% 22% 

Source: client monitoring data 

3.46 There is varied performance against employment outcome targets across Member Authorities 

which can be attributed to the interplay of a number of factors.  The evidence indicates that a key factor 

is the characteristics and profile of clients. As an example, at 52% of target (10% of WM clients), job 

outcomes in West Dunbartonshire are the lowest for all Member Authorities, and a high proportion of 

clients in West Dunbartonshire have at least four or more health and social barriers and it has the highest 

proportion of clients (88%) who are long term unemployed.   

3.47 It is more difficult to definitively assess to what extent the different approaches adopted by Case 

Manager teams, the detailed of the interventions, and whether Case Managers have access to or 

support from Employer Engagement staff, have positively affected programme outcomes. It is worth 

noting that North Lanarkshire which has the best performance against employment targets has a similar 

client profile to West Dunbartonshire. This may infer that the specific approach and interventions in 

North Lanarkshire helped achieve enhanced job outcomes. However, North Lanarkshire has a well-

established delivery partner in Routes to Work which delivers a number of other employability 

programmes, elements of which can be accessed by WM clients as appropriate. The delivery partner 

also has strong and established relationships with a pool of local employers and resources to engage 

with them on a regular basis as a result of its experience and longevity of working in the local area.  This 

has been effective in helping WM clients access work placements and job opportunities and may be at 

the root of the relatively strong performance in terms of job outcomes. Similarly, Inverclyde has a well-

established employability delivery partner able to draw on additional employability resources and 

expertise.   

3.48 By contrast Renfrewshire’s WM team is in-house but the staff function as part of a wider, 

integrated local authority employability and learning team which, as a result, has access to a wide range 

of training, volunteering and work opportunities for clients.  

3.49 In addition to the above delivery approaches some external factors, e.g. the tightening of the  

labour market in the last two years, may have resulted in fewer potential participants for employability 

programmes in general. As a result WM referrals latterly may have been those individuals furthest from 

the labour market and with more barriers to employment than normally encountered by employability 

initiatives. This in turn may have affected programme performance. 

3.50 It is clear that is a range of factors that impact on job outcomes in individual Member Authorities. 

Some are linked to the availability of and links in to employers and employment opportunities, and some 

are about the complexity of the barriers faced by the client groups.  Although difficult to draw evidence 

based conclusions, it is also likely that it will be about the mix of interventions that are available. Having 

said that, broadly, WM clients could access a similar set of interventions across the Member Authorities 

and throughout the evaluation, it has been evident that there is no one intervention that holds the key to 
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progress, it is the client-led, tailored approach, and the combination of interventions that are available 

that has led to progress and positive outcomes for the client group as a whole, and for individuals. 

Table 3.16: Performance against employment outcomes target by Member Authority 

 Target Actual % 

East Dunbartonshire 12 13 108% 

East Renfrewshire 9 13 144% 

Glasgow 232 176 76% 

Inverclyde 26 33 127% 

North Lanarkshire 56 95 170% 

Renfrewshire 54 65 120% 

South Lanarkshire 65 50 77% 

West Dunbartonshire 29 15 52% 

Female n/a 194 n/a 

Male n/a 267 n/a 

Total 483 461 95% 

Source: client monitoring data 

 

3.51 Of the individuals who entered employment as a result of the Working Matters programme, the 

majority (34%) went into service occupation roles such as Caring and Leisure, and Administrative and/or 

Secretarial positions. 15% gained employment in Sales and Customer Service occupations, with a total 

of 30% entering Skilled Trade and Transport roles, including construction and textiles work. The 

remaining 18% of individuals gained employment in a number of other occupational groups, such as 

Science and Research, Leisure, Travel and Personal Service and Culture, Media and Sports. 

Table 3.17: WM client job destinations – top 10 occupations 

Client Job Destinations 
Total 
(N) 

Total 
(%) 

Elementary Administration and Service Occupations 86 17% 

Caring, Leisure and Other Service Occupations 82 17% 

Process, Plant and Machine Operatives 39 8% 

Sales and Customer Service Occupations 37 8% 

Customer Service Occupations 33 7% 

Transport and Mobile Machine Drives & Operatives 32 7% 

Skilled Trades Occupations 26 5% 

Skilled Construction and Building Trades 25 5% 

Textiles, Printing and Other Skilled Trades 24 5% 

Administrative and Secretarial Occupations 18 4% 

Other 90 18% 

Total 49237 100% 

Source: client monitoring data 

Pseudo comparison 

3.52 As part of the evaluation, the performance of Working Matters was compared to the performance 

in terms of employment outcomes of a ‘pseudo-comparison’ group drawn from data regarding ESA 

recipients across the Glasgow City Region, provided by DWP.  This group was selected according to 

the WM client profile characteristics, in order to provide relevant comparator data.  Whilst WM clients 

were unable to be filtered out from this data, the analysis is nevertheless sufficient to demonstrate 

difference in performance of the WM approach. 

                                                      
37 Refers to number of clients entering employment, dropping out then re-entering employment, so an element of double 
counting in this extract of data. 
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3.53 For all but two of the Member Authorities, the WM client group achieved a higher rate of 

employment than the pseudo-comparison group.  This is illustrated in Table 3.17 which sets out the rate 

of employment in the study’s pseudo-comparison group versus that of the WM cohort.  The difference 

is most marked in North Lanarkshire, where employment outcomes are over 10 percentage points higher 

for Working Matters.  Performance in East Renfrewshire and West Dunbartonshire is slightly lower than 

the pseudo-comparison group, though the reasons for this are unclear; however, in the case of West 

Dunbartonshire, this finding corresponds to the below-target performance in this area in terms of 

employment outcomes. 

Table 3.17: Employment outcomes for WM clients and pseudo-comparison group 

 
Pseudo-comparison group 
employment rate38 

WM 
Yr3 
difference Yr1 Yr2 Yr3 

East Dunbartonshire 14.3% 9.1% 10.4% 12% +1.6 

East Renfrewshire 14.9% 15.8% 17.8% 16% -1.8 

Glagow 7.5% 8.3% 8.9% 11% +1.1 

Inverclyde 8.4% 9.6% 11.2% 15% +3.8 

North Lanarkshire 11.8% 13.6% 13.4% 24% +10.6 

Renfrewshire 12.8% 13.6% 12.5% 17% +4.5 

South Lanarkshire 9.6% 11.9% 11.9% 12% +0.1 

West Dunbartonshire 9.7% 11.5% 11.5% 10% -1.5 

 

3.54 Therefore there is clear evidence that the WM approach leads to better employment outcomes 

for supported clients, which is a very positive finding. 

                                                      
38 This is the proportion of the pseudo-comparison group in P45 recorded employment 
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4 Management and delivery perspectives 

Introduction 

4.1 This chapter reflects on the management and delivery of the WM programme over the course 

of its three and half years.  It presents staffs’ views on key aspects of delivering the programme gained 

from the consultations and surveys undertaken with Member Authority Leads, Delivery Partners, Case 

Managers and the WM Operational Team. 

Programme rationale and approach 

4.2 There is general agreement that there was, and still is, a strong rationale for a programme which 

targets people who are relatively far away from the labour market and which tried a different approach 

to delivering support. Recognising that only a small proportion of this client group would be able to take 

up paid employment as a result of WM support and indeed, for some, it might not be a feasible outcome 

even in the long term post WM was an important breakthrough in terms of developing the content and 

delivery model of the programme and its linkages to appropriate partner agencies.  Alongside this is a 

recognition also that non job outcomes could still positively impact on individuals, the communities in 

which they live and have the potential to bring savings to the public purse.  

4.3  The programme is considered to have offered something unique to this client group in that it 

has allowed for tailored client centred support not previously available in Member Authority areas at this 

level of (financial and staff) resourcing which delivery staff feel has made the difference to achieving 

progression for many WM clients for the first time. They feel that the person-centred approach has been 

key to the progress made by many clients who prior to WM participation had struggled to overcome the 

barriers they were facing. Clients surveyed confirmed that the Case Managers listen to them, do not 

judge them, respond to their needs and also their aspirations, and crucially, move at a pace that is driven 

by the client, not the programme.  

4.4 Delivery staff recognise that the flexibility needed in terms of the intensity and the amount of 

support required by WM clients has been well served by the programme’s considerable budget and this 

allowed for developing new ways of working (involving a wide range of local partners) and engaging 

with this client group.  

4.5 The flexibility afforded to local delivery in order that WM had the best fit with other initiatives, 

partner organisations and specialist suppliers has also been necessary as well as important. Each 

Member Authority area has a different client base and a different employability and specialist support 

landscape. WM needed to be able to align with and complement Member Authorities’ other delivery 

activities and employability support and the support provided by delivery partners, e.g. Jobs & Business 

Glasgow used a number of external partners (Citizens Advice, Money Advice, Lifelink, Cope, Stress 

Management Centre, etc.) to deliver WM support.   

The delivery model 

Marketing and targeting 

4.6 There was a relatively steep learning curve for all those involved in WM regarding the marketing 

of the programme to potential clients and partners alike. Ensuring that there was a steady flow of 

appropriate referrals was essential if Case Managers were going to be able to make a difference and 

progress clients and improve their life and work situations. There was an over-estimation of the 

conversion rate for referrals in the early stages of the programme and targets were not set in terms of 

referrals to the WM programme only attachments. The assumption that the majority of referred clients 
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would attach to the programme was wrong. This led to a necessary focus on working closely with 

programme partners and their staff to ensure they had clarity about programme objectives and the 

preferred target clients’ profile. 

4.7 Similarly a recognition that a consistent approach to marketing the programme across all 

Member Authorities was important for messaging and reaching the many and varied audiences. For 

example JCP work coaches, local partner events, job fairs, all of which were key for both signposting 

and service provision.  In support of this was the need for a suite of supporting marketing materials or 

templates that could be adapted for each area to reflect the specific offer, albeit with a single, 

recognisable branding. This should have been recognised and planned for much earlier in the 

programme. 

Partnership working 

4.8 It is agreed by all that partnership working is at the heart of the WM delivery model. Success 

has been dependant on partnership working at operational management and local delivery level in 

particular. Case Managers have been the pivotal point in ensuring that the appropriate local partners - 

internal Member Authority departments and external organisations and suppliers alike - were engaged 

to provide the support needed by individual clients. At a programme level Case Manager and delivery 

partner leads worked closely with the operational team to better understand progress and performance. 

The Case Manager approach 

4.9 The WM Case Manager approach has been about building a 1-2-1 relationship of trust between 

client and Case Manager. Ensuring frequent and regular contact and working at the client’s pace has 

been central to providing effective advice, guidance and client support. 

4.10 It is felt that with this client group developing the appropriate bespoke support package has 

been very much dependent on building and maintaining a positive relationship with the client and really 

understanding the barriers faced by them be it mental health issues, access to housing or benefits or 

poor health. 

4.11 Consultees agree that the Case Manager approach is the preferred model for engaging with 

and managing this complex client group. However, there is a need to recognise the needed qualifications 

and work experience required for the Case Manager role which goes beyond employability adviser 

competencies. Ongoing supervision and support for Case Managers is also felt to be important given 

the need to manage the effect of intensity of engagement required on front line delivery staff in terms of 

levels of stress and morale. Some Member Authorities have provided such support for Case Managers 

e.g. Cognitive Behavioural Therapy training delivered by North Lanarkshire Council and group 

counselling support sessions delivered to Case Managers by Glasgow City Council. 

Person-centred Support 

4.12 Bespoke, intensive and specialist support is what has made the WM programme different for 

the client and from other employability programmes. Identifying and sourcing additional support has 

been critical for improving individual client progression rates. The resources afforded to the programme 

allowed it to provide individual beneficiary support like gym classes or driving lessons. Innovative 

engagement methods were also needed and adopted for this client group. For example, walking groups 

and cooking and DIY classes. 

4.13 The programme also aimed to secure access to support from specialist organisations as and 

when needed. It was acknowledged, however, that at the outset of the programme, there was a time lag 

in procuring specialist services.  In the earlier part of the programme Case Managers tended to signpost 

clients to services provided free at the point of delivery though Member Authorities, and free 

consultations through e.g. organisations like SALUS and RAMH. But specialist service provision did 
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eventually take the form of the procurement of external services, e.g. condition management, holistic 

therapies and counselling.  

4.14 Barriers to buying more of this type of support included a lack of a critical mass (of clients) in 

some Member Authorities to make it viable. Though the delay (and accompanying underspend on 

services) was ultimately resolved this delay may have impacted on the extent to which services were 

delivered to/accessed by WM clients during the lifetime of the programme thus limiting progression 

rates. Case Managers’ lack of familiarity, in some cases, with potential suppliers, their service offerings 

and procurement processes was also a barrier to procuring and spending programme budget. 

Engagement with employers 

4.15 Securing employer engagement for work placements and jobs as part of any programme 

supporting this client group will be more challenging than other initiatives.  Case Managers felt that some 

employers are likely to have a negative perception of this client group therefore engagement with 

employers may be a pre-requisite in some cases, and more so for those Member Authorities without 

dedicated employer engagement resource. Using Case Managers’ networks and drawing on the support 

of employer engagement teams (in larger Member Authorities and delivery partner) has been important 

to supplement the usual approaches to job and work placement search. However, some delivery 

partners would seem to have had fewer issues in this respect given their integration into and knowledge 

of their local business base as a result of delivering a number of employability initiatives.   

4.16 In order to overcome some of the challenges around this delivery staff have stated that 

innovative solutions to this are required and could include e.g. considering regional/larger scale 

employers as programme partners as well as Member Authorities themselves. Managing this aspect of 

the programme at a regional level would also be more resource efficient. 

Targets and measuring progression 

4.17 Delivery staff and Member Authority Leads are of the view that progression as well as job 

outcomes is an important indicator of success for this client group and is evidenced by many WM clients 

and across the programme as a whole. The progression pathway itself which was specifically devised 

for the programme combined with the collection and recording of data relating to client progress has 

resulted in a robust measurement of progression at both the individual client level and for the programme 

as a whole. 

4.18 They feel that it is important that this type of success can be demonstrated and articulated to 

external stakeholders thus achieving buy-in to an outcome other than employment alone to secure future 

funding. 

4.19 They acknowledged, therefore the importance of having a management information system like 

the Hanlon system to drive programme progress and performance. A single CRM system for the 

programme has ensured that all areas were reporting the same information, in the same format and it 

was analysed and reported in a consistent way.  This meant that data could be aggregated to give a 

picture of performance at programme level, and also, could be used at local level to monitor and drive 

performance. This information had helped to enhance the effectiveness of programme delivery overall 

and within each Member Authority/partner organisation to gain measures of success.  The analysis and 

use of collected programme data evolved considerably as the programme proceeded. 

Networking and knowledge sharing 

4.20 Case managers feel they benefitted from the formal and informal knowledge sharing 

opportunities across the eight Member Authorities. This tended to focus on specific information about 

ways of working and services that had been accessed for Working Matters clients in other Member 



Working Matters Evaluation: Final Report 

  39 

Authorities.  An example provided in the research was a session delivered by a Case Manager about 

innovative ways to engage client and promote softer outcomes. This was considered to be very useful 

and is an example of the benefits of the regional approach in sharing practice and experience which can 

be important for improving and accelerating positive outcomes for clients. The skills and knowledge 

acquired are a valuable legacy of WM.  

4.21 By attending region-wide meetings and participating in a regional programme, Leads and Case 

Managers have expanded their networks. Evidence indicates that these networks will continue beyond 

the end of the programme which is a very positive outcome.  

4.22 Case Manager events, newsletters and region wide information materials are just some of the 

support provided by the WM operational team which have been considered very useful by Case 

Managers.   

Programme management 

4.23 Support from the WM Operations Team was highly valued. From ensuring compliance to 

adopting a common approach with regard to the protocols for administrative, legal etc. aspects of the 

programme, such as engagement with DWP, having an overarching programme management team has 

contributed to the smoother delivery of the programme ‘behind the scenes’. The Hanlon system was 

adopted as the programme-wide CRM system for WM and most Member Authorities agreed it was 

arguably more cost effective to have a common management system across the whole area. Indeed 

some smaller Member Authorities stated that they would not have had the resources to fund or staff to 

manage such a system. 

4.24 The fact that Management Information was provided regularly, consistently and by area and 

region was therefore a strength.  It meant that at Programme level, issues, such as lower than 

anticipated attachments, were identified early and timely actions taken. This flexibility throughout the 

Programme period was also a strength and would have been more difficult in the absence of such high 

quality and regular MI.  

4.25 Prior to Working Matters, some Member Authorities were already using Hanlon.  At the time of 

writing, we understand that some of those who were not originally using Hanlon will continue to use it 

for their employability CRM beyond their involvement in WM delivery. 

Benefits and challenges of the regional approach 

4.26 Working Matters was planned and delivered as a regional programme and partners feel that 

WM has undoubtedly delivered a range of strategic and operational benefits and demonstrated what 

can be achieved by taking a place-based approach to economic and social regeneration.  

4.27 However, the eight local authorities that form the Glasgow City region are all quite different in 

terms of their size, socio-economic profile and the issues they face. This scale and the mix of areas is 

an ambitious geography but despite this, was felt to be a strength as it allowed the programme to test 

and learn from new approaches to working with people who are very far from the labour market in 

different labour markets and areas.  

4.28 Consultees agreed that by taking a regional approach to programme delivery this has allowed 

for a greater level of resources to fund working with clients, thus providing advantageous economies of 

scale.  Member Authorities felt that sharing of best practice has been very beneficial as has the ability 

to benchmark performance against the delivery of WM in other Member Authority areas. 
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Partnership working 

4.29 Partnership working is not always easy and it can take time for a partnership to become 

effective. However, the evaluation findings point to very effective and productive partnership working 

throughout all stages of WM, from design to implementation and delivery. The WMDOG meetings were 

seen as productive, providing a good forum for discussion and for Leads to share practice and learn 

from each other. The meetings provided clarity on issues and an opportunity to problem solve together. 

Added to this, the Operational Team was deemed to be responsive to the needs of Member Authorities 

and supportive to the Member Authorities. 

4.30 Some smaller Member Authorities reported that it was more difficult to deliver WM in their area, 

particularly if employability was less of a priority due to the socio-economic profile of the area. Some of 

these felt that there was a lack of parity across the region and that larger authorities (in the main) with 

higher levels of unemployment were more able to influence decisions and have their voice heard. 

However they also recognised that they were also able to learn from the experience and expertise of 

larger Member Authorities and the WMODG meetings were an effective forum for discussing issues.   

4.31 There was a perception of a lack of recognition amongst some strategic partners that although 

WM was a regional programme, one size does not fit all when it comes to local delivery. The Member 

Authorities areas are all quite different, for example Glasgow and East Renfrewshire and so delivery 

and challenges must flex to reflect local circumstances. While it was recognised that there was scope 

to do this in WM, there was not always a clear understanding of the need and implications amongst 

senior stakeholders. 

Testing an innovative delivery model 

4.32 Taking a regional approach and levering in resource was critical to WM being able to test new 

ways of engaging and working with clients who face multiple and complex barriers to employment.  It 

also meant that these approaches could be tested in different types of areas and that the learning could 

be aggregated and shared. Working with the client group to achieve meaningful outcomes is resource 

intensive and may not have been possible, certainly not in all Member Authorities, without it being 

planned, delivered and supported at a larger spatial area.  

4.33 It was reported by some Leads that participating in WM has given them a much clearer 

understanding of the impact that health and well-being has on employability and the extent to which it is 

a barrier. The programme also demonstrated that with WM clients and other similar groups, progression 

times will vary and for many, will not be linear or straightforward. This learning has informed the design 

and delivery of other Member Authority employability programmes and how progression will be 

assessed going forward, including how programme performance is tracked and measured.   

4.34 The experience of WM, in particular around identifying and addressing health issues, has also 

informed the development of employability programmes in some Member Authorities, specifically those 

where there had previously been less recognition about the extent to which health acts as a barrier. For 

example East Renfrewshire Council, as part of their ESF Pipeline programmes, intend to deliver a new 

programme with a focus on supporting individuals facing health barriers called Addressing Health 

Barriers into Employment. 

4.35 Equally, a number of Member Authorities state that in planning for client transition post WM into 

other skills pipeline programmes, they have realised that ‘working with the whole family’ is now key to 

successfully supporting this client group. 

Capitalising on the City Deal 

4.36 The original intention of partners was that WM would benefit from opportunities presented by 

infrastructure City Deal projects – and specifically potential employment opportunities as capital 

investment projects came on-line, the Community Benefits. 
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4.37 This symbiotic relationship could, in theory, have been a very effective way of providing WM 

clients with work experience, skills development and employment. However, in reality, it did not come 

to fruition, partly because Working Matters was delivered relatively early in the City Deal programme 

and the infrastructure projects had not started. Questions have also been raised as to whether WM 

clients, or at least many of them, would be suitable for construction and related work (where many of 

the opportunities would be) given the prevalence of health issues and barriers. Opportunities for WM 

clients would be more likely to be working for the end users of some of these projects, e.g. retail outlets. 

4.38 Whilst the City Deal Community Benefits were not realised for WM clients, there is a strong 

belief that as infrastructure projects come on steam, there should be a correlation with employability 

programmes in the Glasgow City Region so that where appropriate, work experience, training and 

employment can be provided to clients. This should be done at a region wide level. 
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5 Client progress and impacts 

Introduction 

5.1 This chapter of the report assesses the progress made by WM clients and the factors 

contributing to it. Chapter 3 shows that 100% of clients have moved through the progression pathway 

to DWP Stage 2 Work Skills and Barrier Removal, although a limited number (14%) of clients have 

progressed into employment at DWP Stage 3 (WM Stages 8+).   

5.2 To drill more deeply into the impacts for clients, ekosgen undertook analysis based on the 

longitudinal tracking with a cohort. This involved a programme of regular face-to-face consultations with 

selected clients along with regular completion of an ‘outcomes wheel’ which assessed progress against 

a set of indicators covering soft and harder outcomes. This was ranked on a scale of 1-10 based on 

how respondents felt about the issues listed. By indicating 1, it meant that they required assistance and 

by indicating 10, they did not. Whilst this provided a level of quantitative data, much of what was gathered 

through the consultations is qualitative. It also involved a comprehensive analysis of individual client 

reports from Hanlon database detailing client characteristics, activities and interventions and 

progression along WM pathway stages. 

5.3 To date, ekosgen has tracked 20 WM clients and we have useable data for all of these. One 

client that we have not included faces particular challenges and was not able to commit to being involved 

in the research over time and another has only recently started to be tracked and so there is not sufficient 

information at this stage. We originally recruited 21 clients to be tracked but due to attrition from WM 

and from the research, some of these were ‘lost’ and additional clients were recruited throughout the 

process.  This is to be expected in any longitudinal research.  Whilst 20 is a small sample of the overall 

WM client population, the cohort includes a good breadth of client types and characteristics including 

gender, location, length of time out of work, barriers, WM stage and activities. An overview of the tracked 

client profile and progression data is set out in Appendix 1, showing progression against length of 

unemployment on commencing WM. 

5.4 To explore in more depth how WM has assisted clients to move in to employment, we 

interviewed a sample of 27 people who had found a job as a result of involvement in the programme. 

The sample is drawn from across the region and across the main sectors of employment.  

5.5 The chapter draws these two strands of research together to give a flavour of the progress that 

individuals have made and, where possible, identify what aspects of the content and delivery of WM has 

contributed to this. It looks first at the findings from the tracked clients and then the evidence gathered 

from the consultations with employed, former WM clients. 

Progress 

5.6 Figure 5.1 illustrates the total changes that clients have experienced against each indicator for 

the cohort of 20 participants tracked longitudinally. It gives an at-a-glance picture of whether the cohort 

has progressed, stayed the same or fallen back, and the extent to which this has happened.  The picture 

is positive, demonstrating progress against eight of the 12 indicators. The four that showed a decline 

were: literacy skills, numeracy skills, managing debt, and childcare as a barrier. 
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Figure 5.1: Total changes across the tracked period, summed for 20 tracked clients 

 
 

5.7 Figure 5.2 shows that 17 of the 20 tracked clients reported an aggregated improvement during 

the research period across the 12 indicators and three reported a decline. Looking at the individual 

change for each indicator, for one client, the negative score was largely driven by a worsening of their 

access to childcare, which dropped from 1 at the start to 10 at the end, indicating a change in 

circumstances. Another reported a decline of 6 points in terms of being able to manage debt. This client 

had moved in to employment and reported that as soon as he started work, he was in arrears with the 

council but the help they received as a result of WM allowed the household to manage until they 

achieved a balance between debt and outgoings, and income. This person is a lone parent with two 

dependent children. Another client also reported a decline in their ability to manage their debt. They had 

experienced homelessness and whilst on the programme, started to address debt issues.  This felt 

unmanageable at first but the client believes it will improve overtime. 
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Figure 5.2: Total change by individual tracked client 

 
 

5.8 The following sections explore the changes in more detail and draw on examples from individual 

clients which are anonymised to protect their privacy. As we would expect, there is a great deal of 

correlation between these findings and the findings reported in the Phase 1 and 2 reports. 

Confidence, structure and routine 

5.9 We know from previous evaluation phases that a key motivator for people to engage with WM 

is to address issues of self-esteem and confidence. Another motivator is to provide a reason to get out 

of the house and bring structure to the day and the week. Figure 5.3 shows that, overall, the 20 tracked 

clients have reported a significant increase in their confidence from the early part of their engagement 

with WM to the time of the last consultation with them.  
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Figure 5.3: Changes in confidence, routine and structure 

 
 

5.10 For some individuals, this is a small change but for others it has been a significant improvement 

with one scoring themselves three out of 10 for confidence on joining WM and 10 out of 10 after six or 

seven months on the programme. This client had been unemployed for two years, having left her 

previous job for health issues. The increase in confidence is largely due to the support received from 

the Case Manager and the fact that they had started a voluntary role in a childcare organisation and this 

had, at the time of writing, become a paid position. The support focused primarily on finding the voluntary 

role and preparing a CV. This client reported that: 

“I was previously broken and it has changed my life and improved my health”’. 

5.11 This client also reported that in making the transition to work, the food and travel support they 

received smoothed their financial position as there was a time lag between the point that ESA stopped   

and they were paid. 

5.12 The research suggests that whilst it is useful and has an impact on many people, the increase 

in confidence does not directly correlate to participation in specific confidence building activities. Where 

a client has a mental health problem, being supported to manage that can impact on confidence but, 

overwhelmingly, it was reported that the social interaction, the structure and developing new networks 

and skills (soft as well as harder) have a huge role to play in building confidence and self-esteem. The 

fact that people feel they are making some progress and improving their lives is enough to engender 

enhanced confidence.  

5.13 Many WM clients have been socially isolated and have had little structure in their lives.  This, 

as discussed above, contributes to a lack of confidence and it was one of the drivers that encouraged 

many clients to take part. Whilst other programmes and activities may offer the same opportunity, WM 

provides regular contact through one-to-one and group sessions along with access to leisure classes 

and specialist support. During the fieldwork tracked clients commented that: 

“I was too low and anxious to leave the house. Working Matters has been very important to get me out 

of the house and meet people” 

 “If I didn’t come here I would be vegetating at home and see no-one. I wouldn’t eat 

properly or get any exercise at all”. 
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5.14 Another said: 

“I have been stuck in the house since 2000” 

5.15 Demonstrating the benefits, the same client reported that: 

“I have sometimes been tempted back on drink but because I have some structure and 

something to do, I have managed to stay off” 

5.16 The findings from the client tracking set out in Figure 5.3  shows that taking part in WM has 

brought the benefits of structure and having a purpose, and a reason to get out of the house to the 

cohort of clients. For a small number, this had not been an issue but those who had lacked it reported a 

marked improvement for example moving from a score of two to 10 out of 10 after nine months. This 

individual had been out of work for 17 years and suffers from depression. As part of WM, they have 

started a photography course at college and volunteered by providing art therapy. They reported that 

prior to WM, they had been anxious about leaving the house and meeting people. 

5.17 Another reported an improvement of five points within 10 months.  They reported that WM 

moved at the right pace for them with the right amount of encouragement from the Case Manager. This 

client had experienced domestic abuse which had led to them being unemployed, without a home, and 

they had lost touch with friends, having had to make a total break from their previous life. Through WM 

they had met new people and were, at the time of the research, about to start a 12 week computing 

course. They report: 

“making a lot of progress in confidence, anxiety and feelings of self worth” 

Support networks 

5.18 We explored if the clients felt supported by family and friends and whether there had been any 

change in this, attributable to WM. Figure 5.4 shows that across the cohort, the sense of feeling 

supported by family and friends increased by one point on average, from six to seven.  However, for 

some it was quite marked. The majority (nine participants) reported an increase in this.  Eight 

participants reported no change, be that from a very low starting point (one out of 10) or a very high one 

(nine or 10 out of 10).  Three reported that they feel less supported now than they did, with two noting 

a decrease of six points.  A client who reported an increase of five points had, at the start of WM, been 

suffering from very deep depression with no concept of having a future.  Through WM they feel listened 

to by the Case Manager and other clients; as a result, they have been able to build a more positive 

relationship with their family, which had suffered as a result of the depression. 
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Figure 5.4: Support from family and friends 

 
 

Local services 

5.19 One of the aims of WM is to encourage and enable clients to access local services and engage 

in their communities. As well as building their personal social capital, it contributes to developing 

‘information literacy’ by assisting the clients to understand their needs and improving their knowledge of 

where to get help and access the services or facilities they need. Figure 5.5 shows that, overall, the 20 

tracked clients have become significantly more aware of the services and facilities in their area as a 

result of WM. This knowledge is likely to build their resilience and contribute to sustaining some of the 

benefits of WM, for example reducing isolation and being more able to address their own needs and 

any issues they may face. 

Figure 5.5: Knowledge of local services 

 
 

5.20 Two clients reported no change in their knowledge about local services, and in both cases, they 

scored their knowledge as 10 out of 10 at the start of the research period and at the last touch point. 
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The majority of the remaining 18 clients all reported an increased knowledge and, for some, this was a 

very steep increase, for example a change of seven or points. Two clients reported a decline in their 

knowledge, although for both the decline was minimal. Conversely, some clients reported a substantial 

increase for example, by five points, four points and six points. The client reporting a six-point 

improvement has depression and was a heavy drinker.  They are now working part time in a childcare 

service which they say would not have been possible without WM.  The specific aspect of WM that they 

believe has led to the progress are the one-to-one sessions with the Case Manager, the Headstrong 

programme and the voluntary placement that led to paid employment. The increase in knowledge related 

to opportunities and activities that WM had told them about including alcohol interventions,  local leisure 

facilities and classes, library visits, and volunteering opportunities. 

Literacy and numeracy 

5.21 As with the other indicators, at each research touch point we asked the tracked clients to indicate 

on a scale the extent to which they needed support. The total scores and changes for literacy and 

numeracy skills across the cohort is illustrated in Figure 5.6. 

Figure 5.6: Literacy and numeracy 

 
 

5.22 The picture is more complex than Figure 5.6 suggests and not everyone required this type of 

support when they entered WM. In terms of numeracy, 10 clients reported no change and in each case, 

they had scored themselves at least 8 out of 10 in terms of their numbers skills on entry to WM. Three 

clients reported that their numeracy skills had improved during their time with WM, with all three reporting 

small increases. The individual who reported a 3.5 point increase had suffered from nervous damage 

following a stroke. Through WM they have undertaken a de-stressing course and has had intensive 

support on literacy and numeracy, They belive that the improvement in this area has in part been about 

confidence. They reported that they find the one-to-one and smaller groups to be more comfortable and 

helpful. 

5.23 Nine clients reported that they had no need for support to enhance their reading and writing 

skills, and these nine clients all reported no change across the research period.  An additional three 

clients who self-assessed as less than 10 out of 10 also reported no change during the programme.  

Five clients reported an improvement in their literacy skills but the changes were mostly by one or two 

points so relatively small. A further three reported they had more need for support at the end point than 

at the beginning. In the Phase 2 research, it was clear that this did not reflect a decline in their skills, 
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rather, it pointed to them wanting to improve them as they had a greater awareness of the benefits in 

their personal and also future working lives. 

Childcare 

5.24 Childcare can be a very tangible barrier to people with a caring responsibility who wish to move 

into employment. It can also be a barrier to participating in learning and training. Of the 20 tracked clients 

reported on in this chapter, 13 said that childcare was not a barrier that they required help with either at 

the start or the end of the research period. This was because they did not have dependent children or 

their childcare was already in place. Of the remaining clients two reported that childcare was less of a 

barrier now than it had been when they joined WM with one significant improvement of nine points. They 

had been helped by their Case Managers to identify appropriate and affordable childcare that will or has 

enabled them to take part in training, learning, work placements and potentially, permanent employment. 

Figure 5.7: Childcare as a barrier 

 
 

5.25 Helping to remove this sort of tangible barrier is a very effective way of supporting WM clients 

to consider their options for working and also, for undertaking activities, such as volunteering, that can 

help them enhance their employability. Helping to find the right childcare solution for each family is 

important as they will have different needs, depending on the age of their child or children, location and 

so forth. They may also have views on what type of childcare they are most comfortable using for 

example, childminders, nurseries and after school clubs. 

Finance and debt 

5.26 People who have been unemployed can often face debt and have financial management 

difficulties which can lead to anxiety and stress. Compounding this, they can then be concerned about 

the impact of moving into work, and related activities such as volunteering, on their Benefits and so their 

overall household income. A key strand of the WM offer is referring clients to debt and money advice 

services for Benefits maximisation checks, help with form filling and for financial management 

information and support.  Figure 5.8 sets out the changes for the cohort as whole and shows that overall, 

there was a slight decrease in the 20 clients’ support needs in terms of managing debt but their sense 

of financial stress had improved by a slightly bigger margin (up from 5.33 to 6.5 out of 10). Through this, 

and previous phases of the research we know that WM clients facing Work Capability Assessments can 

feel stressed and worried about their financial position and a change in circumstance, and the same 

holds true for clients who may be being assessed for Personal Independence Payments.  
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Figure 5.8: Managing finance and debt 

 
 

5.27 In terms of Managing Debt, five reported less need for debt management support following 

guidance from their Case Manager and a referral to a specialist advice service. Clearly, managing debt 

effectively can result in people feeling less financially stressed and the findings show a direct correlation 

for some clients. 

5.28 One of the tracked WM clients reported a nine point improvement in their debt management and 

a corresponding four point improvement in their levels of financial stress. The difference may reflect 

other financial management and budgeting issues or a time lag between addressing debt issues and a 

reduced sense of anxiety. This client had been referred to specialist money advice services. 

5.29 Five of the tracked clients reported that their need for debt management support had increased 

during their time on WM, two of whom noted nine point reductions.  The person who reported a nine 

point increase in their need for debt management had been out of work for ten years due to a physical 

health condition. They had undertaken a range of courses, had been supported to develop their job 

search skills and had their debt restructured. 

5.30 Another who reported a significant decline in their ability to manage their debt had been 

unemployed for three years and had been homeless for part of that time. They found the group meetings 

overwhelming, preferring one-to-one sessions. They feel more financially stressed now because they 

have a greater understanding of their debt issues, and are now hoping to be referred to a service to help 

restructure the debt. 

Digital literacy 

5.31 Increasingly, being confident and able to use technology is a benefit both personally and in a 

work situation, including online job searches and submitting online applications. Figure 5.9 shows that 

across the cohort, there was a slight increase in the clients’ knowledge on how to use IT and, also, in 

using social media and so a reduction in their need for support in this area. 
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Figure 5.9: Ability to use IT 

 
 

5.32 Of the 20 clients, six reported an improvement in their ability to use IT: one by eight, two by four, 

two by three, and one by one. They had all undertaken Core Skills Training and other activities to 

address their skills deficits which they reported as being very useful.  

5.33 Eleven people reported no change in their IT capabilities and, of some concern, one scored 

themselves one out of ten at each research point and, another, five out of ten. The person scoring one 

had been out of work for 23 years and faces a complex mix of barriers to employment with the result 

that the majority of WM support so far has focused on barrier removal. The client had made significant 

improvements across a range of other indicators including knowledge of local services, more structure 

and routine in their lives, increased confidence and less financial stress. This all demonstrates important 

progress and arguably, at this stage, addressing lack of digital literacy is less of a priority. 

5.34 Three people reported a slight decline in their IT skills over the period (by between one and 

three points) reflecting the fact that the support to date had focused on other issues and types of barrier 

removal. One was in the older age bracket and faced complex issues including neurological impairment 

and did not see digital literacy as a priority. 

Skills and qualifications 

5.35 In the longitudinal research, ekosgen explored clients’ wish to learn new skills and achieve 

qualifications and tracked how this changed over time. Feeling able and wanting to learning new skills 

is a good indicator of progress and confidence. 

5.36 Figure 5.10 shows that the cohort reported an overall increase in their desire to develop their 

skills and achieve qualifications which is a positive finding. As with other indicators though, it varies from 

person to person. Six reported no change in this, however the scoring ranged from one to 10 at all 

research touch points. Ten reported feeling much more positive and ready to develop skills and 

potentially work towards a qualification and for one, this was very marked, rising from one to 10 out of 

10. This person is undertaking permitted work and is finding that to be a very positive experience, 

meaning they feel more positive about their future. Demonstrating how employment can boost 

confidence, this client said that: 

“[the permitted work] is the most important thing to me” 
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Figure 5.10: Desire to learn new skills and achieve qualifications 

 
 

5.37 Another client who had increased their desire and confidence to develop new skills by six points 

is taking part in a course to develop their computing skills which will lead to a qualification. They had 

also taken part in food hygiene and first aid courses which had been very important in boosting their 

confidence in their ability to learn new skills and gain qualifications. 

5.38 Three of the 20 clients reported that they feel less positive about learning new skills and 

achieving qualifications at the last research point than when they started. One, who had decreased by 

five points, was formerly self-employed, running their own business and they hope to do the same again. 

They are undertaking permitted work and want to remain in the same type of work so see no need to 

learn new skills. Another who reported a five point decrease suffers from confidence and anxiety issues 

and through WM has focused on activities to address this. They find it “deflating” when confidence-

building courses come to an end. They reported recognising the need to gain new skills and 

qualifications, ideally computing, and believe that they are: 

“now in the place I could think about it”. 

Job search 

5.39 Having the skills and knowledge to search and apply for jobs is an important part of the pathway 

to employment. It is not only important for finding a first job after a period of unemployment, it is also 

important to sustain lifelong employability and to enable career progression. Figure 5.11 illustrates that 

overall, the 20 tracked clients have developed their job search skills and knowledge as a result of WM. 

However, three reported a decline (two by two points and one by a point). These declines are not 

significant. For one, who reported a two point decline, it is likely that the decline reflects their lack of 

confidence to secure and sustain paid work. They intend to think about moving into work in the next 6-

12 months. 
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Figure 5.11: Job search skills 

 
 

5.40 Much more positively, 10 of the 20 tracked clients reported having enhanced job search skills 

as a result of WM interventions and, for some, this was very marked. One person who reported a five 

point increase in their ability to search and apply for jobs is a lone parent. They suffer from mental health 

issues and low self-esteem. However, through WM, they felt confident and supported to apply for a job 

and had been successful. They are now working and reported that: 

“starting work has been really good for my mental health, and I am setting a good example for my 

children” 

Factors contributing to change 

5.41 Figure 5.12 illustrates that the 20 tracked clients (TC) have mainly participated in WM3 (Good 

Quality Labour Market Information) and WM4 (Barrier Removal) activities.  For some (e.g. TC10), other 

activities at different stages of the WM Pathway have formed a significant proportion of their WM journey 

to date.  This includes activities such as ‘Core skills training’ and ‘Interview/Application Prep’. 

5.42 Examining the data in more detail shows that for these 13 clients, the intensity of support is 

typically within WM3, and specifically Advice and Guidance Stage 2, which demonstrates the importance 

of this stage and the one to one support provided by Case Managers.  
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Figure 5.12: Proportions of activities in WM3 and WM4 (by tracked client) 

 
Please note: data on activities for TC2, TC9 and TC17 is unavailable 

5.43 Based on the sample of 20 clients tracked longitudinally, we have analysed the progress they 

have self-reported for each of the 12 indicators against the number of WM activities they have 

participated in.  We have also analysed the WM stage they have reached.   This analysis is provided in 

Figure 5.13 and shows that there is no particular correlation between inputs (activities) and outcomes 

(self-reported and WM stage reached).  Whilst this may seem counter-intuitive, it is in fact not 

necessarily surprising.  What it reflects is that each client enters WM with a different mix and intensity 

of needs and challenges.  It also reflects the person-centred approach that underpins WM, and the 

evidence shows that this is the strength of the programme.  It demonstrates, albeit with a small sample 

of clients, that some clients can progress through the WM stages with less intensive support than others, 

TC6 in the figure being a prime example.  This client entered WM closer to the labour market than many 

other clients and, with some support, re-entered permanent, sustained employment.  Linked to this 

progress, they also reported a small improvement against the indicators in the longitudinal research. 
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Figure 5.13: Tracked client progress by number of WM activities (self-reported progress and 

recorded on Hanlon) 

 
Please note: data on activities for TC2, TC9 and TC17 is unavailable 

5.44 The data in Figure 5.13 also points to the fact that the progress reported by the tracked clients 

during the longitudinal research broadly ties in to their WM progress.  It shows that for the majority, the 

direction of travel is the same e.g. they self-report positive change and are progressing through the WM 

stages.  However, this is not true for every client.  For example, TC14 self-reported negative changes 

against the indicators discussed throughout this chapter but has progressed to WM7 in terms of the WM 

Pathway stages.  

5.45 These findings are in line with the evidence gathered and presented during Phase 1 and Phase 

2 of the evaluation.  They show that there is no single activity that, in isolation, can be identified as 

driving the progress of individual clients or the WM cohort overall.  It is the skills and approach of the 

Case Managers, the flexibility and person-centred way of working and the mix of activities and delivery 

mechanisms that is the strength of the programme and the key to its success. 

Clients in employment 

5.46 The following sections set out the findings of the qualitative research with clients who have, 

following a period on WM, moved in to paid work. ekosgen interviewed 27 WM clients who are now in 

employment and explored their experiences of the WM programme, what factors had helped them move 

into employment, and the benefits they are experiencing from being in work. 

Client profile 

5.47 Prior to engaging with WM, the 27 clients had been unemployed for between a few months and 

20 years. The majority had been out of work for at least a year before starting on the programme. There 

was a wide range of time spent on the WM programme, from a few months to almost two years, although 

the majority had engaged for a substantial period. They had a range of different employment 

backgrounds but in this cohort, all had previously worked. They also face various different barriers, 
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including physical and mental health, alcohol and substance abuse, bereavement and low confidence 

and self-esteem. 

5.48 Despite the challenges, all clients had gained employment in a range of sectors and in different 

roles including, horticulture/parks and recreation, social care, office administration, taxi driving and 

security. 

Factors contributing to change 

5.49 The research examined the contribution of all support given on WM. This includes both support 

specifically related to finding paid work as well as softer types of support to prepare for employment. 

Case Manager support 

5.50 It is clear from the research with these clients that the tailored and positive support of the WM 

Case Manager is the key factor that contributes to the clients’ move into employment. This support 

includes having someone to talk to and share concerns with, boosting confidence and providing 

emotional and personal support.  

5.51 The clients reported that they trusted the Case Managers to ‘represent’ them because they had 

built up an understanding and a positive relationship. They believed that the Case Managers were 

working for their best interests and this trust was important in encouraging them to move towards and 

into employment. A critical part of this was the Case Managers understanding when to encourage and 

put some pressure on the client and when to ease off and let them progress at a pace that suits the 

client. As one employed client commented: 

‘[the Case Manager] never put any pressure on me and let me go at my own pace’ 

5.52 Clients felt that they needed to boost their confidence to be able to move in to employment, and 

that the support of the Case Manager helped them to do that. When asked what the best thing about 

WM was, typical comments from clients included: 

‘the Case Manager gave me encouragement and support’ 

‘[the Case Manger] was a great support and boosted my morale so I felt able to look for a 

job’ 

‘one of the main things was just talking to [Case Manager] and feeling a real personal 

connection’ 

5.53 Case Managers had provided job search skills and had helped clients to prepare their 

applications and CVs. They had also provided advice on interview techniques, including role playing 

and mock interviews. Clients reported that these activities were very valuable, in particular practice 

interviews as they can be extremely daunting for people who have been out of work for a long time. 

5.54 Practical barriers were also removed through WM, for example some clients were given 

vouchers for job interview clothing which was very important in preparing them. Clients stated that the 

Case Managers were able to identify job opportunities and used their employer contacts to help them 

find employment. This was considered vital, as was their knowledge and skills on how to look for jobs. 

A number of clients taking part in the research said that without this very practical help they would not 

have been able to source the opportunities.  

5.55 Many clients reported that they were limiting their job search to employment directly related to 

their previous experience or skill-set, for example in horticulture, social care and retail. Case Managers 

had encouraged them to identify their transferable skills and apply for roles in other sectors, broadening 

their horizons and widening up the pool of potential opportunities. Coupled with the general confidence 
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building resulting from WM, they were able to apply for jobs that they would not have applied for without 

WM. 

Socialising and building a routine 

5.56 Long periods of unemployment can lead to isolation and a loss of confidence and self-esteem. 

This can of course be a barrier to employment. Interaction with Case Managers and peers on the 

programme helped to build their confidence. The routine of WM reduced their isolation and helped to 

prepare them for the routine of work. Through WM they got used to being in particular places at particular 

times, something that, for many, had fallen away during their period of not working.  

Job placement and work experience 

5.57 Volunteering can be an important step on the route to paid work and some of the WM clients 

taking part in the research had worked in a voluntary position or a job placement with the employer who 

had subsequently offered them a paid job. This route provided clients with the opportunity to gain 

employability skills and work experience. It allowed them to try a particular role or sector and understand 

more about it before committing to permanent employment. It gave them insight into the commitment 

required to fulfil paid work which was particularly valuable for those who had been out of work for a long 

time. It gave them a taster of how tiring work can be, what is expected of them, and helped them back 

into a routine in, arguably, a more gentle way. It also gives employers a chance to ‘trial’ a prospective 

employee and understand what, if any, support needs they have. 

5.58 Clients during the evaluation strongly agreed that taking this approach is more likely to result in 

sustainable employment and employer engagement leads agreed.  

Aftercare support 

5.59 The transition in to work can be a difficult one for people who have been out of the labour market 

and there can be a relatively high attrition rate if they are not supported through this period. The aftercare 

provided by WM was valued by the clients and covered activities such as the delivery partner organising 

further training, e.g. driving CPC, or funding equipment or uniforms, e.g. hi-vis clothing. 

5.60 Importantly, it also included Case Managers keeping in regular contact with the client to ‘check 

in’, offer advice if needs be and talk through any issues or concerns. This was deemed to be very helpful 

and reassuring, and considered vital in helping them sustain their employment. As an example, one 

client had struggled with health issues when they first moved into work and because they had not worked 

for a long time. They reported that the continued support from WM helped them to maintain the job.  

Specialist support 

5.61 The clients we interviewed in this strand of the research had been provided with a range of 

specialist support such as life coaching, bereavement counselling, a mindfulness course, a retraining 

course and a confidence-building course. Although access to specialist support has been important to 

help clients overcome specific barriers, clients did not deem it to be as important in helping them 

progress towards and in to employment as the Case Manager support. 

Benefits of being in work 

5.62 It is well recognised that paid employment has the potential to bring a host of benefits to the 

individual over and above the financial. This is borne out in the research with clients reporting a wide 

range of benefits as a result of being in work. This section examines the intangible and tangible benefits 

for the WM clients in the study. In the final phase it is based on in-depth interviews with seven Working 

Matters clients who were, at the time of writing, in work. The Phase 2 evaluation report also provided 

findings of research with in-work clients and the final report draws on this, as well as the more recent 

research.  
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Intangible benefits 

5.63 The most commonly reported intangible benefit by the in-work clients was having a routine and 

a structure to the week. Working Matters clients frequently reported being very isolated in their homes 

and communities prior to WM, and the routine of work, either full-time or part-time, was very beneficial 

to them and they feel they have a good work-life balance. 

5.64 The following comments demonstrate this: 

‘The main benefit of work is getting routine’ 

‘Working means I have to get out of the house and I feel much better’ 

 ‘The most important thing about having a job is gaining a routine and getting back to 

feeling like myself’  

5.65 The research in Phases 2 and 3 demonstrate that being in work increases the client’s general 

well-being and happiness. Clients reported feeling ‘happy’ now that they are in employment and that it 

is a ‘good feeling’. Others stated that they feel better about themselves and being in work has improved 

their self-esteem. One client, who had been unemployed for 20 years prior to WM, said that getting back 

to work had: 

‘hugely changed my life. It has been particularly good at improving my self-esteem’ 

5.66 And two others commented that: 

‘I have the money and the confidence to start hobbies up again – like hiking’ 

‘The benefits are having more money, routine and it’s important to have work in your life.’ 

5.67 One client, who had been out of work for a significant period and is now in work, reported that 

they are ‘very happy’ and it has: 

‘made a big difference because I can replace broken items and plan for my wedding’ 

5.68 This clearly illustrates an improvement in their quality of life and sense of being more in control 

of their life. 

5.69 Evidence indicates that WM clients often take up roles in the social care sector and in the 

qualitative research, they reported that they often are attracted to these roles as they can draw on their 

own experiences of caring for family members and of facing challenges and barriers.  

5.70 Examples include working in elder care where they could draw on their experience of being a 

carer for family members, working with people with learning difficulties and working with people who 

misuse alcohol and substances. Some clients believe that they had been offered these roles as a result 

of their personal experiences in the area. Clients reported finding these roles to be very rewarding and 

fulfilling. For example, a client, working in home care, said that: 

‘the best thing about the job is that it’s rewarding. When previously I might have called in 

sick to a job, I now go because I don’t want to let the clients down. It makes me feel 

better about myself’ 

5.71 Another, who works night shifts in a care home, stated that: 

‘I wasn’t sure about working in care before but now have the confidence to do it and will 

keep doing it as it is very rewarding’ 
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5.72 Clients feel much more confident as a result of being in paid work. On the whole this is because 

they have met new people at work and expanded their networks. They had developed new skills and 

knowledge through their jobs which increased their confidence and sense of worth. It is clear from the 

research that improved self-confidence has led to better mental health for some clients which is a very 

positive outcome and one that is likely to improve the sustainability of their employment.  

Tangible benefits 

5.73 Based on the interviews in Phases 2 and 3, the intangible benefits discussed above are more 

valued by clients than tangible benefits, such as money. Perhaps surprisingly, very few clients 

mentioned the financial benefit of being employed although the researchers explored this. Where it was 

reported as a benefit, it tended to be about the stability of having regular pay and their ability to better 

save and budget for new accommodation, a car and other items to improve their quality of life. 

Summary 

 In order to assess client progression, research in Phase 3 was undertaken with 20 tracked 

clients and 27 clients who are in employment to understand the extent of progression 

achieved and what aspects of the content and delivery of WM had contributed to this. 

 Over the research period, the tracked clients had experienced a variety of changes across a 

range of indicators. The cohort had reported strong improvements in their understanding of, 

and ability to access, local services. This has allowed clients to build ‘information literacy’, 

helping clients to better understand their needs and where to go for help. This is likely to build 

resilience and help clients sustain the further benefits of WM.  

 Clients reported a strong improvement in their job search and job applying abilities. This is 

particularly important to support them to move into their first job after WM, sustain lifelong 

employment and progress their career.  

 Tracked clients had also experienced an improvement in their overall confidence and their 

weekly structure and routine. These were main motivations for engaging with the programme 

and had seen consistent growth over the longitudinal research period. Rather than 

confidence-building being from specific, focused courses or specialist support, clients’ 

confidence had grown from social interaction, developing new skills and the structure the 

programme brought to their week. 

 The research found that there was no particular correlation between inputs (activities) and 

outcomes (both self-reported and the WM stage reached). This is a reflection of the differing 

mix of needs and challenges amongst WM clients. No single activity in isolation can drive 

client progression, but, rather, it is the skills and approach of Case Managers, the person-

centred approach of the programme, and the mix of activities available that is the strength of 

WM. 

 These findings were confirmed through interviews with in-work clients, who felt that one of the 

key factors contributing to their move into employment was the support of the Case Manager, 

both the emotional and personal support. Also, having someone to represent them and 

encourage them to apply for jobs outside their skillset and experience was important.  

 Most clients who have moved into employment are still in regular contact with their Case 

Manager. The aftercare support is deemed particularly important to help sustain employment.  
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6 Social impacts, SROI and value for money 

Introduction 

6.1 This chapter sets out the social impacts achieved by Working Matters (WM), and the estimated 

social return on investment and associated value for money.  It examines the social impacts and 

personal improvements realised by WM clients, before considering the social return on investment 

(SROI) and value for money generated by investment through WM. 

Social impact 

6.2 One of the aims of WM is to generate social impact and wellbeing for its supported clients.  As 

Chapter 3 demonstrates, many WM clients have achieved personal (social) outcomes (Table 6.1).  

Almost a third has achieved a positive health intervention (32%), with a similar proportion achieving a 

mental health outcome.  This is significant, given that around 71% of WM clients had a mental health 

condition at the time of engagement with the programme.   

6.3 Almost three in ten WM clients have also achieved a financial management outcome.  In 

addition, almost twice as many – 1,875 clients – have engaged with money and benefits advice provision 

through the programme. 

6.4 A considerable number of clients have also achieved a criminal justice outcome.  Around 15% 

of clients have reduced their risk of re-offending as a result of engaging with WM. 

Table 6.1: Personal and social outcomes for WM clients 

Personal outcome N 
% of WM 
cohort 

Positive heath intervention 1,100 32% 

Mental health management outcome 1,060 31% 

Financial management outcome 980 29% 

Criminal justice outcome 517 15% 

Physical disability enablement 290 9% 

Volunteering outcome 289 9% 

Life impacting changes outcome 299 9% 

Substance rehabilitation outcome 74 2% 

Homelessness outcome 60 2% 

Source: Client monitoring information 

6.5 In addition to defined personal and social outcomes achieved through the WM programme, 

clients have also realised improvements in their personal situations.  Throughout their engagement with 

the programme, WM clients have undertaken individual needs assessments (INA).  The assessment 

wheel data show that generally, WM clients report improvement across all aspects.  The largest average 

change reported was for awareness of local services.  This demonstrates the value and role of the case 

manager in working with clients, and signposting to relevant services based on the individual needs of 

the client. 

6.6 WM clients also report a good level of improvement in their self-confidence.  There was an 

average 1.66 point improvement in self-confidence for clients.  This is important given the impact that 

low self-esteem, anxiety and confidence issues have in terms of barriers to employment for the WM 

cohort. 
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Table 6.2: Improvement in self-assessment during the WM programme 

 

First self-
assessment 
(avg.) 

Last self-
assessment 
(avg.) Change 

Number with 
positive 
change39 

How aware are you of the local services in your 
area? 

4.08 6.20 2.12 622 

How do you rate your overall confidence levels? 4.00 5.65 1.66 614 

Do you require help with routine and structure in 
your daily life? 

4.70 5.96 1.26 525 

Do you know how to search and apply for jobs? 4.89 5.65 0.76 378 

Do you want to learn new skills and achieve 
qualifications? 

5.06 5.79 0.73 382 

Do you know how to use a computer/social 
networking sites? 

5.45 6.09 0.65 349 

Do you feel you have support from family and 
friends? 

6.80 7.19 0.39 321 

How financially stressed do you feel? 5.86 6.13 0.27 348 

How do you feel about managing your debt? 7.63 7.87 0.24 267 

How do you rate your reading & writing skills? 7.70 7.90 0.20 256 

How do you rate your number skills? 7.60 7.77 0.17 241 

How do you rate childcare as a barrier? 8.81 8.95 0.14 87 

Source: Client monitoring information and ekosgen calculations 

Social return on investment 

6.7 The employment, social and personal outcomes realised by WM clients provide evidence of 

SROI.  To estimate this, a number of assumptions and proxy measures drawn from verifiable sources 

are used to calculate the impacts.  These draw on known prices for services or cost to the public purse.  

The assumptions and measures are summarised for each indicator in Table 6.3. 

Table 6.3: Summary of social impact assumptions and proxy measures 

Social 
impact Assumption Proxy measure Value Source Notes 

(1). 

Progression 
(1a) Fiscal 

benefit of 
sustained 
employment; 
(1b) Distance 

travelled 
towards 
employment 

(a) Sustained 

employment 
brings fiscal 
benefits to the 
public purse 
(b) Progression 

along WM 
pathway 
ultimately brings 
fiscal benefits to 
the public purse 

Fiscal benefit of 
reduced benefits 
payments, plus 
income tax and 
NI contributions 

£9,300; £1,033 
per progression 
point (WM 
pathway stage) 
prior to sustained 
employment 

ESA/Universal 
credit benefits 
Income Tax/NI 
based on FT 
salary at 
National Living 
Wage 

Assumes those 
in sustained 
employment no 
longer claiming 
ESA/UC.  
Weighted 
discounting 
applied to reflect 
distance to 
employment at 
each stage, and 
non-linear nature 
of progression 
pathway 

(2). Mental 

health 
management 

Client able to 
self-manage 
mental health, or 
no longer require 
support 

Cost of CBT 
course 

£99 per session Unit Costs of 
Health and 
Social Care 2018 
Report 

Assumes 10 
sessions per 
course 

(3). 

Substance 
rehabilitation 

Client no longer 
taking up 
community-
based substance 
rehabilitation 
services 

Cost of 
community-
based substance 
rehabilitation 
services 

£122 per contact Unit Costs of 
Health and 
Social Care 2018 
Report 

Assumes 
average 10 
contacts with 
service 

                                                      
39 It should be noted that INA assessment wheel data is not held for all WM clients 
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Social 
impact Assumption Proxy measure Value Source Notes 

(4). Physical 

disability 
enablement 

Reduction in use 
of local authority 
physical support 
services (home 
care) 

Cost of 1-hour 
local authority 
home care visit 
per week 

£32.90 per hour Unit Costs of 
Health and 
Social Care 2018 
Report 

Assumes 
reduction in 
support rather 
than end to 
support needs 

(5). Financial 

management 
(for clients 
without 
mental health 
issues) 

Client able to 
better manage 
own finances 
without support 

Cost of half-day 
financial 
management 
course 

£250 each for a 
half-day course 

Unit Costs of 
Health and 
Social Care 2018 
Report 

Assumes no 
further financial 
support required 

(6). Financial 

management 
(for clients 
with mental 

health 
issues) 

Client able to 
better manage 
own finances 
without support 

Cost of face-to-
face 
financial/debt 
management 
advice for clients 
with mental 
health issues 

£292 per client Unit Costs of 
Health and 
Social Care 2017 
Report 

Assumes no 
further financial 
support required 

(7). Criminal 

justice 
(reduced risk 
of 
reoffending) 

Client no longer 
at risk of re-
offending 

Cost of re-
offending/ 
equivalent 
savings for 
public purse 

£65,000 cost in 
re-offending, per 
instance 

Global Value 
Exchange, 2012 

Value adjusted 
for inflation.  Also 
takes into 
consideration 
Scottish re-
offending rate of 
30.8% in 
2015/16 (latest 
available data)40 

(8). 

Volunteering 
(reduced 
isolation) 

Client has 
reduced social 
isolation through 
volunteering 

Annual cost of 
befriending 
service through 
social 
prescription 

£545 per annum 
for befriending 
services 

Unit Costs of 
Health and 
Social Care 2018 
Report 

Alternative 
measure is £92 
cost to public 
services per 12 
hours of 
befriending 
contact 

Source: Client monitoring information, Unit Costs of Health and Social Care 2017/2018, 

Global Value Exchange and ekosgen calculations 

6.8 For each of the factors above, an adjustment is made to account for optimism bias, i.e. not every 

client will realise full benefits.  Consequently, the SROI can be considered in terms of fiscal benefit, and 

health and social improvement benefits.  Informed by the indicators and measures in Table 6.3, the 

SROI for WM is set out below. 

Fiscal benefit of sustained employment 

6.9 It is estimated that the fiscal benefit of those in sustained employment as a result of participation 

in WM on an annual basis is approximately £1.36 million; this estimate is informed by 1a in Table 6.3.  

Assuming that impacts persist for three years and there is a 25% drop-off (decay) per annum to reflect 

the nature of client group, the net present value (NPV)41 of impacts is approximately £3.04 million. 

Distance travelled and wider health and social benefits 

6.10 Anticipated impacts can also be derived in relation to progression, i.e. distance travelled towards 

employment, where a client is not yet in work (1b).  They can also be derived in relation to health and 

                                                      
40 https://www.gov.scot/news/reconviction-statistics-2015-16/ 
41 Net present value or NPV is a method that accounts for the time value of money; it discounts future value of money based on 
a specified rate of return, on the basis that a cash flow today is worth more than future cash flows, as a present flow can be 
invested or benefitted from immediately. 

https://www.gov.scot/news/reconviction-statistics-2015-16/
https://en.wikipedia.org/wiki/Time_value_of_money
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social wellbeing considerations (drawing on indicators 2-8 in Table 6.3).  The estimated net impacts for 

these are as follows: 

 Anticipated impact from distance travelled towards sustained employment: £2.84 million 

 Impacts from improved physical/mental health and reduced uptake of services: £801,695 

 Impacts from improved financial management/stability: £136,948 

 Impacts from social participation and criminal justice: £3.00 million 

6.11 The net social benefit to date as a result of WM engagement on an annual basis is £6.77 million.  

As above, assuming that impacts persist for three years, and there is a 25% drop-off (decay) per annum, 

the NPV of social impacts is approximately £15.09 million. 

6.12 Combining the fiscal and social benefits, the total annual impact (actual and anticipated) arising 

from WM is approximately £8.13 million, with NPV of £18.13 million over a three-year period. 

Value for money 

6.13 In terms of value for money across the programme, WM has achieved a cost per employment 

outcome of around £17,260, based on final expenditure of £7.94 million (taking into account programme 

grant spend and matched spend by Member Authorities as well as programme management costs).  

This represents reasonable value for money given the nature of the client group; this is some 15% above 

the cost per job of £15,000 anticipated at the outset of WM by programme partners. This compares to a 

cost per employment outcome of £13,700 for the Work Programme nationally.  That said, investment 

through WM has not only been targeted at employment outcomes, and when taking into consideration 

the wider employment-related outcomes, personal and social outcomes and improvements in personal 

circumstances achieved through the programme, this value for money is enhanced. 

6.14 When considering the impacts achieved by the WM programme, the social return on investment 

is 1:2.28, meaning that for every £1 invested by WM partners, an estimated £2.28 in benefits are 

accrued, over the three-year period that impacts are assumed to persist.  This is a relatively good ratio, 

particularly given the resource-intensive nature of the person-centred approach.  It compares favourably 

to the cost:benefit ratio of other employability programmes delivered with similar cohorts (e.g. the 

Working Well pilot programme in Greater Manchester, which has a cost:benefit ratio of 1:1.6), and 

appears to generate reasonable returns when compared to programmes delivered with cohorts closer 

to the labour market (e.g. Wigan’s Forward 4 Work programme, with a cost:benefit ratio of 1:8.95). 

6.15 However, it is worth noting that through aligned services delivered by Member Authorities, WM 

clients had access to a wider range of employability, health and other services, including services 

provided free at the point of delivery though Member Authorities, and free consultations through SALUS, 

RAMH, etc.  This will undoubtedly have an adverse impact on value for money and cost:benefit ratio, 

though this is difficult to quantify. 
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7 Conclusions and recommendations 

Introduction 

7.1 During the three years of the programme and the evaluation, it is clear that WM has successfully 

engaged with some of the region’s most vulnerable people. It has made a significant impact on the lives 

of many individuals who would not have made the progress achieved if it hadn’t been for the programme.  

7.2 The tailored, person-centred approach that has been tested has been shown to have been 

successful. A critical success factor is the client’s relationship with the Case Manager, and that progress 

is largely driven by the client rather than being service-led. That is not to say that the Case Managers 

do not encourage progression and support clients to be ambitious about what they can achieve in the 

next stages, they do that.  However alongside this, they understand that WM clients might disengage 

and lose confidence if they are pushed too hard. They also understand that progression may not be 

linear; there will, for many clients, be periods where they don’t progress, may disengage and possibly 

take a step backwards. They appreciate that for the vast majority of clients progression into employment 

will not be possible. 

7.3 In this chapter, we present our conclusions on programme performance and the effectiveness 

of the regional approach to managing and delivering the WM programme. We then make 

recommendations for the future design and delivery of regional employability programmes. 

Conclusions 

Programme performance 

7.4 Demonstrating its success, the WM programme has exceeded its revised attachment targets 

overall, with only two Member Authority areas not achieving their individual attachment targets.  Given 

the nature of the client group, and the number and complexity of barriers to employment faced by 

individuals, this is a considerable achievement.  Even against its original targets (WM achieved around 

85% of its original target), the programme has been reasonably successful in engaging the client group. 

7.5 The WM programme has also been successful in progressing clients into employment, albeit 

not as many have moved into paid employment as had been anticipated at the outset.  It performs better 

in securing employment outcomes than more mainstream approaches, as demonstrated in comparison 

with the pseudo-comparison group of wider ESA claimants in the Glasgow City Region.  By programme 

close, 95% of the revised employment outcome target had been achieved.42  North Lanarkshire was 

particularly successful, achieving 170% of its employment target.  Some areas found it more difficult to 

achieve their employment target, perhaps a reflection of the impact of other employability programmes, 

or economic conditions.  The extent of the barriers faced by clients in different areas may also be a 

factor – for example clients in some areas had been unemployed for longer, overall, than in others. 

Where the cohort had been unemployed for longer, they also tended to face more barriers. 

7.6 However, this positive overall performance has not been without its challenges.  A substantial 

‘bottleneck’ formed and persisted in the progression pathway, with clients ‘sticking’ at the stages  where 

the focus is on addressing and overcoming barriers to work, meaning this concentration of activity in 

WM Stages 3-6 is reflected in the average time taken to reach the later pathway stages, and achieve 

personal and employment related outcomes.  The time taken to progress and achieve outcomes 

increased as the programme went on. The key challenge for client progression, is, as we would expect, 

                                                      
42 The total employment outcomes achieved were 77% of the original targets, which were revised in early 2018 in agreement 
with DWP. 
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related to the number and complexity of the barriers those remaining clients faced and must be factored 

into programmes designed to help this client group. 

7.7 By the end of the programme, WM clients were more likely to have achieved training and 

personal outcomes relating to overcoming barriers to employment than to have moved into paid 

employment. Whilst they may not have moved in to paid employment, clients benefited from being 

supported to address the barriers, gain qualifications in some cases and progress towards employment, 

and based on the qualitative research, we know that a number intend to take up a job going forward. 

Overall, clients report significant increases in their confidence, their sense of isolation has been reduced, 

they are more aware of and likely to use local services, and they feel that they have better relationships 

and are more supported by their families. As well as benefiting the individual in terms of their self-esteem 

and sense of well-being, these improvements mean that their progression is more likely to be sustained 

as they have greater support and resilience. They also report that they have learnt new skills which they 

believe will help them to move towards and potentially take up employment. Developing new skills is a 

benefit in itself, but it is also important in boosting confidence, feeling more positive about the future, 

and having a sense of self-worth and satisfaction. 

7.8 The WM programme has been very successful in having a social impact and positively 

benefiting the wellbeing of clients, through personal outcomes, and also improvements in their personal 

situations.  These outcomes can lead to savings for the public purse through, for example, less need for 

health and social care interventions, tax revenues of people who are in work and if people are less likely 

to reach a crisis point in their lives, there will be less need for statutory interventions 

7.9 The evidence shows that as a result of WM supporting a cohort of clients in to employment, the 

benefit to the public sector is approximately £1.36 million.  Added to that, the value of the impact on 

clients who have progressed towards employment is around £2.82 million. The combined financial 

benefit is therefore substantial. 

7.10 As well as these employment-related and progression impacts, improvements in physical and 

mental health, financial management, social participation and criminal justice outcomes generate 

impacts of approximately £3.94 million. These are derived from a reduced uptake of services provided 

by public sector organisations to address issues such as social isolation and financial stress, and also 

reduced costs to the public purse as a result of reduced re-offending. 

7.11 Taking the fiscal and social benefits as a whole for the WM programme, the total annual impact 

for actual and anticipated impacts arising from WM is approximately £8.13 million, with NPV of £18.13 

million, assuming that impacts persist for three years, and that there is a 25% drop-off of impact 

realisation per annum. 

7.12 WM has therefore delivered substantial savings to the public purse as well as the benefits it has 

brought to individuals, households and communities across the City Region. It has enhanced the 

employability and employment for individuals who have been a significant distance from the labour 

market.  This reduction in economic inactivity contributes to a broader reduction in the benefit bill. 

7.13 WM represents reasonably good value for money, having achieved a cost per employment 

outcome of around £17,260, despite this being above the cost per job of £15,000 anticipated at the 

outset of WM by programme partners.  However, it is important to note that investment through WM has 

not only been targeted at employment outcomes, and when taking into consideration the wider outcomes 

(social, personal, etc.) achieved through the programme, this can be considered good value for money 

(though this excludes uptake of services free at the point of delivery through Member Authorities, and 

access to services such as SALUS and RAMH). 

7.14 When considering the social impacts achieved by the WM programme, the social return on 

investment is 1:2.28 – i.e. for every £1 invested by WM partners, an estimated £2.28 in benefits are 

accrued, over the three-year period that impacts are assumed to persist.  This is a relatively good ratio, 
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particularly given the resource-intensive nature of the person-centred approach.  It compares favourably 

to the cost:benefit ratio of other employability programmes delivered with similar cohorts, but when 

considering the uptake of aligned services, this ratio will necessarily decrease. 

7.15 In summary it is useful to consider the programme’s performance against the objectives set for 

WM including its client engagement and job outcome targets. These were as follows:  

 A reduction on the benefit bill, including ‘passported’ benefits like Housing and Council tax 

benefits: the programme will achieve savings to the tune of £1.36m per annum or just 

over £3million over three years 

 A reduced strain and costs on other public services such as health and social care: WM can 

demonstrate that it has had a positive impact on public services to the tune of £6.8 million 

per annum or £15m over three years 

 An increase in the employment rate and reduction in levels of economic inactivity which will 

contribute to increased productivity, and increase in GVA across the city-region: the 

programme has contributed by supporting 461 clients into employment  

 Evidence of the social return on investment (SROI) of investing in this client group: the social 

return on investment is calculated as £1:£2.28 

 Gathering evidence of the effectiveness of this type of intervention as a means of lobbying for 

policy changes to provide support for this target group of clients:43 evidence has been 

gathered which proves that this approach has been effective and is presented in this 

report 

The regional approach 

7.16 The programme successfully tested a regional approach to delivering employability support to 

this particular client group. Importantly, there was scope within it to allow local delivery to reflect local 

circumstances for example in the services procured and the approach to working with employers.  

7.17 The consistent branding and communication across the region helped with cross-boundary 

recognition and reinforcement of the messages. It also meant that DWP staff were receiving consistent 

information regardless of their location and so, passing that on to clients. However, the levels and 

appropriateness of referrals varied, particularly in the early stages and they relied on the approach and 

knowledge of individual work coaches.  A strength of WM was that where an issue with referrals was 

identified, partners quickly stepped to work with JCP staff to find solutions and give them the information 

they needed. 

7.18 Whilst Hanlon presented a few issues in the early stages, to be expected when a new system 

is introduced, and was quite resource intensive in local areas, a central CRM system is undoubtedly 

more resource efficient overall. It allowed for data to be collated and analysed regionally and by Member 

Authorities which was critical in monitoring and driving performance. It provided early warning about 

issues such as low levels of attachments and enabled actions to be taken to address the difficulties. It 

was an important tool to assist local and programme level decision making and was used effectively. 

7.19 There is a need to therefore consider early in a programme’s implementation how to make best 

use of Hanlon (or other CRM system) data to drive and enhance the effectiveness of programme delivery 

overall and within each Member Authority/partner organisation as well as to gain measures of success.    

7.20 Along with the centralised CRM system, a centralised management team has been a 

considerable benefit in particular by allowing a larger proportion of resources to be allocated to delivery, 

rather than to eight separate management structures and activities. Given how resource intensive the 

                                                      
43 Ibid., p. 7 
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client-facing activity is, this efficiency is particularly valuable. Coupled with this, strong and new 

partnerships were formed at operational and strategic levels and if maintained, these are likely to deliver 

benefits beyond the life of WM.  

7.21 Client-led service delivery, such as WM, can mean that compliance and demonstrating 

compliance can be especially challenging. WM developed a single compliance system that was applied 

across the eight Member Authorities. This helped each Member Authority to deliver the programme 

compliantly, without having to develop and apply their own systems. There was compliance staff support 

which was very valuable and again, taking a region-wide approach meant that this was successfully 

implemented, using resources efficiently.  

7.22 The Case Manager model has been acknowledged as very successful. The Case Managers’ 

knowledge and networks have been critical; they have been able to draw on these to signpost people 

to other services (e.g. Money Advice services, Salus, training providers) and to find work experience 

and employment opportunities through their contacts. They are also able to make suggestions of 

activities and courses that the WM client may be interested in or benefit from given their circumstances. 

The standardisation of this approach across Member Authorities has been considered helpful and has 

enabled effective knowledge sharing across areas. 

7.23 The programme also trialled new ways of working with this client group and this test and learn 

approach produced real dividends for staff, for Member Authorities and for other stakeholders. Case 

Managers started with various levels of knowledge and experience of working with this client group and 

there was extensive formal and informal knowledge sharing which has permanently enhanced the skills 

levels of Case Managers. They shared their experiences and solutions, and provided peer support to 

each other. Member Authorities have used some of the learning from WM to inform their future approach 

to employability, reconsider how they procure services, and think more about multi-agency collaboration, 

for example with health and social care organisations. This includes looking at cross-boundary 

procurement of services, particularly in smaller Member Authority areas. 

7.24 Key to the success of WM was the approach and skills of the Case Managers and their ability 

to build positive and trust-based relationships with their clients.  Throughout the three years of the 

evaluation, the evidence clearly shows that no single intervention or type of intervention leads to the 

outcomes overall or for individuals. The overriding learning point is that the success of WM derives from 

the fact that it is tailored to need, is not time-bound, moving at the pace of the client, and is holistic. It 

recognises and tackles the barriers, taking a whole-person, and sometimes a whole-household, 

approach. 

7.25 It transpired that the ambition of linking WM with City Deal community benefits was unrealistic 

because the timings did not align. It may also be that for many WM clients, construction-based 

employment is not appropriate. However, there is a strong rationale for employability programmes to 

capitalise on community benefits deriving from other public sector expenditure to provide work 

experience, training and employment opportunities. 

Recommendations 

7.26 Given the level of resources which have been invested in the WM programme in addition to 

measuring the progression and job outcomes achieved for clients, it is important to highlight those 

elements of the programme and its approach which have worked well in terms of maximising positive 

impacts overall for this client group.  

7.27 Presented below are a number of recommendations worthy of consideration. 

Recommendation 1: For a programme intending to work with this client group well planned, designed 

and importantly, executed marketing and targeting activity is key to engaging local, regional and 
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national partner organisations and target individuals themselves who will face barriers to engaging with 

programmes as a rule. It is vital that organisations and staff who make referrals to employability 

programmes have the correct information and support they need, and are equipped to communicate 

this to the target client group. This activity is sometimes an afterthought in programme design. 

Recommendation 2: The Case Manager Model has been proven to work effectively with this client 

group and has been pivotal in securing the best outcomes for clients with complex needs and facing 

significant barriers to employment. 1-2-1, regular and client centred support ‘works’ with flexibility in its 

delivery at local level a critical component. This model and the resources required to effectively 

implement it should be the preferred model going forward. 

Recommendation 3: To best support this client group intensive forms of support are key to achieving 

personal outcomes for clients and moving towards employability outcomes. Future programme content 

should take cognisance of this fact and there is also a need to focus on being innovative in the types 

and formats of work undertaken with clients. 

Recommendation 4: The person-centred approach requires access to a range of specialist support. 

Building on the knowledge and contacts of Case Managers is important as is the strategic procurement 

of external services. Experience has shown that critical mass is needed to effectively purchase services 

so a regional supplier framework may be an avenue to be explored for some services; this could also 

be more cost effective as economies of scale might be realised 

Recommendation 5: Integration with local employability pathways and initiatives is important for 

delivering specific elements of support and training to clients drawn from these, and to maintain post 

programme progression and the delivery of client-led support. An overarching common regional 

framework for delivery must allow for local flexibility to allow MA approaches to reflect local structures, 

activities and characteristics. Similarly, the close alignment of specialist providers and mainstream 

services must work within this wider framework as referrals to and between these should be seamless. 

Recommendation 6: At a local level there have been a variety of approaches and levels of resource 

utilised to secure work placements and access job opportunities with employers. Adopting a regional 

approach to employer engagement could boost the number made available and save Case Manager 

resource particularly where there is no dedicated employer engagement resource level at Member 

Authority level. Considering regional/larger scale employers as programme partners as well as Member 

Authorities themselves is recommended. 

Recommendation 7: Re-assessing how City Deal project opportunities are accessed for future 

programmes is a consideration worthy of note. Communication channels in the first instance should 

focus on delivery partners at the local level providing regular information on what is happening in other 

projects and what emerging employment and/or training opportunities may be coming on stream. 

Recommendation 8: Proactive aftercare activity is key to ensuring this client group, much more so 

than others, are able to sustain longer term employment. However, sufficient resources are needed to 

allow the required flexibility that regular client follow-up requires. This should be a distinct component of 

any future programme. 

Recommendation 9: Overarching programme management has proven to be beneficial at the 

regional level on a number of fronts. This resource is particularly important for driving performance and 

maintaining a regional overview of a programme as well as providing a better understanding of delivery 

and outcomes at a local level.  
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Next steps 

The findings from this evaluation will be used to influence and inform the future design and delivery of 

regional (and national) employability programmes which support client groups with complex support 

needs in their employability journey going forward.  
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Appendix 1: Tracked client profile 

 

TC 
number 

Start 
date 

Gender Age 
range 

Unemployment 
length 
(months) 

Qualification 
level 

Disability Barriers WM stage 
reached 

1 Jan 
2016 

Male 51-54 276 No qualifications  Mental health condition 

 Physical impairment 

 Homeless 

 Long term physical illness 

 Long term unemployed 

 Mental health issues 

 History of alcohol abuse 

 No qualifications 

5 

2 July 
2016 
 

Male 51-54 96 ISCED Level 4  Mental health condition  Long term unemployed 

 Mental health issues 

 Substance related conditions 

 History of alcohol abuse 

Unknown 

3 May 
2017 
 

Male 41-50 19 No qualifications  Mental health condition 

 Physical impairment 

 Criminal convictions 

 Disability 

 Mental health issues 

 Migrants, people of foreign 
background, minorities 

7 

4 Nov 
2016 
 

Female 55-64 41 No qualifications  Mental health condition 

 Any other disabilities or 
impairment 

 Mental health issues 

 Unemployed 

5 

5 Oct 
2017 
 

Female 41-50 27 No qualifications  Mental health condition  Long term physical illness 

 Long term unemployed 

 Mental health issues 

 No qualifications 

 Unemployed 

6 

6 Nov 
2016 
 

Male 41-50 58 No qualifications  Mental health condition 

 Physical impairment 

 Long term physical illness 

 Long term unemployed 

 Mental health issues 

 History of alcohol abuse 

9b 

7 Oct 
2017 
 

Male 25-40 45 ISCED Level 2  Mental health condition  Long term unemployed 

 Mental health issues 

5 
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TC 
number 

Start 
date 

Gender Age 
range 

Unemployment 
length 
(months) 

Qualification 
level 

Disability Barriers WM stage 
reached 

8 Jan 
2018 
 

Female 55-64 107 ISCED Level 2  Mental health condition  Long term unemployed 

 Mental health issues 

 History of alcohol abuse 

7 

9 July 
2017 
 

Male 41-50 177 ISCED Level 6  No disability   Economically inactive 

 Criminal convictions 

 Disability 

 Long term unemployed 

 Mental health issues 

 Unemployed 

Unknown  

10 Aug 
2017 
 

Female 51-54 67 ISCED Level 2  No disability  Long term unemployed 

 History of alcohol abuse 

 Unemployed 

6 

11 Aug 
2017 
 

Female 41-50 150 ISCED Level 2  Physical impairment  Debt issues 

 Economically inactive 

 Long term physical illness 

 Long term unemployed 

 Unemployed 

7 

12 Oct 
2017 
 

Male 55-64 69 No qualifications  Physical impairment  Long term physical illness 

 Long term unemployed 

 Mental health issues 

 No qualifications 

5 

13 Jan 
2018 
 

Female 41-50 46 ISCED Level 2  Mental health condition  Debt issues 

 Long term unemployed 

 Mental health issues 

 Family/caring 

9b 

14 Nov 
2017 
 

Female 41-50 4 ISCED Level 2  Mental health condition  Long term physical illness 

 Mental health issues 

7 

15 June 
2017 
 

Female 41-50 -17 ISCED Level 2  Physical impairment  Mental health issues 

 Unemployed 

9b 

16 Mar 
2017 
 

Male 41-50 74 ISCED Level 1  Mental health condition  Long term unemployed 

 Mental health issues 

 History of alcohol abuse 

5 

17 Nov 
2017 

 

Male 41-50 14 ISCED Level 2  Mental health condition  Mental health issues 

 Family/caring 

 Unemployed 

Unknown 
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TC 
number 

Start 
date 

Gender Age 
range 

Unemployment 
length 
(months) 

Qualification 
level 

Disability Barriers WM stage 
reached 

18 Aug 
2017 
 

Male 41-50 103 ISCED Level 5  Mental health condition 

 Physical impairment 

 Mental health issues 

 History of alcohol abuse 

 Unemployed 

6 

19 Aug 
2017 
 

Male 25-40 25 ISCED Level 2  Mental health condition  Economically inactive 

 Long term unemployed 

 Mental health issues 

 Substance related conditions 

 History of alcohol abuse 

 Unemployed 

6 

20 May 
2017 
 

Female 25-40 11 ISCED Level 6  Physical impairment  Long term physical illness 

 Looked after young person 

 Unemployed 

8 
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Appendix 2: SROI framework 

Domain Outcome Data Measurement Proxy/value Source 

Economic 
circumstance 

Distance travelled 
towards sustained 
employment 

Hanlon Distance travelled 
towards sustained 
employment, using 
the WM 
Progression 
pathway as a scale 

Assumed 
reduction in 
benefits claimed 
(ESA/UC), and 
fiscal return 
through income 
tax/ NI 
contributions 

ESA/Universal 
credit benefits 

Economic 
circumstance 

Participants in 
sustained 
employment 

Hanlon Number in 
employment (WM 
Stages 8, 9a/b) 

-   

Fiscal Increased Income 
Tax receipts 

Hanlon Estimated income 
tax receipts based 
on assumptions of 
average earnings 

Estimates based 
on S1185L tax 
code for 2018-19, 
and National 
Living Wage 
salary 
Included in 
distance travelled 
measurement 

Income Tax 
based on FT 
salary at 
National Living 
Wage 

Fiscal Increased National 
Insurance receipts 

Hanlon Estimated national 
insurance receipts 
based on 
assumptions of 
average earnings 

Estimates based 
on Class 1, 2 NI 
contribution rates 
Included in 
distance travelled 
measurement 

NI based on FT 
salary at 
National Living 
Wage 

Employment 
skills 

Improved 
numeracy & 
literacy skills 

Assessment 
Wheel 

Improvement in 
numeracy & 
literacy skills (avg.) 

- - 

Employment 
skills 

Improved IT skills Assessment 
Wheel 

Improvement in IT 
skills (avg.) 

- - 

Employment 
skills 

Improved job-
related 
qualifications 

Hanlon Qualification 
outcomes attained 

- - 

Employment 
skills 

Improved 
educational 
attainment 

Hanlon Education 
outcomes attained 

- - 

Employment 
skills 

Work-related 
training undertaken 

Hanlon Training outcomes 
attained 

- - 

Health & 
wellbeing 

Improved 
confidence and/or 
self-esteem 

Assessment 
wheel 

Increase in overall 
confidence levels 
(avg.) 

- - 

Health & 
wellbeing 

Improved mental 
health; client able 
to self-manage 

Hanlon Mental health 
management 
outcome attained 

Assumes mental 
health support no 
longer required. 
Benefit equivalent 
to a course of 
CBT: 10 sessions 
at £99 per session 

Unit Costs of 
Health and 
Social Care 
2018 Report 

Health & 
wellbeing 

Rehabilitation and 
removal of 
drug/substance 
dependency 

Hanlon Substance 
rehabilitation 
outcome attained 

Cost of 
community-based 
substance 
rehabilitation 
services; £122 per 
contact; assumes 
10 contacts 

Unit Costs of 
Health and 
Social Care 
2018 Report 

Health & 
wellbeing 

Improved 
awareness and 
use of positive 

Hanlon Positive heath 
intervention 
attained 

-   



Working Matters Evaluation: Final Report 

  75 

Domain Outcome Data Measurement Proxy/value Source 

health 
interventions and 
strategies 

Health & 
wellbeing 

Reduction in use of 
local authority 
physical support 
services (home 
care) 

Hanlon Improved 
management of 
acute conditions 
through physical 
disability 
enablement 

£32.90 per hour 
for services 
provided by local 
authorities for 
adults requiring 
physical support 
(Home care) 

Unit Costs of 
Health and 
Social Care 
2018 Report 

Housing & 
financial 
management 

WM clients 
improve financial 
management 

Hanlon Increase in 
financial 
management 
ability 

£250 per half-day 
financial 
management 
course 

Unit Costs of 
Health and 
Social Care 
2018 Report 

Housing & 
financial 
management 

WM clients with 
mental health 
issues improve 
financial 
management 

Hanlon Number of clients 
securing an 
increase in 
tenancy length, or 
long-term 
lease/tenancy 

£292 per client for 
face-to-face 
advice 

Unit Costs of 
Health and 
Social Care 
2017 Report 

Housing & 
financial 
management 

Improved financial 
stability 

Assessment 
wheel 

Reduction in 
financial stress 
(avg.) 

- - 

Social & 
community 

Reduced social 
isolation and 
improved social 
relationships 

Hanlon Volunteering 
outcomes 

£545 per annum 
for befriending 
services 

Unit Costs of 
Health and 
Social Care 
2018 Report 

Social & 
community 

Participants with 
criminal history 
enabled to seek 
work and reduce 
risk of re-offending 

Hanlon Criminal justice - 
reduced risk of 
reoffending AND 
enabled to be 
effective 
jobseekers 

£65,000 - cost in 
reoffending in 
2012, adjusted for 
inflation; 
represents 
savings to the 
public purse 

Global Value 
Exchange 
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