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BACKGROUND AND INTRODUCTION

The overarching vision of this Framework is that it will:

e Improve engagement with individuals and employers

e Deliver a consistent and co-ordinated employability service for individuals
and employers

e Improve outcomes for workless individuals with increased numbers
entering and sustaining employment

e Contribute to efforts to enhance economic growth and reduce the
productivity gap

The Plan will provide a framework through which Tees Valley partners can
deliver the Regional Employability Framework (REF) and connect and deliver
national priorities for economic development, employment, skills and
neighbourhood renewal both at the sub-regional level and local level.

In taking forward the strategic objectives and actions outlined in this Plan
Tees Valley will ensure that the local infrastructure is fit to respond to and
influence policy and operational changes at a regional and national level. By
pursuing a joined up approach partners will be in a stronger position to seek
devolvement and flexibilities from Government with regard to employment
and skills provision and in doing so have greater local influence over
mainstream services.

Implementation of this Plan will also allow for the elimination of duplication,
gaps and fragmentation that exists within current provision, this ensuring:
greater customer reach; a consistent standard of service via provision that is
more responsive to client and employer needs; and greater and more
sustained outputs and outcomes.

This will see the alignment of the priorities and resources of key partners in
order that they have a greater impact on the labour market. Partners will
strategically commission and co-ordinate programmes in line with the REF
employability service model against identified operational priorities. This will
ensure that the journey through the welfare to work system is as seamless
as possible at a local level for both workless residents and employers.

The Scoping Study
Development of this Framework follows the preparation of a Scoping Report
on worklessness in Tees Valley which was presented to partners in October

2007. The purpose of this study was to: review the extent and characteristics
of worklessness in Tees Valley; to assess at a high level the interventions put
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in place; and to provide a suggested way forward for the Employment and
Skills Board (ESB).

The Scoping Study found that there were significant employment and skills
challenges facing the Tees Valley economy and questioned the extent to
which current provision was fit to respond. The study reviewed at a high level
the provision that was in place; identified a number of areas of duplication
and gaps in provision; and found wide variations in delivery capacity across
different localities.

A key recommendation of the study was that the Tees Valley ESB take a lead
role in co-ordinating employment and skills activity at the sub-regional level.
The study also recommended that the Tees Valley ESB lead the development
of an Employment and Skills Plan focused on employability and basic skills
and that this should set out:

¢ the basis for a more integrated/seamless offer for individuals and
employers, outlining how this should build on existing activity;

¢ how to address gaps and duplication in provision for priority groups;
e priorities for joint commissioning; and

e a simplified gateway for employers to address their recruitment and
training requirements.

The Framework

In line with the recommendation to develop a Plan further work was
undertaken with Tees Valley partners. This work focused on mapping in
greater detail the strengths and weaknesses of current provision and on
developing firm proposals to guide the implementation and delivery of an
integrated approach to employment and skills.

This Framework sits within the wider policy context of welfare, skills and
employment reform in the UK. The Government is placing greater emphasis
on the importance of working in partnership to deliver services. In particular,
it highlights the challenge of joining up employment and skills locally. The
Plan also links with other regional, sub-regional and local strategies which
have an emphasis on employment and skills.

National Policy Context

The Green Paper In Work Better Off: next steps to full employment
published in July 2007 outlines how the Government proposes to move
towards their 80 per cent employment rate and world class skills aspirations.
At the heart of the report is the new ‘job pledge’ which aims to find job
opportunities for a quarter of a million people currently on benefits. This
builds on the Local Employment Partnerships announced in the 2007 budget,
and sees major employers in the public and private sectors committed to
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offering guaranteed job interviews for people who are on benefits and ready
and prepared for work.

Alongside this, the Government has reformed its main employment
programmes by:

¢ rolling out Pathways to Work as a nationwide programme, leading to
further significant increases in the number of people leaving incapacity
benefits for work;

e developing a new social contract with lone parents, which expects an
eventual move into the labour market in return for the necessary
personalised support;

e developing a more personalised, flexible and responsive New Deal,
delivering support which is right for the individual;

¢ replacing Incapacity Benefit and income support for new claimants with
Employment and Support Allowance;

e developing an integrated employment and skills agenda; and

e ensuring commissioning processes use expertise across the private, public
and third sectors at a national and local level, allowing Jobcentre Plus to
focus on where it adds the greatest value.

‘Ready for Work’ issued by DWP on 13" December 2007 sets out a new
strategy of moving people from being spectators on the margins on economic
activity — as recipients of passive benefits — to becoming participants,
actively seeking and preparing for work.

This focuses on the introduction of a new personalised and responsive
approach which will see the reform of current support to ensure that it better
responds to individual need. Providers will be more empowered and given
more discretion in the ways in which they can support individuals. Guided by
David Freud’'s report, the future commissioning strategy will maximise
innovation in all sectors and lead to more and better outcomes - Government
will contract on the basis of what works best to support people into work.

Areas of high worklessness will be targeted by devolving and empowering
communities. In the future, sustainable employment will be at the heart of
neighbourhood renewal — finding local solutions to local challenges. The
Working Neighbourhoods Fund will see a more targeted approach to
neighbourhood renewal and will put employment at the heart of area-based
regeneration.

The final report of The Leitch Review of Skills published in December 2006
and subsequent implementation plan set out a clear vision for the UK
highlighting the need to urgently raise achievements at all levels of skills and
commit to becoming a world leader in skills by 2020. This will mean doubling
attainment at all levels of skills and securing a joint commitment from
Government agencies, employers and individuals.

The review highlights that employment opportunities for the lowest skilled
will continue to decline with economic security in the future economy
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Tees Valley Business Case

The Tees Valley Business Plan outlines that there is a high degree of social
polarisation in the sub-region with high levels of worklessness and low skills
among the resident population. In response it identifies as key challenges:
the need to continue the rise in employment in the Tees Valley; to improve
household income and ensure less dependency on benefits; to continue to
increase economic activity and employment rates and reduce worklessness;
to upskill the workforce; and to reduce the number of working age people
with no qualifications.

The Plan outlines how partners will develop a strategy to address these
challenges which will:

¢ identify and provide the key skill needs of the Tees Valley economy;
e tackle worklessness; and

¢ address the 20% of working age population with no qualifications.

It outlines the importance of developing a cohesive, inclusive strategy which
seeks wherever possible to align the funding of all key stakeholders to
maximise impact for those people and places in greatest need and to avoid
duplication in area based initiatives. The development of this Framework
provides the opportunity to meet these requirements.

Tees Valley Multi-Area Agreement (MAA)

The Tees Valley MAA was submitted and signed off by Government in July
2008. It provides a key mechanism to help deliver the priorities identifies
within the Tees Valley Business Case and associated Investment Plan in order
to improve economic performance and hence quality of life. At this stage the
MAA is focused on economic development/regeneration funding, transport
funding and housing market renewal. The current iteration does not cover
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employment and skills; however, it shares with this Framework the desire of
Tees Valley partners to co-ordinate delivery of City Region activity in a more
effective way.

The MAA also sets out activities that Tees Valley Unlimited are already taking
forward as a partnership and with other partners, which do not require any
immediate additional action from Government or its agencies via the MAA>
The MAA outlines the commitment to continue to work on these proposals
and activities with partners. In this regard the MAA includes outcome targets
associated with a closing of the gap in: the proportion of working age
claimant group between Tees Valley and the UK average and in the overall
employment rate. This Framework will also act as a key delivery mechanism
for the employability associated outcomes identified in the MAA.

The Work Skills Command Paper saw a commitment from Government to
further devolve employment and skills responsibilities and enabling measures
to local partnerships with employers at the core. It is quite clear, however,
that the MAA process is identified as the preferred route via which
Government will conduct such dialogues. Therefore, Tees Valley is in a strong
position. There is potential with the success of the Employability Framework
to further develop the MAA to provide a framework for the implementation of
joint employment and skills activity in the future.

Local Authority Led Activity

There has been a long history of area based initiatives (ABIs) such as City
Challenge, Single Regeneration Budget (SRB) funded programmes, New Deal
for Communities NDC) and the use of neighbourhood renewal funding (NRF)
to tackle employment and skills issues at the neighbourhood level and
sometimes in relation to specific groups such as young people or lone
parents. More recently, increasing concentrations of the problem of economic
exclusion and persistent worklessness in particular areas has led to a raft of
sub-regional activity to address economic exclusion.

Each of the Local Authority areas in Tees Valley has identified worklessness
as a key priority within its Local Area Agreement (LAA). Although maybe
expressed differently, each has targets for improving employment rates,
reducing numbers receiving working-age benefits and increasing skill levels.
There has been close working with Jobcentre Plus, LSC and other partners
locally to address these issues, but the level of engagement varies. Excellent
initiatives are operational, but often in isolation, resulting in duplication of
effort and resources on developing and testing similar approaches in different
areas. Delivery of this Plan will contribute directly to the delivery of priorities
identified within the LAAs and Community Strategies and ensure greater co-
ordination.

The Role of the Employment and Skills Board

The Tees Valley ESB provides the focus for employment and skills within the
Tees Valley Unlimited partnership. Its priorities are to:
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e Improve the level of skills available to employers in the six priority sectors
of the Tees Valley economy

¢ Increase the number of people from disadvantaged communities in the
City Region in employment
e Join up current and planned actions of main public sector partners

¢ Respond to needs of employers and communities in the Tees Valley.

1.57. In line with the recommendations of the Scoping Report, it is proposed that
the Tees Valley ESB will have responsibility for owning and directing this
Framework. The Plan will provide a mechanism via which the ESB can co-
ordinate the planning and delivery of employment and skills activity in Tees
Valley.
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LOCAL ANALYSIS — LABOUR SUPPLY AND
DEMAND

The previous Scoping Study presented a comprehensive analysis of
employment and skills issues in Tees Valley, which ensures that there is a
robust evidence base to inform this Framework and to establish relevant
baselines. The below summarises this analysis, updating where relevant.

Labour Supply

The Tees Valley population is forecast to grow by 6.3% to 2021 from 2006
levels. However, this masks an aging population and a declining working age
population.

The number of people at retirement age or above (at present this is 65 years
for men and 60 years for women) is expected to increase significantly, inline
with regional and national averages. In the Tees Valley it is anticipated that
the retired population shall rise from 123,100 in 2006 to 161,000 by 2021 —
a rise of 30.8%.

In addition, the population of children under 16 years is expected to rise
slowly across all Tees Valley authorities except Middlesbrough, where there is
a slight decline - rising from 130,300 in 2006 to 136,900 by 2021 or 5.06%.
As a result, the Tees Valley working age population is expected to decline
from 404,100 in 2006 to 400,800 by 2021 — a fall of 4%.

Table 2: Persons of a working age as a % of the population

AREA NAME

Hartlepool

2006

60.7%

2016

59.4%

2021

57.9%

Middlesbrough

62.4%

59.6%

57.6%

Redcar and Cleveland

60.0%

56.9%

57.6%

Stockton-on-Tees

62.7%

60.6%

58.7%

Darlington

60.6%

58.4%

56.9%

Tees Valley

61.3%

59.1%

57.3%

North East

62.0%

59.7%

57.9%

England and Wales

62.2%

61.9%

61.3%

(Source: ONS, 2006 sub-national based population projections)
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Across the Tees Valley, employment rates are below the national average
and levels of unemployment and worklessness are above both national and
regional average. Although there are signs that the gap between the Tees
Valley and national employment rates is closing, the gap in many areas of
the sub-region is still significant — this is almost exclusively linked with area
of high deprivation.

The unemployment claimant count rate - the Government’s measure of
people claiming Jobseekers Allowance (JSA), is higher than the national
average in all Tees Valley authorities and is higher than the north east
average in all authorities other than Darlington and Stockton-on-Tees. In
May 2008, 15,253 people across Tees Valley claimed an unemployment
benefit resulting in an official unemployment rate of 3.8%. This is higher
than the regional average of 3.1% for the North East and well above the
national rate of 2.2%.

Figure 1: Unemployment Rate Trend

It appears that the

average unemployment 8 — Darlington
rate gap across the

. . 7 i
Tees Valley is closing at Hartiepool
a fgster rate than the | 6 Middlesbrough
national average.
However, the gap in Efdcﬁr a(;‘d

evelan

most p_arts_of _the_ Tees —¥— Stockton-on-
Valley is still significant Tees

as demonstrated in
figure 1.

—@—Tees Valley

North East

—@®— Great Britain

2000 2002 2004 2006 2008

(Source: National Statistics, based on yearly unemployment rates as
of May each year)

Worklessness issues are also considerable across Tees Valley and are diverse
in terms of how they affect particular groups and localities - in some areas
there is a concentration of worklessness among the young, in others a
concentration among older workers or those with caring responsibilities. In
particular Middlesbrough and Hartlepool have particularly high numbers of
claimants, although all authorities have high claimant rates.

High Incapacity Benefit Claimant rates are of particular concern across
the Tees Valley. The proportion of the working age population claiming
Incapacity Benefit in all Tees Valley authorities has remained well above the
national average since 2000 despite a marginal decrease in IB claimant rates
in all five local authority areas. These declines in the rate of IB claimants
have been most pronounced in Hartlepool and Redcar and Cleveland.
Nevertheless, it still remains that IB rates in the Tees Valley average 9.1%,
compared to 7.6% nationally. Rates of IB claimants are particularly high in
Hartlepool, Middlesbrough and Redcar and Cleveland and well above the Tees
Valley average for these three authorities.
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Table 3: Working Age Claimant Group by Local Authority, 2008

‘ Claimant count** Incapacity Benefit | Income Support

(February 2008) (February 2008) (February 2008)
Working age

‘ Population*  Num % Num ‘ % ‘ Num %
Darlington 60,243 10.33 17.1 4.74 7.8 4.07 6.8
Hartlepool 55,347 13.18 23.8 6.57 11.9 5.16 9.3
Middlesbrough 86,364 20.47 23.7 8.71 10.1 8.87 10.3
Redcar and Cleveland |83,704 16.87 20.2 7.76 9.2 6.35 7.6
Stockton-on-Tees 118,620 19.86 16.7 8.90 7.5 7.51 6.3
Tees Valley 404,278 80.71 |20.3 36.68 9.1 31.96 7.9
England 31,626,651 5,174.9 |14.1 2,400.9 |76 2,106.36 |87

* ONS mid year 2006 population estimates
** DWP statistics based on mid year 2004 population estimates

Analysis of worklessness by age shows that rates are particularly high
among the young, especially young men and those aged 25 to 49 years.
Rates of benefit claimants among young people are particularly high in
Middlesbrough, Redcar and Cleveland and Hartlepool. Notably, there are also
significant numbers of benefit claimants aged 25 to 49 years in
Middlesbrough and Hartlepool.

Table 4: Working Age Claimant Group by Local Authority and age, 2008

Claimants as a Claimants as a

% of the % of the Claimants as %o

working working of the working

population population population
Darlington 1490 2.5 5,210 8.7 12,330 6
Hartlepool 2010 3.7 6,530 11.9 16,520 8.4
Middlesbrough 3,360 8 10,520 12.2 18,490 7.3
Redcar and 2,760 5.6 10,930 9.8 15,740 7.1
Cleveland
Stockton on Tees 3,260 2.8 9,780 8.3 6,820 5.7

(Source: DWP, statistics based on mid year 2004 working population estimates)

Reasons to which these variations in worklessness are attributed vary but
tend to fall within the categories of: low sKills; industrial restructuring and
associated mismatch between labour supply and demand; benefit traps; low
aspirations; inter-generational unemployment; and a culture of benefit
dependence in some neighbourhoods.

Skills levels among the Tees Valley labour force are considerably lower than
the national average. Data shows that 18.4% of the working age population
in Tees Valley have no qualifications compared to 15.6% regionally and
14.3% nationally. This skills inferiority was observed at all NVQ levels. In all
Tees Valley authorities levels of the population with levels of literacy and
numeracy were low in comparison with the national average, in the sub-
region as a whole 27% of the population had low literacy compared to 24%
nationally and 28.4% had low numeracy compared to 24% nationally.
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The labour market in Tees Valley is very interdependent with a high
proportion of jobs in each local authority area occupied by individuals living
within the sub-region. Middlesbrough and Darlington experience a net gain of
commuters while Hartlepool and Redcar and Cleveland experience a net
outflow of commuters. There is a high degree of mobility among both high
and low skilled workers.

Labour Demand

Employment trends in the Tees Valley have changed significantly over recent
decades. Notably, there has been a significant fall in manufacturing
industries and a dramatic rise in service industries over the past 40 years.

Table 5: Employment Trends in the Tees Valley 1971 — 2004 (thousands)

1071 1081 1991

Industry ‘ Change 2004 from 1971
Primary 8.6 9.7 3.5 4.5 4 -4.6

Manufacturing 128 85.6 60 39.3 34.7 -93.3

Construction 21.6 18.3 20.5 15.9 16.2 -5.4

Services 119.3 139 159.6 193.1 207.9 88.6

Total 275.6 250.5 243.7 252.8 262.8 -12.8

(Source: Census of Employment/ABI)

However, the industrial structure of Tees Valley is very different from that of
the UK economy. Manufacturing employment rains high in Tees Valley at
15.4% compared to 11.9% for the UK as a whole, as does construction at
6.0% for Tees Valley compared to 4.5% for the UK. Public sector
employment is also high in Tees Valley at 30.5% compared to 26.4% for the
UK as a whole. In contrast Tees Valley has lower than average employment
in services, finance, tourism and transport and communications.

Table 5: Employment by Industry

Industry Tees Valley North East Great Britain

Primary Industries

4.4 (1.5%)

14.4 (1.5%)

387.7 (1.5%)

Manufacturing

44.8 (15.4%)

138.3 (13.8%)

3092.1 (11.9%)

Construction

17.6 (6.0%)

56 (5.6%)

1178.3 (4.5%)

Service Industries
Distribution. Hotels etc
Transport and comms
Banking, finance etc
Public admin

Other services

225.1 (77.1%)

797 (79.3%)

21366.6 (82.1%)

66.4 (22.8%)

226.5 (22.5%)

6418.5 (24.7%)

14.7 (5.1%)

45.8 (4.6%)

1544.1 (5.9%)

42.5 (14.5%)

152.4 (15.2%)

5193.5 (20.0%)

89 (30.5%)

321.7 (32.0%)

6872.3 (26.4%)

12.5 (4.3%)

50.6 (5.0%)

1338.2 (5.1%)

Total

291.9 (100%)

1,005.7 (100%)

26,024.7 (100%)

(Source: Annual Business Inquiry 2004, NOMIS)
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Moreover, the chemicals and process industry is the largest single industry
in the Tees Valley — employing in excess of 13,400 people, producing a total
of £8.8 billion GDP and are critical to the North East economy.

In addition, previous studies have identified key industry groups that have
the potential to develop into major clusters in the city region. These include,
digital, technology and media; tourism related; civil engineering; process;
bioscience and renewable energy industries. To realise the potential of these
industries we need to ensure that we are preparing individuals with the
necessary employment and skills support.

Already employers in Tees Valley are experiencing higher than national skill
shortages in skilled trades and administration type work. Research has also
found that lack of skKills is the most significant constraint facing businesses in
the sub-region. Social Futures research indicates that in 2006 of the 8,200
vacancies in Tees Valley 50% were in finance and 20% in distribution.
Vacancies in construction and transport were higher than national levels and
lower in public administration and manufacturing.

The above analysis highlights a restricted labour supply together with
increasing labour demand at the higher end of the skills spectrum presents a
number of risks to the Tees Valley economies. This includes widening gaps in
skills and income and GVA, together with increasing economic and social
exclusion. More jobs will require intermediate and higher level skills, and
currently local residents do not have the right skills to compete for these
opportunities.

If left unchecked these issues will constrain economic performance and
hamper growth aspirations. Partners face two key challenges therefore:
residents, particularly those within in the deprived areas that need support to
enter sustained employment and develop the skills required for their future
employability; and employers who face challenges recruiting sufficient
numbers of skilled and qualified workers to meet current and future business
needs.
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LOCAL ANALYSIS - THE CURRENT
EMPLOYABILITY INFRASTRUCTURE

To inform the development of this Framework a qualitative mapping exercise
was undertaken. This exercise mapped, at a high level, the provision
currently in place within each of the REF categories and thus how partners
funding and delivery is being directed in support of the REF.

The mapping exercise was informed by:

e completion of a set of templates which were sent to each of the Local
Authorities in Tees Valley to gather detail of current provision;

e face-to-face discussions with each of the Local Authorities, JCP and the
LSC, to explore current provision in more detail; and

e a workshop with key stakeholders (Local Authorities, JCP, LSC and Tees
Valley Joint Strategy Unit) to test and agree draft findings from the
mapping exercise.

The mapping has demonstrated that there continues to be a significant range
of mainstream and discretionary support on offer to address employment and
skills issues in Tees Valley. This support is delivered by an extremely wide
range of providers and is supported by various, sometimes overlapping,
funding streams.

In mapping this array of activity across the REF employability service model,
it is unclear as to the extent to which each element of the framework is
appropriately resourced. Many of the interventions claim to operate across all
stages. However, the specification, quality and intensiveness of provision at
each of the stages is unclear.

As outlined above national policy has seen a move to more integrated
employment and skills together with organisational changes and planned
introduction of new services. There are also forthcoming changes to the
welfare to work system with the advent of Flexible New Deal and move to
Employment Support Allowance and with it the introduction of a new
commissioning framework. Deprived Area Fund and Neighbourhood Renewal
Funding have been combined into the new Working Neighbourhoods Fund
(WNF) which has seen local authorities charged with a greater responsibility
to tackle worklessness.

Since the Scoping Study there have been increased efforts in Tees Valley to
plug identified gaps in provision. For example there is now an increased focus
on provision for NEETs. All of the local authorities in Tees Valley now have
strategies and programmes to specifically engage NEETs. In addition most
authorities are also using WNF to support a number of projects which identify
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the need to tackle worklessness by targeting specific client groups such as
those with physical and learning disabilities, those from BME groups and lone
parents. The Pathways to Work programme for Incapacity Benefit claimants
is now in operation throughout Tees Valley and the new European Social
Fund (ESF) programme has been focused on plugging gaps in mainstream
infrastructure.

Therefore, progress is being made, however, given the scale of the challenge
there is a way to go. This is demonstrated by the following analysis of the
mapping in line with the REF.

Client Engagement

Currently a large proportion of workless claimants in Tees Valley are not
mandated to engage with any form of mainstream support, this includes
“stock” Incapacity Benefit Claimants, a large number of Lone Parents and
those claiming other forms of Income Support. In a bid to combat this there
is a plethora of additional discretionary funded activity stated as having the
aim of engaging and supporting workless individuals and households in Tees
Valley.

Much of the engagement activity identified comprises mainstream and
discretionary funded basic IAG activity. While there is a large amount of this
IAG provision it is delivered by a range of providers across the private, public
and voluntary and community sector who are often targeting the same
clients; specifications of what the service includes differs by area and
provider; and depth and quality is varied.

This IAG provision available tends to take place on JCP premises is delivered
in a specific community site or within other organisations premises within or
out of the community — all of which depends on clients “walking through the
door”. In addition, some organisations ‘soft market’ their services and the
opportunities open to client groups within community settings or directly to
the client.

Therefore, there remain groups and localities of entrenched worklessness
that are largely untouched by mainstream and discretionary funded
engagement activity. This is particularly evident for ‘stock’ IB claimants and
those furthest away from the labour market that require more extensive,
personalised and intensive support. There appears to be a deficit of services
that target and engage people with mental health problems, although some
local authorities are currently putting in place pilot programmes to address
this gap. Furthermore, few services were identified across Tees Valley that
engage and offer specialist support to those with physical disabilities or
addiction problems.

There is also considerable gaps in provision for those unemployed prior to
New Deal Young People and New Deal 25 Plus eligibility, and little incentive
for eligible clients to engage with ‘voluntary’ New Deal. The new ESF
programme aims to plug these gaps but there is a danger that this will be
able to meet its targets via targeting those who are closest to the labour
market e.g. the newly or short term unemployed.
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Only a handful of proactive, front end or direct engagement and community
outreach programmes were identified as running in Tees Valley, the majority
of these were operated by VCS organisations, and many of these have now
disbanded. The Hartlepool “Streets Ahead” programme involves joint working
between mainstream partners and the VCS to train local volunteers to go out
into the community and undertake direct outreach to target workless
individuals at street level. The programme is demonstrating positive results
with 900 individuals engaged and over 100 supported into employment
and/or training. Middlesbrough Works also undertakes some outreach work.

A large number of the initiatives identified via the mapping have a wide focus
on engaging with the same priority localities and priority groups within them
and have similar outcomes that they are required to achieve. Lack of more
sophisticated targeting can lead to fragmentation, duplication and
competition which works against joined up working and referral processes.
This can be combated by initiatives and partners coming together to agree a
joined up approach to targeting and engagement — while, there are examples
of this happening in some local authority areas (e.g. Redcar and Cleveland
have just established a stakeholder group which will undertake this function
as part of efforts to better plan and co-ordinate support and Middlesbrough
has and established network of intermediaries which aims to provide this
role), it is not systematic.

A lot of first step engagement activity is also lost due to the outcome
frameworks of many funded programmes and a lack of recognition of the
time and effort involved in engaging and encouraging an individual to
commence a journey towards sustained employment. A focus on job
outcomes and lack of recognition of the value of early engagement activity
could be forcing providers to “cherry pick” or “skim” for those individuals who
are easier to assist and closer to the labour market. This can reinforce rather
than combat the concentrations of worklessness that exist. Data protection
barriers also make direct targeting difficult.

However the majority of claimants are already in some form of contact with a
public agency, even if it is just a relationship with their GP or other points of
contact within the community, for example, with a Registered Social
Landlord, children’s centres, welfare advice advisors, education providers and
clubs; this is not yet fully realised as a mechanism of engagement by
employability stakeholders. Yet, these informal contacts can often carry more
credibility and a stronger relationship with workless individuals than formal
employment and training services and are more likely to be situated in areas
with the greatest concentrations of workless residents than existing
employability provision.

To date these contacts have not been fully exploited or sufficient progress
made in establishing effective referral processes between these organisations
and employability services. There are also currently variations in the capacity
of such linked organisations to effectively refer and signpost individuals to
employability provision.

While a number of services have indicated a desire to become more engaged
in providing employability supports and referrals, this has not yet led to the
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development of shared assessments, formal referral procedures or working
protocols.

Assessment and Action Planning

There are a large number of employment and skills projects and programmes
operating in Tees Valley that identify action planning as an element of the
support they provide. However, few appear to encompass a formal
comprehensive action planning process that will consider all individual
employment, training and personal support needs. Currently the Action
Planning element of a lot of mainstream and discretionary support
programmes:

¢ is not detailed enough — tending to be undertaken over the period of a
single meeting with a client rather than as an ongoing process;

e is focused on immediate employment and skills experience and needs and
thus does not adequately explore wider barriers to employability;

¢ has insufficient recognition of the support history of the client which can
lead to the client repeating particular elements of support; and

¢ reinforces the mismatch between employment supply and demand by
leading to actions which are based on the aspirations expressed by the
client rather than actions which are informed by a detailed understanding
of the local labour market which is communicated by the support agent to
the client.

There are a number of different specifications as to what assessment and
action planning should involve. The current ESF programme incorporates a
standard specification for an enhanced action assessment and planning
process, which is considered to be best practice. However, it is unclear to
what extent any action planning results in an all encompassing plan detailing
the various elements and stages of support that an individual requires to
secure sustained employment.

Where action planning is identified as an element of support it tends to be
undertaken via Information Advice and Guidance (IAG) services. As outlined
above the quality and depth of this varies.

Action Planning is often not a formalised element of support with associated
outcomes/outputs attached. There is no Tees Valley wide common
assessment framework and the capacity of organisations undertaking action
planning varies, especially in terms of covering more entrenched personal
barriers to employment.

Due to variations in comprehensiveness and quality, the extent to which
Action Planning processes within current interventions, both mainstream and
discretionary, are informing the development of the support programme for
the client is unclear. There is also a lack of clarity around the extent to which
Action Planning is ensuring linkage and referrals to other services from which
support is required to assist the individual on their journey towards
employment.
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The extent to which current action planning interventions provide a direct
linkage to vacancies and employment is also unclear. Often those
undertaking the action planning do not have sufficient understanding of
current and future labour market needs and opportunities.

Employability Services Menu

Mainstream provision provides a menu of options for individuals to assist
them in securing employment; this includes elements of life-skills, training
and other job preparation assistance. However, a large number of workless
individuals in Tees Valley are not eligible for this support. To meet this gap
there are a large number of discretionary funded activities that fall within the
category of employability services menu, many of which are funded via
resources such as WNF.

This has led to what appears to be an over provision of basic, generic
employability, confidence building and certain specialist training which is not
geared to meet the specific needs of the individual or the employer. Much of
the support on offer is supply and cost driven rather than directly informed
by employers or linked to current or forecast vacancies. The mapping has
also demonstrated that there is a range of adult and community learning
activity that is being undertaken that could be much better tailored to
preparing individuals for employment.

Most recently JCP and LSC ESF co-financing resources have been utilised to
plug gaps in this area for non-mainstream clients. This now provides
individuals, from the first day of their claim, with basic employability and
preparation for work training and also with vocational training and
qualifications linked to employment opportunities — the offer encompasses
enhanced assessment and action planning and enhanced brokerage to
directly link individuals with jobs. However, as previously stated there is a
risk that this programme may focus indirectly on those closest to the labour
market. There area also restrictions on the numbers of individuals who can
be supported via this programme.

An interesting finding of the mapping was the range of ILM interventions on
offer in Tees Valley, which provide training and employment pathways
informed by employer needs, often where the public sector becomes an
intermediate employer. This type of intervention continues to be regarded as
mainstream in Tees Valley whereas most of the evidence from elsewhere
points to more selective deployment of ILMs due to value for money
considerations. This raises questions around the future targeting and
focusing of such activity.

There has historically been a lack of demand led training available which is
directly informed by employers and linked to real Ilabour market
opportunities. There are examples of projects that are beginning to change
this such as Building Futures and the Construction Skills Integrator. However,
these are limited to a small number of sectors and employers.

It is also unclear the extent to which personal support is provided by the
various employability programmes on offer. A lot of this is based on the
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ability to make referrals to other services, however, a lack of capacity to
effectively signpost and refer and an absence of formal protocols, established
referral practices, tracking and case management, impacts on the success of
this.

There are examples where staff or organisations undertaking support do not
have access to or knowledge of the full range of provision to provide the
necessary support to individuals. This causes some support to be
fragmented, prevents linkages being made and can lead to insufficient
signposting. Even where referrals and linkages are made between supports
this is not always sufficiently joined up. This can lead to significant
duplication of effort by organisations and delivery of a poorer service to
individuals.

In addition to insufficient provision of the intensive and personalised
engagement and outreach work, there is also a shortage of on-going
mentoring/caseworker support to assist workless individuals in taking
forward the outcomes of the action planning process and the supports on
offer within the employability services menu.

This lack of case management support is a particular gap where the action
planning process identifies the needs for an individual to overcome more
severe barriers to improving their employment and skills prospects (including
financial/ childcare support, addiction, and self-esteem/ confidence issues).
Very often an individual needs this continued source of mentoring and case
management to broker the support they require rather than relying on their
ability to respond to referrals.

Job Placement

Direct job placement activities in Tees Valley are generally managed via a
handful of local authority ILM projects and via Tees Valley wide programmes
such as Building Futures and the Construction Employment Integrator.
However, these are currently only for certain sectors and are not widely
available for all individuals.

Direct linkage with vacancies is not a core element of all employability
programmes although most do give assistance with job search, and
preparation for interviews etc. Linkage between the client and employer ends
of the REF is not systematic.

Findings also demonstrate that many local providers, organisations and
intermediaries do not have appropriate information on job content to be able
to properly advise individuals on what a particular job involves. There are not
a lot of opportunities for individuals to find out exactly what is involved in a
particular job as quality of work experience is patchy. This can lead to a
mismatch in labour market supply and demand which also impacts on
learning interventions.

Training programmes are not always sufficiently tailored to the needs of

employers, especially those in growth sectors, nor are they directly focused
on job outcomes.
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Current mechanisms also tend to focus less effort on capturing vacancies
arising from replacement demand. The JCP Local Employer Partnership model
does offer the potential for combating this and ensuring a better linkage
between vacancies arising within Tees Valley companies and workless
individuals. However, at the moment it is unclear as to the extent to which
LEP vacancies will be communicated via the employability support
infrastructure.

Aftercare and Retention

As discussed previously, a key gap in current provision is support to
individuals to sustain and progress in employment. This leads to two issues:
individuals going through a constantly “revolving door” between benefits and
short term employment; and individuals not entering employment for fear of
being unable to sustain that employment or successfully deal with the
transition from benefits. Individuals are often also wary of becoming stuck in
low paid occupations with little chance of progression.

The mapping has demonstrated a severe lack of funded in-work support for
new employees during the first few months of employment of sufficient
intensity. The mapping also highlighted the lack of linkage between the
various support activities/programmes/services which are required to assist
an individual, particularly those with continuing barriers, to sustain
employment.

The range of programmes and providers are also working to varying
definitions of sustained employment ranging from 13 weeks to 39 weeks.
Very often outcome payments for sustained employment are based on a 13
week check that the individual is still in the job, with little specification of the
aftercare support that is required. Therefore, in a large number of cases little
support or mentoring is offered to assist the transition from benefits to
employment. Again there is often no continued source of mentoring and case
management to provide and/or broker ongoing support for individuals.

Once in employment the opportunities for further training and progression
can be limited. At present there are no formal established protocols to ensure
an individual is provided with opportunities for further training once in
employment via Train to Gain. Although take up of Train to Gain has been
increasing it is unclear the extent to which it is focused on priority groups.

Referral and tracking

The mapping has also demonstrated a gap in terms of a more robust system
to track individuals from engagement, through assessment and action
planning to the employability services menu and into employment -—
recording progression and achievement along the way. As a result of this
there are currently numerous anecdotal examples of individuals undertaking
repeat elements of support and/or qualifications with different providers.

Concerns exist among a number of stakeholders with regard to how relevant
some of these support/qualifications are for the specific individuals.
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Considerable ‘double counting’ of outputs and a lack of comprehensively
effective referral between providers are also concerns and constraints within
the current system.

The lack of comprehensive tracking of individuals accessing support can lead
to them becoming lost in the journey through the various services. The lack
of a comprehensive tracking system also impacts on performance
management. Currently client tracking is informal and tight touch which can
lead to individuals dropping out of their journey towards employment at key
milestones.

The current system also lacks formal referral protocols between services —
very often referrals are based on individual informal working relationships
which can be unsustainable in the long term. There is also a lack of incentive
within current commissioning, contract management and payment
arrangements for support agents to refer individuals to the most appropriate
support.

In addition to a formal tracking/case management system and established
referral protocols there is an absence of an ongoing case manager/mentor for
all workless individuals. Best practices examples highlight that developing a
good working relationship on an individual level with a client through
mentoring, solutions brokerage and one-to-one support is crucial to
successful intervention - yet, this type of support is not available on a
consistent and co-ordinated basis and depends on programme eligibility and
content.

Employer Engagement and Support

Currently employers in Tees Valley are faced with a very complex
organisational landscape. Employers are often approached by multiple
agencies and organisations from the public, private and voluntary and
community sectors who offer different services. The sheer number of
organisations looking to engage with and broker support for employers acts
as a significant barrier to engagement.

Therefore, current mechanisms for employer engagement appear highly
fragmented. The range of organisations involved in this area of activity
appears to the employer as a complicated network of provision with a lot of
duplication. There is no one organisation or agency which provides the
employer with a proactive, fully comprehensive package of support to
address recruitment and skills issues.

The various support agencies and organisations do not effectively link up
their supports and offers. For example linkage between JCP, Train to Gain
and supports delivered by local authorities are not as strong as they could be
due to an absence of robust and effective protocols and working
arrangements.

Current mechanisms operating in Tees Valley that seek to engage employers

include Train to Gain (delivered by Business Link via Skills Brokerage), JCP
activity, local authority engagement activity, engagement undertaken by
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private and discretionary funded training providers and higher education
institutions.

Business Link deliver Train to Gain in the Tees Valley, offering independent
skills advice delivered by dedicated skill brokers. Brokerage support includes
identifying skills needed to boost the business, creating a tailored package of
training and support (predominantly level 2 and 3 awards), identifying and
liaising with colleges and training providers, identification of funding and
subsidies to complement private investment, and evaluation of the training
and support received to ensure real benefits to the business.

At national level, the Job Centre Plus National Sales Team engages with a
range of larger employers nationally with a view to identifying local vacancies
that will be communicated to the District JobCentre Plus office. The District
Job Centre Plus Office has an Employer Engagement Manager and Local
Labour Market Recruitment Advisors who engage with employers locally.
Many employers, however, will skip the face-to-face contact and just post
vacancies direct via on-line system. JCP also now deliver the LEP model
where they proactively engage with employers to encourage them to sign up
to the LEP package of support, focused around securing employment
opportunities for workless claimants.

Local authorities in the Tees Valley also engage with employers at a number
of levels and across different sectors — dealing with planning enquiries,
forecasting new jobs, encouraging employers to trial and employ specifically
trained individuals and identifying sector skill needs.

In addition to these mechanisms, much employer engagement with respect
to job vacancies and training will take place via private recruitment agencies
and other providers operating across the Tees Valley. A lot of the
engagement with providers, especially of skills support, is supply driven and
therefore, not adequately tailored to the needs of employers.

The quality, extent and coverage of employer engagement varies by
organisation and current employer engagement is not sufficiently informing
development of training and employability support programmes. Delivery is
not as consistently demand-led or client centred as it should be. Services are
fragmented, diverse and confusing for individuals and employers.
Commissioning, contract management and outcome setting frameworks work
against joined up working.

In addition, there does not appear to be formal referral mechanisms between
agencies and providers to direct employers and clients to appropriate
services and sources of support. Similarly, the current system lacks
mechanisms for the analysis, feedback and dissemination of the intelligence
gained from employers.

Steps are being taken, however, to better co-ordinate the employer
engagement and support infrastructure in Tees Valley, albeit at an early
stage. Business Link (Skills Brokerage) and JCP are working to establish a
single branded website (NetWork) and produce joint promotional material to
ensure that employer, providers and delivery partners understand services
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available. In addition, they are exploring the use of Jobfairs to promote the
services of all partners to employers and individuals. However, to date this is
not underpinned by the relevant working processes and robust referral
protocols that allow for the development of a fully co-ordinated employer
offer.

There is a need, therefore, for development of an integrated and more
flexible employment and skills system in the Tees Valley. In particular action
is needed to maximise the potential of the labour supply available, by
providing all individuals with an improved employability journey to allow
them to participate and progress in the labour market.

There is also a need to better identify and respond to changing employer
needs and demands to support Tees Valley growth aspirations. Therefore,
partners must work together to create an integrated employment and skills
infrastructure which will secure the achievement of a more inclusive,
sustainable economy in which all individuals are encouraged and supported
to achieve their full potential and share in the growing economic prosperity
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HEADLINE CHALLENGES AND STRATEGIC
OBJECTIVES

Headline Challenges

The analysis presented above identifies a number of key issues to which this
Framework must respond, these are:

Economic Change and Opportunity

The Tees Valley Economy is changing; economic restructuring continues to
take place. Employment for low skilled workers has been declining across all
sectors and is forecast to continue doing so. Loss of traditional employment
pathways has led to significant concentrations of worklessness. This poses
serious risks in terms of a lack of pathway vacancies for the high numbers of
low skilled individuals in Tees Valley. Research has also found that lack of
skills is the most significant constraint facing businesses in the sub-region.

However, opportunities do exist as employers as the Tees Valley economy
pursues a growth agenda. However, to succeed there is a need for Tees
Valley partners to increase efforts to address worklessness and low skills
among residents. Failure to do so could limit the ability of Tees Valley to
attract new investment and secure competitive advantage and result in
increasing numbers trapped in a cycle of deprivation and worklessess.

Quality of Support

Too few individuals among those groups and areas suffering the greatest
concentrations of worklessness are moving into support programmes and
then into employment. These are individuals who face a range of barriers to
employment such as poor health; benefit traps; low motivation and self-
esteem; and low skills and qualifications.

The help that is available to these individuals is often inadequately structured
to meet their needs. Many are so detached from the labour market and from
mainstream support services that they often go untouched by the range of
interventions put in place. Others are deterred from engagement with
support services due to previous bad experiences.

Lack of Progression out of low pay and insecure employment
Too many individuals are caught up in a cycle of frequent unemployment

where periods of employment tend to be in temporary and low paid work.
This leads to a continuous “revolving door” between benefits and
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employment. It also leads to considerable in-work poverty. A key reason for
this “revolving door” is a lack of funded in-work support for new employees
during the first few months of employment.

Difficulties with Transition from Benefits to Employment

The lack of linkage between the various support
activities/programmes/services is also an important factor in preventing
individuals in making effective transition from benefits to employment. This
lack of effective linkage leads to individuals, especially those suffering more
severe barriers to employment, falling through the cracks as they seek
assistance from the various support organisations. There is a general lack of
awareness among client and delivery agents on the supports that are
available. This prevents effective signposting or referral from taking place.

Lack of Integration between Employment and Skills

There is a lack of information presented or accessed by individuals to combat
mismatches in employment aspirations and/or to communicate the current
and future labour market opportunities available, their content and how to
prepare to access them. IAG providers do provide advice and guidance and
undertake some skills coaching. However, this is limited given that the time
the coaches have to spend with each client is very constrained.

Many organisations and projects, especially at the neighbourhood level are
competing for the limited funding that is available. There are also a number
of constraints on the capacity of local organisations to coordinate or plan
activity. There is also a lack of sufficient linkage between mainstream
partners and community engagement and delivery.

Fragmented Provision

Delivery is not as consistently demand-led or client centred as it could be.
Services are fragmented, diverse and confusing for agencies, clients and
employers. Funding comes from a number of sources and has the potential to
be better understood and co-ordinated.

This Framework provides an ideal mechanism, under the banner of the
Employment and Skills Board, for the key stakeholders in the employment
and skills agenda to address these challenges and in doing so to take more
considered steps to improving labour market and skills outcomes.

Strategic Objectives

There is enormous scope for the Tees Valley employment and Skills
infrastructure to improve its responsiveness to the challenges outlined in the
local analysis above. To achieve significant improvements in performance
partners must commit to taking a joined-up long-term strategic approach to
closing the employment gap. Fundamental to this will be the commitment to
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bring activities together to ensure a stronger focus on labour market
outcomes.

Therefore, the following strategic objectives have been identified:

e Improve economic activity rates by increasing engagement with workless
residents, changing motivations and behaviours, improving access to
employment and skills support, vacancies and work

¢ Improve the basic employability and occupational skills of those not in
work to improve their employment prospects — ensuring that employment
and training programmes are appropriately co-ordinated

e Co-ordinate engagement with employers and improve support provide to
them to recruit workless residents and retain people in work

e Joined up planning, commissioning to ensure services responsive to local
need

e Better integrate and manage publicly funded activities under our control
to optimise results

¢ Maximise the effectiveness of public sector resources by providing a
strong evidence base to help inform and direct investment decisions of
partners and advise on outcomes for workless individuals

e Generate and share improved intelligence about the local labour market
and the beneficiaries of programmes

In line with these strategic objectives and the REF Tees Valley partners need
to commence a programme of change which will transform the sub-regional
employment and skills infrastructure. Fundamental to achieving this is the
ability to simplify and streamline the individual journey from
worklessness/low skills to workforce development providing a comprehensive
and seamless service that meets the needs of both individuals and
employers.

This will be delivered by co-ordinating the activity of providers and support
agents at a local level and by integrating commissioning arrangements to
ensure activity is strategically aligned with duplication eliminated and gaps in
provision filled.

Pursing these strategic objectives will lead to the creation of an integrated
employment and skills system in Tees Valley as outlined in the diagram
below:
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To achieve this the Employment and Skills Board will drive forward activity
under 5 key workstreams. These are:

1. Greater Customer Reach — employment and skills partners will improve
linkages with other services, such as health, social care and housing, to
increase the level and effectiveness of engagement with target groups.

2. A clear co-ordinated client offer — partners will ensure greater clarity
around the support available to clients and will ensure that clients are able to
access via a single gateway the range of supports available. This will be
underpinned by improved linkage and referral between services and a well-
defined case management approach.

3. A clear co-ordinated employer offer — partners will join up
engagement with employers and ensure better alignment and responsiveness
of the range of recruitment and skills services available.

4. A Joined Up Employment and Skills Infrastructure — this Framework
has at its core a desire to manage the employment and skills infrastructure in
Tees Valley as a whole so that it can act in a joined-up and co-ordinated
fashion.

5. Improved information sharing and management — this Framework
will be underpinned by a more joined up approach to information sharing,
collection and collation which will in turn enable more relevant and
meaningful data analysis.
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Impact and Added Value

This Framework is based on a clear rationale of improving the links between
meeting employer needs and creating opportunities for workless individuals.
It also emphasises the need to increase skills at all levels to enable Tees
Valley to maximise its growth potential. The Plan will be underpinned by a
clearer understanding of employer recruitment and skills requirements and of
the needs of workless and low skilled individuals. This will allow partners to
bring about a step change in how we support and engage with employers and
individuals.

Via the identified workstreams we will tackle the weaknesses in current
provision highlighted via the mapping exercise by providing a more
comprehensive, co-ordinated approach which will eliminate duplication and
fragmentation. We will improve the effectiveness of current provision and
plug relevant gaps. The Plan will also encompass a commitment to
integrating and aligning funding, commissioning and delivery processes
targeted at worklessness and skills.

We will work to integrate employment and skills with other policy areas
including housing and health. The Plan will strengthen existing local
structures, by integrating mainstream and community and voluntary sector
services and enhancing JCP services for non JSA clients. We will ensure
effective arrangements for client tracking to monitor the progress of clients
through their journey towards sustained employment. This will ensure that
clients are not lost through the system of referral and that duplication and
gaps in service provision are eliminated and will work to combat the
“revolving door” between work and benefits.

As outlined in chapter 1 above a clear added value of progressing this
Framework is that it will ensure that the employment and skKills infrastructure
in Tees Valley is fit to respond to forthcoming policy and operational changes.
It will provide the opportunity to influence how these policy and operational
changes are implemented and managed in Tees Valley. In demonstrating our
ability to take forward an integrated approach to employment and skills Tees
Valley partners will be signalling the ability to have greater local influence
and control in terms of how national policy and mainstream provision is
delivered in the sub-region, rather than having strategy and delivery making
processes imposed centrally.
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WORKSTREAM 1 — GREATER CUSTOMER
REACH

The Rationale

With regard to client engagement the mapping has identified that lack of
detailed joint targeting and limited direct engagement and outreach activity
leads to many individuals, particularly those with more severe barriers to
employment and skills development being “untouched” by the services in
place — both discretionary and mainstream. Lack of recognition of first step
engagement activity and a focus on job outcomes in performance
frameworks can work against targeting of the hardest to reach.

There is also evidence of fragmentation with a range of organisations and
services targeting the same individuals in the same locations which can result
in duplication and competition.

While it is recognised that wider services such as housing and health have a
key role to play in engaging individuals the extent to which this role is
formalised via working protocols and processes is limited. VCS organisations
are identified as a useful source of engagements but there are variations in
their knowledge of what is available and therefore, in their ability to
effectively refer and signpost individuals to the required supports

Priorities for Action

This workstream therefore, recognises the need to improve linkages to
specific target groups, especially those who are considered harder to engage
and who suffer more extreme barriers to employment. To do this we will
develop and embed an integrated and cohesive approach to targeting and
engaging clients from key priority groups. We will do this by:

Building upon the existing client engagement infrastructure — ensuring
linkage between services and increased referrals to employability support

Increasing both the range of access points to employment support and the
relevance of provision in meeting clients’ needs

Integrating employment and training advice with health services and with
community based services such as Registered Social Landlords, libraries,
community cafes — ensuring that these services work with providers and
engagement organisations to provide a more holistic front line service
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Sub-Regionally we wiill:

Develop a Client Engagement Protocol

As an early priority we will work to develop a Client Engagement protocol.
This will set out the collective commitment of all partners to develop a joined
up approach to improve the engagement of workless individuals. This will
lead to greater co-ordination of engagement and combat current
fragmentation.

The protocol will recognise the respective role of each partner and set out
shared values and principles, clarity of role and accountabilities and
shared/agreed operational arrangements to facilitated improved partnership
working and more effective delivery in engaging workless individuals.

Over the medium term we will use this protocol to look at how we currently
fund engagement activity to ensure that resources are focused on
complementing the mainstream to target priority client groups and localities.
We will work jointly to specify in greater detail who to target and will involve
specifying engagement figures for each client group by geographic area. In
commissioning we will also ensure that the first step engagement activity is
valued and recognised with associate outcomes and payments attached.

Explore the Potential for Enhanced Outreach and Case
Management

Recognising the role of enhanced direct outreach to directly target and
individuals, rather than rely on engagement via individuals directly contacting
a support organisation, we will put in place an early action to further
explore the need and demand for such direct face-to-face outreach activity.

We will do this in line with the exploring the development of a case
management approach for individuals to ensure that they receive constant
support tailored to their needs from initial engagement through to sustained
employment. In doing this we will explore the need for additional outreach
workers/case managers who work to both engage and support individuals.

Such a resource if implemented would complement existing mainstream and
discretionary activity to target those individuals who would not be engaged
via other means. They would seek to caseload a certain number of individuals
and support them via the process of referral to employment and skills
support, and in particular the new Adult Advancement and Careers Service
which will provide enhanced assessment of needs, guidance and support.

Formalise joint working with wider services

It is widely recognised that a multidisciplinary approach to worklessness is
key to success and this shall entail staff from wider services working across
professional boundaries to provide clients with the holistic support necessary
to overcome employability barriers. This will involve recognising
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opportunities to advise, signpost and refer and use outreach staff in an
ongoing mentoring role to broker in the range of wider supports required.

We will progress as an early priority activity to explore how we can enhance
the referral and assessment procedures of other agencies. Over the medium
term we will work to develop employability and training for front line staff of
wider services to allow them to assess employment and skills issues and
thereby increase engagement.

In taking this forward we will also look to put in place immediate efforts to:

o Fully explore the link between health and employment and skills - This
would see the development of a range of processes including, for
example, referral of individuals from primary care, particularly GPs to
employability and extension of health support mechanisms in response to
identified need e.g. condition management. Given the high incidence of
Incapacity claimants suffering a mental health condition this strand of
activity could also explore the potential of working with partners to review
provision. To take this forward we will establish a health focused sub-
group involving colleagues from PCT, mental health, public health and
addictions services to look at how services can be better integrated.

e Explore the links between social housing and low employment and skills.
Partners could work to develop proposals to address associated barriers,
incorporating housing services into the integrated employment and skills
system. Following an Independent Study by Professor John Hills DWP and
CLG are keen to explore the link between social housing and worklessness
and are interested in hearing proposals for doing so.

e In Tees Valley there is a clear correlation between those in social housing
and those experiencing worklessness and low skills. Linking the two
support structures would offer real benefits in terms of engagement with
workless groups and sustained employment opportunities. Activity could
include building employability into housing assessment; speeding up the
housing/council tax benefit process to ease the transition to employment;
and exploring flexibilities around extension of housing benefit for a certain
period for particular groups. We will explore the opportunity to develop a
pilot approach in one Local Authority area and/or with one major RSL.

e Align childcare to employment and skills support — maximising
opportunities to link with Children’s Centre’s to target not only workless
parents but also those parents in employment but in receipt of low
incomes. Via the Children’s Centres’ enhanced access to employment and
skills support could be provided and front line staff trained to give
relevant advice and signposting.

Activity will also focus on working with other supports such as addiction
services and debt support, incorporating employment and skills within their
assessment procedures and support packages.

This will see the development, over the medium term, of referral protocols
and exploration of an integrated case management system which will define
the assistance required, from whom, when and how, across the whole of the
client journey into work and beyond. This will be supported by the
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development of a shared framework for assessing support needs and for
tracking progress and beneficiary outcomes.

Locally we wiill:

Enhance Local Employability Planning

In recognition of the fact that a one-size fits all approach to engagement, is
not always appropriate given the differences in the profile of worklessness
between localities we will develop as an early priority an improved, more
integrated approach to planning engagement activity.

This will lead to the development of local plans which will be focused on
employability issues and thus guide the co-ordination and planning of
employability issues at a local level. They will also allow engagement
approaches to be tailored to the specific needs and circumstances of the
priority areas and groups within each local authority area.

The development of these plans could be facilitated by the relevant thematic
group of the relevant Local Strategic Partnership (LSP). Each LSP could drive
the delivery of area Employment and Skills Plans which would establish:

¢ the particular employability issues in the locality

e the current provision available

¢ elements of duplication, gaps and fragmentation in provision
e barriers to action

e engagement, support and sustained job outcome targets for priority areas
and groups

e actions

This will significantly enhance the local planning that takes place at the
moment. It will ensure that all local partners are working together rather
than in competition as can currently be the case.

Via local planning we will work to establish local level targets for the
engagement of workless target groups and will identify the responsibility of
each key partner in meeting these targets. We would seek to develop these
plans from March 2009.

Support the Involvement of Wider Services in Employability

We will engage wider services via local planning to ensure that the protocols
and working processes developed at a sub-regional level are implemented
locally. For example building employability into housing assessment
arrangements, linking with Children’s Centres to target partners for
employability support.

Building on current approaches in the Tees Valley we will also explore the co-
location of services within local areas; particularly in locations in which
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individuals are accessing other services. This will provide a gateway to the
range of support required by a workless individual to ensure sustained
employment.

Develop the Capacity of the VCS

The VCS sector also has a key role to play in engaging workless individuals
and therefore, we will put in place immediate actions, building on current
efforts, to enhance the capacity of these organisations to ensure quality of
service. Currently, referral processes tend to be based upon individual
working relationships and informal signposting rather than formal established
protocols which are underpinned by comprehensive knowledge of the
employment and skills support infrastructure.

Therefore, we will work to ensure that all services engaging and supporting
workless individuals are supported to formalise referral procedures to ensure
the timely and appropriate referral of clients from engagement to support
and to be aware of the range of available supports.

We will also work with the VCS over the medium term to ensure that they
are fit to respond to new national commissioning frameworks. We will ensure
that smaller local organisations are capable of building partnerships with
larger private and VCS providers to ensure they benefit from sub-contracting
arrangements and to ensure that larger providers are able to tap into support
that is locally driven and delivered.

Added Value of Proposed Approach

By pursuing the actions identified above we will ensure greater co-ordination
of client engagement and combat current fragmentation and competition in
the support infrastructure. We will ensure a greater focus on those who are
“harder to reach” by having much greater prescription on who to target.

Outreach engagement is thought to be more effective as it nurtures
participation in familiar, friendly and informal environments. By developing
more direct engagement and case management approaches provision will be
less geared toward targets and workers will be able to spend longer periods
of time talking, working to overcome barriers and winning the trust of clients
to achieve quality outcomes that progress the client on their journey toward
employment.

The success of this approach can lead to a ‘snowball’ effect of local word of
mouth enhancing numbers of referrals to the outreach service. Outreach
engagement will also provide the opportunity for networking with other
service providers operating in the area. This will allow workers the chance to
enhance their knowledge of the local area and services operating within it.

Extending provision via involvement of wider services and development of
formal working protocols will allow partners to increase the level of outreach
activity undertaken in support of employment and skills. By harnessing other
engagement mechanisms higher numbers of individuals can be reached and
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efforts enhanced to ensure that these individuals have the correct support to
progress in terms of employment and skills.

The local plans will be directly linked into the Tees Valley ESB and utilised by
mainstream partners to inform the commissioning of services, thus
facilitating more joined up and co-ordinated delivery of client engagement
and wider employment and skills support. This would combat current
competition and fragmentation and ensure focus on most entrenched and
concentrated instances of worklessness. Local planning will also assist in the
engagement of those wider ranges of services in employability support by
their involvement in the planning process.
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WORKSTREAM 2 - A CLEAR CO-
ORDINATED CLIENT OFFER

The Rationale

The mapping exercise has identified a number of areas of duplication and of
gaps in the current client journey towards sustained employment. There is
also evidence of variations in quality and intensity of provision depending on
funding and delivery agents. Key issues identified include:

¢ No common specification for an Action Planning and assessment
framework

e Over provision of basic IAG, signposting and referral of varying quality

e Eligibility restrictions which can impact on ability to provide tailored,
individualised support

e Over provision of basic generic employability and confidence building
support

e Over provision of training that is driven by supply rather than demand;
and lack of demand led training

e Lack of clarity around the extent to which required personal support is
provided within employability programmes

¢ Varying capacity in ability to effectively refer and signpost individuals to
required support

e Direct linkage with vacancies is not a core element of all employability
programmes — linkage between client and employer ends of the model are
not systematic

e Gaps in terms of in-work support for new employees and in-sufficient
ongoing support and mentoring.

What the mapping made clear was that not all programmes/projects
incorporate all elements of the REF employability framework and the
specifications for each element can differ by programme/project. It is also
the case that linkage between the various stages of support can be less than
optimal and can result in some individuals becoming “lost in the system”.
There are also currently eligibility constraints in terms of the level of support
that is available to clients, especially with regard to training.

Some of this is being addressed via the new European Social Fund
programme which is providing access to support to those not eligible for
mainstream support. This will provide enhanced support in terms of
assessment, action planning, basic skills and employability support leading to
placement into a job. It will also provide enhanced job brokerage and
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necessary training for supported individuals linked to employer demands and
real vacancies.

However, this needs to be complemented by other activity to ensure that
individuals are not only engaged in the first place but also supported once in
work. It also needs to link with wider supports to allow individuals to receive
the full range of personal support required to address barriers to
employment. We also need to recognise limitations in the capacity of this
programme in terms of numbers of individuals it can deal with and its ability
to provide dedicated specialist support where that is required.

We need to ensure that all clients have access to the same level and quality
of support regardless of eligibility or location and as to whether this is
provided via mainstream or non-mainstream resources and contracts. An
improved client offer also needs to ensure that the client is moved on
seamlessly through the various supports required to gain and sustain
employment.

Priorities for Action

The overriding objective of this workstream, therefore, is that partners will
work to better co-ordinate the client offer so that the limitations of current
interventions are addressed. Efforts will be focused on plugging the gaps in
the “client journey” and to ensuring comprehensive quality and to enhance
the linkage between the individual and the support they receive and the job
at the end.

Sub-Regionally we will:

Establish Shared Principles

We will take early action to establish shared principles for employability
services.

This will ensure that over the medium term all individuals have access to a
core offer of employability and training support at the earliest opportunity, in
addition to support to address personal barriers. We will develop a menu of
provision which will be regularly updated to support more effective referrals
and signposting. We will also explore over the possibility of making this
available via an on-line portal which both clients and providers can access.

We will take early action to plug gaps in provision for particular groups. In
doing this we will learn lessons from best practice pilot/small scale
interventions and use these to inform future commissioning. We will also
explore over the medium term the need to provide an improved interface
with clients to support them on their journey towards employment and to
provide an improved link to the services on offer. We will do this through
examining the feasibility of a comprehensive case management approach.
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This would ensure that each individual with whom contact has been made is
allocated a case manager to support them through their “journey” towards
sustained employment. Many of these case mangers will be existing
providers and support agents e.g. JCP personal advisors, Pathways to Work
personal advisors. In exploring the feasibility and implementation of such an
approach we will map the eligibility and entitlements of individuals,
recognising where mainstream support has primacy. This will allow us to
ensure that the support that is put in place for the individual enhances rather
than duplicates or conflicts the mainstream support provided.

We will explore the need for additional case managers with the right skills to
provide an improved interface with clients and a better link to various
services on offer, where there are gaps we will explore the need to
commission this resource.

Development of a Common Assessment Framework and
Action Plans

To ensure a common standard of service for all individuals we will develop
standardised methodologies for common assessments and action plans.
Where possible we will take early action to build this standardisation into
existing services and over the medium term ensure it is built into future
commissioning of services.

Once an individual has been identified as being ready for further assessment
and support to guide them towards employment they will be provided with
an in-depth employment and skills assessment and associated Action Plan.
This Assessment and Action Plan will detail all necessary steps required in
order to assist the client to gain sustained employment. This will encompass:

e Career Planning - Providing advice about potential career options and
the different routes into employment e.g. vocational, educational etc. The
individual will be made aware of the job opportunities and vacancies that
exist in the local economy and of the associated employer requirements.
Job preferences will then be examined and first stage matching of the
client to a particular vocation/vacancy type will take place

¢ Vocational Skills - The assessment will then look at the existing
vocational skills and work experience that a client has. This can be done
through various methods including self identification and mapping of skills
against existing NVQ frameworks and other assessment materials. This
assessment will also look beyond formal work experience and skills to
other experiences and skills such as community work, looking after a
family member etc.

e Core Skills — An in-depth assessment of the core skills of the client will
be undertaken. This will look at motivation, attitude, confidence levels,
communication skills etc.

¢ Employability and Personal Support - The assessment will look at the
range of employability needs and will identify the support required to
assist the individual to sustained employment. In particular personal
barriers to employment will be explored and associated personal support
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issues that may need to be addressed identified; this can include a range
of issues such as childcare, financial problems, addictions, illness etc.

This will combat the current variations in quality and intensity of assessment
and action planning and will ensure that all clients are provided with same
comprehensive level of service.

Develop an Enhanced Employability Services Menu

We will put in place immediate actions to progress the development of an
enhanced employability services menu which will ensure that, following the
assessment and preparation of the Employment and Skills Action Plan, the
client will be:

o referred to a bespoke training programme linked to employment

o referred to other elements of personal support required to progress them
towards employment (this could include: confidence, motivation, CV
preparation, interpersonal and communication skills, interview skills, self
presentation, behavioural training/management, time management,
problem solving, decision making).

o directly linked to a suitable job vacancy which has been identified via the
work with employers (through work trial, interview guarantee etc).

Clients who have particular personal support needs will be supported to
address/manage these as part of the core offer to assist them in gaining and
sustaining employment. However, these will be delivered by other
organisations.

It will be the role of the relevant provider/case manager to maintain contact
with the individual, ensure referrals are made and broker the support
required from other organisations — this will ensure the client has a continued
source of support, does not have to relay same information on several
occasions and does not become “lost in the system”. It will also allow for
more comprehensive tracking of progress.

Enhance Job Placement and Brokerage

We would work to ensure that once the client is job ready all programmes
provide linkage to a job via a matched vacancy/work trial with an employer
incorporating specific elements of bespoke training and personal support
where appropriate.

The bespoke training undertaken by the client will be developed in
consultation with employers. Building on best practice initiatives such as
Building Futures and the Construction Employment Integrator we will
investigate the development and commissioning of Sector based job
brokerages programmes. Such an approach which will see the development
of employer-led solutions to the skills and recruitment needs of particular
priority/growth sectors. It would also ensure the matching of workless
individuals to suitable entry level vacancies in this sector and supported to
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gain this employment. Such an approach is currently being developed for the
tourism and hospitality sector.

Employer requirements would be a key consideration here, as well as the
needs of the individual. Work will be undertaken via the employer offer to
scope the requirements of the job and to secure agreement from employers
to interview guarantee, work trials etc. This will be supported by the
development of a protocol on vacancies and employer data across all
partners. This will combat current mismatches in employment demand and
supply and will ensure appropriate linkage between the client at the start of
their journey and the job at the end.

This is a key gap around which action could be progressed immediately
via the development of a proposal for enhanced sector based job brokerage
models.

Enhance Retention and Aftercare Support

As outlined by the mapping a key gap in the current infrastructure is the
ability to effectively to support individuals to sustain and progress in
employment. To address this we will ensure that post employment
development is provided as part of employability support programmes to
enhance the client’s chance of securing sustainable employment. This
support will include further training and personal support.

The Skills Pledge, with Train to Gain and Local Employment Partnerships will
ensure sustained employment opportunities, further skills development and
training. This will provide clients with a clear career development pathway
and therefore, greater prospects of sustaining employment.

Employers, via improved engagement processes, and support services
(including Local Employment Partnerships and Skills Brokerage), will be
encouraged to make a commitment to recruiting from priority groups, to the
Skills Pledge and to training all employees to minimum employability
standards and beyond.

Clients will also be supported in making the transition from benefits to paid
work in financial, psychological and physical terms. Post employment
development will enhance the client’'s chance of securing sustainable
employment where there are opportunities available. A core offer of free
training will be available to support individual’s to achieve through the Train
to Gain programme. This will provide clients with a clear career development
pathway and therefore, greater prospects of sustaining employment.

The early commissioning of this support is highlighted as a key sub-
regional priority within Workstream 3 — A Clear Co-ordinated Employer Offer.

-42 - SHARED INTELLIGENCE



6.27.

6.28.

6.29.

6.30.

6.31.

6.32.

6.33.

TEES VALLEY EMPLOYABILITY FRAMEWORK

Locally we will:

Work to take early efforts to plug gaps in provision for particular groups,
learning lessons from best practice pilot/small scale interventions and feed
these up to sub-regional level to inform commissioning.

Local working will secure engagement of wider services to ensure that the
protocols and working processes developed at a sub-regional level are
implemented locally. This will ensure that the core client offer is operational
and that the range of services that may be required by a client are available
and that sufficient knowledge exists to effectively signpost, refer and broker
these supports.

We will also explore over the medium term at a local level the need to
provide an improved interface with clients to support them on their journey
towards sustained employment and to provide a link/brokerage to the range
of services on offer — exploring the need for additional case manager/mentor
support to guide the individual.

Added Value of Proposed Approach

Success will lead to each organisation knowing what provision is available
and what can be offered to customers and to clients being confident that they
will be able to access a comprehensive range of employability support no
matter where they seek to access it regardless of eligibility.

We will better draw together existing services via partnership working and
formal protocols to ensure that all workless residents are able to access
provision that provides a journey from benefit to sustained employment is as
clear and co-ordinated as possible. In doing this partners will move away
from an eligibility based approach ensuring that discretionary funding is used
for interventions that complement and plug gaps in the mainstream. This will
ensure that a core Tees Valley client offer is available to all workless
individuals.

We will combat current variations in quality and intensity of assessment and
action planning and will ensure that all clients are provided with the same
comprehensive level of service. More effective working between
organisations will aid the delivery of a seamless service to the client
regardless of access point. This will prevent clients becoming lost in the
system of support and from undertaking the same steps on the support
journey. These efforts will also work in combating the “revolving door”
between benefits and employment and will ensure improved sustained job
outcomes and progression of individuals in the workplace.

Clients will be provided with a clear routeway which is tailored to their
personal needs which will be underpinned by the relevant systems and
protocols to prevent clients “falling off” in their journey towards sustained
employment.
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Client tracking and enhanced referral processes will have a key role in
monitoring whether clients sustain and progress in employment and in
ensuring they are referred to appropriate support and training. This will help
to evidence the most effective support packages and will also prevent clients
undertaking repeat stages of the employability journey, combat double
counting and prevent individuals becoming lost in the system of support.
Linked to development of client tracking partners will also explore
development of payment structures which facilitate rather than act against
referrals.

In time the ability to convince mainstream services, particularly DWP, of the
ability to deliver a comprehensive and quality assured service to clients
locally in line with agreed sub-regional frameworks and standards, could give
more flexibility and input to commissioning processes and allow for the
exploration of the freeing up of mainstream resource for local use.
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WORKSTREAM 3 — A CLEAR CO-
ORDINATED EMPLOYER OFFER

The Rationale

The mapping has highlighted that current mechanisms for employer
engagement are highly fragmented. There are a large number of
organisations and agencies in Tees Valley seeking to engage with employers
which leads to a complicated network of provision.

There is currently no single access point via which employers can be provided
with a comprehensive package of recruitment and skills support, nor does
such a support offer exist. Current working arrangements are not
underpinned by the necessary robust working protocols which will allow for
the provision of a seamless service to employers. There are also lack of
effective mechanisms for engagement with employers to inform the
development of demand led provision.

Employers are unclear on the support that is available to them and rather
than try to navigate their way through they will opt out of engaging at all. It
is also the case that engagement with employers is not sufficiently informing
the development of demand led provision.

Therefore, it is clear that a more co-ordinated employer engagement and a
clear employer offer will bring considerable advantages to employers,
providers and clients in the Tees Valley. While, the Business Support
Simplification Programme (BSSP), introduced in the 2006 budget, will reduce
the number of publicly funded business support schemes there remains a gap
in terms of a co-ordinated offer providing the full range of recruitment and
skills support required by employers.

For employer engagement to be effective therefore, it is necessary that a
single co-ordinated engagement strategy and offer is presented and a ‘no
wrong door’ support model is introduced. The activities outlined below will
build on current efforts by Business Link and JCP to more effectively join up
the current infrastructure.

Priorities for Action

Activity within this workstream will specifically focus on:

¢ Developing sector based job brokerage interventions in partnership with
employers

e Developing a co-ordinated response to large scale recruitment initiatives
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e Ensuring a more consistent approach to vacancy and placement handling

We will also look to enhancing the capacity of public sector employers to
internalise some of the recruitment and support practices necessary to
recruit from less traditional groups.

Sub-Regionally we wiill:

Develop a “No Wrong Door” Approach to Employer
Engagement

We will develop a “no wrong door” for employers — giving them access to the
full range of recruitment and skills support regardless of their first point of
contact.

This will be underpinned by an interactive shared “umbrella” brand. This will
build on the work already being progressed by Business Link and Job Centre
Plus which will see the early development of a shared web-based access
point and promotional material via the “NetWork” initiative; this will provide
relevant outlines for each service and associated contact details thus
assisting signposting. The website is still under development and there is a
considerable way to go. However, it is anticipated that the “single gateway”
shall offer advice and guidance to employers about services and funding
available to them and a single point of contact at JCP for employers looking
to fill vacancies and a single point of contact at BL for employers needing
advice on training, business funding and development.

To support this greater relationship management will be developed via
enhanced protocols for joint working between Business Link/Skills Brokerage,
JCP and Local Authorities. We will progress this as an early priority looking
to ensure the development of shared assessment and referral forms will
support the operation of these protocols. These enhanced protocols will
ensure a greater flow of information, leads and strategy between these key
partners. This will in turn result in an informal network of relationship
managers who will ensure the employer access to the range of recruitment
and skills services on offer. This will build on current Business Link, JCP joint
working by ensuring development of working processes that underpin the
“Network” initiative.

Develop a Single Employer Offer

This “no wrong door” approach to employer engagement will allow for the
development of a single employer offer that will be simple, straightforward
and easy to access. The offer will encompass working with employers to:

e Understand their recruitment and skills needs over the immediate, short,

medium and long-terms, ensuring that longer term plans are match
against macro economic projections
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¢ ldentify vacancies and understand recruitment practices and job
requirements

e Scope job and skills content of vacancies
e Develop sector job brokerage initiatives

e Develop a tailored recruitment and training package to meet employer
requirements

¢ Inform the development of bespoke training and personal support
programmes to provide work ready candidates for specific jobs

e Ensure post employment job specific training through Train to Gain

e Provide advice and guidance to assist staff retention and the support of
individuals in the workplace

This employer offer will encourage businesses to recruit through new routes
and to invest in the upskilling of their staff. Training and support initiatives
will aim to complement the employer offer by removing unnecessary barriers
for target groups. We could put this offer in place as an early priority
working to refine, further develop and plug gaps over the medium term.

Enhanced Aftercare Support

Via the single employer offer enhanced aftercare support will be provided to
employers to ensure they are supported to embed and progress individuals
within their workforce, particularly those who have been recruited from non-
traditional groups.

By enhancing commitment to in-work training via the employer offer we will
continue to move individuals up the skills escalator not only freeing up
vacancies at the entry level but ensuring progression from the entry level.
We will also ensure that the appropriate personal support is provided to
individuals assisting them to retain employment and removing this burden
from employers.

This support is seen as an early quick win if partners can jointly identify
resource, specify and commission appropriate aftercare and retention
support to plug what is a significant gap in the current infrastructure.

Develop Sector Based Job Brokerage Models

Sector based job brokerage models will be central to the Plan and some
progress has already been made in seeking to developing such models e.g.
Construction Employment Integrator and model for tourism sector. The
sector models developed as part of this Framework will utilise the combined
recruitment power of a sector grouping of employers to link to potential
target groups through the support of one or more providers.

An early priority will be to develop such models on a pilot basis, possibly
with two or three key sectors, with the aim of refining and further developing
the overall approach over the medium term.
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Such solutions will:

e Provide an up-to-date source of local information about specific sectors
and key employers and vacancies within

e Develop a communication channel with their employers for either
information gathering or for marketing and promoting

e Lead to the commissioning of job specific sector packages with bespoke
training linked to a system of job interview guarantees and work trials for
key client groups

e Ensure post employment job specific training through Train to Gain; and
in-work mentoring for both employer and new employees to ensure that
employment is sustainable and leads to retention and progression in the
workplace

e Inform the planning of services by training providers to ensure provision
is focused on the needs of the economy and of employer

Locally we will:

Support the development of the single employer gateway and offer,
promoting this service and its benefits through contacts with employers and
ensure sign up to relevant working protocols.

Enhance Efforts to Link Opportunity and Need

Ensure linkage of opportunity and need via planning processes; S106
agreements; and commitment to a unified support package and single point
of contact that will be available to employers who are undergoing relocation
or expansion.

Partners will also promote the use of the Construction Employment
Integrator and approach to large scale investment to ensure a unified offer to
major employers who are undergoing relocation or expansion. This will
provide a single point of contact that acts as an intermediary articulating
their employment and skills needs through the partnership and its associated
supply change.

Where necessary partners will set up dedicated teams to market vacancies,
assess recruitment and skills needs and develop bespoke packages to match
employers needs. This will ensure workless residents are linked to jobs
arising from investment opportunities.

Added Value of Proposed Approach

These activities will complement and add value to existing JCP employer
services, including Local Employment Partnerships and post employment
training delivered via Train to Gain by engaging with a larger pool of
employers at an earlier stage of the recruitment/training process and
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improving referral routes between providers. It will also support efforts to
more effectively link opportunity and need. Where employers have signed the
Skills Pledge further support will be provider to deliver higher level
qualifications, extending the support available via Train to Gain.

The interventions proposed will complement forthcoming operational changes
and enhancements to provision such as Skills Accounts, National
Apprenticeship Database. By undertaking early commencement of integrated
employment and skills Tees Valley partners will set in place the foundations
for smooth implementation.

In progressing this workstream we will tackle the current fragmentation and
lack of co-ordination associated with the current support infrastructure thus
increasing engagement with and take up of services from employers.
Enhanced protocols will ensure a greater flow of information, leads and
strategy between key partners, resulting in an informal network of
relationship managers who will ensure that the employer has access to the
range of recruitment and skills services on offer. It will provide a much
stronger linkage between the client and employer ends of the employability
service model than currently exists at the moment, ensuring that on
engagement clients are provided with the guarantee of a link to employment
and employers to suitably job ready individuals.

The actions in this workstream will also challenge existing employer
perceptions and experiences and lead to greater commitment to recruit from
priority target groups and to upskill their staff - both new recruits and those
in the existing workforce with low level skills. This will be achieved via
enhanced take up and linkage between LEPs and Train to Gain.

Efforts to link opportunity and need will ensure that all individuals are
benefiting from economic growth in Tees Valley and will tackle the risk of
increased polarisation of particular groups and localities. Growth objectives
will also be supported via increased participation and productivity.
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WORKSTREAM 4 — A JOINED UP
EMPLOYABILITY INFRASTRUCTURE

The Rationale

The mapping has identified that currently the range of agencies and
organisations involved in employment and skills activity commission and
procure services in different ways and at different points in time. This can
result in the gaps, duplication and fragmentation that have been identified.
Very often commissioning, contract management and payment arrangements
associated with partner activity are at odds with an integrated approach and
impact on effective targeting, referrals and support. For example:

e A lot of first step early engagement activity is being lost due to the
outcome frameworks of many funded programmes which fail to recognise
the time and effort involved in engaging and encouraging a client to
commence the journey towards sustained employment

e A focus on job outcomes can force providers to “cherry pick” or “skim” for
those individuals who are easiest to assist

e A large number of initiatives have a wide focus on engaging with the
same priority groups and localities — this can lead to fragmentation,
duplication and competition which works against joined up working and
referral processes

e Contract and payment arrangements do not encourage or reward referral
between services to meet wider client needs or employability barriers

e There is a variation in the quality and comprehensiveness of support due
to many programmes offering similar services but to different
specifications.

Therefore, the aim of this workstream is to create a joined up and aligned
planning and commissioning framework which key partners will work to. This
will lead to a better configuration of services and more appropriate contact
and funding models. This in turn will ensure that the whole employment and
skills infrastructure is working to support individuals to move towards, enter
and sustain employment.

Key to the approach taken in progressing this workstream is:

¢ Joining up and co-ordinating the range of employment and skills provision
in Tees Valley

e Simplifying and streamlining the client journey from welfare to sustained
employment and progression
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e Providing a seamless engagement, training and advancement service that
will meet the needs of both workless individuals and employers

¢ Achieving maximum impact and value for money from the range of
partner resources dedicated to employment and skills

Priorities for Action

The actions proposed in this workstream will lead to the creation of more
integrated, more transparent employment and skills services at the local
level which will improve the offer to customers and employers and deliver
faster, better results. Partners will initiate a process of joined up funding and
commissioning which will be informed by:

e The outcomes of the mapping of current provision

e Gap analysis in line with the desired pattern of services

e Shared objectives, outputs and outcomes

¢ Aligning of funding and resources

e Aligning of commissioning and contracting processes
Sub-Regionally we will:

Establish a Joint Planning, Commissioning and Management
Framework

Under the banner of the Employment and Skills Board we will establish as an
early priority a Joint Planning and Commissioning working group. This
group will involve representatives from the main employment and skills
funding and delivery agents and will be responsible for the development a
joint planning, commissioning and management framework which will
become embedded in the business planning processes of partners.

This group will:

e Agree a definition of commissioning to which all partners will work

e Establish principles by which commissioning is undertaken so that
interventions can be effectively measured and monitored

o Differentiate between different levels of commissioning from national
programmes through sub-regional services to targeted services focusing
on local priority groups and areas

e Make best use of available and new resources

e Ensure service delivery within LSP wide targets to priority groups which
meet Tees Valley wide and local needs

e Explore opportunities to appoint approved suppliers to support more
responsive, demand led commissioning
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¢ Ensure that organisations’ performance and capacity to target and
support priority groups into sustained employment are given significant
weight in procurement and commissioning decisions

An early task of this group will be to develop more flexible procurement
models that can be implemented over the medium to longer term to
ensure providers have sufficient freedom to respond to shifts in employment
demand and in areas of current labour market failure. It will also allow for
services to be procured and delivered in a way that support holistic
individualised model of assistance for individuals.

As much of the existing provision has been contracted and committed for the
next couple of years an early priority will be to minimise the confusion over
that provision through improved co-ordination, planning and evaluation of
services. We will also look at the potential for joint commissioning where
immediate resource is available. We will also work to influence over the
medium to longer term future mainstream and non-mainstream contracts
and services.

Early efforts will also be focused on improving the responsiveness of
training provision to ensure that it is providing economically inactive
residents and the existing workforce with skills in skills shortages and skill
gap areas, and thus delivering the workforce required for Tees Valley to fulfil
its growth potential.

Explore the Alignment of Funding for Employability

We will explore as an early to medium term priority the development of a
joint investment plan for employability. This will identify funding from
respective partners that can be utilised in support of our strategic objectives
and our joint planning and commissioning. This will allow us to ensure that
mainstream employment and skills funding supports local activity, thus
allowing local areas to be fully involved in the spending decisions of regional
and national agencies and to influence policy.

We will work to develop shared targets across partner organisations. We will
look to focus outcome payments for relevant provision on targeting of priority
groups and areas and on sustained employment with training.

In line with a joint investment planning approach we will explore
opportunities to identify a pot of aligned funding that can be used to trial
joint planning and commissioning — this could possibly arise from more co-
ordinated use of unallocated and/or future rounds of WNF; establishing joint
principles for use of NLDC resource; and from Regional Development Agency
funding which is earmarked to support employment and skills interventions in
the City Region.

We will also explore the opportunity over the medium to longer term to
seek from Government the flexibility to gain information on participation and
outcome rates for existing national programmes and more information on
costs.
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Develop a Joint Approach to Commissioning

As we progress and develop our approach over the medium to longer term
we see the ESB acting as a consultation vehicle for the development of
specifications associated with future use of employability resource to ensure
the appropriate fit with mainstream and other programmes. We will also seek
to ensure the development of common specifications to ensure that the right
services is available in the right place at the right time and that variations in
quality and intensity of support are eliminated.

We will also explore the use of framework agreements via which
organisations could be appointed preferred bidder status. This would allow
for prompt commissioning in response to demand and would give the
flexibility to vary approach, increase penetration/outcome levels.

To ensure that our integrated approach to employability is effectively rolled
out and available to all individuals regardless of existing support or eligibility
we will seek, as we progress with our Framework, possibly via enhancements
to the MAA, to gain necessary input to Government employment and skills
commissioning and contracting arrangements.

We would propose working with Government to explore and identify
opportunities or flexibilities to influence mainstream commissioning
specifications. Where local labour market conditions and infrastructure justify
that it is necessary we would seek changes to national commissioning
specifications. We will work jointly to ensure that we have clear local
evidence to support such requests and working arrangements.

Locally we wiill:

Work as early as is possible to integrate commissioning arrangements to
ensure that provision is strategically aligned as well as co-ordinating the
activity of providers at a local level. We will work to ensure that discretionary
funding, such as WNF, is used to fill gaps around and complement
mainstream provision.

We will inform of local needs which need to be considered in commissioning
sub-regional and mainstream provision and work to ensure that local
organisations/providers are supported in their capacity to respond to a joint
planning and commissioning framework and the opportunities this presents.

Added Value of Proposed Approach

In doing this we will ensure a more comprehensive and co-ordinated
approach to employability which will eliminate duplication and fragmentation.
These actions will improve the effectiveness of current provision and allow us
to more effectively plug gaps in the support infrastructure. By jointly
planning and commissioning we can ensure that a common service is
available to all workless individuals regardless of eligibility or location.
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As we develop this approach we will be able to seek greater local influence
over mainstream provision, ensuring that it is more responsive to local needs
and delivery infrastructure. Provision will be better aligned and more
responsive to client needs and employer demands and we will have the
flexibility to respond to changing needs and circumstances.
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WORKSTREAM 5 — IMPROVED
INFORMATION SHARING AND
MANAGEMENT

The Rationale

Improved information sharing and management will be essential to this
Framework. A more joined up approach to information sharing, collation and
collation will address a number of the gaps and fragmentation identified via
the mapping. For example:

e A number of organisations have insufficient understanding of the local
labour market, the jobs available and associated skill requirements to be
able to effectively advise clients and inform the development of support
and training programmes — this is leads to a mismatch between labour
supply and demand and development of programmes which are not
responsive to employer/labour market needs.

e There is a lack of an effective system or process for tracking clients
through their employability support journey. This, together with the
absence of robust referral mechanisms, can result in clients becoming lost
between various supports and/or undertaking repeat steps in the support
journey. Lack of any mechanism to ensure clients are tracked once in
employment can contribute to the problem of the “revolving door”
between benefits and short term employment.

e There is limited effort to link the client and employer ends of the
employability service model, particularly with regard to linking clients with
those jobs arising via replacement demand rather than new
developments/investments or expansions.

e There is no shared mechanism for gathering and monitoring employer
contacts and the recruitment and skills support needs that arise from
these contacts.

We need to make better use of the data and information that we gather to
effectively monitor and programme manage interventions to ensure that the
right services are being put in place for the right individuals, at the right
place and at the right time and that duplication and gaps are eliminated. We
also need to ensure more effective tracking of individuals between services,
with robust systems underpinning the development of working protocols. We
also need to ensure we are obtaining the correct information on labour
market needs to inform joint planning, commissioning and delivery.
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Priorities for Action
Specifically partners will need to:

e Agree and implement shared definitions and measures of
programme/project outcomes, alongside improved tracking and reporting
systems — this will improve partners understanding of their relevant
contribution towards shared targets

¢ Analyse management information alongside qualitative data, highlighting
overlaps and gaps as well as exceptional performance and best practice.
Clearer data and improved presentation will inform discussion on a
geographic and sectoral coverage and value for money — this will enable
partners to assess the contributions projects are making towards priority
target groups and overall targets

e Introduce shared performance indicators to improve benchmarking and
allow better judgements to be made about relative performance. This data
will help inform and improve project prioritisation, procurement and
contracting arrangements

Make use of Labour Market information for trend analysis and projections on
supply and demand on vacancies job types and skills to inform programme
design, timing and delivery

Sub-Regionally we wiill:

Develop a Single Tracking and Referral Database

The above would be underpinned by progressing over the medium term a
specification for a shared tracking and referral database for Tees Valley.
Partners would commit to ensuring that they and their commissioned
providers use this database where possible. The principle of a shared
database would require efforts to :

e to confirm the database to be used and the protocols for sharing data

e to identify a target caseload for priority groups and areas and for the
tracking of this caseload through the key stages of relevant support
programmes and into employment. It will also provide a quality assurance
role to ensure all individuals are referred on seamlessly at each stage of
intervention. It will prevent individuals from “falling through the cracks”
between different stages of intervention and will prevent clients from
repeatedly receiving the same support.

¢ to utilise the database to identify the most effective intervention
programmes in supporting clients towards sustained employment. The
database should continue to track the client once they have entered
employment in order to ensure they are sustaining and progressing in
employment.
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Develop a Shared Information Portal

To support the development and implementation of the employer offer
partners are also required to improve intelligence on vacancies and skills
gaps. We will put in place early efforts to explore the development of a
shared jobs portal, which become over the medium to longer term a
centralised database of employer vacancies, skills needs and demands.

To support the development of this portal we will develop as an early
priority a protocol on vacancies and employer data across all partners
including private sector providers and will explore the alignment and
integration of these with JCP vacancy services.

To complement current vacancy identification activity we will develop over
the medium term a forecasting tool. This will learn lessons from and build
on the success of the Tees Valley wide Construction Skills Integrator by
developing a multi-sector tool to drive demand in other geographical areas
and economic sectors. This will help promote partnership working and ‘joined
up’ thinking across the region between public bodies, employers, other
partners and training providers.

Such a resource will bring together sub- regional vacancy and skill demand
led intelligence for all sectors, building on and utilising the established
processes, practice and strategic partnership structures, to influence regional
skill development programmes.

We will explore how this is developed and taken forward via further feasibility
work.

Establish Joint Monitoring and Evaluation Processes

A monitoring and evaluation strategy will be developed as part of the early
stages of detailed planning and implementation of the Plan. We will work to
establish joint outcomes, outputs and targets linked to our strategic
objectives and underpinned by aligned funding and commissioning. This will
allow us to:

e assess the impact of the Framework against its strategic objectives,
outcomes and outputs;

e provide lessons about the effectiveness of the key processes and other
features of the integrated employment and skills approach; and

e provide feedback to partners and stakeholders on how the Framework is
working for review, performance management and improvement as
required.

Added Value of Proposed Approach
Improved tracking will provide a quality assurance role to ensure that all

clients are referred on seamlessly at each stage of intervention, thus
preventing clients from “falling through the cracks” between different stages
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of intervention and from repeatedly receiving the same support. It will also
help to ensure that clients are sustaining and progressing in employment.

Clearer data and improved presentation will inform discussion on a
geographic and sectoral coverage and value for money — this will enable
partners to assess the contributions projects are making towards priority
target groups and overall targets.

Improved labour market intelligence will allow us to bring together sub-
regional vacancy and skill demand led intelligence for all sectors, building on
and utilising the established processes, practice and strategic partnership
structures, to influence regional skill development programmes. It will also
promote partnership working and ‘joined up’ thinking across the region
between public bodies, employers, other partners and training providers.

Joint monitoring and evaluation processes will allow us to best assess the
impact of the Framework against its strategic objectives, outcomes and
outputs; provide lessons about the effectiveness of the key processes and
other features of the integrated employment and skills approach; and
provide feedback to partners and stakeholders on how the Framework is
working for review, performance management and improvement as required.
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IMPLEMENTATION, MANAGEMENT AND
GOVERNANCE ARRANGEMENTS

Employment and Skills Board

In line with the recommendations of the Scoping Report the Tees Valley ESB
will have responsibility for owning and directing this Plan and ensuring
delivery of the integrated employment and skills system.

It is essential that the Plan becomes embedded in the ESB and that the
board is instrumental in driving the activities forward. The Plan also provides
a robust agenda for the restructured and refocused Board and gives the
opportunity for it to drive real and lasting change in the Tees Valley
employability infrastructure.

The ESB in driving this Framework will provide an overarching strategic
direction for Employment and Skills activity in the Tees Valley; approve a
framework for the commissioning of employment and skills support in the
sub-region; approve the use of funding for Employment and Skills activity in
accordance with strategic objectives; and oversee the development of a City
Region Joint Investment Plan for Employment and Skills.

Operational Working Groups

We will establish operational working groups to guide the development of the
Framework and its detailed implementation. These groups will meet and
operate to guide implementation, operational decision making and delivery,
their roles will be to:

e Drive further planning and implementation of the Framework

¢ Guide the policy and planning framework and alignment of
commissioning, resources and outcomes

e Make recommendations for the alignment and use of funding for the
Framework in accordance with strategic objectives

e Develop the relevant quick wins and longer term goals for the relevant
workstream(s) and identify key asks of Government

e Act as champions of the Framework among other stakeholders

e Report to the Employment and Skills Board on Framework progress
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The working groups will cover the areas of:

e Client Engagement and the Client Offer (covering workstreams 1 and 2)
¢ Employer Engagement and the Employer Offer (covering workstream 3)

e Joint Planning, Commissioning and Delivery (covering workstreams 4 and
5)

We will also look to establish a health sub-group given the high incidence of
health associated barriers to employment.

Each of these working groups will be led and chaired by a member of the ESB
and include representation from a range of public and private sector
partners. The outputs of these working groups will form the basis of
implementation, joint delivery and associated desired outcomes and actions
to be taken forward.

Each working group will be responsible for the development of an action plan
which will identify short, medium and long term priorities. These groups
should be established immediately with first meetings taking place in
December 2008/January 2009 in order that robust action plans are in place
to guide activity March 2009.

Staffing

Partners should identify the staffing that is required to support the operation
of the working groups and the implementation of the Framework. It is
envisaged that some staffing resource is identified to support the day-to-day
co-ordination, management, implementation and delivery of the Framework
across the sub-region and to guide the development and commissioning of
early activity.

Link with Existing Local Structures

We would utilise existing local employability groupings e.g. relevant theme
group of the LSP to guide implementation and co-ordination of the
Framework at a local level. These groups/forums will oversee the
development and implementation of local activity and will co-ordinate local
planning as outlined above.

Wider Consultation and Stakeholder Involvement

We will also continue to consult with those that fund, deliver and support
activity to achieve the Framework aims and objectives. We will develop a
stakeholder consultation plan which will set out how we continue to seek
stakeholder views on all aspects of Framework activity, including strategic
and operational matters and project delivery.
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