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Inviting feedback: the Vienna Conference 

The Working Group 
has achieved tangible results ...

By the summer of 2004, the Working Group had proved to that it is feasible to arrive at a consensus  

· about a selected list of performance indicators,

· about a limited set of options on how to carry out the measurement process in order to arrive at numerical values for the indicators,

· about a benchmarking type of comparison of the indicator values among participating Public Employment Services, 

· about the use of benchmarking results as a basis for looking into good practice,

· about the issues that should be addressed when dis​cussing good practice.

... on which the Vienna Conference has provided feedback ...

At this stage it seemed appropriate to invite Public Employment Service representatives of all Member States to give their feedback on the approach taken and the results achieved. This was done in the form of a conference. It took place in Vienna on 14–15 October 2004.

... on goals, procedures, results ... 

The first half day was devoted to explaining the set up of the Working Group, its goals, its practical procedures and some benchmarking results.

... good practices ... 

The second half day was evenly split between parallel sessions of three workshops and the presentation of two »good practices«. In the three workshops, those participants who were not Members of the Working Group gave detailed comments on the definition of the selected set of indicators. 

... and the potential interest of other European Public Employment Services

The third half day was split between the presentation of further good practices and three parallel workshops. The latter addressed the issue of whether further Member States could conceive of participating in the Performance Indicator exercise. 

A questionnaire sent out to participants ...

Each Member State represented at the conference answered a questionnaire which explicitly addressed the following issues: 

· Are the indicators (of the selected list) already part of the management information system of the Public Employment Service of the Member State?

· Are the indicators likely to become part of the management information system (in the future)?

· Is it very unlikely that the indicators will become (in the near future) part the management information system? 

... resulted in encourag​ing answers ... 

The answers to these questions are considered very encouraging by the Working Group. A detailed documentation is provided in Table 1. 

... that show a strong interest in the 
Indicator exercise and ...

Moreover, 21 participating Public Employment Services expressed the view that 

· »the exchange of benchmark results for performance indicators« and

· »the exchange of good practices« 
are likely to provide »food for thought« and »inspiration« to the management of their Public Employment Service.

... in governance issues generally 

This confirms the importance of governance issues as now emphasized in the European Employment Strategy. 

Table 1
Answers to the questionnaire sent out to participants of the Vienna Conference 

Is there the option that the following indicators can be part of the Management Information System (MIS) 
of your PES? 


Is already part of our MIS
Is likely to become part of our MIS
Is very unlikely 
to become part of our MIS
Number of Member States providing answers through their PES representatives on the conference

Indicator 1: 
Aiming at a successful transition from unemployment 
to employment


57,1%
38,1%
4,8%
21

Indicator 2:
Taking a special interest that the transition to employment takes place before unemployment 
lasts very long


52,4%
42,9%
4,8%
21

Indicator 3:
Being focused on transitions from measures to employment


52,4%
28,6%
19,0%
21

Indicator 4:
Transition to a new 
job after a notice of separation has been served, but before drawing unemployment benefits
10,0%
15,0%
75,0%
20

Indicator 5:
Opening access to a large share of vacancies through the PES information system


66,7%
14,3%
19,0%
21


Is already part of our MIS
Is likely to become part of our MIS
Is very unlikely 
to become part of our MIS
Number of Member States providing answers through their PES representatives on the conference

Indicator 6: 
Making sure that registered vacancies are filled 


61,9%
28,6%
9,5%
21

Indicator 7:
Making sure that filling a registered vacancy will not take long


57,1%
23,8%
19,0%
21

Indicator 8:
Achieving customer satisfaction 


57,1%
42,9%
0,0%
21

Indicator 9: 
Implementing best practice information technology 


26,3%
63,2%
10,5%
19

Indicator 10: 
Designing a service oriented organisational architecture 


35,0%
65,0%
0,0%
20

Indicator 11: 
Providing sufficient resources (in terms 
of time) for service activities 


19,0%
52,4%
28,6%
21


Unlikely
Most likely 
Number of Member States providing answers through their PES representatives on the conference



Will the exchange of benchmark results for performance indicators be food for thought to the management of your PES?


0,0%
100,0%
20

Will the presentation of good practices be a source of inspiration for the management of your PES? 


0,0%
100,0%
21

Will the costs of participating in a Working Group on performance indicators and good practices be balanced by the expected benefits?


15,8%
84,2%
19

Outlook

The Members of the Working Group concluded from the feedback of other Member States that the Vienna Conference could be a new starting point in several directions.

»Technical« improvements 

On a »technical level« it provided further stimuli:

· to proceed in refining the definitions and measurement procedures for the indicators on the selected list

· to consider further indicators (either as additions on the list or as substitutes for some items)

· to develop a standardized accounting procedure for differences in benchmarking results among participating Member States

· to ensure that there is a transparent link between the results of the benchmarking exercise and the selection of good practices.

Presentation of 
good practices

With respect to the presentation of good practices, it has become quite clear how important it is

· to formulate a set of specific questions as a starting point for the presentation

· to put the good practice presentation to a trial-run-test (of »unfriendly« challenges) in order to have all the relevant information at hand before the actual presentation

· to have a systematic follow up of the presentation of good practice with respect to »transferability« and »improvements«

Communication 

Regarding the communication of indicators, benchmarking results and good practices, it is indispensable 

· to develop a standardized format of reporting from the Working Group

· to the top management of the Public Employment Services involved and

· to the European Commission 

· to establish efficient lines of communication between the Working Group and other bodies engaged in similar activities in the Working Group

Enlarging the 
Working Group

Concerning the continuation of the benchmarking exercise, it seems appropriate to extend an invitation to all Member States to join the common project.

In case a larger number of PES show an interest in an 
active participation, it might be necessary to establish a 
Co-ordination Group (with 4-6 members, 2-3 of them should have participated in the Working Group). The 
Co-ordination Group should propose a new working structure (according to the number of PES involved) and a draft Work Programme in agreement with all PES involved.

Mandate given to the Co-ordination Group ... 

In the case of the Co-ordination Group getting the mandate to continue the work, it will do so in accordance with a Work Programme. This Work Programme should define specific outputs for each of the following areas covered by the future Working Group(s):

· technical extensions and refinements 

· enhanced effectiveness in presenting good practices

· efficient communication to Heads of Public Employment Services and the European Commission

... will reflect the priorities set by participating PES

Each area will be covered by an amount of work reflecting the priorities set by the heads of the participating PES who give the future Working Group(s) the mandate to continue.

The costs of ...

Participation in the Working Group involves costs. These costs come under four headings:

... participation and presentation ... 

· The time resources the representatives of the Member States have to draw upon for their participation in the Working Group (about 4 meetings in 12 months).

... data collection ...

· The time spent on calculating the indicator values for one’s own Public Employment Service (these costs should become negligible once the indicators are incorporated in the Management Information System).

... external support by consultancy team...

· The budget for external support which is (in the experience of the Working Group) indispensable in order to make fast progress.

... and travelling ...

· Cost items related to travelling.

... will have to be borne by the Group Members ... 

The costs have to be borne by the Member States in the Working Group. Financial support by the European Commission is an option dependent on how well the Work Programme coincides with the current programmes of the Commission.

... who join because they expect that the results are worthwhile the costs

Of the 21 Public Employment Services which filled in the questionnaire, 19 have taken the view that the costs of participating will most likely be balanced by the expected benefits. This is exactly the outlook of the Working Group itself. 
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Mandate given to the Co-ordination Group

Heads of Public Employment Services express clear priorities about the efforts to be 

devoted on each of the following activities of the Working Group(s)

Invitation to all Member States to join the Working Group as Permanent Member or as Corresponding 

Member

Presentation of good practices

Technical improvements and additions with respect to the list of indicators

Communication of data, benchmarking results to the top PES-management 

and the European Commission

about 4 meetings of the Working Group(s)

in 2005

Indicators, Data Collection , 

Benchmarking, Good Practices

Reporting to the Heads of PES and the 

European Commission (End of 2005)

Feedback conference open to all 

Member States

new structure of responsibilities

work programme for 2005 and 2006

Chart 1
A Co-ordination Group with a clear mandate, work programme and reporting system 






















































































































































































































