Proposal for Call for Proposals (EC VP/2005/008)

1. Introduction:

A pilot project on indicators and benchmarking with several PES (AMS-AT, AMS-SE, BA-D, CWI-NL and VDAB-BE) has proved that it is feasible to arrive at a consensus

· About a selected list of 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 discussing good practice

Results were presented at a conference in Vienna in October 2004 and at the meeting of Heads of PES in Amsterdam in December 2004.

There were furthermore sustainable results of the pilot project: a sub-group of the participating countries went in February to AMS-Sweden to get a in-depth look of services to employers as Sweden was best in employers satisfaction. AMS-Austria will co-operate with VDAB to get a deeper understanding why VDAB is successful in employers offering their vacancies on the homepage of VDAB and SECO Switzerland is checking the transferability of Austrian „Implacement-foundations“.

The members of the working group concluded from the feedback of the participants of the conference and the Heads of PES that the results could be a new starting point in several directions: 

Technical improvements:

On a „technical“ level it provides 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“

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 practices with respect to „transferability“ and improvements.

Communication

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

· To develop a standardized and user friendly format of reporting from the Working Group to the top management of PES and the European Commission
· To establish efficient lines of communication between the Working group and other bodies engaged in similar activities

2. New Start – Project Outline

14 PES have decided to start a new project on basis of the above results. These PES are: Employment Services - SL, State Employment Agency - LV,  UPSVAR - SK, Job Centre Plus – UK, Ministry of Labour – FIN, LE FOREM – BE, ORBEM – BE, VDAB – BE, Bundesagentur – DE, CWI – NL, FAS – IE,  ANPE – FR, SECO – CH, AMS – AT. 

2.1 Overall goals

The overall goal is to support modernisation and to improve effectiveness and efficiency of the different participating Public Employment Services. Benchmarking seems to be an appropriate tool to identify weak and strong points of every organisation. Identification of „innovative practices“ on the basis of  comparable indicators refers to new services to employers as well as to jobseekers, to special case-management, to new tools to prevent long term unemployment, to new organisational settings, to new ICT-tools, to new forms of co-operation between different partners, etc. which promise more successful ways to handle the growing challenges for Public Employment Services within the frame of the European Employment strategy.

2.2 Specific goals of the benchmarking project

The new enlarged working group aims to establish a structure and a standard procedure within 18 months 

· For the collection of data on a limited list of indicators (preferably within the framework of a management information system)

· For the transparent interpretation of the data presented taking into account differences in institutional background ( and current national economic conditions)

· For carrying out a meaningful benchmarking procedure 

· For identifying „good practices“ and stimulating exchange among experts of participating PES

· For reporting to the European PES and the EC (user-friendly documentation)

· For establishing the basis for a continuous benchmarking process (which should continue after completion of the project – 18 months to be a recommendation to all PES) 

2.3 Innovative approach and added value:

· a standardized (and user-friendly) report on common indicators on the basis of administrative data, which allows in a systematic way to look at the best practices

· comprehensive information for the management of PES, the EC and EMCO 

· a platform which allows to organise a peer-review process on best practices in continuation of the project

· to establish a standard procedure of benchmarking as an indispensable part of learning organisations

· useful contribution to progressing the European Employment Strategy 

· 14 PES involved, among them 3 of the new member states

· added value to the ongoing peer-review process since 1999: basis for identification of „good practices“ is benchmarking based on administrative data of PES; it will be a valuable tool which is focussed on supporting and improving the management of PES. 

· the socio-economic context information complementing the indicators will provide an improved and qualitative overview of the realities in which PES are operating. 

2.4 Working programme

The above goals and the experience of the original group suggest that it will be necessary to achieve these results by reviewing definitions, data collection, interpretation several times. Work on benchmarking procedures, presentation of „good practices“ and a reporting format will be addressed when the definitions and the data collection are stable to an accepting degree. 

Although18 months is a short time to achieve a standard procedure, the working group believes that it will suffice to establish the agreed standards.

Our experience suggests that it is essential to contract a team of consultants with appropriate experience and expertise to support the members of the working group 

· to find consensus on definitions

· to carry out the data collection

· to interpret the data

· to do the benchmarking

· to identify good practices

· to do the documentation and establish a reporting format

Months 1 – 12:

3 Cycles  (with 2 meetings each) to work on:

· definitions

· data collection

· interpretation

· documentation

Months 12 – 18:

· 2 cycles (with 1 meeting each) to work on:

· benchmarking

· good practices

· reporting

Dissemination of results: 

There will be a continuous report to the Heads of PES and the EC at the meetings of Heads of PES (beginning with the meeting in Vienna in June 2006) and a final report and presentation at the end of the project.

Evaluation of the project:

There will be a questionnaire on the usefulness of the benchmarking procedure and the reporting as a tool for improving PES efficiency and effectively to the Heads of PES at the end of the project. Every meeting of the working group will be evaluated in order to improve working procedures. 

