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The Local Journey To Work Introduction

1 Introduction

Across the UK, almost eight million people are currently out of work,
many of whom would like to and are capable of work. Some need

more support than others to ful | this potential and there is a duty on
public services, with their partners in the private and voluntary sectors,
to provide this support. We recognise, as a country, that twentieth
century policies for delivering this support are no longer appropriate
for what we are trying to achieve. But is there a better way?

Worklessness has once again become a key political priority. The Government
has set an ambitious target of an employment rate of 80 percent. This means
a further one fth of the economically inactive need to be helped into work.
This includes nding employment for:

] 300,000 lone parents (38 per cent of those on income support);

'] one million additional older people (5per cent of the twenty million
people over 50);

1 37 per cent of those on incapacity bene t;
1 1.3 million (42 per cent) of the long-term unemployed; and

| 300,000 people from our most deprived areas.*

In order to achieve this, the Government has introduced new policies

that involve the private and voluntary sectors delivering more intensive,
personalised support to the unemployed. Whatever the outcome of these
policies, the real impact of Government will be felt not in the Treasury, but
in local communities. At the very local level, issues of worklessness and
welfare express themselves very differently in different areas, through low
educational attainment, high crime rates, low aspirations and health issues.

1 D.Freud, Reducing dependency, increasing opportunity (2007)
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Local authorities are key in addressing each of these concerns yet are offered
a relatively small role in welfare and worklessness policy itself.

This report highlights the added value that local authorities can bring to

this agenda. NLGN s research looks at the work being done across local
government, particularly in Kent (an NLGN partner), and the lessons that we
can learn from it. It underscores the necessity of council involvement in any
successful worklessness policy and the steps needed to ensure that councils
maximise their impact in this area.
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2 Background

From its rst days in power, Labour has made worklessness a key
issue for the Government. Helping those who can work, into work,
is at the core of the party s, and wider, British values. Billions have
been made available to projects through Neighbourhood Renewal
Funding (NRF), Deprived Areas Funding (DAF), European Social
Funding (ESF) and New Deal for Communities (NDC) funding, while
Skills for Life training and Train to Gain skills brokers continue to
tackle educational and skills issues.

This funding has been distributed in parallel with Government policies
including New Deal and the private sector delivered Employment Zones (EZs).
These programmes provide intensive, personalised support, using personal
contracts to make clear the individual s own responsibilities and the support
they will receive. This support might include education and training, voluntary
sector or community work, con dence-building and even nancial aid.

These policies have seen some success. Claimant unemployment has fallen
by over 800,000 since 1997 and the number of people out of work and
claiming bene ts is at 807,700, the lowest since June 1975.

Yet gures remain stubbornly high despite 600,000 job vacancies across
the country. Even after a decade of economic growth, overall unemployment
remains at 5.3% with a signi cant proportion claiming some form of bene t.
Furthermore, in many areas only the most hard to help are left out of work.
A fth of claimants live in the most deprived ten percent of neighbourhoods
and around two thirds of Job Seekers Allowance claims are made by repeat
claimants. If you have been on Incapacity Bene t (IB) for more than two years
you are more likely to die or retire than nd a job. 2.7 million people still
claim £7.4 billion annually in incapacity bene ts. Department for Work and
Pensions (DWP) spends over £30 billion a year on out-of-work bene ts and
£1 billion annually on buying employment provision services.
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This issue must be addressed if the country as a whole is to grow, prosper,
and compete in the global economy. It is also vital if the Government is to
meet an ambitious target of an employment rate of 80 percent and Public
Service Agreements (PSAS) targets on:

1. Narrowing the gap between the employment rates of disadvantaged
groups and the overall rate;

2. Reducing the amount of time people spend on out-of-work bene ts; and

3. Increasing the proportion of socially excluded adults in employment,
education or training.

By delivering employment opportunity for all we are making Britain
both more enterprising and more fair, to the bene t not just of high
unemployment areas but the whole country.

Prime Minister Gordon Brown

This is no small task, particularly given the resource already invested in this
area. Employment Zones have proved relatively successful in supporting
participants into employment, but sustained long-term employment is

less common. The programmes also operate at signi cant nancial cost to
the Treasury.? Recent analysis of NDC areas highlighted limitations in the
programmes ability to deliver people-based outcomes.® New thinking is
needed.

Consequently, the Government has revisited its welfare policy, adapting ideas
from Australia and the US. These new policies point toward, without quite
delivering, more exible, locally tailored solutions.

2 National Centre for Social Research, Evaluation of Employment Zones (2003)
3 CLG, New Deal for Communities: A Synthesis of New Programme Wide Evidence: 2006-07 (2008)
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Figure 1 New policies

(2006-) City Strategy Path nders

15 path nders to target 3 percent reduction in the numbers of those
on working age bene ts, and an equivalent increase in the employment
rate. Around half of DWP s Deprived Areas Fund is devolved to

path nders. They establish consortia of Government agencies, local
government, the private and voluntary sectors that then create local
strategies. Some of these are managed and coordinated by local
authorities.

(2006-) Pathways to Work

Initially through 19 path nders, and now being rolled out nationally, this
programme targets new incapacity bene t claimants. Commissioned

by DWP, private and third sector regional prime contractors will then
commission local providers to deliver personalised advice to claimants,
target health-related barriers and offer nancial support if necessary to
support people into work.

(2007-) Local Employment Partnerships (LEPSs)

Bringing together Government and large employers to help 250,000
disadvantaged people into jobs within three years. Tools include job
pledges, work trials, protected bene ts, pre-employment training,
mentors, support and exibility for lone parents.

(2007-) Working Neighbourhood Fund
This fund combines NRF and DAF to support local authorities and
communities in their efforts to tackle worklessness and deprivation.

(2008-) Welfare Reforms Package

Increased investment in Train to Gain, skills checks, bene ts related
compulsion to train, increasing private and voluntary sector-led
interventions
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The Conservatives recent paper, Work for Welfare, also suggests a new
approach, though one with notable similarities to Labour s. The Conservative
paper calls for more immediate and rigorous interventions when people rst
claim for bene ts, greater pressure on claimants to accept jobs and harsher
penalties where they don t, more tailored and personalised support and
payment-by results for third and private sector service providers.

There are merits to both approaches but they both fail to establish a
consistent role for local authorities in tackling worklessness and welfare
dependency. This report highlights the added value that local authorities
can bring to this agenda, the necessity of their involvement in any successful
worklessness policy and the steps needed to ensure that councils maximise
their impact in this area.

British politicians often miss the reason that welfare reform was so
successful in the US  that it devolved scal and legislative autonomy
to the states. No two states did exactly the same thing. [I]nitiatives were
trialled, the successful ones mimicked, the unsuccessful ones abandoned.
And, overall, it worked. 4

4 H.Hannan, Bring home the revolution article in Telegraph, 8 Jan 2008
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3 A local approach

Several of the policies above are in their infancy and it is too early
to gauge their success. Nevertheless, on their own they look unlikely
to deliver the step-change necessary to unlock the potential of
those currently dependent on bene ts, or to reach the Governments
ambitious targets.

Whatever happens, the real impact of Government policy will be felt not

in the Treasury, but in local communities. At the very local level, issues
surrounding worklessness express themselves very differently in different
areas. One city suffering high unemployment may see an increase in crime
and anti-social behaviour, whereas a neighbouring town might experience a
shortage of affordable housing. These communities are more likely to know
what interventions work best locally and local authorities, as the agencies
leading the vision for the local area, will be committed to improving the
prosperity and aspirations of their areas.

Local people know what will work best to tackle the particular problems
in their area  that is why we want to give cities more freedom to develop
their own plans helping people off bene t dependency and into work.
John Hutton, City Strategies Launch, July 2006

As with so many policy areas, a locally-driven and co-ordinated solution
might deliver more, faster and more cost-effectively. The Government
itself acknowledges this. Its welfare policies are underpinned by ve core
principles, three of which highlight the potential of a localist approach:

1. A strong framework of rights and responsibilities.
2. Not just jobs, but jobs that pay and offer retention and progression.

3. A personalised, responsive and more effective approach.
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4. Partnership the private, public and third sectors working together.

5. Targeting areas of high worklessness by devolving and empowering
communities.

In order to understand how a localist solution might be delivered and to
highlight any obstacles to its implementation, NLGN have worked with Kent
County Council (KCC) to analyse and critique their own local welfare and
worklessness policy. Kent has long been a top performing council and has
made worklessness a focus of its policy for over six years. It has also been
lobbying Government for a closer relationship on this issue, devolution of
more powers and greater freedoms and exibilities to deliver local welfare
and unemployment innovations. This makes Kent an ideal candidate for
analysis.

We are developing a consortium-based approach in Kent to provide a
holistic, joined-up package with our partners across the three sectors,
local employers and service users. This will offer a start-to- nish provision,
including enhanced adult careers guidance, innovative approaches to
health, wellbeing and resilience, and practical, bespoke return-to-work
support.

KCC Strategy
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4 Welfare and worklessness in Kent

Kent is one of the largest local authorities in the UK with a population
of 1.4 million and it is set to grow further following developments

in the Thames Gateway and Ashford. With relatively high average
earnings, and its image as the Garden of England it is possible to
underestimate the challenges it faces around worklessness and welfare
dependency.

But some areas of Kent suffer from signi cant levels of deprivation. It is the
second most deprived County Council area in the South East with thirty- ve
thousand people on Income Support and fty- ve thousand on Incapacity
Bene t. Some coastal areas of the county have pockets of up to forty per
cent unemployment.

This was highlighted in 2001 by Oxford University research that looked
across all of the county s plans and achievements. The research suggested
that a large proportion of public sector spend was currently going directly
on bene ts rather than driving economic development (almost £1 billion out
of £8 billion overall spend). The report recorded 2,500 NEETs and 102,000
people on bene ts, of which seventy-four per cent had been in this situation
for two years or more and thirteen per cent were under twenty- ve. This
represented a signi cant challenge.

The response was immediate. Pooling vast amounts of data across local
public sector agencies produced a strategic picture of the area s concerns
and the multiple problems facing different groups. This was used to create
a sophisticated segmentation focusing on eight, then ten key vulnerable
groups. Better data would allow more targeted and strategic interventions
based on a more comprehensive local evidence base.

KCC s partner agencies then began requesting access to this data which
encouraged wider buy-in and galvanised the local Public Service Board.
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Figure 2 Kent segmentation
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The shared outlook fed into a multi-agency vision for the area based on the
principle of supporting independence across the county. In turn this led to
the formation of their Supporting Independence Programme (SIP) and later
the 14-24 Innovation Unit. These units were created to target and focus
resource on key vulnerable groups where it was felt the most impact could

be made. Informed by success abroad (the US and Netherlands in particular),
programmes for developing preventative measures among young people
followed (see examples in next chapter). These two strands, focusing on
responsive and preventative measures, are now the bedrock for KCC activities
in this area.

There were also early attempts to form a strategic partnership with DWP. The
partnership, expected to be led at Minister - Leader level, would have trialled
new ideas and built-up local service provision by reinvesting a proportion of
savings to the Treasury locally. This produced what was the country s rst
LPSA, and later the Local Area Agreement (LAA).
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The last LAA (round 2) produced two related targets for Kent, each of which
contained speci ¢ worklessness indicators:

1 To promote independence through employment for those who are able
to work;

1 1o develop the economic prosperity of Kent.

This includes stretch targets (with rewards) for increasing by 100 the
number of long-term IB claimants moving into sustained part-time work,
and increasing by 250 the number of long-term IB claimants helped into
sustained fulltime employment. Unfortunately, initial enthusiasm from DWP
did not result in plans to return signi cant bene t savings to the local area.

KCC was also overlooked for City Strategy pilot status and has concerns
about how the new regionally and centrally managed approach to IB claimant
support will integrate with local strategies.

Nevertheless, the council continues to push hard on this agenda. Towards
2010, the strategic vision for the county, outlines explicit targets for SIP, the
council and its partners in increasing economic performance, regenerating
ailing town centres, reducing the number of people dependent on welfare
bene ts, expanding the vocational programme and increasing the numbers
on local welfare and worklessness programmes. These targets will be
supported by a number of programmes and interventions, including:

14-24 Innovation Unit
Employability steering group
Kent Now

Kent Success

Kent Works

b 0 43 4 4 3

Kent Top Temps
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Kent Supported Employment
Kent Community Programme
Slivers of Time

Skills Force

O 4O 4O 4 &4

Vocational Skills Centres

Together, these programmes and interventions represent a comprehensive
multi-agency approach to addressing the varied and entrenched barriers to
employment that many individuals face.

15
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5 The added value of a local lead

Our research with KCC and other councils has highlighted what can be
achieved around worklessness with a strong local lead and the support
of local partners. A deeper analysis of these programmes brings to
light not only the added value of the council role in this agenda, but
also the remaining barriers to their success.

Links with wider strategies and services

Worklessness is not a single issue and cannot be tackled as such. Councils
and the Government are keenly aware of the strong links between local
unemployment and associated concerns such as:

Low aspirations and cycles of bene t dependency;
Levels of deprivation;

Low educational achievements and skills gaps;
Mental and physical health issues;

Lack of employment opportunity or enterprise;
Transport and connectivity to the labour market;

Regeneration schemes and investment in local enterprise; and

I s s |

Crime and anti-social-behaviour.

Joined-up thinking is needed on this issue and it is most prevalent and most
achievable locally. It is at the local level that the links between worklessness and
other policy strands can be seen most clearly. The list of KCC s programmes
outlined in the previous chapter shows the level of joined-up thinking required
to begin to tackle unemployment. It links SIP (and therefore worklessness) with
education, antisocial behaviour, disability, health, skills, con dence-building,
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employer engagement, parenthood, youth engagement and aspiration. No
agency other than local government has this breadth of in uence and vision.

Figure 3 Kent worklessness strategy
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KCC is not alone in making these links explicit. Similar things are happening
around the country. In Newham a pilot study is linking housing and bene ts to
worklessness, providing locally-funded housing bene t top-ups to those who
may be worse off in employment than out of it. Similarly, Southwark Works
can provide childcare, advice on education, health and parenthood, careers
guidance and employment opportunities. This links several services through
one, supporting more people into employment. In Shef eld, the council s
housing services and the local Jobcentre Plus (JCP) are joined-up and in
some cases even co-located (schemes now being pushed by the Minister for
Housing).® In other local authorities planning, regeneration and Section 106
agreements have been utilised to address issues of worklessness and skills.® *
This delivers cross-cutting, multi-agency action at the local level.

5 B. Nadeem, Tories remain sceptical of government s piloting record, article in InsideHousing (Dec 2007)
6 CLG, The Working Neighbourhoods Fund (2007)
7 TESCO Stockport Regeneration Partnership
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Co-ordinating local resource

Recognition of the need for joined-up thinking must be matched by action.
Better co-ordination and guidance within an over-arching local strategy can
deliver more for the local population and better value for the public purse.
A range of funding streams, including Neighbourhood Renewal Funding,
Deprived Area Funding and European Social Funding, can be pooled by the
local authority and targeted to achieve more by lling the gaps in provision
rather than repeating existing work.

In Kent, as elsewhere, the Council felt that existing projects, programmes
and services were too often duplicated and overlapping. Bringing partners
together under one banner, with common goals and shared strategies allows
you to get more from your investment. Elsewhere, the employment and
skills board of Southwark Alliance, (the Southwark LSP), has been praised by
central and local agencies for analysing and co-ordinating local resource in
order to highlight and fund the gaps in service provision

Of course there are concerns. Some services, particularly third sector
agencies, are protective of their status and independence. In some areas they
feel they are being expected to do the council s work. (Senior Of cer) Other
providers are fearful of the impact changes to working relationships might
have on funding streams. In some areas, due to nancial constraints or lack
of central incentives, local authorities are only able to offer annual funding

as opposed to the ve year funding cycles Government offers Employment
Zones. These tensions can lead to isolated and siloed decision-making, short-
termism and a lack of strategic investment in service infrastructure.

At the same time, local branches of Government agencies can be constrained
by regulation, central controls and guidelines. This can lead to a sense of
disempowerment among local partners and service providers that inhibits
effective partnership working and responsiveness at the local level.
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Figure 4 Supporting Independence Programme (SIP)

From its initial conception SIP has been charged with bringing together

a wide selection of partners from across sectors in a joint commitment

to implement co-ordinated initiatives designed to help people lead more
independent lives. SIP also gathers best practice, ensures the evidence
base continues to develop alongside projects and co-ordinates input into
the LAA and LPSAs. The programme has seen some signi cant successes.
Those living in a key SIP ward were 29per cent more likely to exit bene ts
than in other areas of the South East.® This has been achieved without
pump priming funding but through better use of existing funding streams.

Success has been locally driven. Acceptance of an over-arching principle
coupled with local multi-agency buy-in ensures that allocation and
direction of resource across agencies is targeted where it can achieve
most. In other areas (e.g. Birmingham), locally led City Strategies have
achieved similar levels of policy integration and similarly positive results.

Working with and in uencing partners

Tackling worklessness can mean simultaneously addressing multiple concerns
at the individual level. To do this effectively and to ensure resource is truly
joined-up and co-ordinated, partners must be convinced to align goals and
create a shared vision. Local authorities already have structures through which
to achieve this, such as the Local Strategic Partnership (LSP).

Councils also have a wide knowledge of existing providers in their area and how
they compliment each other. They are able to provide the fora within which to
build cross-agency relationships. As other providers enter the area (e.g. new
Pathways to Work providers) the council can play a vital role in signposting
them towards partners and facilitating relationship building. Newham Council
received particular praise for their activity in this area.

8 Evaluation of SIP, Oxford University (2007)
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KCC recognised early that the LSP and Public Sector Boards (PSB) play a key
role. They were able to use these to bring together a range of partners to help
co-ordinate action on worklessness and enterprise growth - including using
LAAs to strengthen delivery and embed the shared goals across organisations.

Figure 5 In uencing partners and joining-up agenda

Central to KCC s joined-up strategy is the desire to ensure that preventative
measures support other worklessness services. The council therefore
provides high quality applied learning programmes for young people through
work-related learning opportunities. Inspired by schemes from Europe and
the USA, Kent s vocational courses are tailor-made to the needs of local and
national industry. Coupled with good careers advice these courses ensure
that young people are able to make informed decisions about their future.

KCC has committed to:

] Expanding its vocational 14-16 programme to more than 4,000
students offering a diverse curriculum tailored to the needs of
students and relevant to the real world . (Some of the current
curriculum offers: Construction, Engineering, Retail, Hair & Beauty,
Business Studies, Health and Social Care);

] Doubling the number of participants on Skill Force-style programmes;

] Raising aspirations by investing in excellent careers guidance and
providing classes presented by businessmen and professionals for
all 14-19 year olds.

Delivering this strategy required a high level of collaboration between
partners, (schools, colleges, Connexions, employers, Government
departments). KCC raised the funding for the vocational Skills Centres
itself, but getting local schools and head-teachers on board was the
central challenge. The ability and resource to engage with and in uence
local partners lies primarily with the local authority. The sustainability of
these schemes will rely on the ability of Government to give them equal
weight and standing with more traditional educational routes.
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Understanding local issues

In order to deliver personalised, targeted support the service provider must
have a deep understanding of local issues and how they interact to restrict
and create opportunities. For example, KCC had mapped out key clusters of
unemployment and had a clear view of how targeted action in an area such
as Isle of Sheppey (signi cant lack of transport links) might differ from that in
Margate (high rate of teenage pregnancy).

This comprehensive local knowledge is becoming increasingly important

as issues of migration create new community groups with new concerns

and challenges. Data on migration remains limited at all levels and may not
capture key data about the educational backgrounds, skills and employment
experiences of small groups.® Councils and their local partners will often

be the only agencies with any understanding at all of the issues faced by
these communities.*® For example, in Lambeth the Council is clear that the
barriers to employment for the emerging Somali community require different
responses and outreach methods to those of the rising Polish population.™*

This level of understanding requires accurate and timely data and good
relationships with multiple partners across the area. In its modern place-
shaping role, a council s success will increasingly depend upon its ability to
manage and in uence this network of partners and to use them to understand
how to move their area from today s situation to tomorrow s vision.

This local knowledge is too often absent from top-down policy. For example,
Pathways to Work contracts are managed centrally through DWP, limiting the
council s role and in uence. This reduces the amount of local knowledge and
understanding of local needs that is in uencing local decisions. It also fails

to make use of the community and service user engagement mechanisms
that local authorities have access to and that are vital to the development of
customer-centred services.

9 IPPR, Migration and Post-compulsory Education and Training (2007)
10 NLGN, Managing New Migration (2007)
11 S.Reed, Lambeth Leader at NLGN Conference (22 Jan 2008)
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Some of the companies short-listed to contract for Pathways have
never worked in Kent before and have little or no knowledge of our
neighbourhoods and their needs.

KCC Of cer

Figure 6 Evidence-based policy

The effective use of real-time data mapping and segmentation
techniques is becoming increasingly common across local government.
It allows the development of smarter, evidence-based policy, better
targeted action and service provision, and more accurate monitoring
of results. As KCC has shown, it can also help draw together partner
agencies with a common goal and create a platform from which to
develop co-ordinated joint action.

This is not a simple process and requires extensive data sharing
between agencies. At present agencies such as Jobcentre Plus (JCP)
have strict rules on the handling of sensitive data - particularly
following the recent computer disc scandal. Guidelines on this are in
development but at the local level exibility can be limited at present.

Responsiveness & personalisation

All parties agreed that the exibility to deliver personalised support is

crucial to delivering outcomes in this eld. A 360° view of a local area,
comprehensive local knowledge, in uence over an area wide family of
services and the aligning of local strategies are all key to addressing concerns
at the individual level. Councils, together with local partners, are ideally
placed to deliver this, yet centrally driven policies tend to be xed for long
time periods and to t standardised guidelines and processes.

Greater exibility [for providers] produces better placement results.
Freud Review
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The rigidity of central policy can be clearly seen within daily delivery
mechanisms. Despite good relationships between councils and local arms of
Government agencies, partners such as the JCP or LSC do not always have
the exibility or resource to engage with local approaches (or even the LAA
process). For example, the JCP must refer decisions up to DWP where local
requests do not fall within standard guidelines. This can be related to anything
from letterheads to temporary bene ts protection. This both frustrates and
disempowers local service providers, preventing them from delivering the truly
responsive, personalised services necessary to help some people into work.

Figure 7 Personalisation

KentNOW is an integral SIP project, physically and mentally preparing
long term IB claimants for work.

KentNOW deals with fewer claimants and is subsequently able to offer
greater personalisation. Employees can offer emotional support to
clients, with an understanding of their personal circumstances and how
they tinto their local economic and social environment. KentNOW
works because it offers a level of personalisation that Government
bodies such as JCP cannot.

The JCP sits within a tight target framework providing target-based
incentives and offering little room for local variation in delivery or
priorities. Perversely, these targets can provide disincentives to helping
long-term IB claimants as they may require more time and effort on
the behalf of JCP advisors. JCP also has limited access to resource and
cannot invest in an effective referral service or outreach work.

KentNOW s management team believes a stronger council lead would
help deliver outcomes, with KCC naturally taking a broader view of
policy than siloed government bodies.
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The local team have given me endless advice and support with job
application forms, helped me through interview process and always
provided me with telephone support when | needed it.

Bukola, KentNOW client, North Kent

Taking a lead

The example above shows KCC taking the lead on data gathering and shows
how this pro-active approach can serve to galvanise support and co-operation
among other local agencies. Councils are similarly well-placed to take the
lead in other areas in order to catalyse support across other agencies and
organisations in the area.

KCC alone employs over 30,000 people. In the past, public sector agencies
have had a relatively poor record in providing jobs for vulnerable groups

in areas of high unemployment. By taking a lead on programmes like Kent
Success, the Council:

] setsan example to other employers and shows that it can be done ;
Allows the council to iron out initial issues and concerns;
Creates a model of practice to roll-out across the County;

Raises the pro le of the scheme;

b 43 3 4

Improves the image of the council among young people and attracts a
new generation of employees;

] Links the programme to other areas such as schools and vocational
programmes.

Local council leadership can also mean a visible, high-pro le push for
particular programmes and strategies. It was clear from our research in Kent
that the Leader and Chief Executive were pivotal in driving this agenda. It
showed that not only can a Leader and Chief Executive galvanise support
within the council, they can also engage with wider partners and businesses
more effectively, encourage cross-boundary partnerships and the sharing of
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best practice and develop a vision with which to bind partners in the longer-
term. Council leaders, as the central gure of local democratic accountability
with in uence over potentially billions of pounds of public money, are the
ideal people to take this lead.

Figure 8 Kent Success apprenticeship programme

Kent Success offers young people aged 16-24 the chance to work

within Kent County Council to achieve accredited quali cations in a work
environment. The programme aims to better match the skills of young
people in Kent to those sought by employers, to encourage young people
into Apprenticeship training routes and reduce the number of young NEETS.
The system makes use of previously under-used LSC funding streams.

KCC s apprentices are particularly positive about their experiences. The
programme is easy to access (information online, in council and other
public buildings, Connexions referrals) and there is regular support from
and interaction with supervisors. The main concern among participants
is the relatively low apprenticeship wage. Nevertheless, participants
value the experience and quali cations and see the potential of a future
career within the council. A large proportion of participants have found
employment at the end of their placement, many in the council itself.

Integration of the programme within KCC HR and recruitment
processes, coupled with a guaranteed interview, ensure the programmes
sustainability and increases its attractiveness to applicants.

KCC bene ts too. Some apprentices could not envisage leaving the
Council as they enjoyed working there so much. In turn this promotes the
Council s reputation amongst young people and leads to word of mouth
recommendations of the scheme. KCC aim to extend this to 1000 young
people by 2010, with 250 places provided within the council itself. By
talking the lead on this KCC hope to prove its viability to partners and
encourage third and private sector organisations to get involved.
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Employers and economic development

Part of the local authorities leadership role is to engage with the business
community. Policy-makers recognise the need to work with employers to
identify skills needs and to help local populations meet those needs. Labour
market patterns vary by region and locality but research suggests that
existing agencies ability to engage with local employers can be limited and
the costs prohibitive.*? Successful modern councils are working more closely
than ever with local, national and international companies and KCC rmly
believes that councils add further value by bridging this gap.

Figure 9 Employer engagement

There is an explicit recognition within KCC that many of these schemes
need to be employer-led and focused. Skills, training and support must
be designed to meet the needs of employers if programmes are to
succeed. The council will be investing time and resource in this area
over the coming months.

Although KCC is at an early stage with regards persuading and engaging
with employers, some local companies have already sponsored the
local Skills Centres. Others have already signed up to the Kent Success
programme and more are expected later in 2008 when KCC launches
the programme with employers across the County.

In the long-term KCC plans to expand the idea of JCP/employer-led
Local Employment Partnerships boards beyond simple jobs guarantees.
The Council envisions the boards as LSP-style forums that include
multiple partner input and use employment opportunities to more pro-
actively drive programmes.

12 NAO, Sustainable Employment (2007)
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The council can also provide a central conduit through which to channel
employment schemes and business engagement. This prevents time limited
businesses from being swamped with requests and programmes from
multiple agencies, something mentioned by businesses as key to their
involvement.

Delivering long-term sustainable change

Whatever is achieved by worklessness programmes, it must be sustainable.
This means ensuring that solutions are long-term and that unemployment
programmes are joined up with preventative measures. This ensures future
generations do not nd themselves in the same position. At present, this
long-term outlook can be absent among a multitude of siloed, target driven
and disconnected service providers.

For example, the thirteen-week rule for jobs can encourage short-termism
while other central targets can lead to sharp practice whereby service
providers maximise their income rather than focusing on the individual s
needs. This has negative consequences for Government as the high costs

of some programmes mean that the full ( nancial) bene ts of employment
(for the Treasury) are not seen until later in the employment cycle'. More
importantly, individuals and communities bene t most from long-term
sustained employment that supports the local economy and raises standards
of living.

Councils as place-shapers and community leaders can take a longer term
view of delivery and ensure partners are working toward producing sustained
improvements to people s lives, and through this, the community. In Kent, this
includes innovations within the education system and the 14-24 Unit s work
on ensuring all young people are ready and able to work from day one.

13 NAO, Sustainable Employment (2007)
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Figure 10 Preventative work in the community

Kent Community Programmes work primarily with 16-19 NEETS and those
in danger of educational exclusion, often referred by Connexions, the Youth
Offending Service or schools. The programmes run in partnership with KCC
and the third sector, allow eight to ten participants to attend up to four days
aweek (even if still at school) for a three month period. During this time
participants learn practical, community-based skills while also completing an
accredited ASDAN quali cation to improve numeracy, literacy and life skills.

Attendance levels at these programmes have been high and, though
operating on a small-scale, those involved have seen positive

results. The programme is seen by participants as an alternative to
inappropriate college courses and to the boredom of unemployment.
For some it has provided the con dence and motivation to nd
employment, and for others it has re-engaged them with the idea of
employment, team-work and skills development.

Skill Force is used similarly to pro-actively target vulnerable youths and
prevent future problems with crime or unemployment. It uses ex-armed
forces personnel to deliver a programme that builds discipline, motivation
and team-working among the 14-16 year old participants. With over a
ninety per cent satisfaction rating the programme is popular with youths and
politicians alike it is personally endorsed by the KCC s Leader, Paul Carter.

A key concern for participants and providers is whether these local,
non-LSC funded schemes can be joined up with an individual s eligibility
for Government grants (e.g. Education Maintenance Allowance) and the
wider bene ts system. Kent is currently reviewing and challenging policy
in this area with the relevant stakeholders.

Reaching out

KCC felt that in some instances the hard to reach groups that these policies
were aimed at felt alienated from and even intimidated by the usual avenues.
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For example, some fear that work programmes and undue contact with the JCP
might impact on the bene t they receive. Long-term IB recipients in particular
were considered to have been neglected by the system and by the JCP making
re-engagement dif cult. Community outreach work among external and
Government agencies is often under-funded and under-resourced.

The agencies that had retained long-term contact with IB recipients were the
council and health services. This ongoing relationship makes re-engagement
more straightforward and positive responses more likely. What is more, with

their access to multiple services and community hubs, Councils are capable

of putting employment provision into new places (Southwark Of cer).

Figure 11 Overcoming stigma

Kent s Gateways provide customer-focused, cross-agency services in a
modern retail setting. They offer convenient physical access to frontline
customer advisors from over 30 agencies from all sectors, promoting
seamless service provision. Ashford Gateway opened in 2005 and a
further 16 are planned. Services provided include:

| Information and self help, including free internet, service directory,
payment Kiosk

| Routine advice and transactions, including bus passes, refuse,
parking, licensing

i Surgeries by agencies such as Hi Kent, Connexions, NHS and
registrars

| cCross agency services, including council tax, bene ts, planning,
housing, library, adult education and occupational therapy

Gateways work because they:

1 Are easy and convenient to access;
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| Unite services under a neutral brand, removing the confusion of a
myriad of public service organisations;

Offer convenient, multiple transactions in a single journey;
Serve those with complex needs faster, better and more ef ciently;

Are able to appeal to new audiences ;

o O O

Minimise the stigma some users feel is associated with some
service provision.

The newly opened Thanet Gateway Plus, located in Margate, saw 2500
visits on its opening day in January 2008 alone.

The added value of a local lead

The sections above outline clear areas in which effective delivery is needed
if we are to address issues of welfare dependency and worklessness. Each
interlinks with the others and successful policies will address all strands
simultaneously. Yet there are clear differences in the way that local action
addresses these issues when compared to national policy. These differences
are outlined on the adjacent page.
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Figure 12

Necessary for
delivery

Local approach

National approach

Links with wider
strategies and
services

Community wide vision; view
and in uence across all local
services.

Scale makes joined-up policy
dif cult, focus on one or two
siloed areas of policy.

Co-ordinating
local resource

Able to align goals and
strategies across departments
and services; understand gaps
in local provision.

Rigid top-down programmes
leave gaps in provision.

Working with
and in uencing
partners

First among equals across local
partnerships; work through
LSP and PSB, direct links to
local schools, employers and
voluntary sector agencies.

Can encourage through
force but not persuasion;
lack of contact with local
partners means unable

to win argument with all
necessary agencies.

Understanding
local issues

Comprehensive local data;
knowledge of local issues.

One-size- ts-all policy
solutions.

Responsiveness
&
personalisation

Able to adapt local services at
individual and area level, can
operate on relatively small-
scale and innovate.

National or regional
commissioning; economies
of scale, standardisation and
in exible central guidelines.

Can use own track record

Taking a lead and local policies to develop Relies on others for delivery.
evidence and persuade others.
Employers SEBE R B[22l SEeary Able to engage with national

and economic
development

and relationships with local
employers duty to manage
economic development.

business but less so with
local employers or SMEs.

Delivering long-
term sustainable
change

Commitment to long-

term, community wide
improvements both social and
physical.

Target led; can lead to short-
term, time-bound solutions.

Reaching out

Ongoing, long-term contact
with residents and service
users; tried-and-tested
outreach and engagement
methods and new innovative
approaches.

Limited resource at JCP
level and some issues of
engagement with central
agency brand.
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6 Conclusions and recommendations

[alternative models] could give the state more scope for setting or

in uencing the shape of services on offer .be more responsive to local
conditions and might t better with other initiatives.

Freud Review

Worklessness and welfare dependency are now key political issues locally
as well as nationally. The Government has set ambitious targets for an
employment level of eighty per cent and in order to achieve this has
introduced new programmes to engage with, inspire and support bene t
claimants back into work. On their own these projects are unlikely to be

suf cient. What is worse, in some areas they are overlapping with and out of
alignment with the good work that is already being done at the local level.

The Government s own Working Neighbourhood Fund document highlighted
the good work already being done across the country, led by local authorities,
to address cross-cutting issues such as worklessness, skills, exclusion and
enterprise. It is only at this local level that exible, tailored, multi-agency and
customer-centred services and support can be delivered. For this reason it is
vital that local authorities play a key role in the co-ordination and strategic
delivery of welfare and worklessness service provision. To enable councils to
ful 1this role, and to create stronger links between national policy and local
delivery, four key areas must be addressed:

1. Strategic leadership

We advocate a greater role for local government in leading on the local welfare
agenda, setting priorities, co-ordinating resource and providing clear leadership
and vision. A lack of clarity over roles for centrally commissioned providers,
scarcity of information from Government and barriers to local government to

in uencing the commissioning role are all currently hindering this process.
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Ensuring local strategic control and over-arching accountability allows
councils to deliver a strategy that lls the gaps, ensuring there is no
duplication of effort and extracting maximum value for public money. Ensuring
cross-agency targets are set locally would also ensure that goals are aligned
across sectors and minimising unnecessary con icts of interest.

2. Local exibility

There are examples of excellent relationships between providers and local
authorities, as well as between LSCs, JCPs and other partners. Nevertheless,
con icts (often relating to process and bureaucracy) remain and prevent local
strategies maximising their impact.

Devolving strategic control and freeing up all partners to adapt their
processes would ensure that all local agencies are exible and responsive
enough to meet individual needs as they arise.

3. Devolved funding

The focus on funding streams and security can encourage providers to
squeeze participants into the funding regime rather than adapt and integrate
multiple programmes around the individual s needs. (LSC Of cer) Even
devolved funding rarely comes without strings. At present, even within

locally led programmes, this can lead to short-term funding cycles for local
authority commissioned service providers and inhibits long-term strategy and
investment.

The best way to ensure that programmes revolve around people s needs not
funding streams, and to ensure that local solutions are delivered sustainably
in the long-term, is to devolve some or all of the associated funding and
commissioning powers to the local level.

4. Taking the initiative

It is not just about getting the Government on side, or about asking for
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more from them. The most powerful thing a local authority can do to tackle
worklessness is to get its own and its partners strategies aligned. If councils
are able to align their own procurement systems, recruitment processes and
community targets toward this goal they can set a precedent that others will

nd hard to ignore. Coupled with a clear strategy and strong political lead,
councils can then begin to ensure that public and private money goes further
to meeting the Government s goals on reducing unemployment.

Local authorities must take the initiative and prove that they can deliver

more for their residents, communities and budgets by addressing welfare

and worklessness at the local level. This means local authorities must take
some risk in order to build support and momentum among local partners, and
create an evidential base with which to convince Government of its merits.

Recommendations

If Councils are to take on a greater role in this agenda they will face their
own problems. There are con icts between the need to maximise value and
ef ciency and the desire to provide innovative new services. There are also
issues over the effectiveness of the annual funding cycles of some locally
commissioned services when compared to the longer term Government
contracts. A tight CSR has only increased these tensions.

We need to have another look at the functions of local government, and
I would like to see if they have the potential to work in areas such as
health and worklessness, but we also have to ensure that nance follows
function.

E.Pickles at NLGN Conference, 22 Jan 2008

But these issues are more likely to be addressed with local solutions
than under existing, top-down controls. What is needed is the support,

encouragement, freedom and exibility to make it happen.

To this end, we make the following series of recommendations:
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National obstacles to local partnerships must be removed from
the local arms of national public services:

] Where local branches of national public services are part of a local
authority led worklessness strategy, that is included in their LAA, they
should be automatically exempted from any national performance target
that con icts with the return to work goals of the LAA.

[ Local branches of national public services, when working in a partnership
that is part of a LAA, should be free to adapt national rules for
operational management procedures without waiting for prior approval
from regional or national of ces.

0  Accountability would be maintained by six-monthly post hoc
variance reporting. Local decisions could then be over-ruled so long
as reasons were given by national of cials to LAA managers.

[ Data-protection legislation should be reformed to allow local agencies
(e.g. LSC, JCP, councils) to pool data more easily. The current data
protection consultation could be used to accelerate this change.

Incentives to innovate and drive forward the welfare agenda
should be increased:

{ Fifty per cent of any bene ts savings made as a result of local initiative
should be returned to the local authority.

0 Central government should guarantee that these funds will not be
clawed back via grant reductions for at least ve years

[ Where local government and its partners accredit welfare or worklessness
projects to support their LAA goals, these organisations should be
automatically recognised for national programmes and thus be eligible for:-

0 Consideration as referral options for the JCP, Connexions and LSC;

0 Quali cation for the same grants as mainstream initiatives (e.g. LSC
funding, Education Maintenance Allowance);
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0 Accreditation as part of the roll out of the new Government
apprenticeship and skills programme;

0 Recognition by all agencies in any bene t-related decisions;

0 Promoted by central Government to educational institutions and
employers.

Innovating to meet the long term challenge

In the longer term central Government should explore a comprehensive
solution devolving responsibility for the commissioning and funding

of all worklessness programmes to the local level. At the heart of any
comprehensive, locally tailored solution is the idea of local government taking
on the burden of nancial risk that is linked to responsibility for delivering
outcomes - in this case the outcome of more people able to nd long-term
employment.

Except for the largest authorities it is likely that this level of risk will require
the nancial strength of more than one authority. Councils may need to
engage with people over a natural economic (often travel to work) area
covering several councils.

| Government should commit itself to supporting at least one pilot scheme on
worklessness where a council, or group of councils operating through a Multi
Area Agreement (MAA), receives full devolution of funding, commissioning
and decision-making powers and accepts transfer of nancial risk.

1Al savings generated by these pilot schemes would be retained by the
local authorities concerned, the funds not being clawed back through
grant reductions for ten years. Councils would be responsible for cost
overruns, would not receive compensation for any loss and would have
to fund shortfalls through local decisions.
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Kent County Council

Kent, one of the UK s largest shire counties, is a dynamic, diverse region
with pockets of both wealth and deprivation. The challenge of this diversity
is seen in Kents s annual spending of £1.7bn on welfare bene ts for people
of working age. This exceeds the whole of the County Council s annual
budget for schools, adult social care, waste disposal, road maintenance and
community facilities.

Kent County Council is pioneering new approaches to tackling these issues.
We established the Supporting Independence Programme (SIP) which
coordinates work across all sectors to help people lift themselves out of a life
of dependency and achieve their potential, and the 14-24 Innovation Unit,
working in partnership with the LSC, Connexions, schools and businesses to
deliver real transformation in learning and skills for Kent s young people.

Already, these innovations have encouraged over 4000 students this year to
take up a vocational course of their choice. In targeted areas those living in
key SIP wards are 29% more likely to exit bene ts than in other areas of the
South East.

Through these exciting new approaches, Kent County Council will ensure
that all Kent s residents, including the most vulnerable, share in the county s

Success.

For more information, please visit www.kent.gov.uk

Kent %2

Council "~ |




Kent County Council

For more information, please visit www.kent.gov.uk or contact:

Pauline Smith  County Manager
email - pauline.smith@kent.gov.uk
tel - 07740184043

Sue Dunn - Head Of 14-24 Innovation Unit
email - sue.dunn@kent.gov.uk
tel - 01622 694923

Lucy-Ann Bett  Social Inclusion Of cer (Young People)
email - lucyann.bett@kent.gov.uk
tel - 07920526559

Nick Moon  Social Inclusion Of cer (Adults)
email - nick.moon@kent.gov.uk
tel - 07703749507
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