ITEM 3: For information of Heads of PES

Public Employment Services’ contribution to EU 2020

Input paper
1. A changing environment
Throughout Europe, nations have to deal with the consequences of the financial and economic crisis and find new directions for their industries. In order to establish budgetary stability in the Euro zone, saving measures are taken and financial restrictions are imposed on governments. Globalization puts pressure on Europe’s competitive position. 

Secondly, the process of population ageing in Europe is accelerating and the balance between people of working age and retirees starts to shift. As a result, active working-age population is projected to contract and the availability of labour forces will be jeopardized. Therefore, greying will become a serious threat to economic growth and the financing of social welfare systems.
Europe is also confronted with ecological challenges. Global warming and the decrease of natural resources forces sectors to redirect and focus on sustainable business. Moreover, the ‘greening’ of the economy causes new skill requirements to emerge.
Furthermore, new generations arise, youth who have a different view of work, different competencies and soft skills, and different expectations towards public services. Children are growing up in a world that is permeated by technology and information, which they are dealing with in an intuitive, clever way. Social networking, virtual competency acquisition and multi tasking are clearly part of their development process. 
In the meantime, many Member States are increasingly struggling with a mismatch between labour demand and labour supply. They have to deal with a build-up of bottleneck vacancies and a shortage of job seekers with the required qualifications. The prospect of a large-scale war on talent is looming up.
The low participation rate of some target groups that score less well in labour market statistics causes additional anxiety. Although well-known, the insufficient participation of low-skilled youngsters, people aged 55 and older, migrants, occupationally disabled persons, long-term unemployment, people in poverty and other disadvantaged groups, remains a structural problem. In addition, a widening educational gap manifests itself. Finally, investments in lifelong learning are still showing a lack of ambition in Europe. They even seem to deteriorate.
2. A changing labour market
In the past decades the view has been gaining ground in every member state that the Public Employment Services (PES) should be playing a more active role in reducing dependence on unemployment benefits. In response to fundamental changes in our labour markets and society, a new set of roles taken up by the PES is gradually emerging, which are intended to support entire work careers. This shift away from the dichotomy ‘unemployment-employment’ stems from the launch of a new paradigm – ‘transitional labour markets’ – by leading scholars in the TLM school (e.g. Schmid, Auer, Gazier). At the same time, policy makers have been in search of a new, virtuous balance between flexibility and security – or ‘flexicurity’ - for employers and employees. Both approaches can be considered as a response to the increasingly volatile labour market and its consequences for social security.

Several tendencies have brought an end to the traditional labour market – characterized by the male breadwinner working fulltime until retirement, often for one and the same firm. These tendencies are among others the shift from mass production to more tailored service delivery, the entrance of women on the labour market, the erosion of internal labour markets, etc. As a result of these changes, employment relationships have become far less stable and diverse transitions are made over life time into, within and away from the labour market.
These transitional labour markets bring along (new) social risks – which tend to hit disadvantaged groups adversely: the risk of low earnings capacity due to lack of education, the risk of income volatility due to fluctuating demand and job-to-job transitions, the risk of total wage-income loss due to involuntary unemployment, the risk of restricted earnings capacities due to social obligations such as child care or elderly care, the risk of reduced or zero earnings capacity due to disability, chronic illness or old age.

The new reality of the transitional labour market requires new policy responses, in order to empower citizens in coping with ‘risky transitions’ and improving their own (working) life. Hence scholars launched the concept of ‘positive transitions’, which involve a self-reinforcing process of further investment in the employability of citizens.

Applied to the role of the ‘new’ PES system, the TLM approach represents (at least) a threefold renewal with regard to the conventional function of social security systems:

1. A new combination of the ‘active’ and ‘passive’ functions, merged into the concept of ‘active securities’. Instead of passively compensating for income losses and protecting jobs, governments should actively invest in the human capital of individuals and in work place environments so as to protect people. Active refers to a greater role for the individual and the PES system, as well as to actively working on maintaining the job. 
2. A new anticipatory role in response to potential career transitions. Instead of enforcing job-to-job transitions governments should focus on supporting work careers by giving individuals a perspective and voice in their development. PES systems should enable transitions from and within work as the economic situation and the individuals’ preferences might change over time.
3. A shift from the conventional serving to facilitating, coaching and conducting PES systems, in which the term ‘conducting’ stands for two senses: on the one hand, the governance, management, stimulation, coordination and quality assurance of the services on offer and of partnerships; on the other hand, the provision of (online) tools and primary services to support individual career management.
When applying a career or life course approach, the target group for the PES system enlarges towards new ‘customers’ (workers, employers, inactive groups) with no traditional link to the PES. 

3. Towards a common view on the changes in the role of Public Employment Services
From the feedback to the “Issues Paper” a few assumptions were derived about the changes in role and function that are expected from Public Employment Services in order to meet the challenges mentioned above and to contribute to the delivery of the strategy Europe 2020. These assumptions were drafted during the preparatory meeting of the working group.
Today, Public Employment Services already face a number of immediate tasks (which are also related to the execution of the European Employment Guidelines), such as lifting the employment rate and reducing the number of bottleneck vacancies. These tasks need to be addressed by investing in a strong and sustainable activation. The main objective can be summarized as: “more people need to work longer and differently”.
To reach this objective, labour demand and supply must be approached from a holistic point of view which takes into account the multiple transitions presenting themselves continuously on the labour market and during individual careers. Public Employment Services could adopt such a holistic perspective by building bridges.

Building bridges entails a shift from functioning (only) as service providers towards functioning (also) as service seekers, that compose scenarios for the most qualitative, effective and efficient constellation of services to meet a specific need on the labour market. Thus, the cooperation of public and private, commercial and non-commercial agents is facilitated in order to reach policy objectives and guarantee a smooth functioning of the transitional labour market. 
This leads to the first assumption (regarding theme 1 of the “Issues Paper”): Public Employment Services (Systems) take up ‘conducting functions’ and have to acquire a mandate to do so legitimately (both from policy designers and from customers).
As ‘conducting functions’ may be identified: 

· stimulate market operation and partnership formation; 

· select, certify and manage service providers; 

· support labour market actors; 

· match citizens and employers with appropriate services; 

· provide information about the results of policy tools, the efficiency of service providers, evolutions on the labour market, etc.
The fulfilment of these ‘conducting functions’ has to be tuned with a customer-oriented view. Also, attention has to be paid to the ways in which services to employers could be optimized by ‘conducting’.

Finally, it has to be noted that terminology in this context requires further clarification and agreement.

The second assumption has to do with a priority bridge that should be strengthened in order to get more people to work longer and differently, i.e. the bridge between labour market and education/vocational training (regarding theme 4 of the “Issues Paper”): in view of ‘making the case for skills’ Public Employment Services need to pursue close interaction with various stakeholders in the clusters of skills identification, skills orientation, skills profiling, skills verification, skills matching and skills training.

A third assumption more specifically concerns the objective of creating opportunities for people to work differently with the intention to enable them to work more and longer (regarding theme 3 of the “Issues Paper”): in collaborating with employers Public Employment Services have to take actions to raise their awareness of the importance of ‘workability’ in order to secure labour force supply. Also, specific services ought to be set up to enhance the working conditions of specific target groups, such as employees with a disability or employees returning to work after a long period of absence).
Constructing solid bridges, however, does not only help Public Employment Services to cope with current challenges. It allows them at the same time to prepare the labour market for the future and to swap from a reactive to a proactive modus operandi, not only towards job seekers, but also towards all other citizens.
The fourth assumption therefore relates to the long term perspective of offering career security (regarding theme 2 of the “Issues Paper”): Public Employment Services should stimulate all citizens and employers to proceed to career management. The information they furnish about evolutions in labour supply and demand then serves as the starting point. Moreover, Public Employment Services are expected to facilitate the establishment of career services (by providing infrastructure, tools, data, etc.).
After these assumptions are debated within the working group (Heads of PES level) and a consensus is obtained, the operational implications can be discussed, taking into account the bricks for building bridges that are already in place in the different Member States.

To guide the process of putting the long term strategy aimed at building bridges into practice, some common key principles can apparently be identified:

- a value driven approach
- customer-orientation and customization/differentiation
- digitization

- efficiency and effectiveness

- accessibility and proximity

- inclusiveness

- free of charge

- empowerment

- standardization and uniformity
- versatility

- quality

- transparency and openness

- integration

- decentralisation

- touch with reality

- accountability

4. Operational consequences for the public employment organisations
Realising the present and future changes in role and function marked out in the assumptions will entail a pathway of change with a profound impact on service delivery/detection and indeed the entire enterprise architecture of Public Employment Services themselves. In order to be able to react flexibly and accurately to the numerous changes that may take place both internally and externally, on the short and long term, Public Employment Services will have to transform and innovate. Cross border cooperation in a European context offers, without doubt, many advantages in this respect.
Topics to be discussed by the working group in this regard include:
· how processes of change could be initiated, successfully managed and implemented;
· how Public Employment Services could enhance their operational ability to change and be (re)organized to respond more quickly to changing needs/tasks;
· how multi channelling, e-services and other technological solutions could help to combine the need for providing tailor made services with the need for booking efficiency gains;
· how partnerships could be managed, services be commissioned;

· how internal and external stakeholders could be involved in organizational changes and service (re)design;

· which HR-tools could be introduced to offer public employment service staff more career security and to stimulate the acquisition of the necessary new social, communicative, professional and technical skills;

· what the main characteristics of management models might be that are compatible with a new strategic course for Public Employment Services and how they could be implemented;
· how a coaching approach could help to increase the advisory capacity of Public Employment Services;

· how cooperation between European Public Employment Services could support the realization of a strategic repositioning.
� Cf. Final report of PES working group on New Skills for New Jobs (see agenda 28th Meeting of the Heads of PES, 23-24 June 2011, Budapest, Hungary, item 8).
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