ITEM 3: For information of Heads of PES 

Work Group PES EU2020

Summarized Responses to the Issues Paper


1. Public employment services as a labour market conductor
a. What should be the role of public employment services in implementing European employment policy in a clear, efficient and effective way given that a large number of actors are present in the field, each having their own finality?

In general, the importance of PES is stressed as instruments of European/national policy implementation, that guarantee transformation of legislation and policy into practical concepts, programmes and products (UK, HU, MA, LAT, NO, DE, SE). Furthermore it is indicated that PES also nurture policy development (MA, DE, BE/FL), in particular through their contacts with citizens and enterprises.
[DK] “This means that the National Labour Market Authority is responsible for ensuring implementation of new legislation, following up on results at national level and developing new tools and methods that support employment policy.”
[SE] “The role for the SE PES is to deliver the services requested by the “owner”; the Government and the Parliament.”
As there are so many actors in the field, PES are usually expected to see to it that policy and market needs dovetail with service providers who are active on the labour market (also in the field of education and training) (SI, IE). At the same time PES usually complement other labour market actors and service providers in policy implementation, wherever there is a ‘market failure’. (UK, FI, BE/FL). The focus then shifts to those job seekers who are at the largest distance from the labour market (UK, IE, SE, BE/FL), to ‘disadvantaged groups and regions’ (HU) and to small and medium-sized enterprises (SI). The extent to which PES themselves remain active as service providers varies: from growth scenarios (LAT, FI) to thorough ‘outsourcing’ (SK).
[IE] “Manage a wide range of contracts with providers to ensure that out-sourced delivery remained consistent with public policy.”

[HU] “In our view the PES’s goal is the promotion of employment. (…) Thereby it levels out social (disadvantaged groups) and regional (disadvantaged regions) differences, reduces information asymmetries and diminishes labour market failures.”
[DK] “PES and external providers do not compete to win the favour of unemployed persons, they simply co-exist.”

PES are attributed a wide range of roles, some of which rather fit in with existing tasks, while others seem to be more connected with taking up a conductor’s function (either on the organizational level or on the level of content). Even when these ‘conductor-related’ roles are occasionally not contributed to the PES themselves, but to a supervisory authority, the need for a kind of ‘conducting function’ is recognized (PO). In general, the reactions are situated in the continuum between a minimalist (‘residual PES’) and maximalist (‘full-service PES’) scenario (cf.“PES 2020 – mapping visions and directions for future development”).

[SK] “The main tasks of public employment services should be controlling and coordination of all relevant subjects providing employment services, creation of employment services in terms of national social policy, increase the efficiency of services, monitoring and so on.”

Some of the tasks for PES mentioned are:

· stimulating market operation and partnership formation between other labour market actors and service providers (UK, SI, DE, NL, PO, BE/FL),
· managing and coordinating commercial and non-commercial service providers (AUS) using service standards and very strict rules/criteria (SK),
· outsourcing services (AUS) and/or subsidizing labour market actors (PO),

· recognizing and certifying service providers (LAT, BE/FL) to make sure they offer quality services (PO),
· measuring and comparing all possible measures for all possible target groups with a view to selecting the most efficient, qualitative and cost-efficient service (UK, HU, SI, SK),
[HU] “The integration of active labour market policies shall result in a single market of intervention tools where (public) funding is allocated to the most efficient response to any specific labour market problem and its most efficient supplier. In this single market the optimisation of resource allocation takes place irrespectively to the owner of a given capacity.”
[BE/WA] “Adapter, diversifier et amplifier l’offre existant sur le territoire de la région de manière à ce qu’elle corresponde plus adéquatement aux besoins de ses usagers, à la fois en termes quantitatifs et qualitatifs.”

· support other labour market actors in preparing for future developments with the help of an integrated set of instruments (HU, PO, BE/FL),
[SI] “Recognising needs and developing new instruments, facilities, content, methods and services.”

[DK] “To generate and communicate knowledge about the labour market and to build up knowledge about what works for different groups.”

· introducing the principles of ‘flexicurity’ (BE/WA),
· connecting national and regional labor market policies (NL),
· managing the labour force potential and matching supply and demand on the labour market (BE/WA, LAT, FI),
· being the main channel for labour market access,
[UK] “the government face for those seeking employment throughout the country”

· matching job seekers with customized services (SK, BE/FL),
[UK] “signposting jobseekers to relevant local services”

· offering career services,
[SI] “To compose standards and norms for the provision of lifelong career orientation services.” / “Empower citizens to plan and manage their own careers, which ensures a safer and faster transition between different statuses (career security)”

· ensuring job seekers’ rights and watching over compliance with obligations (UK),
· providing an ‘information hub’ (HU)/”information gateway” (IE) for job seekers and labour market actors, that offers reliable, manageable, up-to-date and comparable data on the results of policy tools, the efficiency of service providers, the (total) labour supply and the evolutions in the labour market/in occupations (HU, BE/WA, NO, DK, NL, BE/FL)

b. How may public employment services play a conductor’s role and manage or coordinate other commercial and non-commercial actors on the labour market? Which conditions need to be fulfilled to that end (in the institutional, legal, financial field, etc.)?

From the reactions we learn that the larger part of PES already have or claim a conductor’s function. The name of ‘conductor’ is, however, not always considered most appropriate (alternatives: ‘facilitator’, ‘composer’). There are also differences in the extent to which PES are operating in a guiding/authoritative way with other labour market actors. Almost in all Member States PES are operating in partnership with other actors and service providers with a view to realizing their mission/policy objectives (UK, NO, SE, AUS) and creating surplus value for all parties on the labour market (BE/WA, SI, DE, PO, BE/FL). The shared starting point is that services are offered in a more efficient way by making an appeal to partners/external resources (HU) on condition that there is a sufficiently extended and diversified network of stable and experienced service providers (SE) which is at the same time exploited to the maximum (HU). 

[MA] “Intra- and inter-institutional cooperation between the various actors in the labour market should be key in order to devise effective, timely and targeted actions, through the technical input of all those concerned.”

[BE/WA] “Plusieurs avantages sont perceptibles dès que l’on travaille avec des partenaires : amélioration de la flexibilité géographique, avantages méthodologiques pour de nombreux intervenants, plus grande proximité avec le public et possibilité de multiplier les services proposés, sans omettre l’optimalisation de l’ensemble des moyens internes et externes en vue de répondre aux missions de Service Public.”
[DE] “The paradigm of an integrated full scale service provider covering the entire value chain is gradually losing its justification. Increasing complexity in the labor market diminishes the capacity of a single actor.”
[PO] “What is relevant is that PES never claimed to be the only entity authorized to act on the labour market, but they were open to cooperation with other 'actors' of the market, such as employment agencies and NGOs, for example by commissioning the implementation of labour market services.”
[BE/FL] “Professional authorities have to see to it that services are not only based on market demand, but equally on a number of ethical principles: equal opportunities (at outcome), proportional participation of different groups, the need for tailor-made solutions, enhancing people’s capabilities, etc.”
c. Where do public employment services get the legitimacy to claim the conductor’s role? On which principles, values and standards is this legitimacy founded? 

In the first instance PES get their legitimacy from the values
 on which public services are based. Furthermore legitimacy is pointed out which is derived from their minister’s authority and their accountability to Parliament (UK, SE), from the legislative framework (DE) and from the extent to which PES function as representatives of the European policy and are strengthened by European funds (HU). In order to operate as legitimate labour market conductors the following items seem to be essential: the reputation and expertise that PES have built up in coordinating actors on the labour market (DE, BE/FL), the quality and reliability of direction (HU, BE/WA, PO), the extent to which they can guarantee an inclusive service (PO). An important asset for PES is their touch with reality in the field and with the needs of citizens and enterprises. The need for a labour market conductor furthermore results from the fact that the number of actors in the field has multiplied and these all need directing (FI, SK). 
[IE] “Publicly provided guidance and job-matching facilities must be made available to the general public. There is no guarantee that in the absence of a publicly provided facility, the market would provide a comprehensive service in this area.”

[SK] “Society expects that all citizens and enterprises can count on quality basic services. That cannot be guaranteed in a completely deregulated market.”
[NO] “Best knowledge of customers.”
A number of conditions have been enumerated that should be fulfilled if PES want to claim a conductor’s role. The services offered by PES need to be universal, uniform, inclusive and guaranteed (HU, BE/FL). The political will needs to be present in order to provide the necessary legislation and resources (SI).
A well-functioning labour market is, however, not PES’ sole responsibility.

[DE] “No sustainable change of the employment systems can be achieved without advances in effectiveness and efficiency on the part of the educational institutions or without changes in attitudes towards contributing to labour market policy on behalf of the employers.”

d. How can public employment services create support if they have to act as labour market conductors at the same time? What could be the influence of workers’ and employers’ organizations in this respect?

In order to gain confidence as a labour market conductor PES should first of all offer transparency concerning their motives, services and objectives (HU, BE/WA, MA, DE, SE). This transparency also entails ‘accountability’ (HU, PO “employment councils”). Transparency should equally be provided by unambiguously distinguishing the direction processes from the actor processes (BE/WA, PO), and, secondly, the proper services of the PES from those of the partners (SE). Furthermore the importance of efficiency and effectiveness is continuously being stressed (BE/WA, SI, IE, DE, SK, BE/FL). Other instruments to create support are: integration of labour market capacities, instruments, information (HU, BE/WA), administrative tax reduction (BE/WA), customization (BE/WA), standardization (DE), funding (PO).

The need for organized and structured consultation with the social partners, but also with other stakeholders (educational institutions, local authorities, special interest groups, etc.), is generally recognized (MA, BE/WA, FI, DK, BE/FL). Sometimes stakeholders’ engagement remains rather limited (SI), sometimes it goes further than consultation, through participation of the social partners in management (DE “strategic co-decision making”, DK, BE/FL, AUS), by mutually determining principles and rules (HU, NO) or by jointly shaping the implementation of measures at micro level (DE, PO).
[BE/FL] “Policy makers, as well as social partners need to support the management of the public employment services and can provide a framework through their own responsibilities on the labour market. Also other stakeholders, like the disadvantaged groups, are to be taken into account and need to have a say in the way public employment services are governed.”
[AUS] “The precondition for the success of a public labour market agency in a changing environment is a stable political context and stakeholders who support the development of AMS with sufficient resources, confidence and estimation.”
e. In which ways may relationships between the labour market conductor and the (executing) labour market actors be organized? Which forms of cooperation are available? In an ideal situation, how should they be technically organized?

Several PES present good practices with a view to the practical organization of labour market direction:

· (private) labour market actors and service providers encourage concluding contracts with the Ministry/PES (these contracts should be ‘financially rewarding’ - UK)

· avoid ‘deadweight’ or ‘cherry picking’ (UK)
· the territory is subdivided into a number of parcels, with at least 2 lots/providers per parcel (UK)
[UK] “Prime providers are obliged to have a support chain of sub contractors capable of providing support for individual barriers and creating a mixed chain of private, public and voluntary organisations.”

· Evolution to result funding and a measure of freedom in the methodological field:

[UK] “The Work Programme in operation from this summer has applied a ‘black box’ approach meaning that there is no specification put on providers about how/ what services they deliver – to allow for response to individual problems. Providers being paid by outcomes is the inbuilt safety measure to ineffective service delivery.”
· diverse types of cooperation: partnerships (with public services and government, with intermediaries, with sectors), tenders, subsidies (BE/WA)

· [SI] “It selects potential partners based on the currently applicable standards and norms, and they conclude concession contracts with individual providers. A register of selected providers of individual services will be created in the ESS, which would obviate the need to conduct individual invitations to tenders, which are generally time-consuming and result in decreased efficiency”
· diverse consultation structures with different stakeholders (FI, NO)
· [DE] “Tasks concerning subsistence guarantees are usually fulfilled in collaboration with local authorities (municipal or county level). In addition, selected counties are entitled to implement subsistence guarantee services under their sole authority.”
· [DE] “The BA designed a specific interaction platform and tool called labor market monitor which is to foster network management as the guiding paradigm of action.”
· [SK] “commercial legal relationship but with specific conditions (relating to employment services field)”

· [DK] “Municipalities, who are responsible for the Job centres can participate in strategic cooperation and partnerships across policy areas on job creation and developing the local community”
· [SE] “define the service, find it by procurement, follow-up and evaluate the service”
2. Public employment services as an interchange in career policy

a. How can public employment services contribute to more ‘career security’ for citizens and enterprises? 

It is generally recognized that both the entire labour market and individual careers, are more and more characterized by changes and transitions. PES should in that context play a guiding and supporting part in order to implement the principles of flexicurity and facilitate transition management. PES will then operate as a gateway to facilities that are available to help workers and job seekers (IE) and make efforts to enhance citizens’ ability to recognize their own competencies, interests, experience, employment perspectives, etc. (SI, BE/FL). This way, the qualification and occupational structure of the labour supply can be adapted to the requirements of the labour market (PL). Not only is it necessary to take a long term career perspective, areas of life adjoining work organization should also be taken into account (LAT, PL).

[UK] “Jobseekers can gain specific advice related to chosen careers and a greater assessment of any development gaps preventing employment.”
[BE/WA] “Les Services Publics de l’Emploi joueront dorénavant un rôle de guidance/de routeur (« GPS »).”

[LAT] “PES has to be the centre of career guidance”

[DK] “The job centre manages all employment-directed tasks for all groups of citizens: employed people, recipients of unemployment benefits, recipients of social cash benefits, recipients of sickness benefits, rehabilitees, unemployment benefits for people in flex jobs, etc.”
[PL] “Indirect result of the application of the making transition pay approach will be the increase and integration of the idea of flexicurity, where individuals take responsibility for the risks associated with transitions during their careers, and public authorities secure these transitions.”
For PES it comes down to finding the balance between providing unemployment insurance and offering job security (DE). It is pointed out that it is PES’ task to watch over compliance with the rights and obligations of job seekers, in particular by providing a minimum service, which can be completed according to the specific needs of individual job seekers and the local situation (DK). Moreover, career security as such should not be the PES’ sole responsibility. It is (also) a shared responsibility of employers and workers. (NL).

[SK] “Provide services just for clients able and willing to work – the rest of them will be integrated in to the interim-labour market – they will get basic allowance plus special allowance after the certain hours of work (work in social or public enterprises).”

There is a call for investment in workers (SW). The career approach usually already manifests in actions directed to workers who are affected by restructuring or collective redundancies and for whom ‘upskilling’ or ‘retraining’ is organized (UK, BE/WA, FI, BE/FL). Sometimes other specific groups are targeted, such as young people or women (AUS). It now comes to develop services which suit citizens who experience transitions to work or find themselves in between two phases of the activity cycle (BE/WA). The objective is to keep the periods in between jobs as short as possible (NO).

[FI] “”Change security” is the Finnish operational model, which includes measures for both employers and employees facing the prospect of redundancies.”

Career security is frequently associated with a competency-oriented approach. On the one hand PES can contribute to accurately and professionally identifying (sustainable) competency needs and shortages in enterprises (SE), among other things through close contacts with employers (NL), the media (SW) and other partners. On the other hand encouraging competency enhancement is sometimes considered a task for PES (BE/WA, BE/FL), possibly by means of an ‘education credits’ system (SK). Initiatives for competency enhancement and recognition seem to be considered crucial for improving career perspectives (MA).

[MA] “Public employment services constantly seek to improve profiling and employment advisory services in an effort to enhance the innate as well as acquired capabilities of jobseekers and employees alike; thereby, guiding individuals to appropriate and/or alternative employment pathways and as a result, reduce unemployment gaps.”
[SE] “By spreading the information from serious and professional forecasting on the development of needs and skills on the labour market nationally and internationally, PES can contribute to a good awareness to all citizens.”
By offering transparency on changing professional needs, more proactive actions can be taken (FI, SK). Several allusions are being made to the transformation of remedial actions to a preventive approach (DE, BE/FL). At the same time it is sometimes stressed that the services offered should sufficiently connect with the enterprises’ needs (FI, SK). This calls for sufficient PES flexibility (SK). Orientation towards demand may be noticed in adapted, segmented services for employers, e.g. job offer distribution and management, mediation between supply and demand (either individually or collectively), active labour reserve management (BE/WA), setting up ‘regional employers services centres’ (NL). Customer friendliness is put forward as vital for service quality (BE/WA, SK).

[FI] “PES have to shift from reactive (unemployment) services to a proactive employment approach.”

[BE/FL] “PES need to approach job seekers not merely with remedial purposes, with a view to a movement from unemployment to work, but by starting from the long-term perspective of a career, which presents not only transitions from unemployment to work, but also from work to work, from care to work, from work to education, etc.”

b. What instruments do public employment services have at their disposal to enhance the citizen’s self-directed abilities?

The importance of services made to measure the individual is repeatedly being stressed (FI, SK). Job seekers need to be challenged to launch themselves into the search for work (DE). The changed expectation pattern of citizens and enterprises towards public service providers needs to be taken into account here. This implies more innovative concepts and services (IE, DE). Reference is continuously made to digitization of services and referral of job seekers and employers to online environments and instruments (e.g. for career planning, self-assessment, portfolio management) (UK, BE/WA, LAT, FI, IE, SK, DK, NL, BE/FL). Besides this, integrated and accessible face-to-face (career) service through local offices remains necessary (UK, LAT, DK).

[LAT] Latvian PES already uses several kind of career guidance tool–kits (incl. Assessment of motivation, Assessment of cognitive processes, Personality inventories, Interest inventories, psychological assessments).
Network creation and management apparently make out the second instrument for setting up career services (DE). PES need to make an appeal to partners, often starting from regional or local embedding. In certain cases policy implementation is coordinated locally in conjunction with other policy domains (DK). Furthermore, there is active referral to local education and training providers or to local volunteer networks (UK). Moreover, this regional anchoring of PES is appreciated by the stakeholders (e.g. employers’ organizations) (NL).

[DE] “The challenge will be the development and implementation of projects to which various stakeholders contribute their know-how and their resources.”

In order to support the self-directed citizen, several PES opt for the drawing up of personal development or action plans and for supporting their realization (by coaching, adjusting, etc.) (HU, MA, BE/WA, SK, BE/FL). This type of individual career plans should help to ensure permanent relevance for the labour market (IE). Sometimes they also serve to contractualize mutual rights and obligations (in the form of an ‘integration agreement’ DE).

[HU] “The PES’s activity shall overarch the complete career of individuals in all labour market statuses, employers and employees equally. In this, the PES can elaborate individual career development plans for each client and facilitate their implementation through tailor-made services. Specifically, it can provide support for the individual at the turning points of its career and ease transitions.”

[MA] “The latter describes the steps necessary to help the client in searching for suitable employment. It provides information about the client’s skills, qualifications, past work history and designs an employment path for the client concerned.”
In addition to career plans, a lot of attention is paid to ‘profiling’, diagnosis (SI, LAT) and identification of competencies (BE/WA), certification of competencies (by educational institutions) (NO, BE/FL), promotion of on-the-job-learning (SK, PL, BE/FL) and the combination of learning and working (NL), competency-based matching (IE). A few PES offer instruments to assist in acquiring competences, such as trainings, internships, adult vocational training, subsidies (for the cost of postgraduate study, the cost of examinations and costs of obtaining licenses), loans and training grants (PL).
Furthermore career policy translates into activities related with informing and orienting job seekers. This may be information on the labour market, on professions and employment opportunities, forms of support (including education and training), regulations, financial interventions, individual career characteristics, etc. (SI, LAT, IE, PL, BE/FL). In order to inform job seekers, seminars or job clubs may be organized (MA), or “Local Points of Information and Consultation” can be installed (PL). In this respect reference is also made to the development of the EU Vacancy Monitor and Job Mobility Monitor. The importance of standardized and timely availability of information is advocated (IE), as well as the necessity to extend the resources of information on the labour market with the resources of other public and private institutions (PL).
[IE] “Labour market information is potentially a very useful instrument in informing the job-seeker of the relative employment prospects associated with different career paths. It can also provide information on where relevant VET courses are delivered, allowing the job-seeker to identify and plan a career path which has good employment opportunities.”

 [MA] “Job Search seminars empower clients to take control of the situation they found themselves in; they avoid them, as much as possible, from adopting a passive approach and simply await assistance from established institutions. During these sessions, clients are provided with relevant information on job seeking skills, relevant procedures, rights and obligations and services offered by the public employment service.”

Career guidance is sometimes mentioned as one of PES’ tasks (SI, LAT), sometimes as a task for educational institutions (NO). It remains a political option to set up career centres (NL). The necessary facilities for independent career management need to be present (SI).

[SI] “The ESS offers assistance and support in recognising skills, knowledge and competencies and occupational interests, in assessing whether employment goals on the labour market are attainable, and planning the necessary activities in order to attain those goals. 

Career guidance also includes the elements of defining and solving problems, particularly in overcoming motivational and situational obstacles.”
Finally, for more than one PES, improving career security is accompanied by providing support in finding solutions for non-work-related (e.g. health-, child-care) problems (AUS), social benefits (“income support” NO) or financial stimuli that remove unemployment traps (SK) or the reimbursement of travel costs/child care costs (PL, BE/FL, AUS).
c. What are the consequences of the transitional labour market model for the range of stakeholders public employment services are dealing with?

The transitional labour market gives rise to a wide range of labour market actors, including at the regional and local level, and brings along challenges for all labour market actors. 

Most PES seem to be convinced of the fact that only partnerships enable them to offer tailor-made services to a sufficient number of citizens in spite of the rising number of transitions and the budgetary restrictions, especially to citizens who need most support. The idea is indeed to create a private player market (UK) or to set up partner networks which together offer extra value (‘added value chains’) (BE/WA). The ability of forming networks and exploiting them with all these actors is, in other words, becoming essential (FI, DE “need for network solutions”). PES growth margin lies both in increasing empowerment and the quality of cooperation, and in offering platforms to share information and streamline cooperation (DE), in standardization and validation (for example by creating a basis among stakeholders for using common tools or by introducing compatible and exchangeable European certification and taxonomy systems) (IE).

[UK] “Providers have the flexibility to specialise in services for customers sharing similar characteristics which is time consuming and costly for PES with a much larger customer base.”

[DE] “The parameters of “increasing complexity and shifts in supply and demand on the labor market” coupled with a spirit of being part of a management structure in the labor market automatically results in open concepts, results in thinking and acting in networks. The BA’s Labour Market Monitor as an instrument in this respect offers a non-hierarchical platform to labour market stakeholders for not only information, but a network-oriented discussion and common decision-making.”
[SW] “The main thing is that people find work, not who made it happen!”
[AUS] “During the last years the government has forwarded the responsibility for an increasing number of duties on to AMS: vocational training guarantee for young people, administration of different leave schemes, part time allowance for older workers, integration of inactive people and those receiving minimum income subsidy, etc.  AMS copes with the challenges by outsourcing services and coordinating a variety of stakeholders.”
Also with a view to labour force competency enhancement, interdisciplinary cooperation with education providers, enterprises, social partners, etc. is a must (SI, BE/FL).

Further requirements for PES within the context of the transitional labour market: flexibility, intensive stakeholders management, result-orientedness, modernisation, adjusted direction (BE/WA).

d. How can public employment services evolve towards ‘open’ organisations that network respectfully and transparently and form alliances across institutional and geographical boundaries with a view to providing an integral and inclusive public service for all citizens and enterprises?

PES need to guarantee transparency and accessibility. These can, for example, be achieved by setting up information platforms which help citizens make simple and efficient use of the services (UK, BE/FL), but also by a clear organizational structure of PES, a clear division of responsibilities, clear rules for the financing of PES, and clear rules for the financial consequences of subcontracting (PL).
[BE/FL] “The VDAB is also preparing to launch very soon the new extensive information platform “Mijn loopbaan” (my career) where citizens and enterprises can find neutral, up-to-date and accessible information on the labour market and adjacent areas. Next to general career information, this information platform also includes an e-portfolio in which users will be able to save their individual data.”
PES can improve international or interregional job mobility through EURES (UK, BE/WA) or by concluding bilateral cooperation agreements with other PES (BE/WA, BE/FL). These networks will be to the benefit of the exchange of experiences in the field of shared practical service models (UK, SK).

PES may operate as a director and mediator towards partner organizations (FI). At the same time it is recommended that the necessary flexibility would be allowed in relation to regional/local players when implementing labour market policy, though within the legislative frame of reference and with accountability on the obtained results (DK).

[FI] “PES have to cooperate with private employment agencies, and the focus must be on complementing rather than competing with them.”

[DK] “Municipalities can participate in strategic cooperation and partnerships across policy areas on job creation and developing the local community and participate in strategic cooperation and partnerships which concentrate on employment measures, for example with the social partners, unemployment insurance funds, educational institutions etc.”
Last, but not least, the need for a mentality change is pointed out (DE). PES need to take in an open and modest position, with respect for other actors’ assignments and directed to achieving win-win-situations (SW). The rule space and the self-managing abilities of consultants need to increase, in order for them to be able to determine their own contribution to public value and to control their work in that respect (DE). Attention is also paid to the importance of continuous internal competency development (SI, FI, BE/FL), administrative tax reduction (SK), interdisciplinary and interinstitutional cooperation (SI). 

[DE] “The road of changing mind sets from an executing administration towards a service provider in the German labor market has to be continued with determination.”
3. Public employment services as a catalyst for more workability

a. What may be the role of public employment services as far as workability is concerned? Which tasks can they take on in achieving the right to workable work? 

PES are not always convinced of the fact that they have a role to play in the field of workability (DE). Enlarging the available labour reserve is seen as a PES objective, though. (DK “to move people from benefits into jobs”, AUS). It comes down to understanding the challenges for working longer and differently and to taking the necessary measures to reduce outflow risks (UK). In other words, PES can clarify the processes that are on the basis of workability (DE). That way, a higher employment rate and ‘social transfers’ can be achieved by rewarding activation/(financially) discouraging inactivity (by means of tax reductions, ‘reintegration funds’ or limiting the duration of unemployment benefit) (SE, NL). PES can support “the ability to work for the whole life” by mitigating financial costs (of travel or organized transport, child care, accommodation, equipment, business start-up, legal advice, consultation and advisory services, medical or psychological tests, etc.) (PL, AUS). Inactive citizens may also be motivated by mapping their competencies and interests (SI). 

Employability assumes the ability to make career choices. The first step may consist in raising citizens’ and enterprises’ awareness, in encouraging them to approach careers from a long-term perspective and in pointing out to them the importance of permanent development on the work floor (UK, BE/WA, LAT, DE, BE/FL). An argument is that from a holistic approach the working population’s talent potential can be upgraded through education and that internal mobility of workers may be improved (BE/WA). A possible course of action is providing services to inform employers of the importance of ‘workers’ security’ and favourable working conditions which are sufficiently adapted to the younger generations’ expectations (SI). 

[SI] “Owing to demographic changes, the ESS will endeavour to inform employers about the importance of the intergenerational transfer of knowledge and experience, promote adjusting work time, combined work with working at home and balancing family and home life, and adjusting work conditions and work processes to older workers and maintaining occupational health.”
[BE/FL] “Workers who enjoy what they are doing and do what they enjoy, will have careers that focus on lifelong and lifewide learning. This ‘enjoyability’ will enhance their ‘employability’, exactly what is needed for the creation of a future-proof labour market.”
In a number of cases PES are – together with other public service providers – already playing a crucial part in assessing job seekers’ employability. 

Furthermore, PES are sometimes already offering services to increase employability (‘vocational rehabilitation’, ‘work trial’, ‘labour market competencies’) (FI, SK, AUS). PES can teach citizens competencies to actively and independently manage their own career, especially school leavers and experienced workers (SI). They can (should) provide or establish services such as career counselling and training (PL, AUS). Making the training offer (for job seekers and workers) dovetail with labour market needs is a key issue in this respect (BE/WA, PL, BE/FL), hence the importance of cooperation and dialogue with the sectors (BE/WA) and other partners (employers, private labour offices, training institutions, research centres, etc.) (PL, BE/FL). 
Stimulating employers to offer the necessary training facilities, is considered important, but not necessarily a PES task (UK).
[PL] “It is also necessary to ensure the flexibility of public employment services so that they are able to quickly adapt their services to changes in the external environment, while keeping in mind the balance between changes and stability of operations.  It is also important to follow the changing trends and respond to them.”
[AUS] “The educational level is one key factor for labour market participation and AMS implements the government’s training guarantee to all young people.”
b. How can public employment services offer support in assessment of the working ability of the labour reserve and the workability of the labour supply?

Increasing employability, safeguarding ‘professional health’ and improving labour organization are tasks that should be taken up by several partners together (SI, FI, SK). The action radius of PES themselves is sometimes considered limited (DE). Moreover, the necessary capacity should be available to assess employability (SK).

Interaction with partners is situated both in the institutional and interdisciplinary fields (developing standards, procedures and training pathways for professionals, adequate referral), and at the enterprise’s micro level. One thinks of assistance in dealing with replacement questions and with personnel retention (especially when workers’ employability is changing or diminishing) or of rolling out programmes for reintegration after a long period of absence (SI, FI, SE). PES may also participate in programmes to increase safety and prevention on the work floor. Although legal standards have been set, PES do not have the capacity to assess job offers as to their workability (UK).

With a view to matching supply and demand and drawing up a pathway contract/an individual action plan very often an assessment is made of job seekers’ employability, of their potential to find a job, taking into account labour reserve composition. This can be done by means of ‘Work Capability Assessment‘ (UK), ‘work ability assessment’ (NO), competency screening and certification (BE/WA, NL), ‘profiling’ (MA, SI), interviews (FI), etc. Job seekers’ affinity with occupations or sectors can also be analysed, for example with online or face-to-face assessments (UK) or in ‘career planning centers’ (PL). Activities are mentioned in the field of recognizing and acknowledging previously acquired competencies (BE/WA, BE/FL) and keeping (older) workers’ competencies up to date (SI, LAT).

Employability assessment is preferably combined with providing professional guidance and information (PL), with giving information about services offered by PES/partners (MA) or with referral to specialized service providers (UK, FI). 

[DE] “in the daily business of giving advice and guidance the placement officers and counselors have to answer to questions about a work-life-balance in different life-cycles and migration as part of a recruitment strategy for employers, because the ability to find suitable candidates for vacancies is strongly influenced by the quality of the job offer/ working place.”

When assessing employability, short-term obstacles should in any case be taken into account, as is the case with competencies that will be sought after in the future (by means of labour market prospects, observatories, labour market analyses, forecasting tools) (MA, BE/WA, LAT, SE, PL, BE/FL). Employers therefore need to be involved in working out awareness raising solutions (SI, LAT).

4. Public employment services as a leading edge in a competency offensive 
a. How should public employment services relate to education and (vocational) training in order to stimulate lifelong enjoyable learning and in order to enhance employment relatedness of education and training? How may public employment services respond to new competencies and new occupations and thus eliminate the friction between labour demand and supply?

Education and training are generally recognized as important instruments to eliminate the mismatch between supply and demand on the labour market. Opinions diverge, however, regarding the extent to which PES themselves need to be active in competency development. 

Some do not think it is a core task for PES and point out the risk of ‘mission drift’ (NO, IE). Others think PES should invest in an individualized training provision which offers all citizens (including workers) the possibility of (keeping on) developing (MA, SK, FI, BE/FL), either by setting up competency centres, or by subsidizing other training providers or by concluding partnerships with them (BE/BX). Training may indeed be considered an activation measure (DK). 

Screening or enhancing competencies may also be encouraged by means of financial stimuli (BE/BXL, DE, PL) or subsidized employment (DK). In this respect attention is called to the possibilities of Cohesion Policies.

PES’ action radius regarding competency development is often a political choice (NL).

[BE/BXL] “Anyhow public services must employ experts to be able to set training objectives, to build training programs or to give advice to external training organisations.”

[DK] “In order to provide an educated labour force in targeted regions within areas with particular lack of professional skills, PES provides financial contributions to companies, which commit themselves to take in apprentices in order to provide them with an education within areas with an actual shortage of persons with a specific education.”
[AUS] “Vocational education and training are key factors to achieve more career security.”
Although education plays a key role in meeting the challenges of the labour market and thus in bringing PES tasks to a good end (DE, PL, BE/FL), it is not always evident for PES to have impact (DE). Moreover, it is sometimes claimed that prevention of labour market shortages and teaching career competencies is a task for education as long as citizens are in compulsory education (HU).

On the other hand, the importance of professional support by PES is repeatedly mentioned as is strengthening links between labour market and education actors, particularly in order to reach common standards (BE/WA, SE) and an education offer which is in harmony with labour market requirements (FI, SK, NO, PL, BE/FL), in order to inform learning citizens about supply and demand (SI, SK), to orient pupils (from childhood) in the direction of the labour market (SI, “early professional orientation”), to provide training infrastructure (BE/WA) and teach them those competencies that are necessary to enhance their employability (UK, BE/WA, PL). That way, efficiency and effectiveness of academic, professional and secondary education can be enhanced (DE, SK) and a more targeted cooperation can emerge, which will allow to discover talents and will offer opportunities (SI, BE/FL).

[SK] “The main aim is a personal growth based on their abilities, skills, understanding of the situation on the labour market and complex preparation of next generation for possible multiple work changes.”

In addition, the creation of sufficient work experience opportunities is several times pleaded for (MA, BE/WA, DK). Forms of practical training (‘apprenticeships’/‘scholarships’) are considered very efficient at enhancing labour market directedness of training courses and ensuring the link between education and labour market (HU, MA, SK, BE/FL, AUS). This links up with the larger role attributed to PES regarding “Youth on the Move” as far as collecting and coordinating apprenticeships and volunteer work are concerned. Through apprenticeships, career orientation services can reach youngsters with career information and motivate them to develop in the direction of the growth sectors (HU, MA, DE). Sector specific pre-employment training is also organized (UK, ‘Service Academies’).

[DE] “The summer camp offers students with a high risk of failing their school careers early on intensive short-term support to open up new perspectives. In-depth professional orientations, which means trying certain professions, qualification advisory or initiating qualification alliances need to be mentioned as well. Financial support for advanced education during an occupation is already part of the standard portfolio.”

The starting point here too is a competency-oriented approach. This has a lot of potential to increase equality of knowledge acquired in education programmes, through experience and informal learning (SI, PL)

To conclude, the Bruges communiqué regarding New Skills for New Jobs is also showing the way ahead (BE/WA).

b. Which task do public employment services have in identifying competencies, both on the individual citizen’s level and on the macro level? How can public employment services support and improve the transferability of competencies between the different domains of life? 

There almost seems to be a consensus on the task of PES to develop and use instruments that allow to make prognoses regarding evolutions in competency needs and shortages on the labour market (UK, BE/BXL, MA, LAT, IE, DE, SK, SE, NL, PL, BE/FL). In order to gain insight into future trends, there is a need for strong data management/data analysis (IE, DE), but also for very accurate and up-to-date knowledge of the complete labour reserve and the needs of the enterprises. That insight is, according to many PES, gained through cooperation (BE/BXL, MA, SI, SK, NO, IE, SE, PL, BE/FL): with employers, employers’ organizations, sectors, scientific institutions, private employment agencies, government services that attract foreign investors, or by receiving signals of the own service’s consultants (IE).

At the same time a warning is issued for the micro level (i.e. when orienting individual careers): be careful in dealing with competency prognoses (IE).

[MA] “The Maltese Public Employment Service attempts to forecast and anticipate skills through monitoring of vacancies submitted directly to the PES, through the monitoring of local newspapers vacancy adverts, through meetings with various stakeholders and through monitoring of employment licenses applied for.”

[BE/WA] “mieux anticiper les besoins futurs en compétences, en améliorant la collecte d’informations sur le marché du travail, en développant des systèmes de veille stratégique et en portant la gestion des talents à un niveau global.”

[SI] “the anticipation of future skills needs is an interdisciplinary and inter-institutional task in which the ESS is interested in, but should be straightened at the national level”

[SK] “the National system of professions represents the system of labour market needs monitoring and their implementation to educational system. It consists of the experts from employers, government departments, territorial authorities, trade unions, employers' associations, scientific - research community and educational institutions - sectoral councils as representative associations mainly dealing with the providing of actual information about the needs of employers in the concerned sectors and articulating demands on labour force”

[DK] “The Labour Market Balance is regionally based and shows job opportunities on a regional level. The Labour Market Balance is among other based on the type of jobs the unemployed has been looking for the prior months and the vacancies the employers have posted. The Labour Market Balance helps to ensure case workers a good foundation for targeting their efforts in relation to the unemployed and for being able to show the unemployed the quickest way into employment.”

Based on the prognoses of new skills and new occupations, adjusted training programmes can be developed, so as to prevent competency gaps from arising (SI, LAT, BE/FL). Professional competency profiles can also be adjusted (PL). Developing a training offer which is adapted to growth sectors is not a mere PES responsibility (SI), it is also that of education (UK) and of employers (NL). It calls, in any case, for the necessary versatility of training actors (IE, FI, AUS). Overregulation should therefore absolutely be avoided (IE). Training actions should ideally have a modular structure (BE/WA, PL). 
[AUS] “AMS has initiated a standing committee composed by social partners, HR-managers of important and advanced companies and experts of the most important training institutions in Austria, working step by step on competency based and modular curricula for different professions. These adjusted curriculas have been the basis for the calls for tender to contract the trainings on regional level.”

Next to identifying new skills and new occupations on the labour market, detecting acquired competencies and making them visible is also seen as a task for PES. Competency assessment makes out an essential part of profiling and guidance which is on the basis of professional integration (DE,PL). Recognizing/acknowledging citizens’ competencies will facilitate their transitions and the management of their careers will benefit from it (UK, BE/BXL, BE/WA, BE/FL). Not only work-related competencies need to be taken into account here, but also transferable competencies acquired during spare time (LAT, PL).

PES are at this moment already making an appeal to diagnostic tools: individual competency assessments (UK: via “co-location of Careers Service and Jobcentre Plus”), ‘profiling’ (MA, DK), ‘interviews/qualitative evaluations’ (FI), competency tests (NL). Next to these, PES can purchase screening expertise from training institutions (FI). If instruments for identifying competencies still need to be developed, it is advisable for PES to join forces (IE).

[FI] “Finland is participating in a PIAAC (programme for the international Assessment of adult competencies) program, which is an international research project with a view to evaluating people’s competencies in different OECD countries.”

[IE] “Individuals can be assisted to identify their competencies and PES should utilise tools to match these competencies to those required for particular job type vacancies.  Such tools are complex and PES countries should pool resources/expertise to develop a common model.”

[PL] “Transfer of competencies between different spheres of life is possible, provided that the learning outcomes in different forms, places and periods of life are identified, evaluated, recognized and certified. Hence it is essential to create a system of assessment and recognize learning outcomes other than formal ones, including the effects of professional and social experience (validation system).  Public employment services should be an ally in creating and implementing this system.”

Screening competencies is not the end of it. In order to improve transferability and enhancement of competencies, PES may also develop activities to inform, sensitize and motivate job seekers with a view to tuning their individual career to market demand (UK, BE/BXL, MA, DE, SK, BE/FL).

[DE] “Information and education campaigns of the BA strive for transparency on the market and aim at directing individual development paths into a beneficial direction for the career biography.”

[SK] “To encourage job seekers - the aim should be own activity with actual interest to mobilize their potential.”

Services may be offered to citizens in order to (re)orient (online or by a professional) (BE/BXL). Furthermore PES can provide a platform on which all actions taken and achieved competency examinations may be collected in a unique file (BE/WA). The platform may be used to draw up personal action plans the citizen will carry out in order to improve employability and application ability. (MA, SK). In the end, it comes down to achieving the most accurate matching between the competencies available at the individual’s level (CVs), and the competencies required by the market (vacs) (MA, BE/WA, SK).

[UK] “Where people in receipt of unemployment related benefits have skills that could be transferable to other sectors our advisors would look to guide jobseekers into other sectors and foster flexible attitudes to working life.”

Special attention is regularly paid to ‘empowering’ activities directed to job seekers who are at the largest distance of the labour market and who are running a high risk to ‘transition to long-term unemployment’ (MA, SI, SK): labour cost subsidies (MA ‘Employment Aid Programme’), career guidance, career counselling and outreach actions for the young unemployed, specialized services for occupationally disabled persons (a.o. assessment by a doctor in order to score employability and identify impediments, adapted training offer) and other vulnerable groups (work experience programmes, etc.). 

PES should watch over basic skills acquisition (a.o. literacy) (MA) and career competencies teaching (SI).

c. In what sense broad talent development coalitions may be formed through the labour market conductor with a view to pioneering and rational use of training expertise and infrastructure?

From a policy point of view, there needs to be sufficient cooperation across policy domains and institutions, in order to define a competency-oriented labour market policy (FI). PES may see to coordination (NL, BE/FL).

Actors need to be oriented to rationalising and optimizing of resources with a view to joint use of expertise, resources and infrastructure (BE/WA “une mission de service public en association”, MA, PL, BE/FL). That is why partnership agreements with sectors and other actors are primordial, as is strengthening the relationships with educational institutions and adult education (BE/WA, AUS “labour foundations”). By increasing local actors’ level of accountability, the necessary flexibility can be achieved in order to understand local supply and demand and related specific training needs (BE/WA, UK “Local Enterprise Partnerships”).

[BE/WA] “Notons également l’importance des alliances entre les dispositifs d’Emploi (avec aussi l’intervention des secteurs professionnels), de Formation et d’Enseignement qui doivent permettre d’établir des référentiels ‘métiers’ communs (en fonction des besoins du marché du travail) afin de favoriser une plus grande mobilité professionnelle et une meilleure gestion des carrières ainsi qu’une reconnaissance des acquis dans l’emploi et au sein des « filières de formation » entre opérateurs (définition à partir d’un même référentiel ‘métier’ des unités de formation composant la filière dans sa globalité).”

[PL] “the Maloposka Partnership for Lifelong Learning (MPLL), initiated by the Voivodeship Labour office in Kraków, has as its main objectives to support the policy of lifelong learning in the region, to develop cooperation between education, training and employment institutions and to promote benefits of lifelong learning. MPLL also seeks to establish a coherent and transparent system of quality training.”

 [BE/WA] “Une responsabilisation plus importante des acteurs locaux, basée sur des plans d’actions intégrés au niveau territorial et sous-régional par rapport à l’atteinte d’objectifs globaux doit être renforcée, sinon développée. Ceci vaut pour les actions ‘emploi’ et les actions ‘formation’.”

[BE/FL] “In order to react faster and more efficiently to specific training needs the VDAB has started to transform its vocational training sites into “excellent centres”. In this approach looking for optimally mixed training pathways carried out together with partners is the main aim. Partners may be education actors, other (public and private) training actors, sectors and companies.”
Not all PES, however, recognize forming talent development coalitions as a PES task.

d. What role may public employment services play in achieving a competency-directed employment policy? How can public employment services bring labour demand and supply closer together by taking into account the competencies a job seeker has acquired and the competencies required by the employer when trying to make a match? How can public employment services assist enterprises in managing personnel competencies?

Usually PES are not seen as the most important players in the field of competency policy development. They do have a task, however, in competency-based matching, more in particular in the development of accurate and transparent matching based on competency models/standards/classifications (UK, LAT, SK, SI, DE, FI, SE, NL, PL, BE/FL). In this matter a multichannel approach should be adopted (UK). Automated matching caries the risk of minimalistic approach of matching by PES (IE).

[UK] “Competency matching through digitalisation, co-location and the maintenance of advisory services are the main levers for improved matching between jobseekers and employers.”

[LAT] “PES has to become first place entrepreneur is visiting, if an employee is needed. As the PES has the largest database of persons who are looking for job, skills – matching process has to be on the top priority.”

[DE] “As of today the matching software of the BA considers the job seekers’ competencies and the skill requirements of the enterprise. The use of a similarity matrix based on fuzzy logic allows for offering job openings which are “close” to the job seekers competencies.”

Although there are usually no legal obligations for employers to make use of PES services, many activities may be organized by PES to support enterprises in finding competent workers and in managing their personnel’s competencies (AUS). The starting point is that PES concentrate on the real needs of the employers and offer proactive and segmented services (BE/WA). All sorts of initiatives are mentioned (‘open days and job fairs’, ‘seminars for private recruitment agencies’, ‘specialized recruitment services’, ‘protocol’, ‘focus groups’, ‘attending recruitment interviews’, etc.) which aim at getting to know employers’ needs through bottom-up feedback, understanding job seekers’ application behaviour and setting up adapted services in mutual consultation (MA).

PES can support employers by offering transparency on the available labour reserve, by managing job offers and by providing information on work and training related facilities (MA, BE/WA, BE/BXL, PL). Furthermore, several PES see challenges in raising employers’ awareness of the necessity of a strategic staff policy (DE, BE/FL), in advising them on the impact of changes in the labour market (DE), in stimulating them to conduct a competency and career policy and to draw up useful competency profiles, in supporting them when drawing up training plans (BE/BXL) or even in offering training for employed staff (AUS).

Opinions vary as far as the extent is concerned to which PES should also support employers in implementing competency policy and management (NO versus PL).

[NL] “We do see good possibilities for customized solutions in the regional employers service centres where s the combination of learning and working already an important part of our services.”

[PL] “Legislation in each EU country should impose an obligation on public employment services to provide assistance to employers (…) in supporting the professional development of the employer and its employees by providing vocational advices. Provision of assistance to employers should be understood as supporting them in employment policy based on competencies.”
Reflections from a theoretical perspective (HIVA)

1. Which role the PES can take in respect to training and competences development ?

Being involved in training and competences development is often assumed as a self-evident role for educational institutions because of their preventative function in labour market adjustments. In the field of continuous training, training is seen as a responsibility of employers and employees and is more business and profit-oriented. In that perspective, PESs are considered to have a mere curative function. This view represents a more static perspective on labour markets, with a certain availability of ‘stable’ jobs and career stability, in which most attention is given towards the unique supply and demand matching in the transition from school to employment. However, the TLM-approach (cf. reflections on theme 2) also suggests a ‘natural’ role for the PES as an institution that contributes to the educational task of making competences transparent and even enhance them. This is justified by the increase of requested skills as a consequence of technological innovation and globalization. Furthermore, training of workers is also considered to become a vital tool for preserving existing employment.

Historically, PES institutions differ from each other to the extent that they are active in the field of continuous training. In the context of the flexicurity debate, e.g. the PROGRESS report on the role of PES related to flexicurity (2009), the role of the PES is described twofold: 1) as a provider of qualifications to the unemployed in an ALMP setting, and 2) as a knowledge centre providing guidance and information to jobseekers about training and educational opportunities. In the light of the PES EU 2020 vision, these roles can now be further elaborated as follows:

1) providing training opportunities: as far as this has been a ‘traditional’ function for the PES in certain countries, this activity is losing ground because of a number of factors (‘work first’ activation, budgetary and legal constraints, the existence of a private training market for workers, employer-centred and employee-centred training schemes, …).

2) screening and assessment of individual competences, with a focus on employability, future choices and chances instead of educational credentials and shortcomings.

3) information and orientation on career and training opportunities.

4) competence based matching, which can be seen as a renewal of the established placement and activation model.

5) offering an electronic platform for individuals to manage their competences and activities with regard to jobs, careers and training opportunities.        

In addition to these individual-oriented roles, the PES may also include roles focused on an aggregate level of actors, such as:

6) identification and anticipation of training trends based on information of labour demand and supply.

7) Transparency of the training market by providing information on availability, access and quality of training provision.   

Keeping in mind TLM and ‘making transitions pay’, a key question arises concerning the timing of interventions and the target groups.

2. Training and competences development for whom?
A first question is at what point in the career individuals are most in need of public intervention. It follows from TLM theory that not all transitions should be considered in the same way. There is much evidence available for the fact that ‘good’ employment or training opportunities are unequally distributed among different categories of workers. Chances are strongly correlated with the original level of education and with age. In some countries more than in other, equal opportunity is also influenced negatively by race and handicap.

The memorandum sees the conventional role of ‘delayed’ intervention (“remedial”) being replaced by a new anticipatory role “in response to potential career transitions”. Furthermore, it is obvious that the ‘conventional’ audience of unemployed should not be neglected nor displaced by other, more attractive groups of workers. Note that in many countries, it has been found that as the activation policy of the PES reaches the hard core of the unemployed, a proportion of hard-to-employ job-seekers needs a multidimensional approach. Moreover, typical of the population of job-seekers is the formation of a ‘residual group’ which is regarded as hard-to-employ or not (yet) placeable: a group with temporary or permanent handicaps for which appropriate tools (ranging from care and the provision of assistance to activation and employment intermediation) are to be deployed. 

That being said, in all countries there is among those who are working a (growing ?) group of low-educated, low-skilled and older workers at risk of losing their employment. For them, PES can take a more direct role in gaining access to career guidance and lifelong learning opportunities. 

In addition to the life course approach, there is also another theory that lies at the basis of TLM, namely the social risk management approach. TLM offers a model for taking care of new social risks and making the individual capable of dealing in a positive way with critical life events by means of different types of income protection and competency development. Translated into the role of the future PES, does this need to go so far that there is a ‘permanently ongoing anticipation of potential career transitions’, so that ‘all citizens and employers can fall back upon a universal basic service’? Not all transitions are equally vulnerable socially, not all individuals are equally disadvantaged when it comes to transitions. A rationale is probably missing here for focusing the PES’ own role  – and, by extension, the role of income-protection measures – more on groups that are exposed to more social exclusion risks, and that often remain underinformed, via early intervention in more complex transitions.
Two specific types of transitions can be mentioned here in which the PES can play a role in respect to training: workers in under-activity periods, and workers before, during and after risky transitions. A special point of interest is the transition periods in which employed persons find themselves when they have temporarily stepped either partially or fully out of the job circuit (part-time work, caring for a family member, etc.), or when they are confronted with restructurings or a temporarily lower demand for labour (due to seasonal fluctuations, during an economic crisis, etc.). In a number of cases, they are ‘between two jobs’ because it is no longer certain, possible or desirable that they can or will want to return to their previous job. In order to be able to speak of ‘bridges’, these situations presuppose a (new or renewed) arsenal of income-protecting measures that are adapted to the different types of risks or transitions. Herein lies a potential for variation in intervention on the basis of the differentiation of risks.
The extension of the target groups along workers, brings with them a new tension in relation to the conventional target group of unemployed.  Due to the complex set of intermediary positions resulting from policy measures and labour market characteristics, the traditional distinction employment/unemployment/economically inactive is becoming less clear. For the PESs of the future, it has been noted that it is about more than quick matching or activation without long-term solutions for the individual. Indeed, for a number of them the solution is either not durable or it is without prospects. In this sense, the role of the PESs does not stop once the placement is made, whether this be after a short and quick matching or after a long-lasting and intensive process of counselling. This places the PESs before a dilemma: Is it better to invest somewhat longer (via competency development; ‘schools available’) before someone goes to work, or is it better to make arrangements for the competency development after a job is obtained? And in this case do the PESs still have a role to play?
3. Training integrated in other labour market schemes

A general finding after more than three decades of re-employment and re-training policies for the unemployed, is that training is not an end in itself but a means. Therefore, training measures should be integrated in a comprehensive intervention and as far as possible coupled in other schemes. A good example can be found in the case of short-time work schemes coupled with training elements. In a recent overview of countries where short-time work schemes are available, there is a strong consensus found for keeping hold on workforces and using the extra time available for training (European Foundation, 2011). The same principle also applies to the temporary laid-off workers. As far as social benefits or financial incentives are concerned, the PES is in a good position to couple ‘active’ and ‘passive’ measures. In the same way, the training dimension can be integrated to a higher degree in the activation and placement of jobseekers.
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5. Public employment services as flexible organizations

a. How can public employment services initiate and manage the process of change they will have to go through?

Changes in the labour market and in unemployment regulations bring along new (organizational) challenges for PES and the need to manage change (MA, BE/FL). PES are, however, not only liable to processes of change, they also launch changes themselves (FI), among other things by making suggestions to policy makers (LAT). As they are well acquainted with developments on the national and international labour market, PES are in an ideal position to continuously enter into dialogue with their political authorities and strategic advisory bodies (HU, SE, PL). 

When determining their own strategy, designing new regulations or adjusting services, it is essential for PES to involve stakeholders (including their own staff) and to take into account the results of regional and local projects (HU, MA, SI, FI, PL, BE/FL). 

[BE/FL] “An inspiring vision of the future stirs innovation, yet innovation only emerges where organizations are inspired by their clients and stakeholders. Innovation originates from the creative interaction with the environment and from the integration of insights and expertise domains.”
In order for the change process to be successful, it is first of all considered a must that the key task (BE/WA “le cœur de métier”) and the strategic goal of PES are clear, especially to their own staff, and that they push the entire organization into the right direction (HU, DK). Sufficient internal and external communication about this definitely needs to be provided (UK, BE/WA).

[DE] “Strategic planning ties in all change initiatives.”

[HU] “In parallel, the definition of the organisation’s tasks and the division between its (sometimes conflicting) administrative and service provider roles has to be clear to its own staff too.”

The pathway of change is preferably initiated from a careful analysis of the existing situation (BE/WA, SK), showing enough attention for service continuity, work volume and available resources (LAT). Furthermore, it comes to tackling reengineering in a carefully planned manner (SI, SK), to providing sufficient manpower and expertise and to setting up an adequate structure for coordination and follow-up of the pathway of change (UK, NO). In a first phase, the power should be built up to manage and control the organization (DE). Based on the understanding of psychosocial mechanisms related to change, resistance may be anticipated. (PL)

It is also indicated that implementation of the pathway of change needs to be accompanied by:

· ‘buy-in’ of the top management (NO) and ownership/willingness to change of the people in the organization (PL),

· a quality control system tuned to a public service provider’s requirements and aimed at continuous improvement (HU, DE),

· the installation of effective systems for financial management and internal control (BE/WA, BE/FL),

· the development of new IT systems and e-services (BE/WA, FI, NL, BE/FL),

· the necessary changes in staff allocation (BE/WA) and an optimization of office location (MA, BE/WA, FI, NL),

· process optimization (BE/WA, NL),

· training pathways for personnel and managers (BE/WA, SI, BE/FL),

· changes in regulations (FI)

b. How can the organization model be redesigned in order to enhance public employment services’ versatility? How can PES become resistant to changes and how can they distil a surplus value? Which steps can be taken to reach an organization in which service is central and not the organization itself?

As there are large contextual differences between the different Member States, introducing one business model as being ideal does not seem feasible. Several alternatives can coexist (DK).

Nevertheless, it is generally stressed that building up resistance against change is not an option. On the contrary, PES need to show that they permanently adapt to rapid changes in supply and demand. They therefore need to enhance their ability to change (MA, BE/WA, LAT, SK, SE, BE/FL), but always keeping public service continuity in mind (BE/WA). In order to respond to changing needs in the labour market and society as a whole, tension between supply and demand needs to be constantly followed up (SK) and management’s awareness  needs to be permanently raised (SE “awareness raising discussions”).

[PL] "We are only able to make such changes for which we are ready."

[SE] “PES cannot become resistant to change.’

[MA] “The Maltese PES believes that its effectiveness is determined by its ability to function at the pulse of the local labour market; pre-empting shifts, identifying strengths and opportunities in view of tackling threats and weaknesses, and taking targeted action in a timely manner. This role therefore necessitates a flexible, pro-active, and adaptable PES that is capable of responding to labour market shifts effectively and efficiently.”

There is also a broad consensus about the fact that redesigning the business model should enable PES to operate in a more customer-friendly manner, to enhance the added value of services and PES’ contribution to public interest (HU, BE/WA, SI, SK, FI, NO, DE “high probability of a public value return on investment”, PL, BE/FL, AUS “a new customer- partitioned organisation”). The extent to which PES operate as customer-friendly service providers is reflected in the extent to which they manage to:

· answer urgent demand of employers for appropriate candidates as soon as possible and assure them of the fact that the competencies necessary to achieve growth are available (MA, BE/FL),

· strengthen job seekers (MA) and increase exit from unemployment (PL “a quick and collision-free exit from unemployment”),

· put flexicurity principles into practice (PL),

· offer transparency on the labour market situation (BE/WA),

· work efficiently and effectively (HU, BE/WA, BE/FL),

· implement administrative tax reductions (BE/WA),

· approach customers in a differentiated manner (BE/WA, BE/FL),

· communicate in an accessible and differentiated way (cf. multichannel mix) (MA, AUS),

· introduce quality standards (SI),

· manage complaints (MA, BE/FL),

· professionalize financial management (PL).

This way PES should gain the image of an organization which is capable of tackling complex problems (PL).

[PL] “The aim of distinguishing the Professional Activation Centre was to provide better orientation of labour offices toward implementation of basic labour market services and strengthening the primacy of activating measures over passive measures. Distinguishing the PAC facilitated concentration of labour offices on the needs of increasingly difficult clients and undertaking more individualised activating measures for them.”

The internal structure and work organization of PES needs to be adjusted in order to operate in a more versatile manner (UK, SI, BE/FL) and to ensure compatibility with assigned tasks and increased responsibilities (as in the field of direction) (PL). This gives rise to an area of tension between the objective of operating as much as possible in citizens’ and enterprises’ proximity and the objective of booking efficiency gains through scale benefits (UK, DE).

Some PES stress decentralisation (NO, DK) and the extension of regional management’s power to adapt programmes to specific target groups (UK).
Regularly, the need is pointed out for integration and coordination of relationships with other labour market actors in order to allow PES to react flexibly to the needs of their clients (AUS). It is therefore in PES’ own interest to strengthen market operation and to increase the number of labour market actors (based on the principle of complementarity between public and private service providers) (SK, PL). PES need to be open to partnerships and build up mutual trust (HU). That way, local networks can be formed through agreements between employment services, employers and social partners who then draw up and implement a joint strategy (PL).

[HU] “Around these main activities, networks of allied partners have to be established. This can render the PES more resistant to change since it can rely on the joint forces of the alliances.”

[SE] “Via an open and flexible mind realize that via partnerships we can become even better!”

c. Which trump cards do PES hold to offer citizens and enterprises a made-to-measure service? Which instruments do they have in order to be available ‘anytime, anywhere, anyhow’?

PES seem to hold quite a lot of trump cards:

· they guarantee a universal and uniform service and the right to equal treatment (HU, BE/WA, PL),

· they are relatively accessible (e.g. thanks to a mix of channels and a wide geographical coverage) (MA, BE/WA, NO, PL, BE/FL),

· they are often available (SK),

· they can offer free services (IE, SK, PL) or provide financial incentives (PL),

· they work with integrity (SE),

· they are not in pursuit of profit (SE) or maximum market share (IE),

· they know the vacancy market and the individual job seekers’ potential (LAT, SK),

· they are acquainted with the needs of citizens and enterprises (HU, BE/FL),

· they work closely together with social partners (nationally, locally) (SI, AUS),

· they manage to integrate services across institutional borders (BE/WA, BE/FL),

· they approach clients in a differentiated and individualized manner (HU, BE/WA, BE/FL).

In order to further increase availability and accessibility, much is expected of investments in technology (UK, SI, DE, SE, PL, BE/FL). The impact of e-government and e-services on PES can hardly be overestimated (NL). Follow the latest IT solutions closely (SI, DK) and offer facilities that give citizens access to PCs, broadband, etc. (SI) is indeed the watchword.

Moreover, technological solutions allow PES to keep down working costs and increase performance (UK, PL, BE/FL). 

All the same it is pointed out that e-services need to be used to complement other channels, depending on individual clients’ needs (FI, AUS). A distinction needs to be made between the facilitating role PES play for the self-directed and the actively supporting role for disadvantaged groups (NL).

[UK] “An increased investment in automated/digital communication methods for citizens/enterprises and/or transactions that are best suited to these can enable resource to be identified which can be dedicated towards a more intensive and face to face personalised approach if needed.”

[NL] “Services will be independent of place and time.”

[PL] “The information system for the unemployed and job seekers about available opportunities and considerations related to seeking and taking up employment is becoming more and more important and traditional job placement is becoming less important.”

[FI] “The main issue is how to use the right channel for certain customer groups and for certain issues (multi-channel strategy). This means that PES should also strongly develop professional, individual face-to-face actions with jobseekers and also with employers and clearly define the roles of different channels.”

[BE/FL] “By intelligently applying technology, public employment services will not only be able to respond more swiftly, but also to offer better tailor-made services, even at times when unemployment peaks or vacancy volumes grow. Citizens and enterprises can be reached in an efficient and differentiated way through an intelligent mix of channels, tuned to up-to-date communication trends and tools (social media, digital television, mobile telephone, etc.).”
PES may choose to offer a different service, depending on the channel: on the website they may distribute information about job application, training and recruitment. Job offers and CVs are also provided on the website. In offices they may help job seekers find a job and help employers find staff (DK). Many PES appeal to a call centre (MA “Jobseeker Direct Free phone Service”, PL: “Green Line”).

d. Which competencies will front office personnel need with a view to the transformations public employment services are experiencing? How can they be offered ‘career security’? What are the main aspects of sustainable personnel management in public employment services?

PES need to offer their consultants career security by seeing to it that they have the right competencies (HU, SI, LAT, DK, BE/FL). Indeed, more and more is expected of them. Consultants will need to be able to switch to a proactive follow-up (or sometimes correcting) role (NL). Consultants’ competencies will vary depending on the clients they are serving (FI). They will often have larger autonomy and are expected to show a sense of responsibility (SK). In the light of the challenges that PES will be facing, the level of education of consultants will probably have to be increased, according to some (MA, DE). They will need to be stimulated, trained and strengthened (UK).

The importance of selecting appropriate profiles (SK) and training the available staff is indeed generally recognized. Not only do consultants need an open mind for changes/new experiences, they also need sufficient learning capacity (UK, SI, SK, SE, PL, AUS). It is sometimes recommended to valorise gained experience or enhancing competencies (cf. legal protection of ‘vocational counsellor’ function or introduce ‘professional licenses’) (PL).

[DE] “The increase of complexity in the labor market is directly reflected in the organizational reality of the BA employees.”

[MA] “The Maltese PES believes in the need to constantly upgrade the skills and competences of its staff members in order to improve their flexibility and adaptability to new labour market demands.”

[SK] “Staff will have to decide about a particular process of cooperation with their clients in the shortest possible reintegration to the labor market. It will require an increase in their responsibilities in relation to decisions about the use of different instruments of active labor market policies implemented by suppliers.”
[PL] “The success of the development of public employment services depends on the strengthening of personnel resources of institutions providing services of the labour market.”
[AUS] “AMS as an organisation has to be open-minded  and facilitate a learning organisation and a highly qualified staff, well prepared to tackle new challenges.”
As consultants have plenty of contacts with other people, they definitely need social competencies, like: 

· openness, friendliness (PL),

· empathy (SI, SK, PL), an eye for needs (SI, BE/FL), 

· accept the client, trust him/her and encourage him/her (MA, SI),

[PL] “Personnel of offices must remember to respect the autonomy of another human being, his right to make independent decisions and to free choice, regardless of his current situation.”

· objectivity and tolerance (= no prejudices, respect for the client’s values and individuality) (MA, PL, BE/FL),

· honesty, integrity, reliability (MA)

Communicative competencies are also important: listening skills, concentrating on the client, spoken and written language skills, persuasiveness (BE/WA, SI, NO, SK, PL). Emotional maturity is also required for front office consultants: stress resistance and self-control (SK, PL), being able to deal with aggression (MA), being directed to self-development (SI, BE/FL). Professional competencies, like sense of cooperation (SE), being able to work in a team (SI, SK, BE/FL), administrative skills (accurate registration of actions) (PL), autonomy and self-control (SI, NL), sense of quality (MA), solution-directedness (SI), being result-driven (MA) and cost awareness (BE/WA) are also mentioned.

[SI] “The condition for self-evaluation is competent employees who in a safe organisational climate can learn from their experiences, including their mistakes. This is supported by a transparent competency model in which each employee recognises their competencies and areas where development is needed.”
Next to those, there are the so-called technical competencies (BE/WA, SK, PL), which enable consultants to offer perspectives from their clients’ point of view (NO):

· insight in local job offers and training possibilities (BE/WA, IE, BE/FL),

· insight in competency needs and labour market evolutions (BE/WA, FI, DK, SE, BE/FL), 

· insight in labour market actors, methods and instruments (BE/WA, SI, BE/FL).

These technical competencies may be acquired through 1) regular contacts with employers and training providers (IE, BE/FL) (for example by having consultants take “enterprise-based employment and skills surveys” (NO, SE)), 2) in-depth presentations by labour market experts (IE).

[FI] “The PES front office staff who are providing individual counselling, planning individual action plans with customers, advising employers how to meet their needs must be labour market experts.”

To conclude, PES need to prepare for changes in the demographic structure of their workforce and for shortages on the labour market (DE). With a view to the retention of their own personnel, PES need to invest in career policy (UK, HU, BE/WA, BE/FL). This implies: sufficient training possibilities and career perspectives, valorisation of competencies that have been acquired and developed during the career, flexible internal mobility (both vertical and horizontal), availability of instruments for autonomous career policy, etc.

All this also calls for building internal training centres and a network of external training providers (SI).

[BE/WA] “Au vu de la professionnalisation croissante des conseillers, les Services Publics de l’Emploi devront mettre en place des processus de gestion de carrière afin de fidéliser ces agents en privilégiant à la sécurité de la carrière la qualité de carrière.”

e. Which leadership model is paramount for realising the strategic repositioning of public employment services? 

Here the same applies, namely that there are large contextual differences between the Member States and therefore introducing one ideal leadership model as being ideal does not seem feasible (BE/WA). Still it could be stated that leadership is crucial for implementing pathways of change (DE). The leadership model should be directed toward well-defined objectives, well-being and competency development of the personnel (SK). 

Leaders should see to it that their staff’s responsibilities are clear (SI). Efficiency and effectiveness can, for instance, only be achieved by mobilising all staff (BE/WA). Clear and efficient internal communication and dialogue at all levels is therefore essential with a view to empowering all collaborators to achieve shared finality (BE/WA). All personnel members should be encouraged to communicate openly and to give feedback to their executives (UK).

Within the scope of repositioning PES, the following leadership competencies have been mentioned:

· being aware of the need for change (SE),

· being result-oriented (MA, BE/WA),

· networking, entering in a dialogue with stakeholders (SE, NL, BE/FL),

· representing the organization in the public debate (SE),

· process thinking (SK), 

· organizational skills, analytical and problem solving abilities (SK),

· decisiveness (SK), 

· people management (SK), knowing, inspiring and adjusting if necessary (SI, NL, BE/FL),

· promote creative thinking (SK) and innovation (SI, BE/FL), 

· negotiating skills (SK), 

· have insight in the current labour market situation (PL),

· learning ability (SI) and self-evaluation (NL),

· being a role model (SI).

Many PES go into the management models they are introducing at the moment or have already introduced in their own organization. To illustrate:

· DE: from “management by objectives” to “context management” (“the only leadership model in sync with network management”)

[DE] “Increasing autonomy to operate for local managers to implement the agenda for objectives, meaning competences and resources to deliver the agenda adjusted to the local circumstances.”

· PL: decentralized model with on the one hand the Minister of Labour acting as a coordinator and on the other hand activities of PES and employment services on the regional and local level

[PL] “The Minister of Labour is responsible for shaping - in cooperation with partners in the labour market – organizational and legal solutions, creating new and improving existing methods and tools with the unemployed/job-seekers/unemployed/employers, and measures to promote employment are implemented at the poviat level. Poviat (local) labour offices have full knowledge of the phenomena occurring in the local market, trends, continued difficulties and can effectively address measures to the groups that currently require support.”

· BE/WA: “management socio-économique”: integration and balance between social and economical aspects in pathways of change, with attention for strengthening team work, permanent diagnosis of dysfunctions in daily operations 

[BE/WA] “Ce modèle de gestion permet effectivement à chacun d’acquérir les outils nécessaires pour mener à bien les projets de l’Office, d’optimaliser les moyens mis à la disposition de l’organisme et de renforcer la cohérence des équipes.”

· BE/FL: “C-MOL”: concentrates on the different roles a manager should be able to play in order to manage change pathways within the organization. The parts of Manager, Entrepreneur and Leader have been defined. The coaching skills are the leitmotiv and refer to the way the VDAB wants to play these parts as a public employment service. 

f. How may public employment services be reformed to coaching organizations, so that the personnel’s coaching capacity in their contacts with citizens and enterprises is increasing?

Opinions are divided as to whether PES need to be reformed to coaching organizations. Possibly it is not sufficiently clear what is meant by ‘coaching’. 

Some PES endorse that leaving the directive guidance of job seekers implies a more coaching approach. From that perspective PES would need to concentrate on getting their clients to develop continuously (UK, BE/FL), that way strengthening them and making them able to autonomously manage their career (SI). Increasing PES’ advisory capacity is crucial with a view to their strategic repositioning (DE).

[SI] “Directive guidance of clients will gradually be replaced by coaching. We understand coaching as providing assistance to clients so that by activating their potentials they independently solve their problems and achieve their objectives.”

For others transforming PES into coaching organizations is going too far. The resources needed to grow up to become fully fletched coaching organizations are not available (HU). PES concentrate more on activation of disadvantaged groups and leave the coaching to private service providers (SE). Moreover, PES need to aim at the development of the entire labour market. As such, they have a far wider action radius (PL).

[HU]: “It is important for the PESs to decide whether they really want to become coaching organisations or just a hub that helps anyone on the labour market to find the organisation that can best help his/her circumstances.”

Supporting citizens in their personal development can be done by entering into partnerships with education providers (PL), by outsourcing coaching to commercial or non-commercial third parties (HU) or by investing in self-directed learning with the help of a personal development plan (UK).

g. In what sense can the changing process be supported and optimized by exchanging knowledge and experience among European public employment services? How can cross border cooperation in a European context contribute to achieving the public employment services’ common objectives?

All PES show interest in the exchange of ‘first hand’ experiences, good practices, service models and instruments among PES. This creates opportunities to learn and to improve the way in which policy is being implemented.

The following advantages are linked with cross-border dialogue:

· promotion of cross-border job mobility (SE, BE/FL),

· getting a clear view on the approach of strategic changes of course/pathways of change (DE, SK),

· dealing with specific challenges in border regions (SK),

· gaining insight in labour market dynamics (SK),

· gaining insight in the most cost effective way of offering services (UK),

· exchange ideas about topics like digitization, profiling, public-private partnerships (UK, SK),

· joint development of services and methods (SE),

· realization of common European objectives,

· be able to use European funding (MA).

[SK] “The cooperation contributes to the development of institutional information exchange in different areas, as well as to the intensification of the cooperation between actors on labor market leading to the satisfaction of the employer´s needs.”

Exchanging knowledge and information is done in the first place through formal, institutional cooperation, both at European, and at interregional level (UK, MA, BE/WA, DE, SI, NO, DK, SK, PL, BE/FL):

· HoPES network,

· PES2PES dialogue programme,

· Mutual Learning Programme,

· EURES,

· cross-border partnerships and services,

· specific working groups,

· study visits,

· representation in EMCO and the Ad Hoc and Indicators Group,

· bilateral.

 [IE] “Experience has shown, over the past years, that exchanging information between PES in Europe has been beneficial in the development of services to the unemployed. It also has the added advantage of saving on scarce personnel and financial resources as many of the programmes aimed at helping job seekers can be shared thus making it unnecessary to ‘reinvent the wheel’.”

[MA] “By participating in such fora, the PES is given the opportunity to discuss pertinent issues with other EU level representatives, share best practices, voice its concerns, and discuss alternative methods for overcoming major obstacles.”

Moreover, participating in partnership projects like the Leonardo programme, the Interreg programme, etc., gives rise to direct knowledge sharing and interaction (PL)

European networking and cooperation may for that matter also extend to other policy domains (SI, SK).

Having noticed that a ‘Europeanization’ is taking place, some PES have set up internal services that follow European policy, draw attention to developments at other European PES, look over the wall and get inspired, and enrich the service provision by participation in European projects (BE/WA, DE).

[DE] “The BA institutionalized a representative office with the EU in Brussels to reflect the increasing significance of activities on the EU-level for its own operations.”













� Equality, universality, accessibility, continuity, flexibility, their being free of charge (BE/WA). Non-profit, serving public interest (SI). Equal access to employment opportunities (IE). Reciprocal rights and obligations (DE). Professionalism, equality, openness and transparency (PO). Warmth, respect, social justice, social responsibility and engagement (BE/FL).
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