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Introduction

Objectives

 AUTONUMLGL 
The stated objectives of New Jobs for Glasgow 2 are to create new or expanded social enterprise jobs by:

· Using established intermediate labour market models;

· Identifying new job growth areas

· Demonstrating how the basic models can be developed to contribute to the local economy.

 AUTONUMLGL 
The aim is to develop an approach to working with existing and new ILM projects to establish new ILM and permanent jobs in priority regeneration areas.  The stated intention is to achieve 50% degree of sustainability in funding (income from operational sources such as revenue and contracts) by 2001.  While it was not explicit in the original bid for funding NJFG2 has also sought to explore the extent to which the ILM funding package can be diversified through a broader base of contributions from other funding sources.  In short, NJFG2 has provided a resource for the development of Glasgow Works programme.

Targets

 AUTONUMLGL 
NJFG2 targets (revised June 2001 SEP ERDF application) are as follows:

	No of enterprises sustained 
	9

	All fields (except childcare)
Target number of new enterprises
The target number of temporary ILM jobs
The target number of additional created jobs by 2002
	
5
88
29

	Childcare Works
Target number of new enterprises (centres)
The target number of temporary ILM jobs
The target number of additional created jobs by 2002
	
17
122
60


 AUTONUMLGL 
These targets are lower than those set out in the original application for non-childcare activities reflecting the withdrawal of The WISE Group from the project and the later appointment of the co-ordinator (Jan 2000).  Although, the Childcare Works target for additional jobs created is above that set originally, overall the jobs target has fallen 20%.  The ILM jobs target has fallen by 46%.  However, total project cost has also fallen by 46%.

 AUTONUMLGL 
NJFG2 is in effect split into two: Childcare Works and non-Childcare Works.  Although there are common themes to the different streams they are to all intents separate programmes of activity.  The next section of the report details the findings from interviews with projects from each aspect of NJFG2 and is followed by conclusions and recommendations
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New Jobs For Glasgow Project Activity

 AUTONUMLGL 
Childcare Works Activity

Greater Pollok

 AUTONUMLGL 
ONE Plus manage the ILM places for Childcare Works in Greater Pollok.  Childcare Works initial became involved through the Childcare Partnership in Pollok working with the local childcare co-ordinator who has been very supportive in developing out-of-school childcare on a more strategic basis.  The approach was to work with existing providers to use ILM places as a mechanism to management risk – adding one or two more staff without additional staff costs but also increasing the number of childcare places available.  This not only proves the demand exists but also establishes the childcare providers at a higher level of operation before they have to start paying additional wages.  This is important when there are limited surpluses to invest in the development of new services.

 AUTONUMLGL 
From the outset local providers in Pollok were happy to engage with a mechanism to expand provision – all had already accepted that there was a need to provide more childcare in the area.  This has led to the expansion of three out-of-school providers: Splosh, St Monica’s (Pollok afterschool) and St Roberts (PNOOS).  Two of the three started operations in new satellite premises – a lack of premises (primarily as existing sites are usually already at capacity) is a major constraint.  The development of the satellite premises was supported by capital funding from the SIP and Childcare Strategy.

 AUTONUMLGL 
This increased provision of afterschool childcare by 24 places, supported by 22 ILM places at the outset.  Five of the ILM posts translated into jobs as the services proved viable and the number of ILM places currently stands at 22 (20 childcare and 2 admin posts).  Unfortunately one of the two sites – PNOOS has had to temporarily close their satellite as the certification of the building had not been completed as so the additional number of places has not yet reached its full potential.  PNOOS hope to move back into their satellite in October 2001 and expect that they will initially provide 10 places (they will have to re-contact people who originally expressed an interest).  Their existing 2 ILM workers will move back to the satellite (they were kept on and moved to the main premises).  The satellite premises has capacity for 24 children which they expect to reach – implying an additional 3-5 childcare workers depending on whether they are ILM places or jobs.  As yet there is no decision as to how many additional ILM places or jobs will be created.

 AUTONUMLGL 
For their part, ONE Plus are much happier to be ‘invited’ into an area.  Moving into a new area and setting up new ‘rival’ provision is not seen as being the best way of establishing a service – above all childcare provision does require the trust of local people and so ONE Plus prefer to establish a presence through networking with existing providers (particularly through ILM placements) before setting up any new provision to fill gaps.  The fragmented nature of the market is in part driven by the success or otherwise of local providers in securing grant aid: where they have been able to secure grants for operating costs (from the Childcare Strategy or SiP funds) this helps fill the funding gap between costs and what local people (even with Working Families Tax Credit) can afford to pay.  As a consequence, the prices for out-of-school childcare can vary enormously (between £22 a week and £35 per week among the 8 organisations in Pollok).  The differences can be exacerbated when more than one child needs care as not all operate with simple multiples or standard discounts.  

 AUTONUMLGL 
ONE Plus are about to start a new service following consultation with the local Childcare Partnership.  They have constructed a Pre-3 facility in specially build premises in local school grounds with the aid of SIP capital and revenue contributions.  The intention is that:

· Start with 16 fte places and increase to 21;

· Initially there will be 2 management posts and 4 staff plus 8 ILM places on a rota;

· Provision is aimed at parents in work or training;

· staff ratios are higher so costs are higher;

· no fee structure has been finally decided but currently fees are expected to be in the region of £65 per week.  This compares to around £125 per week in a local private nursery for equivalent age groups;

· the facility may form part of a childcare centre of excellence in future.

 AUTONUMLGL 
Both the new facility and the return to the PNOOS satellite will increase jobs, ILM posts and childcare places in Pollok in the short term.  At present there are 5 jobs, 12 places and 22 ILM posts and these will increase by 4-5 jobs, 16 childcare places and 8 ILM posts by November.

 AUTONUMLGL 
Childcare Works has supported the development of childcare provision in Pollok through:

· working with the local childcare partnership and development officer to promote the strategic development of existing services;

· encouraging local providers to consider expansion and moreover see ILM posts as a suitable route to managing risk and providing reliable childcare workers in the longer-term;

· fostering the delivery of the ‘standard’ ILM childcare package into the area;

· bringing the partnership to a point where additional provision is based on a more structured assessment of childcare needs for Pollok.

 AUTONUMLGL 
Feasibility studies and business planning have not figured so far in Childcare Works provision in Pollok – primarily as there has been no demand for such services to date.  ONE Plus are a very experienced organisation used to setting up new services and very familiar with the management and delivery of the Glasgow Works ILM package.  In addition, in terms of expanding existing services, waiting lists provide much more concrete evidence of the current level of demand that any work that might be undertaken in market research.  The delivery of the ILM posts has been relatively straightforward.  Recruitment can be an issue but word of mouth has helped and there are no problems up to now in finding people interested in working in childcare.  Finding enough time to complete SVQ Level II remains a problem and Level III is currently well beyond the ILM period.

 AUTONUMLGL 
While expansion has been relatively straightforward, there are some concerns about establishing and maintaining quality standards across all providers.  This is an on-going issue and one which might be supported through more NJFG2 development support in the future.  Of current concern to some in the childcare providers was the impact of non-payment of fees had on their ability to plan effectively and the additional administration involved in chasing fees owed.  Childcare Works is supporting an initiative with ONE Plus across Glasgow to look into the issue of non-payment and identify approaches to minimising the problem.  

Drumchapel

 AUTONUMLGL 
The approach adopted in Drumchapel mirrors that developed in Greater Pollok, although development started later (October 2000).  Childcare Works activities have focused around central management of ILM posts with placement in to local out-of-school providers.  Again ONE Plus is in effect the delivery agent with Childcare Works providing strategic and developmental input through the local Childcare partnership.  ONE Plus has recently been asked to take over the management of the Drumry nursery by the SIP cementing their presence in the area.

 AUTONUMLGL 
Currently there are 22 ILM posts in the following organisations:

· 5 workers in Drumry nursery (run by ONE Plus since July 2001);

· 2 posts in the Family Centre, with 2 further posts subject to the feasibility study;

· 2 posts in Kidcare

· 2 in Gaw nursery (private);

· 2 workers in Stone Dyke afterschool (run by SASCA);

· 2 in Blair Dairdy afterschool (run by parents); and,

· 2 in Buddies afterschool.

 AUTONUMLGL 
These posts have encouraged the expansion in the number of afterschool places by 8 and nursery places by 6.  ONE Plus expect to set up their own afterschool provision which will create up to 10 jobs once the SIP has completed a review of childcare needs which is currently underway.  While there is a similar variation in charges as in Pollok, it is hoped that the review will provide the basis for more structured planning for childcare provision in the future.  

 AUTONUMLGL 
Recruitment of ILM workers was initially slow but has picked up (fuelled by word of mouth) and there is now a waiting list.  The majority of clients are lone parents (although there are two males working in pre-5 and afterschool).  The presence of local people working in childcare is having a demonstration effect – showing them what is possible and encouraging more to come forward.

 AUTONUMLGL 
Most ILM workers are seeking employment locally which is not considered a problem with the expectation that provision will expand over the next 12 months and beyond.  However, there have been some problems with the largest nursery run by the Council.  Staff have been suspicious of the suitability of using ILM workers ‘learning on the job’ through the VQ route preferring instead the NNEB ‘professional’ qualification.  Across the City there are some concerns that the latter may be adopted as a minimum entry requirement into childcare – effectively blocking the current ILM route.

 AUTONUMLGL 
The Action Team (Working Links) have been very supportive with lone parent clients in filling in the gaps as they move into work, funding:

· clothes and travel costs, etc.;

· Team building adventure day out;

· sign language courses; and,

·  special needs training (First Aid and HIV modules).

Childcare Works: wider issues

 AUTONUMLGL 
Childcare Works is distinct from the rest of the NJFG2 projects (and indeed has chosen to brand its activity as Childcare Works rather than NJFG2) in that it is as much about supporting the strategic development of a very important service in regeneration areas.  

 AUTONUMLGL 
To a large degree the starting conditions are fundamentally different – Childcare Works is primarily about the development of new service provision to serve a growing need – which is a major part of government policy.  Moreover childcare services receive substantial public funding both directly through the Childcare Strategy and indirectly through WFTC.  While ability to pay remains a key issue, there is little doubt that the development of additional childcare services through the use of ILMs has a logic which is applicable across the city’s regeneration areas.  It provides:

· low risk entry to support for access to work and training for new entrants into the sector (major plank of govt policy, eg Childcare Strategy, WFTC sustainability funding in SIP areas);

· a tried and tested route for local unemployed people into employment – recruitment, wages, training etc all tied down;

· employment for ILM clients but also viable long-term solution for lone parents;

· a replicable format which can easily build on existing provision – can contribute to service provision immediately without set-up/overhead costs or be used to set up new activities.  In each case ILM workers help manage the risk by holding down costs until services can become established;

· a model for the transition of ILMs into social enterprises providing stable services and employment in local communities.

 AUTONUMLGL 
However, there is little coherence in the childcare market: current provision is not based on market or often near market rates (depends on individual organisations’ success in raising funds from sources other than the parents).  This means there is great variation in the cost of childcare within and between areas.  While the use of ILM posts to lower the risk of expansion has been successful and has further highlighted the issue of workforce development the role of the co-ordinator in partnership development has been most significant.  

 AUTONUMLGL 
At present there are a number of issues which threaten the development of sustainable childcare services:

· ability and willingness to pay (especially at market rates) even with support from WfTC people cannot afford full market rates if they have more than one or two children.  Non-payment of fees is a problem which undermines long-term viability;

· there is an implicit funding gap in childcare provision which currently is being paid for by ILM package – the degree of dependency relates to how successful projects are with SIP grants and Childcare Fund money;

· few services make sufficient surplus to re-invest and develop services – therefore any capital costs have to be funded from grant aid as projects do not have appear to have sufficient surplus to service debt;

· wide variation in what equivalent services charge makes it more difficult/uncertain to introduce new services at near-market rates;

· limited strategic overview on the likely level of need and how this can best be funded – so currently funding from other sources (SIP and Childcare Strategy) is not strategic;

· suitable premises within local areas are often the primary constraint to substantial development of services – needs substantial SIP/ERDF support to make these available;

· quality of jobs available (session work) and NVQ3 and the possible introduction of professional (nursery nurse) qualifications are currently beyond the reach of the ILM package;

 AUTONUMLGL 
Developing existing services, establishing local credibility and then looking to fill significant gaps in provision has been the approach in both Pollok and Drumchapel.  Childcare Works has been successful in delivering through ONE Plus and the development of projects with SASCA and others will help diversify provision and build capacity.  

 AUTONUMLGL 
So far, Childcare Works has been much more about encouraging a greater coherence in provision through partnership development within local areas than business development with individual projects per se.  The work that is about to start looking at the strategic development of childcare services in Greater Easterhouse will provide a much more coherent platform for Childcare Works and may well lead to an increased demand for its services as the longer-term requirements for the service become more apparent.  

 AUTONUMLGL 
Although new funding sources being introduced (specifically the Scottish Executive’s Sustainability Fund), the ILM is seen as a majority contributor to funding the gap and any reduction in this will have to come from higher (nearer market) charges.  Cross-subsidisation of provision (based on parents’ income) is a consideration for the future but many local projects see it as being too complex to implement and ‘not what they do’.  It would imply some form of means-testing and this has been a source of problems in mainstream service provision in the past.  ONE Plus do have a number of wholly private childcare operations specifically set up to cross-subsidise their work in other areas.  While they do provide a surplus it is not sufficient to provide a significant input into their other childcare projects or replace any one funding source.

 AUTONUMLGL 
NJFG2 Activity

Introduction

 AUTONUMLGL 
The non-childcare side of NJFG2 has (by its nature) been less able to establish a consistent theme or a degree of replicability.  The projects involved highlight the importance of the very different market circumstances, organisational objectives and attitudes of the people involved.  

Centre for Independent Living

 AUTONUMLGL 
The Centre for Independent Living (CiL) was established in 1995 with the objective of supporting disabled people to live independently.  It is run by disabled people for disabled people with the aim of developing more demand-led services for disabled people through greater involvement and empowerment of disabled people.  

 AUTONUMLGL 
From the outset a lack of appropriate housing adapted for use by disabled people was identified as a major barrier to more independent living.  Although a range of properties had been adapted for tenants over time, these were often not let to disabled people as pressure to keep down voids and address waiting lists meant they were usually let to the next household on the list.  CiL saw a real need to improve the service to use existing facilities more effectively and develop a more efficient matching service for both the demand (providing disabled people access to information on the types and locations of properties across different RSLs in Glasgow) and supply-side (building on the knowledge of current capacity and new approaches to housing allocations).

 AUTONUMLGL 
As a consequence, in September 1999 CiL set up Disabled People’s Housing Service based on a similar project set up in Edinburgh and the Lothians.  The Housing Service was one worker supported for three years by The Scottish Executive through an Innovation Grant.  A key part of the service was that it would provide training and advice on the implications of the Disabled Discrimination Act for RSLs while also collating information on existing adapted housing.

 AUTONUMLGL 
While information was provided very quickly by around 40 RSLs in Glasgow on the numbers and type of stock adaptations, CiL realised that a considerable amount of work would be required to collate the information from the remaining 40-45 RSLs – many of whom said lack of resources/manpower was the reason they could not respond.  The idea of expanding the Housing Service to help build the database on housing stock (or provide additional staff to free up resources) was in responses to this issue.  

 AUTONUMLGL 
The idea of using an ILM approach to the expansion of the Housing Service was mooted and NJFG2 came in to advise CiL on a number of issues:

· explored various options on the ILM package – especially as disabled people would need higher wages (£212 plus £10 tax credit per week) to reflect their higher benefit levels;

· provided development funding to contribute to a feasibility study into the willingness of RSLs to support such a service, a survey of client groups and what information already existed and what gaps needed to be filled;

· supported an ESF bid with advice and consultancy support.

 AUTONUMLGL 
The support and availability of the results of the feasibility study made a significant difference to the success of the bid for Lottery Community Funding (£247,000 over three years).  This and the remaining year of Scottish Executive funding provided the platform to make a bid for ESF funding.  Each of the nine Housing Associations taking an ILM worker on placement has contributed £4,000 to the project (although in a number of cases this has been paid by Scottish Homes through Wider Action Funding as the relevant HAs said they did not have the resources).  Glasgow City Council has also contributed to the project through the Housing Department and CiL are currently drawing up a service-level agreement with the Department.  In total, SE Glasgow’s contribution to the project amounts to £55,000 or 20% of the total budget – a much lower proportion than in typical for Glasgow Works projects. 

 AUTONUMLGL 
The CiL is has now recruited and filled 12 ILM places – 9 people working in HAs and the Council Department and 3 administration workers.  The higher level wages have been successful in attracting a very high quality of eligible candidates but have been set with regard to the typical salaries on offer within housing administration occupations.  The ideal exit route for ILM placements will be to take up employment opportunities with their respective HAs.  

 AUTONUMLGL 
While CiL represents a very good example of funding diversification, there is, as yet, no clear service provision which might provide a substantive funding stream in future.  There is a large amount of work to be done to complete the database of adapted housing but not all current ILM places are performing this function in the HAs (this was never the intention).  It may well be possible for CiL to take a lead in providing a matching service in future but as yet this is a long way off.  CiL have identified that it costs the Health Authority some £240 a day to keep disabled people in a hospital bed – a very high cost when the individual no longer needs this level of assistance.  However, they have also discovered that the Health Authority is not allowed to contract to services which may reduce this cost on the basis of money ‘saved’.  The Scottish Executive are looking into this issue and if it is addressed it may well open up funding streams for a number of service areas.

 AUTONUMLGL 
It is clear that the role played by NJFG2 in supporting and advising the development of CiL was additional – without the support the ILM would not have proceeded at anything like to same timescale or size.  Most probably CiL would not have gone ahead with any ILM element to the project.  NJFG2 support also meant that the funding package was much more diversified than would normally be the case for a Glasgow Works project.  The lack of even relatively small amounts of development funding was noted by the projects across all funding sources.  However, it is also clear that CiL positively sought an independent line, see funding diversification as a mechanism for risk management and did not wish to be overly reliant on ILM funding.

Teleworks

 AUTONUMLGL 
NJFG2 has been able to make only a limited impression on the practice of those (existing) organisations where the project manager and senior management take a different view of the role of their organisation and the position of the ILM within that.  Teleworks is a good example where NJFG2 has encouraged a project to consider the potential of diversifying income through generating contract income but where the management of the project and host organisation have not been convinced this provides them with a route forward.  

 AUTONUMLGL 
Teleworks had been gradually increasing the proportion of earned income over a number of years to a high of £60,000 (c 20% of total).  The idea of expanding earned income were embraced by the previous manager and led to the creation of a business plan to increase contract income further.  Part of this plan was to recruit 3 full-time posts within Teleworks to provide support and stability.  However, shortly into this process the then manager left Teleworks.  The current manager was subsequently appointed.  Her first task was to review the business plan which she considered to be unworkable for a number of reasons:

· Contracts were on the whole small-scale call centre work for smaller companies not requiring the scale and/or unable to afford the fees charged by commercial call-centre businesses.  Average size around £400 (ie 150 jobs to generate £60,000 contract revenue);

· Generating this level of business requires a substantial investment in resources to develop contacts and generate business – the one day a week allowed for in the business plan was insufficient;

· The capacity of the call centre was 200 calls per week – too small to break into the larger call-centre market and requiring an upgrade in equipment and software to achieve this at substantial cost;

· The business plan over-estimated the productivity of the ILM workers suggesting more work could be done than was being achieved in practice;

· The business plan did include a software upgrade in order to handle more calls (cost £20,000) and an additional post for a supervisor but both of these elements were rejected by Glasgow Works on unit cost grounds;

· The main alternative market for call-centre work (public sector contracts) was already being cornered by the WISE Group’s call centre operations.

 AUTONUMLGL 
Overall the business plan was not seen as realistic by the incoming manager – primarily as it would require too much support time which needed to be devoted to securing the required quality from ILM workers.  This is increasingly problematic as the quality of the ILM clients themselves has deteriorated and so more effort is required to meet existing targets.  With many of the existing business contacts leaving with the previous manager, Teleworks took the decision to make the 3 full-time workers redundant.  In many respects Teleworks started again from scratch trying to build up a contract base.  This has been affected by a change in strategy by the base ILM – Teleworks is moving more towards a placement model which provides much less scope to generate income.

 AUTONUMLGL 
Teleworks did not achieve their income target last year by some way (£45,000) but are only just below this year’s (£25,000) and expect to achieve this.  Teleworks have recent appointed an additional supervisor to provide the manager with more time to develop contract income.  This does raise costs, undermining in the short term at least, the initial purpose to lower costs through diversifying funding.  

 AUTONUMLGL 
Teleworks appreciate the support provided by NJFG2: for marketing material (£2000), two graduate placements to develop the business plan and support for public relations and promotion of Teleworks (£3000) in addition to the work undertaken by the NJFG2 co-ordinator.  The main difference is the organisation’s perception of creating jobs is fundamentally different from creating a stepping stone into employment.  Teleworks and Govan Initiative believe that different skill sets are involved and the approaches evidently have different implications for business practice.  Providing sustainable jobs is not seen as a priority in recent economic circumstances – job opportunities are available but securing stable employment places for long-term unemployed people is the problem.

 AUTONUMLGL 
In these circumstances there is little NJFG2 can do without a willing audience.  NJFG2 can continue to demonstrate what has been achieved elsewhere but organisations are within their rights to ignore this advice.  The support provided by NJFG2 since the original business plan was rejected has at least provided the impetus for Teleworks to re-establish their contract income.  This will take time to build back up to 15%-20% but it would seem very unlikely to increase beyond this without a major shift in the perspective of Teleworks and Govan Initiative.  

 AUTONUMLGL 
The Teleworks example also raises a perceived problem of NJFG2 encouraging innovation in the morning and the bureaucracy/admin requirements of Glasgow Works effectively undermining it in the afternoon.  For example, annual budgeting was cited as cutting across the business planning process which would look to a minimum of 3 years.  This does require a change in mindset: rather than seeing grant support as fixed projects ought to consider it more along the lines of contract income which has to ‘earned’.  This does raise uncertainty and the level of risk inherent in any project venture – basic problem is limited surpluses make it difficult to bear losses or investment 

 AUTONUMLGL 
There are other issues about the ability of ILM workers to cope with market-based activity.  The needs of the commercial environment are on the whole higher and therefore more 

sTrue Grit/Antenna Research

 AUTONUMLGL 
True Grit had had a successful record in generating contract income over a number of years as part of the ILM.  It was one of the more obvious candidates to explore the potential of contract income supported by ILM workers.  Gorbals Initiative Business Unit took the decision that the best route to developing this approach would be to set up a separate entity as a limited company: Antenna Research.  Gorbals Initiative were the shareholders of the business.  The relationship to the ILM activity came through an agreement that True Grit Market Research would ‘reserve’ 6 ILM workers for Antenna’s use for a set fee.  Antenna’s staff comprised of a manager, two marketing executives and an administration post.  NJFG2 funded a feasibility study which suggested that there was the potential to build on True Grit’s sales network.

 AUTONUMLGL 
Evidence on what exactly went wrong is in short supply.  We understand that the manager did not have the capacity to cope with the business and Antenna was unable to win sufficient contracts and ensure that those it did gain were always completed to the customers’ satisfaction.

 AUTONUMLGL 
In effect, the ILM business was hiring 6 ILM workers out – not the provision of market research services per se.  While NJFG2 supported Antenna Research this was to all intents a separate organisation responsible to its own Board and not directly related to the ILM.  If the venture had survived any influence Glasgow Works would have been able to exert would stop with True Grit.  Any surplus from the venture would return to Gorbals Business Unit.  In these circumstances, NJFG2 and Glasgow Works are unable to exert sufficient influence over the host organisation.  It is to the credit of NJFG2 that they have returned to True Grit to support them back on to a more stable footing since the closure of Antenna.  This has delivered 2 jobs within the organisation.

Glasgow Airport Project

 AUTONUMLGL 
This project is unusual in that it is a cross-LEC project working with SE Renfrewshire and the Airport Authority to use an ILM to develop services at the airport.  Not only has NJFG2 been involved in developing the idea with the Airport but the co-ordinator has transferred knowledge on the operation and management of an ILM to their LEC partners and a local delivery agent.  This was achieved by using secondments from the Airport, a Renfrewshire training company and a secondment from an established ILM training provider from Glasgow.

 AUTONUMLGL 
The Airport has been interested in developing a service which will improve their environmental image.  A series of different service areas were considered by the Airport in consultation with the NJFG2 co-ordinator and SE Renfrewshire:

· A recycling project based on land-fill tax funds;

· Support services to promote tourism at the airport (to encourage visitors to the airport) and possibly a guide service (ie airport rangers);

· Development of retail and supplier relations to promote environmentally-friendly practices;

 AUTONUMLGL 
The co-ordinator has been instrumental in exploring the feasibility of the various options with the Airport and SE Renfrewshire.  This has taken some time as the original manager who championed the idea within the Airport left and so some momentum was lost.  This delay has now been recovered and a 9 place ILM working in waste operations with a further 3 admin posts has been established (recruitment is planned for the end of September).

 AUTONUMLGL 
The Airport is contributing £36,000 in cash to the project but will also invest in-kind support through supervisors, internal support training and provision of staff uniforms. The total in-kind contribution is estimated to be £23,000.  Other funding has been provided by Paisley Partnership (SIP) and Training for Work funds.  The organisation of the latter has also caused some delays as SE Renfrewshire had to internalise the changes in the funding procedures required to put the finance together.  These delays do highlight the need to involve finance staff as well as policy staff when working in a new LEC.

 AUTONUMLGL 
In effect the ILM is risk management, demonstrating the value of the service to senior managers who (it is hoped) will fully internalise the service by recruiting those involved.  Respondents have suggested that to avoid the delays experienced with the Airport it is necessary to get senior management to buy-in to the objectives of the project.  However, this would appear to be somewhat chicken and egg when the service needs to prove itself.  Clearly, NJFG2 needed to establish a degree of buy-in by the Airport but it is unlikely that anything would have happened if the co-ordinator insisted on commitment at a senior level from the outset.

 AUTONUMLGL 
SE Renfrewshire has found the co-ordinator’s advice and support invaluable in avoiding the pitfalls – particularly in terms of the operational details of running an ILM.  General experience of ILMs was available (from a local SIP) but the advice has definitely lowered some of the entry costs SE Renfrewshire would have faced if they had not developed the project in partnership.

SMEi 

 AUTONUMLGL 
SMEi is a social enterprise delivering environmental improvement and landscaping services primarily in Greater Easterhouse.  The project has been developed as part of a wider strategy adopted by Greater Easterhouse Development Company since the appointment of their new Chief Executive to diversify funding sources and reduce its dependence on grant funding by raising income wherever possible.  The manager of SMEi has a background in the management of ILM projects and a remit to develop subsidiary companies.  The development of new activities follows four principles:

· Above all don’t lose money as it creates pressure across the organisation and is particularly difficult to fund form external sources;

· Provide a service primarily but not exclusively for local people;

· Employ local people in doing this; and,

· Plough back any surpluses into the development of the services.

 AUTONUMLGL 
GEDC started by placing ILM workers with individual environment and landscape projects and companies working in the area.  They realised that the outcomes from this were generally only as good as the individual site managers – where experienced managers were working the ILM workers had better outcomes.  This, the ready supply of environmental work in Easterhouse and the willingness of local partners to back a local venture led GEDC to set up SMEi in September 2001 with a £30,000 grant for start-up and capital costs and 5 ILM workers, a site manager and project manager.  The five ILM workers have now all progressed into full-time work with SMEi and it is hoped that expected expansion in the activities will involve additional ILM posts.

 AUTONUMLGL 
The formation by the partnership of an environmental trust to review and prioritise environmental work has meant that SMEi has had a steady stream of activity – sufficient that they were able to convenient £15,000 back into SMEi from the first six months of operation.  Over a full year it is hoped that a surplus will be achieved but it is not expected to be as high.  

 AUTONUMLGL 
The role of NJFG2 has been to suggest ways in which SMEi can move beyond their current contracts.  A graduate placement has been organised to develop a marketing strategy to achieve this objective.  In this case (and that of A-Line Recruitment), the key issue is that NJFG2 fits with the wider organisational objectives of developing new sources of non-grant aided activity.  While the project manager is very experienced in running an ILM and knowledgeable of most interventions available, the support provided by the NJFG2 co-ordinator in facilitating this process has been invaluable – this provides the project with the development resources it would otherwise not be able access.
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Conclusions

 AUTONUMLGL 
Activities funded under NJFG2 have been able to deliver substantial results in a relatively short timescale.  For the future development of Glasgow Works and the wider social economy in Glasgow the lessons learnt through the activities of the two co-ordinators outweigh the significance of the new jobs and ILM places created.  The activities supported by the two co-ordinators have been able to:

· Demonstrate that, where appropriate, the ILM approach does help reduce the risk in developing new services and can be linked to the establishment of permanent new jobs over a 12-24 month period (eg SMEi, A-line recruitment, EV Works, Childcare Works etc);

· Make a significant contribution to the development of childcare services in regeneration areas not only through the provision of almost 190 childcare places, 38 jobs and 98 ILM places but also through a growing input into the strategic development of services in Glasgow;

· Step outside the ‘traditional’ development process for Glasgow Works and attract organisations who have not been involved in developing ILMs in the past – in the case of CiL this has also provided access into a new client group for Glasgow Works;

· Be able to use small but rare sources of funding to support the feasibility of services, option appraisal and business planning functions (including support for marketing strategies);

· Begin to demonstrate the potential of other service areas that may be addressed through a social economy/ILM delivery mechanisms;

· Made initial inroads into developing services in partnership with the private sector (eg Airport project and potentially the GSPC);

· Highlight some of the potential pitfalls if parent organisations are not on board or have a different view of where surpluses should be used;

· Help support the credibility of the ILM approach in both service delivery and workforce development among a wider group of policy makers (Childcare Works).

 AUTONUMLGL 
Latterly there is also some evidence that contributions from ILM budgets can be reduced – either through the use of contract income (eg SMEi, and potentially A-line recruitment) or through the diversification of funding (eg CiL).  Success in demonstrating what is possible will be a key part of rolling out these lessons to existing Glasgow Works projects and to new projects.

 AUTONUMLGL 
A minority of respondents did question whether it was appropriate to devote substantial time and effort towards creation of employment at a time when they considered there are plenty of available job opportunities.  In some cases (such as Teleworks) it is clear that the organisation perceives the pursuit of more contract income as a diversion from the primary function of getting people back into work.  In their case they doubted the ability of their clients to meet the quality standards prevailing in the market place without more management/supervisory support which will increase their overheads.  

 AUTONUMLGL 
Although this is not strictly within the remit of NJFG2, the development of new projects has tended to seek funding diversification as the route to reducing the cost to ILM budgets rather than changes to the ILM package per se (eg shorter duration on scheme etc).  However, the majority of respondents felt that this was the right approach - all stressed that the client group were getting harder to help they needed 12 month (and sometimes more) to make a difference.  Moreover, as some respondents pointed out, Glasgow Works has managed to reduce unit costs from around £260 per week at the start of the programme to closer to £200 per week.  This was considered to be at the minimum, especially in view of the deterioration in the quality of the client group.

 AUTONUMLGL 
It is clear that in future Glasgow Works will need to engage with organisations from the outset who are willing and able to accept more diversified funding.  More of the onus will be on these organisations to bid and secure funding from service ‘buyers’.  The Centre for Independent Living have identified that it costs the Health Trust £240 per day for every bed blocked by a disabled patient who no longer needs hospital treatment but cannot leave without suitable accommodation.  They have also identified that the Trust is not currently allowed to pay for a service to address this problem.  The Scottish Executive is already looking at this issue and is likely to support changes which allow for such services to ‘earn’ an income.  

 AUTONUMLGL 
Earned income does have a downside.  Where there is a tension between the needs of the activity and the capability of the ILM workers, increasing the scale of contracting will increase the pressure to ‘professionalise’ the business and move away from employing ILM workers.  To some degree we understand this has occurred at EV Works, and Teleworks considered it might be a danger in more contracting in their market.  This may be more or less of a problem depending on the wider objectives of SE Glasgow – new enterprises will be created but may move away from their ILM/unemployed origins.

 AUTONUMLGL 
At present NJFG2 has created 62 new jobs, 187 childcare places, and 110 ILM places.  These figures are up to the end June 2001.  Cost per job (assuming total NJFG2 costs of £358,631 but not including project costs) amount to £5,784.  A better measure might be that every £10,000 spent through NJFG2 creates 1.73 jobs, 5 childcare places and 3 ILM places.  

 AUTONUMLGL 
These outcomes do not include all of the new developments in the projects up to September – for example, while it does include the new pre-3 nursery in Pollok, it is not clear whether the re-opening of PNOOS’ satellite is included. It also includes Antenna and Needleworks outcomes which no longer exist.  Overall, predicting final outcomes at the end of the contract period (December 2001) is not easy: given that there outcomes currently in the account (which have been created but which didn’t last).  If they are to be excluded we would expect final outcomes to be very similar to current figures for jobs (as most expected employment is already forecast for the next period), but may be 5-10% higher for childcare and ILM places depending on the speed of a number of new facilities.  

 AUTONUMLGL 
In the longer term, the sustainability of this employment is very difficult to judge.  ILM places will end when funding comes to an end.  Where these provide a major contribution to the ‘funding gap’ in the operation of the project the withdrawal of ILM funding could compromise the sustainability of the jobs.  This is an issue in all childcare projects – but difficult to estimate exactly what the effect would be as the wider market is riven with differential support.  As a rule of thumb where ILM funds amount to 20-25% of total funding then approximately 20-25% jobs will be unsustainable without additional funding from other public sources or higher charges.  EV Works, SMEi, and A-Line are currently covering their jobs from earned income and there is no reason not to see this continue (or even expand) in the future.  True Grit and Teleworks have started to re-build their contract income and while it may never make them self-sustainable it has the potential to support 2-3 jobs within each organisation.

 AUTONUMLGL 
Establishing a clear picture of the current status of all projects is not easy with the monitoring system in its present format.  At present the data counts the outcomes (jobs, childcare and ILM places) created.  Any subsequent outcomes which are lost are not recorded separately.  We would suggest that these be separated: measuring jobs created and any of these that have subsequently been lost would provide a better basis for judging the net position across the programme.  

 AUTONUMLGL 
Developments on the non-childcare projects inevitably appear more piecemeal but many of the lessons from this side of NJFG2 are likely to be more relevant to mainstream Glasgow Works activity in future.  Moreover, with a later start some of the projects are only just about to start (Centre for Independent Living has recently started and the Airport project is expected to start before the end of September).  The elements of support which have been effective in bringing forward new jobs and ILM places have tended to be relatively straightforward but nevertheless additional:

· Advice and information on different approaches to funding;

· Knowledge of day-to-day ILM operations and their implications for funding and management;

· Relatively small-scale funding to support market research, business planning, and support in preparing applications for funding;

· Short-term capacity development (often through graduate placement).

 AUTONUMLGL 
Elements of support which were part of the initially package but have not figured significantly include: 

· support organisational and legal structures (choices made here have been the preserve of the project/sponsoring organisations);

· no links with the private sector in terms of secondments or networks in support of Glasgow Works projects (although some project staff have helped to deliver capacity development to other projects, eg Teleworks training of Needleworks staff in telemarketing techniques);

· equally NJFG2 co-ordinators have articulated traditional business support for Glasgow Works projects but there have been few examples where mainstream business support organisations have supported the projects directly;

· no exit strategies have been built into funding – for example graduated funding of projects (although there is no commitment beyond 12 months funding for any project).

 AUTONUMLGL 
This does not amount to a failure to deliver – co-ordinators have been praised by managers for not foisting inappropriate support on projects.  The majority of support has been relatively straightforward but have provided crucial information to support the more ‘involved’ decisions.  Managers have all stressed the limited time and resources available to them to take on these extra activities and without the NJFG2 support they would take much longer to deliver the same, not undertake the support activity (and continue to develop the project with limited information or assumptions) or not pursue the project development at all.

 AUTONUMLGL 
NJFG2 experience suggests that funding diversification is a long process in which earned income does have a role to play but this will probably be a minor slice of the overall cake.  Other funding sources offer better prospects.  Within the context of NJFG2 the 50% of funding from sustainable sources would appear to be a very ambitious target – across the programme this might be achieved through a mix of different sources of grant funding alongside a (probably smaller element) of earned income but this may take 3-5 years to develop. 
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Recommendations

 AUTONUMLGL 
There is a desperate need for development funding – the ability to put together a package and crucially network with the relevant contacts seen by most projects as being the most helpful aspect of NJFG2.  Having a specific development function associated with Glasgow Works has ensured that more development of projects has been done than would otherwise have happened.  Funding for feasibility studies, options appraisals and marketing strategies are seen as the nuts and bolts of development.  Many respondents accept that some of these services are already available to the business community but the co-ordinator’s role in making this happen and doing some of the legwork is seen as the most helpful part of the package.  While other funding has clearly played a part in providing jobs, childcare services and ILM places the support from the two NJFG2 co-ordinators has done much to set the ball rolling and their input was critical in at least bringing forward the benefits and in many cases making the difference between getting services established and not.  NJFG2 has had high additionality.

 AUTONUMLGL 
All projects operate on a financial knife-edge and any support which allows managers to concentrate on not making a loss is gratefully received.  The limited surpluses available do have a number of implications:

· Projects can rarely invest by using loans/venture capital as there is a very limited ability to service debt – they look to grant sources to fund capital investment and may use ILM places to lower operating costs to support start-up costs such as lower occupancy rates/service usage when the project is just starting out;

· This also leaves relatively little at the end of the year to cross-subsidise regeneration activities – ONE Plus set up Kidcare a group of private nurseries with this in mind and although it makes a surplus the contribution is very small in comparison to project budgets elsewhere;

· Services to the public (especially in regeneration areas) are subject to relatively high non-payment/bad debt rates and this can further undermine revenue streams and raise administration costs.

 AUTONUMLGL 
As noted above, the ability for new projects to earn at least 50% of their income is very much dependent on the type of project.  Moreover it also depends what you are measuring – in year 1 few projects could achieve this but over a two-three year period those who set out to provide a service based on contract income can exceed this benchmark.  It is not for all projects and establishing it as a design principle will mean that a number of organisations would not come forward with new projects as they would consider the risk too high.  A broader principle which encapsulates funding (not just earned income) from other non-ILM sources would not discriminate non-service area projects, especially if they are offered tapered support and help in preparing business plans, funding bids, marketing strategies, etc.  

 AUTONUMLGL 
NJFG2 has provided a number of demonstration projects which highlight the potential to develop earned income or to use a more diversified funding package.  The work of the co-ordinators has set the ball rolling across a number of projects and while it may not roll very far with some projects, others might be willing to go further once they are comfortable with operating in their current circumstances – in other words organisations may be more inclined to take risk incrementally.  NJFG2 has developed some momentum in entrepeneurship which needs to be continued to explore the full potential of new approaches.

 AUTONUMLGL 
There have been two elements to NJFG2 – Childcare Works and non-childcare activity and SE Glasgow should consider whether they might better be split.  Childcare Works has established a role for ILMs in the development of childcare services and perhaps more importantly for SE Glasgow the development of future childcare workers.  As a ‘service area’ Childcare Works represents a major development opportunity for Glasgow Works in the short to medium term.  It offers hits on many of the government’s welfare to work agenda – access to work, sustainable employment for lone parents, involvement of local people in local service delivery and we would recommend that SE Glasgow takes this forward.  

 AUTONUMLGL 
The danger for Glasgow Works is that it continues to pay for the funding gap – more work needs to be done in the next phase with the basic tools used by the NJFG2 non-childcare side to support the development of local providers, encourage a more consistent approach to charging and secure other funding (including the new Scottish Executive fund to underwrite the viability of out of school care in SIP areas).  The work on minimising non-payment and debt recovery will be very significant in rolling forward more micro-support with individual organisations.  If SE Glasgow does not wish to get involved in developing this strategic service area (ie contributing to increasing the scale and providing the workers for the industry) then there is no reason to split the functions of childcare and non-childcare NJFG2.  Should there be a next phase, then the support on the childcare side should focus more on the sustainability of the individual organisations – how can the services be maintained without ILM funding?

 AUTONUMLGL 
We would also recommend that while dedicated staff are used in the development function, their remit should be broadened to explore the potential to change Glasgow Works practices to help ease the introduction of NJFG2 type development.  If projects are to receive proportionately less income from Glasgow Works they will not want to carry the full burden of the administration and bureaucracy.  

 AUTONUMLGL 
The progress made in 18 months on the non-childcare activities for NJFG2 has not yet led to as many jobs or ILM places although we are aware of two or three projects which will come on stream very shortly and mean that NJFG2 gets close to the target of 50 for the end of 2001.  The activities in this side of NJFG2 have necessarily been more varied and therefore while they are not always replicable, they are likely to be more informative for the future development of Glasgow Works.  Ultimately, to achieve a much higher level of funding diversification Glasgow Works has three potential development strategies:

· to be willing to walk away from projects who cannot achieve minimum performance standards;

· offer a much lower proportion of funding to force diversification – probably introduced gradually over a period of 2-3 years; or,

· accept that certain projects cannot diversify funding to the same degree and should be supported so long as they continue to meet ILM performance targets.  This would seem to be the best strategy for a gradual transition as new projects may only be accepted according to more stringent criteria and existing organisations given some time to adjust their funding structures or opt out of Glasgow Works.

 AUTONUMLGL 
At this stage we recommend that Glasgow Works follows all three.  Glasgow Works can select new projects on broader NJFG2 criteria – funding diversification and potential for earned income being key but also services to disadvantaged client groups (eg CiL and disabled, childcare and lone parents, and young people leaving care) could also be included.  Changing existing projects’ approaches is more problematic but if they continue to deliver good performance in terms of ILM outcomes and move towards greater funding diversification where appropriate.

 AUTONUMLGL 
Overall, the activities suggest that funding diversification is possible – more especially so for new projects – but more often in terms of spreading the costs across interested service buyers than just contract income alone.  More time will be required to see the extent to which such services can be developed in conjunction with the private sector – the speed at which these opportunities come forward is very dependent on the contacts developed with the private sector and we believe it will be worthwhile Glasgow Works continuing to actively pursue joint projects with the private sector.

 AUTONUMLGL 
The NJFG2 process goes some way to practically addressing a core policy interest – how to join-up different elements of government support at the point of delivery so that more coherent services provide better outcomes across multiple objectives.  In a relatively short period of time the co-ordinators have demonstrated that their work is adding real value to Glasgow Works and other partners and this deserves to be continued.  Such are the day-to-day management demands of projects that this development activity needs to be supported centrally.  As yet the services required have been additional but not (yet) sophisticated – more business planning etc than entrepeneurship, venture capital and legal structures.  We recommend that SE Glasgow should aim to preserve a development function within Glasgow Works aiming to work predominately with new opportunities and seeking to test the boundaries for funding, new client groups.  Encouraging a culture where grants and contracts have to be ‘earned’ will develop the capacity of organisations and ultimately improve their sustainability.

 AUTONUMLGL 
Some respondents suggested that development work should have a sector focus.  There are clearly areas where social economy/ILMs do have greater potential to access service providers’ budgets.  It has been suggested that the following general areas offer greater potential in future:

· Community health services;

· Care in the community;

· Housing related services.

 AUTONUMLGL 
We would not recommend that development only be focused on certain sectors.  Experience of NJFG2 suggests that discerning potential development opportunities is complex enough without tying it to certain sectors of the economy.  However, if SEG wishes to go down this route, we would suggest that key sectors be given priority rather than exclusive preference.  Turning this around, if SEG is to pursue a key sector approach then having a specific development team will be essential to make it happen.

 AUTONUMLGL 
As ever, funding this core service is a problem.  Current circumstances suggest that incorporating the co-ordinator posts into Glasgow Works core staff is not likely to happen.  The only alternative is to submit another bid for funding.  Objective 2 or possible Objective 3 capacity building provide the two most likely sources.  Both present timing issues: after this round of Objective 2 bids the next window will be February 2002 and bids to ESF are scheduled for May 2002 with implementation later in the year.

 AUTONUMLGL 
The advantage of this timescale is that SE Glasgow and Glasgow Works can engage SEP and ESF representatives on the key options for the development of a NJFG2 function and potentially involve other partners including the Council and regeneration areas in a joint bid.  These would include:

· Whether Childcare Works could stand alone:

· as a service development project to support service provision;

· provide a trained workforce (possibly including life-long learning elements to get childcare workers to Level III or nursery nurse qualifications) drawn largely from lone parents offering sustainable employment;

· continue the strategic development of the service (rationalisation of support for provision and charging policies) in partnership with the City Council and Regeneration areas.  This should build on the review of childcare about to start in Easterhouse; and,

· seek to find a sustainable funding solution for out-of-school childcare (including identifying barriers in existing funding arrangements such as WFTC, etc).

· How (if the above is accepted) this can access the related experience developed in the non-childcare projects in NJFG2:

· Support and advice on business planning, market research and preparation of funding bids;

· Smooth access into other business development support as appropriate (eg graduate placements, staff training in business admin functions, etc);

· How non-childcare NJFG2 can provide the catalyst for service development in other areas:

· The Supporting People agenda has increased interest in employing people from specific disadvantaged groups to provide better services to members of those groups.  CIL and other Glasgow Works projects have already demonstrated that this is possible;

· Diversify Glasgow Works funding by demonstrating how service buyers can contribute and benefit from cost savings;

· Develop the capacity of a wider range of organisations to deliver ILMs with a greater degree of independence from Glasgow Works funding;

· Provide an effective basis for engaging with the private sector to support the delivery of new services which may then become core functions of the host organisation but employ previously long-term unemployed people.

 AUTONUMLGL 
The functions of the NJFG2 co-ordinators would essentially remain the same but the emphasis of the bids could shift to service provision rather than solely capacity development.  This may be seen as something of a slight of hand and to some degree it is.  However, the issue of delivering sustainable services, especially those which release constraints to participation in the labour market or promote greater inclusion in communities are areas where policy has not yet provided any complete answers.  

 AUTONUMLGL 
Both sides of NJFG2 suggest that active development of ILM projects is going to provide relevant ILMs in future with more diversified funding (spreading the ILM element across a greater number of places) and encouraging more of a culture where service buyers pay for services rather than award or donate funds.  
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