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1. Overview
The Chief Executive at Brighton and Hove City Council (BHCC) signed the Local Employment Partnership (LEP) Agreement in December 2007, which is a government initiative to provide job opportunities for long-term benefit claimants.

BHCC were the first Council in the South East of England to sign up to an LEP. The Council will therefore act as an exemplar to other Councils in the UK and to local employers.

Engage Employment Solutions (EES), a specialist employment solutions consultancy, were commissioned by Brighton and Hove City Council to design and deliver the first phase (pilot) of the LEP Programme (January – July 2008).

Aim of the BHCC LEP:
‘To work with Jobcentre Plus and its partners to enable marginalised local residents equality of opportunity to access employment within the Council, thus developing a more diverse workforce reflective of the local community in which it serves’.
2. Benefits of the LEP Programme

Financial

· Reduction in the amount of welfare benefit claimants in the City

· Improved local economy

Social

· Positive social impact and action to increase social inclusion

· Collaborative approach from partners to encourage sustainable employment and training opportunities for local disadvantaged people

· Local people off benefits and into work 

· Raising the skills of local disadvantaged people

· Raising the aspirations of marginalised local people through job opportunities and further training

· ‘Work taster’ placement opportunities for hardest to reach local people

· Empowering local people to work for their local Council

Environmental

· Positive action to reduce the carbon footprint of the Council and local people

Organisational

· Improved partnership working between the Council and Jobcentre Plus, supported employment agencies and training providers

· Council seen as an Exemplar (‘walking the talk’) to recruiting and sustaining employment for marginalised local people

· More diverse workforce 

· Further improvement to the Council’s culture of training and development

· Recruitment Cost Savings 

3. Contribution to the City Employment and Skills plan (CESP)

Through the LEP project, the Council and its partners provide a collaborative, comprehensive and robust employment solution for disadvantaged local residents, whilst acting as an exemplar to other organisations. 

The LEP project highlights the Council’s commitment to the priorities raised in the CESP by directly delivering against Strategic Priorities 2 and 3:

2a/b. The LEP project has increased the number of jobs in the City that can be accessed, filled and sustained by individuals from priority groups. 

The LEP includes interventions for successful applicants, such as the two year support package and ongoing training, to develop their knowledge and aspirations to enable sustained employment and career progression. 

The LEP reduces inequality and promotes social inclusion in communities by providing mechanisms for the most disadvantaged local residents to access meaningful, sustainable employment and ongoing training.

The LEP placement scheme will ensure that the hardest-to-reach residents are provided with an opportunity to experience the work environment at their own pace. This will assist in the transition to work and hopefully lead to suitable, sustainable employment opportunities.

2c. The LEP team will further enable the Council to lead by example to promote diversity with local and public sector organisations. The LEP Project Manager sits on Brighton and Hove Leader Group LEADER (Local Employers Acting on Diversity, Equality and Race) group.

3a/b/c. There will be a collaborative approach to Council supported employment, placements, work experience and apprenticeships. Future phases of the LEP programme will target NEETs (Young people not in Employment, Education or Training).

The LEP programme raises the skills of local people by integrating training at all stages, from pre-employment training to accredited qualifications for successful applicants. The training element incorporates the Train to Gain initiative and ties in with the Government’s Skills pledge to support lower skilled employees to gain Level 2 qualifications.

4. Key Partners

The Steering Group has been set up to provide direction to the LEP programme to develop the Council’s model to be effective, robust and sustainable. The group is made up of the key strategic partners: Brighton and Hove City Council, Jobcentre Plus, the Engage Partnership, Learning and Skills Council.

Jobcentre Plus (JCP) work in partnership with BHCC to develop robust referral systems to provide the Council with eligible and suitable candidates for LEP identified positions in the Council. JCP sit on the BHCC LEP Steering Group and monitor the effectiveness of the LEP project from their perspective, whilst working with BHCC to adapt methods as issues arise. JCP are responsible for arranging and monitoring Pre Employment Training for clients through their service providers, currently available through Working Links.
The Engage Partnership is a member-led network of supported employment and training providers working in the City who work in partnership with JCP. The Engage Partnership will circulate LEP opportunities to its members and sit on the Steering Group to act as a collective voice for its member organisations. The Engage partnership members provide advice, guidance, support and training for their clients. Clients will be matched against LEP vacancies and put forward if they can demonstrate that they are work-ready and interested in working for the Council. 

The Learning and Skills Council (LSC) sits on the Steering Group and will ensure that the relevant training and learning programmes are incorporated into the project.

City College and Rewards TRC will provide the Train to Gain or equivalent accredited training courses that are not available in-house to successful LEP applicants once in post. The training providers do not currently sit on the steering group as the steer for training and development is through the LSC.
5. Model Design
Engage Employment Solutions (EES) were tasked with designing an effective LEP model that would be satisfactory to all key stake holders. This included external key partners (see above), TMT, Heads of Department, Heads of Service, Recruitment Managers and Line Managers. 
A robust LEP Model has been developed to provide clear referral routes, recruitment processes and a full support package for successful candidates for up to two years.  

The LEP model will provide accredited training and support for post holders to sustain employment and promote career progression. The post holder will be encouraged to apply for other vacancies within the Council or the local economy if they wish to do so, which will free up the posts for new LEP entrants.
The first phases of the LEP programme are open to anyone living in Brighton and Hove who is over 18 years old and has been unemployed for over six months. However, it can include lone parents and individuals with disabilities or mental health issues who have been unemployed for a shorter period of time. 

The Council’s aim is to make the LEP as inclusive as possible. Therefore, future phases will include targeted activity for other groups in the city, such as:

· School and College Leavers

· Young People not in education, employment, or training (NEETS)

· People over 50 years old

· People from a Black and Minority Ethnic background

· Ex-homeless individuals

· Ex-offenders

· Ex-substance misusers

· EES met with Heads of Departments identified as priority areas around recruitment and retention by the Council. EES carried out meetings and workshops for service managers. These promoted the LEP, identified issues and ensured that the model would incorporate or run smoothly alongside existing systems and good practice. 
Recommendation: Further meetings/workshops will need to take place to cover all service areas.

· EES liaised with Jobcentre Plus (JCP) to develop clear referral routes for LEP candidates. It became evident that Jobcentre Plus would need to restructure their existing teams locally to be in a position to react to the requirements of the LEP process, which was a new initiative to them.
After tough negotiation and trial periods, a clear referral route has been established. The main issues were around the point of contact at JCP and the time it took to process the LEP vacancy. It seemed that the internal systems were complicated and ineffective. Jobcentre Plus reviewed the systems nationally and they are now more efficient and effective. JCP have stated their commitment to ensuring that BHCC receive a good service from them.

JCP have reduced the direct involvement of their staff for the BHCC LEP, at the LEP team’s request, to one Accounts Manager and one Employer Engagement Manager. They are in the process of appointing an administration assistant to work solely on the BHCC LEP referral process.
Recommendation: Continued monitoring and reviewing of the referral process to ensure that the outcomes for the project are achieved effectively and efficiently.
· Mapping of current and projected (2008/9) training, placement and employment activity took place across the Council. This identified a varying level of understanding and involvement across the Council in supported employment, training and placement initiatives. It was evident that more collaborative working would enable the Council to become more efficient and effective in this area. 

Recommendations:  A full audit of training, placement and employment activity across the Council where a set formula is used to assess the information. The mapping relied on the department leads to provide the information; data was provided at varying levels of accuracy/detail and some departments/service areas would not co-operate even though the Head of Human Resources backed up the requests. 

A Worklessness Unit should be established to incorporate all work experience, placements, training and apprenticeships. This could also include external initiatives in the local community that are managed through the City Council. 

· The LEP Process has been streamlined to run smoothly alongside existing recruitment systems. All vacancies under SO2 grade are now assessed for LEP eligibility and suitability, as approved by TMT.  

Initially, Recruitment Managers were asked to identify suitable vacancies for the LEP programme. There was little take-up of this so, to take the pressure off the departments and to ensure that suitable vacancies were being made available to the programme, EES made the recommendation that all vacancies are assessed for eligibility at the point of release from the re-deployment process in HR. 
If eligible (under SO2 grade, permanent or temporary, non-internal vacancies, over 16 hours per week), the HR Admin Manager would pass the vacancies to the LEP team. The team then work with Recruitment Managers to further ensure suitability and gain their buy-in.  
Vacancies accepted on the programme will be circulated to Jobcentre Plus and the Engage Partnership, who both match work-ready clients to the vacancies. The Engage Partnership members provide specialist advice, training and guidance service to those who require additional support in order to be work-ready.

· Council-specific Pre Employment Training (PET) is now available to clients on a regular basis. Additional PET can be arranged where there is a cluster of vacancies available. 

This will be provided at no cost to the Council through Jobcentre plus service providers, currently Working Links. The training focuses on the soft skills that prepare a client for the work environment and incorporate a presentation from the LEP team and guided tour of Council offices.

· Initial research has been carried out on a placement scheme for those furthest from the labour market to ensure that the LEP offers ‘work taster’ opportunities to all marginalised local residents, not just those that are work-ready. They can then access employment through the main LEP programme.
Recommendation: Introduction of the placement scheme during 2008/9, to be run alongside the Council’s existing work experience/placement scheme
· The LEP utilises the JCP Work Trial scheme for up to 15 days, which benefits the client by not affecting their benefits during the initial transition to work and saves money for the Council.

· During initial consultation with Recruitment Managers, accredited training opportunities are identified. Where this has not been arranged by the department or available in-house, external providers are contacted. The model utilises the Train to Gain government initiative and promotes NVQ training and apprenticeships.

Recommendation: To link up the apprenticeship scheme with the LEP programme. 

· A Buddy Pack has been developed, in partnership with the Council, EES, and Business Action on Homelessness. This will be reviewed and updated, as required. Buddy training will commence in August 2008.

Recommendation: To provide initial literature on the buddy system for all Recruitment Managers as the buddy pack is an in-depth toolkit.  To adapt and review once the scheme has been trialled.
6. LEP Pilot 

The LEP Pilot took place during April to July 2008 and enabled the LEP model to be adapted to fulfil its requirements.

There are two main application routes available through the LEP:
1. Direct applications: For single vacancies or where PET is not available and/or required. BHCC requests expressions of interest and offers application meetings to candidates who require additional support to complete application forms, where this is not available through the supported employment agencies.
2. PET opportunities – The PET provider manages referrals, provides training and oversees the completion of application forms. Applicants who do not attend the PET may apply for vacancies through the PET provider if they are fully work-ready or have already completed PET.
· When the first Council vacancies (Domestic Home Support Worker x 2) went out to Jobcentre Plus and the Engage Partnership, no applications were received. Research suggested that further promotion of the LEP was required amongst the partners to develop an understanding of the programme. This was carried out through direct consulting and internal improvements within Jobcentre Plus. 
Another issue came to light in the client’s ability to complete the application forms. Although many requested an application form, none were submitted. It was reported that many clients had been out of work for a significant period of time and the application forms themselves were a barrier to many clients as they had an incomplete work history and often struggled to obtain satisfactory references.

It was decided to abridge the main application form and to offer application meetings to interested candidates, with a long-term view of going out to all supported employment agencies to provide training on this. For references, clients were advised to endeavour to provide at least one work reference and one could be a character reference. Referral agencies who had worked closely with the clients could also provide one of the references. 
The initial vacancies’ closing date was extended and application meetings were arranged. This led to a number of high calibre applications being received and from the candidates, two were offered the positions. Pre employment checks held up the process for over six weeks and one person found alternative work in the meantime. The Recruitment Manager was so pleased with the interview of a third candidate that this post was offered and accepted by them. 
Occupational Health checks were also reported to hold up the pre employment process so EES liaised with the provider and a new form which simplified the process was made available. The HR team stated that they would need to approve this before it can go ‘live’. To date, the original form is still being used.

This adapted process has proved successful with applications being received for all but one vacancy, which had a tight deadline due to the fact that it had already been advertised externally by the time it was brought to the attention of the LEP team. It also required a NVQ Level 2 in Community Involvement or equivalent.
Vacancies from various departments were piloted to test the success of different posts/levels.
Pilot Outputs – General Vacancies:

· 14 vacancies successfully identified 

· 38 applications received

· 6 individuals successfully completed PET (1 course)

· 6 vacancy processes have been completed

· 5 people offered employment

Recommendations: Training for supported employment agencies in completing the Council application form. 
Further research is required into the type of roles that are most suited to LEP clients. It is not just entry level jobs that should be available as many clients have accredited qualifications, although some specific qualification requirements may lead poor application numbers.
To follow up on the Occupational Health Check form with the HR Strategy team. To liaise with HR regarding the enhanced CRB checks process.

· Admin All Areas (AAA), the Council’s bank of Administration staff, was involved in the initial PET pilot. It was agreed that LEP clients would be offered the longest-term contracts available as there was concern over the effect short-term contracts would have on their benefits. Conversion rates into permanent employment are reported at around 70%.

The AAA process identified issues such as, the calibre of clients being put forward, the content of the PET, the completion of the application forms and the understanding of the LEP within AAA.

Meetings have been held with all partners and a new strategy is being developed with AAA. Rather than places on the monthly AAA Assessment Days, specific LEP days will be held quarterly. The style and format of the Assessments can then be adapted to ensure equality of access to opportunity. The standard will remain the same.

Pilot Outputs – AAA Opportunities:

· 2 places were made available on each Admin All Areas Assessment Day (3 Assessment days to date)

· 17 LEP applicants

· 15 applicants successfully completed PET (2 courses)

· 2 applicants were offered places, 4 more met the criteria for the third Assessment Day

· 2 Assessment Days completed

· 0 applicants were successful to date (1 Assessment Day outstanding)

Recommendation: Continued monitoring and reviewing of the process and the creation of the AAA LEP strategy, in partnership with the LEP team, AAA, JCP and Working Links.

· The generic PET was piloted in July 2008, for up to seven Accounts/Recovery Assistant vacancies in the Council Tax Team. All successful applicants on the PET have been guaranteed an interview, assuming they meet the essential criteria for the post. Interviews are yet to be held.

Recommendations: Once the outcome of the interviews is available, monitoring and reviewing of the Generic PET to ensure its sustainability. Monthly PETs to be established, ensuring that there are an adequate number of vacancies available.

To create a database of clients who have successfully completed the generic PET to ensure that they are notified when suitable vacancies arise. 

Develop a system so that applications can be held electronically so that candidates do not need to fill out the full application each time.
· The pilot is now complete and an LEP team have been recruited to take the work forward:

Project Manager – overall responsibility for the project’s delivery and development

Recruitment officer – responsible for the recruitment process

Employment Officer – responsible for post-employment advice, training and support 

7. PR and Marketing

· Internal Promotion of the LEP has taken place on the Wave, in The Channel newsletter and on the HR site. The Chief Executive has mentioned the LEP at this year’s Staff Conferences. 
The LEP team raises awareness of the LEP project internally through meetings, training and workshops, including issues a client may face and the benefits to the department and the client of working for the Council.

Good practice in Council recruitment will be shared with Human Resources with a view to improving the recruitment process for all applicants.

Recommendations: Further promotion of the LEP is required to ensure that every employee is aware of the programme and its benefits. Further workshops and meetings should be carried out to cover all departments/service areas. 
Organisation of a LEP launch event for Recruitment Managers, where they can meet with Jobcentre Plus and the Engage Partnership to discuss the LEP and the potential support requirements of clients.
Further liaison with HR to ensure that good practice in recruitment is made available and incorporated into the main recruitment systems.
· The BHCC LEP has been externally promoted through its key partners and in the press. 

In June 2008, The Argus carried a photo and press release in the Business Section detailing the Council’s commitment to employing marginalised local people through the LEP programme.

The LEP team will have a presence on the BHCC stand at The Argus Job Fair in September 2008.

EES met with Alan Cave, a Director at the Department for Work and Pensions (DWP), to discuss the Council’s LEP programme, amongst other things. Alan Cave has expressed an interest in meeting with the Council’s Chief Executive and relevant Heads of Department to discuss the LEP further. Unfortunately, a planned visit by Alan Cave had to be cancelled due to his commitments and a new date is yet to be set.

EES met with Philip Mind, Local Government Association, to discuss the LEP programme and identify the potential to part-fund a LEP report for public sector organisations, to include a national launch event. On review, BHCC decided that it would not be appropriate at this stage to support the report or launch event. Therefore, the report proposal was abandoned.
Recommendations: Further external promotion is required to ensure that it reaches its target audience and acts as an exemplar to local employers and other Councils.
Promote the aims of the LEP amongst the Council’s key partners and incorporate it into the Procurement and Commissioning process.

Continue to develop a relationship with The Argus and other publications with a view to them carrying good news stories about BHCC. Identify and write up positive case studies and submit to the relevant publications.

Arrange visit to Brighton for DWP and other relevant national/regional bodies.

8. Sustainability

· In 2007, the Chief Executive was advised by Jobcentre Plus that there may be potential to re-direct to BHCC a proportion of the saving to welfare benefits that the Council’s LEP programme was directly responsible for. EES and the Council followed this up and no agreement has been reached.

Recommendation: To pursue the welfare benefit re-investment with Jobcentre Plus and the Department for Work and Pensions (DWP)

· LEP vacancy advertising is free of charge through Jobcentre Plus and the Engage Partnership. Therefore, recruitment costs are saved. 

Recommendation: The departments to be charged a reduced fee for recruitment and this should be put into the LEP programme to lead to it being self-financing and enable sustainability and growth

· The Council has identified current LABGI (Local Area Business Growth Incentive) funding as a potential means to provide a grant to the LEP programme. EES were instrumental in writing the bid, which is yet to be submitted.

Recommendation: To submit the LABGI bid and look for other funding streams for the project in the short-term, with a view to identifying ways for it to be self-sustainable in the future

· In order to utilise resources more effectively, all training, placement and employment initiatives should be housed under one unit. 

Recommendations: To create a Worklessness Unit to incorporate all training, placement and employment activity internally. To develop the Unit to include relevant external initiatives managed by BHCC.

· The LEP programme’s sustainability relies on effective relationships between all partners, the promotion of the initiative and its ability to deliver. It must be able to adapt to various factors, such as the local economy, central and local government priorities, new initiatives and funding/revenue sources. It needs to meet its target of 80 people in sustainable employment over the first twelve months.

Recommendations: To continue to develop the relationship between partners and regularly review the LEP model, as necessary, to ensure that local people are able to easily access sustainable employment within the Council. To promote the Council and the LEP programme through key partners and direct to the local community.
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