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Equal at Work’s Aim:

“To develop models of open human resource management
 policies and practices so as to enable the development of a new inclusive work culture in key organisations in the public, private and community/voluntary sector in the Dublin region. This culture change will spearhead the drive towards the creation of an inclusive, diverse and equal labour market which will support access and retention through life-long learning and the application of inclusive work practices to the benefit, in particular, of those experiencing discrimination, exclusion and inequality in the labour market.”

This Report covers the period from 1 January to 31 December 2003.  It was written by the Equal at Work Project Manager, Caroline Creamer, with assistance from the Project Evaluator, Finbar McDonnell.
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EXECUTIVE SUMMARY

Equal at Work is one of 21 projects funded under Round 1 of the EQUAL Initiative in Ireland. It is funded under the Adaptability pillar of EQUAL.

Equal at Work aims not to work directly with end target groups but to change the HR structures and processes in organisations. This will be done with a view to making these organisations more equal for their workers, also to support them in becoming more equal in terms of who they recruit.

Specifically, the 48 organisations that are part of the project’s Development Partnership (DP) decided to pilot 11 distinct project actions. Key actions include:

· Working to make the recruitment processes of local authorities more fair;

· Working to provide new work placement opportunities for unemployed people while simultaneously supporting companies in developing a lifelong learning culture;

· Working to support hospitals in developing new progression routes for low-level staff while also meeting their need for skilled employees; and

· Researching the pay and conditions in the community and voluntary sector with a view to promoting greater equality between the different sectors in Ireland.

In 2002, the work of the project was largely about getting started, establishing its DP and its transnational partnership and developing detailed action plans for its 11 actions.

In 2003, the project moved to implementing these action plans. In general, it was a ‘head down’ year for the project, and significant progress was made with the implementation work. For example:

· Research had been designed and completed in relation to the identification of job competencies required for Clerical Officers and General Operatives in local authorities. In early 2004, this should feed into draft competency frameworks, providing a base for a new type of recruitment process;

· Two Job Rotations were undertaken with large companies in North Dublin, which generally ran well and open the possibility that Job Rotation could operate as a labour market tool in Ireland;

· A training programme for administrative staff around the area of medical secretary work was designed and delivered in association with Tallaght Hospital and, at end-2003, was being delivered to a group of CE/JI participants;

· Two research reports were undertaken on pay and conditions in the Community and Voluntary sector.

In addition, significant other work was undertaken on the other seven project actions.

All of the project work continued to be informed by contact with our transnational partners and visits were made to Naples and Bordeaux during the year. Contact was also made with organisations in Northern Ireland during the year but this aspect of the project has remained under-developed due to a shortage of funds.

In September 2003, the project held a conference in Croke Park, Dublin to publicise its work to date. This high profile event was opened by the Tánaiste and a number of high profile speakers agreed to attend. Some 170 delegates attended and the conference led to considerable publicity for the project, as well as a large number of follow-up demands for further project information.

This conference augurs well for the key work of the project in 2004, i.e. the dissemination and mainstreaming of the learning arising from the Equal at Work project. At end-2003, the Project Evaluator worked with the different project actions to prepare dissemination and mainstreaming plans. These identified the organisations to be targeted and the methods to be used in this regard.

The project believes that it has performed well in relation to its initial plan and that, in 2003, it made significant progress towards the successful implementation of the pilot actions set out and agreed with the National Managing Authority in 2002. In 2004, the project hopes to complete the implementation of all of its project actions, to document these and to disseminate the learning arising.

We remain convinced that a significant contribution to greater workplace equality can come through changes to HR structures and processes. We remain focused in our commitment to a successful implementation of the Equal at Work project in this regard.

CHAPTER 1

EQUAL AT WORK – AN INTRODUCTION

The Equal at Work Project, which was developed through the Dublin Employment Pact (DEP), aims to pilot new HR modules across the three sectors of the Dublin economy so as to make employment and in-work progression more accessible and inclusive.  It falls under the “Adaptability” Pillar of EQUAL and focuses on the barriers to inclusion within the recruitment and progression aspects of current HR practices.  

Rationale

As detailed in the Equal at Work Annual Report 2002, the rationale of this Project is based on the understanding that many current HR policies are contributing to labour market exclusion, in particular rigid and irrelevant recruitment criteria, lack of supportive recruitment and induction processes, lack of provision for special needs, lack of flexible and family-friendly working policies, outdated HR staff training, unimaginative lifelong learning opportunities and progression paths, and insufficient knowledge of equality legislation.  

Many organisations have HR policies and practices (“ways of doing things”) that have developed over the years. Usually, these were originally put in place for a good reason but at least some of these practices may no longer be necessary. Organisations may see such practices as “neutral” when, in fact, they may be restricting both individuals and the organisation from achieving their full potential.
Aims & Objectives

The overall aim of Equal at Work is:

“To develop models of open human resource management policies and practices so as to enable the development of a new inclusive work culture in key organisations in the public, private and community & voluntary sectors in the Dublin region. This culture change will spearhead the drive towards the creation of an inclusive, diverse and equal labour market which will support access and retention through lifelong learning and the application of inclusive work practices to the benefit, in particular, of those experiencing discrimination, exclusion and inequality in the labour market.”

The agreed key objectives of Equal at Work are:

1. To change human resource policy and practice in key organisations in the Dublin labour market (from the public, private and community & voluntary sectors) so as to create an accessible and open labour market, in particular for excluded groups.

2. To change human resource policy and practice in key organisations in the Dublin labour market (from the public, private and community & voluntary sectors) so that the Dublin labour market effectively addresses problems of poor employee retention, employee progression and job sustainability, particularly as they affect excluded groups.

3. To contribute to the development of a culture, in a number of organisations in the Dublin labour market and the workplace, where lifelong learning and enhanced understanding of equality and diversity will ensure systematic support for employees and labour market adaptability.

Based on this, the Project is developing modules to pilot innovative recruitment practices and systems of lifelong learning across the three sectors of the Dublin labour market and contribute to the development of an inclusive work culture through open HR practices. These modules are being developed and delivered through the following ‘local action sites’:
· Dublin City Public Sector (designated partner: Dublin City Council), 

· South Dublin Public Sector (designated partner: Tallaght Partnership), 

· Dublin Private Sector (designated partner: Northside Partnership) 

· Dublin Community and Voluntary Sector (designated partner: Exchange House Travellers Service).

Each local site has prepared detailed workplans for their activities, with the site aims and objectives supporting the overall aim of Equal at Work.

Partners in DP

Because of the scope of the Project, and the desire to achieve meaningful and lasting change, a broad range of partners was essential.  From the start it was an aim of the Dublin Employment Pact that the partners themselves would develop, implement and mainstream the changes. It was, therefore, essential that key organisations in each of the three labour market sectors form the core of the partnership. This also reflects the aim of the EQUAL Initiative that the Development Partnership would provide a forum for organisations to come together and learn from each other, and would create relationships that would later provide potential routes for mainstreaming to occur.

Following the announcement of the EQUAL Programme in 2000, the Dublin Employment Pact  (DEP) drew together a forum of organisations, agencies and other bodies actively committed to working with target groups so as to change HR practices and work cultures in each of the three sectors of the Dublin labour market with a view to building a more equal, open and inclusive labour market.  The make-up of the DP was carefully considered in terms of what its focus should be, the partners that should be involved, its organisational and management structure and so on.  Many of the partner organisations would have worked with the DEP or with other partners involved in the Development Partnership (DP) on a wide variety of projects in the past while for others this would be their first time collaborating with many of the partners involved.  
The partners involved in this DP now include statutory agencies, local authorities, trade unions, employer organisations, partnership companies, training institutions, community organisations and local development agencies (see Annex 1). 

Project Actions

While the Project Plan set out the direction of the project, the specific pilot actions have evolved somewhat during implementation, with some actions splitting in two and others merging.  It is now possible to identify 11 distinct actions that have been piloted in relation to the HR practices of employers in the three areas of Dublin’s labour market, i.e. the private, public and community/voluntary sectors. These actions are divided among five “sites”:

· two sites working with HR practices in the public sector;

· one working with HR practices in the private sector;

· one working with practices in the community and voluntary sector; and

· one looking at equality and diversity issues across all sectors.

Public Sector Sites

The two public sector sites are piloting five actions between them.

The first relates to recruitment policies for Clerical Officer and General Operative grades in local authorities. The project identified that local authorities required applicants for Clerical Officer positions to have a Leaving Certificate qualification. Many people who left school without a Leaving Certificate, but subsequently developed skills in the workplace, feel this requirement has been unfair. It has certainly acted as a barrier to those who may have the required skills for the job, but who lack the formal qualification. The action has reviewed the feasibility of removing this requirement, thus opening these positions up to many more potential applicants, while maintaining, or even improving, the quality of relevant employee skills. For General Operatives, while there was no formal educational qualification required, the effect of moving to competency based recruitment would be to ensure a better match between the jobs and people recruited to undertake them. 

The second public sector action is piloting a work-based learning model, with an element of distance learning, in relation to Medical Secretary training in the Adelaide and Meath Hospital incorp. the National Children’s Hospital (commonly known as Tallaght Hospital).  This is being piloted for two groups – those already working in the hospital at Grade 3 administration level (to allow progression to Grade 4) and a group of people on local Community Employment/Jobs Initiative programmes.

The third public sector action relates to the progression of people on Community Employment or Jobs Initiative schemes into local authority employment. At present, progression routes for people completing such schemes are often badly defined. This action aims to improve the progression, using South Dublin County Council as a pilot organisation. 

The fourth public sector action relates to the progression within organisations of people already employed at lower-level grades. This includes a review of practices such as mentoring and coaching and of options for life-long learning.

The final public sector action related to the development and piloting of training within Dublin City Council in relation to equality and diversity issues.

Private Sector Site

The private sector site is piloting two actions.

A successful pilot action in the 1990s under the EU EMPLOYMENT Initiative led to the establishment of the Fastrack to Information Technology (FIT) programme in Ireland. This provides intensive IT training to people without formal technical qualifications (mainly young people) from disadvantaged areas and has been very successful in enabling participants to move into jobs for which they would not otherwise be considered. However, several years on, if these people want to progress within these jobs, or to change jobs, their lack of a recognised third-level qualification acts against them. This Equal at Work action aims to work with DCU to see if a modular progression course could be developed for this target group, which would take account of prior FIT learning, and any work experience that people have gained.

The second private sector action addresses the long recognised need to increase the level of ongoing training provided by Irish companies to their employees. This lack of training prevents employees from upskilling and progressing within a company, prevents new recruits from taking entry-level jobs and can hold back company development. A potential way to tackle these issues simultaneously has been developed in Denmark and is being piloted by Equal at Work. Job Rotation removes employees for a certain period for tailor-made, enterprise-determined training and replaces them with people trained to undertake the work while the regular employees undertake the training. The idea is to provide tailored training to existing workers while providing job experience, and perhaps the possibility of a job, to unemployed people. The Job Rotation idea is being piloted in two large companies in North Dublin.

Community & Voluntary Sector Site

The community and voluntary sector site is carrying out a review of HR policy and practice within the sector.  In support of this action, the Site is carrying out two pieces of research.

The first piece of research is a review of the HR practices being employed in a range of organisations in the community and voluntary sector. The objective of this research is to build an understanding of the range of practices in operation and to identify good practices. The good practices identified will then provide a basis for development of a HR training module for the sector, in association with the National College of Ireland.

The second piece of research is focusing on the array of funding relationships which organisations in this sector have with government departments and agencies. The aim is to review the current 

arrangements and identify models of good practice, with a view to clarifying and improving the relationships of community and voluntary sector organisations with the arms of the state that fund them. As part of this action, it is also aimed to establish that good HR practices, such as training, should be an integral part of the activity plans of NGOs, and that the expertise of people in the organisations is properly recognised.

Equality & Diversity Site

The fifth Equal at Work site brings together organisations from all sectors to look at issues relating to equality and diversity. The Equality Authority also sits on this site and inputs into its ongoing work. 

The Equality and Diversity site has two aims.

The first is to develop training materials for organisations in relation both to the equality legislation and to the general benefits of HR policies that promote equality and diversity. Ireland has seen considerable change in recent years in its equality legislation and this creates obligations for organisations in terms of compliance, as well as opportunities to benefit from embracing diversity within the organisation.

The Equality and Diversity Site has also supported audits in two organisations in relation to equality issues. These are the Dublin Port Company and a community and voluntary sector organisation that works with Traveller issues (i.e. Exchange House Travellers Service). This action aims to hone the concept of an equality audit in the context of different types of organisations in Ireland and show the benefits of audits as an equality tool.
Addressing the Key Principles of EQUAL

The key principles of the EQUAL Programme are:

· Thematic Approach

· Partnership Approach

· Empowerment

· Transnational Co-operation

· Innovation

· Mainstreaming

Each of these six principles has been adopted in the development and management of Equal at Work.

In policy terms, Equal at Work is focusing on the ‘promotion of lifelong learning and inclusive work practices which encourage the recruitment and retention of those suffering discrimination and inequality in connection with the labour market’.  The Project is part of the Adaptability theme at national level, organised by the TSS. 

The Project is being delivered through a partnership approach whereby 48 partners, representing key actors in all sectors of the labour market, have signed up to the Development Partnership (DP), and both direct and implement this Project.  

Within the Equal at Work DP, the principle of empowerment is illustrated by the fact that partners are involved in the decision-making process.  During the course of 2003, it became increasingly apparent that as site activity was becoming more substantial, the partners were becoming more assertive in the issues they raised and how the Project addressed them.  Leadership from the DEP became less relevant and became more focused on managerial issues. As well as encompassing a wide range of organisations, the project has also empowered end workers and others, e.g. by:

· Undertaking focus groups in Dublin City Council;

· By meeting individuals interested in work experience through the two Job Rotations and providing tailored supports to them based on their expressed needs;

· Talking to the participants on an ongoing basis in the Job Rotations, in the training provided for medical secretaries and for those wishing to work as medical secretaries, and in the work undertaken with CE/JI participants linked to South Dublin County Council;

· Ensuring the research work undertaken in the Community and Voluntary sector took account of the views of the workers in that sector.

In relation to transnational co-operation, Equal at Work has a Transnational Co-operation Agreement (TCA) – entitled PROMIS - with projects in Germany (Munich), Italy (Naples) and France (Bordeaux), which will inform policy and practical changes being promoted and sought by this Project (see Chapter 2).

Equal at Work will test innovative approaches in the areas of recruitment, training and progression across the three labour markets (public, private, and community & voluntary).  This innovation will be process-oriented and context-oriented.  Process-oriented innovations will result in the development of new methods, tools and approaches and the improvement of existing tools, while context-oriented innovations will result in changes at both the organisation, institutional and political level.  

In terms of the findings emerging from the Project, their dissemination and mainstreaming at a local, regional, national and international level is an integral aim of the Project (see Chapter 4). This part of the project’s work was coming to the fore towards the end of 2003.

CHAPTER 2

EQUAL AT WORK – PROGRESS IN 2003

The following is a summary of Project activity from 1 January to 31 December 2003.  

What has been achieved?

Recruitment: As outlined in the Project Annual Report 2002, all project staff were appointed early in the Action 2 phase.  The Project Evaluator was recruited, following a tendering process, in May 2002 and took up position in June 2002.  The Project Finance Officer, who is an existing member of the DEP Staff, had her contract extended to cover the EQUAL Project in May 2002.  The position of Project Development Consultant was again put out to tender, following closure of Action 1 activity, and the Project Development Consultant was appointed in July 2002 to assist with Action 2 and Action 3 activity.  Following budget revisions, four Local Site Co-ordinators/ Administrators were appointed over the period September to December 2002.  

The early part of 2003 was spent building working relationships between the site co-ordinators and project consultants.  Reporting relationships between the Project Manager and site co-ordinators were established and put into immediate effect.  This ensured that all staff were aware of what stage of development the various actions were at throughout the year.

In March 2003, the DEP recruited a Communications Officer. As part of her brief, the Communications Officer became responsible for overseeing the PR element of the Equal at Work Project as a whole.

The only staff change during 2003 occurred in the Dublin City Public Sector Site.  As a result of the existing site co-ordinator going on maternity leave in September, the post was taken over by two members of the HR staff within Dublin City Council. The general continuity of staff on the project in 2003 was an important factor in the overall good progress of the project.

Attendance at EQUAL Events:  Representatives from Equal at Work participated in key events organised by the European Commission and the Managing Authorities of the Republic of Ireland and Northern Ireland in 2003:

· Attendance at TRED Project launch in Dublin on 7th October 2003 

· The National ESF Seminar in Dublin on 21st November 2003 

· The North/South event in Newcastle, Co. Down on 25th November 2003

· The ESF French National Forum, Paris on 16th December 2003.

Representatives from Equal at Work also participated in the National and European Adaptability Thematic Networks, which met on a number of occasions throughout 2003
.  Participation in these Networks provided the Project with an opportunity to hear what other Projects under this Strand were doing at both a national and European level, to meet project staff, and to identify commonalities and areas around which projects could possibly work together and share experiences.  

During 2003, Equal at Work also hosted the first of two conferences on 25th September in Croke Park Conference Centre.  Entitled ‘Access and Diversity: A New Vision of Work’, the conference focused on the challenges and opportunities facing organisations in adapting positively to the rapid evolution in current Irish employment practices.  The conference explored and debated the issues of:

· the cultural and practical changes necessary for employers to implement goals of equality, inclusion and diversity in the workplace; 

· new approaches to recruitment, training and career progression; 

· strategies in human resource development being piloted through the Equal at Work Project; and

· what equality legislation means for employers.
This event was attended by over 170 delegates and resulted in the Project being approached by a number of organisations expressing an interest in working with Equal at Work in the future (e.g. National Disability Authority, An Post, CIPD, Eastern Regional Health Authority, etc.).

Training: During the course of 2003, project staff and DP members had the opportunity to participate in various training programmes.  In March, DP members were offered the opportunity to undertake computer training, particularly around web design.  In August, the Project Manager, as a member of staff of the DEP, undertook communications training with Carr Communications.  In October, the Community & Voluntary Sector Site organised training for Project Staff and DP members on ‘Recruitment, Bullying and Harassment in the Workplace’.

Submission to National Centre for Partnership and Performance: Equal at Work, along with a number of other EQUAL Projects, worked with the WRC on the preparation of a submission to the National Centre for Partnership and Performance on their consultation document, ‘Future of the Workplace’. This detailed submission was submitted on 28th November following a two-month process of projects submitting responses on various aspects of the consultation document.  Equal at Work made contributions to this document via Caroline Creamer (Project Manager), Philip O’Connor (DEP) and Anna Gunning (Local Site Co-ordinator, Community & Voluntary Sector Site).
Project Finances: The external audit of the 2002 Equal at Work Accounts was carried out by Grant Thornton in February and March 2003.  This audit covered the period May-December 2002.  Upon completion, the Audit Report, with the 2002 Annual Report, was submitted to WRC for their records.

During 2003, four Quarterly Returns (including a financial return and a progress report) were submitted to WRC.  The Project Manager, along with the Project Finance Officer, has overall responsibility for completing and submitting the Quarterly Monitoring Returns to the WRC within the timeframe set.  Returns are made based on the templates issued by the WRC.  Each site makes a return to the Project Manager who then, with the assistance of the Project Finance Officer, compiles the five returns into one document.

On 4th June, representatives of Equal at Work attended the Financial Workshop organised by WRC in the Ormond Hotel.  This was followed by a visit from Tony Ward (also in June), Accountant with WRC, to review the Project’s accounting systems.

Procedures Manual:  The Procedures Manual for Equal at Work was completed in early 2003 and circulated to all Project Staff and Consultants as a reference document.  Copies were also submitted to WRC and the Department of Enterprise, Trade and Employment for their records. 

Project Planning Group:  The Project Planning Group, consisting of Philip O’Connor (DEP), Gráinne Healy (Project Consultant) and Caroline Creamer (Project Manager), continued to meet every six weeks during 2003 to discuss the progress of the Project and develop the proceeding stages (this included ensuring the roll-out of activity was to schedule, the removal of any barriers to progressing roll-out, conflict resolution, etc.).  The work of this group, together with that of the Project Staff Group (see below), was seen as key to the efficient and effective roll-out of the project.  The Project Evaluator, Finbar McDonnell, also fed into this process every 3-4 months.   

Project Staff Group: The Project staff (including the Project Manager, the Site Co-ordinators, the Project Consultant, the Project Evaluator and, at regular intervals, the Project Finance Officer)  continued to meet every two months during 2003.  These meetings provided sites with an opportunity to hear what was happening in the other sites and also, what was happening at central level in terms of transnational activity, finances, mainstreaming and dissemination, PR, invitations to speak on the work of the Project, etc.

Local Site Activity:  The different sites within Equal at Work spent the Autumn of 2002 developing Action Plans for each of the project actions. This process included setting out in some detail how each action would be undertaken. Having prepared the Action Plans, Equal at Work moved to implementation at start-2003. Some of the pilot actions are now nearing completion - the others will end in early 2004.  Efforts to disseminate and mainstream learning arising from the actions began during 2003 (in parallel with implementation) and will be stepped up in 2004, as the learning begins to emerge clearly.  Four key pieces of the work undertaken in 2003 are now presented in this annual report, followed by more brief descriptions of the progress of the other project actions. (All of the project’s actions, and their work, will be described in the Project Evaluation, to be published in 2004).

1.  Development of Competency Framework for Clerical Officer and General Operative Grades in Local Authorities

This pilot action related to moving the recruitment processes for General Operatives and Clerical Officers in local authorities to being based on identification of the competencies required to do the specific jobs in question. From the perspective of job applicants, this would mean that people with the requisite skills can then access the jobs, i.e. there are no unnecessary or artificial barriers to selection. From the perspective of a local authority, it means that the skills required for particular posts (including the ability to progress over time) can be directly tested in the recruitment process, rather than being evaluated using proxy indicators (such as educational qualifications).  The work for this pilot action was mainly undertaken by Dublin City Council and South Dublin County Council.  Other partners from the two ‘public sector sites’ supported the work, as did the Office of the Civil Service and Local Appointments Commissioners (OCSLAC).  In the work undertaken, a partnership approach was adopted, with a Steering Group including both management and union representatives. 

There are two broad analytical phases in moving a recruitment system from being based on educational qualifications, or other interview-based criteria, to being based on competencies:

· the first involves analysing the specific roles of those people who undertake the jobs involved, so as to develop a competency framework for the jobs. This identifies the key knowledge, skills and abilities required to carry out the roles;

· the second involves reviewing the selection process for the roles to ensure that people with the requisite skills can access the roles, whatever their background or circumstances. This includes understanding how people become aware of available positions, as well as examining the application and selection process, with a focus on ensuring that no part of the process discriminates unfairly against applicants with the competencies to undertake the roles.

Equal at Work focused on the first of these two points, i.e. on identifying a competency framework for the Clerical Officer grade. In a typical local authority, the grade incorporates a range of specific jobs. The work began with a two-day training course for those who would be undertaking the job analysis. When the training had been provided, and a plan drawn up to gather the data, between 150 and 200 Clerical Officers were met, some individually and some in focus groups. The research also involved meeting a number of CO supervisors to obtain their opinions on the qualities needed to be a good Clerical Officer, as well as a number of other senior managers in the Council.

This job analysis will lead to the production of a draft Job Competency Framework for Clerical Officers in early-2004.  It is hoped that approx. 5-7 core competencies will be identified.  Once the Competency Framework has been agreed, representatives of the Project will then seek a meeting with the Department of the Environment, Heritage and Local Government to encourage it to change the requirement for Clerical Officers to have a Leaving Certificate qualification. If this is achieved, the way is then clear to move towards a competency-based system of recruitment for these positions. Work could then commence on developing appropriate tests to identify candidates with the requisite competencies. 

In relation to the development of a Competency Framework for General Operative Grades, it is intended that this process will be undertaken in early 2004.  While Dublin City Council has carried out the jobs analysis of this post, South Dublin County Council are expecting to do so in the first Quarter of 2004.  Once both jobs analysis have been completed, a Competency Framework will be established in association with the Local Appointments Commission.  

2.  New Access to Medical Secretary Training in Tallaght Hospital

This action emerged as Tallaght Hospital has a low level of progression of staff from the entry-level Grade 3 (clerical) positions to Grade 4 positions.  This action piloted a module of Medical Secretary training, with the aim of providing relatively low-skilled clerical workers with the skills needed to operate at Grade 4 level in this position.  The specific skills required by a medical secretary (and, therefore, the core content of the training provided in this action) relate to familiarity with pathological conditions, medical instruments and clinical procedures as well as skills in audio transcription.  It was decided at an early stage in the development of this action to offer the course to two distinct groups:

· to people already working at Grade 3 level within the Hospital;

· to people on Community Employment/Jobs Initiative schemes in the Tallaght area with some administrative skills (e.g. some computer and keyboard skills) who were interested in progressing to possible work in Tallaght Hospital or the health sector.

It was felt that, if successful, this training programme could:

· benefit the Hospital by providing training to people to take up a set of specialised positions in the Hospital;

· benefit workers at Grade 3 in the Hospital by providing a potential route for promotion and greater job satisfaction;

· benefit people on CE/JI schemes by demonstrating a new progression route.
The first course delivered was to the people already working in the hospital. The hospital began advertising for course applicants in July 2003 and, of some 40 people who applied, some 10 were chosen for the training.  The training began in September 2003, and participants who needed extra support around their keyboard skills had such support provided by the Local Employment Service in Tallaght.  Following completion of the course, exams are due to taken by the participants at end-April 2004 (FETAC exams take place once a year).  To ensure the skills learned are maintained, Tallaght Partnership has arranged a number of workshops for participants from October 2003 until early 2004.  The training course for CE/JI participants began in November 2003 and is due to conclude in January 2004.  Again, the course was well over-subscribed, with some 38 people applying, of whom 14 women were chosen.  These included a number of people from specific target groups – three had a disability, one was a former drug addict, one was a Traveller, eight were lone parents and two were widows.  As with the first cohort, some support was provided to trainees after the formal training ended, to support participants in the period leading up to the exams.  Despite the fact that these people were not employees of Tallaght Hospital, the Hospital has agreed to facilitate brief periods of work experience for the participants in early-2004.

The training gap identified in the sector suggests that other training gaps may exist for lower-skilled staff within the Irish health sector.  Addressing this situation would be consistent with the national policy emphasis on lifelong learning and could have a medium-term positive impact on the general performance of the Irish health services.

3.  Pilot Job Rotations in two large North Dublin companies

Irish companies have traditionally been poor at providing training to employees and the proportion of their turnover spent on training is well below the international average.  In the context of a need to upgrade skill levels in the Irish economy, this is a national strategic issue.  In fact, as well as holding back the development of workers who do not receive training, the situation has two further negative effects:

· If people do not up-skill and progress within a company, this makes it harder for people with entry-level skills to enter the company; and

· The lack of training and progression has a knock-on effect on the performance and development of businesses. 

A commonly cited practical reason as to why companies do not release staff for training is the problem of ‘covering’ for them while they are undertaking the training.

The Job Rotation model, which emerged in Denmark, is seen as a potential solution to some of the above problems. It has been piloted in most EU states and integrated by a number of them into their labour market policy programmes.  One study showed that, over the 1996-99 period, over 1800 Danish companies used Job Rotation (directly affecting over 80,000 employees), as well as 740 German companies and over 200 Portuguese companies.

The concept of Job Rotation involves:

· Training people not currently working in the company or organisation to go into the organisation to undertake the jobs of people being released for training;

· Training some people in the company to act as mentors to the people coming in as replacements;

· Releasing employees from the company for tailor-made, enterprise-specified training;

· Possible progression within the company of those existing employees who receive training, which may create space for some of those people who went in as replacements to continue in their entry-level jobs on a longer-term basis.

Two Job Rotation pilots were undertaken by the Equal at Work private sector site during 2003. These were undertaken with:

· Keelings (Distribution) Ltd., a fruit and vegetable distributor, based near Dublin Airport; and

· Freshways-Kerry Foods, a 300-person company that makes and distributes sandwiches, which is owned by the Kerry Group and based in the IDA Industrial Park between Ballymun and Finglas.

While the concept of Job Rotation is relatively straightforward, its implementation can be a complex operation. A range of preparations had to be completed and co-ordinated to allow the Rotations themselves to run smoothly. The two pilot Job Rotations in 2003 had the following ten steps:

1. Preparation and identification of company;

2. Agreement with company of contracts, and systems needed for Job Rotation;

3. Publicity and information provision to attract applicants;

4. Interview process and choice of people for Job Rotation;

5. Preparation of training modules required;

6. Discussion with Dept. of Social and Family Affairs and FÁS regarding benefits and training allowances;

7. Pre-vocational training, and provision of information on company;

8. Training of mentors;

9. Undertaking the Job Rotation itself;

10. Follow-up with company.

Briefly, the outcomes of the two pilot Job Rotations were as follows:

Keelings (Distribution) Ltd.:

· 12 people outside the labour market provided with two weeks high quality pre-vocational training and job placements;

· seven of these people offered full-time jobs;

· training provided to eight people from Keelings Ltd.
Freshways-Kerry Foods Ltd.:

· four people outside the labour market provided with two weeks high quality pre-vocational training and job placements;

· three of these offered full-time jobs, of whom two accepted the jobs;

· training provided to 20 people from Freshways Ltd., 10 on mentoring skills and 10 on other relevant work skills.

The pilots targeted people who were some distance from the labour market in terms of the job placements.  Some had been unemployed for some time, others were members of groups that tend to experience significant labour market exclusion.  Yet, after two weeks pre-vocational training and a short job placement, many of these people were offered jobs by the two companies in question.  This shows that the model can be effective as a confidence-building, training and job placement tool for unemployed people.  In terms of the up-skilling of existing employees, the pilots show that Job Rotation can be effective in this context, if the training is provided in the context of a wider plan by the company for up-skilling and the expansion of people’s roles.  This part of the model means that Job Rotation has the potential be an effective tool for lifelong learning.

Due to the significant potential of the Job Rotation model in Ireland, a submission has been made by Equal at Work to the Department of Enterprise, Trade and Employment and the National EQUAL Mainstreaming Policy Group as regards funding to disseminate and mainstream the learning arising. 

4. New Insights into HR and Funding Practices in the Community and Voluntary Sector

The importance of the community and voluntary sector has been recognised in Ireland in recent years and the government’s 2000 White Paper on the sector recognised its important economic, social and cultural role.  However, little research has been undertaken on the sector and, in the context of Equal at Work, the Community and Voluntary Sector site decided to undertake two pieces of research.

The first aimed to review the HR practices being employed in organisations in the sector in Dublin. The objective was to build an understanding of the range of practices in operation and to identify good practices. Once identified, these would then form the basis for the development of a HR training module for the sector, in association with the National College of Ireland.  The research showed that:

· almost half (47%) of community and voluntary sector organisations in Dublin do not have a written policy in relation to any aspect of HR (e.g. equal opportunities, staff training, volunteer opportunities, promotion of diversity or work/life balance);

· while the organisations mostly do not have formal work-life balance policies, they endeavour to be flexible in this regard to meet employee needs;

· some 24% do not use interview panels and 30% do not keep written notes of interviews. However, nine out of ten respondents use job descriptions, which are updated before the recruitment process;

· most community and voluntary organisations have moved, or are moving, towards competency-based recruitment, but are finding the implementation of this change in practice to be challenging;

· most organisations do not pro-actively support diversity through recruitment, e.g. through targeting traditionally under-represented groups;

· 35% of organisations felt that they could offer no opportunities for employee progression and only 25% of employees have personal career development plans;

· all of the organisations surveyed made some financial provision for training and some 57% of full-time staff in the sector have access to certified training courses (FETAC, NUI etc.).

Perhaps contrary to popular beliefs, the research shows that HR practices in the community and voluntary sector generally do not meet the highest standards, and are probably further away from best practice than either the HR practices of the public or private sectors.

The second piece of research arose from a feeling among the project’s community and voluntary organisations that there was room to improve their relationship with their state funders. Over time, an array of funding relationships has emerged, leading  to extra administration for organisations, as well as exposing them to arrangements that vary in their levels of long-term effectiveness for the sector. The results of the second piece of research showed that:

· most organisations in the sector undertake multiple activities and define themselves under multiple headings;

· some eight out of ten community and voluntary sector organisations receive funding from more than one government department;

· in the survey undertaken, the most common funders were the Depts. of Justice, Equality and Law Reform; Social and Family Affairs; Health and Children (via the ERHA) and Community, Rural and Gaeltacht Affairs, as well as FÁS;
· 40% of state funding does not cover annual increments for employees;

· 60% of funding does not cover any contribution to employee pensions;

· 67% of funding does not provide for an element of staff training;

· while some 70% of community and voluntary sector organisations use the public sector pay scales as their starting point, people in the community and voluntary sector have lower levels of benefits in practice, given the same qualifications and experience;

· some 72% of employees are dependent on the annual receipt of funding for the renewal of their employment contract;

· employment in the sector (based on the organisations surveyed) is predominantly female, with well over half of full-time staff (up to 76%), and 91% of part-time staff, being women;

· organisations in the sector feel the terms of their relationships with state funding organisations place them at a disadvantage in terms of staff recruitment and retention. 

The findings indicate that the relationship of community and voluntary organisations with the state sector is complicated. On a prima facia basis, there seems to be no reason as to why such an array of relationships is necessary. The results also suggest that state funding often does not allow for the kind of good HR practices that are the norm in the public sector itself (and which have been developed over the years, including under the national social partnership arrangements). Salary increments, pension contributions and training are often not funded in this female-dominated sector, and there are higher levels of job insecurity.

In relation to other actions being undertaken by the Equal at Work Project, the following table provides a brief summary of the action and the achievements of the Project in delivering the action to date (see Table 1).

	Table 1: Equal at Work Pilot Actions

	
	Equal at Work “Site”
	Progress to Date

	1.
	Public Sector – Developing supports to help people working in organisations on CE/JI schemes to move to full-time jobs in those organisations
	· Focus groups with 17 CE/JI participants and supervisors on progression to SDCC (pilot);

· Establishment of group (incl. SDCC) to respond to recommendations

	2.
	Public Sector – Piloting of new inception and training courses
	· Inception course for 91 new Clerical Officers in Dublin City Council;

· Focus groups with 18 Clerical Officers in DCC on mentoring, coaching, life-long learning;

· Preparation of DCC leaflet on life-long learning



	3.
	Public Sector – Promoting equality and diversity training
	· Design and delivery of training on equality and diversity within Dublin City Council

	4.
	Private Sector – Developing a tailored third-level progression option for FIT graduates
	· Survey of FIT graduates regarding options for progression to third level course;

· Obtaining of Leonardo da Vinci funding to 2005 to broaden project action



	5.
	Equality and Diversity – Training materials
	· Development of training modules on legislation and the benefits of equality and diversity



	6.
	Equality and Diversity – Equality Audits
	· Equality audits commenced in Dublin Port Company and Exchange House;

· Recruitment of consultant to review the audits




Action 3 Activity: From mid-2003 onwards, Action 3 activity began to take place in a more substantial way.  This was largely due to the fact that sites had completed or were nearing completion of their site activity. During the period January - December, dissemination of information has taken place through a number of mediums:

· Project Brochure – the Equal at Work booklet has been circulated at every opportunity – at project meetings, at the National and European Thematic Network meetings, at conferences both hosted by Equal at Work and attended by Equal at Work representatives, at the North/South Co-operation meetings, etc. Copies have also been given to partners to distribute to their colleagues and to organisations that they work with / are in regular contact with.  

· Dublin Employment Pact Website – the DEP has revised its current website and as part of this, a section has been developed around Equal at Work.  This is a forum for dissemination of information across the five sites – the four local sites and the central site.  This section of the DEP website is currently updated every 4-5 months.

· Project Evaluation – the Evaluator is continuing to liaise on a regular basis with the Project Manager and the Project Development Consultant on the Project’s progress and site activity, and with local sites on finalising suitable indicators and implementing their mainstreaming action plans. The Interim Evaluation Report on Equal at Work was circulated in draft form in January 2004. This will provide the basis for the final evaluation report which will be published in Summer 2004.

· Working Groups – through involving non-Equal at Work partners in a number of the project’s working groups (i.e. Equality & Diversity Inter-Site Working Group, North-South Working Group), the work of the Project is reaching a wide audience.  Furthermore, through word of mouth, and wider media coverage, knowledge of the Project is beginning to spread beyond this network. 

· Equal at Work Newsletter – four issues of the Equal at Work Newsletter were prepared and circulated to DP members, TSS, D/ETE and transnational partners during 2003.  These quarterly newsletters provide the DP with an update of what is happening across the five sites.

· The C&V Sector Site is currently preparing a support document on both pieces of research that they have carried out.  This will assist in their lobbying of government departments and trade unions for the implementation of the reports recommendations.
Mainstreaming: During 2003, with the guidance and support of the Project Evaluator, the local site co-ordinators developed mainstreaming action plans (based on a common template) focusing on the achievements they have made in rolling out their actions and how these results can impact on their respective sectors and beyond and then mainstreamed.  

An EQUAL Mainstreaming Policy Group was established at national level in May 2003.  The principal aim of the EQUAL Mainstreaming Policy Group is to act as a conduit for the transfer of specific and evidenced innovations emerging from EQUAL into the policy arena and, in so doing, to take on board the mainstreaming implications for policy making process of the processes through which such innovations were arrived at. To feed into this Policy Group, Equal at Work established a Mainstreaming Sub-Committee. Membership of this committee, to date, is:

· Philip O’Connor, Dublin Employment Pact

· Helen Campbell, Exchange House Travellers Service

· Marie Price Bolger, Tallaght Welfare Society

· Caroline Creamer, Project Manager, Equal at Work
Since May 2003, Equal at Work has been developing a comprehensive mainstreaming funding proposal for submission to the Department of Enterprise, Trade and Employment and WRC around Job Rotation as a successful labour market intervention.  The proposal was developed by Gráinne Healy (Project Consultant), Fiona Nolan (Northside Partnership), Philip O’Connor (DEP) & Caroline Creamer (Project Manager).  The proposal, which was submitted for assessment, in December 2003 proposes the implementation of six further Job Rotation programmes, the evaluation of the Rotations, the production of a ‘How To’ guide for employers and the hosting of a conference on Job Rotation.  

Project Publicity:  During 2003, Equal at Work received much publicity on the project, both through the press and national and local radio.  This was largely achieved in the build-up to the Equal at Work Conference on 25th September, ‘Access and Diversity: A New Vision of Work’. The project also took 

part in a 15-minute interview with Mr. Leo Enright of RTE Radio 1 on his morning radio show in Summer 2003 (this show replaced the Pat Kenny radio show in Summer 2003).

In July, the Equal at Work Project Manager prepared an article on transnationality for inclusion in the EQUAL On-line Newsletter produced by the WRC.

Project Evaluation – Quantitative & Qualitative

As previously outlined, the Project Evaluator was appointed in May 2002, the aim being that the work would constitute a formative rather than a retrospective evaluation. This approach was adopted as it was felt the project could use such a technical input on an ongoing basis, in order to maximise its potential, from the start, to have a longer-term mainstreaming impact. 

This approach has proven beneficial to the Project, particularly given the somewhat complex operational structures. During 2003, the evaluator has had a key role in assisting the local sites to prepare detailed action plans around both their objectives and the mainstreaming of their findings. Once these plans had been developed, the Evaluator met with each site periodically to ensure that progress was being made under the different headings. He also attended the monthly meeting of the site co-ordinators and the project co-ordinator. 

Towards the end of 2003, the Evaluator worked with the four sites to develop first drafts of plans for their dissemination and mainstreaming work. As well as producing written plans for discussion, this also had the effect of moving the focus of the sites onto this work (which would largely occur in 2004).

In September 2003, the Evaluator prepared a paper for the Equal at Work conference updating delegates on progress made in the project to date. 

The Interim Evaluation Report on the Equal at Work Project was circulated for comment in December 2003 to the Project Staff and the findings of this interim report were to be presented to the members of the wider Equal at Work DP in January 2004. The Final Evaluation Report is to be published in Summer 2004.  

Working Group Progress

A number of Working Groups were established in 2002 and during the year they have been pursuing the achievement of particular goals of the Project.

North/South Co-operation:  Following the North/South event in Carrick-on-Shannon in May 2002, it was agreed by the DP Management Committee that a North/South Working Group should be established to oversee the development of practical North/South links, particularly with organisations in Belfast with an employability focus.  The North/South Working Group was established in May 2002.  During 2003, meetings were held on a bi-monthly basis with representatives of Belfast City Council, the Belfast Area Partnerships, NICVA, the Royal Hospital, Belfast City Hospital, DEL, and other organisations from the community & voluntary, public and private sectors.  In March 2003, a meeting

was held with Jack O’Connor of the Special EU Programmes Body (SEUPB) to discuss funding options to progress the North/South links established.  Unfortunately, no sources were readily identified and the work of the North/South Working Group began to falter due to lack of financial resources on both sides to support this activity.

Helen Campbell (Exchange House Travellers Service) and Philip O’Connor (DEP) represented Equal at Work at the EQUAL North/South event, ‘Accommodating Diversity in Employment and Provision’, held on 25th November 2003 in Newcastle Co. Down.

Equality & Diversity: An Inter-Site Equality & Diversity Working Group, chaired by Carole Sullivan of the Equality Authority, was established in November 2002.  Membership of this Working Group is representative of the four sites and has also been opened up to organisations and individuals outside of the Equal at Work Project.  Among the “outside” representatives is the Project Manager of the TRED project, also being funded under the Adaptability strand of EQUAL in Ireland, an equality auditor and HR staff from the Eastern Regional Health Authority (ERHA) and Health Service Employers Agency (HSEA).  The Terms of Reference of this Working Group is: “To support, co-ordinate and advise on the practical application of the equality & diversity objectives as identified by the four sites”.  Three working groups were established at the start of 2003 focusing on: 

· Equality Legislation Training

· Equality & Diversity Awareness Raising

· Equality Proofing / Auditing.

During the year, the Equality Training sub-group carried out an analysis on the provision of training, training methods, target training groups, etc. among the 48 partners involved in the Equal at Work initiative.  

The Equality & Diversity sub-group have been developing a PowerPoint presentation on equality and diversity awareness training (i.e. why such training is necessary), and a resource tool detailing sources of information/advice/training materials, etc. The development of this tool involves updating research on reasons why service providers need to raise awareness and undertake training.  A template has been circulated to DP members for additional training sources to be added.  The Equality Authority has agreed to check out the statistics used in PowerPoint, when developed, for accuracy and to ‘legal proof’ the presentation.  Statistics are also to be referenced.  The Equality Authority are also to advise the sub-group on the type of case studies which should be used in the presentation – this is to ensure that they are representative.  

Following the submission of a proposal for funding to carry out an equality audit in Exchange House through the Equality Authority, in association with Equal at Work, monies was secured to carry out the equality review and a comparative analysis (with Dublin Port Company) on the equality review process.  The comparative analysis will be completed in 2004. 
Transnational Sub-Committee:  This Sub-Committee was established in May 2002 to assist project staff in organising transnational activity.  It involves putting forward suggestions for site visits during exchanges to the host city, putting forward suggestions as to who would be best suited to travel on exchanges, agreeing on how information gathered during exchanges should be disseminated, etc.  This 

Sub-Committee played an integral roll in influencing and guiding the exchange programmes for both the Naples and Bordeaux exchanges which took place during 2003.  

Links with other Organisations

As outlined in the Annual Report 2002, Equal at Work is actively developing links with organisations and projects not involved in Equal at Work – this is particularly happening through the Equality & Diversity Inter-Site Working Group and the Joint Dublin-Belfast Working Group.  Through this policy, Equal at Work is ensuring that other perspectives are taken into consideration in the Project roll-out.

Benefit of Transnational Element

During the period January to December 2003, representatives of Equal at Work travelled to Naples and Bordeaux to participate in transnational exchange programmes under the Transnational Co-operation Agreement, PROMIS.

Transnational Exchange, Naples:  The Naples Transnational Exchange took place from 26th May – 1st June 2003.  Eleven delegates from Dublin participated in this exchange – this included two representatives from each of the local sites and the Project Planning Group.  Taking into consideration that the Naples project is at an earlier stage of roll-out than Equal at Work, the Exchange programme was successful.  Delegates had an opportunity to visit one of the main hospitals in the area, meet with partners to Naples FIT, visit the City of Science, and visit GESCO (third sector umbrella organisation), etc.  The focus of the Naples EQUAL Project is FIT.  Following a meeting with representatives of FIT Naples, it was learned that applicants who wish to participate in the FIT project would log on-line (www.fit-napoli.it).  The Website is designed around four main components.
· Publishing Tool

· Recruitment Tool

· Course Management – Teaching notes/material

· Outplacement – offer of labour/cv’s

Part of the Naples project involves written psychological testing of intending participants to identify entrepreneurial qualities.  The assessment system used, entitled the “Meta Model”, is based on research by Chomsky using Neuro-Linguistic Programming.  The target group for FIT Naples is women returners, students, and ex-drug users.  However, FIT Naples is targeted to the already qualified which leaves the genuinely disadvantage behind.  Work based learning does not appear to be an established practice.  Furthermore, there appears to be a gap between the qualifications offered to students and the actual requirements of employers – the steps required to bridge this gap may be the key to solving the large unemployment in Naples.  

With the 27% unemployment rate in Naples and limited resources, there is not the same focus to address the inequalities that Equal at Work is currently aiming to address.  A wide range of visits was arranged during the exchange but due to the different labour market systems in operation in Italy, the learning was of limited value to the Project. 

Transnational Exchange, Bordeaux:  The Bordeaux Transnational Exchange took place over three days: the 24th – 26th November 2003.  Five delegates from Dublin participated in this exchange – this included G. Healy and C. Creamer representing the Project Planning Group and W. Sheils, A. Biddulph and P. Murray representing the local sites.  Due to work pressures, two sites were not represented at this meeting.  The SINAPSE project is being run by Maison de la Promotion Sociale, INSUP and CFAI.  SINAPSE aims to train by distance learning, using ICT, those who because of their isolation, domestic constraints or otherwise, are excluded from employment.  The project is operating over four training sites, monitored by INSUP, in the Aquitaine region.  Over the two-year lifetime of the Project, 3 groupings of participants will receive training.  Prior to recruiting trainees, SINAPSE will profile the companies needs.  Following meetings with employment agencies, trainees will be recruited and undertake a pre-qualification course of training (one group of trainees has, to date, received 600 hours of pre-qualifying training in MPS in ICT, French, and maths).  Beneficiaries will then be matched to companies (trainees will have an opportunity to visit the company prior to commencing training to ensure that they understand what is involved) and then undertake 4 months work placement in a European subsidiary company.  In terms of securing employment for the trainees, the project aims for the placement companies to sign long-term contracts at the end of work/training placement - if the trainee is suitable - with 6 months post-diploma monitoring.  The SINAPSE Project aims to address the segregation of women in training - prior to entry to the workplace.

As a result of these exchanges, and the 2002 exchange to Munich, it is becoming apparent that the added value, which PROMIS will bring to Equal at Work, will be of importance.  Not only are networks being developed but having partners involved in both the employability and adaptability strands of EQUAL means that partners are in a position to learn from, and disseminate learning across, two thematic networks.  

However, on a more cautionary note, it is felt that the different timeframes to which the projects are working is having a negative impact on the transnational element of this programme.  The projects under PROMIS are currently at very different stages of their lifetime – some (like Equal at Work) are nearing completion of Action 2 while others are only beginning roll-out of Action 2 activities.  This hampers the exchange of information and the sharing of real experiences. 

To improve communication among partners, and aid dissemination and exchange of information, a Chat Room for project staff has been created through Yahoo. This enables project staff (i.e. the Transnational Steering Committee) to hold virtual meetings. By so doing, partners are now in a position to monitor each other’s progress and link-up on specific actions.  

The Transnational Web-Platform has also been developed and can be accessed at www.promis-equal.com  The purpose of this platform is to create a space where partners to PROMIS can exchange information and build up a resource tool to assist them in creating an equal and open labour market.  For example, the transnational reports being prepared as part of the work of PROMIS (i.e. the Profiling of Clients, and New Approaches to Formal/Informal Learning) are to be placed on the platform as a tool to partners and other EQUAL initiatives.
CHAPTER 3

EQUAL AT WORK – EFFECTIVENESS IN 2003

The period January - December 2003 was largely spent in implementing the project actions (Action 2) and preparing for the mainstreaming element (Action 3) of the project, the majority of which will be carried out in 2004.  

To ensure the sustainability of the DP, given the ambitious nature of the Project and the size of the Development Partnership (DP), it was recognised that all partners must be involved and offered the opportunity to voice their opinion at each stage of the project.  All partners have continued to be kept informed and involved in the decision-making processes.  As the roll-out of actions progressed, ‘sites’ began to take greater ownership of the actions, with the role of the designated partner, the DEP, evolving into one of project management rather than leadership.  

The net result is that during 2003, the partnerships at site level and in the DP have strengthened their commitment to the project and to each other, as regards how they work together.  Having worked hard in 2002 on finalising their action plans and ensuring they are clear about their objectives, the partners have, in the implementation phase of the project in 2003, proven that all the background work was essential to the effective and efficient delivery of the programme of activities. 

Changing Policies and Practices

The aim of Equal at Work is to change HR policies and practices in organisations across all economic sectors in Dublin. These include:

· recruitment practices in local authorities and perhaps in other public sector organisations;

· induction training and opportunities for career progression in public sector organisations, including for people on CE/JI schemes;

· recruitment for medical secretaries in Hospitals;

· greater opportunities for FIT graduates to progress through third level education;

· potential addition of Job Rotation as a tool that Irish companies can use when undergoing training or change;

· more open HR practices in the community and voluntary sector;

· fairer rewards for people working in the community and voluntary sector;

· greater standardisation of interaction between the state sector and the community and voluntary sector;

· a greater commitment to equality and diversity in organisations in all sectors;

· lessons as to the processes that might be involved in undertaking an equality audit.

To a large extent, the outputs of Equal at Work will have implications at the level of the organisation. This is not to say that there are not national policy implications (see below) but a considerable amount of learning also arises at the level of the organisation, across the different sectors.

In 2002, the work was largely around defining the changes that Equal at Work wished to see, and beginning the process of piloting these changes.  The Project supports a partnership approach to change so, for example, the proposed changes in recruitment processes in the local authorities are being discussed with unions, management and existing staff.  In 2003, the work carried out by the project was largely around putting the appropriate mechanisms in place so that the pilot actions could be rolled-out, followed by the actual rolling-out of the pilot actions.

The attitude of the Project is that the changes needed in HR practices are needed for the long-term and that the current economic climate should not distract organisations from making changes that are in their long-term interest.  Having adopted this attitude at the outset of the project has meant that partners have remained committed to the delivery of the project despite the changing economic climate.

The engagement from the different stakeholders involved in the potential change processes in all four sites remains very strong and is a sign that the changes are valid, or at least are worth trying.  

Tackling Exclusion, Discrimination & Inequalities in the Labour Market

Equal at Work focuses on HR practices and policies in organisations. As such, it does not deal directly with excluded people and groups.  However, the Project believes strongly that its outputs will have an important long-term impact on exclusion, discrimination and inequality.

The following are examples from across the sites to justify this assertion.

The grades currently being reviewed in local authorities (Clerical Officer and General Operative) as part of Equal at Work, with a view to more open recruitment, employ tens of thousands of employees across the country.  At present, the Project, in association with the Local Appointments Commission (LAC), is reviewing whether, for some posts, there is a demand for academic qualifications which are not in fact needed for people to do the jobs in practice.  If this is the case, and the jobs can be re-defined around the competences required to undertake them, this will create a large number of potential job opportunities for people who may not have formal educational qualifications.  This could potentially have significant long-term implications for people in this situation, who are now effectively excluded from these jobs.

Through Equal at Work, medical secretary training (which is very specialised training and not readily available in Ireland) has been delivered to clerical officers in Tallaght Hospital to assist in their progression, and to participants on government sponsored employment schemes to assist in their gaining full-time employment.  This training pilot has the potential to become a model of good practice for employers in the health sector.  In the past, participants on government employment schemes have been offered training and work experience which does not prepare them or suitably train them for return to full-time employment.  Equal at Work is going some way to change this pattern.

For the first time in Ireland, Equal at Work is implementing a model of Job Rotation in the Private Sector as a way of ensuring existing employees are upskilled and long-term unemployed receive training and actual work experience.  Job Rotation, as operated by Equal at Work, promotes a win-win-win situation whereby the long-term unemployed, existing employees and companies all benefit from being involved. Operated in such a way, this Irish model has the potential to meet the European 

Employment Strategy guidelines of ensuring a “significant increase in investment by enterprises in the training of adults” and having “every unemployed person offered a new start before reaching 6 months of unemployment in the case of young people and 12 months of unemployment in the case of adults in the form of training, retraining and work practice”.  

The nature of the community & voluntary sector in Ireland means that it contains many small organisations, which are, more often than not, reliant on multiple sources of funding.  Furthermore, the sector is constantly having to evolve itself to reflect new needs and changing criteria within state funding programmes.  Many of the people in the sector have formal qualifications and considerable experience and expertise.  Yet often they feel that they earn considerably less than people in equivalent jobs in other sectors.  While the sectors are different (and the community and voluntary sector will always want some flexibility), supporting the existence of such a gap (both in pay and in pension entitlements and other conditions of employment) strengthens the case for improved funding for the sector in Ireland (see Chapter 2).  This fits with the general thrust of the White Paper on the Community & Voluntary Sector on strengthening the sector.  In relation to improving, and standardising, the relationship between the sector and the state, the onus is now on Equal at Work to liaise with the trade unions, the relevant government departments, the White Paper Unit and the Community Pillar to share the research findings and to devise a joint programme of action to address the discrepancies highlighted.  If some progress is made in this regard, it will promote equality between the different sectors of the Irish labour market. 

A fifth example arises from the equality and diversity training being undertaken at all four of the Equal at Work Project sites.  This should directly promote long-term commitments to equality and to fighting discrimination in the workplace.  The Equality and Diversity Inter-Site Working Group is developing a resource tool on raising awareness of equality and diversity issues in the workplace.  This toll will include a PowerPoint presentation outlining why equality legislation training should be delivered to staff and why a workplace should be diverse and equal.  A resource guide, outlining where training materials and extra information can be sourced, is also included in the tool pack.  To compliment this, a resource tool on equality legislation training is being devised for entry-level staff through the work of the Dublin City Public Sector Site.  This tool is being designed in such a way that it can be used by any sector.  The comparative analysis of the Equality Reviews taking place in a large public sector organisation (Dublin Port Company) and a small community sector organisation (Exchange House Travellers Service) should go some way to alleviating concerns organisations might have regarding undergoing such a review and should encourage more organisations to undertake this process.

While indirect, the Project, therefore, has the potential to impact on exclusion, inequality and discrimination in the Dublin and wider Irish labour market. 

Potential Impact of Equal at Work on National / EU Policy

As the pilot actions were being implemented in 2003, it was early to identify precise policy implications. However, towards the end of the year, work by the Evaluator with the different actions, and the September conference, began to identify possible broader policy and practice learning arising. These could potentially include:

· implications for recruitment in the public sector. This would affect the Department of the Environment, Heritage and Local Government as there would be a need to amend the qualifications required for recruitment of Clerical Officers by local authorities. Successful introduction of competency-based recruitment for this grade may also have implications for recruitment at other grades in local authorities;

· implications for progression within public sector organisations in general, and particularly whether artificial restrictions prevent movement between grades;

· production of supports for life-long learning in Dublin City Council could provide a case study for other local authorities;

· implications for hospitals as to how they train in-house administrative staff who might want to work as medical secretaries, and where they may be able to find other people who could work in such positions;

· implications for FAS and other training authorities as to how companies undertake training for existing staff members – this arises from the Job Rotation case studies. This action also has implications for companies and their representative organisations;

· implications for how government departments and agencies deal with organisations in the community and voluntary sector. This is likely to have implications for various government departments including the Department of Social and Family Affairs, which has responsibility for implementing the government’s White Paper on the Community and Voluntary Sector;

· implications for equality and diversity in the workplace based on work carried out by the Equality & Diversity Inter-Site Working Group.  This Working Group aims to produce an equality & diversity model across several grounds of the Equality Act to impact on national practice across the labour market;

The Project is conscious that it falls under the EQUAL and European Employment Strategy Pillar 3 ‘Adaptability’, Theme E, which requires a focus on ‘promoting lifelong learning and inclusive work practices which encourage the recruitment and retention of those suffering discrimination and inequality in connection with the labour market.’ All of its actions, and the potential for mainstreaming arising from them, try to keep this over-arching objective in mind.

Transfer of learning to the mainstream

Action 3 of the Project – the Learning Site level - is designed to ensure mainstreaming outcomes within partner organisations (DP) and on a broader level.  The Equal at Work Conference, Access and Diversity: A New Vision of Work, brought together the DP partners with representatives from local government agencies, national Government Departments, as well as social partners from all pillars and strands, including those experiencing discrimination in the labour market.  The Conference provided an opportunity for DP members to present the learning from the local sites, disseminate the lessons among themselves and with other interested parties and lay the foundation stones for policy and practice change in their own organisations and within their employment sectors which will combat inequality and discrimination.

Speakers at the conference included Professor Ciaran  Benson, Dr. Padraic White, Frank Brennan (Chartered Institute of Personnel and Development), Ian Livingstone (EU Commission), Dr Alan Bruce and representatives of the Equality Authority and its Northern Ireland equivalent.

The dissemination of Project results at a local, regional, national and international level is an integral part of the mainstreaming process.  This dissemination will be undertaken through a number of formats including:

· promotional material produced at DP level e.g. brochures, newsletters, etc.

· the publication of reports at the DP level and Learning Site level;

· the production of CD-ROMS on equality and diversity in the workplace;

· press releases through various media;

· launches e.g. Project Launch, Report Launches, etc.; and

· Learning Site Conferences (x2) – each with a specific role to play in disseminating information on the Project from what it aims to do to what is has achieved.  

All stakeholders, i.e. DP members, continue, to participate actively in the formative evaluation of the Project. This participation has led to the identification by the sites of potential areas for mainstreaming to occur. For members of the project DP themselves, it has heightened the possibility that stakeholders, with policy change powers, will take on board the recommendations. It has also begun a process of informally disseminating the learning arising from the project.

Key groups and organisations involved in the four sites are now beginning to disseminate findings arising from actions that they have completed or which are nearing completion.  In the two public sector sites, the Dublin local authorities involved, with the Local Government Management Services Board, intend to share their experiences and products (training modules, competency frameworks) with other local authorities in Ireland.  Having already flagged that these products are being produced, the organisations have received considerable interest from local authority bodies, particularly given the practical nature of the outputs involved and the fact that HR procedures are likely to be similar in all Irish local authorities. 

The private sector site is anxious that the lessons learned with one or two private sector employers will be shared with other employers, including equality and diversity training or HR management training modules.  Conduits will include the Small Firms Association (SFA), which is a member of this site, and the Northside Partnership Business Network.  Trade union partners are also interested to share the learning with other trade unions and to mainstream learning within their own unions into other branches or sections.

The community & voluntary sector is currently establishing a lobbying sub-group in order to share its lessons with relevant government departments and agencies, in particular those that fund the voluntary sector. It has already made contact with the Department of Community, Rural and Gaeltacht Affairs in this regard. The site is currently in the process of establishing meetings with the White Paper Unit and the Community Pillar. Through union members, attempts are also being made to meet with Trade Union representatives on the findings of their research regarding pay and working conditions in the sector.  The Community & Voluntary Site is also interested to share outputs (research, reports, training, policy recommendations) with other organisations in the community & voluntary sector through seminars where a broader ‘buy in’ can be achieved. As well as launching its research reports in Spring 2004, it is hoping to organise a half-day event for organisations from the sector to consider ways to build on the research outputs.
Representatives of the Equal at Work Project are also committed to the Thematic Networks.  Equal at Work is involved in the National Adaptability Thematic Network and the European Adaptability Thematic Network.  Through these fora, Equal at Work has the opportunity to influence both national and EU policy around human resource (hr) practices within the public, private and community & voluntary labour markets.  The work of the Joint Dublin-Belfast Working Group may also influence national policy. 

CHAPTER 4

CONCLUDING REMARKS

Funded under the EQUAL Initiative, Equal at Work is a Dublin-wide project created and developed through the Dublin Employment Pact (DEP). Involving 48 partner organisations from the public, private and community & voluntary sectors, the Project is attempting to develop new and more inclusive methods of recruitment and in-work progression, and to break entrenched patterns of labour market exclusion and long-term unemployment. The Project is focusing on human resource (HR) practices, policies and systems. In practice, this broad mission has translated into 11 practical actions being piloted by our Development Partnership (DP) in all sectors of the Dublin labour market.

In 2002, the Project work involved detailed planning in relation to the four sites, putting the networks in place to undertake the pilot actions and for subsequent dissemination. Project actions began their implementation in early-2003 and the year was dominated by the implementation of the different plans. Progress has been made in relation to the implementation of all of the project actions. In particular, a number of major actions have emerged:

· Re-engineering the recruitment processes in local authorities for entry-level staff to make them more equal and to allow many people who would previously have been excluded from such jobs to apply for them in the future;

· Working to create new processes for administrative staff in hospitals to access the grade of medical secretary and processes for people on CE/JI schemes to also undertake medical secretary training and undertake relevant work experience;

· Two successful Job Rotations have been undertaken with large North Dublin companies. These led to ‘win-win-win’ scenarios, i.e. for the existing employees, for the unemployed participants and for the companies. Given the widespread use of Job Rotation as a labour market tool in other EU countries, and these successful pilots, Equal at Work intends to push for mainstreaming funds in 2004 to see if this tool can have a wider relevance in Ireland;

· Research in the community and voluntary sector has begun to indicate that workers’ pay and conditions are less good than those in the public or private sectors. Given the significant tasks given to this sector in Ireland, this provides a starting point for action to be taken to remedy this situation. If this is not done, then people will leave this sector over time. The project has also begun to identify the nature of the many different kinds of relationships between organisations in the sector and their state funders, and the administrative inefficiencies and duplication to which these give rise.

In each of these areas, the findings and work in 2003 lead naturally to further work and issues to be addressed in 2004. Equal at Work is confident that its investment in the DP and in its other partnerships will pay dividends in 2004, as results begin to emerge from the Project sites and to be disseminated and mainstreamed. We remain confident that the Project’s mission of reforming HR practices and policies in the interests of inclusion and equality in the workplace, will be achieved, and we remain focused in our intention to ensure that this occurs. 

ANNEX 1

EQUAL AT WORK DEVELOPMENT PARTNERSHIP (DP)

As indicated in Chapter 1, the Equal at Work DP is made up of 48 partner organisations, namely:

· Trade Unions 

· SIPTU

· IMPACT 

· ICTU

· Local Authorities 

· Dublin City Council 

· Sth. Dublin County Council 
· Educational and Training Institutes 

· Dublin City University 

· NTDI

· FAS 

· Irish Management Institute 

· National College of Ireland 

· Fastrack into Technology 

· Eastern Vocational Enterprise Ltd. 

· Local Authority National Partnership Advisory Group 

· Employers and Employer Organisations 

· Small Firms Association 

· Keelings / Fresh Ways Ltd.

· Sth. Dublin Chamber 

of Commerce 

· Tallaght Hospital 

· Gandon Enterprises 

· Northside Business Network 

· Area Partnership Companies 

· Tallaght Partnership

· Dublin Inner City Partnership 

· Northside Partnership

· KWCD Partnership 

· Clondalkin Partnership 

· Blanchardstown Partnership

· Finglas/Cabra Partnership 

· Southside Partnership 

· Rural Dublin LEADER Company 

· Ballymun Job Centre 

· Tallaght LES

· Statutory Bodies 

· Dublin City Enterprise Board 

· Dublin Port Company

· Department of Social & Family Affairs 

· Local Government Management Services Board

· NGOs and Community Organisations 
· Exchange House Travellers Service 

· Forum of People with Disabilities
· Co-operation Fingal 
· Focus Ireland 
· PARTAS 
· The Linkage Programme 
· Merchants Quay Ireland
· Fingal Community Forum
· Tallaght Welfare Society
· Pavee Point
· SICCDA
· St. Michaels House Inclusive Recruitment
· Integrating Ireland
· INOU.  
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PROJECT STAFF & CONTACT DETAILS

Chair:

Philip O’Connor

Director

Dublin Employment Pact

7 North Great Georges Street

Dublin 1.

Tel: +353 (0)1 878 8900

Fax: +353 (0)1 878 8711

Email: poconnor@dublinpact.ie
Project Manager:

Caroline Creamer

Project Manager, Equal at Work

Office 5

Bayview House

49 North strand Road

Dublin 3.

Tel: +353 (0)1 836 4777

Fax: +353 (0)1 836 5252

Email: ccreamer@dublinpact.ie
Project Development Consultant:

Gráinne Healy

41 The Willows

Glasnevin

Dublin 11

Tel: +353 (0)87 247 3286

Fax: +353 (0)1 830 8126

Email: grainnehealy2@eircom.net
Project Evaluator:

Finbar McDonnell

Director

Hibernian Consulting

32 Eastmoreland court

Ballsbridge

Dublin 4

Tel / Fax: +353 (0)1 667 3770

Email: finbarmcdonnell@hibernianconsulting.ie
Project Finance Officer:
Laura Geraty

76 Derry Road

Crumlin

Dublin 12

Tel: +353 (0)1 478 4122 (w)

Email: laura.geraty@nyci.ie
Local Site Co-ordinator – Private Sector Site:

Margaret Walsh

Northside Partnership

Bunratty Drive

Coolock

Dublin 17.

Tel: +353 1 848 5630

Fax: + 353 1 848 5661

Email: Margaret.walsh@northsidepartnership.ie
Local Site Co-ordinator – Dublin City Public Sector Site:

Stephanie Brennan

Acting Equality Officer

Dublin City Council

Civic Offices, Wood Quay

Dublin 8

Tel: +353 1 672 3136

Fax: +353 1 677 3612

Email: stephanie.brennan@dublincity.ie
Paddy Crosbie

Administrative Officer

Dublin City Council

Civic Offices, Wood Quay

Dublin 8

Tel: +353 1 672 2288

Fax: +353 1 677 3612

Email: paddy.crosbie@dublincity.ie
Local Site Co-ordinator – Community & Voluntary Sector Site:

Anna Gunning

Exchange House Travellers Service

42 James Street

Dublin 8.

Tel: +353 1 454 6488

Fax: +353 1 454 6575

Email: agunning@exchangehouse.ie
Local Site Administrator – Community & Voluntary Sector Site:

Adrienne Hayes

Exchange House Travellers Service

42 James Street

Dublin 8.

Tel: +353 1 454 6488

Fax: +353 1 454 6575

Email: ahayes@exchangehouse.ie
Local Site Co-ordinator – South Dublin Public Sector Site:

Ann Biddulph

Tallaght Partnership

Killinarden Enterprise Park

Tallaght

Dublin 24.

Tel: +353 (0)1 466 4233 

Fax: +353 (0)1 466 4288

Email: anne.biddulph@tallpart.com
ANNEX 3

MEMBERS OF DP MANAGEMENT COMMITTEE

· Philip O’Connor (Chair)

· Tom Brady (IMPACT)

· Niamh Byrne (Gandon Enterprises)

· Helen Campbell (Exchange House Travellers Service)

· David Connolly (Dublin Employment Pact Board of Management)

· Emer Coveney (Dublin Inner City Partnership)

· Vacant (Clondalkin Partnership)

· Declan Dunne (Ballymun Partnership)

· Jane Forman (NTDI)

· Jennifer Hayes (Small Firms Association)

· Michael Hayes (SIPTU)
· Mary MacSweeney (Dublin City Council)
· Fiona Nolan (Northside Partnership)
· Chris O’Malley (Dublin City University)
· Marie Price Bolger (Tallaght Welfare Society)
· John Stewart (INOU)
· Caroline Creamer (Project Manager, Equal at Work)




























































� The National Adaptability Thematic Network met on 2 occasions during 2003: on the 10th January in Galway, and on the 5th September in Dublin.  The European Adaptability Thematic Network met on two occasions during 2003: the first meeting took place over the 25th-26th June in Dublin with the second meeting taking place on 8th October in Brussels.


� This seat was held by Declan Dunne.  However, upon his resignation from Clondalkin Partnership, Declan was asked to remain on the Board of Management in his new capacity as Manager of Ballymun Partnership.  Clondalkin Partnership has yet to appoint a replacement to fill the seat on the Board vacated by Declan.
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