
CREATE Consortium response for DWP Right to Bid Evaluation 

The Community Allowance will create new jobs by enabling community organisations to pay local people on benefits to do part time, sessional or short-term work that strengthens their community. Each individual will be able to keep their earnings on top of their benefits, which will be capped at £4,469 or the equivalent of up to 15 hours a week on the minimum wage.
Alongside providing new jobs, integrated with wraparound training and support, the Community Allowance creates a win-win for poor neighbourhoods and people on benefits, creating a virtuous cycle of renewal to help ensure the scars of the last recession are not deepened during this one.
The pilot programme proposed in the CREATE Consortium’s Right to Bid proposal is needed to test and evaluate this approach and gather evidence of the social return of investment in a Community Allowance.

This document has been written by the CREATE Consortium and community organisations eager to pilot the Community Allowance in response to questions posed by the DWP on CREATE’s Right to Bid Proposal.  
1. What will be the proposed interaction/hand-off’s with existing Providers and key stakeholders in the pilot areas?

We have discussed a number of options that we think could work. We would like to explore these with the DWP and local providers to ensure they are realistic and achievable and amend them accordingly. We want to create a win-win environment for the claimant, the provider, the DWP and the local CREATE partner. We would welcome different approaches being tested in different pilot areas, if that was felt to be beneficial. 

As a consortium, we are aware of the imminent contract awards for Flexible New Deal, starting in October 2009 in 14 districts and of Jobcentre Plus Support Contracts – starting in December 2009 in 24 Districts.  Our proposal is to contact successful “Top Tier” providers of both contracts – with approval from DWP – in the successful geographical areas we aim to run the pilots and integrate our proposals into the provisions on offer.

The added value for DWP will be the identification of successful sustained employment for individuals from the priority groups, in either stage 3 or stage 4 of the welfare reforms that could provide VFM when considering mainstreaming the pilots.  As an example, an ex-offender in either stage 3 or 4 may have in place a Community Custodial Order – which impacts on the performance of Jobcentre Plus if the order inhibits the ex-offender from engaging, participating or securing employment. We see the pilot as an aspirational target for this customer group. 

Our first option is for the CREATE pilot partner to meet with the local Provider and explore working with those that are deemed JCP priority groups. It effectively ‘borrows’ some of these people who are felt to have the most barriers to work from the local provider for 52 weeks. However, a relationship (as detailed later in this document) 

with the local Provider is maintained so that the client can access appropriate training and employment support. 

At the end of the 52 weeks (if they have not already moved into work) the clients are returned to the local Provider as more work ready and closer to the labour market. This should contribute to a reduction in the recycling of claimants on and off benefits/training regimes or the ‘parking’ of claimants that are assessed to be particularly challenging. 

An alternative model is that the CREATE pilot partner advertises the part time and sessional jobs in the community that it serves and involves the local Provider and Job Centre Plus in the recruitment process. This would enable mutually beneficial relationships to be developed and intelligence about clients that might particularly benefit from the opportunity to be shared.

The CREATE pilot partner is not a competitor to the local Provider and would not necessarily seek funding from the Provider for the pilot period. However, in some local areas, some CREATE pilot partners may wish to explore a sub-contracting relationship with, for example, a Flexible New Deal Provider. In the long term, if the pilots prove successful we expect CREATE pilot partners would share the rewards of an outcome based payment system when the approach was rolled out more widely. The outcome payments would enable the creation of more part time and sessional jobs in the community organisations, enabling more individuals to benefit from the Community Allowance. 

We are assuming that there would be a mutually beneficial relationship between the CREATE pilot partner and the local Provider over the course of the 52 weeks. It is envisaged that the CREATE pilot partner would be unlikely to deliver employment support such as CV writing or interview skills, (unless they specialise in this) but that these would continue to be delivered by the local Provider. 

The role of the CREATE pilot partner will be to work with local stakeholders (JCP, LEP, LSP and VCS networks) and the local community to advertise and recruit to part time and sessional jobs for the long term unemployed. Once the clients are in post the CREATE pilot partner would provide a range of support and guidance (detailed later in this document) that would complement that provided by the local Provider. 


2. How will the CREATE training and development opportunities mesh with those developed by the existing providers for customers in the pilot areas?  
We anticipate that the training and development opportunities provided by CREATE will work alongside those offered by local Providers. The local Provider would continue to deliver basic skills training, ESOL support and job search skills. The CREATE pilot partner would offer on-the-job person centred support. This would be provided by the CREATE Support Worker and would involve 1:1 sessions of a formal and informal nature, identifying and tackling issues in a trusted and supportive environment over the 52 weeks. 

In each geographical area, the CREATE pilot partner will map out “multiplier funding streams”.  We will identify funding already in place via the network of providers, delivering Train 2 Gain, Work Based Learning, Modern Apprenticeships and Advice and Guidance.  We also anticipate relationships with debt specialists, social housing landlords, drug and alcohol support services and childcare providers in order to identify and resolve “life events”, that can and do occur with the cohort of individuals classed as priority customers. 

The CREATE pilot partner will also be part of local VCS networks and will access free or subsidised training places for the claimants through these networks. This training will be orientated towards working in a community development, youth, social care, arts, sports, child care, gardening, maintenance, media, community safety or environmental context and will supply the claimants with skills, knowledge and experience that they will be able to transfer to a variety of other contexts. Local VCS training frequently also covers other more general topics that will be useful to claimants such as listening skills, assertiveness skills or a range of ICT skills.

Critically, alongside the training and support accessed through the CREATE pilot partner and the local Provider, the claimant will be engaged in socially useful work. The Government has recently recognised the importance of this to individuals and the wider community through its Future Jobs Fund. This work will broaden the claimant’s social networks, enabling them to increase their social capital, which has been shown to have several beneficial outcomes, including an increase in opportunities to find work. They will also gain experience in cultivating positive working relationships with others. 


3. What will be the ‘typical’ customer journey from engagement to completion of the period of support?
Recruitment: The claimant will become aware of the opportunity through one of four main routes.

1) Through responding to adverts and leaflets distributed in his or her local community by the CREATE pilot partner.

2) Through referral from a local Provider where they recognise that the Community Allowance could be the most useful and appropriate development opportunity for their client.

3) Through referral from Job Centre Plus Personal Advisors where they too recognise that the Community Allowance could be a useful development opportunity for their client.

4) Through referral by other local VCS organisations

Job tasters: Part of the recruitment process will involve the offer of job tasters for individuals that are interested in finding out more about the opportunity that the Community Allowance offers. These taster sessions will comprise of work shadowing and assistance alongside existing members of staff and volunteers who are running activities. They will reflect the range of work opportunities and activities run by each CREATE pilot partner and so will vary from place to place.  After the job taster sessions the individual will review their performance with the Support Worker. The Support Worker will then look at the opportunities available and match the individual with a job that presents both a good fit with their existing skills and presents a developmental challenge. Dependant on where the customer is in the journey through JSA, we anticipate that some of the tasters could be the precursor to Mandatory Work Related Activity – Flexible New Deal and a Modular delivered to JSA claimants referred to as New Deal for Carers, Partners and Lone Parents.

Baseline needs assessment: Once appointed to a job within the CREATE pilot partner, the Support Worker will carry out a detailed baseline needs assessment. This assessment will capture the individual’s needs from a holistic perspective. It will look at all factors affecting the individual’s employability and all factors affecting their well-being. 

Personal development plan: The Support Worker will work with the individual to identify key areas to tackle from their baseline needs assessment that need to be tackled in order for the individual to fulfil the Job Description to their full potential. The personal development plan will contain realistic and achievable goals that will be reviewed each quarter. It will also contain details of training and other personal/employability development opportunities that can be accessed through the local Provider or other local VCS training providers.

Job start: Depending on the needs of the individual, current welfare rules and assessed chaotic lifestyles, it is envisaged that the work they undertake can be increased incrementally (funding permitting) over the course of the 52 week period. For example, an individual might begin working 4 hours a week, increasing to 8 hours a week after 3 months and increasing to 12 hours a week after 6 months. Community organisations have told us that this kind of flexibility is key to successfully working with, and building the skills and confidence of those who are furthest from the labour market. 

Supervision and support: Each individual will be supervised by the member of staff responsible for that particular activity. This will spread the burden of supervision naturally across the organisation, with staff who have expertise in each area e.g. youth work or arts work. Supervision sessions will be held monthly where the monitoring of the individual’s performance in the job will be discussed and suggestions made for improvement. Alongside this, the Support Worker will be available for regular formal/informal sessions, reviewing how the individual feels s/he is progressing and encouraging further progress in line with their personal development plan and attendance at training. The informal nature of support provided by the Support Worker is critical, as very often this may be lacking in the individual’s life.

Quarterly assessment: The quarterly assessment will take place between the Support Worker and each individual on the Community Allowance. This session will be formal and will record progress against goals established in the personal development plan, performance in work and participation in other training/personal development opportunities. While this is formal, it is envisaged that each quarterly assessment will still be positive and enabling in tone and style. Development plans and hours worked will be adjusted according to progress. It is also an opportunity for the Support Worker to discuss local job opportunities with the individual and advise on applications for further work. Job Centre Plus and the local Provider will receive a report from each of these sessions, for each individual, so that they are fully informed as to the progress that the individual is making. 

Provider and Job Centre Plus involvement: At the third quarterly assessment the Provider would be invited to participate. This would enable them to feed in formally as to the individual’s progress on their training and development opportunities and assess what further support or programmes they could access at the end of the 52 weeks if they have been unable to secure additional employment.

Progression from the Community Allowance: After the final quarterly assessment a Certificate of Achievement will be drawn up by the Support Worker detailing the individual’s key achievements. At the end of the 52 weeks a ‘graduation ceremony’ will be held for all participants with an audience of friends and family and local employers, to present the Certificates and celebrate all that has been achieved. Because the community organisation is likely to be based in the claimant’s local area, it is envisaged that although the period of support on the Community Allowance may come to an end, the relationship between the individual and the community organisation will continue. For individuals in receipt of ESA/IB, if funding is available and they are working well, it is likely that many community organisations will want to retain individuals in the role they have been working in long term. For individuals who have been long term on JSA, they will return to the local Provider or move into part time (16 hours plus) or full time work.

4. How will CREATE ensure that clients continue to seek and take up suitable employment at the earliest opportunity?

Each quarter the client will meet with the CREATE Support Worker to assess their progress. For clients on JSA, at each of these meetings local suitable job opportunities will be identified and the client encouraged and supported to make an application for appropriate jobs of over 16 hours a week. It is anticipated that for priority groups on JSA, such as ex-offenders, their experience of the Community Allowance will provide an ideal stepping-stone to sustainable work. For clients on ESA/IB it may be that the work they are doing at the community organisation is suitable employment that may be sustainable for them. 

Where appropriate, through the mapping of “multiplier” funding, we anticipate progression to other opportunities such as Intermediate Labour Market, ESF, Convergence and Future Jobs Fund for all Community Allowance participants. These opportunities, along with others advertised in local Job Centres will be promoted to participants at the end of the Community Allowance. We also hope that the ‘graduation ceremony’ attended by local employers and the Local Employment Partnership and other stakeholders will increase participant’s chances of securing sustainable work.
5. The proposal is written for ‘work ready’ JSA recipients unemployed for 6 months. Correspondence seen outside the right to bid proposal is directed at facilitating delivery for ESA who is the community allowance aimed at?

The Community Allowance is aimed at anyone in receipt of any benefit. This is what our Right to Bid proposal seeks to achieve. This is for two reasons:

1) Community organisations build good relationships with people in the area they serve because they work holistically with people as individuals and would be unlikely to define or segregate people into those they would or would not work with on the basis of what benefit they are in receipt of

2) Community organisations from across the UK that have been involved in shaping the concept of the Community Allowance over the last 8 years have consistently said that they know “hard to reach” people on all benefits, including people who cycle on and off Job Seekers Allowance over long time periods, who would really benefit from this initiative

The correspondence relating to the implementation of a pilot programme for people in receipt of ESA has come about as a result of the DWP’s announcement in the Welfare Reform White Paper to pilot the Community Allowance for people on ESA. We welcome this commitment and have met with the ESA team to explore extending this to people in receipt of Incapacity Benefit and Income Support, in order to make a pilot viable, as the numbers of people on ESA are too small. It is also recognised that Pathway to Work Mandatory referrals are, in some areas, hard to engage, and evidence from providers suggests that up to 70% of these customers are referred back to their Disability Employment Adviser. 
The commitment in the White Paper has not, to the best of our knowledge, been allocated a budget and cannot go ahead without being effectively resourced along the lines indicated in the Right to Bid proposal. 

We have actively progressed this alongside the Right to Bid as an alternative should we be unsuccessful with the Right to Bid. Our aim is to achieve the Community Allowance for anyone on any benefit in the UK through a successful Right to Bid pilot programme that is thoroughly evaluated.

6. How will CREATE prioritise the selection and number of pilots in the event that selected locations conflict with future plans of DWP, GLG & OTS? 
We would like representatives from DWP, CLG and OTS to be part of the selection panel for pilot areas. We believe that as far as possible a Community Allowance pilot should dovetail with the future plans of all three Government Departments, all of which have been supportive of the Community Allowance. We would like to work with all these Departments as soon as possible to understand their priorities and plans for the future so that we can maximise opportunities these might bring.

We would however like to target different regions in order to ascertain value for money across all government departments and would welcome the opportunity to pilot in any of the Phase 1 Flexible New Deal areas – as a precursor to “work for your benefits” evaluation, and also in any Phase 2 areas where we can evaluate the VFM in current New Deal Gateways.



7. How will CREATE match the opportunity for work tasters to the client needs?

Once an individual is recruited onto the Community Allowance, the CREATE Support Worker will conduct both a needs analysis and a personal development plan with the individual. This, alongside the range of work opportunities that are available at the community organisation, will inform what work taster sessions are offered. 

It is anticipated that these work tasters would involve shadowing existing staff and working with other Community Allowance participants to enable each person to gain a sense of what is involved. 

One of the many advantages of bringing community organisations into work with clients is that they can look at their needs holistically in relation to their community. Alongside work tasters, the support worker will also identify local activities that the individual might wish to participate in to develop other skills and social networks.


8. What minimum qualifications or experience will the CREATE support workers hold in respect of dealing with potentially vulnerable individuals?
Ideally we would like to recruit staff with a NVQ Level 4 in Information, Advice and Guidance OR a Personal Advisor Diploma. However, we have been advised that this may prove challenging in some parts of the country. Where this is the case our minimum qualification would be a NVQ Level 3 in IAG, with a commitment to progress to Level 4, perhaps through accessing funding from Train to Gain. 

We will also require a minimum of 3 years experience of working with people in a paid or voluntary capacity where there has been a personal caseload responsibility that involves giving information, advice and guidance. 

9. CREATE have requested a relaxation by DIUS of the train to gain criteria so that in work training can be provided people employed for less than 16 hours – has DIUS been approached to facilitate approval?
We have recently contacted Civil Servants with responsibility for Train to Gain policy in DIUS and hope to have secured approval for this flexibility in the next few months. 

Legal

10. How and under what terms will the DTA contract with a single community organisation to deliver the service?

The DTA’s normal rules are to go out to tender and this would be accomplished through the pilot partner assessment process that we hope would involve DWP in. DTA would sub-contract with a single community organisation in each of the 15 pilot areas under normal financial regulations. If the amount exceeds the European public procurement threshold (£139,893 currently) for larger organisations/pilots, DTA would follow the European public procurement rules, including advertising in the European journal. 

The DTA would utilise its standard terms and conditions in its contract with each organisation. In addition to this it would pass on any terms and conditions that the DWP includes in its contract to the community organisations. 


11. How will CREATE indemnify DWP from liabilities; i.e. customer complaints, legal rights & security requirements on data handling and access?

In the first instance, we have reviewed the DWP Commissioning Strategy and Code of Conduct and will put into place processes to ensure compliance. We will seek feedback from Customers and Employers and JCP Advisers. 

The DTA has professional indemnity insurance for all staff and would ensure that each community organisation it contracted also had appropriate insurance in place. 

The DTA is registered under data protection act and has robust policies and procedures in place for handling personal data. Community organisations would also have similar policies in place and a track record in working with beneficiaries and holding sensitive data. The DTA will ensure that community organisations’ policies are robust and that the organisations are properly registered and staff are sufficiently trained to deal with access enquiries. 

The DTA has a complaints procedure and will ensure that community organisations it contracts with also have complaints procedures in place. We will take full responsibility for work carried out by the DTA under this contract but will not take responsibility for issues or complaints arising from benefits system or DWP’s contracted providers of employment support. 


Outline Costs


12. The proposal contains details of a total programme budget of          £2,119,550 and the narrative describes monies being levered in from participating organisations. Can CREATE clarify what it is requesting DWP to fund and what will be levered in from outside?

The budget contained in the Right to Bid proposal for £2,119,550 are costs that we are requesting funding from DWP for. This covers all costs of the pilot programme as articulated in the Right to Bid budget. 

We anticipate that local community organisations will lever in at least £2 million from other sources, including local authorities, charitable trusts, the Lottery, Primary Care Trusts and Police Authorities in order to cover the cost of local wages. It is also hoped that new national initiatives such as the Future Jobs Fund recently announced in the budget and proposals such as the Challenge Fund in the Houghton Review would also be sources of funding for the community organisations to create the jobs. 

We are aiming to work with the New Economics Foundation to carry out a Social Return on Investment analysis over the next few months and will be able to provide DWP and the Treasury with projected savings to the tax payer from the Community Allowance. 

For more information please do not hesitate to contact Naomi Alexander on 07515 062 846 or email n.alexander@dta.org.uk 

PAGE  
1
      CREATE Consortium Response for the DWP Right to Bid Evaluation

