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INTRODUCTION 

A central part of the PES Network's activities relates to benchlearning. It was 

successfully introduced in 2015, combining the concepts of benchmarking and mutual 

learning with the aim of improving the performance of PES. 

The interest in benchlearning is increasing at international, European and national level. 

By providing this Manual, the concept of the PES benchlearning will be made transparent 

to the outside world to show an example of a systematic, indicator-based learning 

method between organisations, which is transferable by other organisations or networks. 

Definition and Objectives 

The Decision of the European Parliament’s and Council on enhanced cooperation between 

Public Employment Services (PES)1 set out the definition of ‘benchlearning’. 

Benchlearning, to be implemented by PES, is defined as a process for creating a 

systematic and integrated link between benchmarking and mutual learning activities. 

This innovative concept was put into practice in 2015. 

The general reason for benchlearning is to support each PES to improve their own 

performance through a structured and systematic reflection on their performance against 

the performance of other PES and through institutional learning from peers. The aim is 

to learn from good practices and adapt them to their national circumstances. Finally, this 

is meant to lead to better PES results, and to contribute to the convergence of labour 

markets, thus further demonstrating the added value of PES. 

Benchlearning consists of the two major elements: benchmarking and mutual learning. 

Benchmarking includes a quantitative and qualitative assessment of the PES 

performance. It integrates identification of good performances through indicator-based 

benchmarking systems and assessments, and use of findings for tangible and evidence-

informed PES mutual learning activities. To sum up, benchlearning sets up an evidence-

based self-sustaining system of continuous and measurable performance increases in 

PES. 

Background 

PES benchlearning is rooted in the Heads of PES (HoPES) Network that has been in 

operation since 1998, and also the PES Benchmarking (BM) Group that started work in 

2002 under the auspices of the Austrian PES, which also included the PES in Belgium, 

Denmark, Germany, the Netherlands and Sweden. The initial work of the group focused 

on the experimental elaboration of a range of performance benchmarking factors in 

areas such as services for jobseekers, services for employers, benefit provision, internal 

capacity building, active labour market measures, client satisfaction, the comparability of 

data across PES, and developing the original ideas that could lead to the creation of 

meaningful indicators. 

While comparing performance was the main subject of the initial discussions, the focus 

moved to mutual learning and the exchange of good practices which is essentially the 

dual track approach now being formalised in the Benchlearning model. Benchmarking 

indicators were developed in the areas of labour market ‘flows’, vacancy handling and 

customer satisfaction. By 2006, membership of the group had grown to 14 PES. In the 

                                                 

1 Decision No 573/2014/EU of 15 May 2014 ; OJ L 159, 28.05.2014, p. 32–39  
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following years an on-line database was established. A clustering exercise was also set 

up which included contextual factors such as favourable, neutral, and unfavourable 

economic indicators. By the end of 2014, the challenges identified by the BM Group 

included the following: 

 The development of stronger links between indicators and good practices 

 The improvement of comparability by defining precise measurement procedures 

 The harmonisation of the definitions of basic concepts (such as what is a 

‘jobseeker’, what is a ‘vacancy’?), and increase the use of indicators 

 The need to inform PES strategic thinking, revising working methods 

 The enablement of more focused inter-PES discussions on key themes  

 Improvements in follow-up activity, thereby embedding learning within PES 

Success factors identified by the BM Group include the confidential handling of data, 

good personal relations and mutual confidence between participants, no ranking or 

“beauty contest” of PES, a working programme based on the needs and interests of 

participants, a mixture of data, discussing and sharing good practices, a mixture of 

participants (both generalists and data experts) and the commitment of the participants. 

In recent years, the European Commission, Directorate General of Employment, Social 

Affairs & Inclusion (DG EMPL), using different means of the Open Method of Coordination 

in the area of employment policy, initiated and supported a series of joint activities of 

the European network of Public Employment Services (PES Network). The PES Network 

institutions and their operation and analytical work (such as official opinions, studies, 

their contributions to different network and working group meetings) all had a positive 

influence on the adoption of the Decision No 573/2014/EU, and raised expectations of a 

breakthrough in improving PES efficiency and effectiveness. The Decision on enhanced 

co-operation between PES legitimated the Benchlearning concept with its benchmarking 

indicators (see more in 1.3.1, 1.3.2). 

Model and approach 

Performance varies between PES, as do their approaches to governance, leadership, 

control and the design of operational processes. The national PES operate in different 

contexts determined by their labour market conditions, legislation, the different 

institutional set-ups and so on. While these factors are largely out of the control of the 

PES, they can have a considerable influence on PES performance. 

In practice, the benchlearning model is designed to launch an evidence-based, self-

sustaining system of continuous and measurable performance improvements in PES 

within their different national contexts. PES benchlearning relies on those levers which 

may be under direct PES control and can be referred to as PES performance ‘enablers’ 

or drivers. They include strategic management decisions, the design of PES business 

models and operational processes. These can all have positive or negative consequences 

on the successful delivery of employment services, and they can therefore lead to overall 

labour market outcomes resulting from these services.  

To identify these relationships between the PES organisational arrangements and the 

success of the provided employment services, a systematic link between performance 

enablers and performance outcomes, while controlling for the PES context, needs to be 

established and to imply a double benchmarking exercise: 
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(i) Benchmarking of PES performance through the comparison of quantitative 

indicators reflecting this performance  

and  

(ii) Benchmarking of organisational arrangements through the comparison of 

qualitative indicators reflecting performance enablers. 

The national context where PES operate has to be taken into account for these 

benchmarking exercises to be fair and meaningful.  

The conceptual framework of this double benchmarking exercise is visualised in Figure 1, 

sub-section 1.1. An explanatory text given in this section will guide a reader through 

terminology and define sub-sections of this Manual in which every element of the 

concept is explained in detail. 

The following two chapters will describe the two main elements of benchlearning: 

benchmarking (Chapter 1) and mutual learning (Chapter 2).  
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1. BENCHMARKING METHODOLOGY 

1.1 Conceptual framework in brief 

To put Benchlearning into practice, a user-friendly, workable, focused and meaningful 

model for the assessment of PES performance was designed, based on quantitative and 

qualitative benchmarking elements. A systematic link between performance enablers and 

performance outcomes, while controlling for context, was established.  

The approach is illustrated in the Figure 1 and implies a double benchmarking exercise: 

i)  a benchmarking of PES performance − meaning a comparison of quantitative 

indicators reflecting PES performance (presented on the left side of the figure), and  

ii)  a benchmarking of PES organisational arrangements − meaning a comparison of 

qualitative indicators reflecting performance enablers (on the right side of the figure). 

The impact of context in which PES operate is taken into account to make both of these 

benchmarking exercises fair and meaningful.  

The creation of the relationship between statistically robust indicators, and relevant 

performance enablers, is set out in the central area of the figure. 

Further on in this Manual the elements of the benchmarking of PES performance 

given in the Figure 1 (left side) are explained as it follows: 

- Potential performance outcomes by performance dimensions is presented in sub-

section 1.3.1 Quantitative indicators  

- Defined valid performance outcomes and a list of the truly exogenous context factors 

that create a context in which PES operate and cannot be determined / influenced by 

PES, is explained in sub-section 1.5.1 Processing the context-adjusted 

performance outcomes   

The elements of the benchmarking of PES organisational arrangements (right side 

of Figure 1) are outlined in detail in the following sub-sections: 

- A list of potential PES performance enablers and the respective areas of PES 

organisational arrangements are presented in sub-section 1.3.2 Qualitative 

indicators  

- How true performance enablers are defined as the most promising true performance 

enablers, is briefly described under sub-section 1.5.3 Statistically significant 

relationship between performance outcomes and performance enablers and 

visualised in Annex V. 

Moreover (not included in Figure 1), sub-section 1.4 Process of the qualitative 

assessment of the Benchlearning exercise explains 

- how the process of the PES self-assessment and external assessment are organised 

in practical terms 

- how during the qualitative PES self-assessment and external assessment PES 

performance is evaluated and scored by each and every enabler 

- in which format the findings of the external assessment are presented. 



Benchlearning Manual 

10 
2017 

 

 

Figure 1. Conceptual framework 
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1.2 Common Assessment Framework (CAF) model adapted to PES 

The interrelationship between PES performance areas, the context in which PES 

operates, PES performance outcomes and leaning activities is illustrated in the Figure 1. 

Qualitative PES performance assessment by performance enablers (see more in 1.3.2) is 

based on the Common Assessment Framework (CAF) model below which in its turn 

comes from the EFQM (European Foundation for Quality Management) Excellence 

model2. 

 

Figure 2. Description of the model and assessment process 

From the outset of the PES Benchlearning process, it was considered essential to have a 

clearly formulated and agreed definition of theoretical excellence for the functioning of a 

PES, means for every performance enabler in seven areas (A to G) outlined in Figure 2. 

By defining how a PES ideally should work, recommendations based on theoretically 

defined excellence were possible and the identification of good practice was clearer. To 

put it in a nutshell, with this model, a common understanding of how a “well-functioning” 

PES should look like, was developed.  

Hence, for each of the seven areas outlined in the Decision No 573/2014/EU, a detailed 

description of ‘Excellence’, with references to papers of the PES Network and/or other 

literature was developed. A number of performance enablers were derived from this. 

Overlaps between the seven challenges identified in 2014 were also established. 

A core element of the EFQM/CAF model is the PDCA cycle (Plan, Do, Check, Act) which 

forms the basis of the scoring process. Since having a plan, implementing it, checking its 

                                                 

2 Excellence Model of the European Foundation for Quality Management, 

http://www.efqm.org/sites/default/files/overview_efqm_2013_v1.1.pdf) 

http://www.efqm.org/sites/default/files/overview_efqm_2013_v1.1.pdf
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effects and acting on the findings are a prerequisite for “learning”, the PDCA cycle is 

implemented in every category of the enablers. This is one of the main aspirations of the 

whole EFQM/CAF approach. The PDCA cycle can potentially make things easier for PES 

as it provides a clear way to see the strengths and weaknesses of an organisation. 

During the qualitative assessment, the PES performance is evaluated and scored by each 

enabler using the specially designed template (see Annex II); a score depends on the 

evidence a PES can provide. A PES lists the sources of evidence for each component of 

the PDCA cycle. The more evidence that is available, and the more convincing the 

evidence is, the higher the score should be. However, the scoring is not designed to 

create any kind of ranking among PES (see more about the assessment procedure in 

1.4). 

In the next chapter we have a deeper look into the quantitative and the qualitative 

indicators.  

1.3 Mandatory Indicators 

1.3.1 Quantitative indicators 

The eight quantitative indicators under four sections as shown in the text box below 

reflect the PES performance (as identified in Decision No 573/2014/EU). These indicators 

are used for comparing PES performance on a quantitative level after they are context-

adjusted using the predictions from the regression analyses. Finally, it aims at 

transparency and comparability on PES performance outcomes.  

Performance Benchmarking Indicators 

1) Contribution to reducing unemployment for all age groups and for vulnerable 

groups:  

 Transition from unemployment into employment per age group, gender and 

qualification level, as a share of the stock of registered unemployed persons;  

 Number of people leaving the PES unemployment records, as a share of 

registered unemployed persons.  

2) Contribution to reducing the duration of unemployment and reducing inactivity, 

so as to address long-term and structural unemployment, as well as social 

exclusion:  

 Transition into employment within, for example, 6 and 12 months of 

unemployment per age group, gender and qualification level, as a share of all 

PES register transitions into employment; 

 Entries into a PES register of previously inactive persons, as a share of all entries 

into that PES register per age group and gender.  

3) Filling of vacancies (including through voluntary labour mobility):  

 Job vacancies filled; 

 Answers to Eurostat's Labour Force Survey on the contribution of PES to the 

finding of the respondent’s current job. 

4) Customer satisfaction with PES services: 

 Overall satisfaction of jobseekers;  

 Overall satisfaction of employers. 
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Most of these indicators are based on the PES administrative data, which are collected 

from the PES annually (see more in 1.4).  

1.3.2 Qualitative indicators 

Organisational modalities, structures and solutions, which PES can vary in the short or 

medium term, are called PES performance enablers, and grouped by Decision No 

573/2014/EU in the following seven areas: 

A. Strategic performance management 

B. Design of operational processes 

C. Sustainable activation and management of transitions 

D. Relations with employers 

E. Evidence-based design and implementation of PES services 

F. Management of partnerships and stakeholders 

G. Allocation of PES resources. 

PES performance enablers are used as qualitative indicators of PES performance and are 

a core element of the PES assessment framework. During the first cycle of the PES 

performance assessment the set included the following 29 performance enablers: 

Section A: Strategic performance management 

A1 – Establishing the fundamentals of performance management by target-setting 

A2 – Translation of targets into (key) performance indicators and measurement 

A3 – Following up performance measurement 

A4 – Making use of the results of performance management. 

Section B: Design of operational processes 

B1 – Process definition and standardisation 

B2 – Implementation of support structure 

B3 – Quality management 

B4 – Channel management and blended services. 

Section C: Sustainable activation and management of transitions 

C1 – Holistic profiling 

C2 – Segmentation 

C3 – Individual action plan and ALMP measures 

C4 – Early intervention to avoid unemployment, and implementation of Youth   

        Guarantee 

C5 – Early engagement to reduce the duration of unemployment and   

        implementation of the LTU recommendation3 

C6 – Implementation of service and activation strategy. 

 

                                                 

3  Initially, the enabler C5 was called “Early engagement to reduce the duration of unemployment”  
   but was adjusted in 2017 after the Council recommendation on the integration of the long-   
   term unemployed into the labour market (2016/C 67/01) came into force. 
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Section D: Relations with employers 

D1 – Employer strategy and management 

D2 – Specialised unit for employer services 

D3 – Matching vacancies and jobseekers. 

Section E: Evidence-based design and implementation of PES services 

E1 – Ex-ante and ex-post evaluation 

E2 – Pilot projects 

E3 – Communication of evaluation results 

E4 – Management of change and innovation. 

Section F: Management of partnerships and stakeholders 

F1 – Identification and structuring of relevant stakeholders 

F2 – Partnership building 

F3 – Management of partnerships with supervising authorities 

F4 – Management of partnerships with social partners 

F5 – Management of partnerships with service providers 

F6 – Management of partnerships with institutions involved in the Youth Guarantee 

Section G: Allocation of PES resources 

G1 – Human resource management 

G2 – Budget allocation and use. 

The second cycle of the Benchlearning PES is focused on the progress made by PES since 

the first cycle, supported by the PES change agenda. For this, the list of 29 enablers is 

supplemented with three enablers under section H as below. 

Section H: Identification and implementation of a reform agenda 

H1 – Initialisation and design 

H2 – Mobilisation and implementation 

H3 – Reinforcement 

A detailed and clearly formulated definition of theoretical excellence for every 

performance enabler, with references to papers in the PES Network and/or other 

literature, is provided in Annex I. 

1.4 Process of the qualitative assessment of the Benchlearning 

exercise 

Qualitative assessment of PES performance includes two core elements: PES self-

assessment and external PES assessment arranged through PES site visits. Findings of 

the external PES assessment are then settled in the PES Assessment Summary Report. 

 

Figure 3. Sequence of actions during the qualitative assessment 

PES self-assessment 
External assessment  

of PES 
PES Summary report 
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Each PES conducted a self-assessment. During the PES self-assessment, each PES 

evaluated its organisational solutions in core areas (see 1.3.2, seven areas, from A to G 

during the first cycle, and eight areas during the second cycle) by performance enablers 

using a six level scale following the PDCA cycle (see 1.2). 

A set of performance enabler templates has been designed (see an example in the 

Annex II). The templates are filled in during the PES self-assessment and further used 

by the external assessors as the major information source for judgment. The templates 

also include provision for additional information on recent changes in each specific 

performance enabler, their perceived importance and how their implementation would be 

viewed at the local level. 

The result of the PES self-assessment is therefore a self-scoring of all performance 

enablers (29 for the first cycle of visits and 32 for the second) for all steps of the PDCA 

cycle. 

This score should reflect the amount of available supporting evidence that a PES has 

actually implemented the organisational solutions according to the PES ‘ideal’, as 

described in the ‘performance enabler’. The more evidence that is available, and the 

more convincing the evidence is, the higher the score should be. Source of evidence in 

this case could be any information that supports the assessment (e.g. handbooks, 

surveys, evaluations, reports, studies, etc.). The score is aiming to reduce complexity 

and create an easily understood overview and comparison. 

The PES self-assessment essentially sets out, and helps each PES achieve the following: 

- An identification of its strengths and weaknesses, based on the expertise and 

insights of all relevant PES staff in the organisation 

- An understanding of its most promising areas for improvement 

- Finding potential actions and ways that could improve those promising areas of 

the PES work and structures. 

During the external assessment, organised as a three day site visit, the self-

assessment scores of the hosting PES are externally validated by a team of assessors 

made up of experts from the consultancy (ICON), the European Commission and the PES 

Network, using the same ‘excellence’ benchmarks as those used in the PES self-

assessments.  

The main purpose of the external assessment is to support and mirror the self-

assessments by providing feedback to each PES from the perspective of informed, 

interested and well-intended PES colleagues, all done in a spirit of solidarity. The 

external assessors conduct a review of the self-assessment to gauge whether it reflects 

the realities of the organisation to an informed, interested and well-intended outsider. 

The working method during the visits requires the active involvement of each of the six 

external assessors. Every assessor is given responsibility for chairing a discussion on 

certain section(s) of the enablers, and every assessor is also a supporting vice-chair in 

other section(s). 

On the first cycle of the Benchlearning visit, the first day is dedicated to the discussions 

in the PES headquarters, and on the second day the assessor team visits one of the local 

PES. At the local PES, the assessors receive an opportunity to see how many of the aims 

outlined on Day 1 are actually implemented in reality. They get a chance to take part in 

the interactive customer journey as an ordinary/typical jobseeker. This ‘customer 

journey’ is arranged as a role play in real-life conditions and circumstances. One of the 

assessors acts like an ordinary jobseeker with theoretical life experiences, a working 
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record and a profile. The assessor goes through the first interview with the PES front-line 

staff and follows the registration procedure. 

On the third day of the visit the assessors meet to agree and give key feedback 

messages and initial observations to the senior managers of the hosting PES. This 

feedback meeting between the assessors and the PES management has proved to be 

lively but very productive. The emphasis is given on the positive experience of the PES 

practice seen during the visit, focusing on the strengths of the PES, and providing some 

indication of areas where improvements may further enhance PES operations and 

outcomes, so areas of the PES performance where suggestions for enhancements might 

be useful. The latter is further elaborated in the individual feedback report which inter 

alia includes an analysis of these areas for improvement together with detailed 

suggestions and recommendations. 

 

 

 

 

 

 

Figure 4.  Site visit of the first cycle – main elements 

The assessors’ team also jointly agrees on the scoring of each enabler. The score table 

becomes a part of a Summary/Feedback Report, which, apart from the core body of the 

report, also includes a table with assessors’ individual impressions, recommendations 

and the identification of certain practices that could be of interest and use to other PES. 

Outline of the PES Summary report (1st Benchlearning cycle) 

1. Introduction  

2. Strengths  

3. Contextual influences  

4. Current and potential good practices identified 

5. Areas where improvements may enhance PES operations  

6. Main selected recommendations  

7. Overview of scoring  

8. Detailed commentary and scoring templates 

A comprehensive PES Summary report is delivered to the host PES within six weeks after 

the site visit. The report is designed to be reader-friendly, highly focused and written in 

a supportive and constructive style. The good practices identified during the assessments 

can then be explored and exchanged with other PES during mutual learning activities 

and events. The draft report is sent to the main contact person of the visited PES to 

check for any factual errors, and the final draft is subsequently submitted to the Director 

General of the PES. 

One year after having received the PES Summary report from the first Benchlearning site 

visit, the PES is expected to design their PES change agenda, where it presents 

1) Intention of the PES reform 

2) Operational challenges and solutions 

day 1 day 2 

 

day 3 

Discussion on 
sections A-G in the 
PES Headquarters 

 Visit of a local PES 

 A customer journey 

 

Sum up and 
feedback provision 



    Benchlearning Manual 

17 
2017 

3) Implementation plan 

4) Performance expectation, as well as potential areas for support by partner PES or the 

Commission. 

The second cycle of Benchlearning seamlessly follows and builds upon the achievements 

of the first by supporting their modernisation initiatives. The assessment exercise now 

focuses on changes since the first site visit. When assessing changes, two aspects are 

taken into consideration: 1) progress regarding performance enablers, and 2) the PES’s 

approach to change management. 

 

Figure 4. Site visit of the second cycle – main elements 

 

The PES change agenda is assessed to support PES in the implementation of the 

recommendations. Half of Day 1 of the Benchlearning visit is dedicated to the in-depth 

discussion on ‘Section H: Identification and implementation of a reform agenda’. During 

the rest of the day, assessors get news about recent developments on other areas of 

PES management and operations (sections from A to G). 

Unlike the first cycle, the team of six assessors splits into two small groups on the 

second day. The groups visit two different local PES at the same time. This time, the 

assessors conduct three group discussions: 1) with senior managers, 2) with middle 

managers/team leaders, and 3) with the counsellors/front-line staff. Employees in the 

local offices are asked to talk about the challenges of their work, the impact of reforms 

within their PES, and so on. As a guiding tool, the principles of group discussion (see 

Annex III) are shared with the assessors prior to their visit. 

Compared to the first cycle of the BL visit, this time there is a significant difference in 

the way findings are presented to the senior PES management at the end of Day 3. 

Areas for performance improvements and suggestions on how they could be achieved 

are now ‘visualised’ and a picture (on flipchart paper) is left with the hosting PES. 

After the visit, the hosting PES receives a Summary report with a detailed assessment of 

all changes since the first visit, as well as practical suggestions for further 

improvements. Concrete recommendations refer to peer PES that are potential partners 

for exchange. 

Outline of the PES Summary report (2nd Benchlearning cycle) 

1. Introduction 

2. Short summary of the change agenda 

3. Relevance, coherence and consistency of the reform agenda 

4. Assessment of change management 

5. Suggestions and recommendations 

6. Summary of external scoring 

7. Detailed external assessment commentary and scoring 
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1.5 Data collection, data analysis, and relationships between 

enablers and outcomes  

From a methodological point of view, the search for overall PES benchmarking 

comparative statistics and the analysis of correlations and links between the quantitative 

and qualitative assessment lies at the heart of the benchlearning exercise. All the 

analytical steps, taken in the combined quantitative and qualitative assessment 

(presented below), aim to establish a systematic link between performance enablers and 

performance outcomes. This link should provide an answer for what PES structures and 

practices lead to good results.  

1.5.1 Processing the context-adjusted performance outcomes 

PES performance outcomes are measured by quantitative indicators (see 1.3.1) that are 

supposed to be statistically robust. For the construction of these indicators, PES deliver 

administrative data by variables following clearly defined requirements. 

Comprehensive analyses of the data delivered by the PES are carried out, to assist with 

the identification of valid performance outcomes. To be considered valid, a specific 

performance outcome needs to fulfil the following criteria: 

1. It should be measured with adequate quality, 

2. It should carry original/unique information, and 

3. It should not be determined completely (or largely) by contextual factors. 

In order to obtain a set of PES performance outcomes that meet these requirements, the 

following steps are conducted:  

1. Data validation to ensure data quality 

2. Identification of redundant information 

3. Identification and elimination of context impact. 

These activities are designed as a series of filter layers through which all proposed 

potential performance outcomes should pass. Only those remaining at the end of the 

process are considered ‘valid’ performance outcomes.  

Based on the results of the comprehensive analyses of the data delivered by PES, the 

following indicators were identified as valid performance outcomes: 

1. Unsubsidised transitions into the primary labour market 

2. Subsidised transitions into the primary labour market 

3. Fast transitions (within 6 months of unemployment) into the primary labour 

market 

4. Outflows of low-skilled (i.e. ISCED 0-2) jobseekers, irrespective of destination 

5. Outflows of young (i.e. under 25 years of age) jobseekers, irrespective of their 

destination 

6. The relative number of notified vacancies (i.e. notified vacancies per jobseeker) 

7. The share of filled vacancies 

8. PES involvement in job-finding according to the EU Labour Force Survey 

9. Jobseeker satisfaction (i.e. the share of satisfied jobseekers).4 

For these indicators, multivariate regression analyses were applied to adjust for the 

impact of context, and to make them genuinely comparable.  

                                                 

4   Employer satisfaction turned out to be determined to a very large extent by context factors and 

therefore it could not be considered a valid performance outcome. 
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A list of potential context factors was designed, taking into account the possibility that 

context factors must not be determined by PES performance (to avoid the problem of 

biases due to ‘reverse causality’ when the perceived ‘effects’ in fact precede the cause of 

the action). All indicators theoretically reflecting context are examined empirically to 

establish a relationship to different potential performance outcomes. Only those 

indicators where a statistically significant impact on at least one performance indicator 

can be established are used to make performance indicators comparable across PES.  

The list of potential context factors includes the following: 

- The employment rate (age 15-64) by educational attainment, age groups and 

gender  

- Transitions from employment into registered unemployment by educational 

attainment and age groups  

- The rate of employment growth  

- The rate of GDP growth  

- The rate of productivity growth  

- The investment rate  

- The existence of national minimum wage legislation (yes/no)  

- The firmness of dismissal protection law (OECD indicator)  

- The share of small and medium-sized enterprises  

- The share of school-leavers not progressing to degree level  

- The proportion of the working age population  

- The net migration rate  

- Unemployment benefit duration  

- Responsibility of PES for benefit disbursement (yes/no)  

- Are PES managed by objectives (rather than by inputs - yes/no)? 

- Regional responsibility for PES services (yes/no)? 

Future analyses will require an enlarged and refined dataset. This is especially the case for 

potential context factors which will need to cover aspects such as immigration dynamics or 

available PES resources. 

The multivariate regression analyses of the valid PES performance outcomes resulted in 

comparisons of performance across PES, i.e. of measurable achievements that are 

(almost) exclusively due to the efforts of PES. An example of such a fair comparison of 

one of the valid performance outcomes is illustrated in Annex IV.  

The empirical results also provide an opportunity for PES to assess their own 

performance over time, like in the Table 1 below. 

Country/PES 2010 2011 2012 2013 2014 2015 
Average 
2010-
2015 

Unsubsidised transitions 1.85 2.29 1.85 1.22 0.23 0.25 1.28 

Subsidised transitions 0.22 -0.05 0.20 0.36 0.14 -0.13 0.12 

Fast transitions -0.51 1.21 2.04 1.27 0.63 -1.00 0.61 

Exits of young people -0.97 -1.29 -1.37 -2.67 -4.71 -5.54 -2.76 

Exits of low-skilled people 1.44 1.05 0.79 -0.16 -1.70 -1.96 -0.09 

Share of filled vacancies 12.50 15.93 7.89 7.19 7.78 6.08 9.56 

Relat. number of notified vacancies 1.99 1.43 1.04 0.27 -1.69 -2.42 0.11 

LFS composite indicator 0.03 0.02 0.00 0.02 0.04 0.04 0.02 

Satisfaction of jobseekers 7.41 4.18 4.87 5.68 5.14 5.00 5.38 

Table 1. Indicators of an exemplary PES 
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The table contains the values of the nine context-adjusted performance indicators over 

time for an exemplary PES, including also the average of this PES performance during 

the period of the available years. It indicates the difference between "what a PES has 

achieved" and "what a PES should have achieved in a given context" for each year. 

Positive values indicate over-performance while negative values indicate under-

performance. 

1.5.2 Construction of quantitative indicators for organisational maturity 

In order to make a final step of a combined quantitative-qualitative analysis, quantitative 

indicators are generated from the externally validated scores for performance enablers 

collected during the qualitative Benchlearning assessment exercise. This indicator 

generation serves a double purpose. Firstly, the resulting indicators are a summary of 

the over 100 original single scores for each PES. They therefore reduce the complexity of 

the scoring sheet, and facilitate the identification of particularly strong aspects of each 

PES, as well as identifying areas with the largest room for improvement. Secondly, the 

quantitative indicators from qualitative benchmarking are an essential input for the 

empirical identification of “true performance enablers”, i.e. for the final step of a 

combined quantitative and qualitative analysis (see also next section). Since this step 

again involved statistical methods, the findings from the qualitative benchmarking had to 

be translated into quantitative indicators as a preparatory step. 

In this way, quantitative indicators are generated for each potential performance 

enabler, designed to reflect the proximity of each PES to the theoretically defined 

excellence level. This proximity can also be seen as showing the ‘maturity’ of the 

organisation with respect to a given benchmark. The following aggregation rule is used 

for the construction of quantitative indicators for each potential performance enabler: 

- A mature organisation with respect to the potential performance enabler X is 

achieved when all four self-scores in the PDCA cycle are 5 or higher. 

- A well-developed organisation with respect to the potential performance 

enabler X is achieved when at least three of the four self-scores are 4 or higher. 

- A developing organisation with respect to the potential performance enabler X is 

achieved when at least three of the four self-scores are 3 or higher. 

- In all other cases, the maturity of the organisation is considered ‘developable’. 

This yields an indicator “maturity regarding performance enabler X” with four values (1 

= developable, 2 = developing, 3 = well-developed, 4 = mature). This indicator is still 

measured on an ordinal scale, which means that it has to be broken down into four 0/1-

indicators (“dummy variables”) for further use. 

A similar rule is set up for the aggregation of the scores across potential performance 

enablers in each of the seven sections and further on across all sections. 

1.5.3. Statistically significant relationship between performance outcomes and 

performance enablers 

The final analytical step is the investigation of the extent whether a systematic, i.e. 

statistically significant, relationship between performance outcomes and performance 

enablers exists. This is also done using regression analysis. To this end, the performance 

groups for each valid outcome (in 1.5.1) serve as dependent variables. The maturity 

indicators (in 1.5.2) represent the explanatory variables. The analyses were further 

condensed into dummy variables (1 = mature or well-developed; 0 = developing or 
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‘developable’). Due to the ordinal scaling of the dependent variable (4 performance 

groups), a special form of regression analysis is used (‘ordered probit models’). 

 

Finally, a step-by-step approach is implemented: 

1. Investigation of the relationship between overall PES maturity as well as PES 

awareness of their organisational maturity and performance outcomes 

2. Investigation of the relationship between enabler sections’ maturity and 

performance outcomes 

3. Investigation of the relationship between the maturity of single enablers and 

performance outcomes. 

It is important to note here that given the limited number of observations, the results of 

these analyses need to be interpreted with care. The empirical analyses are able to pin 

down statistically significant associations between context-adjusted performance 

outcomes and maturity indicators. These associations cannot be interpreted as 

causal relationships. Instead, they are simply empirically supported plausible 

conclusions on the potential impact of a change in specific performance enablers on 

improved PES performance. Where such an association is found, enablers are called 

“promising” as in these instances mutual learning promises a pay-off in terms of 

performance improvements. 

The analyses of step 1 suggest that, overall, more developed PES will exhibit better 

results. Specifically, a statistically significant positive relationship between mature or 

well-developed organisations on the one hand, and unsubsidised transitions into the 

primary labour market (including outflows of low-skilled jobseekers) on the other hand, 

can be observed. Furthermore, for the awareness of PES regarding their organisational 

maturity, a weakly significant positive relationship between a high awareness and 

unsubsidised transitions as well as a significantly positive relationship with the relative 

number of notified vacancies can be observed. Thus, PES to which a high awareness of 

their organisational maturity can be attributed also display better results.  

The estimated results for enabler sections and single enablers achieved in 2016 (based 

on PES data collected in 2015 and 2016) are summarised in the table presented in 

Annex V. The table contains only those performance groups where a sufficient number of 

observations were available, and where more than only a handful of significant 

relationships were found. In this table, “++” denotes a statistically significant positive 

relationship (a 95% confidence level) and “+” a weakly significant positive relationship 

(90% confidence level). Insignificant relationships are indicated by a blank cell and 

significantly negative relationships were not found. Finally, the table also contains a 

suggestion for “promising enablers”. These are marked green. 

The limited number of observations available by the second year of the PES BL process 

means this should be seen simply as an illustration of the approach used. 
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2. MUTUAL LEARNING  

2.1 Process 

The mutual learning concept involves and builds upon the evidence from the 

benchlearning data collection and assessments. This evidence has enabled mutual 

learning activities to be increasingly designed, delivered and targeted in relation to PES 

learning needs, and to identify, disseminate and facilitate the transfer of good practice 

amongst PES.  

The first round of benchlearning site visits conducted in 2015-2016 provided a rich 

source of information on PES strengths and areas for improvement. This has enabled 

mutual learning activities to be set upon a firm empirical evidence base for the mutual 

learning programme of 2017. 

The second cycle of BL seamlessly follows and builds upon the achievements of the first, 

by supporting PES in their modernisation initiatives. For identifying a new clustered 

mutual learning approach in 2018, the following crucial sources were used: Summary 

reports, the change agendas delivered by PES following to their first site visit and a 

thorough overview of already existing material (collected in the Knowledge Center5). 

Moreover, the political priorities that have an impact on PES are taken into account.  

Potential thematic clusters and topics for mutual learning are identified with a strong 

bottom-up approach and in close cooperation with the PES Network. These relate to 

strategic and operational matters that support the modernisation and performance 

improvement of PES and improve the reach and impact on those who need PES to 

progress in their working lives.  

The identified thematic clusters (see Figure 5, under the following subsection 2.3) are 

interlinked and foreseen to remain also for a second year with the detailed activities to 

be defined at a later point building on the first year's experiences. 

The yearly mutual learning comprehensive programme for the PES Network is intended 

to structure and support the mutual learning activities which are built on an evidence 

base of identified learning needs to a larger extent. Additional to the common 

programme, individual PES initiate learning events or exchanges with other PES around 

common challenging topics. As the site visit reports clearly indicate those peer PES which 

are recommended as potential exchange partners for certain areas for improvement, 

learning is facilitated.  

2.2 Learning Formats  

In addition to the learning formats during the first cycle of benchlearning, like thematic 

review workshops, PES Network seminars and conferences, smaller and more diversified 

learning formats such as study visits, working groups etc. are introduced to complement 

the bigger events. Learning opportunities and formats thus are being further developed 

according to the feedback received from PES.   

Different formats of mutual learning activities provide for access to targeted, support-

orientated and peer-based learning activities, which have been reflected in the growing 

prevalence of workshops, mutual assistance and working group-based activities 

throughout the year. 

                                                 

5 (http://ec.europa.eu/social/main.jsp?catId=1163&langId=en) 

http://ec.europa.eu/social/main.jsp?catId=1163&langId=en
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Moreover, Mutual Assistance Projects are also provided for a number of PES that need it 

the most. Trustful advice and support by peer PES again is a success factor. 

The PES Knowledge Centre disseminates the key outputs and learning resources of the 

PES Network and is available to the wider public. Apart from the PES practices’ learning 

fiches, Analytical Papers on various topics (e.g. on ‘Performance management’, 

‘Measuring Customer Satisfaction with PES’, ‘Process Efficiency Techniques’, the ‘PES 

Conductor Role’ and ‘Disability and labour market integration’) as well as Practitioner’s 

Toolkits on ‘Measuring Customer Satisfaction with PES’, ‘Performance Management’ and 

‘Sustainable Activation of NEETs’ are published there. 

Apart from that, during the 3 years of the on-going BL process, over 70 PES Practices6 

were selected during the visits and developed into ‘learning fiches’. 

2.3 Findings 

Mutual learning activities address key operational aspects of PES such as communication 

strategies, multi-channel management or evaluation activities. Moreover, it supports 

dialogues on building partnerships and improving engagement with employers, the 

education sector and career-guidance partners. Transversally, topics centred on priority 

target groups for PES, notably vulnerable groups covered by the European Pillar of Social 

Rights, especially those at risk of or in long-term unemployment, young people and 

refugees who could integrate the European labour market faster through better 

assessment and recognition of their competences. 

The broad knowledge base gained during the benchlearning exercise during the first and 

second cycle conducted so far shows several challenges which most of the PES 

throughout the PES Network are facing, although the level of maturity highly differs:  

 Enhance the collaboration with employers 

 Build up efficient ICT systems and customer friendly eServices  

 Review their indicators, target setting and the overall organisational structure  

 Further improve competence-based matching system 

 Enhance training, motivation and impact of introduced changes on staff. 

Also with regards to the management of change, some major challenges can be 

identified, such as implementing an integrated and consistent Change Management 

within the PES organisation, establishing an effective communication including bottom up 

processes and ensuring staff empowerment as well as reviewing the systematic 

monitoring of results and implementing measures for improvement. 

To adress these needs, a mutual learning program for 2018 contains the following four 

thematic clusters: Future of work, Holistic Support, Digitalisation and Human Resource 

Management, while taking into account transversal and strategic issues for PES further 

development such as anticipation, empowerment, agility and partnerships (see Figure 5 

below).  

                                                 

6 (http://ec.europa.eu/social/main.jsp?catId=1206&langId=en) 

http://ec.europa.eu/social/main.jsp?catId=1206&langId=en
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Figure 5. Four thematic clusters  

 

The program will offer building blocks with a variety of activities around these clusters to 

offer an opportunity to study the subject from many angles. This will allow different 

persons with different roles within PES to further explore the topic from their perspective 

and responsibility. The ambition is to strengthen the capacity on the identified challenges 

reflected in the four clusters and to strengthen the exchange between PES 

managers/experts and practitioners with a more profound approach. 

  



    Benchlearning Manual 

25 
2017 

3.  SUMMARY: ADDED VALUE FOR PES AND TRANSFERABILITY 

3.1 Added value 

Well-functioning labour markets are essential for the future of European society. PES can 

play a major role solving today's labour market challenges by providing excellent 

services for job seekers and employers, thereby acting as a ‘conductor’ on the labour 

markets. Excellent PES performance is essential for the integration of the young 

generation into the labour market, the reduction of long-term unemployment and the 

achievement of all the associated targets mutually agreed at European level. 

Performance varies between PES as do the approaches to governance, leadership, 

quality management and design of operational processes.  

The aim of Benchlearning is to launch an evidence-based self-sustaining system of 

continuous and measurable performance increases in PES. This will lead to better 

results, and contribute to the functioning and convergence of labour markets, further 

demonstrating the added value of PES. 

Implementation of the PES Benchlearning concept in 2015-2017, and the results 

achieved so far, clearly demonstrate that the Benchlearning methodology works, and 

that a systematic link between valid performance outcomes and true performance 

enablers can be established. If the combined self- and external-assessment exercise is 

continued, and if all analytical steps are carried out successfully, it will ultimately be 

possible to create a new and rich database with information on PES performance 

outcomes, performance enablers, and their relationship. This in turn serves as a basis for 

further targeted mutual learning activities. 

Those PES that are open to the idea of change, willing to learn from their peers and 

share experiences with them, can benefit a lot from involvement in the Benchlearning 

process. Every activity, whether it is data collection or the site visit, includes elements of 

learning from the activity itself and from the peer PES colleagues involved in it. 

PES Benchlearning, as an iterative process, implies a gradual evolution in PES 

performance, and involves an approach that builds on its past achievements to create 

better results. Continuity of the process will allow PES to involve more staff, to improve 

progressively the overall working culture and knowledge, and to provide an opportunity 

to transfer a rise of the individual competence into overall institutional competence. 

In recent years, refined definitions and more clarity on the requirements for the key 

variables led to an improvement in the quantitative benchmarking at the EU level. This is 

a crucial step towards the construction of genuinely comparable performance indicators, 

and therefore fair comparisons of PES performance. The refined definitions allowed 

reducing, if not fully eliminating, discrepancies in the production and delivery of the key 

variables, which occur due to different legal, regulatory, operational and methodological 

frameworks unique to each PES involved in the process. There is a common belief that 

requirements for key variables and statistical methods in the PES benchlearning exercise 

may encourage PES to take a critical look at their existing national monitoring systems 

and national Key Performance Indicators, and then reconsider their revision and the 

introduction of more appropriate solutions. 

The Benchlearning PES site visits including preparatory phase and follow-up create many 

opportunities for PES to pick up new ideas for enhancing their management and 

processes. The self-assessment provides an opportunity to step back from their day-to-

day work and have an in-depth look at their organisation. Benchlearning assessment 

Summary reports produced for all the PES that were visited as a ‘helping hand’ identify a 



    Benchlearning Manual 

26 
2017 

number of areas for improvements. These reports include specific recommendations and 

indicate peer PES as potential partners for exchange and learning. 

Two central findings from the context-adjusted performance comparisons can be seen as 

the most relevant results of quantitative benchmarking. Firstly, almost all PES are 

among the top, or are high performers, in one dimension of performance. Secondly, all 

PES are also represented among the medium or low performers for at least one valid 

outcome. There is not one single PES that can be considered the performance 

benchmark in all relevant dimensions. That said, it is also apparent that some 

organisations appear more often among the top or high performing PES than others. 

Behind the overall assessment of the organisational maturity of a specific PES, there can 

be substantial variations across enabler sections and single enablers. There may also be 

vastly different “business models” and “institutional contexts” across performance 

groups. This indicates that the qualitative benchmarking exercise can unveil hidden 

potential for improvement in every PES, not simply by identifying weaknesses, but by 

linking them to good practices. This has shown positive effects in the past, and it also 

provides a “roadmap” for capacity development.  

Combined quantitative and qualitative analyses indicate that the PES which are more 

developed in terms of their organisational maturity exhibit better performance results. 

This proves the existing excellence model. Furthermore, a considerable number of 

performance enablers turned out to be promising regarding performance improvements, 

and are therefore valuable topics to be addressed during future Benchlearning events 

and for a growing organisational learning organisation. 

This Manual offers an insight into how Benchlearning in the EU PES Network is 

implemented. It also stresses that Benchlearning is not about ranking but instead about 

identification of good practices that could be adopted by peers and about learning from 

well-performing organisations. Benchlearning as an iterative process refers to a build-up 

approach towards improvement of institutional performance, and a continuous change 

management process. It can, therefore, be seen as an essential part of a total quality 

management approach, compatible to other components and approaches of quality 

management.  

3.2 Transferability 

As a concept, Benchlearning can be applied both nationally and internationally. It can be 

used as an assessment framework for a national system of similar institutions / 

organisations, but also for multinational organisations with branches around the world or 

international networks of similar entities.  

The Benchlearning methodology presented in this Manual can be transferred to other 

regions, to other policy areas and institutional networks, though it must be adapted to 

their specific performance features and to the environment (context) in which they 

operate. As one would expect, before starting Benchlearning every network needs to 

conduct some preparatory work – to agree on a common ultimate/fundamental goal 

which will make participation meaningful, to design an excellence model as a 

benchmark, to consider about a set of SMART7 indicators to measure performance, and 

to agree on procedures to make the process easy-to-follow, transparent and mutually 

beneficial. 

                                                 

7
 S – Specific, M– Measurable, A – Achievable, R – Robust /Relevant, and T – Time-bound 
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This being said, it would be erroneous not to list the major preconditions for the overall 

success. To make a Benchlearning an operative tool of strategic and change 

management of a system/network of institutions/organisations/companies, the entities 

involved in the process are supposed to be open and ready for changes, to have a clear 

will to improve their performance and a shared understanding of the fundamental goal of 

this common effort. Each participant needs to be aware that the Benchlearning exercise 

requires an intellectual input as well as time resources on top of the everyday routine. 

Another important aspect of the exercise is a strong orientation towards ‘learning from 

others’ rather than participation in a perceived contest where one would like to perform 

better than most of the peers. Each participant is supposed to be honest in conducting 

the self-assessment when comparing their entity´s performance with the commonly 

agreed excellence model, and to feel secure and confident during the external 

assessment by peers. It is, thus, essential that every organisation perceives the 

qualitative and quantitative assessments as chances: the self-assessment as a chance to 

step back from everyday work and to reflect on how this work is done, why it is done 

that way and how it could done better; and the external validation of the self-

assessment as a chance to get a feedback from informed, interested and well-intended 

peers; and the quantitative assessment as a chance to see where the organisation 

stands in terms of its performance outcomes relative to its peers. 

Every network or alliance is recommended to appoint a coordinator of the process who 

will organise its timing and practical arrangements, as well as a research team to 

perform data collection, processing and analysis. The follow-up of the assessment, i.e. 

communicating the results of the exercise and deriving mutual learning topics, is also an 

important part of Benchlearning. In the case of the EU PES Network, it is the internal 

PES Benchlearning dashboard that is set up to make all data collected from PES and 

other sources accessible to the Network members. The PES Benchlearning dashboard is 

a user-friendly and attractive visualisation of the data with the option of finding and 

comparing similarities and differences across PES. It belongs to the PES Network and is 

for internal use only, providing for an orientation for knowledge exchange and for 

establishing peer PES cooperation, and serves as the major tool for promoting 

transparency between all members of the PES Network. 
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4. BACKUP: USEFUL LINKS TO PES NETWORK SERVICES 

 

PES BL 

dashboard 

Access is restricted to the EU PES Network members. Credentials 

to enter the dashboard can be asked via  

PES-BL-team@icon-institute.de  

PES Summary 

reports  

PES Summary reports (from the 1st and 2nd BL cycle) are available 

in the PES BL dashboard ‘INFO’ section 

PES Knowledge 

Centre 

http://ec.europa.eu/social/main.jsp?catId=1163&langId=en  

PES Practices http://ec.europa.eu/social/main.jsp?catId=1206&langId=en  

  

PES Network’s 

ML Work 

Programme 2017 

http://ec.europa.eu/social/PESNetwork 

 

 
 

  

 

 

 

  

mailto:PES-BL-team@icon-institute.de
http://ec.europa.eu/social/main.jsp?catId=1163&langId=en
http://ec.europa.eu/social/main.jsp?catId=1206&langId=en
http://ec.europa.eu/social/PESNetwork
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ANNEX I. IDENTIFICATION OF ENABLERS 

Section A: Strategic performance management 

[The following builds on: Results of Peer Review on “Performance Management in Public 
Employment Services”, Copenhagen, 21-22 March, 2013 and European Commission (2013), 
Review of Performance Management in Public Employment Services, Brussels, Author: Alex Nunn] 

Definitions of concepts used 

Objectives: Objectives are defined as requirements on the national level either determined by the 

legal mandate of a PES and/or the governing authority. Examples of commonly used objectives 

may include “preventing and reducing unemployment”, “merging labour supply and demand”, 

“securing subsistence by calculating and disbursing benefits”, “fostering equal opportunity on the 

labour market”, “improving services for unemployed”. 

Targets: Targets are defined as the translation of objectives into variables that can be represented 

by statistics. Non-exhaustive examples include “duration of unemployment”, “vacancies 

acquired/filled”, “customer satisfaction”, “job-to-job placements”, “activation of unemployed”. 

Performance indicators: Performance indicators are defined as the translation of targets into 

measurable indices together with a precise specification of how to measure them. Examples 

include “average duration of unemployment of job-seekers younger than 25”, “number of 

vacancies filled relative to the number of registered vacancies”, “mean of employer satisfaction 

index”, “number of job-to-job placements relative to the number of job-to-job customers”, 

“number of activated unemployed relative to the number of total unemployed”. Performance 

indicators can be outcome indicators or process/activity-based indicators. They can be 

quantitative or general statements about the target. 

Key performance indicators: Key performance indicators (KPI) are defined as performance 

indicators which are perceived as critical success factors and which are of quantitative nature (i. e. 

not just a general statement). 

Systematically: ‘Systematically’ is defined as the use of clearly defined methods/tools by clearly 

defined person(s) in charge, within a clearly determined time interval. 

Strategic performance management in PES builds on the objectives of the organisation. 

Naturally, the extent to which PES can influence the precise specification of objectives, 

targets and (key) performance indicators depends on their relationship to the 

government, the degree of decentralisation and the involvement of social partners (see 

list of pre-determined context variables). This broader institutional context together with 

the budget system (amount and sources of financial resources) pre-determines the 

degree of discretion of a specific PES in formulating and shaping the framework in which 

strategic performance management has to operate within the organisation. In 

establishing the fundamentals of performance management PES should use as far as 

possible the scope of action provided by this framework to set up a system which allows 

the generation of reflection, the awakening of ownership and the provision of feedback 

for all levels of the organisation and all relevant partners/stakeholders (for the latter see 

Section F). 

It is therefore important that the target-setting process and the translation of targets 

into (key) performance indicators is informed by systematic analyses of the labour 

market and that regional/local units are involved in this process to awaken ownership. 

For this process, procedures that match top-down and bottom-up inputs are necessary. 

Local PES need to have flexibility to co-determine the extent to which they can 

contribute to achieving national targets, given local economic and labour market 

circumstances. Moreover, it is important that additional targets can be added on the 
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local level to address local issues. However, there have to be mechanisms that avoid 

that too many additional targets at the local level lead to confusion and a lack of focus. 

Furthermore, it is necessary that targets are ambitious enough and the target setting 

process is not too complicated or time consuming. The (key) performance indicators 

have to be specific, measurable in a generally accepted manner, clearly weighted, 

realistic and time bound. They should include measures of efficiency and sustainability of 

achievement and prevent creaming. Moreover, it is critically important that targets and 

(key) performance indicators are well communicated and broken down to all relevant 

levels (regional/local offices, teams/employees). Ideally, this results in the perception of 

each employee that targets do not simply entail “tasks to be executed” but “personal 

missions to accomplished”. 

Based on these fundamentals, PES should set up a performance management system. 

Such a system is a purposeful combination of management tools that allows the 

measurement of performance (defined by (key) performance indicators) on all relevant 

levels of the organisation and its comparison with predefined target values. The ultimate 

aim is the securing of internal as well as external accountability and supporting 

continuous improvement. For this it is of critical importance that (key) performance 

indicators are measured accurately and are corrected for regional and/or local external 

factors. Furthermore, it is necessary to design efficient ways of information sharing of 

the results of performance measurement and to reinforce the binding character of 

performance results. 

For information sharing to be efficient it is necessary to report the results in a fixed and 

easily comprehensible format as well as in a fixed and widely accepted time interval. The 

format should combine different channels, including reports and face-to-face information 

on the individual or team level. The time interval has to be short enough to secure 

prompt information on results but also long enough to be sure that data quality is high 

(the shorter the time interval, the more likely it is that data is not up-to-date, e.g. due 

to lags in (de-) registrations).  

To reinforce the importance of performance results and to secure internal accountability, 

managers need to follow a transparent and forward-looking management-by-objectives 

strategy with clearly described responsibilities. Furthermore, achievement of targets has 

to be followed up by a cascaded system of top-down and bottom-up dialogues 

throughout the organisation, which is strictly based on performance indicators. In doing 

so, all relevant members of staff are involved and the main characteristics of these 

performance dialogues are: respect and fairness, open dialogue, empowerment, reward 

and recognition. Decisions taken in the dialogue will be directly and fully implemented, 

monitored, assessed and (if necessary) revised.  

PES should also implement a system of financial as well as non-financial incentives based 

on performance results to promote continuous improvement. In doing so, it is decisive to 

avoid de-motivation or perverse incentives (e.g. with respect to information gaming). 

This incentive system has to be embedded into a Human Resource Management (HRM) 

strategy for which it serves as a central cornerstone. Continuous improvement should 

also be supported by an internal Benchmarking between organisational units. This has to 

ensure that comparisons between units are fair and this implies that the impact of 

context factors is eliminated. 

In order to comply with the requests of external accountability, the outputs of the 

performance management system should be used to inform governance stakeholders as 

well as the public. In doing so, PES should also aim at improving the image of the PES as 

a modern and efficient service agency. This can be done by summarising PES 

performance in a few clearly documented indicators that are easy to interpret, publishing 

data on savings to the national budget, or even a full cost-benefit analysis of the PES 

services. Against this background, we propose to collect the following performance 

enablers in Section A -Strategic Performance Management- which will be assessed 

according to the PDCA-cycle: 
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1. Establishing the fundamentals of performance management by 

target-setting  

Ideally a PES maximises the scope for action allowed by the broader institutional 

context in order to set ambitious targets in a process that is (i) not too 

complicated and time consuming, (ii) informed by systematic analyses of the 

labour market and (iii) involves regional/local units in a way that allows them to 

mutually agree the extent to which they can contribute to achieving national 

targets, given local economic and labour market circumstances. Additional targets 

can also be determined at local level to address local issues. However, there are 

mechanisms that avoid setting too many additional targets at the local level that 

can lead to confusion and a lack of focus. Targets are well communicated to all 

relevant levels of the organisation so that they are perceived as “personal 

missions to be accomplished” for each employee. Responsibilities for all these 

activities are clearly defined to ensure accountability. 

2. Translation of targets into (key) performance indicators and 

measurement  

Ideally a PES translates targets into (key) performance indicators which are 

specific, measurable in a generally accepted manner, clearly weighted, 

realistic and time bound (SMART). They include measures of efficiency and 

sustainability of achievements and to prevent creaming. Furthermore, they 

are well communicated and broken down to all relevant levels (regional/local 

offices, teams/employees). The (key) performance indicators are measured 

on all relevant levels of the organization and systematically compared with 

predefined target values. In doing so, (key) performance indicators are 

adjusted for regional and/or local external factors. Responsibilities for all 

these activities are clearly defined to ensure accountability. 

3. Following up performance measurement  

Ideally a PES shares information on the results of performance measurement 

in a fixed and easily understood format and in accordance with an agreed 

time interval. The format combines different channels, including reports and 

face-to-face information given at individual or team level. The time interval is 

short enough to give useful current feedback but also long enough to be sure 

that data quality is high. Management follows a transparent and forward-

looking management-by-objectives strategy with clearly described 

responsibilities. Furthermore, achievement is followed up by a cascaded 

system of top-down and bottom-up dialogues throughout the organisation, 

strictly based on performance indicators. In doing so, all relevant members of 

staff are involved and the main characteristics of these performance 

dialogues are: respect and fairness, open dialogue, empowerment, reward 

and recognition. Decisions taken in the dialogue are directly and fully 

implemented, monitored, assessed and (if necessary) revised. 

Responsibilities for all these activities are clearly defined to ensure 

accountability. 

4. Making use of the results of performance management  

Ideally a PES implements a system of financial and/or non-financial incentives 

based on performance results to promote continuous improvement. The 

system is designed to avoid de-motivation or perverse incentives. 

Furthermore, the system is embedded into the Human Resource Management 

strategy. Internal Benchmarking between organisational units further 

supports continuous improvement. The benchmarking format ensures that 

comparisons between units are fair. Performance results are presented in a 

clearly defined and easily comprehensible format and also used to inform 
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governance stakeholders as well as the public. Responsibilities for all these 

activities are clearly defined to ensure accountability. 

Interfaces with other Sections of performance enablers: 

Section B: Design of quality management has to match with performance management system and 

review of process standards can be integrated into performance management system 

Section C: For identification of ALMP-effectiveness and review of job matching quality the 

performance management system can deliver input (via Data Warehouse) 

Section D: Review of employer strategy and quality standards for vacancies can be integrated into 

performance management system 

Section E: Results of strategic performance management provide input to evidence base 

Section F: Stakeholder engagement in target-setting process 

Section G: Human Resource Management strategy and local autonomy 

 

 

Figure 1: Interfaces of Section A with other Sections 
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Section B: Design of operational processes 

[References: EU Commission (2014), Peer Review “Blended service delivery for jobseekers”, 

Comparative Paper, Author: Willem Pieterson. EU Commission (2014), 4th PES to PES Dialogue 
Dissemination Conference, PES organisation and service delivery: digitalisation, performance and 
activation. Authors: Roger Sumpton, Isabelle Puchwein Roberts and Helen Metcalfe. EU 
Commission (2011), Multi-channel management: Recent developments in PES and e-government, 
Authors: Willem Pieterson & Zachary Johnson. Thomas Davenport (1993), Process Innovation: 
Reengineering work through information technology. Harvard Business School Press, Boston. ] 

Definitions of concept(s) used 

Risk is defined as the damage/utility of a specific event times the probability that the event occurs 

In designing operational processes PES build on their business model and service 

strategies. The ultimate aims of process design are enhancing the effectiveness and 

efficiency of all workflows and their transparency. For this, clearly defined and 

standardized business processes are essential. A business process8 is defined as a 

structured, measured set of activities designed to produce a specific output for a 

particular customer. It implies a strong emphasis on how work is done within an 

organisation. A process is thus a specific ordering of work activities across time and 

space, with a beginning and an end, and clearly defined inputs and outputs.  

Against this background, a process must have clearly defined boundaries, inputs and 

outputs, consist of smaller parts/activities, which are ordered in time and space, there 

has to be a receiver of the process outcome and the transformation taking place within 

the process must add customer value. There are three types of business processes: (i) 

management processes, i.e. processes that govern the operation of a system, e.g. 

“strategic management”, (ii) core operational processes, i.e. processes that constitute 

the core business and create the primary value stream, and (iii) supporting processes, 

which support the core processes.  

Standardisation of processes implies the unification of activity sequences following a 

specific pattern with the aim of creating a limited number of solutions for the production 

of a specific result. A process standard describes a specific business process in a 

comprehensible manner, i.e. (i) the sequence, (ii) decision rules, (iii) resource inputs, 

(iv) performance parameters, (v) monitoring mechanisms and (vi) types of acceptance 

of results. This has to take into account the three types of business mentioned above 

and contain a concept for the management of process interfaces. Furthermore, it has to 

take into account that regional/local levels of the PES should be able to adapt process 

standards to local peculiarities (e.g. in relation to the size of a local office or the 

geographical distribution of its branches). Therefore regional/local offices need some 

scope of procedural flexibility (see also Section G) without undermining the 

standardization process. Standardized processes should be visualized by flowcharts, 

process matrices and/or landscapes and documented in a handbook or operational 

guidelines for internal communication. 

To be able to implement defined and standardized processes in the organisation, PES 

have to set up a support structure that enables and informs process implementation. The 

collection and storage of comprehensive individual-level data about customers is 

necessary. In accordance with data protection regulations these data has to be made 

available to all relevant levels of the organisation. An ICT-infrastructure has to be 

established that supports the implementation of standardized process. The design and 

the architecture of the ICT infrastructure follows the service strategy and process 

definitions should work well and can be amended without prohibitively high effort. 

                                                 

8 Davenport (1993, p. 5)  
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The implementation of processes is supported and monitored by a quality management 

system, i.e. a purposeful combination of quality management tools that allows the on-

going monitoring of predefined quality standards in a forward-looking manner and 

enables a culture of informed risk taking. The quality management system is used for 

continuous improvement and learning and is not perceived as a goal in itself but as a 

process which continues as long as the expected gains from implementing amendments 

exceed their expected cost (i.e. a positive net gain). All staff are informed about their 

contribution to overall quality and are involved into quality adjustment requirements. 

Modern PES combine different channels of service provision (i.e. blended services) and 

use an integrated multi-channel management to supply appropriate services via the 

proper channels to customers according to their needs and background. For this, a 

channel management concept is necessary which (i) includes a channel-specific 

marketing strategy, (ii) is based on a well-functioning technology and suitable back-up 

systems, (iii) takes into account the accessibility of online channels based on the digital 

literacy of customers and staff, (iv) contains a strategy for monitoring and evaluating 

user friendliness, effectiveness as well as efficiency of different channels and (v) offers 

support/help for users. All members of staff have to be trained to be able to put blended 

services it into practice. 

Against this background, we propose to collect the following performance enablers in 

Section B - Design of Operational Processes - and assessed according to the PDCA-cycle 

1. Process definition and standardisation 

Ideally a PES builds the design of operational processes on its business model 

and service strategies, with the aim of enhancing the effectiveness, efficiency 

and transparency of all workflows. All business processes are clearly defined, 

standardised and differentiate between (i) management processes, (ii) core 

operational processes and (iii) supporting processes. A concept for the 

management of process interfaces also exists. Furthermore, regional/local 

levels of the PES are able to adapt process standards to local peculiarities 

(e.g. in relation to the size of a local office or the geographical distribution of 

its branches) without undermining the standardization process. Standardized 

processes are visualized by flowcharts, process matrices and/or maps and 

documented in a handbook or operational guidelines available to all staff. 

Responsibilities for all these activities are clearly defined to ensure 

accountability. 

2. Implementation of support structure 

Ideally a PES has implemented a support structure that enables and informs 

process implementation. This structure includes the collection and storage of 

comprehensive and high-quality individual-level data about customers. In 

accordance with data protection regulation authorisations, the data is made 

available to all relevant levels of the organisation, including placement 

officers in contact with jobseekers. An ICT infrastructure is in place to actively 

supports the implementation of standardised processes. The design and the 

architecture of the ICT infrastructure follow the service strategy and process 

definitions, work well and can be amended without prohibitively high effort. 

Responsibilities for all these activities are clearly defined to ensure 

accountability. 

3. Quality management 

Ideally a PES has implemented a quality management system that combines 

quality management tools (allowing the on-going actively progressive 

monitoring of predefined quality standards) with the enablement of a culture 

of informed risk taking. The quality management system supports a 

systematic (rather than just a purely instrumental) approach to quality which 

builds on an informed setting of priorities and modalities of quality assurance. 
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The quality management system focuses on the quality of processes and 

provides guidance for regular inspection of quality. All staff are informed 

about their contribution to overall quality and are involved in adjustments to 

the quality systems, as required. The quality management system is used for 

continuous improvement and learning. As a result quality is not perceived as 

a goal but as a process which continues as long as the expected gains from 

implementing amendments exceed their expected cost (i.e. a positive net 

gain) Responsibilities for all these activities are clearly defined to ensure 

accountability. 

4. Channel management and blended services  

Ideally a PES combines different channels of service provision (i.e. blended 

services) and uses an integrated multi-channel management to supply proper 

services via the proper channels to customers according to their needs and 

background. For this, a channel management concept exists which (i) 

includes a channel-specific marketing strategy, (ii) is based on a well-

functioning technology and suitable back-up systems, (iii) takes into account 

the accessibility of online channels and the digital literacy levels of customers 

and staff, (iv) contains a strategy for monitoring and evaluating user 

friendliness, effectiveness as well as efficiency of different channels and (v) 

offers support/help for users. All members of staff are trained to put blended 

services it into practice. Responsibilities for all these activities are clearly 

defined to ensure accountability. 

 

Interfaces with other Sections of performance enablers 

Section A: Design of quality management has to match with performance management system and 
review of process standards can be integrated into performance management system 

Section C: Quality standards and target times should be part of quality management 

Section D: Matching quality should be part of quality management 

Section E: Evidence-based design of service strategies for jobseekers and employers are basis for 
process definition and standardisation  

Section F: Quality standards for service providers should be part of quality management 

Section G: Training for implementation of blended services should be part of HRM strategy 
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Figure 2: Interfaces of Section B with other sections 

 

 
 

 
Section C: Sustainable activation and management of transitions 

[The following builds on: European Commission (2011), Profiling systems for effective labour 
market integration. Use of profiling for resource allocation, action planning and matching. Author: 
Regina Konle-Seidl. European Commission (2013), PES Approaches for Sustainable Activation of 

Low Skilled Adults and Youths: Work-first or Train-first? Author: Sue Leigh-Doyle. European 
Commission (2013), Skills-based profiling and matching in PES. Author: Maite Blázquez. European 
Commission (2014), PES approaches for sustainable activation of the long-term unemployed - Peer 

Review Comparative Paper, Brussels, Author: Claire Duchemin, Anna Manoudi. Eichhorst, W., O. 
Kaufmann, R. Konle-Seidl and H.J. Reinhard (2008), Bringing the jobless into work? An 
introduction to activation policies. In: Werner Eichhorst, Otto Kaufmann and Regina Konle-Seidl 
(eds.), Bringing the jobless into work? Experiences with Activation Schemes in Europe and the US. 
1-16, Berlin: Springer. David Grubb (OECD), Key features of successful activation strategies. 
Presentation at PES to PES Dialogue Conference “Activation and Integration: Working with 
individual action plans”, Brussels, 8- 9 March 2012. OECD (2007), Activating the unemployed: 

What countries do, OECD Employment Outlook, chapter 5.] 
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Definition of concepts used 

Formal qualifications: Formal qualifications are defined as primarily professional and 

methodological abilities which are formally measured and certified by an external authority 

according to clearly defined specifications. Typically, formal qualifications constitute occupational 

profiles or college/university degrees. 

Competences (or equivalently skills): Competences (skills) are defined as abilities to act, i.e. the 

ability to get along in open, complex and dynamic situations. Hence, competences are both 

elements of formal qualifications and abilities which cross and complement formal qualifications. 

Typically, single competences are assigned to broader competence areas for which a large number 

of taxonomies exist. In this case, the following taxonomy will be used: (i) disciplinary competence 

(e.g. general and technical knowledge, expertise), (ii) interdisciplinary competence (e.g. IT- or 

foreign language knowledge), (iii) learning competence (e.g. willingness to learn, willingness for 

self-development and self-reflection), (iv) change competence (e.g. willingness and ability to 

implement changes), (v) methodological competence (e.g. ability to solve problems, ability to 

organize), (vi) self/personal competence (e.g. motivation, willingness to work, resilience, 

frustration tolerance) and (vii) social competence (e.g. ability to work in teams, ability to 

communicate). 

Systematically: Systematically is defined as in a clearly determined time interval, by (a) clearly 

determined person(s) in charge, using clearly determined methods/tools. 

Activation strategies are designed to encourage jobseekers to become more active in 

their efforts to find work and/or improve their employability. Hence, benefit receipt is 

made conditional on job search activities, acceptance of available job offers or the 

participation in active labour market policy measures. Activation strategies typically 

feature (i) early intervention by PES in the unemployment spell and a high contact 

intensity between jobseekers and employment counsellors; (ii) regular reporting and 

monitoring of work availability and job-search actions; (iii) direct referrals of 

(unemployed) jobseekers to vacant jobs; (iv) the setting-up of back-to-work agreements 

or individual action plans; and (v) referral to active labour market programmes (ALMPs) 

to prevent loss of motivation, skills and employability as a result of increasing 

unemployment duration. Typically, these activities aim to apply the principle of “mutual 

obligations” (“rights and responsibilities”), and in particular to monitor benefit recipients’ 

compliance with eligibility conditions and implement, when necessary, temporary 

sanctions or benefit exclusions. The ultimate aim of all activation activities is helping 

jobseekers to find a sustainable job on the primary labour market. 

In order to achieve this aim, PES need a clear and transparent activation and service 

provision strategy. Core elements of such a strategy are (i) a thorough assessment of an 

individual’s employment potential which is followed by (ii) a target-oriented individual 

action plan (if legally possible, based on mutual obligations) with services addressing the 

specific needs identified during the assessment. Both elements have to be monitored 

systematically and revised if necessary.  

To implement such a strategy a segmentation or grouping of jobseekers according to 

their employment potential (or, equivalently, to their needs) is important to reduce the 

complexity for employment counsellors, to ensure that service provision can be 

monitored and that it does not become arbitrary. Segmentation is also a prerequisite for 

a target-oriented distribution of workloads among employment counsellors. Since 

workload of counsellors depends on the number of cases to be handled, the number of 

contacts to be achieved during a given time period and the average duration of a 

contact, an efficient management of workload requires a grouping of jobseekers, 

together with a clear regulation of contact-time durations associated with each contact. 

Such a system determines the number of times a jobseeker is met by his/her 
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employment counsellor during a given period, which implies a natural time period for the 

reporting and monitoring of work availability and job-search actions as well as for the 

referral of a jobseeker to vacant jobs. The latter should be done in close cooperation 

with the employer service unit to ensure that only appropriate jobseekers contact 

employers with vacancies (see Section D). Furthermore, it implies a clear framework for 

the monitoring and (if necessary) revision of individual action plans. 

For the assessment of an individual’s employment potential (individual profiling) a 

holistic approach is essential. This implies that profiling which is solely based on 

information about an individual jobseeker’s employment record, work experience and 

formal qualifications runs the risk of missing important elements of a jobseekers full 

employment potential. Clearly, these “hard facts” about jobseekers are indispensible for 

a sound individual profiling and need to be accessible in a comprehensible format via the 

IT-system in which individual-level data is stored and updated.  

However, methods and tools to assess the full spectrum of competences/skills of a 

jobseeker (skills-based profiling) are necessary. This profile also includes competence 

areas which are notoriously difficult to measure without a thorough knowledge of 

psychological concepts and methods. Hence, employment counsellors should ideally have 

the possibility to refer clients to specialized service units or expert teams that help them 

to assess cases which require extra assistance.  

A full assessment of competences/skills together with “hard facts” provide the basis for 

diagnosing individuals’ strengths and weakness within the context of action planning. 

Additionally, skills-based profiling can be used in the process of matching jobseekers and 

vacancies, thus enabling employers to include more detailed information on competence 

requirements in their job vacancy descriptions. Finally, holistic profiling implies that an 

assessment of an individual’s employment potential can by no means be a unique event 

if an unemployment spell continues longer than a predefined time period. Although “hard 

facts” are unlikely to change during such a spell, skills can and often will. Hence, holistic 

profiling is by its very nature dynamic, i.e. there has to be a follow-up of the 

development of employment potentials in clearly specified time intervals. This can also 

include in-work supports to ensure the sustainability of transitions into the labour 

market.  

The formulation of individual action plans (and if legally possible, based on mutual 

obligations/conditionality) builds on the results of holistic profiling and takes into account 

the segmentation of the jobseeker. A clear bundle of support services and tools is used 

to develop a sustainable transition into the primary labour market. A “work first” or 

“train first” approach will influence the type of services provided.  

In general, active labour market policy measures can be an important element of the 

individual action plan. However, jobseekers should be allocated only to such ALMP-

measures for which evidence exists (see Section E) that they are effective. Targeting of 

ALMPs linked to jobseeker needs is crucial. If ALMP provision is contracted out the 

partnerships with service providers have to be managed by target-oriented formal 

contracts (see Section F). 

Early intervention/engagement is also crucial and has two dimensions: 

1. Early intervention to avoid unemployment before it occurs implies that a PES 

has to follow a pro-active approach which provides services for employed 

individuals at the risk of losing their job (e.g. due to the expiration of 

temporary work contracts or receipt of the notice of termination of their work 

contract). Clearly, such an approach is much easier if the law defines an 

obligation to notify upcoming job losses early. Early intervention for youth 

requires the provision of a good-quality, concrete offer to youth in cooperation 

with service providers and other stakeholders (see Section F). For this it is 

essential to have a clear concept for identifying and addressing the target group 
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for the Youth Guarantee and organizational solutions for an efficient service 

provision to this group. 

2. Early engagement and action-planning to minimise the duration of 

unemployment and to avoid long-term unemployment implies that service 

provision to jobseekers should start as early as possible after a person registers 

with PES. A clear definition of the maximum number of days between 

registration and the first contact/interview with the employment counsellor and 

the agreement of an individual action plan are essential. 

An effective implementation of the activation and service provision strategy necessitates 

that regional/local offices have an appropriate degree of (programmatic) flexibility in 

delivery of services (see also Section G). This implies that regional/local offices have 

some scope to combine instruments and/or define specific targets groups according to 

regional/local characteristics within the boundaries set by the activation and service 

provision strategy described above. 

Against this background, we propose the collection of the following performance enablers 

in Section C (sustainable activation and management of transitions) which will be 

assessed according to the PDCA-cycle: 

1. Holistic profiling 

Ideally a PES bases the assessment of an individual’s employment potential 

(profiling) on a holistic approach. (Profiling covers a range of approaches from 

individual to group to econometric). The profiling is not only based on 

information about an individual jobseeker’s employment record, work 

experience and formal qualifications (“hard facts”) but includes an assessment 

of the full spectrum of competences/skills of a jobseeker (skills-based profiling). 

To support this employment, counsellors have the possibility to refer clients to 

specialized service units or expert teams that help them to assess cases which 

do not appear to be straightforward or need more time to assess. The profiling 

is repeated in clearly specified time intervals. Depending on the results, on-the-

job support post-placement is provided to ensure the sustainability of 

transitions into the labour market. 

2. Segmentation  

Ideally a PES groups jobseekers according to their likely level of need based on 

the results of a holistic profiling. Segmentation is used for a target-oriented 

distribution of workloads among employment counsellors. In this the grouping 

of jobseekers is combined with a clear regulation of minimum contacts, the 

durations associated with each contact and the number of cases to be handled 

by each employment counsellor. This approach determines the number of times 

a jobseeker is met by his/her employment counsellor during a given period, 

which implies a natural time period for the reporting and monitoring of work 

availability and job-search actions as well as for the referral of a jobseeker to 

vacant jobs. Furthermore, it implies a clear framework for the monitoring and 

(if necessary) revision of individual action plans. 

3. Individual action plan and ALMP-measures 

Ideally a PES builds the formulation of individual action plans (if legally 

possible, based on mutual obligations/conditionality) on the results of holistic 

profiling and takes into account the segmentation of the jobseeker. A clear 

bundle of support services and tools is used to develop a sustainable transition 

into the primary labour market. A “work first” or “train first” approach will 

influence the type of services provided. In general, active labour market policy 

measures can be an important element of the individual action plan. However, 

jobseekers should be allocated only to such ALMP-measures for which evidence 

exists that they are effective. Targeting of ALMPs linked to jobseeker needs is 
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crucial. Measures of active labour market policy can (but not necessarily have 

to) constitute an important element of the individual action plan. Thus, the 

definition of service and product bundles from which employment counsellors 

can chose includes a regulation for the use of ALMP-measures subject to 

jobseeker segments. For all medium- and long-term ALMP-measures, especially 

training/qualification measures, pro-active and tailor-made support services for 

participants are available to support as much as possible a seamless transition 

of participants into the primary labour market. These services start before 

participants leave the measure and continue for a fixed time period thereafter. 

4. Early intervention to avoid unemployment and implementation of Youth 

Guarantee 

Ideally a PES follows the principle of early intervention to avoid unemployment 

before it occurs. For this, a pro-active approach is formulated which provides 

services for employed individuals at the risk of losing their job. These services 

aim at supporting these individuals by early, intensive and active job search 

including the use of PES self-information systems. Specifically, a clear concept 

for the implementation of the Youth Guarantee is available, i.e. a transparent 

strategy to provide a good-quality, time-bound concrete offer to youth in 

cooperation with service providers and other stakeholders. This implies that the 

PES has a clear concept for identifying and addressing the target group for the 

Youth Guarantee and organisational solutions for an efficient service provision 

to this group. 

5. Early engagement to reduce the duration of unemployment and 

implementation of the LTU recommendation 

Ideally a PES follows the principle of early intervention to minimise the duration 

of unemployment and to avoid long-term unemployment. To achieve this, 

service provision to jobseekers starts as early as possible after registration at a 

PES. It is essential to have a clear definition of the maximum number of days 

between registration and the first contact/interview with the employment 

counsellor and the agreement of an individual action plan. Furthermore, 

mechanisms to encourage the registration of long-term unemployed with the 

PES exist. All registered long-term unemployed receive an individual in-depth 

assessment to identify their needs and potential and are offered a job 

integration agreement at the very latest at 18 months of unemployment. 

6. Implementation of service and activation strategy 

Ideally a PES supports the concrete implementation of the services and 

products provided to jobseekers by a transparent system that includes options 

to deliver the service in-house or to contract it out. There are clear guidelines 

under which circumstances and for which product/service external service 

providers and/or other public institutions (e.g. service agencies of 

municipalities) are engaged. Furthermore, to ensure an effective 

implementation of the activation and service provision strategy regional/local 

offices have an appropriate degree of programmatic flexibility. This implies that 

regional/local offices have some scope to combine instruments and/or define 

specific targets groups according to regional/local characteristics within the 

boundaries set by the overall activation and service provision strategy. 
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Interfaces with other Sections of performance enablers 

Section A: For identification of ALMP-effectiveness and review of job matching quality the 

performance management system can deliver input (e.g. via Data Warehouse) 

Section B: Quality standards and target times should be part of quality management 

Section D: Matching of jobseekers and vacancies should be done in close cooperation with employer 

service unit 

Section E: Pilot projects for new services for jobseekers 

Section F: Cooperative management of cases with other public institutions and use of external service 

providers (“buying” of services instead of “making”) 

Section G: Possibility to resort to specialised support for holistic profiling 

 

 

Figure 3: Interfaces of Section C with other Sections 
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Section D: Relations with employers 

[The following builds on: European Commission (2014), PES recruitment services for employers, 

Brussels, Authors: Martin Dietz, Holger Bähr and Christopher Osiander. HoPES Working Group 
(2011), Public Employment Services’ Contribution to EU 2020, PES 2020 Strategy Output Paper, 
European Network of Heads of Public Employment Services (HoPES). European Commission 
(2013), Targeted services for employers – Toolkit, Brussels, Author: Helen Tubb, Isabelle 
Puchwein Roberts and Helen Metcalfe.] 

Structural and technological change, ageing workforces and an increasing mismatch 

between jobseekers and job requirements result in an increasing focus of PES on the 

demand-side of the labour market (which is also seen as an integral part of the PES’ 

contribution to the objectives of EU 2020). For a target-oriented service provision to 

employers PES have to develop and implement a transparent strategy for employers who 

are identified and managed as important strategic partners. Since the structure of 

companies with respect to size, economic sector, maturity, skill needs, the importance of 

temporary employment agencies etc. varies across different regions within one PES, the 

development of an employer strategy has to build on thorough and regionally 

disaggregated labour market analyses.  

With respect to the services offered to employers, the strategy has to clearly distinguish 

between (i) the core activity of actively acquiring vacancies and matching them with 

jobseekers, including advisory services directly related to this activity and the use of 

ALMP-measures in this context, and (ii) complementary further services for employers 

(e.g. the use of different recruitment channels, continuing vocational training supports). 

A clear and key task of PES is to source vacancies and match them with suitable 

jobseekers (for the specifics of the matching procedure, see below). This requires the 

establishment of a long-term and deep relationship with employers with the aim of 

supporting the core activity of matching vacancies and jobseekers.  

Although many PES follow a universal approach to all employers, in the majority of cases 

factual employer segmentation occurs in order to address different employer demands 

varying with characteristics such as size and economic sector. The definition of the 

choice of approach is part of a well-defined employer strategy. This also includes a clear 

strategy towards SMEs which are an important customer group since they constitute the 

largest share of companies but which may be difficult and costly to reach. Finally, to 

ensure target-oriented implementation of the strategy it is essential that it also contains 

clearly defined targets for employer services. These targets should be an integral part of 

the performance management system and the employer strategy is communicated to all 

relevant levels of the organisation. 

Reaching out to employers may require dedicated trained PES staff. A separate unit 

(department or team) which is responsible for pooling all contacts to employer 

customers appears to be an effective approach. Members of staff of this unit need to 

display a clear customer service approach embodying the principle of “one face to the 

customer”. The unit should serve as a one-stop-shop for employers with individual 

contact persons for each employer. Employees in this unit need to have a profound 

knowledge of the regional/local labour market and a deep understanding of the 

companies’ needs. Different channels including e-channels for vacancy submission are 

also used (see also “blended services” in Section B). 

In the matching process of vacancies with jobseekers it is important to build a well-

functioning interface between the employer service unit and jobseeker services. The 

cooperation between the employer service unit and jobseeker services has to be 

continuously reviewed (including mutual meetings on a regular basis) and has to be 

integrated into the quality management system. To achieve the best possible matches a 

two-step selection process should be pursued which combines ICT-driven automated 

matching with a further refined selection by the employment counsellors. The quality of 

the matching process should be reviewed regularly taking employer feedback into 

account (e.g. via employer satisfaction survey). 
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Against this background, we suggest the collection of the following performance enablers 

in Section D (relations with employers) which will be assessed according to the PDCA-

cycle: 

1. Employer strategy and management 

For a target-oriented service provision to employers, a PES ideally has 

developed and implemented a transparent strategy for employers who are 

identified and managed as important strategic partners. This strategy is 

informed by thorough and regionally disaggregated labour market analyses. The 

strategy clearly distinguishes between (i) the core activity of actively acquiring 

vacancies and matching them with jobseekers including advisory services 

directly related to this activity and the use of ALMP-measures in this context and 

(ii) complementary further services for employers (e.g. use of different 

recruitment channels, continuing vocational training supports). Furthermore, the 

strategy explicitly addresses the segmentation of employer services and offers a 

clear concept whether employer services should be provided universally or in a 

segmented way. This also includes a clear strategy towards SMEs which can be 

an important customer group but which are difficult and costly to reach. 

Moreover, the strategy also contains clearly defined targets for employer 

services which are an integral part of the performance management system. 

Finally, the strategy is communicated to all relevant levels of the organisation. 

2. Specialised unit for employer services 

Ideally a PES runs a separate unit (department or team), responsible for pooling 

all contacts with employer customers. Members of staff display a clear customer 

service approach. The employers’ service unit embodies the principle “one face 

to the customer” and serves as a one-stop-shop for employers, with individual 

contact persons for each employer. Staff in the employer unit have a profound 

knowledge of the regional/local labour market and a deep understanding of the 

companies’ needs. Services provision includes different channels including e-

channels for vacancy submission. 

3. Matching vacancies and jobseekers  

Ideally a PES attaches particular importance to a well-functioning interface 

between the employer service unit and jobseeker services in order to match 

vacancies and jobseekers. Co-operation between the employer service unit and 

jobseeker services is continuously reviewed and integrated into the quality 

management system. Mutual meetings take place on a regular basis. To achieve 

the best possible matches a two-step process combines ICT-driven automated 

matching with a further refined selection by the employment counsellors. The 

quality of the matching process should be reviewed regularly taking employer 

feedback into account (e.g. via employer satisfaction survey) 

Interfaces with other Sections of performance enablers: 

Section A: Review of employer strategy and quality standards for vacancies can be integrated into 

performance management system 

Section B: Matching quality should be part of quality management 

Section C: Matching of jobseekers and vacancies should be done in close cooperation with 

employment counsellors 

Section E: Pilot projects for new services for employers 

Section F: Employer associations and/or chambers can be important stakeholders for partnerships 

Section G: Specialised training for staff of employer service unit 
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Figure 4: Interfaces of Section D with other Sections 

Section E: Evidence-based design and implementation of PES services 

[The following builds on: European Commission (2013), Review of Performance Management in 
Public Employment Services, Brussels, Author: Alex Nunn. European Commission (2014), Central 
Steering and Local Autonomy in Public Employment Services, Brussels, Author: Timo Weißhaupt. 
European Commission (2012), Organisational development, improvement and innovation 
management in Public Employment Services, Authors: Nick Thijs and Patrick Staes.] 

For a strict evidence-based design of PES services it is necessary to combine the 

information delivered by a sound performance management system (see Section A) with 

a transparent and comprehensible ex-ante evaluation of specific service designs. For the 

latter a standardised format (e.g. SWOT-analysis) should be used which combines the 

results of high-quality ex-post evaluations (e.g. for comparable services) with rigorous 

theoretical reasoning on the likely effects of the specific service design.  

High-quality ex-post evaluations serve a double purpose. On the one hand they are a 

necessary input for ex-ante evaluations of service designs. On the other hand, they are a 

prerequisite for an evidenced-based implementation of services. In this context, 

implementation of services is defined as integrating service provision into the 

organisational practice (e.g. by defining responsibilities, communicating the goals of 

specific services, providing guidelines/handbooks, defining performance indicators etc.) 
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and the practical provision of the services in every-day contact with customers. The 

latter is typically done at the local labour offices. Hence, evidence-based implementation 

of services also refers to an accountable implementation of local autonomy (see also 

Section G), i.e. a sensible combination of local autonomy and central 

direction/management.  

Against this background, high-quality ex-post evaluations combine both implementation 

and impact analyses. Accompanying implementation analyses can either use methods of 

qualitative social research (e.g. case studies and expert interviews) and/or customer 

feedback (e.g. from customer surveys) to identify practical success factors and obstacles 

to the implementation of specific services within the PES and service provision to 

customers. Impact analyses aim at identifying the causal impact of services on a 

predefined target group and performance indicator(s). To do this randomised controlled 

trials (“social experiments”) or the use of “natural experiments” (due to for example 

changes in legislation) constitute the gold standard. If experiments are not feasible, 

observational studies using econometric methods like e.g. matching on the propensity 

score, difference-in-difference or regression discontinuity analysis should be used. 

Ideally, implementation and impact analyses are combined in a way that allows the 

identification of differences in causal impacts conditional on differences of specific 

implementation “types, i.e. effect heterogeneity with respect to specific implementation 

modalities. 

In cases where ex-ante evaluations do not result in a clear or reliable expectation of 

positive effects of a specific service, pilot projects in a limited number of offices or for a 

limited number of customers should be used to gain experience/insights on the effects of 

such services while minimising possible negative side effects. The effects of such pilot 

projects have to be evaluated rigorously using the above-mentioned combination of 

implementation and impact analyses. Furthermore it needs to be taken into account that 

results from pilot projects can suffer from (positive as well as negative) biases due to 

e.g. an extraordinary high/low motivation of staff working in a pilot project. Hence, the 

extrapolation of the results from pilot projects to the organisation as a whole has to be 

done very carefully. 

Furthermore, it is essential that evaluation results are communicated to all 

organisational levels of the PES and all relevant employees and that those employees 

providing the services to customers are equipped with guidelines/tools to optimally 

utilize evaluation results for every-day work (e.g. guidelines for the allocation of 

jobseekers to effective training measures according to their background characteristics). 

Moreover, to contribute to “making the business case” a transparent handling of 

evaluation results is necessary. This implies that such results are published in a 

comprehensible format and on a regular basis.  

Finally, evidence-based service design and implementation has to be integrated into a 

transparent system of management of change and innovation. This implies that changes 

are not perceived as threats but as potential for improving performance and that 

changes are driven by evidence-based strategic decisions. In this decision process all 

organisational levels of the PES as well as employees should be involved. Thus, different 

platforms have to be set up to actively manage change, taking into account the expertise 

on all organisational and personnel levels. This includes e.g. thematic dialogues, best-

practice exchange and other formats to which representatives of all levels are 

encouraged to contribute.  

Against this background, we suggest the collection of the following performance enablers 

in Section E (evidence-based design and implementation of PES services) which will be 

assessed according to the PDCA-cycle: 
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1. Ex-ante and ex-post evaluation 

Ideally a PES combines the information delivered by a sound performance 

management system with a transparent and comprehensible ex-ante 

evaluation of specific service designs. For the latter a standardised format 

(e.g. SWOT-analysis) is used which combines the results of high-quality ex-

post evaluations (e.g. for comparable services) with rigorous theoretical 

reasoning on the likely effects of the specific service design. High-quality ex-

post evaluations take into account the integration of service provision into the 

organisational practice (e.g. by defining responsibilities, communicating the 

goals of specific services, providing guidelines/handbooks, defining 

performance indicators etc.) and the practical provision of the services in 

every-day contact with customers, which is typically done at the local labour 

offices. Thus, high-quality ex-post evaluations comprise an appropriate 

combination of implementation and impact analyses. Ideally, implementation 

and impact analyses are combined in a way that allows the identification of 

differences in causal impacts conditional on differences on specific 

implementation “types”. 

2. Pilot projects 

Ideally a PES conducts pilot projects in cases in which ex-ante evaluations do 

not provide evidence on positive results of a specific service. Pilot projects are 

used in a limited number of offices or for a limited number of customers to 

gain experience/insights on the effects of such services while minimizing 

possible negative side effects. The effects of such pilot projects are evaluated 

rigorously using the above-mentioned combination of implementation and 

impact analyses. Furthermore, it is taken into account that results from pilot 

projects can suffer from (positive as well as negative) biases and that the 

extrapolation of the results from pilot projects to the organisation as a whole 

has to be done very carefully. 

3. Communication of evaluation results 

Ideally evaluation results are communicated to all organisational levels of the 

PES and all relevant employees in a transparent and comprehensible format. 

Furthermore, those employees providing the services to customers are 

equipped with guidelines/tools to optimally utilise evaluation results for 

every-day work (e.g. guidelines for the allocation of jobseekers to effective 

training measures according their background characteristics). Moreover, to 

contribute to “making the business case” evaluation results are published in a 

comprehensible format and on a regular basis.  

4. Management of change and innovation 

Ideally a PES integrates evidence-based service design and implementation 

into a transparent system of management of change and innovation. This 

implies that changes are not perceived as threats but as potentials for 

improving performance and that changes are driven by evidence-based 

strategic decisions. In this decision-process all organisational levels of the 

PES as well as employees are involved. Thus, different approaches are used 

to actively manage change, taking into account the expertise at all 

organisational and personnel levels. This includes for example thematic 

dialogues, best-practice exchange and other formats to which representatives 

of all levels are called to contribute. 
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Interfaces with other Sections of performance enablers: 

Section A: Results of strategic performance management provide input to evidence 

base 

Section B: Evidence-based design of service strategies for jobseekers and employers are 

basis for process definition and standardisation 

Section C: Pilot projects for new services for jobseekers 

Section D: Pilot projects for new services for employers 

Section F: Communication of evaluation results to all relevant stakeholders 

Section G: Involvement of local levels into management of change and innovation 

 

 

Figure 5: Interfaces of Section E with other Section 
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Section F: Management of partnerships and stakeholders 

[The following builds on: European Commission (2012), Organisational development, improvement 

and innovation management in Public Employment Services, Brussels, Authors: Nick Thijs and 
Patrick Staes. European Commission (2013), Successful partnerships in delivering Public 
Employment Services, Brussels, Author: Anette Scopetta. EFQM (ed.) (2012), EFQM User guide: 
Understanding an Organisation’s Stakeholders, Brussels. European Commission (2014), 4th PES to 
PES Dialogue Dissemination Conference. PES organisation and service delivery: digitalisation, 
decentralisation, performance and activation, Authors: Roger Sumpton, Isabelle Puchwein Roberts 
and Helen Metcalfe.] 

The above-mentioned references demonstrate that cooperation takes many forms in 

PES. This is done by setting up formal and informal partnerships to deliver specific 

services, or engaging with employers to increase the quality of job matching and to 

maximise vacancy filling. Such cooperation is also central to tailoring activation to the 

specific needs of jobseekers, especially for harder to reach and harder to place 

jobseekers. Against this background, it is essential that partnership building between 

actors is a clearly defined objective of PES at all levels of the organisation. This implies 

setting up partnership programmes and actions that ensure innovative collaborative 

policy implementation. In this context partnership is a specific form of arrangement 

between partners consisting of a close relationship including joint decision-making and 

shared commitment of partners. Hence, partnerships (i) are (frequently) multi-

stakeholder relationships, (ii) have agreements based on identifiable responsibilities, 

joint rights and obligations that are accepted by all partners and (iii) jointly define, 

decide and pursue objectives and have shared commitment and strong sense of 

ownership. 

Stakeholders can be defined as persons, groups or organisations that affect or can be 

affected by an organisation's actions. For an efficient management of stakeholders and 

partnerships it is essential to identify and structure the relevant stakeholders. In doing 

so, all stakeholders should be identified and classified into functional groups. 

Furthermore, the type or the nature of the relationship (e.g. governing authority, service 

provider, social partner etc.) has to be defined, the relationship with the stakeholders on 

the different levels (national, regional, local) have to be analysed and the relevance for 

PES services (given objectives and targets of the PES) at these levels has to be 

assessed. All employees have to be aware of the functions and relevance of all significant 

stakeholders. 

Building partnerships needs to be a clearly defined objective of PES and has to be carried 

out at all levels of the organisation with the aim of setting up partnership programmes 

as well as actions to ensure innovative collaborative policy implementation. Naturally, a 

prerequisite for partnerships is mutual willingness for co-operation. Thus, in partnership 

building PES are dependent on the willingness and/or capacities of their stakeholders and 

need to encourage collaboration. 

Furthermore, established partnerships have to be actively managed. In order to do this, 

it is helpful to consider the four most important groups of stakeholders in more detail. 

These four groups are: 

 supervising authorities  

 social partners 

 service providers 

 institutions (other than service providers) involved in the implementation of the 

Youth Guarantee (e.g. schools, youth welfare service) 

Users/customers or, more generally speaking, receivers of services (employers as well 

as jobseekers) and PES-staff can also be perceived as stakeholders (treated in separate 

Sections C, D and G). This also includes temporary employment agencies since these are 



    Benchlearning Manual 

49 
2017 

employers on the primary labour market. Furthermore, public institutions with which 

cases are managed in cooperation can also be seen as stakeholders. Again, this group 

are treated separately above (Section C).  

For the management of relationships with these stakeholder groups, a thorough and 

balanced involvement of stakeholders in all relevant phases of the strategic management 

and service provision process is necessary. Furthermore, it is essential to develop 

transparent agreements for each partner’s responsibilities, to systematically monitor and 

evaluate the implementation and the results of partnerships and to exchange their 

results with all partners. Moreover, PES have to develop and apply precise selection 

criteria in a formal procurement process of external partner services. These criteria build 

on performance measures to ensure that those service providers are selected for which 

the most promising results can be expected. In the operation of service contracts, 

transparent quality standards are necessary and are systematically monitored.  

Against this background, we suggest the collection of the following performance enablers 

in Section F (management of partnerships and stakeholders) which will be assessed 

according to the PDCA-cycle: 

1. Identification and structuring of relevant stakeholders 

Ideally a PES has identified the relevant stakeholders and has 

structured/classified them in functional groups. For each relevant stakeholder 

the type or the nature of the relationship (e.g. governing authority, service 

provider, social partner etc.) is defined, the relationship with the stakeholder 

on the different levels (national, regional, local) is analysed and the relevance 

for PES services (given objectives and targets of the PES) at these levels is 

assessed. All employees are aware of the functions and relevance of all 

important stakeholders. 

2. Partnership building 

Ideally a PES builds partnerships. This is a clearly defined objective of the 

organisation and is carried out at all levels of the organisation with the aim of 

setting up partnership programmes and actions that ensure innovative 

collaborative policy implementation regarding the targets of the PES. In doing 

so, it is recognised that a prerequisite for partnerships is mutual willingness 

for co-operation.  

3. Management of partnerships with supervising authorities  

Ideally a PES manages the partnerships with supervising authorities by (i) a 

thorough and balanced involvement of them in all relevant phases of the 

strategic management and service provision process, (ii) by developing 

transparent agreements for each partner’s responsibilities, (iii) by 

systematically monitoring and evaluating the implementation and the results 

of partnerships and (iv) by sharing the monitoring/evaluation results with all 

partners.  

4. Management of partnerships with social partners 

Ideally a PES manages the partnerships with social partners by (i) a thorough 

and balanced involvement of them in all relevant phases of the strategic 

management and service provision process, (ii) by developing transparent 

agreements for each partner’s responsibilities, (iii) by systematically 

monitoring and evaluating the implementation and the results of partnerships 

and (iv) by sharing the monitoring/evaluation results with all partners. 

5. Management of partnerships with service providers 

Ideally a PES manages the partnerships with service providers by (i) a 

thorough and balanced involvement of them in all relevant phases of the 

strategic management and service provision process, (ii) by developing 
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transparent agreements for each partner’s responsibilities, (iii) by 

systematically monitoring and evaluating the implementation and the results 

of partnerships and (iv) by sharing the monitoring/evaluation results with all 

partners. Furthermore, precise selection criteria have been developed which 

are applied in a formal procurement process and which build on performance 

measures. The management of service providers should also focus on the 

outcome of their activities such as the job integration rate, in line with the 

principle ‘The money goes where the results are achieved. In the operation of 

service contracts, transparent quality standards are necessary and are 

systematically monitored. 

6. Management of partnerships with institutions involved in the 

implementation of the Youth Guarantee 

Ideally a PES manages the partnerships with institutions (other than service 

providers) involved in the implementation of the Youth Guarantee by (i) a 

thorough and balanced involvement of them in all relevant phases of the 

strategic management and service provision process, (ii) by developing 

transparent agreements defining each partner’s responsibilities, (iii) by 

systematically monitoring and evaluating the implementation and the results 

of partnerships and (iv) by sharing the monitoring/evaluation results with all 

partners. 

Box N: Interfaces with other Sections of performance enablers 

Section A: Stakeholder engagement in target-setting process and information on target 

achievement 

Section B: Quality standards for service providers should be part of quality 

management 

Section C: Cooperative management of cases with other public institutions and use of 

external service providers (“buying” of services instead of “making”) 

Section D: Employer associations and/or chambers can be important stakeholders for 

partnerships 

Section E: Communication of evaluation results to all relevant stakeholders  

Section G: Involvement of local level in partnership building 
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Figure 6: Interfaces of Section F with other Sections 

 

Section G: Allocation of PES resources 

[The following builds on: European Commission (2013), Review of Performance Management in 
Public Employment Services, Brussels, Author: Alex Nunn. European Commission (2013), Staffing 
concepts and the role of leadership in PES, Brussels, Author: Sanja Crnković-Pozaić. European 

Commission (2013), Core competences in PES, entrance requirements and on-going professional 
development: the current position, Brussels, Author: Łukasz Sienkiewicz. PES to PES Dialogue 

Conference “Quality management: professionalism of employment counsellors”, Brussels, 17 – 18 
April 2013. European Commission (2012), Job profiles and training for employment counsellors, 
Brussels, Author: Łukasz Sienkiewicz. European Commission (2014), Central Steering and Local 
Autonomy in Public Employment Services, Brussels, Author: Timo Weißhaupt.] 

The following definition of concepts are used: 

Formal qualifications: Formal qualifications are defined as primarily professional and methodological 

abilities which are formally measured and certified by an external authority according to clearly 

defined specifications. Typically, formal qualifications constitute occupational profiles or 

college/university degrees. 

Competences (or equivalently skills): Competences (skills) are defined as abilities to act, i.e. the ability 
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to get along in open, complex and dynamic situations. Hence, competences are both elements of 

formal qualifications and abilities which cross and complement formal qualifications. Typically, single 

competences can be assigned to broader competence areas for which a large number of taxonomies 

exist. In the case at hand, the following taxonomy will be used: (i) disciplinary competence (e.g. 

general and technical knowledge, expertise), (ii) interdisciplinary competence (e.g. IT- or foreign 

language knowledge), (iii) learning competence (e.g. willingness to learn, willingness for self-

development and self-reflection), (iv) change competence (e.g. willingness and ability to implement 

changes), (v) methodological competence (e.g. ability to solve problems, ability to organize), (vi) 

self/personal competence (e.g. motivation, willingness to work, resilience, frustration tolerance) and 

(vii) social competence (e.g. ability to work in teams, ability to communicate). 

Systematically: Systematically is defined as in a clearly determined time interval, by (a) clearly 

determined person(s) in charge, using clearly determined methods/tools. 

The most important resources of PES are (i) human resources and (ii) financial 

resources. Flexibility for decision makers within PES is crucial for the efficient allocation 

of these resources to tasks in a way which ensures the achievement of PES targets at 

the lowest cost. Clearly, the scope of action in this context depends on the broader 

institutional context (see Section A) and varies across PES. In allocating resources PES 

should use as far as possible every aspect of discretion possible to implement a flexible 

and efficiency-oriented mechanism. This implies that the precise allocation of resources 

to tasks should be done at that organisational level which is the closest to the 

completion of a specific task. Hence, regional and local labour offices need autonomy 

with respect to resource allocation. However, to ensure the efficient use of resources and 

accountability, regional/local autonomy has to be combined with central direction and 

management which is an integral part of performance management. 

Human Resources 

With respect to human resources, the shift in the role of PES towards services focused 

on activation and facilitation of transitions, has strengthened the counselling and 

guidance elements in the job of employment counsellors. PES counsellors now have a 

job profile that can combine the role of broker, counsellor, social worker and includes 

administrative tasks. Changing tasks requirements are accompanied by changing 

competence requirements. The differentiation of tasks requires a broad range of 

interdisciplinary knowledge as well as adequate “hard” and “soft” skills with the expected 

balance between key administrative and customer service competences. The same holds 

for the job profile of counsellors responsible for the provision of services towards 

employers. 

Therefore it is essential that PES develop and implement a clear strategy of Human 

Resource Management (HRM) which consists of the following central elements: 

 Definition and description of qualifications and competences profiles for all 

functions at all organisational levels and these profiles should be made 

accessible to all employees 

 On-going analyses of the organisation’s human resource capacity and forecasts 

of future requirements 

 Flexible recruitment methods which enable the filling of all vacancies on all 

organisational levels in strict accordance with these profiles; this implies the 

use of different recruitment channels (e.g. job advertisements in newspapers 

and internet job engines, presence on job fairs, information for 

college/university graduates etc.) and the possibility for regional/local offices 

to take part in the recruitment process of their own staff  
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 An initial training plan for new employees upon entry which takes into account 

that specific qualifications are typically accompanied by varying competences 

(e.g. methodological competences tend to be higher for economists than for 

social pedagogues whereas the opposite holds for social competences); this 

includes the use of mentoring and coaching programs as informal training 

procedures  

 A further training and career development plan which is strictly competency 

based and incorporates a life-cycle approach which takes into account work-

life balance, ageing of the workforce and an active management of diversity  

This strategy needs to be linked with financial and non-financial incentives based on 

performance results to promote continuous improvement (see Section A). Its 

implementation within the organisation has to be monitored systematically which 

includes the request of feedback from employees (e.g. by employee satisfaction 

surveys). 

Financial resources 

An efficient allocation of financial resources is based on a strict target-oriented 

procedure. This means, that the distribution of financial resources from the central to the 

regional/local level follows an analysis of the regional/local labour market situation and 

the targets to be achieved given this situation in bilateral negotiations. After the budget 

is distributed regional/local offices should be fully flexible to use it according to their 

needs. Ideally, regional/local offices have the possibility to shift budgets between 

personnel/equipment and ALMP-measures as well as (at least partly) across fiscal years. 

However, regional/local offices should also be fully accountable for the results achieved 

by its use. To ensure this, the performance management system (see Section A) has to 

be able to inform about target achievement of each regional/local office in due time. 

Finally, to enable regional/local offices to achieve their targets budgetary flexibility has 

to be accompanied by an appropriate level of procedural (see Section B) and 

programmatic flexibility (see Section C). Against this background, we suggest to collect 

the following performance enablers in Section G (allocation of PES resources) which will 

be assessed according to the PDCA-cycle: 

1. Human Resource Management 

Ideally a PES develops and implements a clear Human Resource Management 

strategy which consists of the following central elements: (i) definition and 

description of qualifications and competences profiles for all functions at all 

organisational levels; these profiles are made accessible to all employees; (ii) 

on-going analyses of the organisation’s human resource capacity and forecasts 

of future requirements; (iii) flexible recruitment methods which enable the filling 

of all vacancies on all organisational levels in strict accordance with these 

profiles; regional/local offices take part in the recruitment decision in case of 

their own staff; (iv) an initial training plan for new employees upon entry which 

takes into account that specific qualifications are typically accompanied with 

varying competences and includes the use of mentoring and coaching programs 

as informal training procedures; and (v) a further training and career 

development plan which is strictly competency based and incorporates a life-

cycle approach which takes into account work-life balance, ageing of the 

workforce and an active management of diversity. Its implementation within the 

organisation is monitored systematically which includes the request of feedback 

from employees (e.g. by employee satisfaction surveys).  

2. Budget allocation and use 

Ideally a PES bases the allocation of financial resources on a strict target-

oriented procedure, i.e. the distribution of financial resources from the central to 

the regional/local level follows an analysis of the regional/local labour market 

situation and the targets to be achieved given this situation in bilateral 
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negotiations. After the budget is distributed regional/local offices are fully 

flexible to use it according to their needs. Ideally, regional/local offices have the 

possibility to shift budgets between personnel/equipment and ALMP-measures 

as well as (at least partly) across fiscal years. Simultaneously, regional/local 

offices are also fully accountable for the results achieved by its use. To ensure 

this, the performance management system is able to inform about target 

achievement of each regional/local office in due time. 

Interfaces with other Sections of performance enablers: 

Section A: Human Resource Management strategy and local autonomy 

Section B: Training for implementation of blended services should be part of HRM  

Section C: Possibility to resort to specialised support for holistic profiling 

Section D: Specialised training for staff of employer service unit 

Section E: Involvement of local levels into management of change and innovation 

Section F: Involvement of local level in partnership building 

 

 

Figure 7: Interfaces of Section G with other Sections 
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Section H: Identification and implementation of a reform agenda 

Background material: 

 Huerta Melchor, O. (2008): Managing Change in OECD Governments: An Introductory 
Framework. OECD Working Papers on Public Governance No. 12.  

 Fernandez, S. and H.G. Rainey (2006): Managing Successful Organizational Change in 
the Public Sector. Public Administration Review, 66(2), 168–176. 

 Hartley, J. (2005): Innovation in Governance and Public Services: Past and Present. 

Public Money & Management, 25(1), 27-34. 
 European Commission (2012), Organisational development, improvement and innovation 

management in Public Employment Services. Brussels, Authors: Nick Thijs and Patrick 
Staes. 

 Public Sector Commission of Western Australia (2015): Structural change management – 
A guide to assist agencies to manage change. Download: www.publicsector.wa.gov.au. 

During the first cycle of BL, 30 PES went through a combined self-assessment external-

assessment exercise. One central aim of this exercise was to identify those areas within 

each PES which exhibited the largest room for improvement from two perspectives: (i) 

the perspective of the organisation itself and (ii) conditional to this, from the perspective 

of well-intended, informed and interested “outsiders” (i.e. the external assessor team). 

All PES that were visited in 2015 and 2016 received a detailed feedback report with 

several recommendations /suggestions. In many cases, the external recommendations 

/suggestions (in the following often “ideas”) addressed areas of the organisation that 

were in line with those identified by the host PES itself as exhibiting major room for 

improvement. Thus, at the end of the first BL cycle, all 30 PES were equipped with an 

extensive set of ideas for changes in one or more areas of their organisations. 

It was clear from the outset that it is up to the PES to decide on what to do with these 

ideas. However, there was also a clear expectation that each PES thoroughly analyses 

them and then decides how to proceed Thus, it is (at least theoretically) possible that a 

PES comes to the conclusion that none of the ideas for change should or could be 

implemented. However, also in these cases the first enabler below (i.e. the identification 

of the need for change and the assessment of the different change options) applies 

because it addresses the assessment of all recommendations as a starting point.  

Typically, the identification and implementation of a reform agenda can be divided into 

five phases (see also Figure 8): (i) initialisation, (ii) design, (iii) mobilisation, (iv) 

implementation, and (v) creation of sustainability (reinforcement). In mature 

organisations with a well-developed and deeply anchored continuous improvement 

process, these five phases are passed through steadily. However, even in such PES there 

needs to be a person or a team that is responsible for coordinating and overseeing these 

phases as well as for applying corrective actions, if necessary. Hence, change is a 

managed process and once again the backbone for identifying and implementing a 

reform agenda is the PDCA-cycle. Stripped down to its basics, this cycle requires a clear 

definition of tasks, time and responsibilities, or in other words, a clear answer to the 

question “who does what until when?” 

http://www.publicsector.wa.gov.au/
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Figure 8: Five phases of change 

 

Managing change refers to adapting mindsets, culture and attitudes to a new 

environment, paving the way for reform initiatives to produce the desired results, 

dealing with unintended consequences and resistance to change. Potentially, there are 

many factors which can lead to internal resistance to change. One of the most important 

is a lack of coherence and consistency with other initiatives, which may produce 

confusion and generate opposition. Another factor is the fear and uncertainty of a new 

work environment, which can generate opposition to a reform initiative. These two 

factors need to be addressed proactively by change managers to minimise their impact. 

In addition to that, external resistance can occur, from supervising authorities, other 

governance members or external stakeholders in general. The reasons for such 

resistance can be manifold – from political power considerations to vital commercial 

interests – but imply that change not only needs intra-organisational, but also external 

support. 

Thus, a promising reform agenda must be intelligible to all relevant internal and external 

stakeholders as well as consistent with other reform initiatives to facilitate the 

acceptance and management of change, and to avoid confusion and negative side 

effects. Therefore, strong, trusted and committed leadership is the key determinant for 

successful reform. Often, the principles for successful change are summarised as follows: 

 A clearly defined rationale and vision of the change is understood 

 Stakeholders are identified, appropriately consulted and informed 

 The system and processes developed to achieve the change are transparent 

 Collective and collaborative leadership is empowered 

 There is a dedicated focus on people 

 The change is systematically reviewed and adapted to make change sustainable 

Initialisation

Design

Mobilisation

Implementation
Reinforcement

Participation

Participation
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In terms of the five phases mentioned above, there are some critically important aspects 

which PES need to consider if they want to adhere to the principles. 

Initialisation 

The first phase refers to the identification of the need for change, the assessment of 

different change options and the activation of change providers. At the end of this phase, 

the complete change process can be stopped if there is either no need for change 

identified or if all of the change options assessed cannot or should not be followed. Thus, 

change proposals have to be assessed according to their expected cost-benefit 

relationship. 

This essentially involves a reliable estimate of the resources that have either to be 

acquired additionally or at least redeployed or redirected towards a host of new 

activities. These include the costs of developing a plan or strategy for implementing the 

change, communicating the need for change, training employees, developing new 

processes and practices, restructuring and reorganising the organisation, and testing and 

experimenting with the innovations. These are the central (direct) costs of a specific 

change for which a reliable ex ante assessment is needed. Furthermore, it has to be 

taken into account that additional (indirect) costs can occur if the reform leads to 

unintended side effects (e.g. windfall9 gains of a new employer initiative, substitution 

effects of new jobseeker treatments). Finally, another important aspect of the costs of a 

reform comprises potential resistance/opposition among internal and/or external 

stakeholders and the costs involved to counter this.  

Expected costs of change must therefore be compared to expected gains to identify 

those with the most promising cost-benefit relationship. Hence, reliable expectations 

have to be formed about potential benefits. In this endeavour, it is important to take into 

account that some gains might occur indirectly. For instance, modernising an IT-system 

might streamline the workflow of employment counsellors, which gives them more time 

to support jobseekers in finding work and, therefore, leads to higher transitions into 

employment, which is associated with lower benefit payments and additional revenues in 

form of tax payments and/or social security contributions. Clearly, a precise comparison 

of costs and gains of a reform is very difficult and requires the monetisation of both 

components, which is not always possible. However, without at least a reasonable and 

comprehensible qualitative assessment of the cost-gains relationship it is impossible to 

rationally decide on the different change options. 

Thus, a sound methodology has to be applied to derive a cost-gains assessment. This 

can involve statistical/econometric techniques, surveys among employees and/or 

customers, references to the literature and/or the experiences in other public 

organisations or peer PES. Furthermore, it can be reasonable to involve external 

expertise into this exercise, e.g. in form of advisory committees or feasibility studies. 

As indicated in Figure 8, the establishment of transparency is decisive in this phase. This 

implies that the participation of all relevant internal and external stakeholders has to be 

ensured. This does not necessarily mean that they are actively involved in the calculation 

of expected costs-gains relationships of the different options, although some of them 

might be able to provide valuable input. It does, however, imply that they are informed 

about the approach/method and the results of it. As a general rule, early information, 

comprehensible explanations and regular dialogue are essential aspects of promising 

reform agendas. 

                                                 

9    “Windfall gains” is used here as a technical term of economics which refers to situation when people are 

incentivised to do something which they would have done anyway. For instance, a wage subsidy for 
employers can result in a subsidised hiring which would have occurred also in the absence of the subsidy. 
Such a hiring would then be a windfall gain. 
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At the end of the initialisation phase, a PES should have a clear understanding which of 

the ideas for change are promising in terms of their cost-gains relationship and should 

be able to rank them. This can – as already mentioned above – also mean that all ideas 

are considered to be non-promising. In the latter case, the process ends at this stage. In 

the former case, a decision has to be made which of the promising ideas will be 

implemented.  

The application of the PDCA-cycle for this first phase implies that there are clearly 

defined responsibilities for clearly defined tasks which have to be performed in clearly 

defined time periods with respect to planning, doing, checking and acting. 

Design 

The design phase comprises the transformation of the (most) promising new idea(s) into 

a strategy with objectives, which need to be realistic and ambitious at the same time, 

and a plan for achieving them (i.e. in a reform agenda as such). This strategy serves as 

a road map for the PES, offering direction on how to arrive at the preferred end state, 

identifying obstacles, and proposing measures for overcoming those obstacles. Thus, an 

essential part of the strategy is a risk analysis to identify possible obstacles/problems. 

Furthermore, another essential part of it is the explicit formulation a clear impact 

expectation in terms of performance results. This implies that the objective of the reform 

cannot be the successful implementation of the reform steps since the reform is not an 

end in itself; it must be some form of better performance. It is essential that all actors 

know what has to be achieved to consider the reform as being successful. Finally, it has 

to be decided if the change is tested in the form of a pilot project or rolled-out 

immediately. In case of immediate roll-out, a thorough risk assessment is necessary. In 

case of pilot projects, a decision has to be made on their concrete design in terms of 

participating offices/staff/clients and the concept for evaluation. Randomised controlled 

trials constitute the gold standard and should be considered as the benchmark for all 

alternative approaches. 

The strategy has to rest on rigorous theoretical considerations in terms of cause-effect 

relationships and as much empirical evidence as possible to back the theoretical 

considerations. It has to be clearly linked to the overall/superior vision/strategy of the 

PES to ensure that there are no inconsistencies or conflicting signals between them. 

Furthermore, it is important to clearly define the relationship between the reform agenda 

and the existing continuous improvement or organisational development process of the 

PES. Again, this is important to ensure consistency. In practice, it has proven helpful to 

include objectives which facilitate “quick wins”. If these are made visible and are 

communicated to all employees and external stakeholders, it is possible to demonstrate 

the benefits of the reform and to motivate staff and stakeholders for the medium and 

long-term objectives. Moreover, additional integral parts of the strategy are a clear 

concept for the monitoring and evaluation of the reform as well as a communication 

concept (see next phase). 

At this stage, it is important to assess the consequences of the reform agenda for 

existing business processes and process interfaces, and integrate possible adjustment 

actions into the reform agenda. It has proven to be helpful to translate all elements of 

the reform agenda into a map or a flow chart indicating the needs for action, which can 

then be worked through step-by-step. A critical point here is to gain momentum. 

Furthermore, it is advisable to analyse the expected impact of the change on specific 

groups of employees. There are several criteria which should be taken into account in 

this endeavour, e.g. tasks, workload, work demand, new operational functions, position 

in hierarchy, responsibilities and cooperation forms. A qualitative assessment of the 

magnitude of the planned change (e.g. high, medium, low) helps to identify those 

groups of employees who will be highly affected by the reform. For these groups a large 

degree of participation is critical to avoid resistance or opposition in this phase and even 

more so in the following. 



    Benchlearning Manual 

59 
2017 

Again, the application of the PDCA-cycle is important. Hence, there have to be clearly 

defined responsibilities for clearly defined tasks which have to be performed in clearly 

defined time periods with respect to planning, doing, checking and acting. 

Mobilisation  

This phase primarily involves the communication of the step by step reform agenda to all 

employees and relevant external stakeholders. This is a critical part of the whole reform 

process and is not simply an information exercise. By contrast, it aims at creating 

willingness and ability to change and "buy in" amongst all actors involved. Therefore, an 

elaborated communication concept utilising different channels (letters, face-to-face, e-

mail, intranet, etc.) and feedback mechanisms (pure notification, explanation 

with/without feedback possibility, etc.) is indispensable. For this, it is necessary to 

identify all key actors, to cluster them into groups and to develop a group-specific 

concept on how to secure their engagement. This concept takes into account the trade-

off between widespread participation of as many actors as possible to increase support 

for the reform agenda and the time effort and cost involved in achieving this. 

Furthermore, reform advocates within all groups of actors need to be identified and 

systematically used in the communication concept to create support for the reform 

agenda. 

Mobilisation will be much easier if the importance of the need for change is persuasively 

communicated in a continuing process of exchange with as many stakeholders and 

participants as is reasonable given the above mentioned trade-off. Hence, although 

mobilisation is an important phase, developing and nurturing support from major 

external stakeholders and organisational members must be perceived as a cross cutting 

task requiring early and continuous participation from stakeholders. Against this 

background, the commitment of top management and senior executives is of utmost 

importance. Leaders must verify and persuasively communicate the need for change by 

developing a compelling vision for the reform agenda, i.e. a picture or image of the 

future that is easy to communicate and that organisational members find appealing. This 

vision provides direction for the change process and serves as the foundation to develop 

specific steps for arriving at a future end state.  

Finally, it has proven helpful if change has a face. This implies that a change manager or 

change team is established that serves as a contact point, moderator and mediator. The 

change manager or change team should be fully dedicated to all relevant reform 

processes. 

Also, for this phase it is indispensable that the PDCA-cycle is applied. Therefore, once 

again clearly defined responsibilities for clearly defined tasks which have to be performed 

in clearly defined time periods with respect to planning, doing, checking and acting need 

to be defined. 

Implementation 

This phase comprises the implementation of the reform agenda through concrete and 

time-bound projects. Thus, it is necessary to breakdown the strategy into specific actions 

or steps which can be ordered chronologically on the timeline and, thus, enable 

prioritisation. These have to be complemented by milestones, feedback loops and 

responsibilities. It is helpful to provide clear impact expectations for specific steps, if 

possible, to ensure that all actors know when a specific step is considered successful. If 

the reform is piloted, the pilot project has to be implemented carefully, which implies 

specific challenges to avoid unintended (Hawthorne and/or John Henry10) effects. These 

challenges have to be addressed explicitly. 

                                                 

10
  Hawthorne and/or John Henry effects are biases introduced by behavioural responses of either members of 

the treatment (Hawthorne) of the control group (John Henry). For instance, if members of the treatment 
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It is critical to provide sufficient resources to support the implementation of the reform 

agenda. This does not necessarily mean that additional resources have to be acquired, 

but at least involves a redeployment or redirection of organisational resources toward a 

host of new activities, including communication, training, development of new processes 

and practices, restructuring and reorganising, testing and experimenting with 

innovations, as well as their evaluation. 

Once again it is necessary to apply the PDCA-cycle with the above described 

implications. 

Reinforcement 

The final phase aims at ensuring the sustainability of change through reinforcing 

activities. This is a very ambitious but indispensable task to ensure that change becomes 

a natural and integral part of everyday business, and avoid employees reverting to 

previous ways of working. Essentially, this means that all changes are anchored 

sufficiently in the organisational culture. Of course, systematic and regular monitoring or 

controlling of novel activities following their introduction is a central element of this 

phase. This can be complemented by a rigorous (ex-post/accompanying) evaluation. 

However, additionally it is essential that the regular dialogue with all relevant internal 

and external stakeholders is continued, that successes are made visible and tangible for 

all staff, that they are celebrated and that exceptional efforts/successes are rewarded to 

give good performance a face and to stimulate ambition among staff that the transfer of 

good practice(s) will be systematic. It is not enough that employees accept the novelty; 

they must embed it in everyday business. Reinforcing activities should support this and 

finally ensure that change is truly anchored in the organisation.  

It goes without saying that the PDCA-cycle also applies to this phase. Therefore, it is 

essential to have clearly defined responsibilities for clearly defined tasks which have to 

be performed in clearly defined time periods with respect to planning, doing, checking 

and acting. 

Naturally, the five phases should not be disjointed, but seamlessly interconnected. 

Furthermore, and as outlined above, there is a critical interdependency between the 

mobilisation phase on the one hand and the first two phases (initialisation and design) 

on the other. For the purpose of a combined self-assessment external-assessment it is, 

however, reasonable to divide them into three different enablers. 

Performance enabler H1: Initialisation and design 

Ideally, a PES has identified the need for change and assessed the different change 

options according to their expected cost-benefit relationship. In doing so, a sound 

methodology has been applied to reliably estimate the expected (direct and indirect) 

costs of all change options as well as their expected (direct and indirect) gains. In order 

to also establish transparency, the participation of all relevant internal and external 

stakeholders is ensured. At the end of the initialisation phase, the PES knows which of 

the ideas for change are promising in terms of their cost-benefit relationship and is able 

to rank them. The (most) promising new idea(s) are then transformed into deliverables 

to inform a strategy with realistic and ambitious objectives and a plan for achieving 

them. The strategy serves as a road map, offering direction on how to arrive at the 

preferred end state, identifying obstacles using risk analysis, and proposing measures for 

overcoming those obstacles. Furthermore, an essential part of it is the explicit 

formulation of a clear impact expectation in terms of performance results to ensure that 

all actors know what has to be achieved to consider the reform to be successful. 

                                                                                                                                                        

group (e.g. employees in offices where a new service is piloted) increase efforts/productivity because they 
are observed, this can lead to biased results. The same, of course, holds if members of the control group 
change their efforts/productivity (https://en.wikipedia.org/wiki/Hawthorne_effect ). 

https://en.wikipedia.org/wiki/Hawthorne_effect
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Moreover, a decision has been made if the change is to be tested through piloting, or 

rolled-out immediately. The strategy is clearly linked to the overall/superior 

vision/strategy of the PES. Its relationship to the existing continuous improvement or 

organisational development process is clearly defined to ensure that there are no 

inconsistencies or conflicting signals. Furthermore, additional integral parts of the 

strategy are a clear concept for the monitoring and evaluation of the reform as well as a 

communication concept. Finally, the consequences of the reform agenda for existing 

business processes and process interfaces are assessed and possible adjustment actions 

are integrated into the reform agenda.  

Performance enabler H2: Mobilisation and implementation 

Ideally, a PES communicates the reform agenda and its steps to all employees and 

relevant external stakeholders in a way that creates the willingness and ability to 

change. The communication concept is group-specific and utilises different channels 

(letters, face-to-face, email, intranet etc.) and feedback mechanisms (pure notification, 

explanation with/without feedback possibility etc.) for different groups which have been 

identified before. The concept systematically utilises reform advocates within all groups 

of actors to create support for the reform agenda. Top management and senior 

executives are fully committed to the change agenda and persuasively communicate the 

need for change by developing a compelling vision for the reform agenda. Furthermore, 

a change manager or change team is established that serves as a contact point, 

moderator and mediator. The reform agenda is implemented through concrete and time-

bound projects in which the strategy is broken down into specific actions or steps which 

can be ordered chronologically, thus, enabling prioritisation. Milestones, feedback loops 

and responsibilities are defined. Sufficient resources to support the implementation of 

the reform agenda are provided, including resources for communication, training, 

development of new processes and practices, restructuring and reorganising, testing and 

experimenting with innovations as well as their evaluation. 

Performance enabler H3: Reinforcement 

Ideally, a PES ensures the sustainability of change by reinforcing activities which aim at 

anchoring all changes sufficiently in the organisational culture. Systematic and regular 

monitoring is a central element and can be complemented by a rigorous (ex post and/or 

accompanying) evaluation. Additionally, the regular dialogue with all relevant internal 

and external stakeholders is continued, successes are made visible and tangible for all 

staff, celebrated, and exceptional efforts/successes are rewarded, and a systematic 

transfer of good practice(s) is organised.   
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ANNEX II. TEMPLATE FOR SELF-ASSESSMENT OF PERFORMANCE ENABLERS 

Section Section A. 

Performance enabler  e.g. Establishing the fundamentals of performance management by target-setting  

Description Ideally a PES maximises the scope for action allowed …………….etc. 

I. Implementation 

Phase Description 

Hints to fill 
in 
 
Evidence 
level 

No evidence 
or just some 

ideas 
1 

Some weak 
evidence, 
related to 

some areas 
2 

Some good 
evidence 
related to 

relevant areas 
3 

Strong 
evidence 
related to 

most areas 
4 

Very strong 
evidence 
related to 
all areas 

5 

Excellent 
evidence 

related to all 
areas 

6 

 

Plan Planning is based on the 
organisations’/clients’ needs and 
expectations. Planning is deployed 
throughout the relevant parts of the 
organisation, on a regular basis. 

mark the 
relevant 
column 

      

Indicate 
sources 

 

 

Do Execution is managed through defined 
processes and responsibilities and 
diffused throughout the relevant parts 
of the organisation, on a regular basis. 

mark the 
relevant 
column 

      

Indicate 
sources 

 

 

Check Defined processes are monitored 
against relevant indicators and 
reviewed throughout the relevant parts 
of the organisation, on a regular basis. 

mark the 
relevant 
column 

      

Indicate 
sources 

 

 

Act Corrective and improvement actions are 
taken based on the results of the above 
processes throughout the relevant parts 
of the organisation, on a regular basis. 

mark the 
relevant 
column 

      

Indicate 
sources 
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II. Changes  

II.1 Which important changes related to this performance 
enabler took place during the last two years in the PES and 
why? (short description with keywords; if there are several 
changes, please focus on a maximum of the three most 
important changes) 

Changes: 
1) 
2) 
3) 

 

II.2 Please think back for two years: Would your scoring of the 
implementation in report one above have been on balance, 
(much) worse, (much) better or equal at that time than it is 
today? 
Please mark the relevant box. 

worse a little less 
worse 

about 
equal 

a little better much better 

     

 

III. Importance 

III. Regarding the current overall objectives of your PES, how 
important in your opinion is the performance enabler for the 
achievement of these objectives? 
Please mark the relevant box. 

no or very 
low 
importance 

low 
importance 

medium 
importance 

high importance very high 
importance 

     

 

IV. Variation 

IV. Regarding the quality of implementation of this performance 
enabler in the local units of your PES, does the quality of 
implementation differ between the units and to which 
extent? 
Please mark the relevant box. 

The quality of implementation of this criterion across local units exhibits … 

no variation low variation 
medium 
variation 

high  
variation 

very high  
variation 

     

V. Comments/remarks 
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ANNEX III. PRINCIPLES OF GROUP DISCUSSION 

Group discussions are foreseen on the level of the local offices. Depending on the size of 

the assessor team, two to three external assessors will visit two (in exceptional cases, 

three) local offices in parallel. In each local office, three sessions are planned. The first 

will be with the director(s) and senior management, the second with middle 

management (team leaders, chief consultants/counsellors or alike) and the third with 

front desk staff working directly serving clients. Representatives of the head office are 

welcome to the first session, but should refrain from attending the second and third to 

ensure that the discussions with middle management and front desk staff are as open as 

possible (see also below). 

All staff of the local offices need to be perceived as experts of their own work. Thus, the 

group discussions aim at uncovering different expert assessments and – as much as 

possible – the consensus of these experts. At the end of the visit to the local office, 

external assessors should be able to answer the following questions:  

1. What are the most important operational challenges of the local offices and to 

which extent do they think they are well-prepared for the future? 

2. What do the employees (at all hierarchical levels) of the local offices know about 

the reform agenda presented in the head office and how is this agenda 

perceived?  

3. Does it address the most important area(s) for change from the perspective of 

the local level? 

4. Are local office employees (at all hierarchical levels) convinced that it is 

necessary?  

5. Were they involved in the formulation of the agenda and to which extent?  

6. Are they satisfied with their involvement? 

7. What are the (practical) consequences (if any) for them so far?  

8. What would they change in the reform program if they could? 

Ideally, the answers to these questions will emerge from the three group discussions as 

a kind of common understanding of all local experts. This implies that the group 

discussions need to allow for as much flexibility as possible and can only be semi-

structured. The idea is that the discussion will happen among the participants from the 

host PES and that the external assessors act as moderators only. This means that the 

external assessors will provide an impulse to trigger the discussion among participants 

from the host PES and intervene only to bring the discussion back to the relevant topics 

if there is a risk that local experts lose track and get lost in irrelevant details. 

For an effective discussion format, a group of 4-6 persons with different responsibilities 

but on the same (or at least a comparable) hierarchical level (e.g. employment 

counsellors, employer counsellors, career advisors, youth counsellors etc.) is 

recommended. More than six persons should be avoided, especially if there is a need for 

translation. The latter poses a general challenge because it impedes a “natural” 

discussion. Thus, simultaneous translation should be arranged, if possible. 
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For the group discussions of/with middle management and front desk staff, it is 

extremely important to start with an introduction of the general concept of the group 

discussions. That is: 

 Introduce the external assessors, their backgrounds and the purpose of the visit 

to the local office 

 Explain the idea of “expert exchange” 

 Guarantee anonymity of all that is said by promising to ensure that statements 

will not be assigned to a specific person 

 Emphasise that the external assessors can be perceived as an “anonymous voice 

of the local level” and will convey the concerns of the local office to a higher level  

One central principle of group discussions is that all impulses/interventions are always 

directed towards the group as a whole and not one specific group member, with one 

exception. This exception concerns the “opening round”. This round should follow the 

introduction and allow every participant to provide a first statement. For this, a rather 

general and open question like “what are the largest challenges of your everyday work” 

is recommended.  

After this “opening round”, the external assessors should aim at directing the discussion 

towards the issue of “what needs to be done to enable you to cope with these 

challenges?”. Ideally, the discussions will then autonomously follow the “snowball 

principle”, i.e. from what is said by one person, a reaction by another person follows and 

a “true discussion” emerges. 

For impulses or interventions, the following “tools” should be considered: 

 A question regarding the extent to which a specific opinion is representative for 

the group as a whole; 

 Recapitulation by summarising different stands of the discussion; 

 Challenging certain opinions by contrasting them with other opinions (e.g. those 

of the head office); and/or 

 Demonstrating the consequences of specific opinions (“if one thinks this out, this 

implies that…”). 

The whole format is by its very nature unpredictable. External assessors should be 

sensitive regarding the group dynamics (who dominates the discussion, who says 

nothing, etc.). In cases in which a person says basically nothing, it is possible to directly 

address this person (“What do you think?”). 
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ANNEX IV. AN EXAMPLE - RESULTS OF THE CONTEXT ADJUSTMENT AND PES 

CLUSTERING 
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ANNEX V. RELATIONSHIP BETWEEN PERFORMANCE GROUPS AND MATURITY INDICATORS 

 

Unsub. 

transitions 

2010-

2015 

Unsub. 

transitions 

2014-

2015 

Fast 

transitions 

2010-

2015 

Fast 

transitions 

2014-

2015 

Outflows 

of low-

skilled   

2010-

2015 

Outflows 

of low-

skilled   

2014-2015 

Outflows 

of u25 

2010-

2015 

Outflows 

of u25 

2014-

2015 

Section A: Strategic performance management ++ ++ + + 
 

+ 
  A1: Establishing the fundamentals of performance management by target-setting ++ 

       A2: Translation of targets into (key) performance indicators and measurement ++ + 
      A3: Following up performance measurement  ++ ++ 
   

++ 
  A4: Making use of the results of performance management ++ ++ 

 
+ ++ ++ + + 

Section B: Design of operational processes + 
 

++ ++ + ++ 
  B1: Process definition and standardisation 

        B2: Implementation of support structure + + 
 

+ 
 

++ ++ ++ 

B3: Quality management ++ 
 

++ ++ + + 
  B4: Channel management and blended services + + + 

  
++ + + 

Section C: Sustainable activation and management of transitions 
 

+ 
 

+ + ++ 
  C1: Holistic profiling + ++ 

 
++ + ++ + ++ 

C2: Segmentation 
        C3: Individual action plan and ALMP measures ++ ++ 

 
+ ++ ++ 

 
+ 

C4: Early intervention to avoid unemployment and implementation of YG 
        C5: Early engagement to reduce the duration of unemployment 
 

++ 
    

+ + 

C6: Implementation of service and activation strategy ++ ++ 
  

++ + ++ + 

Section D: Relations with employers 
        D1: Employer strategy and management 
        D2: Specialised unit for employer services 
        D3: Matching vacancies and jobseekers 
 

+ 
 

+ 
 

+ 
  Section E: Evidence-based design and implementation of PES services ++ ++ 

 
+ + ++ ++ ++ 

E1: Ex-ante and ex-post evaluation ++ ++ ++ + ++ ++ ++ ++ 

E2: Pilot projects ++ ++ 
   

++ 
  E3: Communication of evaluation results ++ ++ 

   
+ 

  E4: Management of change and innovation ++ ++ 
 

+ + ++ 
  Section F: Management of partnerships and stakeholders ++ ++ 

  
++ ++ + 

 F1: Identification and structuring of relevant stakeholders ++ ++ 
  

++ ++ + 
 F2: Partnership building ++ ++ 

  
++ ++ + 

 F3: Management of partnerships with supervising authorities ++ + 
 

++ ++ ++ 
  F4: Management of partnerships with social partners ++ ++ 

  
++ ++ + 

 F5: Management of partnerships with service providers 
   

++ 
 

+ 
  F6: Man. of partners. with institutions involved in the implementation of the YG + + 

    
++ 

 Section G: Allocation of PES resources ++ ++ 
      G1: Human resources 

        G2: Financial resources 
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HOW TO OBTAIN EU PUBLICATIONS 

Free publications: 

• one copy: 

via EU Bookshop (http://bookshop.europa.eu); 

• more than one copy or posters/maps: 

from the European Union’s representations (http://ec.europa.eu/represent_en.htm);  

from the delegations in non-EU countries 

(http://eeas.europa.eu/delegations/index_en.htm);  

by contacting the Europe Direct service 

(http://europa.eu/europedirect/index_en.htm) or calling 00 800 6 7 8 9 10 11 

(freephone number from anywhere in the EU) (*). 
 
(*) The information given is free, as are most calls (though some operators, phone boxes or hotels may 

charge you). 

Priced publications: 

• via EU Bookshop (http://bookshop.europa.eu). 

Priced subscriptions: 

• via one of the sales agents of the Publications Office of the European Union 

(http://publications.europa.eu/others/agents/index_en.htm). 

 

 

 
 

 

 

 

http://europa.eu.int/citizensrights/signpost/about/index_en.htm#note1#note1
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