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In summer 2002, the Austrian Public Employment Service »AMS« took the initiative to set up a Working Group on »Performance Indicators for Public Employment Services«. It extended invitations to join the Working Group to all Member States. 

Once established, the Working Group set itself three tasks:

· to draw up a list of selected performance indicators

· to build a data base for those indicators in order to carry out comparisons among participating Public Employment Services

· to be guided by a benchmarking procedure with the aim of identifying good practices worth closer discussion. 

In order to achieve its ambitious tasks, the Working Group asked the Austrian AMS to assume the responsibility of project leader and secretariat for the Working Group. A group of consultants (ÖSB Consulting and Synthesis Research) was selected (on the basis of a tender) to prepare the decisions taken by the Working Group and to document the results achieved.

The following summary should be considered as such a document. It reflects not necessarily in each detail the position taken by every single Member of the Working Group. It rather represents a view which seems acceptable to the group as a whole. 

As a draft it might be subject to revision. Comments and suggestions are welcome.

The Working Group has received financial support from the European Commission »DG Employment and Social Affairs« and from »Partners in Development«. The World Association of Public Employment Services »WAPES« has contributed to the funding of the conference.

For the drafting team:

Prof. Michael Wagner-Pinter


Vienna, November 2004
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1 
Coping with a fast changing environment: the need for monitoring

Attention has to be directed... 

The management of Public Employment Services has to cope with change. Some of it is quite far reaching; all of it deserves close attention. 

... to the changing environment ... 

The dimensions of change are manifold. They include:

· economic upswings and downswings affecting the demand-supply-balance in the labour market; 

· socio-demographic trends that change the age, skill and regional profile of the labour force; 

· the emergence and diffusion of new technologies which ask for major initiatives in education and training. 

... and to the new goals (and strategies) set for the PES

And of course, there are those changes that have a direct impact on the Public Employment Service itself: 

· new directions in defining the purpose of the Public Employment Service which often reflect a change of direction in the political system; 

· new developments in management techniques associated with the New Public Management approach;

· a reshaping of core processes on which the overall performance of the Public Employment Service is based; 

· the implementation of new technologies facilitating self-service and enhancing labour market transparency.

Monitoring keeps the level of attention directed towards... 

In order to stay on course, the management of the Public Employment Service has to monitor the key areas of performance continuously within its management information system.

... three areas
of performance: 

The areas of performance fall under one of the following three categories: inputs, outputs, outcomes.

Outcomes (which are 
of utmost relevance 
but cannot be controlled directly), ... 

Outcomes are most likely to be of utmost importance in the dealings of the Public Employment Service with its political environment; in particular with the ministry which takes political responsibility for labour market developments. Outcomes, however, are not under the direct control of the management of the Public Employment Service. They are the result of an interaction between the output of the Public Employment Service organisation and the economic, social and political environment. Nevertheless, outcomes deserve close monitoring by the management of the Public Employment Service. 

... outputs (which 
are defined by head quarters for regional units)... 

Outputs tend to be centre stage in most management information systems. This is particular true for those Public Employment Services in which (usually regionally) decentralized organizational units have to achieve output goals set by headquarters. 

... and inputs (which are traditionally subject to controlling)

Inputs attract much attention, not least for planning purposes. Usually inputs are subjected to controlling if they involve spending. Such budgetary inputs are, however, by no means the only inputs that deserve regular monitoring. 

Critical issue: Is the information needed available in a useable format? 

Given the importance of information on outcomes, outputs and inputs, it seems not to be totally irrelevant to raise the question: »Is this information readily available to decision makers in a useable format?« 

Chart 1
Input, output, outcomes: a triangle of Public Employment Service performance 
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Chart 2
From inputs to outcomes: the goals of Public Employment Service management 
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2 
Standardized monitoring: the value added of a management information system 

Information has to 
be standardized to be useful for management decision making ... 

Decision making in Public Employment Services is based 
on information. The value of each specific type of information depends on its usefulness for decision taking and action. If the feedback loop »information-decision-actions-results« is to work smoothly, the content of information has to be standardized; otherwise it will 
become too cumbersome for management regularly to make use of the information presented. Thus standardisation adds value to information in a crucial way.

... which has to see a clear link between goal attainment and the information presented

There has also to be a obvious relationship between the goals pursued by management and the information taken into account for decision making. This relationship is by no means trivial: neither do organisations necessarily generate regularly information pertinent to their major goals, nor has every information considered an obvious link to any major goal of the organisation. It seems that Public Employment Services are not an exception to this general observation of management service. 

Thus »monitoring« has to start with a set of goals pertinent ...

Take the following list of selected goals of Public Employment Services (Table 3) as an example. This set is organized into three subsets. They refer to outcomes, outputs and inputs respectively. 

... to outcomes ... 

The chosen outcome goals are mainly of standard stock to Public Employment Services: 

· getting the unemployed back to work; 

· achieving this task before unemployment lasts long; 

· making use of active measures to speed up the return to work; 

· facilitating direct transitions between jobs in order to minimize the take-up of unemployment benefits 

... to outputs ... 

The output goals on the list are equally common: 

· opening access to vacancies offered by employers; 

· making sure that vacancies registered with the Public Employment Service get filled by placement; 

· keeping the time between registration and a successful referral short; 

· thus achieving customer satisfaction (on the part of the job seekers and of the employers). 

... and to inputs

The input goals on the list seem to be quite familiar: 

· implementing best practice information technology; 

· designing a service oriented organizational architecture; 

· providing sufficient resources (in terms of time) for service activities.

Critical issue: Is there a (regularly monitored) indicator available for each PES goal of significance? 

Despite the familiarity of the goals mentioned (and other goals of substantial significance) one would like to raise 
the question: »Has the management of the Public Employment Service a set of indicators (for each goal) which are monitored regularly to ensure that a sufficient degree of goal attainment is achieved?« 

3 
A selected list of performance indicators 

Indicators standardize information ... 

The need for standardizing the pieces of information made available for management decision making is to some extent met by indicators. Such indicators reduce the information presented to a single numerical value. 

... in order to identify those areas in which management needs more information ... 

Nobody presumes, of course, that the numerical value of an indicator contains all the relevant information. Monitoring indicator values is rather a method of selecting those areas 
in which further information is required: If an indicator value falls outside its target range, management will want to know more about the reasons for under- or overachievement. 
If the indicator value is within its target range, no more attention will be paid (at least for the moment) to the area of action captured by the indicator.

... to ensure goal attainment

To serve its purpose, the indicator has to be closely related
to a goal of substantial significance to the Public Employment Service. 

The list of selected indicators proposed by the Working Group ... 

This is made explicit in a list of indicators (Table 3) which 
has  a direct correspondence with the list of selected PES goals (Table 1) as already discussed. Four indicators refer to outcomes (transition to a new job out of unemployment, or after participation in measures providing training for job seekers, or out of a job that is expected to come to an end); four indicators refer to outputs (market share in vacancies, success and speed in filling vacancies, customer satisfaction); three indicators refer to input (market transparency achieved through the use of internet, personal service activities to customers in time units and as a share of total personnel resources).

... consists (with one exception) of numerical values without dimensions 

Each of the indicators can be expressed in quantitative 
units. Most of the units have no dimensions; they are 
either a frequency of events per unit in time (transition 
rates to employment; rates of finding successful candidates for vacancies); or they are shares (staff involved in direct personal service to customers as percentage of total Public Employment Service staff; »satisfied« customers as percent​age of all customers). An exception to the rule is the »time resources for providing services« indicator; it is measured in minutes.

Critical issue: Do the indicators capture the information needed? 

With respect to this selected list of indicators, a sceptical question seems in order: »How well do these indicators capture the information needed?« 

Table 1
Goals and indicators: a selected list 

Goal
Indicator



1 Aiming at a successful transition from 
   unemployment to employment
How many unemployed people manage to make
a transition to a new job (as percentage of all unemployed within a given time period)?



2 Taking a special interest that the transition to 
   employment takes place before unemployment 
   lasts very long
How many unemployed people manage to make the transition to a new job before being unemployed for more than six months (as percentage of all people leaving unemployment to employment within a given time period)?



3 Being focused on transitions from measures to 
   employment
How many people who participated in training activities for job seekers manage to get a job within 6 months (as percentage of all people leaving a training activity within a given time period)?



4 Transition to a new job after a notice of separation
   has been served, but before drawing unemployment
   benefits
How many employees who get a notice of separation by their employer manage to move on to a new job without drawing unemployment benefits (as a percentage of all separations within a given time period)?



5 Opening access to a large share of vacancies 
   through the PES information system
How many notices of vacancies are accessible through the PES information system (as a percentage of all new vacancies opening up
within a given time period)?



6 Making sure that registered vacancies are filled 
For how many vacancies posted with the PES is a candidate found successfully (as a percentage of all vacancies posted with the PES within a given time period)?



7 Making sure that filling a registered vacancy will 
   not take long
For how many vacancies posted with the PES a candidate is found successfully within a month (as a percentage of all PES vacancies de-registered within a given time period)?



Table 1 – continued 
Goals and indicators: a selected list 

8 Achieving customer satisfaction 
How many customers of the PES are »satisfied« as opposed to »unsatisfied« (as a percentage of all customers)?



9A Implementing best practice information technology
How many CVs are accessible through the PES homepage (as a percentage of the labour force within a given time period)? 



9B Implementing best practice information technology
How many notices of vacancies are accessible through the PES homepage (as a percentage of all vacancies which get posted with the PES within a given time period)?



10 Designing a service oriented organizational 
    architecture
How many people of the PES staff are involved in serving customers on a personal level (as a percentage of the total staff number)?

11 Providing sufficient resources (in terms of time) for 
    service activities
How many minutes (per year, per customer) can be spent on serving a specific customer?

4 
Inviting feedback: the Vienna Conference 

The Working Group 
has achieved tangible results ...

By the summer of 2004, the Working Group had proved to that it is feasible to arrive at a consensus  

· about a selected list of performance indicators,

· about a limited set of options on how to carry out the measurement process in order to arrive at numerical values for the indicators,

· about a benchmarking type of comparison of the indicator values among participating Public Employment Services, 

· about the use of benchmarking results as a basis for looking into good practice,

· about the issues that should be addressed when dis​cussing good practice.

... on which the Vienna Conference has provided feedback ...

At this stage it seemed appropriate to invite Public Employment Service representatives of all Member States to give their feedback on the approach taken and the results achieved. This was done in the form of a conference. It took place in Vienna on 14–15 October 2004.

... on goals, procedures, results ... 

The first half day was devoted to explaining the set up of the Working Group, its goals, its practical procedures and some benchmarking results.

... good practices ... 

The second half day was evenly split between parallel sessions of three workshops and the presentation of two »good practices«. In the three workshops, those participants who were not Members of the Working Group gave detailed comments on the definition of the selected set of indicators. 

... and the potential interest of other European Public Employment Services

The third half day was split between the presentation of further good practices and three parallel workshops. The latter addressed the issue of whether further Member States could conceive of participating in the Performance Indicator exercise. 

A questionnaire sent out to participants ...

Each Member State represented at the conference answered a questionnaire which explicitly addressed the following issues: 

· Are the indicators (of the selected list) already part of the management information system of the Public Employment Service of the Member State?

· Are the indicators likely to become part of the management information system (in the future)?

· Is it very unlikely that the indicators will become (in the near future) part the management information system? 

... resulted in encourag​ing answers ... 

The answers to these questions are considered very encouraging by the Working Group.  

More than 50% of the PES have 3 out of 4 outcomeindicators (indicators 1 – 3, except indicator 4)  and about 60% have the outputindicators (indicators 5 – 8) related to the selected list of indicators  already  in their managment information systems. And most of the PES which do not have similar indicators already available in their management information systems said that  they likely will become part of the MIS.

... that show a strong interest in the 
Indicator exercise and ...

Moreover, 21 participating Public Employment Services expressed the view that 

· »the exchange of benchmark results for performance indicators« and

· »the exchange of good practices« 
are likely to provide »food for thought« and »inspiration« to the management of their Public Employment Service.

... in governance issues generally 

This confirms the importance of governance issues as now emphasized in the European Employment Strategy. 

5 
Outlook

The Members of the Working Group concluded from the feedback of other Member States that the Vienna Conference could be a new starting point in several directions.

»Technical« improvements 

On a »technical level« it provided further stimuli:

· to proceed in refining the definitions and measurement procedures for the indicators on the selected list

· to consider further indicators (either as additions on the list or as substitutes for some items)

· to develop a standardized accounting procedure for differences in benchmarking results among participating Member States

· to ensure that there is a transparent link between the results of the benchmarking exercise and the selection of good practices.

Presentation of 
good practices

With respect to the presentation of good practices, it has become quite clear how important it is

· to formulate a set of specific questions as a starting point for the presentation

· to put the good practice presentation to a trial-run-test (of »unfriendly« challenges) in order to have all the relevant information at hand before the actual presentation

· to have a systematic follow up of the presentation of good practice with respect to »transferability« and »improvements«

Communication 

Regarding the communication of indicators, benchmarking results and good practices, it is indispensable 

· to develop a standardized format of reporting from the Working Group

· to the top management of the Public Employment Services involved and

· to the European Commission 

· to establish efficient lines of communication between the Working Group and other bodies engaged in similar activities in the Working Group

Enlarging the 
Working Group

Concerning the continuation of the benchmarking exercise, it seems appropriate to extend an invitation to all Member States to join the common project.

In case a larger number of PES show an interest in an 
active participation, it might be necessary to establish a 
Co-ordination Group (with 4-6 members, 2-3 of them should have participated in the Working Group). The 
Co-ordination Group should propose a new working structure (according to the number of PES involved) and a draft Work Programme in agreement with all PES involved.

Mandate given to the Co-ordination Group ... 

In the case of the Co-ordination Group getting the mandate to continue the work, it will do so in accordance with a Work Programme. This Work Programme should define specific outputs for each of the following areas covered by the future Working Group(s):

· technical extensions and refinements 

· enhanced effectiveness in presenting good practices

· efficient communication to Heads of Public Employment Services and the European Commission

... will reflect the priorities set by participating PES

Each area will be covered by an amount of work reflecting the priorities set by the heads of the participating PES who give the future Working Group(s) the mandate to continue.

The costs of ...

Participation in the Working Group involves costs. These costs come under four headings:

... participation and presentation ... 

· The time resources the representatives of the Member States have to draw upon for their participation in the Working Group (about 4 meetings in 12 months).

... data collection ...

· The time spent on calculating the indicator values for one’s own Public Employment Service (these costs should become negligible once the indicators are incorporated in the Management Information System).

... external support by consultancy team...

· The budget for external support which is (in the experience of the Working Group) indispensable in order to make fast progress.

... and travelling ...

· Cost items related to travelling.

... will have to be borne by the Group Members ... 

The costs have to be borne by the Member States in the Working Group. Financial support by the European Commission is an option dependent on how well the Work Programme coincides with the current programmes of the Commission.

... who join because they expect that the results are worthwhile the costs

Of the 21 Public Employment Services which filled in the questionnaire, 19 have taken the view that the costs of participating will most likely be balanced by the expected benefits. This is exactly the outlook of the Working Group itself. 
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Chart 3
A Co-ordination Group with a clear mandate, work programme and reporting system 


List of participating Public Employment Services and their representatives in the Working Group

1. Public Employment Services continuously taking part in the discussions of the Working Group during the period December 2002 and October 2004

· Arbeitsmarktservice Österreich (AMS)

· Gudrun Nachtschatt: gudrun.nachtschatt@001.ams.or.at
· Dr. Peter Oberbichler: peter.oberbichler@001.ams.or.at
· Arbetsmarknadsstyrelsen Sweden (AMS)

· Eva Hall: eva.hall@ams.amv.se 

· Ulf Göranson: ulf.goranson@ams.amv.se
· Torbjörn Wallin: torbjorn.wallin@ams.amv.se
· Centrum Voor Werk En Inkomen (CWI)

· Theo Keulen: theo.keulen@cwinet.nl
· Institut für Arbeitsmarkt- und Berufsforschung (IAB) und Bundesagentur für Arbeit (BA)

· Regina Konle-Seidl: regina.konle-seidl@iab.de 

· Britta Lüdeke: Britta.Luedeke@arbeitsagentur.de 

· Vlaamse Dienst voor Arbeidsbemiddeling en Beroepsopleiding (VDAB)

· Bart Delbeke: bart.delbeke@vdab.be


2. Public Employment Services which took an active interest (at some stage) in the discussions in the 
Working Group

· Arbeitsamt der deutschsprachigen Gemeinschaft Belgium (ADG) 

· Christiane Lentz: christiane.lentz@adg.be
· Arbejdsmarkedsstyrelsen Danmark (AMS)

· Christian Bak: kba@ams.dk
· Direktion für Arbeit Arbeitsmarkt / Arbeitslosenversicherung (seco)

· Simon Röthlisberger: simon.roethlisberger@seco.admin.ch
· Amt für Arbeitsmarktbeobachtung Provinz Bozen

· Elena Breda: elena.breda@provinz.bz.it
· Stefan Luther: stefan.luther@provinz.bz.it 

· Zavoda RS za zaposlovanje Slovenia (ZRSZ)

· Traudi Mihalicˇ: traudi.mihalic@ess.gov.si 

· Alenka Gorše Dolinar: alenka.gorse@ess.gov.si 
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