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1. Background
	Over the last 15 years North Devon Pathfinder Trust has developed a network of learning centres covering the smaller towns and villages of North Devon, including the priority communities of Ilfracombe and Westward Ho!, in addition to Barnstaple, Lynton, Torrington, Braunton and Okehampton.  Over these years the Centres have successfully delivered a wide range of different projects and mainstream activities and have trained over 8,000 individuals in a variety of vocational subjects including 2,250 from Ilfracombe and Westward Ho! and over 2,000 form the priority community of Barnstaple.  More recently the Centres have been developed to offer a combination of job search, employability and vocational skills training to unemployed people in the heart of the local communities that the Centres serve.  A model comprising the use of on-line training content together with face to face tutor and mentor support has been developed to allow for maximum flexibility in meeting the needs of each unemployed individual within the smaller town locations.  Since the recession the demand and the need for these services has grown exponentially but the funding allocations from mainstream sources have either remained constant or have been reduced, leaving a substantial delivery gap which is being felt hardest in the smaller town locations outside of Barnstaple and Bideford.

The proposed project will work towards the economic inclusion of and social integration of vulnerable people (LAA15b) in Ilfracombe and Westward Ho!, two of Devon’s priority communities. Through door step research and through focus groups the Transform Neighbourhood Management programme identified the need for an informal multi agency ‘one stop shop’ approach to engaging with the most vulnerable in society to overcome the major barrier identified through their research of ‘pillar to post’ referrals for different but related needs.  The Transform for Work programme, led by Pathfinder, grew out of this research and piloted an innovative model of engagement with the most vulnerable people in Ilfracombe.  The model was one of an informal ‘one stop shop’ approach to engagement with workless adults in a welcoming friendly setting.  Representatives of several organisations were present on the same day where a holistic approach to identifying and addressing a person’s multiple barriers to employment could be taken.  Organisations present included North Devon Pathfinder Trust, Scribes, North Devon Volunteering Agency and CAB, with others such as Devon Pound, Poverty Action Group etc. attending when required.  The pilot model was further tested in Ilfracombe and extended to Westward Ho! through a short term project funded by PS4D and Devon Renaissance, an evaluation of which is currently under way by DCC.  All proposed outputs for these pilots were successfully delivered. 
The proposed two year project will address the need identified through these short pilot programmes and will build on the successful delivery model by integrating this innovative engagement approach with vocational skills development opportunities available through learndirect, ESF and Petroc programmes.
Pathfinder’s mainstream funding allocation is insufficient to deliver the training to the numbers of unemployed people in the priority communities that require it as well as also covering the core fixed costs of the learning centres.  What mainstream funding is available from learndirect for use in the two communities will be used as match funding.  Funding associated with digital inclusion in deprived communities from UK Online will also be used as match funding.  These mainstream funding sources alone, however, are insufficient to meet the need or to satisfy the demand within the communities. They would also be insufficient on their own to maintain the cost of the delivery infrastructure within these two priority communities.  


Briefly explains the context of the project and why it is needed and where the idea for the project initiated from. .Including the proposed source(s) of external funding.

2. Project Objectives
	The objectives of the project will be to engage with unemployed people within the two priority communities of Ilfracombe and Westward Ho! including those with multiple barriers most distant from the labour market  
The approach taken will be to work with each person on an individual basis, looking in depth at their vocational and functional skills development needs, their needs for training in modern job search techniques and, for those most disadvantaged, to look at their wider needs and to take a multi agency partnership approach to help them move closer to the labour market.  
Other objectives include:

· Raising the literacy and numeracy skills of the labour force.  This will range from basic level to the skills necessary for complex report writing and advanced formulas within spreadsheets.

· Raising the level of vocational skills required by local employers including IT, customer service, administration, business and management, retail, care.
· Ensuring those made redundant in the priority communities as a result of the current recession return to work as quickly as possible before becoming long term unemployed.

· To engage with those within the priority communities who are most disadvantaged and to move them closer to being job ready. 
· To rapidly fill vacancies reported by local employers with local people trained or part trained through the project and where possible to use Tran to Gain funding to continue and develop that training in the workplace.

· To keep open the established learning centres and to make them available to other projects or training providers wishing to deliver within the communities of Westward Ho! or Ilfracombe.    

By the targeted development of vocational and functional skills needs, as well as job search and employability training, the individual will be in a better position to contribute to the economic development of North Devon when they do return to work, which can only help the future of the area and its ability to be more resilient to future recessions. 


Outlines the objectives of the project. What is the project intended to achieve?

3. Scope of the Project
	There are many workless people in these deprived wards who suffer not only from a lack of skills but also a lack of confidence, together with a range of other issues such as debt, substance abuse, mental health problems etc. which can cause barriers to training and employment.  Many of these people will not be proactive in seeking help, advice and guidance and can only be engaged through partnership working with other organisations with which they are already in contact.  The project will fund the liaison work with organisations already working with the target groups and liaison work with employers (particularly LEP employers) to identify vacancies, guaranteed interviews, in-work support etc.  The project will also fund mentors and job search specialists from Pathfinder and Scribes to run the weekly one-stop-shop sessions in Ilfracombe and will staff a similar weekly session in Westward Ho! In addition experienced and qualified Skills for Life tutors will deliver SFL courses leading to National Tests at each location, thus building for the future by improving work place literacy and numeracy skills.    Each individual will undergo an in-depth assessment which will include SFL and IT skills checks and a unique individual action plan will be developed.  A personal mentor will guide each person through their action plan which will include items from the following menu:

· Job search assistance, in particular training in on-line job search techniques, uploading CVs, emailing of targeted speculative applications etc.
· Each person without an email account will be set up with a free MyGuide email account and trained in it’s use  
· The creation of quality CVs 

· Employability training where this is identified as a need
· Skills for Life training at the level identified through a SFL diagnostic programme.  SFL courses will be delivered using learndirect for maximum flexibility to meet the needs of each individual.  Specialist SFL Tutors will work within both Centres to support the learners.
· Skills training and qualifications including ICT, NVQs in a range of subjects and short courses such as food hygiene, first aid, CSCS etc. 
· Volunteer placements to gain work experience and work based training
· Assistance with form filling, benefits, applications and general bureaucracy

· Debt counselling, in work benefits calculations and financial counselling

· ‘Hand-held’ referrals to other agencies (homelessness, substance abuse, mental health issues etc.) 

· Careers guidance using Adult Directions
All the above activities will be delivered in the Pathfinder learning centres located in the centre of the two communities.
This pre-employment vocational training will prepare people for available work within their communities and the integrated job search element will compliment mainstream job search programmes such as Programme Centre (soon to be replaced by the Jobcentre Plus Support Contract) by extending their reach into the priority communities and by increasing the numbers of unemployed people able to be supported.  It will also prepare people for other projects and programmes including the Osborne Centre of Excellence project (Ilfracombe), Train to Gain, learndirect, Petroc courses and Flexible New Deal.  Other linked projects and programmes include Devon Skills for Jobs (delivered by Pathfinder under contract to Working Links) and the Devon Works project run by Shaw Trust.  The proposed project will link into and add value to these programmes through the provision of additional engagement activities, the one-stop-shop partnership sessions, pre employment training and the functional skills and vocational training delivered in the heart of the priority communities.  


Identifies what is likely to be included in project, and areas not covered by the project. Which areas of work/activities will be included? Links with other projects?
4. Expected Outputs 
	· 160 people engaged in job search activities across both communities

· 71 Skills for Life National Tests achieved across both communities

· 113 people receive vocational training other than Skills for Life
· 12 case studies collected to report on qualitative outcomes 


This section should describe the main outputs of the project. These are normally described as actual products delivered such as a Report or a policy or an event.   
5. Constraints
	Policies and procedures for monitoring all legal requirements such as data protection, safeguarding, health and safety, equal opportunities etc. are fully in place and have been inspected and approved by Ofsted, learndirect, LSC, awarding bodies etc.  Emerging legal requirements are closely monitored and will be fully implemented without causing any constraints to the project.  Also already in place are national standards such as MATRIX and Mindful Employer.
A 16 month funding period will give sufficient time to deliver the project to the maximum number of beneficiaries, with the assumption that the need will diminish by the end of that period as the local economy recovers and employment rises.  The infrastructure to deliver the project is already in place and so there will be no lead in time before delivery starts.

Of course, all activity is constrained to some extent by budgetary issues but we believe that the funding requested is sufficient to deliver the project to the optimum level when taking into account value for money. 
We are also confident that the capacity of the project infrastructure and funding level will be sufficient to meet the demand and the need within the two communities.   


This section identifies any constraints on the project. This may include time, resources, budget, national standards that need to be adhered to and any llegal requirements.

6. Business Case
	6.1 Strategic alignment
The project is aligned with various elements of the LAA strategic priorities:

LAA 14: Providing coordinated support to unlock the economic potential of Devon’s most disadvantaged communities

LAA 15b:  Working towards the economic inclusion and social integration of vulnerable populations

LAA 17:   Develop and harness skills to achieve a competitive economy
LAA 24:  Reducing the gap in benefit claims rates and employment rates between priority communities and the average for Devon

The project is also aligned with the strategic objectives of the North and West Devon Workforce Development Group and the Devon Worklessness Group.  Both of these groups have endorsed this application.


	6.2 Options available to deliver the project

Option 1:  

As set out in this proposal – delivery of integrated IAG, job search, functional skills training, vocational skills training and ‘one stop shop’ additional support in learning centres located within the deprived communities of Ilfracombe and Westward Ho!
Option 2:
Delivery of IAG, functional skills training and vocational skills training to be available in Barnstaple only


	6.3 Benefits to be achieved with each option

Option 1:

· The most hard to reach disadvantaged and economically excluded workless individuals will be engaged with through partnership working with other support agencies in the heart of the priority communities of Ilfracombe and Westward Ho! using the proven Transform for Work model

· A minimum of 160 individually tailored packages of intensive job search support and skills training will be delivered within the communities
· The long established infrastructure of Pathfinder training delivery locations within the deprived communities will remain open and will continue to be available not only for this project but also as bases for the use of other support organisations, training providers and future projects who wish to deliver within the priority communities.  The long term sustainability of the Pathfinder network (developed over the last 15 years) may depend on the development of such multi agency use as mainstream and project funding opportunities decline with the predicted cuts in public spending over the next few years.
· Redundancy of several skilled and experienced Pathfinder staff will be prevented     
Option 2:

· No funding additional to mainstream funding would be required


	6.4 Costs of the project
Project Costs (16 months)

Total

Staffing

Tutors (IAG, vocational and SFL)

£55,507

Employment Advisors

£10,000

Sub contracting (Scribes)
£19,083

Premises

Rent (utilities for Ilfracombe included)
£24,613

Utilities for Westward Ho!
£2,039

Tech support

£3,406

Other costs

£12,988

Exam and course fees

£5,327

Corporate overheads (including management and admin)
£28,767

TOTAL COSTS

£161,729

Project income

Learndirect

£53.026
UK Online

£8,800
TOTAL INCOME

£61,826
FUNDING REQUESTED

£99,904
There will be no set up costs for the project as the delivery locations, ICT equipment and all other capital infrastructure is already in place.  
The proposed minimum target of 160 beneficiaries receiving intensive job search help, (the majority of who will also receive substantial functional and/or vocational skills development) means a maximum cost per individual of £624 for the DCC contribution to the project (£1,011 per individual for the project as a whole).  As a rough estimate the cost of jobseekers allowance with housing and council tax benefit would amount to £175 minimum per person per week and probably much more for those on ESA or other benefits.  Therefore if the 160 beneficiaries, on average, find work 3.5 weeks earlier than they would have done without the intensive job search support then the DCC element of the funding would already be covered (5.8 weeks for the project funding as a whole).   Pathfinder has always been in the top quartile of the ‘national league tables’ for the DWP Programme Centre contract for getting the largest percentage of clients into jobs so we are very confident that we can exceed this figure.  However, the Programme Centre programme comes to an end on December 4th 2009. 

This simple cost-benefit analysis takes no account of the financial gain and future contribution to the local economy due to the functional and vocational skills development (on which the vast majority of the funding will be spent), nor does it take account of the additional contribution through council tax or national taxes due to the earlier return to work of the project beneficiaries.  
Other financial benefits of the project would be associated with the social inclusion aspect, leading to reduced health care costs, reduced social services costs etc. although these would be harder to estimate or measure.  We have many such examples from the pilots which clearly demonstrate substantial financial savings from the multi agency approach taken for the most disadvantaged.  E.g. a lone parent suffering domestic violence, on anti depressants with children about to be taken into care.  Through the Transform for Work project she received help from Scribes, Barnstaple Poverty Action Group, North Devon Volunteering Agency and Pathfinder.  As a result of the coordinated support she is now rehoused in a stable household with her children, is off the anti depressants, is about to complete an NVQ level 2 in Business and Administration, is actively volunteering as an Ilfracombe Street Representative and has been helped to set herself up as a self-employed fitness instructor.   The substantial financial savings in this instance include health care savings and the costs of her children being taken into care (DCC Social Services would be in a better position to estimate the cost of taking children into care).  However, the major benefits are the non financial ones of social, personal and health gains.  There are several case studies such as this from the pilot projects and such case studies will be collected and reported as evidence of the benefits of this proposed project. 


	6.5 Achievability
The design of the engagement aspect of the project is based on proven pilot work (Transform for Work) within the two priority communities.  The skills delivery model within the project of blending on-line training content with face to face tutor support is well recognised as an effective and cost efficient way of delivering a variety of training opportunities to small towns and rural areas where populations are too small for traditional taught group classes.  Pathfinder has pioneered this model for over 14 years, being recognised nationally and internationally for this work.  In October 2006 Pathfinder was invited to give a presentation to the ‘ICT in ESF’ workshop at the EU Presidency Conference in Manchester on the use of ICT to reach disadvantaged groups in rural areas.   

The delivery infrastructure within the communities is already in place, having been developed over 15 years of strategic planning by North Devon Pathfinder Trust, with the support of the local authorities, Government Office South West and the Learning and Skills Council.
Pathfinder has been delivering open access training using a combination of on-line training material and face to face tutor support since 1996 and was the first learndirect centre to open in the South West in 2000.  All tutors and support staff are highly skilled and experienced in this delivery model.

The beneficiary output numbers are based on past experience and on a thorough knowledge of the needs within the two communities.  Pathfinder has been operating its Ilfracombe Centre since 1994 and its Westward Ho! Centre since 2005, when it took over and saved from closure the existing WHISH shop.  
We believe that we have developed a good reputation for working within and across both communities with the local people themselves, with other statutory and voluntary agencies working in the communities and with local employers and so the networks required for success are already established. 
The match funding from learndirect and UK Online is secured until July 2010.  These are annual contracts which have both been in place and annually renewed since 2000.  Pathfinder is a key player in both learndirect and UK Online nationally and so there is no reason to doubt that the funding allocation will be continued until July 2011 (although a strategic review by learndirect is underway which may lead to changes from August 2011 but this will not affect the project which is due to complete in March 2011).


Outlines the reasons why the project is needed and how it fits with Devon County Council’s priorities and strategies. The business case must also include a high-level cost-benefit analysis. What will it cost to set up and run the project? What are the financial benefits? What are the non-financial benefits? (These should be measurable). It should also identify different options for undertaking the project and meeting the business need, identifying a preferred option. The business case should consider the affordability of the project. Is a budget in place? Will it be available for the duration of the project? 
Critical Success Factors
	· Effective liaison work with Jobcentre Plus.  It is vital that the JCP Advisers are fully aware of the project and the activities available so that they can refer appropriate clients to the provision.  Pathfinder has a strong and well established relationship with both Barnstaple (for Ilfracombe) and Bideford (for Westward Ho!) JCP managers and advisors and referral processes are well established.  Contact will be maintained with JCP staff throughout the project, formally through presentations at comms meetings and informally through regular contact between Pathfinder staff and JCP Advisers to discuss client needs, progress etc. 
· Effective liaison work with key support agencies working in the communities.   Many of those with multiple disadvantages are in touch with a support agency of some kind which they come to trust and feel safe with.  This may take months or years to achieve.  Our experience has shown us that partnership working with these support agencies is essential to gain sufficient trust to enable people to move forward sufficiently to engage with training or job search activities.  Support agencies that we have long and strong relationships with include Barnstaple Poverty Action Group (who work across North Devon), Education Link (we deliver learning on a weekly on their premises in Ilfracombe), North Devon and Torridge Volunteering Agencies,  CAB, Community Projects North Devon and Tawside Credit Union.
· Effective networking with ‘coal face’ workers delivering related provision on the ground.  Pathfinder believes so strongly in the importance of this that we convene and chair the North Devon Adult Guidance Network meetings funded from our own resources.  These meetings are regularly attended by representatives from over 20 organisations working in the area.  This is the only forum and networking group specifically for practitioners rather than for managers and strategists and is vital for sharing information and awareness of activities and projects to ensure effective joined up support for all clients.      

· High quality in-depth IAG at the outset for each beneficiary given by experienced, empathetic and qualified staff.  Four of the Pathfinder staff who will be working on the project are qualified to NVQ Level 4 in Advice and Guidance and one to level 3.  Two of these staff have 45 years of adult guidance experience between them.  Pathfinder was the first organisation in Devon to gain MATRIX accreditation for the quality of its advice and guidance.

· Delivery of skills training and job search assistance at fixed and permanent high street locations within the priority communities themselves. The target groups would be very unlikely to travel to and attend institutional environments such as colleges until their self confidence and motivation has been increased.  

· To be able to offer a wide variety of training opportunities within the learning centres to meet the majority of skills development needs locally.  Through the blend of face to face tutor/mentor support with on-line materials all levels of ICT training can be offered, Skills for Life at all levels, NVQs in Customer Service, Retail and Business Administration, business and management training, short courses such as food hygiene, CSCS, H & S, SIA, manual handling, care induction standards etc.  This delivery model allows for a number of learners, all studying different subjects, to be supported by a generic tutor at the local centre at the same time.  All of Pathfinder’s learning centres are connected by video links to allow more specialised tutor support when required.   


This outlines what needs to happen for the project to be judged a success. What are the customer needs and how can they been met? What are the quality requirements of the deliverable/outcome? Have business benefits been identified and how will they be measured? Can the project be delivered within existing organisational capacity and capability? If not, how can capacity and capability be acquired?
Known Risks
	Risks to this project are minimal as the delivery infrastructure and experienced staff are all in place.  Also, the engagement and functional skills aspects of the project are based on the experience of two successful pilots.  The blend of e-delivery with face to face generic tutor support, supplemented when required by specialist tutor support delivered via video links, has been proved by Pathfinder over 14 years experience to be a successful delivery model for rural areas.
However, potential risks include:

· Learndirect contract not renewed in 2010/11.   This is extremely unlikely as Pathfinder is the only deliverer of learndirect in the area, has a long relationship with learndirect having been involved with its initial development in Devon and Cornwall and having consistently met all targets and KPIs.  However, in the unlikely event of this happening we would source alternative on-line learning materials and would look for alternative funding such as franchising to Petroc or Devon ACL.

· UK Online funding not renewed in 2010/11.  This is also extremely unlikely for the same reasons as with learndirect.  Should this occur alternative replacement funding would be sought or the activity downscaled by a few hours a week to save the lost £8,800 on staffing costs.  This would still enable the learning centres to remain open as the fixed costs would still be covered.



A list identifying risks that could impact the delivery of the project. Include any plans to reduce or mitigate risks. 
Project Plan
	Key Task

	12/09 to 02/10

	03/10 to 05/10

	06/10 to 08/10

	09/10 to 11/10

	12/10 to 03/11


	All staff in place - reallocate staff duties/award additional hours/staff briefing
	WC 01/12/09

				
	Budget and outputs profiled across timeline of project
	WC 01/12/09

				
	Presentation to Bideford and Barnstaple JCP Advisers

	WC 07/12/09

		WC 07/06/10

		
	Telephone/email contact/ meetings with key agencies working with target group (e.g. Connexions, Education Link, drug and alcohol groups, Poverty Action Groups, mental health etc.)

	WC 07/12/09

	Close contact maintained throughout project


	Recruit first 10 job search clients 

	WC 07/12/09

				
	Recruit first 4 SFL learners 

	WC 07/12/09

				
	Monitoring of recruitment and outputs against targets

	31/12/09

31/01/10

28/02/10

	31/03/10

30/04/10

31/05/10

	30/06/10

31/07/10

31/08/10

	30/09/10

31/10/10

30/11/10

	31/12/10

31/01/11

28/02/11


	Monitoring of spend against budget
	31/12/09

31/01/10

28/02/10

	31/03/10

30/04/10

31/05/10

	30/06/10

31/07/10

31/08/10

	30/09/10

31/10/10

30/11/10

	31/12/10

31/01/11

28/02/11


	Presentation to North Devon Adult Guidance Network meeting
	13/O1/10
				
	Progress reporting to PS4D (monthly) and WFD group (quarterly)

	31/01/10

28/02/10

	31/03/10

30/04/10

31/05/10

	30/06/10

31/07/10

31/08/10

	30/09/10

31/10/10

30/11/10

	31/12/10

31/01/11

28/02/11


	Final project report to PS4D

					30/04/11



	


This gives brief information on the scheduling of project, but should be expanded where necessary (e.g. using a Gantt chart).
Start Date

	1st December 2009


Completion Date

	31st March 2011


Milestones

	Milestones are key activities in the project.  What are the key actions? When will they happen?
Staff contracts and job descriptions in place – 01/12/2009

Staff briefing on new project – 01/12/2009

1st multi agency support session held – 04/12/2009, twice weekly from then until 31/03/11
1st beneficiary recruited to the project – 01/12/2009

100th beneficiary recruited to the project – 31/08/2010
1st SFL session in Ilfracombe - 02/12/2009

1st SFL session in Westward Ho! – 08/12/2009

10th SFL National Test achieved – 31/03/2010

50th SFL National Test delivered – 31/10/2010

10th person receives vocational training – 31/01/2010
50th person receives vocational training – 30/06/2010
100th person receives vocational training – 30/11/2010

All outputs delivered – 31/03/2010
Final report completed – 30/04/2010


Review and Reporting
	Details of all project beneficiaries will be entered on Pathfinder’s web based SQL database which will track engagement, interventions, training records and outcomes.  Reports will be designed to capture personal details of beneficiaries (to monitor equality and diversity) in addition to IAG, training plans, training progress, job search activity and outcomes.  These reports will be run monthly and monitored against profiled targets.  Spend will also be monitored monthly against profiled budget. Reporting to DCC will be as required by PS4D and in the format required by PS4D but as a minimum will include project starts and outcomes on a monthly basis.  A quarterly narrative report will also be submitted detailing issues and successes including case studies.  Risk and issue logs will be kept and regularly updated.  In addition verbal reports and updates will be given to the North and West Devon Workforce Development Group, of which Pathfinder is a long standing member and regular attendee and contributor, and the Devon Worklessness Group.


How will progress be reported? What you will report, to whom, by when and in what format. Reported using Progress Report template. A Risk Log and an Issue Log must be kept and regularly updated.

Sign-Off 
	Philip Done – North and West Devon Workforce Development Group: Project discussed and sponsorship agreed on 20/10/2009
Janet Sinclair - Devon Worklessness Group – Project discussed at Devon Worklessness Group meeting and recommended for funding on 14/10/2009

 


Relevant Programme Sponsor signs off the Project Proposal. (Include date and version) thereby authorising application development
	Original filed on project file
	

	Copy to Directorate External Funding Finance
	

	Copy to External Funding Finance Manager
	richard.hayman@devon.gov.uk
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