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SECTION 1.
Reasons to adopt
evidence-based
services

1.1 Why are evidence-based
services important?

The EU Network of Public Employment Services
Strategy to 2020 and beyond* indicates that PES
need to be flexible, evidence based and focused
on employment outcomes. Access to continued
employment for customers requires advanced
understanding by PES of what works, when and
for whom. The PES mission, formulated in the PES
strategy, underlines the need to optimise the use
of evolving technology and enhanced data sourc-
es to assist PES in contributing to the implemen-
tation of EU employment policies and strategies.
PES face challenges in carrying out their mission:
labour markets are changing rapidly, while social,
political and resource pressures call for excellent
delivery and outcomes. The PES role is evolving to
meet the needs of a wider client base, including
supporting customers through more frequent job
changes during their careers and assisting those
vulnerable citizens furthest from labour market
integration.

PES need to be aware of the rapidly changing la-
bour market and the future world of work, using
robust information to match jobseekers to more
sustainable outcomes. It should anticipate and
influence labour market changes by exchanging
information with policymaking bodies, employers
and local authorities. This calls for the more ad-
vanced use of data, including big data and ana-
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lytics, to go beyond simple monitoring and output
analysis towards more effective, evidence-based
policy development and a better understanding
of complex causal relationships and contextual
factors, and more accurate assessment of PES
organisational capabilities. Evidence-based ap-
proaches are a methodological and technolog-
ical challenge: they stimulate wider changes in
the PES policymaking process and organisational
culture.

To rise to these challenges, the PES network con-
tinues to explore and identify best practice in
governance structures and human resources (HR)
management?, knowledge management?, per-
formance management* and customer-centred
service development and provision, including the
measurement of customer satisfaction®. The next
big step is the development of evidence-based
approaches. A full understanding of the effective-
ness of measures and their causal relationships
with outcomes for different target groups and
social contexts is the key to success. This toolkit
builds on that thinking and on the importance of
strengthening PES capabilities to systematically
acquire and analyse data to feed into the deci-
sion-making processes. These capabilities include
planning service delivery, developing new meas-
ures and scaling up existing successful measures.
These approaches can and should feed into a PES
culture of organisational learning and continuous
improvement.

PES Network, 2020
Sienkiewicz, 2018
Scharle, North, 2020
Bjerre, Sidelman, 2016
Sienkiewicz, Hughes, 2016
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1. Reasons to adopt evidence-based services

Box 1.1: Benefits of an evidence-based approach in service delivery and performance
management of PES

Benefits for service delivery

Benefits for performance management

> Support for policies and political reforms with
strong evidence for ‘what works, when and for
whom’

> Improved targeting of interventions towards spe-
cific clients (both individuals and groups) to make
these more effective and efficient

> Better design of new services and improvement of
established ones, capitalising on past experience
and not ‘reinventing the wheel’

> Getting buy-in from policymakers, staff and sta-
keholders regarding new services and scaling up
existing effective ones

> Supporting development of staff competences and
their ability to use data and make better informed
decisions.

> Facilitating the decision-making process of PES
managers and policymakers by providing an
information-base for strategic and operational
decisions

> Increased transparency, enabling assessment of
added value of management actions

> Increases in the productivity of PES staff by
developing a management-by-results approach,
and supporting learning-by-doing environment and
creating a learning loop

> Making more rational decisions and protecting
valuable resources by avoiding pitfalls and identi-
fying and managing risks.

The COVID-19 pandemic has increased the pres-
sure on PES. The labour market and employment
prospects have changed rapidly and this has in-
tensified the need for evidence-based policymak-
ing and service delivery. This toolkit is based on
the principle that an evidence-based approach
is essential for success. It facilitates well-in-
formed decisions on interventions and services,
which is especially important in times of crisis.
It is equally important for PES to recognise when
what worked previously is no longer appropriate.
This calls for increased efforts to gather new data
and evidence on best practice, and to remain up
to date with the changes and challenges in the
evolving labour market.

1.2 Why is a toolkit needed?

This toolkit seeks to assist PES in designing

and implementing more evidence-based

services. It provides guidance and tools to de-

velop systems to:

- gather and use data, information and in-
sights to best target services to customers;

- make better informed decisions on what
works, when and for whom;

. continually review, improve and develop ex-
isting tools and systems.

The toolkit helps PES to answer the following key
questions — how to:
plan, design and implement evidence-based
services;
use evidence to improve service delivery and
performance;
work actively to create an evidence-based
culture;
understand the key prerequisites and sup-
porting tools for implementation.

The toolkit builds on the work of the PES Net-
work Working Group on evidence-based service
delivery®, which included the previous work of
the 2018 PES Network Seminar on piloting and
evaluation’; two follow-up workshops (April/May
2019); and a paper on evidence-based policy
in PES that set out how the gradual shift from
resource- to results-based management has in-
creased the demand for more usable evidence in
PES across Europe®.

This toolkit will support all PES in setting up or
developing an evidence-based approach.

6 The participating PES are those in Bulgaria, Cyprus, Estonia, Finland, France, Germany, Latvia, Lithuania, the Netherlands, and

Belgium.
7 PES Network, 2018
8 Scharle, Csillag, 2019
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3 1. Reasons to adopt evidence-based services

1.3 Approach, audience ing evidence-based services, including users of
and structure data, information and analytical results for the
development of PES service delivery.
The toolkit also contains useful guidance for PES
Who is the toolkit for? operational managers and policymakers in key
The toolkit is aimed at all PES practitioners re- ministries or departments (see Figure 1).
sponsible for designing, establishing and deliver-

Figure 1: Key stakeholder roles in an evidence-based service approach

> Create political will and a requirement for the evi-
dence-based approach.

POLICYMAKERS > Provide support and resources for the develop-

(government, key ministries ¢t ment of evidence-based systems.

or departments and agencies) > Use insights created by PES to feed into the politi-

cal process and inform decisions.

> Develop the direction and agenda for evidence-based
policy, based on mission, strategy and targets.

> Advocate the evidence-based approach with the aim of
creating an organisation-wide culture of evidence.

> Allocate adequate resources to create conditions con- SENIOR

ducive to an evidence-based approach. PES MANAGERS

Facilitate and support the use of evidence by
front-line PES staff to improve performance and
the quality of services.

> Relate individual targets and actions to eviden-
ce-based frameworks.

OPERATIONAL > Implement change to services based on evidence

PES MANAGERS and research findings.

Use data and evidence daily, making informed deci-
sions regarding customers.

> Foster an attitude of openness to change, driven by evi-
dence-based insights.

> Cooperate with managers and research staff to support FRONT-LINE

new studies and the generation of new knowledge. PES STAFF

Ensure that PES has technical and methodological
RESEARCH, capacity to develop and use evidence.

DATA ANALYSIS > Work closely with PES managers to design studies
AND TECHNICAL and analytical frameworks to support decisions.
PES STAFF > Translate complex and technical information from
reports and findings into user-friendly information.

> Provide external expertise if this is not available in PES
or to complement existing in-house knowledge.

> Support an evidence-based approach to policymaking STAKEHOLDERS OUTSIDE PES
within PES stakeholder bodies (e.g. tripartite commis- __(non-governmental organisations,
sions, social dialogue institutions). employers’ associations, trade unions,
> Generate new knowledge on methodologies and use of academics, independent research

evidence that might be relevant and useful in designing institutions, etc.)
PES operations.
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How is the toolkit structured?

The toolkit builds on three main steps of con-
tinuous improvement.

1. Planning and designing evidence-based
services - practical advice on building an
evidence-based strategy, defining the stra-
tegic rationale, securing management and
employee buy-in, and building and testing a
framework for the approach.

2. Implementing evidence-based services
- practical advice on tools for generating and
using evidence, preparing staff, and setting
up cooperation and communication strate-
gies within PES and with external stakehold-
ers.

3. Monitoring, evaluation and learning -
reviewing the whole process and creating a
learning feedback loop in service improve-
ment, including updates of the pool of evi-
dence.

Each step contains several points to consider
and actions to take. You will find here practical

1. Reasons to adopt evidence-based services

tips, tools and templates, good practice examples
and signposts to further information. There are
two appendices attached to this toolkit. The first
shows the wide range of good practice identified
during research. The second discusses some of
the technical issues implicit in a successful evi-
dence-based approach.

Customers at the centre of delivery

Customer-focused delivery is the core message
of PES benchlearning®. The use of evidence helps
PES achieve improved outcomes through better
targeted interventions and building credibility
due to better informed decisions, thus support-
ing customer-centred services. This is even more
important following the COVID-19 crisis. Help for
jobseekers (both those who are unemployed and
those wishing to change jobs) and employers
should reflect individual needs and requirements
as far as possible. Service design should there-
fore evolve from ‘one size fits all’ towards more
personalised services to improve customer satis-
faction, the effectiveness of interventions and the
cost-efficiency of the services provided.

Box 1.2: Key messages on reasons to adopt evidence-based services

be improved.

delivery process.

1. Evidence needs to be reliable and comprehensive. Institutional independence may support
the reliability and credibility of evidence. Combining qualitative and quantitative methods
may improve reliability as well as credibility among PES staff.

2. PES staff should be trained to think about evidence in their work and about how services can

3. Itis important to proactively disseminate evidence internally as well as to external
stakeholders. This can be a first step in developing an evidence-based culture.

4. Visualising evidence and tailoring it to users’ needs can greatly enhance usage.

5. Finding common goals and involving stakeholders in defining a multi-annual evaluation
strategy can also support the emergence of an evidence-based culture.

6. Evidence should be used systematically in both the performance management cycle and

9 ‘Benchlearning’ is the creation of a systematic and integrated connection between performance comparisons and measu-

res of mutual learning in order to identify good practice.
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In PES, the term ‘evidence’ is used to cover quan-
titative and qualitative information on the deliv-
ery of active labour market policies (ALMPs). It
covers descriptive data as well as standard coun-
terfactual impact evaluations (CIEs)°. The term
‘evidence-based’ is used in a broad sense to cov-
er situations where data and evidence are used
to inform decisions, together with other consid-
erations.

This approach has the following features:
strong expertise in measuring the effective-
ness of PES policies and programmes;
a mix of methods, including more advanced
techniques (e.g. CIE from randomised control
trials (RCTs) or theoretical evaluations);
control for internal and external contextual
factors when evaluating a programme or
policy;
going beyond an understanding of ‘what
works’, by seeking also to analyse why, for
whom and in what circumstances.

Contextual factors are crucial in understanding
the causality of policies and programmes so
that one understands what works, and why pro-
grammes and services do or do not work. Contex-
tual factors are also considered in order to collect
data and evidence systematically to support bet-
ter decisions on how PES operate and deliver.

Box 2.1: Data, information and insights

Data is the starting point for evidence-based policymaking:
the raw facts and figures that are acquired and recorded
using clear standards, as useful, comparable, processable
and accessible to authorised staff. Note that sensitive and
personal data must be well protected by setting up secure
data warehouses, as well as procedures for data access and
processing. PES must also have a data management and/or
governance policy.

Information is the next level in the knowledge process.
Information is data that has been organised, filtered and
processed. This is very relevant for PES, because this data
should feed into organisational performance management
systems and reports for external stakeholders, and also
support day-to-day operational management.

Insight is the product of analysing the evidence-base, and
drawing on information that leads to the conclusions that
drive decision-making. These insights might include under-
standing interrelations or even causalities of the variables
analysed. These need to be framed by a deep understan-
ding of PES strategy, the operational model (e.g. mul-
ti-channelling and its effectiveness for different groups), the
best available labour market intelligence and the perspecti-
ve of experience policymakers and operational managers.
Only then can valuable knowledg on what works in a given
context be gained

Layers of evidence in policymaking

An evidence-based approach is not only about
gathering and presenting the data on services
or programmes. It also allows the knowledge ob-
tained from data to be used to provide informa-
tion and insights.

10 A counterfactual impact evaluation (CIE) is a methodology in which the outcomes for those who have benefited from a policy
or programme (the ‘treated group’) are compared with a control group whose members are similar in all respects to the treat-
ment group, except that they have not been subject to the same policy or programme.
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Evidence-based strategies should be derived
from, or informed by, objective evidence. Stake-
holders at all levels, within and outside the PES,
gather, analyse and use the evidence collected
to inform the design and development of servic-
es and programmes. As the strategy matures, it
should integrate programme delivery and service
design.
The key ingredients for building an evidence-based
strategy in PES are:
- an agreed and coherent strategy for evi-
dence-based policy;
a culture of using evidence that is shared
among PES managers and staff;
Strong support from policymakers and key
stakeholders;
IT systems that provide timely, relevant in-
formation for different users.
The strategy will also be enhanced by:
a well-developed and established perfor-
mance management system to monitor and
evaluate the results of each procedure (see
Box 2.2 Cyprus);

Box 2.2: Key ingredients for building an eviden-
ce-based strategy — Denmark and Cyprus

In Denmark, valid register data enables the PES to be
able to follow individuals’ integration trajectories and to
measure input, output and outcomes and to consider CIE.
A randomised controlled trial is an effective method for
establishing valid evidence about what works in close col-
laboration with practitioners and researchers to systema-
tically apply a long-term approach to establish evidence
about what works for various treatment and target groups.
An effective practice in Cyprus PES on building an eviden-
ce-based strategy is the structured dialogue being deve-
loped through the meetings and online discussions among
members of the management team. These discussions
constitute the basis of decisions and proposals that are
then promoted to the strategic team at the relevant mi-
nistry for approval. The operation of the monitoring and
evaluating system of ALMP will help PES Cyprus reach
safe conclusions about their future design.

Source: PES Cyprus and PES Denmark
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Box 2.3: Legislative requirements in relation
to evidence-based policymaking

In the USA, the Foundations for Evidence-Based Policy-
making Act 2018 (Public Law No: 115-435) requires all
federal agencies to plan to develop statistical evidence to
support policymaking. All agencies have to submit annual-
ly to the Office of Management and Budget (OMB) and
Congress a systematic plan for identifying and addressing
policy questions, in relation to: data the agency intends
to collect, use, or acquire to facilitate the use of evidence
in policymaking; methods and analytical approaches that
may be used to develop evidence to support policyma-
king; and challenges to developing evidence to support
policymaking, including any statutory or other restrictions
on accessing relevant data. Agency strategic plans must
contain an assessment of the coverage, quality, methods,
effectiveness and independence of the agency’s statistics,
evaluation, research and analysis efforts.

Source:

a formal agreement setting out the service
level, objectives, targets, etc. to achieve tech-
nically robust evaluation methods (see Box
2.4: France);

economic resources and cooperation with
research institutions (see Box 2.2: Denmark).

The EU requirement to evaluate projects financed
by the European Social Fund (ESF) provides an
incentive for evaluations. Benchlearning across
European PES and recommendations from peer
PES will also help to encourage PES managers to
embark on reforms. Benchlearning exercises can
be instrumental in encouraging investment in IT
and monitoring. Box 2.2 gives examples of spe-
cific good practice, and there are more examples
in Appendix 1.

Influence of legislation

Legislative arrangements naturally vary according
to a country’s legal system, from obligations to
evaluate, and the right to collect, process, store
and exchange data or the requirement to protect
privacy. Such arrangements offer opportunities
for PES to use evidence in their everyday work.
It is important, however, to note that a legislative
regulation should not mean controlling the
work of PES at grassroot levels. Legislation is

Practitioner Toolkit on Evidence-based services


https://www.congress.gov/bill/115th-congress/house-bill/4174

not a prerequisite for evidence-based services
implementation. However, it may be useful in
scaling up or increasing the priority of evidence-
based policy processes. A framework is a feature
of more advanced or experienced PES, where
the evidence-based strategy has already been
established and evidence is used at all stages of
the policymaking process (see Box 2.3; see also
2.5 below).

Defining the rationale for an evidence-based
approach must go beyond a simple justification
of the need for certain services to exist. There
needs to be a clear objective or purposeful plan
for the improvement of services, and a more
rounded view of the strategy and policy for
achieving this.

This entails avoiding the selective use of statis-
tics simply to provide evidence that will back up
one’s own theories or observations, disregarding
the complexity of social phenomena.

Management and employee buy-in

From the very beginning, you will need manage-
ment and staff buy-in. This can be achieved by a
series of well-planned actions.

Communications from the top PES management
kick off the development of the evidence-based
approach: this will convey a strong message for
PES staff at all levels about its importance.

A clear message is needed from senior manag-
ers to welcome the approach, making it clear that
the evidence should be treated with integrity, and
accepting that evidence can tell PES both what
works and what does not.

Being transparent about the new approach and
its intended outcomes as well as its limitations
helps to increase acceptance.

Develop the business case for the use of evidence
in the design and implementation of policies and
programmes.

Take on board ‘change agents’ — working groups
composed of different stakeholders - to discuss

2020

Box 2.4: A culture of using evidence — France

Two main elements contributed to building a culture of
using evidence at the PES, P6le emploi:

- management by results;
- innovative processes used to develop new services or
organisational changes.

Management by results was first only available to mana-
gers, who were tracking the results of their local agency or
region. The information system made the data available to
all. For about two years now, staff in local agencies have
been encouraged to follow their progress towards their lo-
cal targets, so that they can see how their own individual
performance contributes to these targets. Making the con-
nection between their actions and the results achieved in
respect of performance targets has had a positive effect on
the level of awareness staff now have for data, results and

ultimately ‘what will work’.

Source: PES France

concerns and the approach, to help to overcome
fears and resistance to planned changes.

Prepare a communications strategy and schedule
for different stakeholders, including those outside
the PES, to design a plan for overcoming obstacles
and avoiding pitfalls.

Managers need to secure commitment from indi-
vidual employees to promote the use of evidence
in day-to-day operations. The use of evidence is
often limited due to the number of different bar-
riers faced, from technical and methodological, to
those stemming from perception or time pressures.

Barriers to promoting the use of evidence in PES
include:
time pressure imposed by the tight schedule
of decision-making;
limitations in data quality and access to data;
culture and attitudes towards the use of ev-
idence among PES management and staff;
technical constraints, such as available exper-
tise in data management and evaluation, or
the technical limitations of existing IT systems;
legal or ethical concerns raised by social
partners or PES staff about RCTs;
difficulty in isolating the impact of a single
intervention when several changes are intro-
duced in parallel;
pressure from policymakers on evaluators to

Practitioner Toolkit on Evidence-based services



simplify interpretation or to extrapolate from
results that are not clear-cut;
constraints on cooperation with academic re-
search institutions through time pressure or
legal barriers to sharing data.

Building a culture for the use of evidence

A culture of willingness and enthusiasm towards
the use of evidence in strategic and operational
decision-making is crucial for the development
of practices and services that are based on facts
rather than intuition. A culture that fosters ev-
idence-based services underlines the value of
expertise, collaboration and data-supported deci-
sion-making processes. The explicit approval and
active support of senior PES leaders are essential
to this. The development of a positive culture for
reform should include creating a continuous learn-
ing environment for employees, and implementing
systems of engagement to facilitate collabora-
tion and information-sharing, an integrated per-
formance management system, and continuous
feedback and improvement.

The features of an evidence-based culture include:

e Providing practical insights - it is vital
that PES staff at all levels understand the
practical value of new knowledge and how
this helps improve service provision.

» Offering reliable data based on credible
sources — the reliability of data and credibil-
ity of sources encourage staff buy-in, as they
can be sure that the evidence being used can
be trusted.

» Supporting decision-making - data, in-
formation and insights are useful as long as
they support decision-making not only for
policymakers, but also for operational staff:
the real culture of evidence extends to using
data for everyday, professional decisions, e.q.
among employment counsellors.

e Feeding into the performance manage-
ment process — the existence of well-con-
structed performance management sys-
tems in PES, where the impact of the work
of front-line staff can be assessed through
links to policy outcomes, supports the use of
evidence as an important steering factor.

» Reflective learning from evidence - an
evidence-based culture supports reflective
learning for all PES staff, increasing the
knowledge pool and supporting two-way
communication processes, which in turn in-
crease willingness to learn and use of the
evidence in daily operations.

2020

The key factors for establishing a culture of using
evidence in PES include:
senior managers demonstrating a commit-
ment to an evidence-based approach;
staff at all levels understanding the impor-
tance of evidence in providing services;
staff trained in using evidence in their daily work;
evidence linked to performance manage-
ment targets for managers and staff;
a well-developed internal communication
strategy.

Different PES across the EU have developed dif-
ferent approaches to building a culture of using
evidence (see Box 2.5).

Box 2.5: A culture of using evidence — Germany and
the Netherlands

In Germany, institutionalised structures of exchange and
policy advice between research departments and PES bo-
ards are used, such as fixed, recurring meetings with the
executive board, and monthly research presentations to the
administrative board and/or the Ministry of Labour. The-
se exchanges are adequate means of managing expecta-
tions and establishing a common understanding. Regular
talks about the function of scientific policy advice as a link
between politics and research can help to find solutions in
critical situations.

In the Netherlands, the Dutch PES invested a lot of time
and effort into creating a culture of using evidence and in
the implementation process of a recent randomised con-
trol trial (RCT) in order to motivate PES staff and foster a
culture of a ‘future-proof, evidence-based PES’. The UWV
WERKbedrijf carried out a 30-month RCT for gathering
scientific evidence to discover the extent to which intensive
face-to-face services in the initial phase after registration
lead to faster and more sustainable integration of unem-
ployed people into the labour market, in comparison with
digital-only services.

The research involved all levels of staff across the organi-
sation. Regional roadshows were used to explain why and
how the RCT was going to be conducted, supported by a
video message from the board of directors and a personal
email from the chief executive. Management was informed
regularly throughout the process. A toolkit was developed
for all staff, with detailed FAQs and other relevant informa-
tion. The PES also created opportunities to discuss ethical
issues, notably the moral dilemmas flowing from the set-up
of the RCT.

Source: PES Germany and PES Netherlands



Having a predictable and transparent framework
is necessary to develop and implement an evi-
dence-based strategy.
Taking stock of the current state of play
Before starting to develop an evidence-based ap-
proach to policy, PES need to take stock of their
current situation regarding:
resources available or devoted to evi-
dence-based operations;
knowledge and expertise available (in-house
and externally);
infrastructure, including IT and data-man-
agement systems;
employee and management skills/competen-
cies, including in research, data management

and analysis.

Box 2.6: Measuring the current state of play in evi-
dence-based service delivery

Evaluation practices are closely linked to the overall PES
performance management (PM) approach, since strong PM
creates a need for reliable evidence. PES with a strong tar-
get-setting system also have a more advanced approach
to conducting pre- and post-evaluations and integrating
evidence-based service design and implementation into a
transparent system of change management. PES with a
fairly advanced PM system are best placed for developing
their evaluation systems, while PES with a less advanced
PM system need to develop both areas simultaneously.

In PES where evaluations are still developing, the eviden-
ce-base is typically limited to customer satisfaction surveys,
monitoring indicators and general labour market statistics.
In mature PES, development initiatives are embedded in
the PM system and based on rigorous evaluations mainly
prepared in-house. These PES use quasi-experimental and
sometimes experimental methods in post-evaluations to
ensure that impact estimates are reliable.

This latter group of PES are not equally advanced in the
use of evidence. Their current practices vary markedly in
terms of how research needs are derived from PM outco-
mes and discussed within the organisation; how research
outcomes feed back into the design of ALMP and guidelines
for front-line staff; and how evidence is used for making the
business case for PES.

2020

Design of the strategic framework

In creating the strategic framework, it is impor-
tant to understand and design links between
evidence-based services and performance man-
agement. This enables PES to build a logical,
causal relationship model, that links the needs
and problems identified to internal processes and
outcomes.

Such an approach for the evidence-based frame-

work can include:

* Root causes - the factors that lead to or
cause the need or problem;

e Need - the specific need(s), problem(s) or is-
sue(s) that the intervention addresses;

e Resources (inputs) - the resources re-
quired to address the need,;

e Activities (outputs) - what is done or
provided to address the need and lead to
change;

+ Implementation outcomes - change(s) for
practitioners, organisations or systems aris-
ing from the activities;

e Mechanisms of change - participants’ re-
sponses and learning from the activities (un-
derstanding, thinking, feeling);

¢ Outcomes - the change(s) that should re-
sult for participants (behaviours, practices,
relationships, states).

It is important to remember that an evi-
dence-based approach should focus on those
insights that are closely linked to PES operat-
ing models, goals and targets, and effectiveness
factors. In order to ensure this, before designing
the strategic framework, it is good to ask several
questions (see Box 2.7).

To link the evidence-based approach to targets,
ask the following questions:
What are you trying to achieve?
What are the short- and long-term goals or
targets?
What specific needs should be addressed by
the use of evidence?
How will the use of evidence change the way
problems are addressed?
What is the logic behind the solution?
Can the final result be defined?
What will be the success factors and meas-
ures of the new approach?
Strategic frameworks allow PES to link govern-
ance strategies with desired targets. The frame-
work will define the basic rules and principles, as

Practitioner Toolkit on Evidence-based services
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well as conditions and resources used to achieve
the desired outcomes.

There are several examples of strategic frame-
works for the increased use of evidence in the
public sector around Europe and beyond, notably
Denmark (see Box 2.7 and Estonia and Canada in
Appendix 2). For example, in Canada, a strategic
framework is used in its federal public services
to define the government’s approach to creating,
protecting, using, managing and sharing data as a
strategic asset, enabling informed decisions that
lead to better outcomes and services for citizens.

The use of evidence to build the customer jour-
ney

An important part of the evidence-based ap-
proach is in providing coherent pathways for PES
customers, based on available data. Some PES
have more formalised procedures for designing
customer journeys, while others rely mainly on
their staff and organisational experience, in which
case pathways for customers might be rather
normative and subjective than evidence-based.
In the evidence-based approach, these pathways
or journeys should be built on existing knowledge
about what works. Some PES use pilots to check
which approach is most effective (See 2.6).

Box 2.7: Defining a framework for an evidence-based
strategy — Denmark

One of the best examples of designing an approach to an
evidence-based strategy comes from STAR, the PES in Den-
mark. The Danish Agency for Labour Market and Recruit-
ment (STAR) is working to support the policy process by
systematically accumulating evidence about the effects of
ALMP. The continuous development and implementation of
policy and legislation can be seen as a constant cycle com-
prising four steps. In the first step, policy proposals, which
have been negotiated by political parties, are articulated. In
step two, the political parties decide the legislation. In step
three, legislation is implemented. In step four, the effects
of new initiatives and policies are evaluated. In these pro-
cesses, evidence-based knowledge plays a crucial role, as
it serves as an important source of input when designing
new policies as well as the actual implementation of the
employment policy.

The use of evidence to inform decision-making in political
process in STAR is further described in Appendix 2.

Source: PES Denmark

2020

Analytical capabilities in a maturing PES depend
on defining clearly what the PES is trying to
achieve, as articulated in its mission and the de-
fining metrics of success. The PES maturity model
therefore embraces several areas, including:
evidence-based strategy
culture of using evidence
investment in a skilled workforce
data governance and protection
technical and organisational infrastructure
seamlessly integration with the performance
management system
collaboration and communication structures
that support dissemination and buy-in
monitoring, improvement and learning.

A self-assessment tool that can be used to ana-
lyse the level of maturity of evidence-based poli-
cy in PES can be found in Appendix 3.

How much data is enough?

One of the key questions that PES need to ask
is: ‘How much data is enough?’ It is vital to strike
the right balance between the amount of data
collected and its usefulness. Data-gathering and
analysis processes are time-consuming and em-
ploy organisational resources (people, equipment
and knowledge) that might be better used else-
where. For example, in Belgium (VDAB), one of
the key challenges is finding the right balance be-
tween producing evidence that is credible (meth-
odologically speaking), and doing this for many
services regularly, without too much time lag and
on a sufficiently disaggregated level.

It is crucial to determine first the critical ques-
tions of evidence functionality:
What knowledge and insights does the PES
want to acquire throughout the process?
How will the information be used (for which
purposes)?
Can an (informed) decision be made on the
basis of existing data?
If the decision can be made on existing data,
is there access to all of the data needed and/
or does it exist as an integrated dataset?
If not, how much time, effort and resources
are needed to gather the new data?

Practitioner Toolkit on Evidence-based services
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Testing

It is important to implement small-scale research
and/or evaluations in the form of pilots to test the
approach, programme and/or specific service in
order to assess its impact. Most PES used pilots
to detect and correct any mistakes in the design
of measures, to inform the development of the
implementation process and to assess the impact
of new or modified measures. Pilots may also be
used to inform the choice between design options.
The obvious advantage of pilots is that problems
can be tackled before national roll-out. However,
pilots take time and thus may not always fit into
the tight schedule of decision-making.

The systematic use of pilots is useful for PES.
They are especially profitable when it comes to
implementing new measures that have a sig-
nificant risk of failure. For implementing large
changes, pilots can serve as a test of decisions

on whether or not to roll out new initiatives.

Box 2.8: Pilots for projects — France, Belgium and Es-
tonia

In France, when projects fall within the strategic plan, pi-
lots are used and evaluated formally. When it can be de-
monstrated that a practice or service has had a positive
effect on the performance targets, this heavily influences
the decision to scale up. Local initiatives can also take place,
which are not formally evaluated. In addition, P6le emploi
increasingly proceeds using proof of concept (POC) as first
step in reforming services. POC allows for continuous de-
velopment. Once a POC is met, it sometimes evolves into
a pilot.
In Belgium, Le Forem systematically uses pilots to demon-
strate the effectiveness of services, and these are formally
evaluated. The piloting process is constantly improved on
the basis of previous evaluations. For instance, the fol-
lowing improvements have been made to the procedure for
the test phase of digital projects:

- A quality team has been set up within the IT Depart-

ment to ensure that the application is stable before the
tests are implemented.
Tests are carried out and validated by business ma-
nagers before being made available on Le Forem site.
For web applications, jobseekers’ opinions are often
solicited at different stages of the design and develop-
ment of these services (for example, mock-ups have
been showed to jobseekers in local offices).

Source: PES France, PES Belgium - Le Forem

2020

Box 2.8: Pilots for projects —Estonia

In Estonia, PES pilot projects are planned if a new measure
is needed or there is a need for change in the service design
or internal processes, but it should be tested first. For exam-
ple, the PES has piloted:

new methodology for work-ability assessment

new methodology for work-focused counselling
methodology of the Individual Action Plan assessment
in relation to business start-up subsidy, the possibility
of submitting business plans Russian (analysis showed
that the proportion of business plans submitted by Rus-
sian-speaking applicants was much lower than would
have been expected, given the proportion of Rus-
sian-speaking people on the unemployment register)

a degree study allowance and subsidy for employers
who are creating jobs in Ida-Virumaa county.

The PES continuously monitors ongoing projects, e.g. fol-
lowing the respective indicators and provision process and
discussing the information with relevant stakeholders.

At the end of the project, the results are analysed and sum-
maries of these are presented to the Management Board,
Supervisory Board and other stakeholders.

After the pilot, the following changes were introduced:

the work-ability assessment methodology, questionnai-
re, work arrangement, instructions and training process
the process and training of work-focused counselling
the methodology of the Individual Action Plan asses-
sment, the internal process of the labour market ser-
vice provision

in exceptional cases, business plans written in Russian
or English are considered for the business start-up-sub-
sidy

a subsidy was created to support job creation in Ida-Vi-
rumaa and the South-Eastern part of Estonia.

Source: PES Estonia

Not every PES has developed formal ways to
evaluate pilots. Sometimes they rely on the infor-
mal opinions of their staff, which raises questions
about validity. However, pilots are very important
for making political and strategic decisions. The
bigger the project, is the more important the for-
mal evaluation is (see Box 2.8).
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For many PES, their evidence-based approach
has been a vital component in planning their re-
sponse to swift and large-scale labour market
changes occurring in the context of the COVID-19
pandemic, which has had immediate and almost
unprecedented consequences.

The most important responsibilities among PES
during the pandemic included:
making sure people received their unemploy-
ment benefits and social welfare payments
quickly and that essential services were
guaranteed;
ensuring social security of jobseekers (reg-
istration, unemployment and other benefits,
social support);
providing financial support for employers to
retain employees during the crisis and avoid
redundancies where possible through short-
term work schemes;
providing financial support for self-employed
individuals;

Box 2.9: Evidence-based policy during the COVID-19
pandemic — Estonia

All work processes and projects in Estonia have continued
during the pandemic. The PES identified that it is vital to
make daily statistics publicly available. It started publishing
unemployment figures on its website, which has reduced
the volume of enquiries made by journalists. The PES also
made new dashboards publicly available, including one gi-
ving an overview of a new measure, temporary wage com-
pensation. There was a constant need to recalculate the
cost estimates for various measures due to rapidly chan-
ging background information.

In-house, through the daily use of TARU dashboards, clients
and the services provided to them were under constant re-
view both by job coaches and the service development te-
ams at PES central office. Having an overview and following
trends over time has given the PES a general indication of
progress in achieving its strategic goals.

Quantitative data-gathering has not been modified during
the crisis, but additional analyses are carried out to secure
have more future-oriented insights.

Source: PES Estonia

2020

Box 2.10: Internal policy during the COVID-19 pan-
demic - Belgium

Le Forem in Belgium has implemented a consistent CO-

VID-19 policy, including:

- Registering as quickly as possible all people who have
lost their job because of the crisis, to ensure that the
PES has the most up-to-date labour market informa-
tion;

Reallocating staff to areas of work with increased de-
mand;

Supporting employers with recruitment, by flagging the
most urgent vacancies and managing employment aids
flexibly;

Providing people who register or re-register with the
PES as quickly as possible with job offers, putting them
in contact with employers and/or offering quick tailor-
made support (ideally within 48 hours);

Organising collective redeployment units, especially for
people who were self-employed but lost all their inco-
me because of the crisis;

Providing staff with all the necessary material (perso-
nal protective equipment (PPE), anti-bacterial gel etc.)
and instructions (behaviour, number of persons allowed
in waiting rooms, etc.)

Source: PES Belgium — Le Forem

providing limited amounts of labour market
services and ALMPs;

making information related to the effects
of the new measures (e.g. temporary wage
compensation) accessible publicly;
estimating the costs of the new measures
and solutions;

providing timely and regular information and
statistics, both externally and internally, to
increase service effectiveness.

The most important improvements made in an-
alysed PES due to the pandemic include:

the promotion of technical changes in the IT
system to allow electronic submission of the
evidence needed for registration for benefits
or vacancies (Cyprus);

adaptation of client communication to pro-
tect client and staff health (Germany);
reorganisation of IT infrastructure (e.g. to
enable working from home at grand scale,
remote counselling etc.) (Germany).
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Biggest challenges for PES during the pan-
demic:
uploading all training and guidance material
electronically on the PES web page;
adapting new internal metrics (e.g. staff in-
fection rates) to monitor the continuity of

Box 2.11: Data collection during the COVID-19 pan-
demic

) Data collection and publication have dramatically increased
services; during the crisis to monitor the evolution of the labour mar-
meeting the increasing demand for benefits ket. One of the important aims was to make labour market
(e.g. short-term work compensation); information accessible, relevant and publicly available. Indi-
dealing with a high inflow of unemployment cators have been published more frequently (often weekly)
benefit recipients; to facilitate a rapid response to developments in the labour
suspending some activities within jobcentres market and to allow for informed decision-making.

that closed due to restrictions on movement.

Source: PES Denmark, PES Estonia and PES France

Data and evidence collection during the COV-
ID-19 pandemic

of electronic communication with clients.
Some PES intensified their research and made

The pandemic and subsequent lockdown prompt-
ed changes to everyday PES functions. Some of

these led to improvements, such as more accu-
rate recording of electronic data, intensive dis-
cussions among officers and managers, more de-
tailed and frequent guidance, and increased use

efforts to publish data on unemployment more
frequently, although not every PES has sufficient
resources to do this. A good idea in that case is
to adapt existing planned survey studies or anal-

Box 2.12: Key messages on planning and designing
evidence-based services

Develop a strategic framework for evidence-based
policy and services and gain commitment from
PES and Ministry policymakers.

Support senior PES leaders in developing a shared
culture for evidence-based services and a body of
skills in the PES to support it.

Make explicit links between the PES mission and
targets, the performance management system
and developing the evidence-base for PES.
Encourage senior operational managers to lead
the approach internally and externally and ensure
progress is reviewed independently.

Support and celebrate a ‘test and learn’ approach,
especially in the context of COVID-19.

11 See for example:

2020

yses to the current situation. More frequent (or
sometimes rapid) publication of data that was
not previously published can help to steer and
target interventions. It can also serve independ-
ent, external researchers to produce timely evi-
dence on the effectiveness of emerging practices
and approaches taken in these turbulent labour
market conditions. This can facilitate the scale-up
of some supportive measures, where these are
backed up by relevant evidence.

The most important change in the use of evi-
dence during the pandemic was more frequent
use of data and ensuring as rapid publication of
analyses as possible, especially on labour mar-
ket impact. Some of the PES also started exper-
imenting with new predictive methods, including
‘nowcasting’.
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SECTION 3.
Implementing
evidence-based
services

3.1 Developing tools for
generating and using evidence

A successful PES evidence-based system should
include, inter alia, adequate data infrastruc-
ture within the PES and use of robust eval-
uation methods'2.
Sources and tools for generating evidence in-
clude:

PES administrative data

contextual information about the labour

market

monitoring data from programmes and ser-

vices

customer surveys

experimental evaluation (including RCTs)

quasi-experimental evaluations

qualitative evaluations.

All of these methods have their pros and cons.
It is advisable to use a mix of different methods
(called ‘methodological triangulation’) in order to
analyse the issue from different angles and con-
firm the initial observations in unbiased way. This
is crucial in order to retain objectivity of the pro-
cess and support evidence-based decision-mak-
ing. A table of methodological approaches to as-
sessing what works can be found in Appendix 2.
The choice of methods should be based on the
research design, starting from the identification
of needs and a definition of the problem (a hy-
pothesis). The replicability of results (or confirma-
tion of findings) will indicate that an appropriate
threshold of evidence has been reached for mak-
ing informed decisions.

3. Implementing evidence-based services

Box 3.1: Sources of evidence for the design of a new
service — Belgium

benchmarking studies on good practice — one approach
focused on evidence indicating that front-line workers
were actively included in decision-making

exchange of good practice between Le Forem units via
thematic networks (e.g. jobsearch thematic network)
client satisfaction, monitored through the online hel-
pline or call centre, with feedback taken into account
when planning improvements

evaluation of current labour market policies.

regular monitoring of literature regarding the labour
market.

Thanks to the centralisation of data on jobseekers, a da-
ta-mining approach is being implemented in the field of
jobseeker journey management. The data relates to tens
of thousands of jobseekers, including data on socio-demo-
graphic, mobility, jobseeker journey within the PES and job-
seeker position in the labour market.

Source: PES Belgium - Le Forem

Consultation

In order to design sources, methods and analysis
so that they match the PES’s needs, it is essential
to take into consideration local staff experience
and established flows of information between
PES branches, departments and agencies and be-
tween staff at all levels, by:

involving operational divisions from the start

in choosing methods and designing and im-

plementing evidence strategies;

working systematically with a long-term

approach to establish evidence about what

works best for various programmes, inter-

ventions and target groups;

having reliable sources of data and consult-

ing professionals in research design;

setting up a steering committee for the evi-

dence-base

supporting evaluations to provide independ-

ent guidance and technical expertise.

12 European Commission 2019; Policy paper on evidence-based policy

2020
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Understanding and interpreting the data

A very simple though useful example of the use
of data is in devising training for PES officers and
managers based on the need to improve services
and practices in ways that have been identified
during day-to-day work. It may be easily intro-
duced since it doesn’t require any particular ad-
ditional tools, other than willingness and mecha-
nisms for senior management to actively listen to
the employees at lower levels of the organisation.
There are also many IT tools available to support
the practical use of data. With appropriate staff
training, supporting software enables PES em-
ployees to conduct serious and thorough analyses,
comparisons and evaluations. For example, Cy-
prus PES used software to gather data on its own
electronic recording systems, which could then
be disaggregated (i.e. broken down) by office and
officers in order to identify any differences in the
application of procedures across different offices.
More advanced methodsinclude the use of artificial
intelligence (Al) and user experience approaches.
A very good example comes from Estonia. Esto-

3. Implementing evidence-based services

Box 3.2: Consulting — Germany

In Germany, institutionalised and independent scientific re-
search, data provision and scientific consulting to PES admi-
nistration are conducted out by the Institute for Employment
Research (‘Institut flir Arbeitsmarkt und Berufsforschung’,
IAB). The IAB’s activities provide PES staff with robust and
reliable data sources to inform evidence-based decisions
and support activities. IAB is part of the PES with the status
of a special department to ensure freedom of research. Its
research activities are based on a statutory mandate.

Source: PES Germany

nia PES uses its own data warehouse, TARU, in its
everyday work. The data is available to employees
in visual form via Tableau Bl software. This makes
the data accessible and understandable to all
job coaches through a dashboard (see Figure 2).

Figure 2: Dashboard used by job coaches — Estonia
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TARU includes two types of dashboards: i) dash-
boards where only aggregated statistics are pre-
sented (available to all users inside the organisa-
tion); and ii) a personal dashboard for job coaches
and regional managers, where the individual
data for clients is presented. This means that
job coaches and managers can use the person-
al dashboard for individuals to get quick visual
overview of the clients in their personal portfolio
or in their region as a whole respectively. They
can also interrogate the dashboard to monitor
service provision: what services are provided for
my clients? who is waiting for services? who has
not participated for a long time? and so on.

Evidence-based decisions

There are three key factors in making informed

decisions based on the evidence:

1. access to reliable data (if unavailable, the
first step is to correct faults or gaps in the
data);

2. triangulation of methods - a well-judged
mixture of qualitative (interviewing custom-
ers, investigating process chains) and quanti-
tative (surveys, questionnaires) sources;

3. aculture of evidence-based decision-making.

Box 3.4: Staff training — Estonia

In Estonia, it is obligatory for PES employees to become ac-
quainted with the use of data in their work. It ensures that all
staff are aware of the importance and ways of making eviden-
ce-based decisions.

The PES organises in-house, compulsory training courses for
new employees. One set of courses involves sourcing labour
market information (internally, through the TARU dashboards
and occupational barometer, and externally, through the la-
bour market survey conducted by Statistics Estonia, labour
market overviews by the Bank of Estonia, sectoral analysis
by the Ministry of Economic Affairs and Communications, and
skills needs analysis by the Estonian Qualifications Authority).
The training looks at the main concepts used and indicators
that are used in labour market statistics in order to teach em-
ployees how to interpret data correctly. The course is provided
by the Analysis Department.

To develop skills in data analysis and use of the TARU dashbo-
ards, the Analysis Department conducts differentiated training
courses for different groups of workers at all regional offices
of the PES.

Source: PES Estonia

2020

3. Implementing evidence-based services

Box 3.3: Making evidence-based decisions — Lithua-
nia

In Lithuania, data for decision-making is extracted from a
single IT platform that lets users (managers, central office
staff) access the data in real time to check performance,
implementation levels of strategic targets/objectives and
the information used at operational level. If required, trai-
ning is organised to ensure that staff know how to use the
IT system correctly and efficiently.

Source: PES Lithuania

3.2 Preparing staff for evidence-
based service delivery

The attitude among managers towards evi-
dence-based decision-making is crucial, and both
managerial and staff training may be necessary
(see Box 3.4).

Training in the use of data and evidence should
take a high priority. Knowledge is one of the tools
for PES employees. Training should be designed
according to the needs of staff at all levels (e.g.
job coaches, managers and staff at regional and
head offices).

The training is unlikely to need all the elements
mentioned in Box 3.5: the list is just a suggestion
of what such training might include. However, it
is crucial to adjust the training content to par-
ticular needs and goals, and ensure it is relevant
to the roles and responsibilities of the staff being
trained. Training should also reflect methods and
tools available for experienced staff. There is no
need to train PES staff in advanced IT tools if they
will not need to use them in their everyday work.
Another important aspect of training is teach-
ing staff about the socio-economic context. This
gives PES staff the ability to understand the main
concepts relating to the socio-economic environ-
ment and the labour market and to build and up-
date their knowledge around this theme using the
available tools.
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3.3 Cooperation and
communication

For many PES, the first step in implementing ev-
idence-based services is to raise awareness of
their importance and to demonstrate the benefits
of evidence-based practice.

Contextual factors are crucial for the effective
design and implementation of PES policies and
programmes. Understanding these can influence
the effectiveness both positively and negatively.

The success of social programmes is [...] limit-
ed by contextual constraints. Interventions, by
definition, are always inserted into pre-existing
conditions. A mass of different contextual con-
straints lurks in wait for every programme and
the interrelationships, institutions and structures
in which it is embedded all shape its fortune®>.

It is vital to understand the contextual factors
that affect the functioning of evidence-based
policy in PES (see Figure 3).

Figure 3: Evidence-based policy

Infrastructural system

- Institutional setting
Does the evidence-

based approach have
the political backing to | Do the culture and
drive it into the heart of |systems support the

3. Implementing evidence-based services

Box 3.5: Sample training content for PES staff

data collection and analysis to measure the effect of
actions;

principles of measuring and comparing performance;
steering by results: being more attentive to the results
of actions both in the context of reception, compensa-
tion and support missions for jobseekers to facilitate
their return to employment, and the context of meeting
the needs of employers and attending to user and staff
satisfaction with the quality of service provided;
computer processing of the tasks performed by PES
staff: understanding the link between the professional
activity carried out by the job coach and the perfor-
mance indicator;

use of IT tools, including databases;

analysis and exploitation of performance management
data (dashboards, reports, indicators, satisfaction sur-
veys, etc.);

reaching conclusions that are supported by analysis of
causes

co-constructing action plans.

Interpersonal relationships

the service? Are the evidence-based

support its creation and |used to justify the

Can the collaboration
resources allocated to | approach? Or is just data | environment for the
evidence-based services | Do the PES managers
functioning? existence of the service? |be created? Are the lines |and staff have the

of communication
between different actors | capabilities and
established?

appropriate motivations,

credibility to take the
evidence-based
approach forward?

Source: Adapted from Pawson, 2006, p. 31

Understanding how the service relates to the
labour market context nationally and locally

Relations between PES and related services and
the labour market are multi-dimensional. The PES
should both undertake actions based on labour
market information, but also share information

about new evidence and present the results of
evaluations or new analysis to the broader audi-
ence in order to influence the labour market. To
do this well, you will need a checklist of relevant
organisations to work with and communicate
your plans to.

13 Pawson R., Evidence-based Policy. A Realist Perspective, SAGE, London 2006, pp. 24-25.

2020
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Your external stakeholders are likely to include:
employers’ organisations
trade unions
NGOs
universities (academia)
external researchers and experts
educational institutions (e.g. schools and col-
leges)
vocational training centres and providers
social welfare and occupational health ser-
vices.

Cooperation may take the form of joint research
and data analysis, or exchanges of experience
and good practice. Collaborative work of this kind
will strengthen relationships and provide oppor-
tunities for joint communication campaigns. A
common mode of cooperation with external re-
search institutions is evaluation and other kinds
of research needed by PES. Engaging external
stakeholders aids transparency and an unbiased
approach. PES may well include external stake-
holders in their statutory activities, by delegat-
ing some services to outside bodies, for instance
services for jobseekers. PES may also take part
in broader national and international committees
and organisations, such as the EU Centre for Re-
search on Impact Evaluation, and create partner-
ships with other PES, for example through mutual
learning initiatives or the World Association of
Public Employment Services (WAPES).

Some external stakeholders provide training for
PES. This is especially valuable when it comes to the
use of specific advanced IT tools. It is worth using
professional advice in order to make sure PES staff
know how to use the tools in their everyday work.

3. Implementing evidence-based services

Box 3.6: Cooperation with the scientific community
— France

In 2013, Pole emploi established a scientific council, which
has made a major contribution to developing Péle emploi’s
links with the academic world. Composed of nine repre-
sentatives from several academic disciplines, the council
assists Pdle emploi in its partnerships with academia and
gives an opinion on its orientation in terms of study, resear-
ch and evaluation. Péle emploi regularly participates in the
national scientific committees of other organisations. For
example, in 2019, Pble emploi was a member of the na-
tional scientific committees evaluating different initiatives
such as the ‘Investment Plan in Skills’, ‘Zero-LTU Territories’
and the ‘Jobsearch log’. Péle emploi has a partnership with
the DARES (Statistics division of the Ministry of Labour),
which enables both organisations to gather diverse data.

Box 3.7: Communication with stakeholders — Belgium

Employers’ training needs are regularly analysed thanks to
thematic roundtables that bring together numerous par-
ticipants, including competence centres and members of
competitiveness clusters and sectoral associations. Their
conclusions are validated by thematic steering committe-
es (called strategic business units) and a transversal com-
mittee. These conclusions are then documented in reports,
which are available on the Le Forem website. Roundtables
are organised every two years.

Source: PES Belgium - Le Forem
https://www.leforem.be/chiffres-et-analyses/prospectives.html

2020

Source: PES, France

A good example of this is in Estonia, where the
PES uses external software providers as well as
academics to support the design of tools (see Box
3.6 and Appendix 1 on PES practices in external
cooperation).

As the evidence-based approach becomes more
embedded in the PES, consideration should be
given to developing a more structured model for
handling flows of information between organisa-
tional levels and business units. A small network
of information officers can be a good investment.

Role of information officers

The amount of data and information available in
an evidence-based approach can be overwhelm-
ing, even if data visualisation practices have been
put in place. In services where a large number of
different datasets are used and/or data is gath-
ered externally, it is advisable to create an or-
ganisational role of information officer. The role
of the information officer is to collect, organise,
summarise and disseminate information. A com-
parison can be made with the healthcare industry,
where information or data ‘brokers’ are trained
to gather, sort and prepare information for med-
ical doctors, in a digestible format, so that the
most recent knowledge can be used as soon as it
becomes available.

Practitioner Toolkit on Evidence-based services


https://www.leforem.be/chiffres-et-analyses/prospectives.html

19

External communication campaigns

The commonest way of communication with
stakeholders who are outside the PES is to or-
ganise face-to-face meetings, workshops and
seminars, as well as online webinars and mailing
lists. Taking into consideration the current situa-
tion caused by the pandemic, webinars seem to
be the most effective means of communication.
They may also be used for post-pandemic activity
(see Box 3.7).

2020

3. Implementing evidence-based services

w

Box 3.8: Key messages on implementing eviden-
ce-based services

- Check that PES data sources and infrastructure are ro-
bust and reliable.

- Make sure that the PES performance management sy-
stem is the key foundation for data and enlist the en-
gagement of operational managers and staff.

- Consult widely on good practice and service design wi-
thin PES and with external stakeholders.

- Strengthen your organisational culture to use evidence
and drive training interventions and internal and exter-
nal communications.

- Make sure evidence is placed in the labour market con-
text and refers to the main PES objectives, especially in
the context of the challenge of COVID-19.

Practitioner Toolkit on Evidence-based services
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SECTION 4.
Monitoring,
evaluation and
learning

4.1 Monitoring and evaluation

What evidence is being collected for the pur-
pose of monitoring?

Monitoring may take place at every level of PES
and apply to internal procedures as well as exter-
nal activities, such as the impact of PES on the
labour market and overall labour market opera-
tion. There is clearly a link with the way PES are
increasingly managing operational performance.
There may well be experts from that discipline
already in place in key roles who can be support-
ed and developed to play an important part in
the monitoring process. It will be useful to consult
your steering group on the best approach to mon-
itoring (see Section 3.1).

At a minimum, it is essential to:

define concrete goals and monitor them
regularly to capture trends, including tak-
ing account of contextual information (e.q.
changing labour market conditions, changing
structure of target groups, etc.);

design specific indicators for regular moni-
toring (annually, bi-annually, quarterly — de-
pending on the nature of the indicator) and
feed these into the PES performance man-
agement system.

There will be various sources of data and infor-
mation sources, including:
official statistics
scientific evidence
employee surveys
management information from relevant pro-
cesses
qualitative evidence from internal processes
client/customer questionnaires and satisfac-
tion surveys

2020
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Box 4.1: Accurately forecasting labour market de-
mand - Estonia

An important supporting tool in the process of job counsel-
ling is PES Estonia’s occupational barometer (https://www.
tootukassa.ee/eng/baromeeter). This provides a qualitative
method of forecasting short-term labour demand by occupa-
tion. The estimates are compiled by the regional departments
of the Estonian Unemployment Insurance Fund, and involve
external experts wherever possible. Labour demand foreca-
sts look at two indicators: first, trends in employer demand
for labour in the next 12 months; and second, the balance
between labour supply and demand for the next 12 months.
This raises questions such as, What the ratio will be between
the existing labour force and employers’ demand by occu-
pation? Will there be a labour surplus, labour shortage or a
balance in occupations on the labour market? The general
trends within the labour market are evaluated, which means
that the barometer does not take seasonality into account.
The estimates are based on the employers’ perspective.
Another important tool is the OSKA sectoral labour force
needs and skills surveys (https://oska.kutsekoda.ee/en/),
conducted by the Estonian Qualifications Authority. OSKA
analyses the labour and skills needed for Estonia’s econo-
mic development over the next 10 years. These analyses
indicate which sectors and occupations need to be prioriti-
sed in order to secure continued employment for individuals
in the future

Source: PES Estonia

administrative data

specific researches designed by PES
commercial research

state social insurance register and other data
collected by the state.
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Regular monitoring is crucial - as a minimum,
one impact evaluation of services a year. It is
worth using both quantitative and qualitative
methods, mixing them if necessary (see Appendix
2). Monitor ongoing projects, e.g. by tracking indi-
cators and the provision process, and discuss the
information with relevant stakeholders and local
managers and staff. This means that valuable in-
formation about ‘what works’ can feed into the
political process when new policies and political
reforms are introduced.

Some examples of the most significant and use-
ful items to monitor are:
effectiveness of services, service models and
interventions
employee satisfaction
client/customer satisfaction
effects on outflow and labour market position
of clients
effectiveness of job counselling and other

4. Monitoring, evaluation and learning

Box 4.2: Coordinating research efforts — Germany

In Germany, there are specialised departments in the |AB
and within the PES. The staff unit for research coordination
(Foko) at IAB gathers research and its results together, en-
sures transparency and provides impetus for new research
projects. It coordinates and provides resources for evalua-
tion research and assists IAB researchers or PES units in
placing tenders for research projects. In the PES itself, the
unit for policy evaluation takes similar tasks on a smaller
scale (e.g. assisting with tenders for evaluations of small
pilots). The situation in the tax-financed basic income sup-
port scheme (Social Code II, SCIl) is somewhat specific.
Here, the Ministry of Labour and Social Affairs is highly in-
fluential in determining the research targets, and results
are reported to it. The exact definition of key performance
indicators within the SClIl is codified and therefore not defi-
ned by PES internally.

active measures
views of delivery managers
staff views on the services provided

caseworker service, in terms of efficiency and

quality of case-handling
customer behaviour
information about ‘what works’

services.

<)
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Box 4.3: General Data Protection Regulation (GDPR)

Requlation (EU) 2016/679 relates to the protection of natural
persons with regard to the processing of personal data and
on the free movement of such data. The text includes the
corrigendum published in the Official Journal of the European
Union (OJEU) on 23 May 2018.

The recent revolution in artificial intelligence (Al) and analytics
has raised questions in relation to transparency and the ethics
of using data (especially big data) in PES. The regulation is an
essential step in strengthening individuals’ fundamental rights
in the digital age and in facilitating businesses by clarifying
the rules for companies and public bodies in the digital sin-
gle market. A single law will also do away with the current
fragmentation in different national systems and unnecessary
administrative burdens.

More information on data protection in the EU can be found
here.

quantitative data on the use of ALMPs and

Source: PES Germany

Independent evaluations

Evaluations done by or in cooperation with exter-
nal research institutions are common. The main
aim of such evaluations is to gain an objective
and unbiased perspective on PES activities. Ex-
ternal evaluation may also give PES a broader
perspective on their actions. It is easier to choose
well-adjusted tools and methods with the help of
independent professional researchers (see Box
4.2).

Data protection

While using advanced software for data collection
and analysis, it is extremely important to observe
data protection. All the PES that implemented
such methods pay special attention to their cus-
tomers’ privacy. It is also extremely important to
ensure that PES staff are trained in ethics of data
collection and usage (see Box 4.3).

For example, Belgium VDAB has started using Al
and big-data analysis to detect gender bias in job
vacancies and to pinpoint the most vulnerable
citizens needing assistance!“.

14 More information can be found in the recorded version of the PES Network webinar, ‘Big Data and Ethics - Insights
from Flanders and Norway’ that took place on 24 April 2019. Learn more by watching the webinar here.

2020
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Since data protection is extremely important, strict
regulations sometimes restrict the cross-use of
data in national registers. Although the process of
data-exchange is a time-consuming and complex
process due to these statutory requirements, it is
necessary to follow the data protection guidelines,
as the data gathered at PES is often sensitive.

For example, in Belgium, restrictions imposed by
GDPR represent a challenge, particularly since
these restrictions impede automatisation of data
analysis. Difficulties in sharing data also restrict
potential cooperation with researchers outside the
organisation, because the processing of personal

4. Monitoring, evaluation and learning

Evidence to support improvement

The evidence gathered from data may support
both national and local improvements. Starting
from grassroots level, it may support improve-
ments in the quality of counselling as well as pro-
viding the basis of national strategies. A good ex-
ample here comes from Estonia, where evidence
is used both for national monitoring and for local
improvements (see Box 4.1). Another example
of local improvements in France is described in
Appendix 1, under ‘Mechanisms of learning from
experience in PES’.

data or indirectly identifiable data is strictly requ-
lated (see Box 4.5).

Box 4.4: Privacy and transparency in PES

There is a need to balance the privacy of jobseekers, em-
ployers and other identifiable sources with being an open,
transparent organisation. Transparency through open data is
not only a great way to increase PES accountability: it could
also lead to novel applications of the data that could aid the
work of the PES.

The tension lies between providing rich enough data for mea-
ningful applications to be developed and being generic enou-
gh so that individuals cannot be identified. In this context, it is
also important to have very clear consent procedures and to
be explicit to clients about the purposes for which their data
is being used.

Source: Pieterson, 2016

Box 4.5: Data protection restrictions — Estonia

In Estonia, ethical and organisational barriers restrict the use
of an experimental approach to trialling services. Employe-
es of the PES may be reluctant to conduct an experimental
approach if the process increases workload or puts them in
an inconvenient situation, for example in having to explain to
clients why more frequent job counselling is needed. It also
may raise questions among clients (‘Why do | have to come
more often to counselling than my friend?’). Time pressure
often then restricts the ability to conduct a thorough analysis
using new and experimental designs, particularly if there is
an insufficient period of time over which to measure the im-
pact of innovative or experimental approaches.

Source: PES Estonia

2020

Box 4.6: Sharing outcomes — the Netherlands

Depending on the nature of the evaluation (high impact or
not), outcomes are shared with the managing board and
the leadership team. A structure of separate ‘domains’ ser-
ves continuous improvement, as outcomes of research and
evaluation influence changes made to client services. The
PES has domains for all major service areas, for example:
employer services

employment benefit recipients

disability benefit recipients.

Responsibility for defining and implementing change
projects is held by district management, which is the le-
vel between head office and the regional and operational
management of the Dutch PES. District managers who are
responsible for one thematic domain act as ‘domain hol-
der’, covering one or various specific thematic issues. Their
responsibility also includes rolling out and implementing
change processes throughout the country.

The portfolio holder group, represented by operational ma-
nagers of all districts, plays an important advisory role to
senior management and the leadership team at head office
with respect to the definition and prioritisation of change
topics.

In the future, the portfolio holder group will lead on sug-
gestions and priorities for improvement. Thus, the portfolio
holder group is the real ‘heart’ of the domain. Ownership
is stimulated by giving the participants a decision-making
mandate and responsibility to share good practices, identi-
fy bottlenecks and ensure coordination with the grassroots
within their respective districts.

Source: PES Netherlands
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4.2 Learning from experience

Evidence-based policy involves the design of
the mechanisms for learning from experience
— including learning from mistakes — as well as
identifying what works, and when, where and for
whom. It is vital to use the experience of more
advanced institutions, including PES in other
countries. The PES Network, especially through
Benchlearning, can provide an exchange of prac-
tices and useful hands-on experience for those
interested in developing their approach to evi-
dence-based policy.

Drawing on Kolb’s cycle of experiential learning
(see Appendix 2), PES can build their own ap-
proach to experiential learning in designing an
evidence-based approach. This is especially vital
in times of major disruption, such as digital trans-
formation, or the COVID-19 crisis. In such cases,
past experiences are often of limited or no use:
there are no similarities to refer to. This means
that learning from current experience and trans-
forming it into valuable organisational insights
should be prioritised. Each country and each PES
has its own way of learning from experience.

2020
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Box 4.7: Key messages on monitoring, evaluation and

learning

Ensure PES is capturing the data needed to track pro-
gress against the goal and objectives of the policy or

service.

Maximise data sources, including PES performance
management system, feedback from operational ma-
nagers and front-line staff, labour market intelligence

and external stakeholders.

Encourage independent external evaluation and check

data integrity.

Record results systematically and learn from expe-

rience.

The most important thing is to be aware of the
necessity of self-improvement, from which the
choice of a method of improvement will follow.

Practitioner Toolkit on Evidence-based services
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Itis clear that evidence-based policy, programmes
and services will drive change, improvement and
high performance among PES. The examples of
good practice collected in creating this toolkit are
themselves evidence of that. Toolkit users are en-
couraged to work through it systematically and
discuss it with colleagues. In doing this, bear in
mind the major themes that have been identified
- they all need attention if your approach is to
succeed.

Start by building a strategic framework that
sets out your approach to evidence-based
services. Aim to get clear support for it
amongst PES leaders and policymakers in
your ministry.

Develop your thinking around building a cul-
ture to support the framework. This will need
consistent messaging and training of staff.
Aim to embed a culture of what works and
what needs improving throughout the PES.
Link your framework explicitly to your PES
mission and the performance management
system that supports it. Aim to reassure PES
operational managers and front-line staff
that these three elements (mission, evidence
and performance) align and support each
other and are linked to the achievement of
desired labour market policy outcomes.

2020

Use resources and stakeholders from out-
side PES to guide and offer technical and
independent support in design, evaluation
and monitoring; provide access to analyti-
cal expertise in order to interpret results and
advise on appropriate future directions, and
provide independent oversight of results to
reinforce the transparency and credibility of
research findings.

Build a learning approach into the framework
so that test and learn is a natural part of how
the PES develops and manages its services.
It should aim to build a customer-oriented
culture, encouraging open and honest feed-
back to foster learning and continuous im-
provement.

Finally, invest in communications and skills
for front-line staff. They will repay that in-
vestment in the value they add.

Practitioner Toolkit on Evidence-based services
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Appendix 1
Good practice
examples

Good practice: building an
evidence-based strategy

DE

PES use institutionalised and independent scien-
tific research, data provision and scientific con-
sulting of PES administration by the Institute for
Employment Research (‘Institut fiir Arbeitsmarkt
und Berufsforschung’, IAB). IAB is part of the PES
with the status of a special department to ensure
freedom of research. Its research activities are
based on a statutory mandate.

FR

There is a committee for evaluation that provide
guidance for unbiased studies and strategically
coherent evaluations. Operational divisions are
involved from the start as this also provide a
lever to disseminate an evidence-based culture
and build interest within PES.

LT

Data for decision-making is extracted from a sin-
gle IT platform that lets users (managers, cen-
tral offices staff) access the data in real time to
check performance, the implementation level of
strategic targets/objectives and operational level
process information.

NL

The PES is governed by the line ministry with no
formal involvement of social partners. The gov-
ernance structure is essentially top down, in that
the ministry decides on the annual performance
targets of the PES. However, since its budget was
significantly reduced in 2010, the PES has been
increasingly proactive in developing its own vi-
sion and making proposals for improvements and
investments in PES activities. This strategy has
required the PES to generate reliable evidence
on the effectiveness of ALMP and PES services.
Furthermore, it set up an advisory board that in-
cludes influential experts from academia and the
social partners. The proactive approach of the
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PES has strengthened the cooperative aspects of
its relations with the ministry. In the current prac-
tice, the PES Department of Strategy, Policy and
Knowledge has weekly meetings with the min-
istry and they discuss policy proposals coming
from both the PES and the ministry and subject
all proposals to impact analysis.

BE Le Forem
The Belgian PES Le Forem has a formally agreed
and coherent strategy for evidence-based policy.

BE VDAB

Management are allowed to report more sys-
tematically on the effectiveness of services in a
periodic monitoring system. The idea is to use a
semi-automated machine learning approach to
provide regular updates on the evolution of the
effectiveness of the key services.

Good practice: building a
culture of using evidence

FR

Pbéle emploi adopted an innovative method for
developing new services or organisations. It has
now been used so often that most of the staff
are aware of how the elaboration process works.
Within this process, tests and evaluations are
sometimes conducted and their results are used
to make informed decisions. P6le emploi uses
proof of concept (POC) and pilots for its services
and organisational developments.

Engaging staff in the innovation process has en-
couraged them to pay attention to the effect that
ideas can have once they are implemented and
to build an internal culture of awareness of ef-
fects, based on evidence gathered during the pro-
cess. Staff can propose ideas on an internal on-
line platforms and, if selected, this results in the
testing of a POC. Staff have been involved in the
design-thinking process leading to POCs. POCs
are tested in local agencies or at other levels de-
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pending on the project. Even though the POCs are
not evaluated, they provide a first level of interest
with data and results for staff.

Pilots are evaluated in-depth by the Statistics and
Evaluation Division. In combination with the work
of the Scientific Council, these evaluations pro-
vide evidence for PES decision-makers to either
go ahead or not with projects. Staff participating
in pilots are sometimes contributing to evalua-
tions through qualitative questionnaires). Eval-
uations are also published on the intranet and
available to all staff.

DK

New policy suggestions and reforms are, if pos-
sible, based on existing knowledge about what
works. Being able to provide such a picture helps
to build a culture of using evidence.

cYy

The provision of services to unemployed people
who receive public assistance has recently been
enriched and reviewed based on officers’ and
managers’ empirical comments and conclusions,
with the aim of producing more viable and effec-
tive results. Last year, PES officers and managers
were being trained according to the needs iden-
tified by them during their daily work, based on
weaknesses in behaviour and practices applied.
The suggestion by CY PES to the Human Resource
Development Authority regarding the organisation
of new training courses for the unemployed was
based on statistical sectoral occupation data. The
key element for successful implementation is the
production of reliable statistical data and opinions.

NL

The Dutch PES has invested a lot of time and
effort in the implementation process of a recent
RCT in order to motivate PES staff and foster a
culture of ‘future-proof, evidence-based PES'.
It involved all levels of staff across the organ-
isation: regional roadshows were organised to
explain why and how the RCT was going to be
conducted, supported by a video message from
the board of directors and a personal email from
the general director. Management was informed
regularly throughout the whole process starting
at the design stage. A toolbox was developed for
all staff, with detailed FAQs and other relevant
information. The PES also created opportunities
to discuss ethical issues, notably the moral di-
lemmas flowing from the set-up of the RCT.
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LT

Since the beginning of 2019, ISO 9001:2015
quality management system has been imple-
mented. One of the core pillars of this system is
the PDCA cycle. LT PES employees have an oppor-
tunity to provide feedback and evidence on the
implementation of processes (what works, what
does not work). This is then discussed in work-
ing groups and the feedback ‘author’ is informed
about the decision of the work group to pursue
or not pursue the idea. The register of feedback
and evidence is publicly available on the organi-
sation’s intranet.

BE Le Forem

In Le Forem, a thought process on an evi-
dence-based knowledge strategy has been in
progress since 2018. A proposal to improve the
evidence-based decision-making process (in par-
ticular for the evaluation of services) has been
drafted and is regularly improved.

Good practice: evaluating
the customer journey

LT

In Lithuania, evidence-based assessment of the
effectiveness of processes and services allows
the PES to prepare an individual service pack-
age for each client. Evidence is collected from its
database, where all the information about each
customer’s journey is stored. The results and best
(and worst!) practices are disseminated and dis-
cussed during work meetings at multiple levels
of organisation (central office, client services de-
partment, local offices).

cy

In Cyprus, the process starts with a thorough
analyses, comparisons and evaluations of the
statistical data gathered through the electronic
recording of procedures, broken down by office
and officers. This is aimed at identifying differenc-
es in the application of procedures. Discussions
on the evaluations and results of analyses may
end up in written instructions, which are dissemi-
nated either to the management team for imple-
mentation and unification of the procedures, or
the IT team for the revision of procedures. If it is
needed, staff training is organised in the use of
the IT system.
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BE VDAB

In Belgium VDAB, analysis of the labour market
programme is far removed from the individual
customer level. However, the underlying meas-
urement is ultimately based on individual data.
This eventually evolves into a system that rec-
ommends an optimal trajectory for each individ-
ual, taking into account the characteristics and
history of the customer. See also https://www.
iza.org/publications/dp/12875/priority-to-unem-
ployed-immigrants-a-causal-machine-learn-
ing-evaluation-of-training-in-belgium

FR

In France, different types of data are gathered
throughout a user’s journey. Evidence is built on
qualitative and quantitative data that the PES
can collect before, during and after participation.
Examples of the use of evidence to build coherent
pathways for jobseekers are found in the case of
young jobseekers, with the evaluation of inten-
sive support for youth (accompagnement intensif
pour les jeunes) and for beneficiaries of the basic
social minimum income, with evaluation of the
global support pathway (accompagnement glob-
al).

BE Le Forem

In Belgium Le Forem, data relating to customers’
journeys is processed using artificial intelligence.
The objective is to make predictive profiling tools
available to job coaches, as the first step in set-
ting up a lab, which is planned for 2020. A us-
er-experience approach is used to optimise the
development and design of a support process
that combines different management approaches
and functions (often called a ‘transversal support
process’). Le Forem relies on a customer journey
approach and makes use of personae. A tender is
sent out every two years to elicit proposals from
partners for jobseeker services and training. Each
new tender is improved based on staff feedback.
In 2020, the 10th call was improved based on
surveys carried out by job coaches (about 500
completed surveys) and jobseekers (about 1,000
completed surveys). The purpose of the survey
was to better identify customers’ needs. External
partners have also been consulted informally.
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Good practice: using pilots

cYy

In Cyprus, pilots are used to trial the implementa-
tion of new measures and to assign the right roles
and responsibilities to officers before defining and
finalising a measure or a process. A final evalu-
ation of the results is reached after a process of
consensus decision-making. The evaluation of a
pilot is submitted to the director for approval of
the implementation of the new measure.

DE

In Germany, with an increase in the magnitude
of a pilot, evaluation approaches tend to be-
come more formal. New or modified ALMPs are
throughout evaluated by experts in the field of
empirical economic or social research. While the
decision to scale up a tested programme is nec-
essarily political, scientific evidence can help to
support these decisions. Sometimes evaluation
results only cover some aspects of the decision
(e.g. being unable to adequately quantify efficien-
cy or secondary effects etc.). Post-implementa-
tion evaluations can be helpful to shed light into
these areas.

BE VDAB

Pilots are set up regularly before the implemen-
tation of new approaches or measures. These are
usually very focused on practical implementation.
There are typically methodological limitations that
prevent really strong conclusions from being drawn
regarding effectiveness. However, the design of
the measures still changes significantly after im-
plementation. This means that the pilot situation
tends to be very different from the final product.

LT

In Lithuania, PES sometimes use pilots, but this
process is not implemented systematically. For-
mal evaluations are not usually carried out and
pilot results are assessed internally.

NL

In the Netherlands, PES establishes ‘pilot of-
fices’ (or frontrunner offices), which are subject
to formal evaluation. A description is available
here: https://ec.europa.eu/social/BlobServlet?do-
cld=17554&langld=en

DK

In Denmark, trials are used to develop evidence about
treatments. All existing knowledge is used in the po-
litical process (see Boxes 2.2 and 2.5 for description).
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Good practice: using data

NL

The Institute for Employee Benefits Schemes (Uit-
voeringsinstituut Werknemersverzekeringen, UVW)
has set up regional support bureaus in recent
years, to offer analytical support to UWV manag-
ers in planning and work preparation, data man-
agement, management information and analysis,
signalling and quality control. These bureaus also
help local jobcentres that lag behind in their per-
formance. The bureaus have a staff of between
three and 14 people, depending on the size of
the region, with expertise in data analysis, plan-
ning, controlling and labour market analysis. UVYW
also develop tools to guide and support job coach-
es, such as an online profiling tool (keuzegids, or
‘option guide’) that gives insights into which ap-
proaches would be most suitable for a given client.

DK

Danish PES uses a data bank that provides sta-
tistics on the labour market (www.Jobindsats.dk).
There are also separate knowledge bank for ex-
perts and researchers (www.Jobeffekter.dk) and
practitioners (www.Jobevidens.dk)

DE

The TrEffeR (Treatment Effects and Prediction)
tool routinely provides intelligence about the ef-
fectiveness of ALMPs and can be used by PES case
workers, local managers and central planners
to improve the design and targeting of ALMPs.
The role of TrEffeR is to employ micro-analysis
on an individual basis and according to different
sub-groups and local areas, with the aim of es-
timating domain-specific net effects. The results
are disseminated via standardised reports to PES
case workers or fed into the regular dashboards
used by the performance management team.

FR

For quantitative data, the performance targets
are aimed at results that are easily tracked and
are understood by, and important to, staff, such
as targets on satisfaction rates and return to
work rates. In addition, the Statistics and Eval-
uation Division publishes results of the formal
evaluations it conducts. These publications are
available to everyone on P6le emploi’s intranet.
They are written in such a way that all staff can
understand the results, with particular attention
paid to explaining the method used, how things
were measured and what point of comparison or
control has been used to build the evidence.
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BE Le Forem

Training sessions on the socio-economic context
have been developed for job coaches. The content
of the sessions focuses on the dissemination of
socio-economic data. Le Forem socio-economic
experts (for the content) and academy experts (for
the training design and approach) have worked to-
gether to put these sessions in place. A wiki project
is under development on the intranet, with the aim
of disseminating reports and literature reviews on
various key topics to all staff. Quantitative data is
stored in an electronic data warehouse and is ac-
cessible to experts via an application that allows
them to read the data and produce reports.

LT

In 2019, LT PES implemented a counterfactual
impact evaluation study on the effectiveness of
active labour market policy measures, using ad-
ministrative PES data and data from the Social
Insurance Fund (which records the employment
history of former clients). It plans to carry out this
study each year. Each month (and weekly dur-
ing COVID-19 crisis), LT PES published an inter-
nal newsletter for all staff members about the
current situation in the labour market, where the
data is presented in summary, with visual aids in
the form of infographics.

cYy

The process of providing services to unemployed
GMI recipients has been revised after the analy-
sis of the monthly statistical data. Officers’ com-
ments and evaluations are recorded on the com-
puterised system during the provision of these
services. The coordination team, through the
PES management team, gathered the opinions
and suggestions of officers who were willing to
participate in this exercise, about the estimated
weaknesses and strengths of the processes and
how to overcome the problems so as to provide
more effective and viable services and solutions
leading to increased and sustainable placements.
After a thorough study of the data, the coordina-
tion team suggested new ways of providing these
services such as, upon every renewal of unem-
ployment, officers provide the client with two or
three job referrals, and within five working days,
the client has to communicate with the officer
on the outcome of the job interviews. The sug-
gested measures, which are agreed by consensus
among the officers, are accompanied by specific
targets, after their approval from the director and
the PES management team. After four months of
implementation, the results, broken down by of-
fice and officers, are evaluated. The coordination
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team then disseminates the results, aggregated
by regional office, to PES staff, congratulating the
offices with the highest performance.

Good practice: external
cooperation

EE
In Estonia, data exchange between different
national registries and information systems is
conducted via a special infrastructure: X-road.
Estonian Unemployment Insurance is the largest
X-road user in Estonia, using data from 26 dif-
ferent registries daily. Resta (a private company
that has been providing data analysis and con-
sultation services since 1991) provided the PES
with the technical solution for a data warehouse.
Working with the University of Tartu, the PES has
three different projects:

renewal of the performance management

system

development of a decision-making support

tool

development of the service impact analysis

model.

Wizon (a private company specialising in busi-
ness analysis solutions) provided the data anal-
ysis team with training in the software, creating
a chatbot to convert speech to text. Cooperation
with both academia and IT companies is vital to
keep in pace with the most recent methodological
and technological developments.

LT

In Lithuania, the PES cooperated with vocational
training services providers to improve the quality
of vocational training. For example, this resulted
in an increase in the proportion of practical train-
ing, and changed some elements of the content
of training programmes.

DK

In Denmark, the PES engaged in a formal cooper-
ation agreement with the behavioural economics
research team at Copenhagen University to devel-
op new knowledge about the effects of behaviour-
al economics in the field of labour market policy.
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Good practice: learning
from experience

FR

In France, the use of POCs at the beginning of the
innovation process allows for a phase of learning
from mistakes, without necessarily formalising
their evaluation. Formal evaluations of pilots al-
low the PES to engage in reflection for the next
strategic plan and tripartite agreement. At the
end of the tripartite agreement, all new projects
are tested and evaluated. Results feed into the
next tripartite agreement. Tripartite agreements
are renewed regularly, which means the system
is under constant review and evaluation, and the
PES can learn from any mistakes.

BE Le Forem

In Le Forem, ALMPs are regularly evaluated
and improvements are suggested. Evaluation
reports are regularly discussed at the manage-
ment board. A good example is an invitation for
proposals which is sent to partners of about 20
years’ standing. The 10th invitation has just been
published, and each one contains suggestions for
improvement compared to the previous version.

cYy

In Cyprus, the PES management team, compris-
ing the departmental director, PES coordinator
and district labour office supervisors, is the unit
responsible for identifying failures, problems,
weaknesses and strengths of a process. It is also
responsible for disseminating the results gener-
ated from its efforts to solve problems and im-
prove performance.

LT

In Lithuania, the PES uses several tools to learn
from experience: customer feedback analysis, ad-
aptation of process standards according to cus-
tomer feedback, work meetings, self-education
activities, and internal training.

BE VDAB

There is an evaluation unit that regularly evalu-
ates the implementation and concrete execution
of some measures. There is an internal audit unit
that in essence does something similar, albeit
more from a typical audit point of view. There
is also a research unit that, among other things,
looks at what works for whom. The latter is done
by external researchers.
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DE

In Germany, the PES has restructured its head-
quarters and introduced a new department fo-
cusing on the quality of service delivery. It aims
to establish a quality management system, to
collect the knowledge of its employees, which is
to some extent decentralised in the locally organ-
ised employment agencies. The divisions’ ambi-
tion is to work in partnership with the regional
directorates and local employment agencies, to
strengthen the individual responsibility of the lo-
cal units and to promote a holistic approach. One
way to support this is to have a unit for internal
consulting services located in each agency.

DK

In Denmark, randomised controlled trials are
used to identify if treatments work and for whom
(heterogeneous effects) and qualitative research
to identify the ‘how and why’.

Good practice: disseminating
operational practices

EE

In Estonia, the PES continuously monitors ongo-
ing projects, by following the respective indicators
and provision process and discussing the infor-
mation with relevant stakeholders. At the end of
the project, the results are analysed and summa-
ries are discussed with local managers before be-
ing submitted to the management board, super-
visory board and other stakeholders.

DK

In Denmark, the PES has an evidence strate-
gy within the Employment Ministry. Every three
years, the focus areas within the evidence strate-
gy are revised systematically in order to have an
updated focus on the relevant knowledge gaps.

BE Le Forem

ALMPs are evaluated by the PES and/or external
consultants and the results discussed by pro-
ject leaders, who propose recommendations and
improvements to the management committee
and management board. New services that are
planned to address future needs are explored pri-
or to piloting by running organising focus groups
with employers, universities, schools, and other
significant communities of interest. Digital ser-
vices are closely monitored and reviewed by the
newly created department of digital transfor-
mation as well as by the directorate of numer-
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ic channels. Good practice is disseminated and
discussed between different Le Forem units via
thematic networks (e.g. the jobsearch thematic
network).

DE

Within the performance management system,
there are three controlling branches (unem-
ployment insurance (Social Code lll, SCIII), basic
income support (SCll), and internal services (re-
source and service-level). There are many spe-
cificities to each branch. With regard to the top
political/institutional goals, the underlying key in-
dicators are planned and then controlled — man-
agement remuneration is linked to reaching these
targets. However, target-setting is increasingly
based on dialogue with partners and experts, such
as local executives with extensive knowledge
of regional differences. In addition, the German
Federal Employment Agency (Bundesagentur fir
Arbeit, BA) has begun to incorporate qualitative
components more firmly into its performance
management system. The first steps can be seen
in a further developed target system for unem-
ployment insurance, which takes into account
the perspectives of clients (outcome), employees
and customers (quality). In the future, the BA will
strive to base the measurement of performance
on the European Foundation for Quality Manage-
ment (EFQM). Following a decision by its execu-
tive board, the concrete concept for this started
in January 2020.

cYy

The PES management team is responsible for es-
timating the need for reviewing a process based
on the problems created during its implementa-
tion and the failure to meet its targets. The co-
ordination unit, in partnership with the IT team,
gathers the appropriate statistical data for the
identification of the problems. Through discus-
sions with PES supervisors who are members of
the PES management team, they examine thor-
oughly the causes behind the problems.

FR

Péle emploi is required by law to have an
evaluation committee. One of its objectives is to
review services based on the results of evaluations
and to bring proposals to the administrative
board. The administrative board is engaged in
the review process as it decides in which direction
the organisation will go in terms of services. For
example, it decides whether or not a pilot will be
generalised in the light of its evaluation results.
In addition, the IGAS-IGF (General Inspectorate of
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Social Affairs - General Inspectorate of Finance)
lead independent midway and final assessments
of the tripartite agreement. They assess how
P6le emploi is achieving its objectives. Finally,
the French Court of Auditors will sometimes
investigate P6le emploi on specific topics.
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LT

The best (and worst!) practices are disseminated
and discussed during work meetings on multiple
levels of the organisation (central office, client
services department and local offices). These
results are also used to set the following year’s
performance targets for all levels of organisation,
and to review process standards.
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Figure 2.1: Qualitative and quantitative approaches to collecting evidence
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Source: Davies, Nutley, Smith, 2000

Kolb’s cycle of experiential learning

The theory of learning from experience (also re-
ferred to as experiential learning) is generally at-
tributed to the work of the American educational
theorist David A. Kolb. he believed that learning
is the process whereby knowledge is created
through the transformation of experience. His
theory focuses on a cyclical model of learning,
consisting of four stages:

1.

Concrete experience (or ‘DO’) - the first
stage, concrete experience (CE), is where the
learner actively experiences an activity such
as a lab session or fieldwork.

Reflective observation (or ‘OBSERVE’) — the
second stage, reflective observation (RO), is
when the learner consciously reflects on that
experience.

Abstract conceptualisation (or ‘THINK’) - the
third stage, abstract conceptualisation (AC),
is where the learner attempts to conceptu-
alise a theory or model of what is observed.
Active experimentation (or ‘PLAN’) - the
fourth stage, active experimentation (AE),
is where the learner is trying to plan how to
test a model or theory or plan for a forth-
coming experience.

Source: https://www.learning-theories.com/experiential-learning-kolb.html
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Examples of strategic frameworks

Figure 2.2: Data strategy framework for the federal public service of Canada
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Strategic framework — Estonia states that labour market experts disseminate
In Estonia, using evidence to improve the design knowledge and support an evidence-based labour
of services has always been an important part of market policy. As such, the evidence-based cul-
the business model - it is recognised as one of ture is really embedded in PES business model,
the cornerstones for achieving the strategic ob- as presented below.

jectives in the four-year development plan, which
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Figure 2.3: Cornerstones of the evidence creation model in Estonia
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Use of evidence to inform decision-making -
Denmark

Evidence-based knowledge is used in political in-
itiatives and reform processes, to point out what
effects are to be expected from various policy
proposals and as a basis for calculating behav-
ioural and economic consequences, and to sup-
port the implementation of employment policies.
The focus is on implementing central and effec-
tive core elements and ensuring that appropriate
indicators can be monitored. The desired outcome
is that front-line employees are supported in pro-
viding the best possible employment services.
The systematic impact evaluation of employment
policy ensures that, as part of policy development
and implementation, a natural feedback loop of
new knowledge is created in addition to existing
knowledge.

Working with evidence-based knowledge consists
of three parts (see Figure 2.4). In the diagram, A)
decides on subject areas that require knowledge,
B) starts gathering appropriate knowledge and C)
establishes a systematic knowledge database,
where all developed and identified knowledge is
pooled and available to those who require it, so
that the purpose of the knowledge is understood.

2020
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The pool of evidence-based knowledge is as
follows.
The preparation of policy proposals where
the evidence strategy is intended to ensure
solid knowledge of the effects of employ-
ment-oriented efforts and other conditions
within the labour market
When implementing the adopted policy and
legislation, where the evidence strategy is
used to ensure solid knowledge of how the
employment effort is best implemented to
achieve the desired effects.

The two points above are closely related; how-
ever, there is a fundamental difference in the
usage of the knowledge concerning each respec-
tive area. When formulating policy proposals, the
focus typically lies on whether or not there is an
effect and if there is an effect, how wide-ranging
it is. In the local implementation of employment
efforts, there is also a great need for knowledge
regarding how the effort works in practice.

This includes knowledge on which core elements
are most important and should be implemented
in order for the effort to have the best effect and
outcome possible.
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Figure 2.4: STAR’s work with evidence-based knowledge

(A) What field is there a need for
increased knowledge?

Two primary areas of k

- Effects of the employment-oriented
efforts
- Knowledge on implementation

reviews)

(B) How is knowledge gathered?
Start gathering appropriate
- Gathering of knowledge (i.e. literature

- Development new knowledge (i.e.
experiments or analysis)

N

(C) How is knowledge collected and
accessed when it is found/developed?

Objective:

- Policy proposals based on evidence
A solid knowledge database:
known literature is recorded in a
systematic database structure and
produced in simple and searchable
form

- Implantation based on evidence

f

T

(V1)

What is the criteria for
the accumulation of new
knowledge?

Presence of one or
more fixed criterion:
Lack of knowledge,
large target groups,
large costs, good hy-
potheses of impact or
political priority

(vV2)

What should the various
efforts that are devel-
oped and tested consist
of? And what consti-
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ments. A knowledge
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(v3)

How do we ensure that
the knowledge required
is obtained?

Systematic analytic
methods- STARS con-
crete evaluation
model.

(v4) How does one
draw undeviating con-
clusions across the culti-
vated knowledge?

Systematic conclusion
principles and terms-
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Source: PES Denmark

In order to support working with knowledge, STAR
applies a wide variety of tools:

elements that various efforts consist of (V2).
- STAR has developed a concrete evaluation

« The Ministry of Employment’s common pri-

oritisation criteria, outlined in the general
evidence strategy, are applied in order to
populate the choice of subject fields where
knowledge needs to be cultivated (V1).

To support knowledge-building activities, a
knowledge-base template has been devel-
oped to define and qualify the active core

2020

model, which is applied when knowledge and
implementation projects are initiated. This is
done in order to support systematic analyti-
cal evaluations (V3).

Lastly, STAR has a predetermined hierar-
chy of knowledge to ensure systematic and
uniform conclusions based on the identified
knowledge at hand (V4).
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Appendix 3
Tool for self-
assessing
evidence-based
maturity

Gartner analysis

Policy and evaluation professionals can use the

self-assessment tool described below to review 1. Descriptive
the position of their PES and how it is developing 2. Diagnostic
over time. It uses the Gartner analytical maturity 3. Predictive
model withits four stages of analytical capabilities: 4. Prescriptive.
Figure 3.1: Gartner analytics maturity model
How can we
make it happen?
What will

happen?

- o“
s Predictive -1,'3“
A Analytics O?x\ S
What T"g:“’?ﬁc qo“ﬁg
happened? nalytics
Descriptive Ak

VALUE

DIFFICULTY
Gartner

Source: www.gartner.com
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Self-assessment tool

For the purpose of this toolkit, a self-assessment
tool has been developed. It aims to assist PES in
the EU in analysing the level of evidence-based
policy maturity in their organisation, and in pin-
pointing priority areas for further development.
The maturity model embraces several areas, in-
cluding:

Appendices

evidence-based strategy

culture of using evidence

data governance and protection

technical and organisational infrastructure
collaboration and communication
monitoring, improvement and learning.

Scoring the level of maturity evidence-based policy and practice

Level O - Practice/approach is non-existent in PES and/or there are no plans to design and
implement it.

Level 1 - Practice/approach has been designed, but its implementation has not yet been initiated.

Level 2 - Practice/approach is in the initial stages of implementation, but has not been scaled up or
implemented at the level of whole organisation.

Level 3 - Practice/approach is well developed and implemented organisation-wide

Enter numbers from 0-3 in the relevant boxes
in the table below to record the level of matu-
rity in your PES. Mark areas where the most
effort is needed to tackle the challenges of evi-
dence-based policy design and implementation.
This self-assessment tool is not intended to give
a definitive score for the level of maturity on the
basis of normative scales. Rather it should be
used by:

advanced PES - to pinpoint areas where im-
portant developments might have been over-
looked, and to fill any gaps

PES with some variation in scores - to prior-
itise the areas for further efforts to increase
effectiveness

PES starting to develop - to prepare a
roadmap with important milestones and to
assess progress.

Self-assessment tool for evidence-based policy maturity in PES

been defined.

Evidence-based

Strategic targets and policy priority areas to be supported by evidence have

The data, information and insights needed to support strategic targets,
service delivery models and programmes have been identified.

strategy The framework for using evidence in policy-making (describing what data

Culture of using
evidence

2020

and how it is used) has been established.

Strategies for the acquisition of new evidence have been developed.

Staff at all levels understand the importance of evidence for the decision-
making process and seek for information before making a decision.

Decision-makers use evidence to support policymaking decisions.
Staff at all levels actively seek opportunities to acquire new evidence that
could support the services and processes.

Staff at all levels are involve in sharing evidence by disseminating good
practice, collaborating in generating new data, and initiating new research).
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Data governance
and protection

Technical and
organisational
infrastructure

Collaboration and
communication

Monitoring,
improvement and
learning
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Relevant (directly and indirectly accessible) datasets have been inventoried.

Data protection policies and procedures have been implemented in terms of
internal and external data security perspectives.

Roles and responsibilities in data governance and protection have been
defined and assigned.

Procedures for assuring data quality and consistency have been established.

Staff at all levels have received training that is adequate to their needs for
the proper use of evidence.

Analytical infrastructures have been established to support the process of
transforming data into insights.

Adequate resources have been allocated to maintain, develop and analyse
data and information that the organisation holds.

Access to an appropriate and well-balanced mix of research methods has
been provided.

Data is shared internally between units, departments and/or organisational
bodies within the overall PES structure.

Data is shared externally with cooperating parties and stakeholders, within
legal and data protection boundaries on the basis of agreements.

Dashboards allowing for data visualisation and usefulness for everyday
operations have been developed and implemented.

Access to data is provided on a ‘just-in-time’ principle (accessible when it is
needed) to all data users.

Partnerships with relevant stakeholders are supported in the generation of
new evidence.

Evaluations and internal assessments are performed regularly to pinpoint
areas of possible improvement.

Performance indicators have been linked to evidence thorough evaluation
outcomes and metrics.

Outcomes of evaluations and assessments are shared among relevant
stakeholders to increase transparency and accountability and to strengthen
evidence-based policymaking.

Learning loops for experiential learning have been designed and
implemented in the evidence-based approach.
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vvyyvyy

Counterfactual Evaluation Archive (CEA), https://crie.jrc.ec.europa.eu/sites/default/files/ceaMetadata.pdf

CEA is an online database that classifies published articles and working papers using counterfactual im-
pact evaluation methods to assess the impact of active labour market policies within EU-28. Use filters
to search for studies regarding the country, the CIE method or the target group you are interested in.

PES Network, Seminar on Piloting and Evaluation, Seminar Report, 18 January 2018, European Commis-
sion, March 2018, https://ec.europa.eu/social/BlobServlet?docld=19254&langld=en

PES Network, Webinar on Big Data and Ethics - Insights from Flanders and Norway, 4 May 2020, https://
www.youtube.com/watch?v=DieY0 4PfCE&feature=youtu.be
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https://youtu.be/QPKcfbInHLY
https://crie.jrc.ec.europa.eu/CIE_database/cieDatabase.php
https://ec.europa.eu/social/BlobServlet?docId=19254&langId=en
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Organisations active in the field of evidence-based policy

Centre for Research on Impact Evaluation (CRIE)
https://crie.jrc.ec.europa.eu/

CRIE is part of the Competence Centre on Microeconomic Evaluation (CC-ME). It provides scientific ex-
pertise and methodological support on counterfactual impact evaluation (CIE) to the Directorate General
Employment, Social Affairs and Inclusion (DG EMPL) and Member States for the impact evaluations of
interventions funded through instruments managed by DG EMPL, namely the European Social Fund (ESF).

Campbell Collaboration
https://campbellcollaboration.org/

The Campbell Collaboration is an international social sciences research network that produces high-qual-
ity, policy-relevant evidence syntheses, plain language summaries and policy briefs.

Alliance for Useful Evidence
https://www.alliance4usefulevidence.org/

The Alliance for Useful Evidence is a network, hosted by the UK’s innovation charity Nesta, that champi-
ons the smarter use of evidence in social policy and practice.

What Works Clearinghouse
https://ies.ed.gov/ncee/wwc/

The What Works Clearinghouse (WWC) reviews existing research on different programs, products, prac-
tices and policies in education. It aims to provide educators with the information they need to make ev-
idence-based decisions.

J-PAL
https://www.povertyactionlab.org/about-j-pal

The Abdul Latif Jameel Poverty Action Lab (J-PAL) is a global research centre working to reduce poverty
by ensuring that policy is informed by scientific evidence. Anchored by a network of 194 affiliated profes-
sors at universities around the world, J-PAL conducts randomised impact evaluations to answer critical
questions in the fight against poverty.

Behavioural Insights Team
https://www.bi.team/about-us/

The Behavioural Insights Team works in partnership with governments, local authorities, businesses and
charities. It generates and applies behavioural insights to inform policy, improve public services and de-
liver results for citizens and society.
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GETTING IN TOUCH WITH THE EU

In person

All over the European Union there are hundreds of Europe Direct information centres. You can find
the address of the centre nearest you at: https://europa.eu/european-union/contact en

On the phone or by email

Europe Direct is a service that answers your questions about the European Union. You can contact
this service:

- by freephone: 00 800 6 7 8 9 10 11 (certain operators may charge for these calls),

- at the following standard number: +32 22999696 or

- by email via: https://europa.eu/european-union/contact en

FINDING INFORMATION ABOUT THE EU

Online

Information about the European Union in all the official languages of the EU is available on the
Europa website at: https://europa.eu/european-union/index_en

EU publications

You can download or order free and priced EU publications at: https://publications.europa.eu/en/
publications. Multiple copies of free publications may be obtained by contacting Europe Direct or
your local information centre (see https://europa.eu/european-union/contact en).

EU law and related documents

For access to legal information from the EU, including all EU law since 1952 in all the official
language versions, go to EUR-Lex at: http://eur-lex.europa.eu

Open data from the EU

The EU Open Data Portal (http:/data.europa.eu/euodp/en) provides access to datasets from the
EU. Data can be downloaded and reused
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