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THE EUROPEAN NETWORK OF PUBLIC EMPLOYMENT SERVICES

The European Network of Public Employment Services was created following a Decision of the European
Parliament and Council in June 2014 (DECISION No 573/2014/EU). Its objective is to reinforce PES capacity,
effectiveness and efficiency. This activity has been developed within the work programme of the European PES
Network. For further information: http://ec.europa.eu/social/PESNetwork.

This activity has received financial support from the Employment and Social Innovation (EaSI) strand of the
European Social Fund Plus (ESF+) for the period 2021-2027. For further information please consult:
https://ec.europa.eu/european-social-fund-plus/en/esf-direct-easi
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BENCHLEARNING

QUANTITATIVE AND QUALITATIVE ASSESSMENT

Benchlearning aims at creating a systematic and integrated link between benchmarking and mutual learning activities. It supports
public employment services (PES) to improve their performance by comparing themselves with peer PES and learning from them, in
particular, via qualitative and quantitative assessments of PES performance.

Process When An ideal PES

Innovative process involving Ongoing process. Qualitative Using the PES ‘excellence
quantitative and qualitative assessment which is currently model’ as a benchmark to
(self-and external) repeated after three years measure progress
assessment via on-site or

virtual visits

QUANTITATIVE benchmarking

Yearly data collection, based on 8 benchmarking indicators linked to:

Contribution to reducing unemployment; Contribution to reducing the duration of unemployment and reducing inactivity; Filling of
vacancies (including through voluntary labour mobility; Customer satisfaction.

SELF-ASSESSMENT EXTERNAL ASSESSMENT

Uses a tried-and-tested framework to assess
the main areas of performance according to four
phases (planning, doing, checking and acting).

Supports the self-assessment in a learning-
oriented approach by providing feedback
from experienced and well-intentioned peer
experts.

How it works

The format
PES decides how the self-assessment is

organised, who is involved and how it is carried . o
3 days for an on-site visit

out . :
3 days if online
Who takes part
A team of assessors composed of
representatives of the peer PES, i.e. PES
Network, the European Commission and the
supporting consultant
RESULTS
L _____ ¢ [ [ ]
0 ® — A1
®
Immediate feedback A detailed report Mutual learning
Strengths, areas for improvement, Comprehensive description of The results_ feed int_o_the_netwo!'k's
suggestions for further development strengths and good practices and mutual learning activities, in particular
and peer PES who can provide sup- especially detailed recommendations the Thematic Learning Dialogues
port as a learning partner for further improvements

EMPLOYMENT

* NETWORK | services

¥,
* pes |




Introduction

INTRODUCTION

This Manual presents the conceptual framework of the revised Benchlearning
methodology, to be applied for in the context of the fourth cycle of Benchlearning
assessments beginning in 2024.

The Manual is primarily designed for practitioners involved in the operations and
governance of Public Employment Services (PES) in Europe. It caters to members of the
European Network of Public Employment Services (there after PES Network), PES
practitioners and assessors, as well as to policymakers and other stakeholders who seek
to understand and engage with the Benchlearning methodology. The manual serves as a
valuable resource for all those committed to enhancing the efficiency and effectiveness of
PES operations.

This Manual is not merely a collection of procedures; it is a tool for fostering innovation,
improving institutional performance, and adapting to evolving challenges within the realm
of employment services. It is complemented by an operational handbook for assessors
and PES, which includes more detailed instructions on the practical aspects of conducting
assessments.

Background

In 2015, based on a Decision of the European Parliament and Council,! the European
Network of Public Employment Services (PES) introduced initiatives for the systematic
benchmarking of the organisational arrangements, operations, and performance of its
constituent PES. Benchmarking is complemented with targeted mutual learning activities,
with the ultimate aim of improving the performance of its members and as best as possible
service delivery for customers.? These

initiatives were brought together Figure 1 - Benchlearning Cycle
through the notion of ‘Benchlearning’,

whereby the performance of each PES Bencgggrking

is reviewed through qualitative assessment

assessment as well as an annual data
collection (benchmarking) and the
most promising drivers of improved

Updated PES Benchmarking
performance are leveraged through change plans S
exchange with other PES (mutual
learning).3

As the PES Network is launching the
Fourth Cycle of Benchlearning
assessments in 2024, this manual
presents the revised methodology of

PES Benchlearning. The manual eaiing
explains how qualitative and

Combined data

ELENSTE

&=

!, Decision No 573/2014/EU of 15 May 2014; OJ L 159, 28.05.2014, p. 32-39 and Decision (EU) 2020/1782 of
25 November 2020: OJ L 400, 30.11.2020, p. 7-10.

2 The term ‘customer’ is used consistently to designate the two main clients of PES, i.e., jobseekers and
employers. PES Network members use different terminology in their national systems, such as beneficiary, client
or user.

3 Article 2 of Decision No 573/2014/EU of 15 May 2014 defines benchlearning as “the process of creating a
systematic and integrated link between benchmarking and mutual learning activities, that consists of identifying
good performances through indicator-based benchmarking systems, including data collection, data validation,
data consolidation and assessments, with appropriate methodology, and of using findings for tangible and
evidence-informed mutual learning activities, including good or best practice models.”
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quantitative benchmarking support PES to improve their performance by comparing
themselves with peers and learning from them. The manual also puts forward a new,
updated ‘Excellence model’ reflecting latest changes in PES governance and ecosystems,
as well as the broader labour market challenges PES are facing.

Benchlearning is an iterative process rooted in bottom-up and peer-to-peer approaches to
gear innovation and improve institutional performance, in the context of a continuous
change management process. It should hence be seen as an essential part of a
comprehensive quality management approach. By improving PES performance,
Benchlearning also contributes to demonstrating the overall added value of PES for
European economies and societies. Benchlearning helps PES identify and reflect on
promising practices for increasing their performance, while also supporting them in
adapting approaches to their national labour market contexts, mandates and
organisational arrangements as well as to best respond to the overall macroeconomic
environment.

The Benchlearning methodology builds on a rich history of continuous improvements and
participatory contributions of all members of the PES Network. Key success factors of the
1st, 2nd and 3rd cycle of the Benchlearning (which came to an end in 2023)* include good
personal relations and mutual confidence between a variety of participants (both
generalists and data experts), confidential handling of data and information shared, a
working programme based on the needs and interests of participants, and a high degree
of commitment of the participants.

Figure 2 - Benchlearning Process -Aiming at continuous improvement

Evidence - based
approach
Mutual learning
Implementing

Measureble
indicators:

Findings from the
assessment
Area for
improvement

Quantitative
assessment
Trasparency of
Current

000

outcomes?
What works?

Excellency
model

Promising
practices?
Success factors?

status quo
Qualitative
assessment

good practices
Honest, trustful
exchange

changes
Mutual support

(a4

IMPROVEMENT

4 European Commission (Undated), PES Network’s latest ‘Benchlearning’ cycle: a success story of European

solidarity,

website.

Available

https://ec.europa.eu/social/main.jsp?langld=en&catld=1100&furtherNews=yes&newsld=10489
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Introduction

In recent years, the European Commission, Directorate General of Employment, Social
Affairs & Inclusion (DG EMPL), initiated and supported a series of joint activities of the
European network of Public Employment Services (PES Network). The PES Network and
its operations and analytical work (such as official opinions, studies, their contributions to
different network and working group meetings) all had a positive influence on the adoption
of the Decision No 573/2014/EU and Decision (EU) 2020/1782 and raised expectations of
a breakthrough in improving PES efficiency and effectiveness. The Decision on enhanced
co-operation between PES legitimated the Benchlearning concept with its benchmarking
indicators (see more in 1.2.1).

The aim of Benchlearning is to support PES to improve performance through a systematic
comparison of their organisational arrangements and performance against that of an ‘ideal
PES’, facilitated by institutional learning between peers. The characteristics of an ‘ideal
PES’ have been developed building on the concept of organisational excellence as
presented in the Excellence Model of the European Foundation for Quality Management
(EFQM), including in its most recent 2020 edition.®

Key innovations for the 4" Benchlearning cycle

This third edition of the Manual updates the previous PES BL Manual published in 2021,°
and reflects key changes and lessons learnt during the 3™ cycle of the Benchlearning.

Key updates made in the methodology between the 3™ and the 4™ cycle are summarised
below:

« the Excellence Model was reviewed’ to help PES address emerging challenges,
such as labour and skills shortages. New concepts introduced by the 2020 EFQM
model that are strategically relevant for PES were also incorporated:

o Ecosystem replaces the perspective of bilateral partnership approaches in
favour of multi-actor partnerships in which PES collaborate with various
stakeholders.

o Sustainability places the emphasis on sustainable operations, with a range
of possible strategic implications for PES. It may lead to a focus on green
jobs, sustainable filling of vacancies and employment, sustainable
industries, sustainable partnerships or sustainable cooperation with PES
constituencies, which are likely to differ for the members of the Network at
both national and local levels.

Digitalisation underlines the need for PES to keep up to date with the
ongoing digital transformation across all aspects of operations, from
developing and maintaining crisis-resilient ICT infrastructure and integrated
data management systems to the provision of blended services.

« More flexibility in the assessment process will cater for the diverse institutional
setups and preferences of PES:

Customisation of the external visit agenda: PES have the option to
decide whether to place additional emphasis on a specific section of the
excellence model prior to an assessment.

5 For more information on the EFQM model, please visit: www.efgm.org/the-efgm-model

6 ISBN: 978-92-76-46605-5.

7 It was based on the sound analysis of the most recent scientific literature and the experiences gained by the
PES in Europe.

PES Network Benchlearning Manual
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Choice of assessment format: PES can choose between on-site or online
assessment formats, ensuring flexibility in the evaluation process.

Choice of PES offices to be visited: A PES can decide on the option that
the assessment team visits two local offices with different characteristics
and setups through one physical and one online visit. Alternatively, a PES
can take the option to replace one local office with a specialised unit, further
customising the assessment process.

e The number of Sections of the Excellence Model was reducing to increase user-
friendliness. Key specifications of previous Section I on “Crisis Management” were
incorporated in an integrated Section G on “PES resources and organisational
resilience”.

This update of the Benchlearning methodology would not have been possible without the
comprehensive efforts of the Task Force dedicated to the revision of the Benchlearning
methodology.?

The following chapters describe the two main elements of Benchlearning: benchmarking
(Chapter 1) and mutual learning (Chapter 2) as they stand in 2023.

8 The Task Force comprised members from Austria, Belgium - VDAB, Cyprus, Lithuania, Estonia, France,
Germany, Netherlands, Spain and Sweden.
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Benchmarking methodology

1 BENCHMARKING METHODOLOGY

1.1 Conceptual framework in brief

The Members of the PES® Network operate in national and local contexts characterised by
different labour markets, institutional setups, mandates, labour market determinants as
well as segmentations of labour supply. While these factors are largely beyond the control
of the PES, they can have a considerable influence on PES operations and performance.
This section introduces the key terminology and concepts of the Benchmarking
methodology.

Benchmarking is designed to support PES with an evidence-based, self-sustaining system
of continuous and measurable performance improvements within their different national
contexts. PES Benchmarking relies on those levers which are generally under direct PES
control and can be referred to as PES ‘performance enablers. They include strategic
management decisions, the design of PES business models and operational processes.
These enablers can all have positive or negative consequences on the successful delivery
of employment services, and therefore contribute to shaping overall labour market
outcomes.

The national context in which PES operate has to be taken into account to ensure that the
analytical insights of the benchmarking - and, where feasible, operational
recommendations - reflect the ‘reality’ faced by each PES. At times, the excellence model
refers to parameters that, for some PES, may be beyond their direct control. For this
reason, the assessment methodology provides PES the option to earmark specific
organisational arrangements that are beyond their control during the self-assessment (see
section 1.2.3) indicated as mandate disclaimers. The conceptual framework of the
benchmarking is visualised in Figure 3.

Figure 3 — Benchlearning conceptual model

Performance enablers taking into account

the mandate and institutional conditions of each PES .
PES Beanchlearning process

Strategic performance management

Assessment

Design of operational processes

Sustainable activation and management of
transition

Institutional

(ELCILELE) Relations with employers

and mandate

Reporting and
Learning
phase

Evidence-based service design and change
management

Management of ecosystem

@ @] 1@|Q @] |®||®

PES resources and organisational resilience

° The notion of Public Employment Service (PES) is used in this manual both to identify an individual PES (e.g.,
The peer PES supports the process through mutual learning activities - singular use) and multiple PES (e.g., Most
PES in the Network perform activities aimed to reach out to vulnerable jobseekers - plural use).
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The model combines a qualitative and a quantitative component for the assessment of PES
performance:

(1) Qualitative component: Qualitative benchmarking of PES organisational
arrangements and operations uses qualitative indicators (performance enablers) to
benchmark each PES against the organisational arrangements of an ‘ideal PES'.
This Excellence Model comprises seven Sections (A to G), each including a set of
performance enablers that clearly specify the organisational arrangements and
operations of an ideal PES. Drawing on the comparison of how a PES operates,
compared to how an ideal PES works, recommendations are given and practices for
improvement identified. During the qualitative assessment, the PES performance
is appraised and scored based on a self-assessment and a subsequent external
assessment (see section 1.2). The scoring is designed to indicate the PES maturity
with reference to each performance enabler taking into consideration the
description of how ideally a PES should operate.!® For more detailed information on
the construction of indicators for organisational maturity, please refer to Annex II;
Annex II. Construction of indicators for organisational maturity

(i) Quantitative component: The methodology for the quantitative component aims
to identify key labour market features and challenges as seen from the lenses of
PES management and practitioners. The situation analysis is complemented by a
review of indicators related to labour market adjustment, such as transition rates,
filling of vacancies and customer satisfaction, based on the annual data collection
among all PES Network members. Findings from the quantitative components are
consolidated into the PES Annual Report, with the view of creating a common
understanding of key challenges ahead, enhancing dialogue on how to address
common problems, as well as reflecting on what works in specific implementing
contexts (see section 1.3).

The Manual and its methodology are developed “by the PES and for the PES”. PES have
full ownership of the recommendations of the Benchlearning exercise, and it remains in
their autonomy to act upon them. The following section provides an overview of the
qualitative component of the Benchmarking exercise (section 1.2). The quantitative
component is described in the subsequent section 1.3.

1.2 Qualitative benchmarking

The qualitative benchmarking of PES performance is based on a two-step process: first,
through a self-assessment conducted by each PES, which is followed by an external
assessment of the PES through an interactive site visit of independent assessors. The
findings of the external PES assessment are then consolidated in a PES Assessment
Summary Report (see Figure 4 below).

10 1t is important to note that the scoring is explicitly not designed to create any kind of ranking among PES, but
only indicate the level of maturity of a PES observed by external peers. Thus, the reference for any score is
always the excellence model with the score measuring to what extent evidence is provided by the PES that the
enabler matches the description of the excellence model.

PES Network Benchlearning Manual
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Figure 4 - Sequence of actions during the qualitative assessment

8§

External PES
assessment Summary
(o] 1 o 3 Report

PES self-

assessment

The qualitative assessment is based on a set of qualitative indicators (“performance
enablers”) that enable the benchmarking of PES’ organisational arrangements and
operations against those of an ‘ideal PES’. The enablers are the core pillar of the PES
Excellence Model, which in turn is based on the latest version of the European Foundation
for Quality Management (EFQM) Excellence Model. Section 1.2.1 provides an introduction
to the EFQM Model and how it informed the development of the PES Excellence Model.

The following section 1.2.2 presents the updated performance enablers for the 4" cycle of
the Benchlearning methodology. The section introduces all enablers by contextualising and
justifying the concept of excellence for all areas of the Excellence Model from Strategic
Performance Management up to the management of PES resources and organisational
resilience. Section 1.2.3.1 provides an introduction to the self-assessment process, which
is the first step of the assessment procedures. In a next step, the following sections
describe the modalities of the subsequent external assessment process (section 1.2.3.2)
and finally the PES Summary Report (section 1.2.3.3).

Building on the validated scores provided for each PES following the external assessment,
quantitative indicators are generated for each potential performance enabler, designed to
reflect the proximity of each PES to the theoretically defined excellence level. This
proximity can also be considered the maturity of the organisation with respect to a given
benchmark. Annex II provides a detailed overview of the methodology of constructing the
indicators for organisational maturity based on the scoring.

1.2.1 Building upon the European Foundation for Quality Management
(EFQM) Model

The Excellence Model underpinning the qualitative component of the Benchlearning
methodology is based on the Common Assessment Framework (CAF) model, which in turn
builds upon the European Foundation for Quality Management (EFQM) model. The updated
Excellence Model of the 4™ cycle integrates concepts of the 2020 version of the EFQM that
are strategically relevant for PES operations.

The updated model includes several new core concepts, with “ecosystem” and
"sustainability" being the most strategically relevant for PES. Both concepts can take
different meanings in the context of PES mandate and operations.

PES Network Benchlearning Manual




Benchmarking methodology

A core element of the EFQM model is the PDCA cycle (Plan, Do, Check, Act) which forms
the basis of the benchlearning scoring process. Since having a plan, implementing it,
checking its effects and acting on the findings are a prerequisite for ‘learning’, the PDCA
cycle is implemented in every category of the enablers. The PDCA cycle provides PES with
a clear perspective on the strengths and weaknesses of an organisation, and its dynamic
evolution over time.

1.2.2 Qualitative indicators

The qualitative indicators used to benchmark the setup and activities of a PES against
those of an ‘ideal PES’ are called performance enablers. They comprise organisational
modalities, strategies and operations of a PES that can vary in the short or medium term,
as opposed to the macroeconomic climate or labour market conditions that are beyond the
direct control of a PES.

Decision No 573/2014/EU of 2014 indicates seven areas of benchmarking through the
qualitative internal and external assessment of performance enablers. The box below
presents the up-to-date set of PES performance areas/sections and enablers, followed by
a detailed description of each item (see Figure 5).

PES Network Benchlearning Manual




Figure 5 -4th cycle qualitative assessments - PES performance
sections and enablers

Section A: Strategic performance management

/ \ Al - Establishing the fundamentals of performance management by target-setting
A2 - Translation of targets into key performance indicators and measurement
/ A3 - Following up performance measurement
A4 - Making use of the results of performance management

@ Section B: Design of operational processes

B1 - Process definition and standardisation

B2 - Information and communications technology (ICT) and data management
B3 - Quality management

B4 - Channel management and blended services

e
-

Section C: Sustainable activation and management of
transitions

C1 - Outreach, profiling and segmentation

C2 - Individual action plan and ALMP measures
C3 - Early intervention to avoid unemployment
C4 - Implementation of services

Section D: Relations with employers

D1 - Employer strategy
D2 - Specialised unit for employer services
D3 - Matching vacancies and jobseekers

Section E: Evidence-based service design and change
management

E1l - Evidence-based service design and implementation
E2 - Pilot projects
E3 - Management of change and innovation

Section F: Management of ecosystem

F1 -Identification and structuring of relevant stakeholders
F2 - Partnership building and managing

F3 - Management of partnerships with service providers

Section G: PES resources and organisational resilience

AN
G1 - HR strategy, management and corporate culture
G2 - Empowerment of staff
G3 - Organisational resilience and business continuity
G4 - Budget allocation and use
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The following section presents the performance enablers, with the aim to provide guidance
to assessors and staff in charge of the self-assessment, as well as PES practitioners more
generally. Detailed descriptions of the enablers specify required interfaces within and
between the seven sections, which are required for an integrated and holistic approach to
Benchmarking that reflects all relevant organisations arrangements of PES.

Section A: Strategic performance management

1. Establishing the fundamentals of performance management by target-setting
Ideally, a PES sets ambitious targets in a process that is

e simple and efficient;

¢ informed by systematic analyses of the labour market;

e strictly linked to organisational and strategic objectives;

e responding to challenges in the global and regional environment;

e creates value for customers,!! stakeholders and staff; and

e involves regional/local units in a way that allows them to mutually agree on the
extent to which they can contribute to achieving national targets, given local
economic and labour market circumstances.

Local issues can be addressed through additional targets, maintaining a small and tractable
number of targets. Targets are well communicated to all relevant levels of the organisation
so that they are perceived as “personal missions to be accomplished” for each employee.
Responsibilities for all these activities are clearly defined to ensure accountability. The
performance management system (objectives, targets, indicators) is reviewed regularly
and updated if necessary.

2. Translation of targets into key performance indicators and measurement

Ideally, a PES translates targets into Key Performance Indicators (KPIs), which are
specific, measurable, achievable, relevant, and time-bound (SMART).

KPIs:

include measures of outcome, efficiency and sustainability of achievements;
e are controlled for creaming effects;

e are broken down to all relevant levels and measured accordingly (regional/local
offices, teams/employees);

o systematically compared with predefined target values (benchmarked);
e may be adjusted for regional and/or local factors.

Being a customer-centric organisation, PES measures customer satisfaction as one key
performance indicator. If new targets are introduced, indicators are adjusted as well.
Responsibilities for all these activities are clearly defined to ensure accountability and each
staff member’s contribution is adequately determined.

1 The term ‘customer’ is used consistently to designate the two main clients of PES, i.e., jobseekers and
employers. PES Network members use different terminology in their national systems, such as beneficiary, client
or user.
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3. Following up performance measurement

Ideally, a PES shares information on the results of performance measurement in a fixed
and easily understandable format and in accordance with an agreed time interval both
internally and externally with all relevant stakeholders. The format combines different
channels, including user-friendly reports and face-to-face information provided at
individual or team level. The time interval is short enough to give useful current feedback,
but also long enough to be sure that data quality is high. The achievement of each KPI is
discussed through cascaded dialogues across all layers throughout the organisation and
involving all relevant staff members. The main characteristics of these performance
dialogues are learning, respect and fairness, open discussion, empowerment, reward and
recognition. Decisions taken in the dialogue are implemented, monitored, assessed and (if
necessary) revised. Responsibilities for all these activities are clearly defined to ensure
accountability.

4. Making use of the results of performance management

Ideally, a PES implements a system of performance management, which matches the
organisational and the individual level, based on performance results to promote
continuous improvement. The system is designed to avoid de-motivation or perverse
incentives and rewards creativity and innovation. Furthermore, the system is embedded
into the PES human resource management strategy. Internal and external Benchmarking
between organisational units and PES is fair and further supports continuous improvement.
Performance results are presented in a clearly defined, easily understandable format, and
used to inform relevant stakeholders in the ecosystem. Responsibilities for all these
activities are clearly defined to ensure accountability.

Interfaces between Section A and other sections of performance enablers

Section B: Design of quality management has to respond to performance management
system and review of process standards can be integrated into performance
management system

Section C: For assessment of effectiveness of services and ALMPs, and the review of
job matching quality, the performance management system provides inputs through the
integrated data management system.

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

Section E: Results of strategic performance management provide input to evidence-
based service design and change management

Section F: Relevant actors in the ecosystem are involved in target-setting process

Section G: Human Resource Management is closely ali