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OVERVIEW OF THE EQUAL PROGRAMME

The POISE Project is funded through the European Union’s EQUAL Programme.  This aims to test new ways of tackling discrimination and inequality in the European workforce.  It is funded by the European Social Fund (ESF) and is intended to have an impact on policy at both a national and European level.   Two themes of the programme have been adopted for Northern Ireland:

· Theme A: Employability - Facilitating access and return to the labour market for those who have difficultly in being integrated or re-integrated into the labour market which must be open to all.

· Theme H: Equal Opportunities - Reducing gender gaps and supporting job desegregation. 

The Managing Authority for the EQUAL programme in Northern Ireland is the Department of Employment and Learning (DEL).  PROTEUS (NI), an independent company, are contracted to provide the requisite National Support Structure.  Within the UK, a National Thematic Network has been set up to encourage exchange across projects and within the island of Ireland a North/South Steering Group has been formed.  

There is a proposal to establish a Northern Ireland EU Policy Forum which aims to facilitate “horizontal and vertical mainstreaming by facilitating the sharing of good practice on diversity management and its effects on the employability of those most marginalized in the European labour market”.  The membership would be drawn from stake-holders who are not EQUAL partners. 

EQUAL projects are run by Development Partnerships (DPs) within a country who are linked with a number of similar projects in other EU countries.  The ESF supplies 65% of the project funding, 25% comes from Government (DEL) and 10% from partner matched funding. 

EQUAL had a first round of projects in the period 2001-2004; 8 of which took place in Northern Ireland.  The second round of projects began in 2004. 

Further details of the EQUAL programme are available at: http://www.equal.ecotec.co.uk
OVERVIEW OF THE POISE PROJECT

The project’s name embodies its aspiration: Promoting Opportunities for Inclusion in Social care Employment.  It is delivered through a Development Partnership that comprises of ARC (NI), North & West Belfast Health & Social Services Trust, Positive Futures and Ulster Community and Hospitals Health and Social Services Trust.

ARC (Association for Real Change) is the UK membership organisation for providers of services to people with a learning disability.

North and West Belfast Health and Social Services Trust (N&WB Trust) provide a full range of community based health and social care services to 144,000 people.  They also provide specialist services for people with learning disabilities and they would be one of the largest employers in Northern Ireland of staff working with people who have a learning disability.

Positive Futures is a Northern Ireland charity supporting people with a learning disability working in all four Health and Social Service Boards.

Ulster Community and Hospitals Health and Social Services Trust (UC&HT) provides a broad range of Health and Personal Social Services to the local community in County Down.

The rationale for the project was based around the following:

· Difficulties in recruiting and retaining staff within learning disability services.

· The changing nature of support services provided for this client group, especially greater part-time and lone working.

· The need for a diverse workforce to reflect the heterogeneous nature of the client population.

· Under-representation of males in the workforce.

· Low number of females in management roles.

· Poor image of care sector employment opportunities. 

A subsequent literature review commissioned by the project confirmed that these issues are applicable beyond Northern Ireland (see Appendix 3). 

POISE PROJECT AIMS

The project set itself the following aims: 

· Promote equality in employment in the care sector in Northern Ireland focusing initially on learning disability.
· Specifically target the under-representation of males in direct support roles.
· Promote the retention and progression of females in learning disability services.
· Draw on European experiences and national frameworks to source ideas/models to introduce to Northern Ireland.
· Disseminate and mainstream findings throughout the care sector in Northern Ireland.

· These would be achieved through a series of objectives:  

· To produce a comprehensive research report that will identify for employers mechanisms for improving job de-segregation and addressing gender imbalances in the learning disability workforce.

· To review the objectives and work plan if required in light of insights provided by the research report.

· To forge links with key agencies, from where potential recruits, particularly males will be identified for recruitment activities including community groups, FE/HE institutions, careers guidance personnel and schools.

· To produce a multi-media DVD and accessible information leaflets that will raise awareness of learning disability, promote positive role models and profile this sector as the employers of choice for target groups.

· To pilot 4 pre-recruitment support programmes for potential male employees which will include awareness raising of what working in a learning disability service means, outlining potential posts available, exposure to positive role models, assistance with application forms and interview techniques over a programme of up to four sessions.

· To review current HR practices and agree changes required in partner agencies to improve retention and progression for staff.
· To review practices on selection/interview in partner agencies and implement revisions required in order to widen access to employment.

· To deliver a progression programme for 30 women to encourage applications to supervisory positions. 

· To produce a Good Practice Manual drawing together all lessons learned.
PROJECT STRUCTURES

The project is directed by Siobhan Bogues (one day per week).  The staff consists of:

· Mariead Magill, Project Manager (Full-time)

· Leanne Simpson, Research and Information Officer (Part-time)

· Frances McLaughlin, Project Administrator (Part-time)

· Siobhan Pettit, (Sessional Administrator)

A Development Partnership (DP) Board is chaired by Siobhan Bogues, ARC (NI) with senior staff members from the participating agencies:

· Don Bradley (Director Learning Disability Programme, UC&HT)

· Agnes Lunny (Chief Executive, Positive Futures)

· Miriam Somerville (Director of Learning Disability Services N&WB Trust).

· Chris Dennison (Personnel, UC&HT)

· Anne Campbell (Operations Manager, N&WB Trust)

· John McCart (Programme Manager, N&WB Trust)

· James Churchill (Chief Executive, ARC (UK))

A deputy will attend in their place if they are unable to be present at the bi-monthly meeting of the Board. 

The Board has set up ad hoc groups as required to assist with specific aspects of the work.  These include a Research Steering Group, a HR Group and a DVD Advisory Group. 

A Reference Group has been established which will meet twice annually.  This is in preparation for the third Action stage of dissemination.  This has representation from the NI Equality Commission, NI Social Care Council, Labour Relations Agency, HPSS Regulation and Improvement Authority, Disability Action and Mencap (NI).  Representation is also being sought from DHSSPS, ICTU, DEL and possibly from Health and Social Services Council (consumer body).  

WORKPLAN FOR 2005

In common with other EQUAL projects, the work proceeds in 3 action steps. 

· Action 1: Project Set-Up: October 2004 to June 2005
· Action 2:  Implementation:  July 2005 to June 2007.

· Action 3:  Thematic networking/dissemination/ policy impact.  July 2007 to December 2007. 

This interim evaluation report therefore covers project work undertaken in Actions 1 and 2.  This included the following:

Action 1

· Establishing the project infrastructure, e.g obtaining office space; recruitment of project staff; setting up administrative and financial systems; appointing external evaluators and auditors.  

· Establishing contact with Transnational partners and preparation of the Transnational Co-operation Agreement (TCA). 

· Undertaking a research study of the present workforce in learning disability services of the 3 partner agencies.  Researchers from the University of Ulster were commissioned to undertake this research (see Appendix 1).  

· Commissioning a literature review from the University of Ulster to identify suitable initiatives to address the staffing issues pertinent to POISE (see Appendix 2).

Develop proposals for the monitoring and evaluation of the Project (see Appendix 3). 

All of these tasks have been completed.
Action 2 (up to December 2005) 

· PROTEUS/DEL approval sought for proposed research plan in Acton 2 (see Appendix 4). 

· Establish a Reference Group for the project to assist with the wider dissemination of the project findings.  Terms of reference have been agreed. 

· Forge links with key agencies from where potential recruits, particularly males will be identified for recruitment activities.  These include FE/HE institutions, community and sports groups, schools and career personnel.

· Design and agree content of the proposed pre-recruitment courses.

· Arrange dates and venues for four pre-recruitment courses. 

· Agree a common application form and selection procedures with the HR departments of the 3 agencies. 

· Tender issued for suitable organisations to produce a multi-media DVD with an accompanying information leaflet.

· Agree format and programme of DVD and information leaflets with partners.

· Identify positive male and female role models and service users to appear in DVD along with venues for recordings to be made. 

· Observe practices used in selection/interview panels in partner agencies.

· Develop proposals for a progression programme aimed at female staff in the participating agencies. 

· Project staff have been trained in the use of the Rickter Scale and undertaken other appropriate training to assist them in their work. 

· Plan and host the first Transnational meeting for the EU POISE partners from Hungary, Spain and Italy. 

· In addition a ‘launch event’ was held to publicise the findings of the workforce research as part of the Transnational meeting in Belfast.
· Most of the actions have been completed with the exception to those involving the preparation of the DVD.  This activity will be carried over into 2006. 

BACKGROUND TO THE EVALUATION 

The evaluator was appointed in May 2005 following submission of a tender to undertake this role alongside specified research activities.  The nature of the evaluation was further discussed with the DP Board members who also appointed a subgroup to act as a Steering Group for the Research component of the commission.  

A valuable meeting was arranged between the evaluator and Pat Donnelly from PROTEUS to explore the requirements for the evaluation of EQUAL projects.  

This identified:

· Evaluators should be on board early in the life of the project as they can assist the Boards with their programme of work. 

· There is no common format for evaluation reports; these will be determined by the nature of the project.  There is no expectation for evaluators to work alongside other EQUAL projects or with Transnational partners. 

· A list of questions provided in the Guidance document under evaluation is indicative rather than prescriptive.

· The emphasis is more on formative evaluations – why things did not work can be as important as why things did work.  Soft indicators are appropriate. 

· The Rickter Scale is an attempt to find a tool that could be used across all projects.  However its limitations for specific projects is acknowledged. 
An Evaluation Plan has been agreed with the DP Board (see Appendix 3).  This was prepared prior to the written guidance on evaluation that was issued in November 2005 and although broadly in line with it, greater emphasis will need to be placed on the Transnational dimension and the wider applicability of the project’s work.   However these elements will come more to the fore in subsequent evaluation reports.

The evaluator is contracted to provide brief interim evaluation reports in December 2005, June 2006, December 2006 and June 2007 with a comprehensive final evaluation report due in November 2007. 

AIMS OF THE INTERIM EVALUATION REPORT

The main aims of the first interim report are:  

· To provide a baseline perspective from the partner agencies on the rationale and aspirations for the project. 

· To describe the project’s aims and to summarise the findings from evaluations and research undertaken up to 31 December 2005.

· To comment on the project’s achievements and ‘future risks’.
INFORMATION AVAILABLE FOR THE EVALUATION

· Funding proposal and any variations to date.

· Minutes of DP Boards and reports on activities undertaken by the project including events to take place in 2006.

· Research reports prepared as part of the project.

· Report on the first Transnational event.

· Structured interviews undertaken with DP Board members – N&WB Trust, UC&HT, Positive Futures and ARC (NI) (Appendix 5 gives full details).   

ACHIEVEMENTS

To date the project has a number of notable achievements to its credit.  For each an attempt is made to identify the reasons for it so that these procedures and processes can be continued in the coming years. 

· An effective and efficient staff team has been recruited who use an action planning approach to define the tasks to be undertaken in relation to the specific objectives with a time-line clearly outlined and methods for evaluating its achievement defined.
· The DP Board meets regularly with full attendance of all the partners.  The members are well known and respected within HSS services in Northern Ireland.  Three of the 4 members served on the recently completed Review of Policy and Service Provision for People with a Learning Disability in Northern Ireland (Equal Lives, 2005).  The Board is characterised by a sense of enthusiasm, generosity and mutual benefit.   Their meetings have set agendas with a focus on achieving consensus agreements on future actions.  Minutes are kept and promptly circulated. 

· A major research study into the characteristics of the workforce was completed and the findings made available to staff in the participating agencies and to other interested parties beyond the project.  The report has proved valuable beyond the specific requirements of the project, e.g. in making HR departments more aware of staffing issues within learning disability services.  The active participation of service managers helped to ensure a commendable response.  

· Other non-statutory service providers working in the same geographical areas as the 2 HSS trusts were invited to participate in the survey.  This is a welcome development as they share many of the same challenges that brought the POISE partners together.  Although uptake was limited this link is worth nurturing for future actions.  

· A good knowledge base has been developed to underpin the form and content of the planned initiatives.  Appropriate contacts have been made and networks established.  There is a general willingness among various stake-holders (eg frontline staff, HR personnel) to assist with the project and become involved with it.  The leadership given by the DP Board and the project staff appear to have been major contributors here. 

· Plans have been drawn up for further research into male employment.  There is a dearth of studies on this area and the project is well placed to pursue this issue which has implications for other social care sectors; such as children’s services, nurses and education.  

· A database has been set up for recording details of all beneficiaries who participate in the project.   This is compatible with other computer software for statistical analysis. 

· Plans are well advanced for the pre-recruitment training that is scheduled to take place from January 2006.  In preparation for this, agreement has been obtained across the 3 partner agencies to use a common application form and selection process.  This is a commendable achievement which most Board members thought would be difficult to attain.  The commitment from senior managers allied with their participation in POISE seems to have been influential factors in bringing this about. 

· A successful Transnational event was hosted by the project in Belfast.  This required a lot of time and energy from project staff but the benefits may not become apparent until much later in the project.   Working groups have been established and a detailed work plan has been prepared with groups or individuals named as lead persons and dates noted for completion. This required determined leadership from the NI Chair of the event and was achieved despite the interpretation difficulties experienced.  

· The project has already taken action to prepare for the third Action step of dissemination by convening a Reference Group and making available the research findings in a published report.  This is a wise initiative which needs to be ongoing throughout 2006 as well as 2007 if the Project’s objective in this regard are to be met.  Also one of the partners, ARC (NI) has a remit for the dissemination of good practice which can ensure some continuity of this work beyond the life of the project.
In sum, the project has delivered on its intended actions and there is evidence for additional spin-offs and benefits that were not foreseen at the project’s inception.  

RISKS

During 2005 the project encountered a number of threats to its work and these may still constitute a risk for the future.  They are listed here as a reminder both to the DP Board and staff but also to a wider readership among the EQUAL community of the need to lobby for change and to have some corrective strategies available which are beyond the control of individual projects. 

· Delayed payments of monies from DEL.  ARC (NI) had to carry a substantial deficit for a period of time.  It was only able to do so because the parent organisation authorised use of its reserves but if this facility had not been available it would have threatened the continuation of the project. 

· The bureaucratic demands of DEL and PROTEUS have taken staff away from project work, often at short notice.   Advance notice should be provided of auditing information that is required and the reasons for collecting it. 

· The monitoring information (Section 75) required of project participants is intrusive and threatens to discourage people from taking part in project initiatives. 

· The selection of Transnational partners had to be done on relatively little information and with no cognisance of the outcomes of projects which had taken part in Round 1 of EQUAL.  

· It is difficult to find a communality among the different aims and ways of working of the Transnational partners for the POISE Project, although an attempt has been made to do so.  This raises the issue as to how much time POISE invests in this element with potentially little return for its efforts. 

· The attempt to use a common evaluation tool - the Rickter Scale - across all EQUAL projects in Northern Ireland is appreciated.  However this may not be appropriate for certain aspects of the work of POISE.  Also items to be used on the scale should derive from specific aims of the project if meaningful data is to be obtained and ideally these would emerge from suitable pre-testing with the designated groups.  The time scale given to projects by PROTEUS does not allow for this to happen.  The POISE DP Board has made submissions along these lines. 

In sum, many of the perceived risks to the project come from outside its remit.  During the continuing evaluation of the POISE Project these risks will continue to be monitored and hopefully they will reduce in the future. 

RECOMMENDATIONS

The project has made a prompt and effective beginning.  It has a clear sense of purpose and work plan prepared for the coming year.   This augurs well for a successful outcome.  The DP Board should consider the following recommendations: 

· This report should be shared with all stake-holders in the POISE Project as a token of recognition for all their achievements and an incentive to continue with their enthusiastic participation. 

· The report should be shared with DEL and PROTEUS and they should be encouraged to make a response to the risks identified in this report. 

· The report should be shared with other EQUAL projects in Round 2 in Northern Ireland to identify if there are common ‘risks’ that require attention but also learning that can be shared. 

· The next Transnational meeting in Spain will be an opportunity to identify some specific points of common purpose that POISE shares with its designated partners and further test their commitment to meeting the timescales noted in the Action Plan.  Interpretation arrangements should be tested in advance of the meeting.  
Roy McConkey

31st December 2005 

APPENDIX 1:
RESEARCH STUDY 

An important starting point for the POISE Project was to document the jobs available within the services linked to the POISE Project and the characteristics of the existing workforce.   In addition, the 2 Health and Social Services (HSS) Trusts contract with other non-statutory providers for the provision of certain services on behalf of the Trust.  It was decided to invite their participation although not all chose to do so.  

Workforce information was not readily available from Human Resource records specifically for staff working in learning disability services.  It was therefore decided to undertake 2 major surveys.  

· All service managers within the 3 participating services were asked to provide details of the number of staff in post, broken down by grades; the number of vacancies, new staff joining and those who had left as well as their experiences in recruiting staff.  Responses were received from 23 managers.  

· All staff within services up to managerial level (estimated 750 persons) were asked to self-complete a structured questionnaire that gave their personal details, information about their work and their reactions to it; and to rate their employment on a range of key indicators that the literature suggests are related to staff retention.  Responses were received from 462 persons (63% response). 

This information served a number of uses: 

· It provides a detailed picture of the social care workforce involved with people who have learning disabilities.  This augments a recent study done by the Eastern Health and Social Services Board (EHSSB) (McAuley, 2004) and means that in Northern Ireland we have a more detailed description of this workforce than anywhere else in these islands and possibly internationally. 

· It enables contrasts to be drawn across different service providers.  In recent years, the number of provider agencies has grown, especially in the non-statutory sector.  The data from these surveys will enable comparisons to be made across sectors.  Little research of this type has been undertaken to date.  Further research could illuminate the reasons for these differences.

· It provides a baseline against which changes in the workforce can be monitored in coming years.  The POISE Project will focus especially on male employees and female progression.  These surveys identify the position in mid-2005.  Later surveys can be used to monitor the changes that occur, if any, and in particular whether these vary across participating service providers. 

· It identifies salient issues that the POISE Project and indeed other social care employers may need to incorporate into any recruitment and training initiatives in order to attract and retain staff.  These have also been identified in the literature review but this data will further validate their validity in a local context. 

The research report summarises the findings of the 2 surveys, structured into 8 themes.  A rich source of data is now available to both the POISE Project and to other employers in their efforts to develop the social care workforce. 

McConkey. R. and Abbott. S.  (2005)  More Than A Job? Profile Of The Social Care Workforce In Learning Disability Services.  Belfast: POISE Project. 

Copies of the Report are available from the POISE Project. 
APPENDIX 2:
LITERATURE REVIEW

It is estimated that over one million people are employed in social care in the UK in over 20,000 care settings.  This is a major source of employment in the UK, representing 5% of the workforce, a proportion that is expected to rise to 7–8% in 10 years as demand for services increases with an ageing population.   Moreover, social care in the UK is being seen as a service which the majority of the population either directly uses, or is used by their family or friends rather than a service for a minority.

The steady rise in the numbers of people working within social care has been mainly due to the changing nature of service provision with the increasing numbers of elderly persons, those with learning disabilities and mental health problems being supported in community accommodation rather than in institutional or health care settings.  

Alongside the service developments, there have been changes in the demography of clients in need of care.  There is a growing number of older people often with increasing health and social care needs.  The numbers of children and young adults with complex health needs in special schools and day services has increased.  These place extra and different demands on staff. 

Moreover, the expectations for services has grown in society and a greater variety of provision is now available to meet individual needs and aspirations.  

These changes had altered both the context and nature of work undertaken by the social care workforce.  In particular there is more ‘lone-working’ in person’s homes and more people employed on a part-time basis.  

However information on the social care workforce is sparse.  Various factors account for this.  

· The move from statutory provision of social care to a diversity of providers in the independent sector means that centrally collected statistics are not readily available.  Moreover, it is not always clear whether available statistics include all types of service provision.

· The variety of job roles and an increase in part-time working makes it harder to keep track of the workforce and hence the available national figures have to be considered as ‘guesstimates’ at this point in time. 

· Priority has been focussed on the professional workforce mainly in health services and only latterly has the social workforce received increased attention.   

As the review identified, the workforce nationally is predominantly female; aged between 30 and 50 years of age, with up to 50% of persons working part-time.  In April 2004, the average hourly rate for basic support workers in England was £6.40 (range £4.80 to £8.30).   The low rates of pay contribute to the turnover rates and recruitment difficulties.   

It has proved more difficult to recruit males to the social care workforce and there is some evidence that women are less likely to progress to more senior levels.  

Recent research has started to identify ways of boosting the recruitment and retention of staff.  

The literature review is in 4 parts.  

· Part 1 reviews available data on the social care workforce with particular reference to learning disability services.  This identifies characteristics of the workforce in Northern Ireland and contrasts it to that in England.   

· Part 2 examines the reasons for gender imbalances in the social care workforce with comment on long-term unemployment.  

· Part 3 reviews previous research studies on staff recruitment and retention in learning disability services.  A series of tables summarises key findings that should inform the work of the 3 partners in the POISE Project over the coming years.   

· Part 4 summarises the implications for the POISE Project. 

The review is incorporated as Section 2 of the following report. 

McConkey. R. and Abbott. S.  (2005)  More Than A Job? Profile Of The Social Care Workforce In Learning Disability Services.  Belfast: POISE Project. 

Copies of the Report are available from the POISE Project. 

APPENDIX 3:
MONITORING AND EVALUATION PLAN

The DP Board have agreed the following plan for the POISE Project:  

EVALUATION AIMS

1 To provide an outline of the work of the POISE Project including an overview of the project, activities, management and partnership arrangements.

2 To evaluate the degree to, and manner in which the POISE Project has achieved its stated aims. 

3 To evaluate the degree to, and manner in which the POISE Project has achieved its stated objectives.

4 To identify additional outcomes from the work of the POISE Project.

5 To ascertain the views of partners (company beneficiaries) on the quality of the service provided and the impact of the POISE Project on their ability to:

· recruit people into learning disability services

· increase the proportion of males in direct care roles

· support the progression of women to supervisory/management positions within each of the partner organisations

· review existing HR practices to ensure applicants with potential are not overlooked.

6
To identify the perceptions of individual beneficiaries of the POISE Project and its impact.

7
To ascertain the added value obtained by participation in Transnational activities.

8
To make recommendations for future development of the lessons learned from the POISE Project in relation to the aims of EQUAL.

PROPOSED APPROACH

The evaluation will be undertaken using the following methods:

· Scrutiny of written reports and records available within the project - evaluator to provide a list of documents to which access will be required.

· Semi-structured interviews using the Rickter Scale:

· Participants in the pre-recruitment programme
· Participants in the retention and progression programme
· DP Board members
· Semi-structured individual interviews with:
· males employed in direct care roles within each of the partner organisations

· participants who did and did not complete the pre-recruitment programme

· participants who did and did not get offered employment after interview

· participants who refuse a post or those who leave the job.

· Semi-structured interviews with partner agencies and professionals to include:
· Positive Futures

· N&WB Trust

· UC&HT

· ARC (NI)

· Analysis of available Monitoring Data to include:
· Quarterly monitoring forms 

· Publicity monitoring forms

· Beneficiary monitoring forms

· Administration monitoring forms

· Evaluation feedback from Transnational Visits

· Evaluation forms from programmes

· Opinion evaluation of the DVD with:

· Newly recruited staff and with possible applicants

· The DVD Advisory Group and DP Board

· Database on decisions and actions that have taken place during the course of the project- evaluator will provide a template of information to be collected.

· Database on women who attended the recruitment sessions to give a possible contrast group.

MANAGEMENT AND REPORTING ARRANGEMENTS

· The University of Ulster (UU) will conduct the evaluation as per signed contract.

· The evaluator will provide written reports to the DP Board/ Research Group as follows:

· Brief interim evaluation reports (December 2005, June 2006, December 2006, June 2007)

· Final comprehensive evaluation report (November 2007)

· Throughout the evaluation process the evaluator will liaise closely with the POISE Research Steering Group and POISE staff.  Review meetings will be arranged if required.

· POISE staff will support the evaluation process by:

· Providing details on beneficiaries in order for the evaluator to compose a profile

· Providing details of any publicity that has been undertaken and advise of the benefits of any such publicity

· Providing Information on the content and outcomes of work carried out during Transnational Visits

· Liaison with partner organisations during periods of research on behalf of the evaluators

· Compilation of a database on relevant literature which can be made available to third parties

· Provision of monitoring data as detailed above

· Proof reading and making arrangements for printing reports
APPENDIX 4:
PROPOSED FUTURE RESEARCH 

RATIONALE

In the DPA work plan it was anticipated that the second phase of research carried out by POISE would be a broad based review of HR practices within the partner agencies and a literature review of inequality issues.  In fact we have been able to complete the literature review in the first research report, which was launched in October 2005.  It is the view of the DP Board that the findings from this report have evidenced a higher level of job segregation than had originally been predicted; eg in one Trust only 8% of staff in the learning disability programme are male.  It is therefore proposed that the second stage of the research will focus on this gender imbalance in a more in-depth manner.  The new proposals are detailed below and would be conducted within agreed resources.  However if the research findings are deemed significant in terms of mainstreaming the findings we may request that consideration be given at a later stage to additional funding for printing and design costs to enable a wider dissemination.

BACKGROUND

· The under-representation of males in the social care workforce is well documented (see Position Paper by McConkey, 2005).

· This applies locally in learning disability services: 20% are males in the workforce of POISE agencies (McConkey and Abbott, 2005) and 18% in the statutory services of EHSSB (Mc Auley, 2004).  By contrast, 55% of the service-users are male (McConkey et al, 2005). 

· No studies could be found that specifically address the issue of male employment in learning disability services although a number of projects have looked at males working in nursing and childcare (see McConkey, 2005).

· The changing demography of the population in Northern Ireland means that fewer people will be available for work.  Moreover, 20% of the existing workforce in POISE services is aged 50 years and over (28% in one HSS Trust).  In future, service staff will need to be recruited from a wider pool of job-seekers than has been the case hitherto.  This would include males, especially those with no previous experience of the care sector. 

· The POISE Project will undertake specific initiatives to improve male recruitment.  These would be better informed if a knowledge base were available to the project. 

RESEARCH AIMS AND METHODS 

A series of linked studies are proposed for the coming 12 month period.   The data gathering in the main will be undertaken by POISE staff under the supervision of Professor Roy Mc Conkey (UU) as per the agreed tender. 

1
To document the experience of male staff currently employed in front-line posts; especially those who had previously worked in the non-care sector or who had been unemployed for a period of 6 months or more.  Three focus groups, with 4-6 staff in each agency, would be held.  This would cover issues around why males had applied for the posts, their experiences – positive and negative; their thoughts on how these jobs could be made more appealing to men.    

2
To determine the number and characteristics of male applicants to posts in learning disability services in the past 12 months across the 3 POISE agencies.   This would also identify the numbers who had been unsuccessful, who refused a job offer or left the post after a short time, as well as those still in post.  HR records would be accessed and a pro forma developed for retrieving information from job application records, eg postcode, age, previous work, educational qualifications.  Self-completed questionnaires or telephone interviews might be sought with unsuccessful applicants to determine their perceptions of the selection process and their present job.  Also male staff who have left posts in the past 12 months would also be contacted if the service had not conducted an exit interview.  

3
To ascertain from service managers and other staff involved in the selection process for front-line staff, their perceptions of the factors that encourage/discourage the recruitment of males within services.  Focus groups based around a range of specially constructed scenarios would be used to scope the range of factors.  Self-completed questionnaires would be developed to enable information from a wider range of assessors to be gathered.   Observations of the selection processes could also be included if circumstances permitted. 

4
To ascertain the view of male job-seekers living in the localities covered by POISE services, their views of working in learning disability services and what would attract them to these jobs.  This would be done through a mix of individual interviews or focus groups.  

REPORTS

Professor Roy McConkey will be responsible for writing a final report that summarises the findings from each of the studies.  POISE staff will produce reports on the individual studies undertaken.

APPENDIX 5:
SUMMARY OF DP BOARD COMMENTS 

Why is the POISE Project important to your organisation?   Why did you want to be a partner in it?

· Recruitment and retention of staff has been an issue for member organisations of ARC.

· Help to clarify why staff do leave, as a mythology has grown up around the issue. 

· Male service-users expressed a wish to have male staff.  

· Perceptions that people with learning disabilities can be difficult to work with.  

· EQUAL programme was available; one agency has previous experience of EQUAL projects, and it provided an opportunity to further these needs.  

· Ideas that are found to work for a bigger organisation can be shared with smaller ones.  

· Get another perspective on issues by being part of a larger group. 

What are the advantages, if any, of working in partnership with others – why not go it alone? 

· Learning Disability is a small programme in a large organisation – Learning Disability can miss out. Hence, good to have allies in other organisations to provide a focus for exchange of experiences.  Two agencies already had exchanged ideas and found this helpful. 

· Collectively better to try out new ideas – costs spread across 4 agencies - save money on recruitment costs.

· Started with a broad view but this has now become more specific and concrete with action steps. 

· Leap of faith in the partnership as each sector is thought to be different but our experience thus far is that it is a win-win for each.  Otherwise they are competing for the same pool of staff.

· Mix of voluntary and non-statutory agencies attractive as they have different perspectives and we can challenge one another. 

Now that the POISE Project is underway, what features of it particularly please you?

· Research has been very helpful – gave a specific profile of staff in each agency and identified key issues such as the mature workforce in one.

· Service staff have seen that management is taking seriously the issue of recruitment.

· Has already influenced the Agenda for Change within UC&HT an organisational review in Learning Disability has been agreed.  Permission given to recruit in a difficult financial situation.

· Managers seeing other ideas and thinking of how to apply them.

· Spirit of generosity in the project of mutual help. EQUAL taking and giving – common recruitment process.

· Willingness to look at new ways of working – common application form agreed.

· The project staff make it seem easy – nothing is too much effort for them.
· HR working within the spirit of the law – make legislation work better – distinguish legislation from practice. 
· The project has had enthusiastic ‘buy-in’ from the top of the organisations and this has then filtered down into operational level with a nominated person in each agency taking forward the work of the project.  Word has got out that the project is happening. 

· Tangible outcomes are emerging – 20 people for the pre-recruitment programme. 

· Learning already for other ARC members - there are people willing/wanting to work, who are not reached by usual means of recruitment. 

· Extended knowledge base of the subject area.

· Transnational partnership got off to a positive start.

· Good staff team recruited. 

Are there any things you are less happy with; that you feel could be improved?

· Bureaucracy of the programme takes people away from the work of the project especially when extra auditing demands are placed on the staff at short notice. 

· Delay in payments and having to carry a deficit.  Fears that this may recur in the future.

· Delay in getting decisions about proposed adaptations to the work programme.

· Lack of clarity from the funders as to how the project should be evaluated.

· Seeking Transnational partners was a stab in the dark – like blind date.  Surprising as this was a second round programme and yet no guidance was available on potential partners.  Problems with shared meaning around the words used by projects to describe their work. 

· Hard work to find commonality across the chosen EU partners.  Some are less outcome focussed than POISE Project. Not sure of the value this will bring to the POISE Project. 

· More commitment has been required from agencies than thought – project relies a lot on the personal commitment of members who have to invest more than they envisaged at the start. 

· Pre-recruitment programme - more thought needs to be given around placements.

How well do the managers and staff in your organisation know of the POISE Project and how might they be better informed? 

· HR Director was brought in and is very supportive – the spin-off has been assistance with other projects. 

· Everybody needs to be enthusiastic – the ultimate value is that it makes people more aware – project staff spoke at managers meetings. 

· Needs personal sell within agency – tell benefits of participation. 

· When products emerge then enthusiasm will increase.  Okay at this stage if staff only vaguely aware.  Can celebrate achievements later.

· Their participation in the pre-recruitment programme will help.

· Producing a glossy summary of the research findings. 

· Reference group got off to a good start - Need to consider how best to mainstream the project across wider range of agencies. 

· Inform Learning Disability sector through ARC Conference.
· Smaller members of the organisation may link into spare capacity in the training programme to be provided by POISE. 
· Maybe organise some lunch-time road shows to make people better informed about the project.

For your agency, what would be the indicators that the Project has been a success? 

· Terms and conditions of staff better match their responsibilities.

· Percentage of males in workforce will increase.

· Turnover of staff will have reduced.

· Females coming through to promoted posts.

· HR engaged and have better understanding of the staffing challenges in Learning Disability services and supportive of undertaking new approaches. 

· Production of tangible and useful information about the workforce – further research planned. 

· Clearer understanding of what law states and what has become practice around the law.

· HR policies and practices improved for the better.

· Greater flexibility in recruitment and selection.

· Greater partnership working on common issues such as staff training. 

· Mechanisms found for sharing knowledge among agencies in Ireland as well as EU.

· Staff will comment that POISE made a difference to them.
· Staff express more satisfaction with their work.
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