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Introduction

This report presents an analysis of the evaluation findings for the Be Birmingham Future
Jobs Fund (FJF) programme.1 The focus of the report is on identifying success factors,
what difference the programme has made and to capture what could be taken
forward after the programme is completed. The process of how the programme was set
up and implemented was covered in our first report, dated May 2010.
There may appear to be a largely positive tone to the report. This is because there was
a general consensus, across all participant groups in the evaluation, that this has been
a successful programme. Here we endeavour to identify what has made the
programme a success, especially for employees and employers, so that the learning is
available to inform future employment initiatives.
1.1

Evaluation objectives

The overall objectives of the evaluation were to assess three key sections of the
programme:
(i)

Programme start up
Including programme development and partnership working.

(ii)

Programme delivery
Including benefits for employers and employees and the effectiveness of progress
tracking systems.

(iii)

Programme impact
Including outcomes for employees and employers and an assessment of community
benefit.

Programme start up and the early implementation stages of the programme, known as
Phase One, were covered in our earlier report dated May 2010. This report presents
findings against objectives (ii) and (iii) for the whole of the programme, Phases One and
Two from June 2009 – January 2011.
1.2

Methodology

The evaluation team have undertaken a number of research activities to explore the
benefits and impact of the Be Birmingham Future Jobs Fund programme for employers
and employees. The research has been mostly qualitative, involving speaking to people
in focus groups and interviews. There have been two online surveys that have
generated quantitative data that has been used to triangulate the qualitative findings

1

Birmingham City Council was the contract holder for the Be Birmingham FJF programme. The Be
Birmingham FJF programme delivered only in Birmingham and was one of several FJF programmes in
Birmingham and the City Region.
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from focus groups and interviews. A full list of research activities can be found at
Appendix 1.
It is noteworthy that the team have received generally positive responses to requests for
people to engage with the evaluation research. Both employers and Future Jobs Fund
employees have been willing to participate in interviews, focus groups and surveys. This
has resulted in a sample of c.12.5% (283) of all employees actively participating in the
evaluation and 65% (52) of the employers who employed staff through Be Birmingham’s
Future Jobs Fund programme.
Some participants have self-selected to take part in the research by completing online
surveys or choosing to attend focus groups. Others were selected at random from the
lists of those who gave consent to be interviewed and others were chosen specifically
to provide a different perspective, reflecting all stakeholder views.
1.3

Key points from Phase One report

The Phase One evaluation report highlighted the success factors in setting up the Be
Birmingham Future Jobs Fund programme.


There is consensus across the strategic partners involved in this Future Jobs Fund
programme in Birmingham that it was able to get off the ground quickly due to the
effectiveness and strong leadership of the existing Local Strategic Partnership (Be
Birmingham).



The effective and focused mechanism of a Task and Finish Group that met weekly
to scope out the potential for a FJF programme in Birmingham and then to plan its
implementation was a success factor. All partners committed to regular attendance
because the programme was developing quickly and rapid decisions were
required.



Partners agree that the involvement of the voluntary sector at the heart of Be
Birmingham’s FJF programme has been beneficial. It has been reported that
voluntary sector organisations have been recognised as equal partners in the
process and it was acknowledged that they have made a strong contribution.

The process, by which the original bid was developed, as part of a wider City Region
submission, is summarised in Diagram 1 below.

2
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Diagram 1: Be Birmingham FJF programme process

Task and
Finish
Group

Programme
Reference
Group

City Region
FJF Group

Local
Accountable
Bodies

Birmingham
FJF Team

The Phase One report also identified the emerging success factors in the delivery of Be
Birmingham’s FJF programme. These have since been substantiated with further
evidence from employers and stakeholders.
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Diagram 2: Success factors in delivery of Be Birmingham FJF programme

1.3.1

Strong partnership working

Partners from all sectors responded positively to Be Birmingham’s initial ‘call to action’
and were already planning how to work together when the final guidance for the
programme was distributed. Continued close working ensured that the programme was
delivered effectively. For example, a strong relationship with Job Centre Plus (JCP)and
an active link to the Department of Work and Pensions enabled JCP to designate
officers specifically to work with employers offering FJF jobs. Links with Birmingham City
Council and other employers like the University Hospitals Birmingham NHS Foundation
Trust helped to create job opportunities for large tranches of FJF employees.
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1.3.2

Support of WNF

Be Birmingham was able to add value to the delivery of FJF by drawing on Birmingham
City Council’s allocation from the Working Neighbourhoods Fund. In practice, WNF
covered the costs of the FJF delivery team which meant that most of the FJF allocation
per employee could be passed to the employer. WNF enabled the Be Birmingham
programme to offer jobs with additional responsibilities at National Minimum Wage +£2
per hour. It was also used to offer enhanced job search to FJF employees about to exit
the programme who needed additional support to that offered by their employers.
1.3.3

Range of employers

The programme was able to engage employers across the public, voluntary and, to a
limited extent, private sectors. Of key importance has been the engagement of
voluntary sector employers who have been able to develop their own organisational
capacity through FJF, as well as offering job opportunities in a wholly new field for many
employees. The private sector has been able to engage where companies have been
able to satisfy the community benefit criteria.
1.3.4

Flexible model

The delivery team did not proscribe how FJF should be implemented by employers.
There was a clear offer to employees that employers were required to meet, but how
they configured the offer was up to them.
This flexibility enabled more employers to participate in FJF than would otherwise have
been possible. In the voluntary sector, a number of host organisations were able to
provide the infrastructure for smaller organisations to offer jobs to FJF employees.
Larger organisations were able to integrate FJF into their pre-existing trainee
development programmes. Some organisations worked in partnership to offer a range
of job opportunities and additional support to employees, including the chance to gain
recognised qualifications.
1.3.5

Diverse job opportunities

The wide range of employers has meant that the programme has been able to offer
diversity in job opportunities. There have, for example, been jobs working outside, in
environmental services, in the creative industries, in customer relations, in voluntary
sector services for vulnerable people, in the NHS, in social enterprises and in sport and
leisure activities. Employees report that they have been offered opportunities they
would never have thought of applying for or even knew existed.

5
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1.3.6

Accessible delivery team

A key success factor for employers has been the accessibility and responsiveness of the
FJF delivery team. Employers report that they have been able to make contact easily
with the team and have not had to wait for long periods for an appropriate response to
queries or a solution to issues.
1.3.7

Problem-solving approach

General feedback from stakeholders and employers has commended the problemsolving approach of the delivery team. This has been described as a ‘can-do’ attitude
that partners and employers have responded to positively. The team are reported to
have identified challenges and barriers to delivery and found ways to resolve them.
1.3.8

Effective processes

Several employers that have previously been engaged in other employment initiatives
found the processes for this programme relatively straight forward and uncomplicated.
The team had drawn on experience from previous programmes to simplify
accountability and reporting arrangements to facilitate employers’ engagement with
the programme.
1.3.9

Challenges overcome

The Phase One report also highlighted some of the challenges faced by the Be
Birmingham FJF programme. Initially, the challenge was to respond effectively to the
short timetable for bidding and delivery of FJF. After Phase One, the timetable and
targets were re-profiled into an 18 month programme that could be more realistically
achieved.
Partners and employers have had to be creative to overcome the barriers of
recruitment freezes and slow recruitment processes within their own organisations.
There were some initial problems with the job matching process, with employers setting
specific criteria and JCP sending inappropriate people. This issue was addressed, JCP
developed a team of account managers specifically to support FJF employers and the
process improved.
To strengthen the FJF programme, Be Birmingham successfully submitted an application
to the Working Neighbourhoods Fund (WNF). However in practice it was difficult to align
FJF with WNF. Detailed negotiation was required to secure agreement that targeting of
FJF for people of 25+ years in Super Output Areas, could be relaxed beyond the 10%

6
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tolerance zone so that FJF, as a programme for the short term unemployed, could be
delivered across Birmingham.

2.

Programme delivery

Be Birmingham had the largest Future Jobs Fund contract in the City Region, with the
highest target number of jobs to achieve. The minimum FJF job offer, as agreed by Be
Birmingham and based on the programme criteria set out by the Department for Work
and Pensions was as follows:


Jobs to pay at least minimum wage for a period of 26 weeks.



Employees were guaranteed at least 30 hours per week, of which a minimum of 5
hours per week were for training and job search.



£6,500 per person (in Phase One, £6300 in Phase Two) went to the employing
organisation, to cover employee wages, and for the provision of support, supervision
and mentoring. Employers were expected to provide high quality supervision, job
search and to provide a reference, in addition to ‘a good job’.



Employers to be committed to helping people back into work.

Be Birmingham has also been able to enhance the minimum FJF offer by using some of
Birmingham City Council’s WNF allocation to commission additional, intensive and
personalised enhanced job search for employees about to exit their FJF jobs, provided
by Freshwinds. In addition, the FJF team has utilised WNF to set up a tranche higher
paying FJF jobs offering minimum wage +£2.00 per hour. In order to secure WNF
funding, the FJF team took a snapshot of the jobs on offer and from this extrapolated
the potential number of higher paying opportunities. However, in the intervening period
between securing WNF approval and the funding coming on stream, there were fewer
jobs of this type than originally anticipated. As a consequence the programme has
been able to offer 118 higher paid jobs to date2.
2.1

Achievement against targets

The over-arching City Region Future Jobs Fund application was originally approved by
the Department for Work and Pensions for a six month period to March 2010. The
‘employees into jobs’ target for the Be Birmingham programme was initially 1875 within
that period.
Subsequently, the programme was extended to 18 months, to March 2011, and the jobs
targets were re-profiled. The target for Be Birmingham in Phase One, to March 2010, was
750 employees, which was achieved, and for Phase Two, April 2010 to March 2011, it is
2

5 February 2011
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1800, making 2500 employees across the programme. The programme is on target to
achieve 2,587 employees into jobs by the end of March 2011.
Table 1: Delivery against targets at 31st January 2011
Output

Number of
employees
into jobs

2.2

Phase One
target

Phase One
actual

Phase Two
Target

Phase Two
Actual at
31st January

Total
employees
to date

750

750

1,800

1,560

2,310

Employee profile

Table 2: Profile of employees to 31st January 20113
Employee data
Gender
Male
Female
Total
Age
18-24 years
25+ years
Total
Disability
Dyslexia
Hearing impairment
Learning Difficulties
Restricted mobility
Visual impairment
Wheelchair user
Total

3

No. Phase One

No. Phase Two
to 31st Jan 2011

Total

554
196
750

1082
478
1560

1636
674
2310

541
1268

209
292

750
1560
2310

23
1
0
2
1
0
27

25
3
1
1
6
1
37

48
4
1
3
7
1
64

Data supplied by FJF team, variations to employee total due to non-disclosure of information
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Employee data

No. Phase One

No. Phase Two
to 31st Jan 2011

Total

23
407
61
2
0
24
4
4
19
20
10
10
7
95
6
10
2
37
741

76
860
124
2
2
76
8
16
9
15
13
14
13
172
11
29
8
76
1524

99
1267
185
4
2
100
12
20
28
35
33
24
20
267
17
30
10
113
2265

(Continued from previous page)

Ethnicity
Bangladeshi
British
Caribbean
Chinese
Eastern European
Indian
Irish
Other Asian background
Other African background
Other Black background
Other ethnic group
Other mixed background
Other White background
Pakistani
Somali
White and Asian
White and Black African
White and Caribbean
Total

9
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Table 3: Leaver destinations Phase 1 and Phase 2
Destinations recorded
Found another (non
FJF) job
Gone abroad
Claimed Job Seekers
Allowance
Claimed employment
& Support Allowance
Claimed another
benefit
Gone to full time
education
Gone to prison
Not known
Totals

Nos.

Phase 2

Total

% of known
destinations4

% of total FJF
cohort5

314

161

475

55%

41%

2

3

3

<0.5%

<0.3%

197

125

322

37%

28%

0

1

1

<0.2%

<0.1%

7

7

14

1.6%

1.2%

26

21

49

6%

4%

1
203
750

0
84
402

1
287
1152

<0.2%
33%

<0.1%
25%

That the proportion of ‘Not Known’ destinations has significantly reduced from Phase 1
to Phase 2, demonstrates that the FJF team have been more successful in gathering
data from employers about the destinations of their FJF employees.
Recorded destinations figures show that some 41% of all FJF employees are leaving the
programme and going into employment. When employment and education outcomes
are combined then 45.5% are leaving the programme and are not going back to
claiming benefits.
Positive destinations identified as part of the evaluation data gathering
In the follow up interviews conducted by Merida as part of the data gathering for this
report, the evaluation team spoke to 35 FJF employees6 who had either completed or
were nearing completion of their FJF employment.
54% (19) of employees interviewed had moved into employment of whom 74% (14) felt
that the FJF experience had helped them make the transition into employment.

4

Based on 865 known destinations across the whole programme
Based on 1152 FJF employees across both phase 1 and phase 2 to end of January 2011
6 This was a random sample (that as far as possible took into account employment type, age, gender and
ethnicity) drawn from those employees who had completed an online survey and who as part of that
survey agreed to be contacted for a follow up interview.
5
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A further 17% (6) of follow-up interviewees moved into education or training, with 11% (4)
undertaking regular volunteering in contrast to 26% (9) who had returned to claiming
benefits.
74% (26) felt that taking part in FJF had provided them with an opportunity for a fresh
start.
100% (35) felt that taking part in FJF had been worthwhile and 91% (32) identified that FJF
had provided a positive work experience.
More information on the outcomes for FJF employees and employers can be found in
section 3 of this report which explores programme impact.
2.3

Employer and opportunity range

The Be Birmingham FJF programme was successful in attracting a range of statutory,
voluntary and where possible (given the rules about community benefit7) private sector
employers.
Statutory sector employers involved in FJF include: Birmingham City Council, University
Hospital Birmingham NHS Foundation Trust, Birmingham Children’s Hospital NHS
Foundation Trust and West Midlands Police. Private sector employers include
Birmingham Chamber of Commerce and Carillion.
The majority of FJF employers came from the voluntary sector and the FJF programme
was able to offer a range of ways for employers from this sector to become involved:


Individual organisations contracting directly with FJF to provide a specified number
of job opportunities. Voluntary organisations involved in this way include for example
B.V.S.C., St Basils, CAB, Sifa Fireside, Focus and Aquarius. This is how the largest
cohort of voluntary organisations has been involved in the programme.



An existing network working together to offer a number of jobs, with one
organisation taking on the role of FJF contract holder and then sub-contracting with
other organisations within the network. The lead organisation passes a proportion of

7

Be Birmingham were successful in engaging the private sector at the start of the programme before the
delivery guidance from DWP was received. However the guidance created specific barriers to the
engagement of the private sector in that businesses could not be seen to be benefitting from public funds.
Guidance noted that FJF jobs must create a community benefit beyond the job itself and not contribute in
any way to creating profit for the employer.
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the FJF fee to partner organisations that are then responsible for the recruitment,
employment and support of the employees. Organisations involved in this way
include the BEST Network and Gold Crest Advice and Guidance Services.


A lead organisation brings together a range of organisations to deliver FJF
employment opportunities. The lead organisation retains the whole of the FJF fee
and in return recruitments, employs and supports all FJF Employees. Jericho, Merlin
Venture and Local Leagues are examples of this approach. In the case of the West
Midlands Creative Alliance, this approach has enabled very small organisations
(who would have found it impossible to be involved otherwise) to offer FJF
employment opportunities in the creative industries.

Having attracted some 80 employers, Be Birmingham was able to offer a wide range of
job opportunities including for example:
General
administrative roles
such as reception,
finance and
conference services

Information system
management and
web design

Investigating use of
digital technology
to engage hard to
reach groups

Telesales and
marketing

Outreach work

Mentor

Classroom assistant

Events
management

Customer services

Therapy assistant
post to specialist
NHS therapists

Art gallery assistant

Sports coaching

Catering

Working with
homeless people

Housing assistant

Youth/support work

2.4 Employee and employer benefits
Employer and employee interviews, focus groups, online survey responses and strategic
stakeholders all identified that the most successful and significant element of FJF was
the fact that it offered a real job with real wages. Employers welcomed being able to
use their own recruitment and employment policies and procedures and treated FJF
people in the same way they would treat other employees and FJF employees

12
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benefitted from and enjoyed the exposure to being an employee as opposed to being
on an employment scheme or placement.
“What is really important is that it is a bona fide job and people worked alongside our
regular staff. It’s a real job and not something that has been dreamed up as ‘job
creation’ and FJF delivered a real job which was of benefit
to the organisation and the individual employee.”
Employer

“Being able to recruit for ourselves using our own processes – rather than having people
sent to us on placements and being totally responsible for them just like any other
employee. We gave them interviews, contracts and references taken up and we
treated them like as other member of staff and that helped them be seen in the
organisation by the rest of the staff as real employees.”
Employer

72% (25) of FJF employees who participated in a follow up telephone interview with the
evaluation team indicated that having a real job with a real wage had been an
important part of the FJF experience for them.
One FJF employee summed up the feelings of many when they said that FJF had been
helpful for them “…in learning the pressures of working full time and working for an
organisation.” Others felt that the FJF ‘real job’ experience had helped them to feel
important as well as giving them options and choices for the future.
Employees identified a range of benefits from their FJF experience:


Receiving job related training and job search.



Working in the voluntary, charitable or not for profit sector. Many FJF employees had
little experience or awareness of the job opportunities within the sector. As one
employee noted “FJF gave me more of an impression of how a charity works.”
Another commented “I’m now more open to different employment opportunities.”



For many FJF gave them the opportunity to try out a completely new area of work.
66% (23) of employees in follow up interviews said that FJF had given them the
chance to try out something new and 46% (16) of them indicated that it was an area
of work they had wanted move into.

13
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Employers also identified benefits of engaging with FJF for employees:
 Two employers said that it was highly unlikely that (some) people coming through FJF
would have found employment without it:
“They’d’ have been one of about 80 applicants and they’d have
just been dismissed at CV stage.”
“Just having that experience on their CV has made a difference
to their employment prospects.”
Benefits identified by employers included:


Employers, particularly those in the voluntary sector, identified that they had been
able to use FJF employees to improve existing services and increase their capacity.



Innovation - FJF brought additional capacity into organisations that were able to
test out new roles or services. As one employer noted “It’s helped us make an
assessment of which posts (not individuals per se) we will keep on. We’ve tried out
posts we’ve been talking about, like the finance assistant, and we now know this
works for us. ….FJF has enabled us to test out if we can grow.”



Exposing the organisation to a more diverse range of employees brought in fresh
ideas and challenged staff and organisational thinking in a positive way. One
employer commented “It has brought young people into the organisation, having a
bunch of young people in the organisation has been very therapeutic!”



Encouraging some statutory sector organisations to think about their recruitment
and selection processes. As one NHS employer commented “As an NHS
organisation we’re very structured in the banding for our posts and they wouldn’t
have got through our recruitment procedures, however after they were in post they
have demonstrated that they have been able to contribute to the organisation.
Real eye opener about what people can bring to the organisation.”



For most statutory and many voluntary sector employers taking on FJF employees
helped them to deliver against their own corporate social responsibility goals, with
56% (14) of those employers who took part in the follow up interviews identifying this
aspect as an important benefit of being involved with the FJF programme.



Host organisations who have supported people on FJF that are employed by smaller
organisations have identified benefits to partner organisations, particularly in
building capacity in small charity organisations:
“…. at least half of those with FJF people have taken on at least one.”

14
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2.5 Cost Benefit Analysis8
In order to discover the potential savings that could be made as a result of the
programme moving people into employment, the FJF team undertook a cost benefit
analysis. Whilst not looking to present case studies of particular individuals, the FJF team
selected three real employees to identify the benefits they claimed whilst unemployed
and the potential savings that could be made should these people move into work
following their FJF employment.
The calculations were undertaken by Birmingham City Council’s Welfare Benefits Team,
and do not take into account other factors such as the ‘hidden cost’ to the public
purse associated with people claiming benefits; for example the impact of
unemployment on children both in terms of poverty and the intergenerational
transmission of welfare and benefit dependence.9 Nor does it take into account the
links between health, particularly mental health and unemployment10 and the potential
cost saving to the NHS of moving someone off benefits and into employment.
The calculations also do not take into account the contributions made by employees
through tax and national insurance payment to the public purse.
The table on the following page summarises the potential savings and identifies the
length of time it would take to recoup the FJF investment if the person continues to be
employed.

8

This illustrative data has been supplied by Be Birmingham.
Source: Ten year transitions in children’s experiences of living in a workless household: variations by ethnic
group Lucinda Platt ISER University of Essex. Office of National Statistics Population Trends 139 spring 2010.
10 Fair Society Fair Lives – The Marmot Review Strategic Review of Health Inequalities in England Post 2010
9
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Table 4: Unemployment benefit costs and the time to recoup FJF investment
Employee

Weekly means tested

Weekly means

Required time

Annualised

benefit costs when

tested benefit costs

in

savings

unemployed

when in employment

employment
to recoup FJF
investment of
£6.300 per
person

Housing
Single Parent

Benefit

With one child

Council Tax

(Rent of £100.00

Benefit

per week.)

Income

£100.00
Nil

£18.81

34 weeks

£9,581.52

£65.45

Support

Total
Housing

£184.26
£100.00

Job paying £5.93 per

Job @ £5.93

hour housing benefit

per hour =

cost of £6.75 per

£10,589.00

Person with

Benefit

mental health

Council Tax

problems.

Benefit

(Rent of £100.00

Incapacity

per week.)

Benefit

Job paying £10.00

per hour =

Total

per hour No Benefit

£10,930.92

Job paying £5.93 per

Job @ £5.93

hour benefit costs of

per hour =

£12.61 housing

£11,789.00

Housing
Claimant plus

Benefit

partner and

Council Tax

two children

Benefit

(Rent of £170.00

Job Seekers

per week.)

Allowance

Total

£18.81

week

31 weeks
Job @ £10.00

£91.40

£210.21
£170.00
£18.81

benefit and £94.00
£144.50

19 weeks

Family Tax Credit =
£106.61 per week

per hour =

£333.31
Job paying £10.00
per hour Family Tax
Credit £30.00 per
week

16
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£15, 772.00

3.

Programme impact

This section summarises the impact of Be Birmingham’s FJF programme at a personal
level for employees, at operational and cultural levels for employers and at a strategic
level for some stakeholder organisations and sectors.
3.1

Impact for employees

FJF has had an impact in a number of ways for people who have been employed
through the programme. There are tangible outcomes, where it is relatively simple to
measure people’s achievements through the programme and there are less tangible
outcomes that may have a profound affect on people’s approach to work, or even
their wellbeing, but which are more difficult to measure. These have been presented
later in this section and provide indicators of the ‘distance travelled’ by employees
through the FJF programme.
3.1.1

Tangible outcomes

Employees that completed the online survey were asked to what extent they agreed or
disagreed that they, individually, had achieved the following outcomes from their FJF
experience. Chart 1 shows the numbers that ‘strongly agreed’ or ‘agreed’ that they
had achieved the outcomes.
Chart 1 Numbers of FJF employees achieving outcomes

Total: 190

17
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Jobs
Part of the premise for FJF was that it is easier to get a job if you are in a job. Both
employees and employers perceived FJF jobs to be ‘real jobs’ and, in many cases, they
were able to work together to move people on from FJF into other ‘real jobs’, either in
the FJF employer’s organisation or elsewhere. 41% of employees to date11 are known to
have moved into further employment and anecdotal evidence suggests this figure
could be higher. A part of being ‘real jobs’ is that people get paid, rather than claim
benefits. Employers saw that as a key aspect of FJF:
‘An important one is being paid… It’s a job. Welcome to the world of work.’
There is some evidence of a significant proportion of people exiting FJF into jobs with
other organisations in all sectors. For instance, Birmingham City Council were able to
negotiate for FJF graduates to apply for opportunities with private sector companies,
such as Carillion and Amey, that are delivering large public sector contracts in the City.
Qualifications, training and further education
Many employees achieved an NVQ and other recognised or accredited qualifications
while working in FJF jobs. For some people, they were the first formal qualifications they
had been awarded. People were able to learn, and study, while in work and many
surprised themselves with their achievements. 31% (58) people who completed the
employees online survey had received training for a qualification, 78% (146) had
received on the job training.
“Probably, for me, learning by doing it. If you do it, it kind of embeds itself into your
memory. People can tell you stuff and you just forget that but if you’ve done it,
you sort of just remember by that.”
FJF monitoring data identifies at least 49 people moving on to further education or
training post-FJF.
Volunteering opportunities
Some employees have stayed on with their FJF employers as volunteers. Often, there is
not a job they can apply for when the FJF job ends and some people have become
committed to their FJF organisation so they have chosen to continue the relationship by
becoming a volunteer. Others see voluntary work as an opportunity to increase their
work experience and at the end of their FJF employment go on to volunteer in another
organisation. Several people stated that prospective employers can require a year’s
experience in a particular field and volunteering is one way of achieving that. Some
11

5 February 2011
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people would not have considered volunteering before doing FJF and it has opened
voluntary work up for them as a possibility.
Increased skills and abilities
FJF employees have reported significant increases in skills and abilities. For example:


Improved ICT skills



Customer service skills and communication skills including dealing with a wide range
of people, e.g.
• people with learning disabilities
• Deaf people
• people who don’t speak English
• people who are in crisis
• angry or emotional people
• people making complaints



Personal and inter-personal skills
• building a relationship with clients
• ability to network
• patience and perseverance
• working in a team



Experience in specific fields, e.g. health care, advice and guidance, food
preparation.
“It was very varied and taught me a variety of new skills, e.g. telesales in the office,
working in the charity shop. They gave me different kinds of experiences.”

3.1.2

Intangible outcomes

Online survey respondents were also asked to what extent they agreed or disagreed
that they had achieved more intangible outcomes. Chart 2 show those that ‘strongly
agreed’ or ‘agreed’ they had achieved identified ‘distance travelled’ outcomes
through FJF. Just over a third (35% n=68) of survey respondents had held jobs before and
some stated that they had achieved some of the outcomes, for example ‘know more
about the world of work’, before FJF.
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Chart 2: Distance travelled by FJF employees

Total: 190

Career/aspiration change
Through FJF, employees were able to experience new kinds of work. People report
learning about how charities and voluntary organisations work. They describe working in
completely new roles, such as in sales or as a radiography technician. For some people,
FJF gave them the chance to try jobs they had always wanted to do, like working with
young people or in administration.
“It just gave me an opportunity to work within a school environment. I’d already chosen
my career - FJF enabled me to confirm that decision.”
“It has been great to have changed career from manufacturing
to office based work.”
Some employees have described how FJF has changed their horizons, enabling them
to be more open to different employment opportunities and giving them more options.
“Before future job funds (sic), I would of never looked for the job I am doing with future
jobs funds now. I am searching for a lot more jobs now that I thought I never would.”
Increased confidence and self-esteem
Employees that took part in the evaluation described different ways in which being on
FJF had a positive impact on their levels of confidence and self-esteem. This feedback
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reflects well documented evidence12 of the beneficial impact of employment on
mental health and wellbeing. People felt more confident because:


they knew they were doing a good job and/or making a difference



they were actually in work, after a long break



they had the support of an employer to help them get another job



they believed more in themselves.

Some people described being valued in the workplace and many mentioned the
support and encouragement they had received from work colleagues.
“It’s confidence for me because I haven’t worked for 11 years… I might even go to
college, I might get a degree. I can do anything now.”
“The fund has given me the confidence to go back out to the world of work, after
being unemployed for over a year. The experience alone has given me a morale boost
and working at the moment while applying for other jobs will
show the employers that I am employable.”
“I think FJF is a great programme for the young to help get them back to work. Before
this programme I had little to no confidence, and no hope finding work. Thanks to this
programme its helped my confidence and now I feel like I can walk straight into
another role here at (employer), and even help my skills in the future.”
Employers also recognise the positive impact on confidence for employees on FJF. One
said:
“Yes it does take time and it does take a lot of effort, but it is definitely worth it when
you see that transition, and you see somebody that’s come to you that really hasn’t got
that much self worth, all of a sudden they’ve got that confidence.”
“Coming to work gives a sense of self-worth. They have an answer when people ask
‘What do you do?’ It’s the question they dread.”
Worthwhile work experience
All 35 employees contacted for interview, some time after they had finished their FJF
contracts, stated that they felt it had been worthwhile and 32 said it was good work
experience. 26 people said it had given them a new start. Key outcomes that people
described were being part of a staff team, having real responsibilities, unlike being on a
short placement. People had time to grow in their roles, show what they could do and
many described being given additional duties as their abilities became known and
12

e.g. Is Work Good for Your Health and Well-being? Author: Gordon Waddell, A Kim Burton TSO 2006

21

Be Birmingham Future Jobs Fund Programme Evaluation |Merida Associates

valued by employers. Being ‘in work’ had given people insights into workplace
protocols and discipline, such as timekeeping, and helped them see how their
contribution fitted into the ‘whole’ of the organisation.
“Being there day in day out you get a much better impression of what the work’s like.
Previously I was on a 2 day placement. Being there every day I could see how the cogs
worked. That was a really important aspect of FJF for me.”
“Since I’ve started on this construction apprentice I’ve been given the chance to
prove myself as an individual, that I’ve had the opportunity to develop new skills and to
prove to myself and others that I’m capable of doing a job
that (I’m) asked to do and to the highest standard.”
“It's been a very useful lifeline; especially in the context of the arts, as jobs and money in
this area of work isn't the easiest to get started in. I feel it both greatly supported my
development in the field and raised my awareness of other opportunities to follow.”
“I think it's a great programme to help unemployed people get into work. Job
opportunities always come and go but those with the lack of experience, like myself,
find it extra hard to gain just an interview. So I am grateful for this programme as it has
put some experience and new skills under my belt which I can use
in the future when applying for future jobs.”
“It's more of a leap then a stepping stone to help towards getting back into work on a
permanent basis, I would like to commend my employer (…) who have been a great
support and are very understanding of people who are new to getting back into work
and can have difficulties adjusting to a working environment.”
Increased employability
FJF employers recognise the value of the programme in improving the employability of
employees. One described it as people being “work ready rather than job ready”. They
understand the importance of people having ‘real job’ experience on their CVs. Some
employees explained that they did not need to mention to prospective employers that
they were on FJF, as they were applying for a job while in work. Employers said:
“Give people the chance to work and to develop the right attitude to work –
need to be able to come work ready”
“This helps people show how willing they are to work – the right attitude to work is more
important that paper qualifications.”
“Getting people into the routine of coming into work on time - opens their eyes
to the work environment.”
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Job Satisfaction
85% (167) of people who completed the employees online survey said they ‘loved’ or
‘enjoyed’ their FJF job. They were asked what they liked about it, Chart 3 summarises
the responses.
Chart 3: What employees liked or enjoyed about their FJF experience.

Total: 191

People described the importance of making a valuable contribution, being
‘professional’ as part of a team, gaining new experience and meeting people in new
environments.
“I love working as a sports coach, learning children new skills and
get the best out of their abilities.”
“I'd like to thank (adviser at Job Centre Plus) for getting me the info about the open
day for (employer), I am currently working in a job I totally love and know what I want
to do with the rest of my life now. I cannot thank him enough.”
“I only ever had really short (labouring) contracts, so FJF helped show
I could do the job and stick at it.”
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3.1.3

Negative outcomes

A small number of negative outcomes have been identified by people taking part in
the various evaluation activities.


Early in the programme, some people thought that if they did a good job they
would be kept on by their FJF employer. They expressed deep disappointment when
they realised they would have to move on after 6 months. People who had been
highly motivated and engaged became withdrawn and negative, in some cases.



Some people were dissatisfied with the level of job search support and/or mentoring
they had received. The flexibility of the programme design meant that the FJF ‘offer’
varied across employers. Some people were dissatisfied after hearing about support
other people had received from different employers, others were dissatisfied
because they knew that job search was part of the FJF package but they were
given no time to do it. The impact was they felt unprepared when the FJF contract
ended.



One or two people mentioned difficulties re-claiming benefits after FJF and stated
that they would have liked transition support at that end of the process. The impact
was that they were left without money for a period of time following FJF and felt
they were left to deal with it.



Many people were disappointed that the FJF job had to end after six months. some
felt they had only just come to grips with the roles they were doing, for instance
specially trained advisers who felt they were just beginning to make a full
contribution. Disappointment can have a negative impact on wellbeing.
“After finishing work, although I have gained new skills, but I'm jobless and out of work
again. Future jobs fund can do more to actually get us into work in the end,
especially when they have acknowledged that I am more than capable
of doing work and more than just the job role I was doing.
I contributed greatly and did client support work, yet
only the organization I worked for know that, and they don't have funding
to employ us and no one else would recognise our strengths. It would have
made this experience a whole lot better if I was secured with a job.”

3.2

Impact for employers

Employers seem to have been slightly surprised at the positive impact of FJF for their
organisations. Table 7 shows that, of the 40 employers who responded to the question,
initial motivation for engaging with FJF had mostly been around offering work
opportunities to unemployed people and some opportunities to grow their businesses.
What is interesting is the high levels of reported unexpected outcomes. For instance, 9
employers were attracted by the chance to grow their organisation, yet 22
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organisations reported this as outcome as partially or fully achieved. 4 organisations
hoped to offer partner agencies the chance to grow, 8 organisations partially or fully
achieved that outcome.
Table 5: Reasons for employer involvement
What attracted you to becoming involved with the Future Jobs Fund programme? Choose all that apply.
Answer Options
The chance to grow our
organisation
To be able to try out or
develop different services or
new products
To be able to extend our
services into new places
To be better able to reach
new customers
To be able to test new
markets
To offer work opportunities to
unemployed people
To 'try before you buy'
potential new employees
To offer partner organisations
the chance to grow too
Total respondents

3.2.1

Hoped for

Not
achieved

Partially
achieved

Fully
achieved

Response
Count

9

2

16

6

25

4

2

4

6

13

4

3

6

5

16

4

3

6

3

15

3

4

7

3

14

14

1

5

30

40

5

4

6

6

18

4

4

3

5

12

Tangible outcomes

Increased capacity in organisations
Employers have increased their capacity by taking on new staff through FJF. They have
invested in employees with in-house training, formal training and staff and
management support. Examples of the tangible outcomes identified by online survey
respondents and from focus group evidence include:


New Life Baptist Church opened a coffee shop as a new start up arm of their
business “which would not have happened without FJF.”



Local Leagues have started a social enterprise getting old computers from large
organisations, refurbishing them and recycling them to small voluntary organisations.



Local Leagues are in the process of expanding the sports training they offer to
schools, training up more people to provide coaching.
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40



Cerebral Palsy are launching a PA and Support Worker Agency (many disabled
people prefer the term ‘PA’ to ‘carer’).



ENTA opened a conference centre and an FJF employee delivered the events
management – it was a high profile job representing the organisation.



The Boys Brigade noted that, in helping FJF employees become more
entrepreneurial and to learn how to sell and market products, turnover had doubled
in 12 months and the organisation had a much higher profile.

In some cases, FJF has given existing staff the time to take on new projects or undertake
work that they had not previously had time to do. For example one employer
commented “the FJF people helped with the development of our internal information
management systems and this freed me up to do more strategic and marketing work.”
Piloting new services and expanding existing services
Some employers have been able to use FJF employees to try out new roles in their
organisations. For example, a manager at University Hospital Birmingham was able to
place an FJF employee in a new role and, by demonstrating how useful it was to have
someone undertaking those new functions, was able to make a business case to make
the role permanent.
“We’re really impressed with them – and done things
we’ve been meaning to do for while.”
FJF has enabled some organisations to expand services they were previously providing,
to reach new customers or areas. Employers are less clear about if they will be able to
maintain the expanded services achieved with the support of FJF employees once they
have moved on. One employer said “we have been able to keep on some of the
services we’ve developed, like the support sessions for service users and the service user
forum, but not all of them.”
Several social enterprises felt that FJF had enabled them to develop their social
enterprise with one employer commenting that “we tailored our social enterprise work
to be more mission critical.” Another commented “one whole new social enterprise
section has been our new community store… an entire new division within the
organisation.”
Raised profile
Many small employers, particularly in the voluntary, community and charity sector,
have engaged with an employment initiative for the first time through FJF. They have
developed relationships with partner agencies, including host organisations, and with
Be Birmingham. This has achieved the outcome of raising the profile of individual
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organisations and their ability to deliver on such programmes, and of the sector as a
whole and the added value it can bring in reach in offering a diversity of job roles and
workplace experiences, plus strong links to local communities.
3.2.2

Intangible outcomes

Employer online survey respondents were asked to what extent they agreed or
disagreed with the following statements. Table 8 summarises the responses of those that
‘strongly agreed’ or ‘agreed’.

Table 7: Intangible outcomes for employers

Total: 40

Cultural change
Employers in focus groups discussed the unexpected outcomes of FJF in their
organisations. Some described how FJF employees had ‘broadened the horizons’ of
their staff and Trustees.
“Our trustee and management committee has been brought face to face with the
type of young people they would not normally meet.”
“It’s shaken up staff in a good way – made different people work alongside people
they may not have done.”
“FJF really helped reinforce the culture of the organisation, which is about helping
people who are marginal and excluded and their ‘re-inclusion’ in the labour market.”
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Increasing diversity
A number of employers expressed how impressed they were with the high calibre of the
employees that came through FJF. They recognised that many of the people they
employed would not have succeeded through open recruitment processes but they
had demonstrated their value in organisations, once given the opportunity. This has led
to some employers reflecting on their open recruitment policies.
There are examples of employers taking on disabled FJF employees and adapting their
workplaces to accommodate them. One employer noted that FJF was a “good way to
work with different people – helped us be even more diverse than ever – e.g. someone
from Somalia, someone from Cameroon, all sorts of different people.”
Some employers felt that FJF was good for community relationships as they had been
able to employ local people.
3.2.3

Negative outcomes



Some employers did have a poor experience with individual FJF employees.



One common dissatisfaction, particularly in specialist advice organisations, was that
6 months was too short a period for an FJF contract, employers had invested in
training employees and they were only just fully delivering to their potential when
their time was up. Most employers, however, felt that 6 months was a good time
period, much better than shorter work placements they had previously
experienced.



Some employers had to negotiate with their existing staff teams when taking on
people that came from families with intergenerational unemployment. These
employees often had demands from their family that they prioritised above work.
One employer noted: “they needed to be convinced that they would be able to
help their family more if they were employed”. Another employer felt that “you have
to give people who have never worked before more leeway, and this can be
difficult for other members of staff to accept”. Some FJF employees required more
management time to help them to be ‘work ready’.



Several employers mentioned the delays caused by needing to apply for CRB
checks having a negative impact, in that FJF employees could not do the tasks they
were employed to do for up to 3 of their 6 month contract.
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4.

Looking Forward

Since the programme was developed and implemented, the political and policy
environment has shifted and, as a consequence, FJF will not be continuing beyond the
end of September 2011.
The Coalition Government are introducing new initiatives to combat unemployment,
such as the Work Programme, and the view is that FJF was not generally successful in
getting people into work. David Cameron identified in PM’s Questions on the 19th
January 2011 that “We looked carefully at FJF and found it was expensive, poorly
targeted and didn’t work” and that there were “….too many ‘make work’ jobs in the
public sector.” He also stated that within one month of completing FJF, 50% of people
were back claiming benefits. He made no comment about the destinations of the
remaining 50%.
FJF stakeholders on the whole felt that the Be Birmingham FJF programme had been
successful. As one strategic level interviewee noted, FJF had been “….one of most
successful schemes or initiative of it’s kind in so much as it’s given people experience of
being at work – they are seen as employees both by participants and employers.”
Both strategic level interviewees and employers generally felt that Be Birmingham’s
overall approach had been instrumental in enabling 41% of FJF employees to date
make the transition from benefits into employment. These interviewees also felt that
putting people into the workplace, in general, was the best assessment of their ability to
work. Other interviewees agreed that exposing people to a work environment gave
them an opportunity to interact with employed people and helped to raise FJF
employees’ aspirations.
In fact, all of the success factors highlighted in the Phase 1 report and discussed on
page 5 of this report were identified across strategic level interviewees and employers
as examples of the learning from the programme. The following additional learning
points were identified by strategic interviewees and employers:
 FJF offered real jobs, not training. Many interviewees, focus group participants and
online survey respondents commented on this. “It’s the best government
employment scheme I’ve worked with. Why was it good? It gave a real job. Paid.
No-one was being exploited – at least not with us… It was a really good scheme.”
(Statutory sector employer) and “really is an no – brainer- win :win situation. All the
training stuff is not a substitute for real work.” (employer interview)
 Training and support (including help with CVs and job search) were provided in the
workplace or as part of the working week. There was a general feeling that using the
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WNF resources to bring in Freshwinds had been an appropriate and effective
strategic response, and had added value to both initiatives.
 The importance of early intervention. It was an important aspect of FJF that young
people become involved before they “ ….became too accustomed to being
unemployed.” Some employers noted that they “had problems with people coming
through New Deal who have been unemployed for a long time and they often start
off well and enthusiastically and then dip around the third week. They need reeducating in the work ethic (punctuality, attendance etc).”
 The length of FJF employment was about right. Although some employers would
have liked to employ people for nine months or a year, the majority of employers
and strategic level interviewees felt that 6 months was right. “The success of the
programme makes this (6 month jobs) look like the right decision.” (Strategic level
interviewee). Generally it was felt that 6 months is enough time for the employee to
gain the experience they needed to make them more employable. It also gave the
employer time to see if they want to take them on, as one employer commented in
a focus group “…the six months acts as a kind of probationary period”. It also gives
enough time for the organisation to see a return on their investment and training. For
many FJF employees it gave them time to complete an NVQ.
 Some strategic level interviewees commented that the levels of paperwork and
administration were about right. One interviewee went further and noted - “We have
learnt that if we’re brave enough and confident enough to do this without all the
bureaucracy and paperwork. In other programmes employers do get turned off with
the levels of minutiae ….The lack of loads of different micro-targets was freeing – we
need to learn that we don’t need a micro command and control system and this is
an example of where we can loose some of those targets – all working to common
goal of getting people into work.”
 There was some general agreement that it would have been good to link FJF with
apprenticeships, so that people finishing their FJF placement could go on to an
apprenticeship where appropriate.
 For many of the FJF employees the experience would appear to have been
transformative as at a macro level people moved off benefits. At the micro level FJF
employees found the experience rewarding and enjoyable, some found a new
direction in life and discovered work options they had never encountered before.
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4.1 Taking the learning forward
Without funding, there are few opportunities to take the FJF learning and concept
forward. Some strategic level interviewees hoped that the model may be of interest to
larger companies in the private sector but in the current economic climate it is difficult
to see how that may happen. “Without funding maybe one or two enlightened
employers may want to do this.” (Strategic level interviewee)
The LEP is looking at the potential to develop an FJF type of programme targeted at the
private sector. Birmingham Chamber of Commerce hope that this is the sort of activity
that would be prioritized in rounds 2 & 3 of the Regional Growth Fund and, if successful
in securing funds, would then explore the potential to match this RGF money with ESF.
4.2 Legacy
Many employers, particularly in the voluntary sector, were exploring ways to extend the
employment of their FJF employees, either through using temporary contracts, or by
exploring how to develop the posts into an apprenticeships. It is clear that many
employers would like to be in a position to retain some or all of their FJF employees but
highlighted how difficult that is in the current economic climate.
Many employers felt that FJF employees would leave a lasting organisational legacy in
the work that they had done. Others talked about a legacy in attitude towards younger
people or unemployed people more generally, or about the revitalisation of the existing
workforce. “The FJF people gave our staff a real wake up call it showed them that there
are some very good people out there and unemployed.” (Employer interview) and “It
started to deal with some of the preconceptions of the unemployed as problematical
employees.” (Employer interview)
Somewhat more conjecturally, several interviewees felt that FJF had exposed people to
new sectors and new industries. “In 30 years time there will be people in managerial
positions who started on FJF – similar to the YOPS and YTS and other such programmes
who are in jobs and positions because this was where they started.”(Employer interview.)
Many interviewees also felt that the leadership shown by Be Birmingham and the
partnership working, that grew out of the initial call to action, built ownership of the
programme across local authority departments, other statutory sector partnerships, the
voluntary and community sector and, initially, the private sector.
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Strategic level interviewees commented:
“The programme was perfect for a partnership approach. It was something
all the agencies could rally round.”
“The partnership-led approach - not just one agency and not just one single sector –
this made it far and away better than it would have been.”
Also, the high level strategic support and buy in from Be Birmingham’s partners made it
possible to solve problems and issues at an operational level. The development of the
FJF delivery team (though secondments from partner agencies) was cited as a positive
example of the maturity of relationships between partners.
4.3

In Conclusion

The overall feedback indicates that employees, employers and strategic partners feel
that the Be Birmingham FJF programme has been successful. That it has led, for some
FJF employees, to new opportunities by offering transitional jobs that have in some
cases resulted in new jobs and transformational change for individuals. Moreover, the
unintended outcomes associated with organisational development and growth have
for some organisations been equally transformational and are, in the majority of cases,
likely to be sustained.
Finally in the words of one employer:
“Yes it does take time and it does take a lot of effort, but it is definitely worth it when
you see that transition, and you see somebody that’s come to you that really hasn’t got
that much self worth, all of a sudden they’ve got that confidence. It’s brilliant because
it is improving the person’s life style really.”
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Appendix 1: Evaluation activity
The evaluation team has undertaken the following data gathering activities:
Phase 1 Evaluation Activity

No. people

Telephone and face-to-face interviews with strategic partners and employers

19

A telephone interview with a comparable programme in Manchester

1

Focus groups with employers (x2 - 8 people) and employees (x2 – 21 people)

29

A review of programme documentation
An assessment of monitoring data and programme reports
Observation of the Future Jobs Fund conference hosted by Birmingham and
the Phase Two launch event
An online survey with exiting employees set up

Phase 2 Evaluation Activity

No. people

Telephone and face-to-face interviews with strategic partners

8

Focus groups with employers (x 2)

11

Focus groups with employees (x 6 – from 12 organisations)

63

An online survey with employees

199

Follow up interviews with employees who completed the survey

35

An online survey with employers

42

Interviews with employers about host model

13

Follow up interviews with employers who completed the survey

24

An assessment of monitoring data and programme reports

Totals from both Phases

No. people

Employees (est)

283

Employers (est)

52

Stakeholders/Contextual interviewees

21

Some people took part in more that one evaluation activity. For instance, follow up
interviews with employees and employers could only happen with people who had
given permission, and their contact details, on an online survey return. Some employees
and employers took part in focus groups, although they did not all necessarily complete
online surveys. Some employers also took part in interviews about their approach
(model) of delivering Future Jobs Fund. Generally, people were willing to take part in
the evaluation and to contribute their experiences.
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Appendix 2: Online survey data
Employee survey
The survey was aimed at people who were about 5 months into their FJF job, with about
1 month to go. In practice, people completed the survey at different points in their FJF
job experience, some when they had only been in post a few weeks.
Profile of Respondents
Age of respondents (total 198)
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Gender of respondents

No. people

Female

82 (41%)

Male

117 (59%)

Total

199

The proportion of women responding to the survey was 10% higher than the proportion
of women in the programme as a whole.
Ethnic Group of respondents (total 199)

65% of FJF employee respondents had previously had a job, that is they were not
completely new to the workforce.
Nearly three quarters of respondents (73%) had not done the kind of work they were
doing as FJF employees before.
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Range of job opportunities

Other jobs included finance, sports coaching, library work, school assistant, youth work,
marketing and event organisation.

Total: 191
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Other things people liked were gaining experience, making a difference for other
people, being stretched, being in a new work environment and job satisfaction.

Total: 115

42% of people did not answer this question, many comments were ‘nothing’ but also
that it was only for 6 months, some did not like travelling across Birmingham or had
difficulty with a manager. The level of pay was overwhelmingly what people did not
like.
85% of people said they ‘loved’ or ‘enjoyed’ their FJF job. Comments include:
 It has been great to have changed career from manufacturing to office based
work.
 Since I’ve started on this construction apprentice I’ve been given the chance to
prove myself as an individual, that I’ve had the opportunity to develop new skills
and to prove to myself and others that I’m capable of doing a job that (I’m) asked
to do and to the highest standard.
 This opportunity has given me the chance to better myself and has given me my
pride back.
 I know I am making a difference, it is a shame it is only for 6 months.
 The hours are a little low as is the pay. The work is not sufficiently stimulating.
 It is the first job I have done that actually gives me job satisfaction.
 I feel very grateful for being given this opportunity after not working for almost 7
years due to a car accident. I am very happy to have the opportunity to study for
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NVQ Level 4 during my 6 month contract, which opens up my possibilities when my
contract finishes here.

Total: 159
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70% of respondents were given regular time in the working week for training.
62% were given regular time to plan for the future. NB. some respondents were fairly
new in their jobs and some employers increased time for people to plan the future
towards the end of their employment period.
Employer survey

Total: 41

The other organisations were charitable/non-profit and one was a Community Interest
Company (CIC).
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Total: 40
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Total: 40

Total: 37

74% of employer respondents have recommended other organisations, departments,
colleagues to take on an FJF employee.
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