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Introduction 

This work has been funded by EU through the Transnational Social Action Programme, which is linked to the EU Social Inclusion Strategy.   It is managed by the City of Venice with scientific and technical support from QeC ERAN.  The full list of project partners is:

Quartiers en Crise – European Regeneration Areas Network QEC ERAN (Belgium)

Association for the Development of West Athens (Greece)

Fondazione G. Brodolini (Italy)

Comune di Crotone (Italy)

Instituto da Segurança Social (Portugal)

Javni Zavod Socio (Slovenia)

Comune di Roma – Department XIV – local develpment, training and employment policies (Italy)

Municipality of Thessaloniki (Greece)

Ministry of Labour and Social Affairs (Czech Republic)

Junta de Comunidades de Castilla-La Mancha – Consejería de Trabajo y Empleo – Dirección General de Trabajo e Inmigración (Spain)

Background and Terms of reference

In its Joint Report on Social Protection and Social Inclusion the European Commission identified six priority issues for tackling poverty and social exclusion, as reflected in the policy approaches being adopted by Member States. The Laps and Raps project seeks to address these six priority issues for NAPS by developing a common methodology for the development of Local and Regional Action plans for social inclusion which would focus on these policy themes. The need for such a tool is reflected in a number of key contextual factors: 

Firstly, the need for such a tool is evident in light of the evaluations of the first two rounds of Naps. The overarching policy challenge that emerges is the need for Member States to ensure that there is a strong vertical and horizontal integration of economic, employment, lifelong learning, cultural, housing, health (including safety) and social policies and that a concern with preventing and eradicating poverty and social exclusion is mainstreamed across all these policy areas. Such a functional mix is essential if an integrated and co-ordinated approach to eradicating poverty and 

social exclusion is to be achieved.       

Secondly, too often the mainstream programmes and initiatives of various levels of government have different goals, budgets and timetables, and are targeted towards different geographical areas. Additionally, policy measures may have unintended consequences. Sometimes, measures intended to solve certain problems work against each other or create barriers to action at lower governmental levels. The result is fragmentation of effort, reducing the potential impact of programmes and resources. Better vertical integration is required. 

The overall aim of this project is to develop a framework and methodology for the creation of Local Action Plans (LAPs) or Regional Action Plans (RAPs) for Social Inclusion. The methodology will focus on developing plans that reflect the six priority policy themes identified for National Action Plans on social inclusion. 

This report is the third version of a framework for LAPs and RAPs, which has been developed in partnership with the project participants, listed above.  The intention is to test out this framework with the partners over the ensuing eighteen months of the project to the end of 2007.  
This report therefore sets out a methodology for developing a Local or Regional Action Plan Inclusion.  There is also a second report, which contains case studies of national, regional and local action plans to illustrate how aspects of inclusion have been tackled in other places.  

The focus of the local and regional action plans for inclusion

The focus is drawn from five of the six priorities identified in the European Union’s Action Programme Against Social Exclusion.  The missing priority is more concerned with actions that can be organised at national level and had therefore been excluded.  The five remaining priorities are:

· Employment:  Promoting investment in and tailoring of active labour market measures to meet the needs of those who have the greatest difficulties in accessing employment

· Access to services:  Increasing the access of the most vulnerable and those most at risk of social exclusion to decent housing, quality health and lifelong learning opportunities

· Education to work transition; implementing a concerted effort to prevent early school leaving and to promote smooth transition from school to work

· Children: Developing a focus on eliminating social exclusion among children

· Immigrants and ethnic minorities: Making a drive to reduce poverty and social exclusion of immigrants and ethnic minorities

Our suggestion is that one of these five priorities should constitute the backbone of the local and regional action plans.  Choose the one that is most pressing in your area.

It is likely partners will decide on that further specialisation.  For example a region may choose to focus on access to services by a specific group such as immigrants, Roma or the homeless rather than for all people.

Suggested Steps for developing a Local or Regional Action Plan for Inclusion

Introduction – the planning cycle 

Experience of a range of strategies and action plans suggests that a number of steps need to be taken in a systematic way for Local Action Plans to be successful.  What is set out below is a comprehensive approach to developing a Local or Regional Action Plan for Inclusion.  Because of pressures in the real world it is rarely possible to pursue all stages in the detail that is needed.  Time is frequently the main enemy, because of a real or perceived need to get into the implementation stage and stop being just a talking shop.  

The Planning Cycle brings together all aspects of planning into a coherent, unified process.  By planning within this structure, you will help to ensure that your plans are fully considered, well focused, resilient, practical and cost-effective. You will also ensure that you learn from any mistakes you make, and feed this back into future planning and Decision Making.   The Udiex Alep project has produced a  Project Management Handbook by Anne Gibb, of Agba Consultancy.   This handbook outlines good practice in project management and introduces the user to a range of structured project management approaches including Small Project Management, PRINCE 2 (Project management in a controlled environment) which is used extensively by the UK government, and Project Cycle Management used extensively by the EU.  A discussion of the Logical Framework is contained in an EQUAL publication 
Once you have devised a plan you should evaluate whether it is likely to succeed. This evaluation may be cost or number based, or may use other analytical tools. This analysis may show that your plan may cause unwanted consequences, may cost too much, or may simply not work.  In this case you should cycle back to an earlier stage. Finally, you should feed back what you have learned with one plan into the next through a review or evaluation process

 
The Steps are listed below and described in more detail in the sections that follow:

Step 1 Building the evidence base

Step 2 Stakeholder analysis

Step 3 Problem and option analysis

Step 4 Option analysis and strategy formulation

Step 5 Intervention logic – going from themes to activities

Step 6 Adding indicators, setting targets and working out means of verification

Step 7 Risks and assumptions

Step 8 Bringing it all together and achieving coherence by using an adapted logical framework

Step 9 Formal signing of the inclusion framework by all the partners

Step 1:  Building the evidence base

Purpose of the step: to find evidence to find out what is happening to target groups affected by the problems

Main technique: desk research

This phase involves desk research to find out as much as possible about the nature of the problems facing the target groups that you are thinking of tackling. 

Policy mapping

Identify what agencies are already doing to address the problems and map it out to look at coverage.  Policy mapping needs to identify all the actions by possible stakeholders that affect the situation of target groups.  These actions may be quite tangential.  For example in a strategy to increase school staying on rates it may be important to look at private and public sector recruitment practices.  Young people may be leaving because they think that qualifications will make no difference in a labour market where discrimination is not curbed.

Identify what is working and what is not working

Much delivery focuses on doing the things that have always been done.  The discussion with partners works much better if there is some externally generated evidence (for example evaluations or reviews) that inform discussion and provide an evidence base so that criticism is not seen as one person’s opinion but is firmly rooted. It is also helpful to map the level of coverage of existing actions.  Often there are good practices but they only operate for some communities or as pilot projects.  If possible the cost of different approaches should be identified.  

Summary of key questions to help build the evidence base:

1 What does the quantitative evidence base suggest have been the trends of the relevant target groups in relation to social exclusion in your local area or region over the past few years and beyond? 

2 What appears to be the nature of the social exclusion in your local area?

3 How does your chosen goal represent an opportunity for tackling this form of exclusion?

4 What are the barriers (or market failures) underlying these trends that are holding back the target groups in your local area or region?

5 What previous policy efforts have been tried and tested?  Which did and did not work and why?

Step 2: Stakeholder analysis

Purpose of the step: to identify who the stakeholders are and what are there interests

Techniques: desk research and analysis

Stakeholders can be defined as all those that have an interest (or stake) in an activity, project or programme – in our case the action plan.    This includes intended beneficiaries, and intermediaries, winners and losers and those involved or excluded in the decision making process (DFID 2004).  

Stakeholders are frequently divided into primary stakeholders who are affected by the policy – either positively or negatively and secondary stakeholders – those that have an intermediary role including delivery agencies, policy makers, and field workers.  Some versions limit the number by defining some of each group as Key stakeholders otherwise the potential numbers can be limitless.  

Another way of categorising stakeholders is to use the 360-degree approach discussed  above in detail as part of the Udiex Alep project The 360-degree Learning Space Method; a guidebook for enhancing learning and disseminating good practice

Stakeholders have different interests so it is useful to define what their involvement is with the project and how their interests differ.  By systematically analysing the stakeholders it is also possible to see whether there are any missing voices.  The exclusion of the client group is perhaps the most frequent missed voice.  It is also important to assess the capacity of different stakeholders to engage in the process.   A common failure of consultation exercises is to assume that one size fits all and fail to adapt approaches to particular groups.  For example the private sector finds very long agendas and meetings frustrating and attendance drops away.  Women are often not consulted even when the subject is highly relevant to them   Sometimes special meetings are necessary to capture the voice of a particular group.  Table 1 below sets out a format for analysing different stakeholder interests

Table 1 Stakeholder interests for a hypothetical local employment project

	Stakeholders
	Interests and how affected by the problem
	Capacity and motivation to bring about change 
	Possible actions to address stakeholder interests

	Primary stakeholders

	Potential employers
	Believe that grants may be available
	Important to understand barriers and solutions
	Meetings with employers to discuss incentive mechanisms

	Local unemployed and inactive people 
	The direct beneficiaries who should access work as a result
	Important to test whether new approaches work and to secure “buy in” of users
	Focus group meetings and research to deepen understanding of barriers

	Representative organisations of the unemployed
	Their members are affected directly 
	Important consultees
	Strategy meetings

	

	Secondary stakeholders

	Employment agencies 
	Threatened by criticism, looking for funding 


	Resistant to change
	Implementation of new outreach policies

	NGOs interested in employment creation projects
	Possible implementing bodies, looking for funding
	Important for future delivery of plan and policy innovations
	Commission pilot projects

	Local government
	Possible implementing body
	Statutory responsibility for economic and social benefit.  Local knowledge but limited involvement in employment
	Engage as commissioning body 

	Government ministries
	Funder and policy maker
	Interested in ‘what works’ but little local knowledge
	Create long term funding mechanism


Step 3 Problem analysis 

Purpose:  to identify all the problems and the way that they are linked to causes and effects

Techniques: Summarise evidence from step 1 followed by stakeholder meetings and analysis (stakeholder meeting may be combined with step 4) 

The LAP should include a clear outline of the nature and scale of the problem in the LAP area.   A fresh and comprehensive understanding of the existing situation and the problems that exist is essential to enabling the right solutions to be found.  

Stakeholder involvement in this stage will expand the way that the problem is perceived and ensure that problems are not merely ‘agency’ views.  It is particularly important to involve the users or beneficiaries (the primary stakeholders) in problem and needs analysis.

The action plan needs to recognise that problems facing the groups are complex, intractable and inter-connected.  No simple solutions are likely to work and ‘business as usual’ approaches by existing agencies need to be challenged because it is the nature of the problems facing the groups combined with the inadequacy of social policy responses that have created the problems found today.   

There are many different ways of viewing the same problem.  Depending on the perspective different solutions will be deployed.  For example in the UK over the past 30 years the consensus on the causes of poverty moved away from being the result of a ‘culture of poverty’, to being seen as being caused by economic forces acting on communities in the transition from an industrial to a service economy.  Different interpretations of the problem lead to different solutions.  Under the social pathology model policy focused on the normalisation of deviance.  With the economic model intervention has focused on helping individuals to access jobs and on making work pay.   The choice between different options is assisted by research evidence.

One well established technique for working with problems in a group setting is to make a  problem tree.  This is a simple graphical representation of the problems, their causes and effects.

Stages in drawing up a problem tree 

· List all the problems that come to mind. Problems need to be carefully identified: they should be existing problems, not possible, imagined or future ones. The problem is an existing negative situation, it is not the absence of a solution

· Identify a core problem (this may involve considerable trial and error before settling on one).

· Determine which problems are “Causes” and which are “Effects.”
Arrange in hierarchy both Causes and Effects, i.e., how do the causes relate to each other - which leads to the other, etc.

Figure 1 Example problem tree on School drop out
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Table 2 Problem and solution table for High School drop outs

	Problems
	Possible Solutions
	Where is best or good practice?

	Too many young people dropping out of school at 16 because inflexible curriculum 
	Make curriculum more interesting 
	Finland – most successful education system with low drop out and high average achievement

	Lack of teachers able to teach new curriculum 
	Train existing teachers and recruit new ones. 
	Not known

	Many students truanting in final years and not reachable by school 
	Develop outreach programme and offsite provision
	Not known

	Drug and alcohol abuse is affecting students 
	Work on drug prevention programmes
	Netherlands

	Teenage pregnancies are making girls drop out
	Better sex education, outreach provision so that girls can stay in touch during pregnancy and after 
	Netherlands

	Teenage counter culture and ‘cool’ street culture do not encourage students to work hard at school 
	Work with role models to challenge slacker culture
	Nowhere yet


Bring evidence to the stakeholder meeting

Understanding the problem needs evidence to inform the discussion.  This evidence can be from statistics and studies that you have commissioned and collected at the start of the work in step 1.   There may be a need to commission fresh research, although the long lead times for research may make this unfeasible.  Normally it is best to commission an outside consultant or one of the partners to do a quick review of available and relevant published studies and ‘grey’ literature – reports that have not been published.  

It is also useful to analyse data on the problem and to look at existing data in new ways – for example by breaking it down into small spatial units to see where the problems are concentrated geographically.  Data should also be presented to illustrate the relationships with demographic characteristics, economic circumstances and other issues that affect the target groups.   

Step 4 Option analysis and strategy formulation

Purpose:  to identify the different strategy options that may be available and then to make choices between them in order to fix on a strategy.

Techniques:  Stakeholder meetings and analysis (stakeholder meeting may be combined with step 3) 

Be explicit about the options available

Strategy development involves making choices between options.   Even if the only counter example is the ‘do nothing’ option or retain the status quo.  It helps in drawing up the action plan to be explicit about policy options and to look for evidence based ways to select between them.   However, it should be noted that the evidence-based approach is often better at rejecting options than selecting them. 

A range of solutions can solve any problem.  For example reducing unemployment can be addressed by increasing the ‘employability’ of the unemployed, and/or by creating jobs for people to go into.  Often a combination of different supply side and demand side measures are needed to create long-term change.  

Strategy is about deciding the particular policy mix and balance of resources that best addresses the problems in a particular area.  Sometimes less is more – concentrating resources on a few effective actions is better than spreading the jam too thinly by supporting too many under funded initiatives.  Many partnership based strategies fall into the trap of doing too much and supporting too many actions by trying to satisfy all the stakeholders.  This is a particular risk in partnerships where

The strongest partners are horizontal stakeholders that supply of services to the target groups and have a vested interest to use the action plan to lever resources.    

Examine research to find out what has worked elsewhere

Because exclusion is so intractable fresh ideas are needed to tackle it.  There is some truth in the adage ‘there is nothing new under the sun’ Most solutions have been tried somewhere – sometimes in other parts of Europe sometimes in the USA or the developing world.  These approaches should be examined and where appropriate adapted for use in your locality or region

Step 5 Intervention logic – going from goals to actions
Purpose: to work on the goals, objectives, outputs and activities of the action plan and to ensure that the intervention logic connecting them is explicit and clear.

Techniques: This step is best done with the stakeholders in a facilitated meeting  

The step is set out in four sections which make up the intervention logic of the action plan.:

a) From themes to Objectives

b) From Objectives to Outputs

c) From Outputs to Activities

d) Activities

These steps are referred to in the table below as the intervention logic.  It is important to start with goals and objectives and to finish with activities.  This is to ensure that the objectives lead the action plan not a set of ‘pet projects’ that make up activities.  

The broad theme of the action plan is probably already fixed and will be based on one of the five themes from the European level.  

The table below is an adapted version of the logical framework (part of the Project Cycle Management or PCM approach) which is a technique used widely by the EU and many Member States especially for projects and programmes in the developing world and transition countries but also increasingly within the EU 25.

 Table 3 Adapted  Logical Framework for use with LAPS RAPS Inclusion

	Intervention logic 
	Indicators
	Means of verification 
	Assumptions

	Overall theme: 

Superior strategic theme for the action plan  (based on one of the five themes)
	
	
	

	Action Plan Objective: The changed situation which the action plan is trying to bring about 
	How to recognise that the action plan objective has been achieved 
	Sources of information to show progress towards objective
	Matters outside the action plan which must happen if the objective is to be achieved

	Outputs: Products services and other deliverables generated by the action plan partnership
	Major characteristics of the outputs
	Sources of information and methods used to show delivery of outputs
	Matters outside the action plan which must happen if the Outputs are to achieved

	Activities to achieve the outputs
	Inputs and resources for the activities
	
	


The next steps will build up a complete logical framework for the LAPs RAPs inclusion and combine it with an activities table which is described below. 

a) From themes to Objectives

The next stage is to define an objective that the action plan will focus on.  The Objective should be achievable over a known time period. 

It will be a more limited and more specific version of the theme.   One way of thinking 

about the Objective is to vision the changed situation that you would wish to see at a future time.   We suggest that the plan should focus on a 5-year time horizon but you can make it longer – some problems might require a ten year time horizon.   The Objective may also be more specific, for example by only focusing on one target group or on one service.  Table 4 below shows some examples of possible objectives based on the five themes. 

	Table 4: Examples of possible objectives derived from themes

	
	Theme 
	Examples of possible objectives

	1
	Employment
	X% of current numbers of long term unemployed and inactive people are in permanent work by 2011

	2
	Access to services
	Full access to primary care medical services for Y% of the Roma community by 2011

	3
	Education to work transition
	School drop out rates are reduced to Z% of current levels

	4
	Social exclusion and children
	Child poverty among children of single parents is reduced by W%

	5
	Immigrants and ethnic minorities
	Somali refugees have the same unemployment levels as the host community 


b) From Objectives to Outputs

Here we focus on what outputs need to be delivered by the action plan partnership in order to deliver the objective.   In our child poverty example the outputs could be achieved by raising of parental incomes as a result of helping single parents into work and ensuring that the tax and benefit system supports this move.  Some changes might be outside the control of the action plan partnership – for example tax changes by central government. These will be built into the plan later as assumptions and risks. 
c) From Outputs to activities

The final stage moves us from outputs (what we want to achieve) to activities (how we will achieve the outputs).   This is the crucial place where incoherence can creep into plans as partners try to ensure that their projects are included as activities regardless of whether they contribute to critical outputs.   Activities that do not contribute to outputs can be excluded or revised now or later when the indicators are drawn up. 

d) Defining activities 

The key is to ask what activity is required to deliver each output.  

Working out the actions to be pursued is not entirely a top down activity.  Partners

have ideas about the activities that they wish to pursue in order to meet the action plan objective. What is needed is an iterative and at times negotiated process to bring appropriate activities into the activities table while excluding those that do not make significant contributions to the objective.     An activities is set out below in table 5 below:

.  

Table 5 Activities table 

	Lead partner
	Description of activity
	Intended outputs
	Timescale start and end
	Resources

	Benefits office
	Improving welfare to work pathways for single parents


	Changes to local benefit rules to ensure that work is incentivised
	Start at end of Year 1 ongoing
	€400000

	Training organisation/ colleges
	Training and coaching for young parents in basic and vocational skills 
	Number of training places 
	Year 2-5 
	€200000

	Community based NGO 
	Job link organisation to place residents in jobs


	One stop shop for training, advice and guidance and job placement 
	Up and running by end of year 1

Ongoing
	€500000

Secondee from govt training agency

	Business one stop shop
	Encouraging self employment among young parents
	Training programme, awareness raising, business support
	Up and running by third quarter ongoing
	€200000


Step 6 Adding indicators, means of verification and setting targets

Purpose: to add indicators, means of verification and set realistic targets to be achieved

Techniques:  The development of indicators is a technical task carried out by analysts in close consultation with stakeholders

The next step is to attach indicators to the objective, outputs and activities.  As well as identifying the indicators the sources of data to verify that the target has been reached are also identified in the third column: means of verification

These can either be from the 18 Common indicators developed at European level and contained in annex 1 or from the tertiary indicators that you can obtain at local level and should develop in the context of the intervention logic table.  Some examples of tertiary indicators developed round the five themes are also in annex 1. 

In general we would suggest using local data where available as this may have shorter time lags to publication than national data as well as being more suited to the local objectives.  Where possible it is best to adapt existing data collection systems that agencies.  However some one-off surveys carried out by research institutes or foundations may be necessary despite being expensive to implement.   

Our suggestion is that for the Action plan objective and the outputs you identify indicators and means of verification.  This means that you do not need to work on indicators at the level of themes or activities.   Table 6 below sets out how to match indicators to the different levels of intervention logic in the logframe. 

 For each indicator you should identify sources of information that enable you to verify that the Objective has been achieved or that the outputs have been delivered.   The table below summarises what the indicators are trying to do.  

Table 6 Summary of how to relate indicators to intervention logic

	Intervention logic 
	Indicators
	Means of verification 

	Overall theme: 

Superior strategic theme for the action plan  (based on one of the five themes)
	
	

	Action Plan Objective: The changed situation which the action plan is trying to bring about 
	How to recognise that the action plan objective has been achieved by qualitative and quantitative judgements
	Sources of information to show progress towards objective

	Outputs: Products services and other deliverables generated by the action plan partnership to deliver the objective
	What kind and quality of outputs and by when will they be produced? 
	Sources of information and methods used to show delivery of outputs


Table 7 below illustrates how the indicators can be build into the table using a worked example of reducing social exclusion among refugees and ethnic minorities

Table 7 Worked example of indicators for measuring reduction of social exclusion among refugees

	Intervention logic 
	Indicators / reference targets
	Means of verification 

	Overall theme from themes: 

e.g. Reducing social exclusion among refugees and ethnic minorities


	
	

	Action Plan Objective:

 To raise the income levels of refugees by increasing their employability and helping them start enterprises
	How to recognise that the action plan objective has been achieved by qualitative and quantitative judgements

Refugees have higher levels of income because of higher employment and self employment 
	Sources of information to show progress towards objective

Ideally survey data on the refugee community – but this might be too expensive  - some proxy might be needed

 

	Outputs: improved language skills, vocational skills, job placements, 
	What kind and quality of outputs and by when will they be produced? 

Language and vocational qualifications by refugees, Quality courses delivered, numbers placed into jobs. 


	Sources of information and methods used to show delivery of outputs

Number of courses completed by refugees, one to one business advice sessions, Analysis of Monitoring data of employment agency and business start up agency showing job placements and enterprise starts



	Activities language classes, training programmes, enterprise advice, incubation centre focused on refugee community
	This space is used for resources, inputs and timescales (see activities table)
	


Quantifying the indicators

Once the indicators and means of verification have been defined and agreed the next stage is to quantify the indicators and decide how much progress the plan aims to achieve.  These are the explicit quantitative or qualitative achievements to be achieved by the action plan.  They should be achievable but challenging at the same time.   There is a danger with quantified indicators, which is that they can induce ‘perverse’ behaviour.  For example in the UK in order to achieve a government target for family doctors of seeing 80% of patients within 2 days of seeking an appointment some doctors surgeries refused to allow patients to book appointments more than 2 days in advance.  This was inconvenient for patients that had to work and organise appointments around a busy schedule.   

In some policy areas quantified indicators can be very political.  Setting an over ambitious target and then failing to achieve it can have serious effects.  

You may wish to relate the quantified indicators to ‘reference targets’ that appear in some NAPs Inclusion at national level.  

Summary on indicators and methods of verification

Indicators are essential but painful.  The advantage of the indicator matrix is that it forces you to link your indicators to your intervention logic.  At the same time it allows considerable freedom to select indicators that are relevant to what you want to measure rather than those available from the 18 common indicators of the European level.  

· Use as few indicators as possible – they are expensive to collect and process.

· Use a variety of indicator types and remember to measure quantitative and qualitative change – qualitative change can be more useful 

· Find indicators that relate directly to the outputs and objectives, this will often mean creating local indicators rather than using the 18 from the EU common framework. 

Step 7 Risks and assumptions

Purpose: to identify the risks that may affect the action plan and the assumptions on which the plan depends

Techniques: Analysis checked in consultation with the key stakeholders

Action plans partners can only control their own behaviour.  Inevitably the action plan is at risk from other partners not delivering, from changes in the external environment including other higher levels of government making changes that worsen conditions for the target groups.  An example of an external risk would be where refugee status is changed so that social security benefits, the right to work or the right to remain in the country are weakened.  This would be a national change that would impact negatively on the position of refugees in a local community.  An assumption is a positive way of looking at risk, a risk is a negative way of looking at an assumption

It is possible to identify three types of risk

· Internal risks that you can control (e.g.design, management systems, performance)

· External risks others control (e.g. national legislation)

· External risks no one controls (e.g. natural disasters)   

Table 8 below sets out the way that assumptions can be built into the logical framework.

Table 8 Connecting the Assumptions to the Objectives, outputs and activities

	Intervention logic 
	Indicators
	Means of verification 
	Assumptions

	Overall theme: 

Reducing social exclusion among refugees and ethnic minorities


	
	
	

	Action Plan Objective:

 To raise the income levels of refugees by increasing their employability and helping them start enterprises
	
	
	Refugee status is not changed by the government – refugees are able to work and claim benefits and tax credits

	Outputs: improved language skills, vocational skills, job placements, 
	
	
	Partners are able to resource activities and deliver

	Activities language classes, training programmes, enterprise advice, incubation centre focused on refugee community
	
	
	Refugees can be recruited on to courses and programmes


Key questions to uncover the assumptions 

If the partnership successfully delivers all of the activities what are the assumptions about external risks that need to be made if the outputs are to be delivered?

If the partnership successfully delivers all of the outputs what assumptions about external risks need to be made if the objective is to be delivered?

Risk management

Identifying the assumptions on which the action plan depends is a passive exercise. The next step is to identify whether some of these risks can be managed.  In risk management there are three ways of handling risk:

· Risks are transferred – this can be done by forms of insurance – so that another agency bears the risk (insuring parties against rain is a common way of dealing with bad weather in the UK)

· Risks are tolerated - if it is difficult to do anything about the risk, then it may be best to take no action – especially if the cost of action is disproportionate

· Risks are treated - usually the intention is to contain the risk at an appropriate level. 

Step 8 Bringing it all together and achieving coherence by using an adapted logical framework 

Purpose: to ensure that the action plan is coherent – i.e. that the actions will lead to the outputs, the outputs will lead to the objectives and the objectives support the theme

Techniques:  This can be done either as a technical exercise or as a participative exercise with the stakeholders.

The final act is to assemble all the parts that you have been working on above and put them together in a single matrix, which is called the Logical framework.  

The table below shows a Logical framework or log frame that has been adapted for use with an action plan containing a number of activities rather than for a single project.  Log frames are helpful in developing action plans that are coherent with their objectives.  However, the traditional approach can be daunting for a group that is not trained in their use.  

If you have gone through all the steps above then you can combine all of it into a single log frame that looks like the one in table 9 below.  

Table 9 Adapted version of Logical framework table for LAPS RAPS inclusion

	Intervention logic 
	Indicators
	Means of verification 
	Assumptions

	Overall theme: 

Superior strategic theme for the action plan  (based on one of the five themes)
	
	
	

	Action Plan Objective: The changed situation which the action plan is trying to bring about 
	How to recognise that the action plan objective has been achieved 
	Sources of information to show progress towards objective
	Matters outside the action plan which must happen if the objective is to be achieved

	Outputs: Products services and other deliverables generated by the action plan partnership
	Major characteristics of the outputs
	Sources of information and methods used to show delivery of outputs
	Matters outside the action plan which must happen if the Outputs are to achieved


	Title of activities to achieve the outputs
	Lead partner
	Brief Description of activity
	Intended outputs
	Timescale start and end
	Resources

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


Activities table 

Step 9 Signing the Accord

Purpose: to signal to the outside world that the action plan has been agreed at high level, to gain publicity 

Techniques:  Hold a reception and invite the 360 degree stakeholders that have contributed to the plan

It is important that the completed plan should be signed off at the highest level by the partners involved.   This event should be high profile and include a press release and an appropriate ceremony and reception

Structuring the LAP/RAP Inclusion Report

The work that you have done to reach this stage can now be brought together in a single document.  

We suggest that the document has three sections

1. The Position or Context: 

· The situation of the target groups and the problems that the groups face.  

· The main trends and challenges

· Mapping of existing policy

· What works and what does not work

2. The Governance: 

· How the consultation was carried out, 

· The stakeholder analysis

· How the vertical and horizontal stakeholder inputs to the partnership will be organised.  

· How the programme will be monitored and evaluated

3. The proposals for action:  

· The theme, objectives, outputs and activities that make up the action plan together with the indicators and assumptions. This can be presented using the logical framework with a narrative to explain the details. 

      4.   Annexes:  additional data, examples of good practice from elsewhere

If your group has gone through the 9 steps thoroughly much of this content will already be written and can be brought together from existing material.  

Annex 1 EU indicators for Poverty and Social Exclusion

For the purposes of the European Action plan on social exclusion The Social Protection Committee has adopted a set of 10 primary indicators and 8 secondary indicators in a Report On Indicators Of Poverty And Social Exclusion  (2001).  
Primary indicators

1. Low income rate after transfers with low-income threshold set at 60% of median income (with breakdowns by gender, age, most frequent activity status, household type and tenure status);

2. Distribution of income
 (ratio of highest 20% to lowest 20% of incomes)

3. Persistence of low income

4. Median low income gap

5. Regional cohesion

6. Long term unemployment rate

7. People living in jobless households

8. Early school leavers not in further education or training

9. Life expectancy at birth

10. Self perceived health status

Secondary Indicators

1. Dispersion around the 60% median low income threshold

2. Low income rate anchored at a point in time

3. Low income rate before (tax and social security) transfers

4. Distribution of income
 
5. Persistence of low income (based on 50% of median income)

6. Long term unemployment share

7. Very long term unemployment rate. 

8. Persons with low educational attainment

 Table 10 Primary, secondary and tertiary indicators for measuring Inclusion related to each of the five themes

	Themes
	Primary indicators (from list)
	Secondary indicators  (from list)
	Examples of relevant Tertiary (locally developed indicators)

	Employment – active labour market measures for those with greatest difficulty 
	Long term unemployment rate

People living in jobless households
	Long term unemployment share

Very long term unemployment rate
	Success rate of Long term unemployed in gaining secure employment at minimum wage or higher

	Access to services: increasing access of most vulnerable to housing, health and lifelong learning
	Life expectancy at birth

Self perceived health status
	
	Proportion of specific population (e.g. homeless) registered for primary health care compared to average in wider community. 

Proportion of health providers that do not discriminate against the specific community (e.g. homeless, refugees)

Proportion of those declared homeless that are resettled in permanent housing. 

Take up of adult literacy and other learning programmes by homeless people.



	Education to work transition – preventing early leaving and encouraging smooth school to work transition
	Early school leavers not in further education or training
	Persons with low educational attainment


	Numbers dropping out of full time education at or before 16

Proportion of drop outs that are not working

Proportion of school leavers going into full time employment

	Children – eliminating social exclusion among children
	Persistence of low income

People living in jobless h/h


	Distribution of income (Gini coefficient)

Low income rate anchored at a point in time
	Children in jobless h/h

Children in h/h below 60% of median income

Reduction in children eligible for local benefits (e.g. take up of free school meals in UK, households in receipt of housing benefit)

	Immigrants and ethnic minorities – poverty reduction
	Median low income gap (of immigrant community compared to national average
	Gini coefficient to measure income disparities with host community
	Measures of community prosperity (e.g. home ownership, business ownership, car ownership etc.  
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� Income quintile ratio is defined as the ratio of total income received by the 20% of the population with the highest income (top quintile) to that received by the 20% of the population with the lowest income (lowest quintile). 





� This is calculated using the Gini coefficient, which is a measure of inequality of a distribution, defined as the ratio of area between the � HYPERLINK "http://en.wikipedia.org/wiki/Lorenz_curve" \o "Lorenz curve" �Lorenz curve� of the distribution and the curve of the uniform distribution, to the area under the uniform distribution. The coefficient is a  number between 0 and 1, where 0 corresponds to perfect equality (e.g. everyone has the same income) and 1 corresponds to perfect inequality (e.g. one person has all the income, and everyone else has zero income). It was developed by the Italian statistician Corrado Gini and published in his 1912 paper "Variabilità e mutabilità".
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