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Executive summary

What is innovation?

Innovation is one of the six leading principles of Equal.  Innovation within Equal means developing new approaches to discrimination in the labour market which can then be mainstreamed. 

What is this guide for?

This guide aims to explain innovation in the context of Equal by using a range of examples. These are taken from current Equal Development Partnerships (DPs) as well as from other programmes and projects, including ADAPT and EMPLOYMENT, which were the forerunners to Equal.

‘You know it when you see it’

Innovation can be difficult to define, categorise and assess. A number of attempts to define it show that there is always likely to be a subjective element based on feelings or opinions rather than fact. Innovation within Equal can be classified as being ‘process’, ‘goal’, or ‘context’ orientated.

While innovation is difficult to define, you should always be aware of the need to demonstrate innovative activity in Action 2. You need to be able to measure and record the success of your innovations effectively, particularly for the purposes of mainstreaming in Action 3.

Why measuring and sustaining?

This guide focuses on measuring and sustaining innovation, that is, is the innovation valid and is it going to last?  These are two particular aspects of innovation that DPs have discovered can present challenges.  Both are important and will continue to be important throughout the lifetime of your DP. Measurement is a key tool for learning, dissemination and mainstreaming; sustaining innovation is important when you are considering changes to your DP’s activity.

Tips: measuring innovation

· Prior research and defined baselines are useful reference points for measuring innovation throughout your DP’s lifetime. This may involve a range of methods including academic research, web searches or networking. 
· On-going research is important for keeping up to date with developments, to validate innovation and to provide the inspiration for ongoing innovations. You will find it useful to get what you are doing validated by experts or peers.  
· You need to consider the qualitative dimension when measuring innovation. Soft indicators and the views of beneficiaries, staff and partners will all add valuable insights.
· Innovations at local level are equally valid and can provide a useful focus for measuring innovation, as long as you maintain links to the broader policy. 
· Focusing on objectives. It is important to distinguish the 'wood from the trees' and remember that Equal is all about trying out new approaches to disadvantage in the labour market. So, as long as you properly evaluate your activities and  learn and share lessons, it’s acceptable not to succeed in the way you had planned. Don’t focus too much on delivering outputs alone – do focus on delivering overall objectives!
Tips: sustaining innovation:

· Maintaining innovation through interaction. Innovation is an interactive process involving feedback from experts and beneficiaries. Often the added value of an innovation depends on the input you receive from internal sources (including beneficiaries) and external sources.
· Establishing links with the wider research environment.  Access to the latest research is important in keeping up to date with developments as well as being a useful sounding board for validating innovation.
· The transnational dimension of Equal will offer you a rich source of inspiration for innovation. 

· Making sure of transferability. Think ahead and make sure you can apply the lessons you learn in a different context or use them for wider policy developments. 
· It might be useful to distinguish between ‘champions’ and ‘sponsors’. Champions have the ideas and sponsors make sure they are carried out, but both are important, as an innovation will only be effective if it is tested and it works over a period of time.

1 Introduction to the Equal good practice guides

This guide is one of a series of guides we, the GB Equal Support Unit (ESU), have produced to help Development Partnerships (DPs) get the most out of taking part in the Equal initiative. 

Equal exists to encourage innovative solutions to employment and social problems which are difficult to solve. It provides support for applying new ideas to learning, sharing and international partnership. But it is also based on a number of principles at the heart of the values of the European Union - transnationality, democracy, pluralism (different cultures living together) and creativity. The guides seek to take these ideals and show what they can mean in practice - for the benefit of both DPs themselves, and the programme as a whole. 

The areas already covered by these guides are:

1. Transnational working

2. Partnership working

3. Empowerment

4. Equal opportunities

5. Innovation

6. Mainstreaming and creating impact.

All the guides are firmly based in real experiences - from current DPs, from previous EU Initiatives such as EMPLOYMENT and ADAPT and from other successful projects which have lessons to offer. Throughout, they connect the underlying principles to concrete actions which demonstrate their value in practice. 

All the examples used are drawn from work which has achieved real, positive results, and in all cases there is a focus not only on what was successful, but on how it was done and what needed to be in place for it to work. Examples are drawn from areas relevant to all the different Equal themes, although many of the lessons apply  equally across the board. 

Our aim is to inspire and to inform, and we would greatly value your comments on the guides and ways in which we can make them more useful and relevant to the work of DPs.

The central importance of innovation in Equal means that there is a high level of inter-relationship between this guide and others in the series. In particular, Transnational working, Empowerment, and Mainstreaming and creating impact have relevance for innovation and you should refer to these guides when you are reading this guide. 

2.1 What do we mean by good practice?

The term ‘good practice’ is often used to mean effective practice, practice that promises results or best practice, when in reality these terms all mean slightly different things - as shown in the box below. For the purposes of this guide, we have defined ‘good practice’ as ‘approaches that are working well and can be duplicated elsewhere’. 

Within this guide we have included examples of all four types of ‘effective practice’ as well as some other examples that you may want to consider adopting if you recognise that your project is similar in structure and composition.     

Good practice – When something is working well and can be used elsewhere. 

Promising practice – When practice is in the early stages of development and has yet to be evaluated. 

Effective practice – When something is working well but can only be achieved under similar conditions.

Best practice – When something is working at the highest standard and is working ‘better’ than good practice.

The practical examples and case studies provided will help you to evaluate your own intentions and the impact that you can achieve.

2.2 The research behind the good-practice recommendations in each guide

Each guide draws on research we carried out during 2003. We started by identifying other programmes and projects from the UK and Europe where principles of innovation, equal opportunities, empowerment, partnership, mainstreaming and transnational working also play a key role. 

We collected information from the Equal DPs from a range of sources such as Development Partnership Agreements, evaluation strategies, and materials collected during support visits and workshops. We added to this information by carrying out specific visits or phone interviews with project managers and partner representatives. 

So, the findings we used to draw together these guides were from wide-ranging experience and practice. Each guide aims to encourage you to meet your responsibilities at community and individual levels, and to promote mainstreaming of good practice also at regional or national levels. 

We acknowledge the time and help provided by DPs and other specialists in providing case studies and comments on the examples used and on the good practice principles embedded in the recommendations.

You can find more information about the GB Equal programme on our website at:  www.equal.ecotec.co.uk
2   The role of innovation in Equal 

2.3 Defining innovation

Innovation can be difficult to define, categorise and assess. The following sources provide us with a starting point, and also prove that innovation is not new.

· Webster's Revised Unabridged Dictionary (1913): Innovation: 1. The act of innovating; introduction of something new, in customs, rites, etc. --Dryden. 2. A change effected by innovating; a change in customs; something new, and contrary to established customs, manners, or rites. 3. (Bot.) A newly formed shoot, or the annually produced addition to the stems of many mosses. 

· The Department for Trade and Industry (DTI) Innovation Unit website: ‘Innovation is the successful exploitation of new ideas.’ 

· At the Equal evaluation workshop held in June 2002, participants from DPs arrived at the following definitions.  

· An innovation is a different, unusual, novel or untried approach. 

· Innovating is doing things in a different way.

· An innovation is an addition or improvement to an existing service or product.
Finally, evaluations of the ADAPT and EMPLOYMENT programmes
 offer the following definition. 

‘...innovations are novel changes in a system, which are performed and achieved for the first time in its development. This first-time aspect of a novel change - the development aspect - is an important but insufficient criterion for innovations; a more important one is that the development should lead to something qualitatively new which increases the efficiency of a certain system. Innovations provide better solutions to problems from the previous state. The decisive determinant of the innovative content of the new solution is its relation to the old one. It is the relation to previous solutions and approaches that determines the degree of innovation of a novel change.’ 
This range of definitions shows that innovation is difficult to define. This was confirmed during our consultations with DPs themselves, during which most commonly saw innovation as something they recognise but cannot pin down  ‘….you know it when you see it’.  

Because innovation can be subjective (based on an understanding rather than hard facts), trying to capture it can be difficult and time consuming.  Equal is all about innovation, whether through bringing a new group of partners together or by applying an existing approach to a new situation.  It is important that DPs can support their claims to be innovative.  This guide will focus on the practical aspects of identifying, measuring and sustaining innovation in whatever form.

It is also important to realise that a number of other programmes are focused on policy innovation. These include the New Deal Innovation Fund, the Higher Education Innovation Fund and the DTI Foresight Programme. It may seem that every policy and programme is trying to be innovative. So, Equal needs to be clearly focused on the impact its policies have on disadvantages in the labour market to get the best results from its contribution.  

While the UK has a good record in terms of introducing new technologies, it has been less successful in terms of exploiting them in a wide range of markets. This can perhaps also be applied to innovations relating to policy. It is not just the new idea or approach which is important, but whether the new approach can impact on mainstream policy.

2.4 Categorising innovation

The different definitions show there are a number of ways of categorising innovation.  For the purposes of Equal, the following categories have been adopted.  

· Process-oriented innovations: these innovations relate to developing:

· new or improved methods of doing things;

· ways to use technology; and 

· labour-market initiatives. 

Examples of process-oriented innovations include new or improved approaches to delivering training and guidance and new ways of working with target groups. The final evaluation of ADAPT and EMPLOYMENT programmes found that the most common type of innovation was process related. 

· Goal-oriented innovations: these relate to developing new outcomes, outputs or ‘products’, with the needs of a specific target group in mind. In this way, it is about meeting a gap in the market. Examples include developing new qualifications and opening up new areas of employment for disadvantaged groups.

· Context-oriented innovations: these relate to developing frameworks for interventions. Examples include:

· developing local, regional and national networks;

· developing new frameworks for, and approaches to, dissemination, information and awareness raising; and 

· steps to involve new partners and establish new working arrangements.

It is possible to summarise the different categories of innovation used in Equal as follows.
Figure 2.1: Different categories of innovation

	Type of innovation
	Example

	Process-oriented 
	New methods 

New technologies 

New ways to support integration

	Goal-oriented 
	New target groups

New qualifications

	Context-oriented 
	New policies

Local and regional networking


NEI/FHVR A methodology for the European evaluation of the Employment Initiative
In practice, it is difficult to separate process-oriented and goal-oriented innovation.  This is because a new process may lead to differences in a product or an improved impact on beneficiaries. Do not get worried about trying to categorise your innovation one way or the other. Categorisation provides a broad definition and description for innovation, rather than strict guidelines for your activities.

2.5 Why Equal requires innovation

Before considering some of the practical challenges and issues for innovation, we  need to understand why Equal is interested in innovation in the first place.

Equal provides Structural Funds to many mainstream programmes, in particular ESF, and ongoing national, regional and local programmes. These programmes are limited when it comes to experimenting with different approaches, as they are more concerned with delivering prescribed outputs. Equal, on the other hand, has been specifically set up with the flexibility (and requirement) to challenge existing ways of working to try and develop new ways to improve mainstream programmes. 

The key point here is that the purpose of Equal is to test new ideas. These ideas need to be tried, reviewed and evaluated, and their potential for beneficiary groups identified. This remit is set within the overall objective of tackling issues for those disadvantaged in the labour market. 

2.4  Levels of innovation

Equal is interested in innovation at all levels; locally, sub-regionally, regionally, nationally and across Europe. As Equal is administered at the national level to  influence mainstream policy and programmes, its role is perhaps of most interest for the programme overall, while local innovations may be of more interest to partners and stakeholders. So, while you may find it easier to innovate at the local level, you may also want to consider how to transfer and mainstream the lessons you learn to a national audience. 

Equal’s transnational role makes innovation at a European level of special interest. The opportunity to work with partners in other Member States to tackle common issues can contribute significantly to innovation at the national level. While transnational activities may provide a rich source of inspiration and ideas, the process also works in the other direction, with European audiences and transnational partners being potential and key audiences for disseminating and mainstreaming of innovation for DPs in Great Britain. The European Thematic Group (ETG) structures have been explicitly set up to enable DPs to have this type of impact at the European level. 

3 Measuring innovation 
The main purpose of this guide is to focus on some of the common practical challenges and issues faced by Equal Development Partnerships (DPs) in relation to innovation. You are required to demonstrate innovation clearly, providing a range of evidence, and then to follow this through in your monitoring and evaluation arrangements. Much of this depends on how you move from a ‘gut feeling’ that you are being innovative, to actually measuring and demonstrating that innovation is taking place. 

In the context of Equal, measurement is a key tool for learning, dissemination and mainstreaming. This section focuses on measuring innovation. Section 4 then focuses on the challenge of sustaining innovation throughout the lifetime of the programme.
3.1. Challenges

While many people claim to be able to recognise innovation, pinning it down and measuring it is a different matter. The ‘post it’ note, for example, was clearly an innovative idea, but measuring just how innovative at the time would have presented a number of challenges. Even though it would be almost impossible to make any scientific measurement of innovation among the Equal DPs, it is important to be  objective when you measure innovation. As the mid-term evaluation of Equal points out: ‘….it is clear that much of what looks innovative so far remains to be tested.’ (GHK, July 2003).

Obviously, a number of issues arise in measuring and assessing innovation within Equal, stemming from the need for objective judgements based on facts. 

· Incomplete knowledge – Nobody can know of every intervention to tackle  disadvantage in the labour market that has taken place within their own nation, let alone across the EU as a whole.  

· Including quantitative and qualitative aspects - Recent work on ‘Corporate Social Innovation’
 points out ‘the measurement of innovation cannot simply be reduced to a set of figures or a series of statistics. Understanding it requires the measurement of change over time, to build up a fuller picture of change and development’.

· Impact of the scale of innovation - An activity at the local level may be innovative when transferred to European level (or from European to local level). While you need to be innovative, this does not mean that your approaches have never been tried elsewhere.  For example, an existing approach from elsewhere in Europe could be applied to a different target group or delivered in a different context in GB.

· Definitions of innovation – As we have seen, there is considerable debate as to what is innovative, and how far using existing approaches within a new context or with a new target group can be classed as truly innovative.

Importantly then, innovation almost inevitably involves a degree of subjectivity, and it follows that measuring innovation should involve a level of qualitative research. But how do we measure something so ‘soft’ that is often difficult to describe? Of course, there are no easy answers, but Section 4 highlights some good practice examples where stakeholders and experts have been used to assess innovation. 

You may find previous work on soft indicators helpful when you are measuring qualitative aspects of innovation. The indicators themselves will vary according to the specifics of your DP’s activity, but soft indicators such as clients’ impressions and staff and partners’ perceptions will all add valuable dimensions to your evaluation of innovations.  Further information about soft indicators is available in the DWP publication:  Measuring Soft Outcomes and Distance Travelled: A Practical Guide and Existing Models, available on the ESF News web-site: 

http://www.esf.gov.uk/evaluation/publications.asp

3.2.  Making a difference: examples of good practice

To help you face some of the challenges and issues in measuring innovation, this section offers practical examples from case studies gathered from Equal and other programmes. The section is based on the following good practice principles which have emerged during consultations with DPs (including an evaluation seminar held on innovation in the summer of 2002). The principles, which are shown below, are linked to the challenges highlighted in the previous section. 

	Figure 3.1: Principles of measuring innovation

	· Prior research and baselining

· Ongoing research 

· The qualitative dimension

· Local-level innovations

· Focusing on objectives 




3.3
Prior research and baselining

You need research carried out before the bidding stage to establish the baseline (the level to measure against) for innovation. As we have pointed out, it is impossible to have complete knowledge of any area of intervention. At the same time, it is important for you to set the context for your innovation – to have a clear sense of what you are hoping to achieve and indeed what is new about your approach.  

The national evaluation of the ADAPT and EMPLOYMENT programmes highlighted one project that identified experts at the beginning of the project to advise on technological innovations and to check they were relevant to their policy.  This was critical to measuring the success of the project in later stages. This approach is also being used by Leeds e-Employability DP, as highlighted below.

	Baselining methods

The Leeds e-employability DP held a conference in May 2002 on employability and social inclusion to consider using ICT to overcome social and economic exclusion in Leeds.  The DP invited a wide range of experts from local and national government, sub-regional and regional policy areas, education, and the voluntary and private sectors.  Through keynote speeches, project exhibitions and sessions with working groups, the conference aimed to map existing knowledge and activities and to identify gaps in provision and research.  A thorough understanding of existing developments at the local and national level has enabled the DP to identify innovative ways of meeting the needs of the target beneficiaries. 

Leeds e-Employability DP


So, prior research provides a key reference point for innovative activities. You can use a variety of research methods including surveys to test current practice and attitudes, focus groups and web-based searches, as well as networking at the national and international level. The NOW! Partnership, for example, used an ‘Employment week’ event in Brussels to bring the DP up to date on the latest developments in e-learning and accessibility. 

The mid-term evaluation of Equal also identified two further examples of work around baselining where the research process itself has been innovative. In one example, beneficiaries have been directly engaged in research, developing their own proposals and having control over their own resources. In another example, ‘Action Research’ is taking place in workplaces, with the Action Researchers designing their own work programme and working with employees in their organisation.

Not all activity has to involve original research. At the national level, some DPs have drawn on existing academic or government research (or both) to set the framework for their innovative approaches. The approach adopted by the Building Opportunities through Workplace Learning DP is based on thorough research of the latest developments in workplace learning as well as in the sectors where the DP will be operating. This has led to an approach which focuses on those in the workforce who are currently least involved in workplace learning, including where poor basic skills stop people from getting involved and where other factors add to this disadvantage. A number of major national studies published in 2001, including the Cabinet Office Report on Adult Skills and the TUC/CBI Productivity Report, had shown the importance of tackling these issues, and the project will play an important role in delivering agreed national priorities.

3.2.1 Ongoing research and review

The process of checking that your DP’s activities are innovative should not stop after the launch party. You need to build active and continuous mechanisms into your DP’s ongoing activities to keep up to date with developments. This ongoing activity can take a number of forms and has a key role to play in sustaining innovation. Some examples follow.

As an important part of on-going and active research, some DPs have started to think about ways of comparing and benchmarking innovation. Comparisons and benchmarking help to maintain a focus on recording innovative activity through the lifetime of the scheme, as well as being useful ways of recording evidence of the innovation taking place. This ties in with the second theme of our guide, which is sustaining innovation. The IMPACT DP provides a good example of benchmarking activity that links these two aspects.

	Benchmarking

IMPACT is an HM Prison service-led DP focusing on improving employment opportunities for ex-offenders. The DP is developing a set of evaluative descriptors - expressions they can use to describe the impact of innovation and added value:

· at the local or institution level;

· in support networks or in Criminal Justice agencies; and 

· at policy level. 

These are described as benchmark descriptors to assess ‘the distance travelled towards optimum impact’. Thorough research is needed to establish where   innovation fits into these different levels.

IMPACT


Work on the Corporate Social Innovation (CSI) project illustrates the need for a structured approach to measuring innovation.  This requirement has lead to  benchmarking clubs being established between leading businesses - for example the London Benchmarking Club. Such initiatives may offer a model way forward for DPs in comparing and interacting with other programmes such as the Phoenix Fund, or the Small Business Research Initiative. CSI has also developed an innovation scorecard, based on a review of projects funded by Lattice, Lloyds TSB and BskyB foundations, which you might usefully adapt. This is shown in figure 3.2, which is adapted from 'Getting Down to Business - An Agenda for Corporate Social Innovation (Demos, 2002).The first column highlights the different measures to be scored, with the assessment or result noted in the second column.

Figure 3.2: Corporate Social Innovation scorecard4 

	Criteria
	Assessment

	Involvement

· Time and skills committed to innovation

· Relationship to core business and innovation

· Innovation within the project
	

	Partnership

· Understanding of shared vision

· Mutual recognition of motives for involvement 

· Levels of trust
	

	Leadership

· Role of individuals in delivering the project
	

	Learning, risk taking and flexibility

· Levels of risk and experimentation

· Perceived levels of freedom by project operators
	


3.3. The qualitative dimension
As we have discussed it is not entirely satisfactory to try to measure innovation quantitatively. So, it is important for you to develop indicators that capture the qualitative aspects of innovation. The table above highlights the type of criteria that need to be assessed. 

The list in figure 3.3 then attempts to identify ways of measuring innovation qualitatively. The list has been adapted from work on soft indicators carried out for the EMPLOYMENT programme and referred to in the publication 'Soft indicators, demonstrating progress and recognising achievement'. This work directly links indicators to the different types of innovation – process, context and goal. 

Figure 3.3: Potential indicators

Process-oriented indicators: for example, new methods, new programme content and new technologies.

Potential indicators – the take up of new training materials, the reduction of drop-out rates, satisfaction surveys, distance travelled and beneficiary diaries.  

Goal-oriented indicators: for example, new target groups and new qualifications.

Potential indicators – the number of new target beneficiaries, accreditations given and peer review. 

Context-oriented indicators: for example, local and regional networking.

Potential indicators - awareness and the feeling of involvement, the number of businesses involved and the new networks formed.

3.4. Innovations at local level

Initially, developing innovation at the local level is often the most fruitful avenue, as you will be able to focus on scenarios you know well and introduce new approaches. So, even for national DPs such as the Social Enterprise Partnership, it is often local partners who are responsible for delivering DP activities. This mirrors the experience of ADAPT and EMPLOYMENT projects which were found to be most innovative at the local or regional levels.

The LEADER network has developed a framework for analysing how innovative an action is where it is being carried out.

Questions addressed in the framework include the following.

· What is the action?

· Where is action carried out?

· How did action develop?

· How was the action put in place?

· What impact has the action had?

· Is the action transferable?
You can find more information on the LEADER website:  www.rural-europe.aeidl.be 

3.5. Focusing on objectives

You should review how you can continually reinforce the objectives of your innovative programmes, to make sure lessons you learn are recorded and you do not lose them or let them become secondary to the achievement of hard outputs. So, it is essential to make sure that partners do not get too bogged down in delivering your programme at the expense of the outcomes. The example of REFLEX shows how one DP is using a management tool to make sure they continue to focus on DP objectives. 

Focus on objectives

This DP is developing a model which will directly involve community groups from excluded communities in a process to create businesses. REFLEX is using a  development and evaluation tool which focuses on a programme’s outcomes and how innovation has achieved these outcomes. The focus on outcomes is also intended to make policy impact clearer as part of Action 3 mainstreaming activity. Surrey and Kingston Universities are involved in evaluation and benchmarking activity to make sure REFLEX has links to the wider research environment.

REFLEX
There is a natural reluctance to highlight innovative approaches that have not succeeded as expected.  However, where an innovative approach has been tried and found not to work (rather than failing due to poor management or other factors), important lessons can be learnt and you should disseminate your experience to others. By focusing on Equal’s overall objectives to test out new approaches to tackling disadvantage in the labour market, you can see failure in a positive light. You must, of course, document and clearly evaluate the reasons for the ‘failure’, together with any lessons you learned and solutions you developed.  

While it is too early to highlight Equal DPs which have succeeded or ‘failed’ overall, other programmes have been running longer and lessons are now emerging. The Phoenix Development Fund, managed through the Department for Trade and Industry’s Small Business Service, has built relationships with projects that encourage calculated risk taking. An evaluation involving a number of case studies is currently underway - and you can find out more about this at www.sbs.gov.uk/phoenix.

The Equal mid-term evaluation report also concludes that while ‘…. attempting to be innovative increases the risk of failure…. this is part of a demonstration programme….. DPs should be encouraged to document what did not work to learn from this.’

4 Sustaining innovation
 ‘There is no such thing as a quantum leap…there is only dogged persistence and in the end you make it look like a quantum leap’

James Dyson, Inventor

This section looks at sustaining innovation. What may have been innovative at the application stage might have been overtaken by events by the time you get to Actions 2 and 3, and so you need to put in place processes for continually reviewing and adapting activities.  Studies have found that the key to continuing success is ‘engagement‘– not only with the wider research environment but also with clients and beneficiaries. 
4.1. Challenges

One of the key challenges for Equal DPs is to realise that innovation is not a one-off event. This is particularly true within the fast-changing policy context in GB. For example, New Deal overtook a number of innovative intermediate labour-market development and projects within the EMPLOYMENT programme that were focused on the role of personal advisors. 

So, there are a number of issues which arise when we consider how to best sustain innovation within Equal.

· There is a need to create a culture and environment which will encourage sustainable innovation. This may include both partners and beneficiaries and needs to take account of the risks involved in, and the challenging nature of, being truly innovative. 

· There are also challenges in linking the formal research environment to development and training activities, and making sure what is developed will be transferable. Throughout, the issue of intellectual property will also need to be tackled
.

· The transnational dimension offers a rich potential source of innovation for Equal, but also brings with it challenges in relation to transferability. 

· There are distinct challenges facing partners in promoting innovation, which can be characterised by the roles of ‘champion’ (idea generation) and ‘sponsor’ (putting activities in place).
Thematic Networking Groups (TNGs) at the national level, and European Thematic Groups (ETGs) at European level, have been introduced  to the Equal programme  to bring together key policy makers to improve impact DP activities have on policy. TNGs have introduced peer review to the Equal programme, which is not only seen as innovative but is already proving to be a valuable resource for measuring and sustaining innovation.

TNGs have a key role in developing mainstreaming strategies at the national level.  TNGs were introduced in response to the need to involve policy makers and people and organisations with influence in developing activities. The challenge for DPs is to decide how best to use the work of TNGs to complement your own activities in relation to innovation. Many of the DPs consulted for this guide expressed the importance of being able to test new ideas with policy experts and, according to the mid-term evaluation, opportunities for doing are being developed. 

The ETGs will work through a number of approaches to draw together the key findings from Equal across all of the Member States and to effectively network, disseminate and mainstream these outcomes.

4.2. Making a difference: examples of good practice

The following good-practice principles have been identified from our review of the literature and discussions with DPs. 

Figure 4.1 Good-practice principles for sustaining innovation

	Sustaining innovation

	· Maintaining a culture of innovation through interaction

· Linking to research 

· Incorporating the transnational dimension

· Make sure of transferability

· The role of champions and sponsors




4.3. Maintaining a culture of innovation through interaction

The idea of innovation as an interactive process has replaced the more traditional ‘linear’ view of innovation. Innovation is no longer seen as a process that starts at the research and development stage, and then progresses through a number of steps to product development and marketing. In reality, innovation relies on a complex set of interactions at a number of different levels and reflects the European Commission definition set out in the context section (page xx), which emphasises the importance of connections, inter-relationships and networking. 

Inter-relationships are increasingly seen as the key to innovation.
 For example, it is now recognised that the ‘added value’ of developing new products in manufacturing relies on inputs from a range of organisations. Research in the West Midlands
 tested the impact co-operation between companies, production networking, and research and development activities had on innovation. It showed conclusively that whatever the form of innovation, a firm’s capacity to innovate was greatly improved when they co-operated with other companies. 

Another example of the role of interaction comes from the REFLEX DP. It considers that its offers for mainstreaming should be shaped by interaction with representatives of disadvantaged groups, practitioners, business advisors and policy makers.  REFLEX offers two opportunities to promote the interaction: one at the national level and known as the REFLEX HUB; the other, through a major transnational conference to examine mainstream support and how it can be used to encourage entrepreneurship in disadvantaged communities.
The emphasis Equal places on empowering disadvantaged groups and involving  beneficiaries offers a potentially rich source of innovation through interaction. It is also important to exploit links with target groups or representative agencies to develop an understanding of the needs of, and issues facing, a project’s intended beneficiaries. This can be an important source of ‘bottom up’ innovation that focuses on interaction with and impact on beneficiaries. The NOW! Partnership illustrates this.

Interaction with beneficiaries

The nature of the NOW! Partnership is to design and test new methods of delivering information, advice and guidance (IAG) services. The purpose is to provide new approaches to developing on-line learning materials, offering a one-stop-shop to learning opportunities. Beneficiaries have played a key role in developing the innovative elements of the project. 

The DP used a series of case studies of disadvantaged individuals to gain an insight into the issues and barriers they faced in accessing learning. The case studies are playing a key role in designing, testing and developing e-learning opportunities,

As a result, the main innovative features of this project relate to the new methods of delivering advice, such as a virtual-reality delivery system, and guidance services more focused on the specific needs of clients. Some of these features are transferable at a local, regional and national level. 

The NOW! Partnership

Demonstration projects which test innovative ideas rarely run exactly to plan, and you need to identify flexible management at the programme level while staying  within the parameters of the Equal programme. Part of this is about creating a culture of innovation and encouraging innovation and a degree of risk taking at all levels. This is an approach already encouraged in the corporate sector, and emphasised in the recent book ‘Harnessing Creativity for Business Growth’  - quoting the following from a Dollond and Aitchison Corporate Brochure:

‘Every idea is a good idea, every employee is encouraged to write directly to the chief executive’

By using appropriate feedback and review mechanisms, this is an approach that you could apply to both partners and beneficiaries in the context of Equal.

4.4. Linking to research

Universities and other research establishments can offer new perspectives, which may help to encourage a culture of innovation. A study by Diez (2001) has shown that if governments want to encourage innovation, they should focus on creating a framework for social capital (people and their skills, knowledge, energy and creativity) and co-operation.  An important aspect of this is to interact with the wider research environment. This will enable you to keep up to date with latest developments in the field.

As an example, Leeds Metropolitan University and the University of Leeds are both strong partners in the Leeds e-Employability DP and have developed research proposals for the DP’s domestic and transnational programme. This both tackles gaps in knowledge in the wider research environment and meets the aims of the DP - and links back to creating a culture of innovation through interaction.

To keep up with wider developments that will support ongoing innovation, the IMPACT DP has given one employee the responsibility of scanning newsletters and websites and updating a research library for such activities. This has helped to embed the process of innovation into everyday working practices.

Linking with research has a further effect – it promotes interaction, which, as we have discussed is vital for innovation. This is illustrated by the LENRA DP.

	Interaction with the research environment

The LENRA DP is aiming to improve the employment prospects of refugees and asylum seekers and to increase opportunities for ethnic minorities. The DP is using university research on employer attitudes to refugees and asylum seekers to develop a code of practice and a business-equality kitemark to promote recruiting people from these groups. The DP is also establishing links with Middlesex University to develop an accredited course for inter-cultural mediators. 

LENRA


4.5.  Incorporating transnationality 

The input by transnational partners is a rich source of innovation through the constant flow of new and challenging ideas. One of the lessons from the ADAPT and EMPLOYMENT programmes was that an approach should be developed which allows transnational collaboration in developing innovations from the outset. The example from the LEONARDO programme outlined below highlights the benefits of this approach. 

Incorporating transnationality

The Train-Re-Tech (Training in Research and Technology Transfer in Businesses) involves 24 projects funded under the LEONARDO programme. It encourages  innovation by supporting the exchange of about 300 young researchers across Europe as well as providing training for trainers to use educational tools and the new technologies. In addition, some 1,000 researchers have been in direct contact with industry representatives to transfer knowledge through the ‘Training and Mobility of Researchers’ programme.

Train-Re-Tech (LEONARDO)
4.6. Transferability

When you are considering how you can sustain innovation within your DP activity, it may be helpful to develop a model of the project to identify the non-specific factors within the DP which you can apply to other situations. By doing this, you will be able to identify common success factors which you may be able to transfer to other activities. For example, the Lattice Creative Education Project (Jupp, 2002), pioneered an approach to children excluded from school by providing tailored, vocational learning opportunities. The project, which had flexibility built in, used  formal learning systems, local business premises and strong local partnerships. 

4.7. The role of champions and sponsors

Work by Bartlett and Dibben (2002) on innovation in local government highlights the important roles of ‘champions’ and ‘sponsors’ within organisations and the role these  key individuals have in driving forward innovation. The importance of these two distinctive roles also highlights the importance of having a mix of the skills to generate ideas (champion) and put the ideas into place (sponsor) and also that, crucially, the roles work best when working together. Without necessarily using these terms, a number of DPs appear to have recognised the distinctive role of these ‘innovation agents’.

	The role of individual champions

This DP is building on partners’ experience to develop new approaches to attract non-traditional learners. The DP is encouraging lifelong learning support as a means of securing employment. The success of this initiative depends on the role of key individuals in the workplace and the innovative way they deliver learning. By using the Work Plus training programmes, workplace representatives can use the PPE (participation, progression, effectiveness) model which is designed to involve the individual learner in their learning involve enterprises by making the training relevant to their business.  

Building Opportunities through Workplace Learning


4.8. The mid-term evaluation

To provide further illustrations of process, goal and context innovation, here are some examples highlighted by the evaluators (figure 4.2) in each of the Equal themes. When the evaluation was carried out, most DPs were still in the early stages of development, and so most of the examples identified by the evaluators are of process innovation. However, the full report provides an encouraging overview of the types of activities taking place so far.

The examples selected here echo the principles we have already described - especially interaction, links with research and the role of innovation 'champions'. But the evaluation includes further examples of innovative materials and strategies closely targeted on particular barriers or niches - such as funding and franchising events and development work specifically tailored for Black and Minority Ethnic (BME) groups and using business-case support to introduce equality and diversity measures. 

Figure 4.2 Examples of innovation highlighted in the mid-term evaluation

	
	        Good practice principles and examples
	Type of innovation

	
	Maintaining a culture of innovation through interaction
	

	
	The combination of people and organisations involved (academics, skills organisations, private firms, business support organisations, trade unions) is new for the sector.

A ‘cluster-based' approach to delivering training enables firms from the same sector to combine and act as a ‘large company’, achieving economies of scale.
	Context

	
	Moving beyond the traditional model where funders pay deliverers to provide a defined service, deliverers are actively involved in shaping the project and decisions are made jointly. 

New services – for example, labour-market activities for refugees are developed.
	Process

	
	Linking to research
	

	
	Directly engaging beneficiaries in research by allowing them to develop their own research proposals and giving them control over resources leads to more effective research outcomes and policy recommendations.
	Process and goal

	
	By using the action research model which is new, particularly in the workplace, the action researchers have also played a pro-active role in designing their work and involving employees in their organisations.
	Process and goal

	
	Steps towards making sure of transferability
	

	
	By organising workshops to focus attention on innovation in the design and management of a workplan, a DP is implementing innovative processes in work planning, task distribution, monitoring and evaluation.
	Process

	
	Initial research showed information on the Internet is aimed at providing information and support to agencies dealing with asylum seekers rather than to asylum seekers themselves. A new approach is covering both sets of needs.
	Process

	
	The role of champion and sponsors
	

	
	A business case was successfully made for a model of intermediary support that meets employer needs and is delivered within an equal opportunities framework.
	Process

	
	A flexible approach to involving SMEs means they can be used as a lever which tackles the diversity issues that companies themselves need to deal with. 
	Process and context


We hope these examples will encourage you to look again at how you approach  innovation.

5 Conclusions and recommendations

Innovation is a key part of policy development in both Great Britain and across the European Union. The Equal programme is based on the principle of innovation as a means of testing new approaches to discrimination and disadvantage in the labour market.

Two particular aspects of innovation are the focus of this guide:

· how to measure innovation; and

· how to make sure it is sustained throughout the lifetime of DP activities. 

While innovation is sometimes difficult to pin down, you should be continually aware of the need to demonstrate innovative activity in Action 2. You need to be able to measure and record the success of your innovations effectively, particularly for the purposes of mainstreaming in Action 3.

It is also important for you to be able to innovate through the lifetime of the programme. As we have shown, innovation is not a one-off event. It is a continual process requiring experimentation, testing and improvement. 

Innovation is also an interactive process based on your relationships with a variety of organisations. Your approach to evaluating your activities should help you to demonstrate innovation, and incorporate some of the good practice points identified in this guide. 

The messages from this guide, arising from consultation with Equal DPs, can be summarised as follows.

	Measuring innovation

· Prior research and baselining is useful to establish a reference point for measuring innovation throughout your DP’s lifetime. This may involve a range of methods including academic research or networking and web searches. 
· Ongoing research has a number of important roles: 
· to enable DPs to keep up to date with developments;

· to validate innovation; and 

· to provide the inspiration for ongoing innovations. 

Getting innovation checked by experts or peers can be a useful validation process. 
· The qualitative dimension is of particular interest when measuring innovation. Soft indicators, comparators, beneficiaries and the views of staff and partners will add valuable insights.
· Innovations at local level are equally valid and will provide a useful focus for measuring innovation, as long as you maintain links to the broader policy picture. 
· Focusing on objectives. Try to distinguish the ‘wood from the trees’ and remember that Equal is all about trying out new approaches to disadvantage in the labour market.  So, as long as you properly evaluate your activities and learn and share lessons, it’s acceptable not to succeed in the way you had planned. Don’t focus too much on delivering outputs alone – do focus on delivering overall objectives!



	Sustaining innovation

· Maintaining innovation through interaction. Innovation is an interactive process involving feedback from experts and beneficiaries. Often the added value of an innovation depends on the inputs you receive from a both internal sources (including beneficiaries) and external sources.
· Establish links with the wider research environment. Access to the latest research is important in keeping up to date with developments as well as being a useful sounding board for validating innovation.
· The transnational dimension of Equal should offer a rich source of inspiration for innovation. 

· Make sure of transferability: Think ahead and make sure you can apply the lessons you learn in a different context or you can use them for wider policy developments. 
· Identify and distinguish between ‘champions’ and ‘sponsors’. Champions have the ideas and sponsors make sure they get carried out. After all, a new idea can only be innovative if it works.



Annex 1: Contact details for examples used in this guide

DP name: Building Opportunities Through Workplace Learning
Lead organisation: TUC

Contact name: Liz Smith

Address: 
Trades Union Congress


   
Congress House


    
Great Russell Street


    
London


   
WC1B 3LS

E-mail : 
lsmith@tuc.org.uk

Phone : 
0151 236 7678

DP name: IMPACT- Innovation Means Prisons And Community Together
Lead organisation: Prison Service

Contact name: Denise Woods

Address : 
HM Prison Service


     
c/o HMYOI Thorn Cross


     
Arley Road


      
Appleton Thorn


      
Warrington


     
Cheshire


     
WA4 4RL

E-mail: 
Impactdp@aol.com

Phone:
01925 605237

DP name: Leeds e-employability DP

Lead organisation: Leeds City Council

Contact name: Martin Green

Address : 
Leeds City Council


    
Learning and Leisure Department

               
Jobs and Skills

              
5th Floor, 1 Eastgate

               
Leeds

              
West Yorkshire

              
 LS2 7LY

E-mail :
martin.green@leeds.gov.uk

Phone:
0113 395 0082

DP name: LENRA 
Lead organisation: MBA Training, Research and Development Ltd.
Contact name: Claudia Marchini

Address : 
MBA Training, Research and Development Ltd


   
Circus House


   
26 Little Portland Street


   
London


  
W1W 8BX

E-mail : 
claudia@mbatrd.com

Phone 
020 7255 2264

DP name: The Now! Partnership

Lead organisation: Connexions Lancashire Ltd.

Contact name: Andrew Dunn

Address : 
Connexions Lancashire Ltd


    
C/o  Now Network


    
2nd Floor, Guildhall House

 
    
Guildhall Street


   
 Preston


   
 Lancashire


   
PR1 3NU

E-mail : 
andrew@nownetwork.org.uk

Phone :
01772 205400

DP name: REFLEX

Lead organisation: London Borough of Islington

Contact name: Terry Bednall

Address : 
Prevista Limited


    
United House

                
North Road

                
Islington

                
London

               
N7 9DP

E-mail : 
terryb@prevista.co.uk

Phone :  
020 7619 6261

Annex 2: List of abbreviations

BME

Black and Minority Ethnic

CEDEFOP
European Centre for the Development of Vocational Training

CRE

Commission for Racial Equality

DP

Equal Development Partnership

DPA 

Development Partnership Agreement

DRC

Disability Rights Commission

EC 

European Commission

ECCO

European Community Co-operation Observatory

ECDB

European Common Database

EOC

Equal Opportunities Commission

ESF

European Social Fund

ESOL

English for speakers of other languages



ESU

Equal Support Unit

ETG

European Thematic Group

EU

European Union

FE

Further education

GB

Great Britain

HE

Higher education

ICT

Information and communication technologies

IPR

Intellectual property rights

LSC

Learning and Skills Council

LSP

Local Strategic Partnerships

MPA 

Mainstreaming Partnership Agreement 

RDA 

Regional Development Agency

SME 

Small to medium sized enterprises

SRB 

Single Regeneration Budget

TCA

Transnational Co-operation Agreement

TNG 

Thematic Networking Group

UK

United Kingdom of Great Britain and Northern Ireland
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