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1 
Introduction

1.1 
What is purpose of this good practice guide?

This guide has been designed to give practical help with setting up and managing monitoring and record-keeping systems for Equal.  It focuses on ‘how’ to monitor, rather than ‘what’ to monitor or ‘when’.  You should ideally read it as a supplement to the Equal Guidance Note on Monitoring and Record keeping and with the Equal Initial Guidance.

The guide draws on the experience of Equal Development Partnerships (DPs) and builds on the good practice shared by partners at the Action 2 update seminars held in April 2003.  

1.2
What is good practice?

Good practice is a way of describing a system, procedure or methodology that works well, that is, ‘gets the job done’ and gets it done effectively.

1.3 
Who should read this good practice guide?

The guide has been written for Development Partnerships (DPs) in Action 2 and Mainstreaming Partnerships in Action 3.  It will help you to develop your monitoring and record-keeping systems and procedures.  You should read it if your organisation is involved in monitoring and record keeping for DPs and Mainstreaming Partnerships.  Your organisation is likely to be a partner, although you could also be a subcontractor or other third party.
  Throughout this guide, references to DPs will mean DPs and Mainstreaming Partnerships.

Effective monitoring and record keeping can be challenging – especially for DPs that involve a wide range of individuals and organisations.  It needs:

· high levels of organisation;

· well-developed and clearly-defined systems, tools and procedures; and 

· detailed information.  

The more help that you can give to the people responsible for monitoring and record keeping - through planned and ongoing support - the easier it will be for them to make sure that your DP meets European Social Fund (ESF) requirements.  This guide will help you to think about how to provide this support.

1.4
Why monitoring and record keeping is important

There are a number of reasons why monitoring should take place.

· To manage the DP and make sure it is successful: the need for your DP has already been established, so its performance is important to all those involved as a way of achieving their organisational objectives.  Monitoring enables you to systematically check that everything is running to plan and to deal with issues as they arise.  It also helps you to identify problems early so that action can be taken to put them right.

· To meet the requirements of Equal funding: the GB Equal Support Unit (ESU) needs to know that your DP is being delivered in line with:


· the approved application;
 

· the principles of Equal; and 

· the rules and regulations of ESF. 

Monitoring enables you to provide the information required by the ESU, as well as the European Social Fund Division (ESFD)
 and the European Commission. 

· As part of the evaluation process: as a DP, you are expected to evaluate your work – ideally externally, as well as internally.  Monitoring is an important part of evaluation because it provides essential information to help you to understand and assess your DP’s performance.

· For audit purposes: there should be a clear audit trail from the start of your DP through to the Closure Report.  You need to have comprehensive and detailed monitoring records in place so that you are able to handle regular audits and verifications. 

1.5
A framework for monitoring and record keeping

The framework below has been designed to help you to see at a glance the key areas you need to think about when developing monitoring and record-keeping systems and procedures.









All aspects of the framework are closely linked; they form part of one ongoing process or cycle.  Each aspect of the framework is explained further in this guide.  However, you need to be clear from the start who is responsible for the various aspects of the framework, and make sure that regular and effective communication takes place between all parties.

2 
Plans

Good monitoring and record keeping starts with good planning.  Ideally, this should take place as soon as any organisations are signed up to the DP (as partners, delivery agents, match funders and so on) and before any activities begin.  You should try to avoid retrospective monitoring and record keeping, otherwise it can become a time-consuming and ‘messy’ process.

You need to be aware that monitoring and record keeping will generally take more time than you expect and you need to allow for this.  In particular, there can be long lead-in times, especially where partners are not experienced and need a lot of up-front support (see Section 3).

Your planning should include assessments of the following.

· What needs to be monitored and what records need to be kept.

· Who has responsibility for monitoring and record keeping.

· When monitoring and record keeping should take place.

· How you should monitor your DP’s activities and keep records.

You may also find it helpful to consider what monitoring and record-keeping systems and procedures your partners already have in place, and whether you can use these or adapt them to meet the needs of your DP in order to save time and money.

2.1
Responsibilities

2.1(a)
Sharing responsibility

Monitoring and record keeping will touch all the organisations and individuals involved in your DP.  So, to avoid confusion and to make sure that the work is carried out effectively, it is important to decide on the key roles and responsibilities for monitoring and record keeping, and how they all fit together.  These should be clearly explained and agreed, ideally through a written contract or agreement (see Section 2.2).

We strongly recommend that the responsibility for monitoring and record keeping is not ‘tagged on’ to an existing full-time post.  It is not very likely that the job of monitoring and keeping records for your DP can be done by someone in their ‘spare time’.  Monitoring and record keeping requires you and your partners to provide dedicated staff.  You should be particularly careful not to plan your Equal monitoring and record-keeping resources only on the basis of your experience of other ESF projects.  You may find that you need more substantial resources because Equal requires you to work across a wide, diverse partnership and carry out innovative activities.  

2.1(b)
Lead responsibility

Your DP needs to decide which organisation will take an overall (or lead) responsibility for monitoring and record keeping.  This will partly depend on if the organisation is a public match funder or not, as ESF rules state that only a public match funder can take lead responsibility for monitoring and record keeping (they sign up to this in the Public Match Funding Certificate
).  This organisation is known as the ‘lead public match funder’.

The lead partner of your DP (or DP Ltd) is responsible to the ESFD for monitoring and record keeping – this applies whoever carries out the monitoring and record keeping.  This means that, if an auditor declares that an activity has not been adequately monitored and documented, the lead partner is liable to pay back ESF funds.  Because of this, the lead partner usually takes the lead role for monitoring and record keeping - providing it is a public match funder.  However, the lead partner does not have to take this role.  It can delegate this to another organisation if this is more appropriate; but this arrangement will only work if the two organisations communicate well and work well together.   

When deciding which organisation should take lead responsibility for monitoring and record keeping, your DP should consider the following.

· Match funding status – as previously mentioned, only a public match funder can take lead responsibility for monitoring and record keeping.

· Previous experience – ideally, the organisation should have previous experience of monitoring and record keeping on other European-funded initiatives (preferably ESF).  The organisation should also have a sound knowledge of the monitoring and record-keeping requirements of the Equal Programme.

· Staffing – the organisation should have enough staff for the role.  Monitoring and record keeping is an important and demanding role which needs to be properly resourced for the lifetime of the DP and beyond
 - ideally through a full-time-equivalent post.


To decide if an organisation has enough staff to cover monitoring and record keeping, it is worth examining what this role entails and the skills that will be required.  These may include:

· planning and co-ordination;

· developing systems and procedures;

· administration;

· analysing training needs and delivering training as required;

· general support, diagnostic skills and problem-solving skills;

· interpersonal, communication and dissemination skills;

· data entry and analysis; and

· using Information and Communications Technology (ICT) tools, for example, software for monitoring. 

The person responsible for monitoring and record keeping must also be given access to members of the partnership and have knowledge of the DP.
2.1(c)
Joint responsibility

Your DP also needs to consider how to make sure that all partners share responsibility for monitoring and record keeping.  It is important that, even though your DP will have appointed a lead public match funder, monitoring and record keeping is seen by all as a joint responsibility.  

To achieve this, you may want to consider ways of ‘empowering’ all the partners in the monitoring and record-keeping process.  You can do this by setting up subgroups, committees or working groups, or by sharing out tasks.  Empowerment often creates a sense of ownership and responsibility, and leads to outcomes that cannot always be guaranteed when a partnership is overseen by one individual or organisation.

Another way of making sure that the partners are committed to monitoring and record keeping is to tell them about the benefits of the process, highlighting the achievements and successes wherever possible.  Partners will then be able to see the value of what they are doing.  For example, monitoring data collected by the partners may reveal:

· the success of a DP’s innovative training package – which may be suitable for mainstreaming;

· that a DP has exceeded its beneficiary targets; or

· that a DP’s website has been developed ahead of schedule.

If your DP is being audited by the ESFD’s Verification and Audit Team and the audit goes well because partners have kept comprehensive records, you can use this as a good example of record keeping. You can emphasise that, thanks to a full audit trail being in place, your DP is able to claim ESF funds and partners are able to continue delivering their work.

However, monitoring and record keeping will not always reveal successes and achievements.  For example, it may highlight gaps in the audit trail, or activities that are behind schedule or below budget. This is still an important function of monitoring and record keeping and negative findings should also be communicated to partners – in a constructive way – so that they can take action to put things right. That way, all the partners are fully aware of the situation and are in a position to act as a team.  

Case study 1

Solent Community Development Partnership

The Solent Community Development Partnership has shared responsibility for monitoring and record keeping across the partnership.  One partner in each region is responsible for collecting information using a standardised monitoring form.  The information is then sent to the lead partner who inputs it to an Access file. 

At board level, each of the five core partners is responsible for monitoring progress against at least one of the leading principles of the Equal Programme.  For example, one partner is responsible for monitoring progress in innovation and added value; another partner is responsible for monitoring progress against the DP workplan.  Each partner reports back at the DP steering group meeting where overall progress is reviewed. 

This approach has allowed all partners to become stakeholders in monitoring and record keeping and they jointly resource this important area of work.  It has also allowed the DP to use the particular expertise of individuals in each organisation.  This has been particularly important because the partnership does not have a single person responsible for monitoring and record keeping; instead, they have drawn together a ‘team’ of people from across the DP to get involved in monitoring and record keeping. 

The DP feels that its approach to monitoring and record keeping promotes ‘genuine partnership’ by involving all partners.  Geoff Phillpotts, Community Regeneration Manager for the DP, comments ‘we are all equal partners in the process’.  The DP also points out that this approach is particularly beneficial for a small DP like Solent that can realistically involve all of its partners. 
2.2
Written agreements

2.2(a)
Contracts

As already pointed out, the lead partner is responsible for monitoring and record keeping, as set out in the formal Agreement with the ESFD.  However, it is good practice for the lead partner to extend or ‘share’ this formal responsibility with all of its partners by entering into similar formal contracts that reflect the requirements of the main Agreement.  

The following are examples of areas that could be covered by the contracts, taken from the Equal Guidance Note on Monitoring and Record keeping.
· Objectives of the DP.

· Details of the DP funding.

· Details of DP work (domestic and transnational) to be done.

· Outputs and outcomes of the DP.

· How performance will be monitored and what is required from record keeping.

· Responsibilities for how the partnership is run.

· Evaluation arrangements.

· Payment arrangements, including requirements for repayments.

· Details of any match funding to be provided.

· Eligibility criteria for expenditure.

· Eligibility criteria for beneficiaries.

· Rights of access to the records for auditors, reporting accountants, agents of the lead partner, the European Commission, the European Court of Auditors, the National Court of Auditors, the ESFD or the ESU.

· Publicity and IPR (intellectual property rights) requirements.

· Keeping documents.

· Legal issues.

Some DPs do not pay ESF funds to partners unless they have fulfilled their contract.  For example, if a partner does not provide the necessary monitoring data by a particular date, or does not ‘pass’ a monitoring visit (see Section 2.5 below), then the lead partner does not pay the ESF funds that are owing to them.  The funds are only released once the partner has put the situation right.  Some people may feel this approach is harsh and may upset the personal relations and degree of trust that has been established within the DP.  This is understandable, but it is always worth remembering that the partners are involved in a business-like undertaking and sanctions may be necessary to safeguard the financial position of the lead partner and the partnership as a whole.  If one or several partners cannot meet the monitoring and record-keeping requirements, it has a negative impact on the whole DP.  It could also be argued that by incorporating sanctions within the contract, the lead partner is not likely to need them because all partners view the undertaking more seriously.

Clearly, you will have to carefully consider the ‘pros and cons’ of having a contract and including sanctions.  It is particularly important to consider the situation of smaller community and voluntary organisations who are partners in your DP.  They may not be able to carry on with their work if you suspend ESF payments so, if they are to continue to play a full part in your DP, sanctions may not be appropriate.

Remember, you do not have to have an identical contract for each partner.  Some DPs have developed different types of contract depending on the status of the organisation and their involvement in the DP.

2.2(b)
Service-level agreements

Service-level agreements (SLAs) are an alternative to formal partner contracts and some DPs prefer them.  They allow the lead partner to tell the partners what they have to do in all areas of the DP, including monitoring and record keeping, without the legal formalities of a contract.  The SLAs can also set out the partners’ own expectations of the lead partner, so they act as a sort of ‘memorandum of understanding’ between all parties.

Both formal contracts and the less-formal SLAs do not have to be confined to partners.  Indeed, it is advisable for you to extend agreements to subcontractors and other third parties so that the responsibilities and liabilities of all the organisations involved in your DP are clear.

2.3
The monitoring cycle and monitoring points

You may want to consider drawing up a ‘monitoring cycle’ or schedule of key monitoring dates or points for your DP.  This schedule should fit in with the key monitoring dates for the Equal Programme for submitting the:

· Profile and Advance Claim Form;

· Progress Report and Interim Claim Forms;

· European Annual Monitoring Forms;

· Bi-annual Monitoring Forms;

· Public Match Funding Certificates (PMFCs);

· General Statements of Expenditure (GSEs);

· Article 4 Verification Certificates (A4VCs) or Audit Commission Certificates; and

· Closure Report.

You could give the schedule to all partners as soon as possible, preferably at the start of your DP and to any new organisations when they join your DP.

It is always advisable to build some ‘room for manoeuvre’ into the schedule.  If the lead partner needs to submit an interim claim form to the ESU six weeks after the end of the claim period, then realistically it needs to receive monitoring data from the partners at least two to three weeks before that.  This should give the lead partner enough time to pull the data together and go back to partners if any figures don’t agree or data is missing.  You may have to extend the lead-in time even further on the occasions (once a year) when the interim claim has to be verified or audited before submission to the ESU.

The key here is to make sure that all partners are primed and ‘ready to go’.  They should have plenty of advance warning, coupled with regular reminders.  Some DPs have commented on the time it takes to regularly remind partners of pending deadlines.  However, most agree that it is time well spent to make sure that the deadlines for Equal are on people’s minds and do not get lost to other work commitments.

It is always worth remembering that the contact person you may be dealing with is unlikely to be the only person in the partner organisation involved in collecting all the monitoring data.  So it is worth planning ahead, if only to give advance warning to your contact, so that they can then give advance warning to their work colleagues.

Planning around holidays or other absences is also critical.  You should be looking ahead to periods when staff are likely to be away (for example, during the summer and at Christmas) and making sure that you have alternative arrangements.  As part of this, it is useful to have a member of staff shadowing or working alongside key staff so that there is always cover when someone is away.  A common problem for DPs is obtaining monitoring data, collecting certificates or getting paperwork signed off when the person concerned is on leave and there is no one left to cover.  This creates unnecessary delays and problems, which could have been avoided if there had been some planning.  Circulating the monitoring cycle is a good way of dealing with this.  It prompts people to look at their diaries and see where deadlines clash with their absences. 

2.4 
Risk assessment

A number of DPs have carried out a ‘risk assessment’ of all their partners.  This allows them to work out the level of ‘perceived risk’ associated with each.  The level of perceived risk may be linked to a number of factors such as:

· previous ESF experience;

· staffing levels;

· existing monitoring and record-keeping practices;

· the level of participation in the DP; and 

· associated costs.

Case study 2

Workforce Futures Partnership 

The Workforce Futures Partnership is a large, diverse partnership, which includes employees, employers and the target group.  Organisations joined the DP with a range of ESF experience.  On this basis, the lead partner (South London Learning and Skills Council) introduced a ‘Risk Register’ – a monitoring system which tries to identify potential monitoring problems before they happen.  It works by assessing the perceived risk in each partner’s ability to monitor and its resources (organisation, staffing and past experience). 

Other features of the system are as follows.

· The level and frequency of the monitoring information required from each partner depends on the outcome of the risk register assessment.  


· Resources can be diverted to support those organisations that are the most likely to experience problems.


· All organisations keep in regular contact through e-mail and by phone.  


· The Finance and Monitoring Officer produces a monitoring report every three months which they present to the DP Steering Group.


· South London Learning and Skills Council uses its risk register with its Equal DP, and other ESF partnerships that it is involved in. 

2.5  
Monitoring visits

The ESU conducts annual monitoring visits to DPs.  These visits cover the monitoring and record-keeping requirements of the Equal Programme (alongside other key topics).  A number of DPs are mirroring this approach by carrying out their own monitoring visits to partners on a regular (monthly, three-monthly or twice-yearly) basis.  DPs report that this helps them to:

· check that partners are meeting their monitoring and record keeping requirements as set out in their contracts or SLAs;

· fully understand these requirements;

· notify partners of any changes to the requirements;

· introduce new systems and procedures where necessary;

· induct new staff;

· identify any training needs; and

· offer additional support and guidance where required.

Overall, the monitoring visit is a very useful way of really getting to grips with individual partners’ monitoring and record-keeping systems.  Obviously, there are practical considerations, such as the time spent travelling to different locations, particularly if your DP is working on a GB-wide or multi-regional basis.  But, even if it takes place just once in Action 2 or Action 3, a visit can pay dividends, particularly in the early stages of setting up systems.

3
Support

Helping partners with their monitoring and record keeping can be demanding in terms of both time and resources.  However, it is an important aspect of successful monitoring and record keeping, and your DP will benefit greatly from investing fully in support systems and procedures.

3.1
Tailored support
The support given to your DP will need to be tailored to meet the needs of individuals or organisations according to their levels of experience, confidence, knowledge and understanding, particularly of ESF rules and systems.

3.1(a)
Beneficiaries 

For most DPs, beneficiaries play a key role in testing innovative ideas and approaches.  They can give valuable feedback and indicate whether your DP is reaching and meeting the needs of your target group.  So, monitoring the involvement of beneficiaries – particularly when it feeds into your DP’s evaluation – is essential to understanding the extent of your DP’s success and impact.  However, it is important that monitoring – and the record keeping that goes with it – does not in itself present a barrier that stops beneficiaries from taking part.

To make sure that the beneficiary monitoring and record keeping is as useful as possible, it is worth considering the following key areas.

Up-front and clear information – many DPs have commented on the importance of explaining the purpose of monitoring and record keeping to beneficiaries at the outset.  This should include information about data protection and confidentiality.  A useful time to do this is when prospective beneficiaries enquire about or enrol on your DP.  This will make sure that, as well as knowing how they will benefit and what they will receive from your DP, they also know what you require of them. This approach also helps to dispel any anxiety about ‘form filling’ and ‘being checked up on’.  Indeed, if you tell beneficiaries that information about them, their progress and their views all help to show how your DP is progressing, they will feel as if they are making a contribution to your DP.

Presenting monitoring forms – at various stages, you will need to ask beneficiaries to complete monitoring forms.  These are likely to include forms about eligibility, timesheets, allowance forms and feedback questionnaires.  It is important to think about how you present these forms so that they are easy to use and attractive.  For example, you may consider offering different font styles and sizes to help people who are visually impaired.  Or you may want to use colour to make the forms more ‘upbeat’ or to highlight certain questions or sections.
  Another approach is to combine monitoring forms and existing forms.  For example, if you already ask beneficiaries to complete an enrolment form when they sign up to a college course, why not insert some additional eligibility questions into the form for the purposes of Equal, rather than having a separate form for Equal.  This should help to streamline the process of collecting monitoring data from beneficiaries.  It will also help to dispel the idea that Equal monitoring has to be an additional, somewhat unfamiliar exercise.

Electronic methods – depending on the types of beneficiaries and their level of ICT skills, it is worth considering collecting some of the monitoring data electronically.  Depending on your target group, this may make the monitoring more attractive and accessible.  You can find more information on ICT-based systems in Section 4.  However, it is important to remember that monitoring data that is collected electronically still needs to be authenticated (signed to confirm the information is correct).  For example, when a beneficiary has completed an eligibility form electronically, they must also sign and date a print-out of the form.  A counter-signature from another person to confirm the information is correct is also advisable, especially on timesheets.

Language – the language you use for the questions or giving instructions is also an important consideration.  This is particularly the case where you are supporting beneficiaries with low basic skills, or who do not have English as their first language.  Above all, the language you are using must be clear and pitched at an appropriate level for your target group.  You should avoid jargon and abbreviations. 

Sample testing – you could test your monitoring forms on a sample group of beneficiaries before starting to use them formally.  This is a good way of making sure that the forms are ‘beneficiary friendly’, and you will also be involving beneficiaries in how you develop and deliver your DP.

Direct support – beneficiaries should not feel that they have to meet the monitoring requirements of your DP without help.  You should think about any direct support that your beneficiaries may need throughout the monitoring process.  It is probably best – and cost-effective – if you build this support into the support you are providing for other aspects of your work with beneficiaries.  For example, if a beneficiary is assigned a mentor while on a work placement, the mentor could help with the monitoring as well as the placement itself.

Whatever support arrangements are in place, it is important that beneficiaries have someone they can contact either by phone or e-mail, or meet face-to-face when they are experiencing difficulties.  Your staff should also be taking steps to prevent any difficulties through regular, day-to-day contact with beneficiaries.  Without this, those beneficiaries who may be struggling with the monitoring requirements, but don’t have the confidence to ask for help, may go unnoticed.  Clearly, this will not help their experience of your DP and risks leaving gaps in your monitoring data.

Feedback – where possible, it is good to feed back the results of the monitoring to your beneficiaries. You can do this through a newsletter, for example, or beneficiary meetings or just informal conversation.  Feedback can help to motivate beneficiaries; it shows them that the information they provide is actually considered, and where necessary, is acted on. 

Sensitive information and issues of confidentiality – it is important to be aware of the potential concerns and sensitivities of individual beneficiaries and how these may affect your monitoring and record keeping.  Consulting with the partners and the beneficiaries themselves will help you to identify and understand what the issues are and to deal with them as far as possible.  For example, some beneficiaries may be concerned about giving close, personal information for fear it may not be kept confidential or it may provide a basis for discrimination. 

DPs have so far used a number of approaches to deal with these issues.  

· They have explained about issues of confidentiality, setting out how the information will be used and who will see it.  

· They have designed monitoring forms with tear-off slips or coding systems so sensitive information can be kept completely anonymous or confidential to designated staff.  If you design such a system, it is always useful to have some means of tracking the beneficiary  (if only by designated staff), just in case the information identifies issues or support needs that your DP needs to deal with. 

· They have given beneficiaries the option of not answering certain monitoring questions.  The sample monitoring forms in the Equal Guidance Note on Monitoring and Record keeping follow this approach by including a ‘prefer not to say’ box in some of the sections.  While it is entirely acceptable for you to introduce such a box, your first priority must be to observe ESF monitoring requirements.  In other words, your DP must be able to collect sufficient monitoring data to demonstrate that it is targeting and reaching the beneficiary groups as set out in your Development Partnership Agreement (DPA).  If all or the majority of your beneficiaries end up ‘preferring not to say’, then your DP risks not being able to show this.  This is not to say you should disregard this approach, but you are advised to monitor the results of using it and possibly combine it with other approaches to make sure that, wherever possible, beneficiaries are providing a full set of monitoring data.  Remember that there may be a range of reasons why beneficiaries may ‘prefer not to say’, which your DP should be working to deal with.

Case study 3

KEEP 

The Kent Equal Employability Partnership (KEEP) DP has developed a programme of support designed to help beneficiaries to gain the skills to find employment, education or training opportunities.  This includes introducing a ‘passport’ scheme to identify both the beneficiaries’ needs and the support provided.  Each beneficiary carries a ‘Passport to KEEP’ in which they log their own activities.  This scheme helps to track and monitor beneficiary progress with the added value of empowering beneficiaries by giving them responsibility for managing and recording their day-to-day activities.
3.1(b)
Voluntary and community organisations

Equal values voluntary and community organisations and encourages them to take part in DPs and their associated work programmes.  Although some of these organisations may be experienced in working on ESF projects, others may not.  So it is vital that your DP provides any support that these organisations need for monitoring and record keeping.  This will of course apply equally to any type of organisation new to ESF that joins your DP. 

It is worth bearing in mind that voluntary and community organisations are likely to have limited budgets and few staff, which may affect the way that they view and approach monitoring and record keeping.  For example, some organisations may not be able to fully dedicate staff to monitoring and record keeping.  Your DP may be able to offer help (and resources if possible) from the wider partnership.  Another approach is to use a ‘buddying’ or mentoring system where a more experienced partner provides day-to-day support and advice to a less experienced one (this may or may not be another voluntary or community organisation).

Cash flow is another important issue that affects monitoring and record keeping.  Some smaller organisations may not be able to carry on if there were delays in ESF payments from the lead partner, which itself partly relies on all the partners compiling and submitting their monitoring data on time for the purposes of interim claims.  This reinforces the importance of planning and communicating monitoring and record-keeping systems across the whole partnership, to make sure that the interim claims (and any associated documentation) can be compiled accurately and on time.  

3.1(c)
Private-sector companies 

Private-sector companies may have limited knowledge and experience of ESF requirements.  Small and medium-sized enterprises (SMEs) in particular are also likely to be limited by pressures on time and resources.  Many of the points made in Section 3.1(a) about helping beneficiaries will also apply to supporting private-sector companies.  Feedback from DPs indicates that providing up-front and clear information is probably the most important point.  This is a good way of overcoming the well-known difficulty of getting companies to provide payroll information (along with timesheets) as evidence of their private match funding contributions.  By explaining ESF monitoring requirements, including the need for payroll evidence, at the beginning of a project, your DP has a better chance of securing this information in the longer term.  Project managers have been known to mention the requirements midway through or at the end of their project for fear of ‘scaring away’ companies in the early stages of building a relationship with them.  However, experience has shown that this only undermines the relationship that they have worked so hard to build – companies can lose trust, feeling that project managers have acted in an underhand way – and that it makes it more difficult to collect the necessary monitoring information in the end.

3.2
Staff training

3.2(a)
Induction

It is important that the DP recognises that partners will have a wide range of expectations and understanding of the monitoring and record-keeping requirements of an ESF Programme, particularly a new initiative such as Equal. 
It is good practice to make sure that all partners receive a full induction on the DP’s systems and processes, including a full explanation of all the paperwork, products or methodologies, timescales and deadlines.  Lead public match funders should use induction to explain their role, and deal with any issues and concerns if they arise.

The induction also gives your DP an opportunity to stress the benefits of effective monitoring and record keeping to all partners.  Ideally, you should use the induction to start to develop a shared sense of ownership of your DP’s monitoring and record-keeping requirements, and make sure that all organisations feel involved or empowered to fully take part (see Section 2.1).

The partners may benefit from a range of supporting resources.  These may include:

· ESU Guidance Notes (adapted to the needs of the DP);

· DP-developed Guidance Notes;

· an induction pack;

· a training pack, including details of training available; and

· the DP’s website.

3.2(b)
Training programmes

Along with the induction process, you may want to develop a rolling programme of training.  The content of the training programme could be determined by an analysis of training needs, done at the start of your DP (or when new partners join your DP) and tailored to meet the various needs identified. Training activity could then take place:

· on a one-to-one basis;

· as part of a larger occasion, for example, an ‘away day’; or 

· as a specific group event.

3.3
Helplines and named contacts

It is good practice to give partners a Helpline number to call with their problems or enquiries.  You can also give them the name of someone they can speak to when they need advice. 

Case study 4

Equal Partnership - City Pride

Manchester Enterprises, the lead partner for this DP, has considerable experience of ESF systems and has established efficient monitoring systems, which include a timetable of visits and training.  

Key features of the DP’s support systems include the following.

· ‘Partnership Agreements’ – these outline the terms and conditions of the DP, cover several aspects of the DP’s activities and encourage partners to commit to the goals of the DP.

· A dedicated officer - the Project Manager at Manchester Enterprises is the first point of contact for all sub-projects and is responsible for managing and carrying out all the monitoring.  

· Helpline - each partner is given a direct-line number for staff at Manchester Enterprises for support and queries (including evaluation and finance). 

· Visits - each DP sub-project receives at least:

-
a visit before the activity starts

-
a monitoring visit following the first submitted claim; and

-
another visit after the final claim

· The number of visits may vary with the length of the project and at the request of either Manchester Enterprises or the sub-project.


· Paperwork - all sub-projects are provided with a set of standard beneficiary and other forms, including financial and monitoring returns.  Manchester Enterprise reproduces many of the Equal forms and provides guidance notes on several topics including finance.  They also aim to standardise systems and monitoring information to be collected across the partnership.


· Quality checks - two members of Manchester Enterprises staff review all output, financial-monitoring visit reports and collated evidence.
3.4
Reminders and chasers

You may find it helpful to send written or e-mail reminders to partners when monitoring returns are due or before visits take place. Or, you may want to use a web-based schedule or reminder system to generate prompts.  Where partners do not respond to deadlines on time, a system of ‘chaser’ phone calls, e-mails or letters can also help.

4
Tools

There are a range of helpful tools that DPs can use as part of their monitoring and 

record-keeping activities.  

4.1
Checklists

Checklists are a quick and easy way for partners to keep track of the forms to be filled in so records are kept and deadlines are met and so on (see Section 2.3).  The ESU has produced a range of checklists which you can use or adapt as needed.  These include checklists for:

· completing the Profile and Advance Claim Form;

· completing the Progress Report and Interim Claim Form;

· completing the Public Match Funding Certificate;

· completing the General Statement of Expenditure; and

· general project planning.

You can download these checklists from the Equal website ww.equal.ecotec.co.uk.

4.2
Spreadsheets

Some DPs have produced spreadsheets in the same format as the finance section of the DPA, Mainstreaming Partnership Agreement (MPA) or Expenditure and Revenue Spreadsheet (ERS).  This avoids the problem of partners submitting information in different formats and makes it much easier to collate the information for inspection or claims.

4.3
Databases

Databases are being used effectively by DPs to record beneficiary monitoring information. 

Case study 5

Building Opportunities through Workplace Learning

Building Opportunities through Workplace Learning is a national DP led by the TUC Education Service.  The DP develops and tests new approaches to workplace learning, supporting those in the workforce who are not currently taking part in learning, including those with basic-skills needs. 

The DP has developed monitoring tools, which include beneficiary monitoring forms and an extensive monitoring database.  The DP’s pilots, which are based in different sectors, report on progress every six weeks and this information is captured on the database.

Each pilot also produces its own detailed budget and individual workplan to keep a check on activities and finances. 

4.4
Websites and IT software 

Some DPs are using ‘project management websites’ with secure areas for partners to access and input monitoring and record-keeping information, and to share good practice.

Case study 6

Support for Social Economy in the Eastern Region

Support for Social Economy in the Eastern Region, a large DP of 22 partners, uses a 

website-based system for monitoring projects across the DP.  The system, originally developed under ADAPT as an Access-based product, is now owned by a private company who produced a version to run on the web for Objective 3, and tailored this for Equal. 

Using a user-friendly interface, partners input monitoring data in a password-protected area.  This information is automatically transferred into an Access database held by the lead partner.  From this database the lead partner can collate all the information needed for Equal monitoring requirements, without having to input data again.  

Some advantages of this web-based system highlighted by the DP include: 

· constant access to all data; 

· being able to review information input by partners  - allowing the lead partner to keep track of monitoring and catch any problems early; and 

· being able to correct mistakes easily because it is possible to discuss a document when both partners are on-line.  

As the data is all stored in one central, virtual location it is not necessary for files or documents to pass between partners.  This reduces the risk of losing or duplicating data. 

All the partners carried out an IT audit to make sure they had the technical capacity to use the system. 

The system requires the lead partner to have access to the database and the skills to use it. 

You can view a demonstration of this product at www.projectmoniter.co.uk
Case study 7

ACORN

BOLDU have developed a web-based Management Information System (MIS) for their DP. Using a secure password, partners can access the website - which forms part of the overall paper trail for the DP - at any time.  The system has different levels of access which partners can customise.  These areas include:

· reporting tasks;

· a message board;

· a meetings schedule;

· a work schedule;

· documents; and

· finance 

It allows users to upload and download files and information specific to them and to the management, timescale and financial returns of the DP. 

Different levels of access can be given to key staff within each of the DP partners.  The system can also track each individual’s use of the site. 
The MIS acts as a single point of communication for the DP partners.  It also makes it easy to manage the DP and report to the partners remotely.

4.5
Monitoring soft outcomes

As well as hard outcomes, you are encouraged to identify and monitor other beneficiary achievements, including improvements in self-confidence, motivation, attendance, social skills and so on.  You need to develop tools to measure soft outcomes or ‘distance travelled’ in these areas.

These tools could include:

· self-assessment tools such as ’before and after’ DP questionnaires or software packages;

· peer-group reviews;

· records of interviews;

· beneficiary ‘testimonials’ or ‘witness statements’;

· psychological ‘tests’ or profiles; and

· feedback from organisations, for example, voluntary organisations.

Measuring soft outcomes and distance travelled can be challenging.  However, you can find practical examples and useful case studies on how to define, measure and develop soft outcomes in ‘Measuring Soft Outcomes and Distance Travelled: A Practical Guide’
. 

5
Control checks

5.1
Visits and dummy audits

The potential benefits of regular monitoring visits were listed in Section 2.5.  In addition to making monitoring visits, you should consider carrying out preventative or ‘dummy’ audits to prepare for any external audit.  This formal process will give partners an idea of what to expect and enable all parties to deal with any problems.

Case study 8

TyneWear Employability Development Partnership

The lead partner, the City of Sunderland, timetables monitoring and support visits according to their partners’ ESF experience, visiting the least experienced first.  The lead partner also has responsibility for checking claims before they are sent to the ESU - encouraging greater communication between themselves and their partners. 

5.2
Sample checks on record keeping

In addition, or as an alternative to the above, you should check a sample of the paperwork your partners use for record keeping to make sure that it contains all the information necessary for monitoring.  This is particularly important where lead partners have agreed that partners can keep source documentation themselves.

6
Review

6.1
Links to planning 

Planning and review are related features of the monitoring framework or cycle.  DPs should use a formal review process to continually review their plans for monitoring and record keeping.   

6.2
Subgroups and monitoring groups

The review process may involve individuals or organisations as well as the lead public match funder (see Section 2.1(b)).  Some DPs have set up subgroups to provide feedback from the wider DP to the lead public match funder.

6.3
Feedback to the management group and lead partner

If the lead public match funder is not the lead partner for your DP, there should be a close working relationship between the two, based on regular information sharing.  

The lead partner should also make sure that information on the DP’s monitoring activity is fed back to the DP’s management committee or steering group as appropriate. 

Case study 9

Embracing Diversity 

Stockport Metropolitan Borough Council has overall responsibility for co-ordinating a range of data collection and reporting mechanisms, which include tracking information, themed ‘away days’ and strategic reviews.  The project also has an ‘action learning’ approach which forms part of its evaluation process. 

The ‘away days’ allow the DP to review progress against key elements.  The past two events have focused on working with employers and beneficiaries.  These have involved referral-agency and beneficiary-mapping exercises, and have involved presentations to review all aspects of the work, and the activities that staff have carried out with disadvantaged groups.

The companies that are working alongside the Embracing Diversity project have completed a ‘company analysis’.  This document allows the project an insight into the company culture, and the issues that a company will face in recruiting and retaining beneficiaries on the project.  

The ‘company analysis’ will be used to benchmark the project.  It will be reviewed at regular intervals to monitor progression and distance travelled by each of the individual companies with the beneficiary groups.  Beneficiaries are evaluated and monitored throughout the project through one-to-one interviews and meetings.

Stockport Metropolitan Borough Council holds regular, scheduled DP meetings at all levels to receive feedback and monitor individual, team and organisational progress towards the DP’s aims and objectives.  Strategic reviews of the project have also taken place at monthly management meetings. The Embracing Diversity project is also part of the Stockport Employment Strategy, and has a multi-agency working group to tackle issues which affect disadvantaged groups in Stockport.

7
Good practice: sources

7.1
Reference documents

There are a number of documents available to your DP to help develop your monitoring and record-keeping systems and procedures including:

· Equal Initial Guidance (Section 3, Annexe 1 – Good Practice Guide)
· Equal Guidance Note on monitoring and record keeping

Both of these documents are available on the Equal website: www.equal.ecotec.co.uk

7.2
Action 2 update seminars

The ESU recently held a number of update seminars for Action 2.  They included introductory monitoring and record-keeping workshops for new partners, and good-practice workshops for partners with more experience.  The paperwork from these events is also on the Equal website.

7.3
Good practice Development Partnerships
A number of DPs have been identified within this guide as demonstrating good practice.  You can contact these DPs directly for more information (see Annex 1 for contact details) or you can contact them generally through the forum area of the Equal website. 
8
Conclusion

Monitoring and record keeping is an important responsibility for an Equal DP.  It is vital that DPs ‘get it right’ because good monitoring will help to make sure that the DP is successful.

The aim of this guide is to give you ideas about ‘how’ to carry out monitoring and record keeping effectively. It does this by:

· referring to the range of practical steps that you can take, such as developing a monitoring framework or cycle; and


· giving examples of where other DPs have developed effective solutions or ‘good practice’.

The checklist below summarises the key points that have been made.

· Plan enough time to get the job done properly.

· Provide adequate resources so there are enough staff throughout the DP.

· Make use of existing systems and procedures.

· Induct, train and support all staff who have a monitoring and record-keeping role. 

· Make sure all partners understand their role in, and take responsibility for, monitoring and record keeping.

· If possible, issue contracts or agreements to formally set out the DP’s monitoring and record-keeping requirements. 

· Assess the level of monitoring support (including visits) each partner needs and make sure that these needs are met.

· Evaluate the outcomes of the DP’s monitoring systems and procedures and adapt or change these as necessary.

· Ask the GB Equal Support Unit for support.

Annex 1: Case study contact details

1
Solent Community DP

Mr G Phillpotts

Portsmouth Housing Association

247 Fratton Road

Portsmouth

Hampshire 

PO1 5PA

Phone: 02392 892 417

Fax: 02392 814 725

E-mail: geoff.phillpotts@phagroup.org.uk
2
Workforce Futures Partnership

Mr S Stevic

South London Learning and Skills Council

Canius House

1 Scarbrook Road

Croydon

London

CRO 1SQ

Phone: 020 8929 4739

E-mail: sanja.stevic@lsc.gov.uk

3
Kent Equal Employability Partnership (KEEP)

Ms L Pizani-Williams or Ms L Taylor

Kent County Council

C/o European Institute of Social Science

Keynes College 

University of Kent at Canterbury

Canterbury

Kent 

CT2 7NP

Phone: 01227 827 583

Fax: 01227 827 246

E-mail: l.s.pizani-williams@ukc.ac.uk

4
Equal Partnership – City Pride

Mrs H dá Luz Vieira

Manchester Enterprise Ltd

Lee House

90 Great Bridgewater Street

Manchester

M1 5JW

Phone: 0161 245 4925

Fax: 0161 237 9458

E-mail: equal@manchester-enterprises.co.uk 

5
Building Opportunities Through Workplace Learning

Mr S Russell

Trade Union Congress

Congress House 

Great Russell Street

London 

WC1 3LS

Phone: 020 746 1222

Fax: 020 636 0632

E-mail: srussell@tuc.org.uk

6
Support for the Social Economy in the Eastern Region

Ms E McCorriston

Hertfordshire Business Centre

T/A Business Link Hertfordshire 

45 Grosvenor Road

St Albans

Hertfordshire 

AL1 3AW

Phone: 01727 813 692

Fax: 01727 813 706

E-mail: elaine.mccorriston@herts.businesslink.co.uk
7
ACORN (Adaptive Capabilities for Organisational Renewal through Networks)

Mr Peter Sinclair

Managing Director

BOLDU Limited

Aston Cross Bank House

Lichfield Road

Aston

Birmingham

B6  5RW

Phone:  0121 3805680

Fax:  0121 380 5681

Email: peter@boldu.co.uk 

8
TyneWear Employability DP

Ms M Slevin

City of Sunderland

European Team, Chief Executive’s Department

Civic Centre

PO Box 100 

Sunderland

Tyne & Wear

SR2 7DN

Phone: 0191 553 1619

Fax: 0191 553 1159

E-mail: michelle.slevin@sunderland.gov.uk
9
Embracing Diversity 

Mr D Cresswell

Stockport Metropolitan Borough Council

Social Services Division

Employment Services

Sanderling Building 

Bird Hall Lane

Cheadle Heath

Stockport

SK3 0RF

Phone: 0161 428 1970

Fax: 0161 491 6236

E-mail: doug.cresswell@stockport.gov.uk
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� You can find these documents on the Equal website at www.equal.ecotec.co.uk/resources


� The main activities of the DP should be carried out by partners.  You should use subcontractors only when you need expert services.








� For Action 1, this is the Application for Action 1.  For Action 2 it is the Development Partnership Agreement (DPA) and Transnational Co-operation Agreement (TCA).  For Action 3, it is the Mainstreaming Partnership Agreement. 


� The European Social Fund Division is the Managing Authority for Equal in Great Britain.  It is part of the Joint International Unit for the Department for Work and Pensions and Department for Education and Skills.


�  For more information on the role of lead public match funder, see the Guidance and checklist on completing the Public Match Funding Certificate on the Equal website at www.equal.ecotec.co.uk/resources


� Equal DPs are required to keep records until 2011, that is, three years after the final payment for the Programme. 


� Remember that certain colours are more suitable for people with a visual impairment.  For more information, consult the Disability Rights Commission website at http://www.drc-gb.org


�  For copies of this guidance, please contact the Equal Support Unit. [Please give contact details.]








