What is Access Construction Ayrshire?
Access Construction Ayrshire was designed to lever training and employment benefits from
Ayrshire Housing’s investment in housing.
It is an employment access programme which
encourages contractors to recruit and train local people.
• It is not a training programme – Access
Construction Ayrshire provides participants with a
real job in the construction industry.
• The programme supports employers to
recruit local people who may not have been able
to get these jobs through the traditional routes
into the construction industry - improving access
to high quality jobs and training opportunities for
Ayrshire people.
• The programme supports contractors to train
local people, so contributes to building the local
skills base in Ayrshire.
• The programme contributes to building the
capacity of local contractors by providing a subsidy
to employ and train new entrants to the industry.
Apprentices employed by Ashleigh (Scotland).

How does it work?
• The Housing Association engages contractors in the programme through the tendering
process
• Ayrshire Initiatives negotiates with contractors to identify the opportunities for creating
sustainable employment opportunities
• Ayrshire Initiatives assists contractors to identify suitable participants through local
organisations and Ayr College. The programme targets individuals who are job-ready but are
unlikely to access work in construction
• Contractors recruit and employ the participants on normal terms and conditions of employment
• The contractors receive a subsidy through the programme to contribute to the cost of training

Who is Ayrshire Initiatives?
The Access Construction Ayrshire programme was developed and delivered by Ayrshire
Initiatives. Ayrshire Initiatives is a social enterprise which works with Ayrshire Housing and
other Housing Associations to develop and deliver regeneration and inclusion initiatives.
Contact: Louise Christie, Director, Ayrshire Initiatives,
Alexander Fleming Building, Hannah Research Park, Mauchline Road, Ayr, KA6 5HL
Tel: 01292 670674 email: louisechristie@ayrshireinitiatives.co.uk www.ayrshireinitiatives.co.uk


Programme achievements
What has the Access Construction Ayrshire
programme achieved?
20 additional apprentices and labourers have been recruited through the three phases of
the programme. 13 of these were retained by the employer at the end of the programme.

Phase one
Ayrshire Housing contracted with Barr and CBC
Construction on their new housing developments
in Ayr and Girvan. These contractors recruited nine
new employees: four apprentices, four labourers,
and one trainee site agent. Four of the recruits were
retained to the end of the contract period, but only
one has sustained employment in construction.

Phase two
Moulds and Ashleigh won tenders to deliver
Ayrshire Housing’s development programme for

2005-06. This created seven new posts - four
apprentices and three labourers. Five of the seven
recruits were retained at the end of the contract
period and have sustained their employment in
construction.

Phase three
Phase three was delivered through Irvine Housing
Association’s development programme. The
contractor, Ashleigh, recruited four apprentices
who are currently in the second year of their
apprenticeship training.

Additionality
For participants:
• 3 out of 4 of the recruits surveyed did not think they would have got an apprenticeship without
the programme.
For contractors:
• Recruitment of high quality local labour contributes to the growth of local contractors.
• The programme provides a subsidy to assist contractors to train new recruits.
For housing associations:
• The programme has enabled Ayrshire Housing to develop its role and contribution to
regeneration in the area – contributing to its own wider role aspirations but also building the
capacity of the organisation to become a significant player in local regeneration.
For Ayr College:
• The programme has increased positive outcomes for the college by increasing its links with
employers.

Value for money
The programme is considered to have achieved good value for money.
• The average cost per completer is £8,169. This figure compares well with other wage
subsidy programmes and is considerably lower than many comparable employment
training schemes.



‘Ashleigh is very pleased
to be offering job and
training opportunities
to those who may not
have been able to get
them through traditional
routes. The programme
helps us to recruit high
quality local labour
which not only benefits
communities we work in,
but also our business.
Alex Steel,
Managing Director,
Ashleigh (Scotland)

Lessons for the future
Access Construction Ayrshire has been evaluated by
independent consultants. The evaluation has highlighted
that the programme has the capacity to deliver two
outcomes.
• It has created sustainable, high quality jobs in construction
for local people who otherwise would not have attained these
jobs.
• It has engaged contractors in training local people.
The project was most successful where:
• There was a high degree of ‘buy-in’ to the programme from
the contractor.
• The recruits were ‘job-ready’.

“The construction
training programme
shows how you can get
extra impact from your
investment - real job
opportunities for young
people alongside much
needed new homes.”
Jim Whiston,
Director, Ayrshire Housing

“I’d nearly given up
hope of getting an
apprenticeship – I’d
started looking at other
courses. Then I got this
chance.”
Apprentice painter and
decorator, recruited
through phase three of the
programme.

The evaluation made the following recommendations aimed at
maximising the impact of any future programme.
The programme should be targeted at local contractors.
• The growth of these companies will contribute to the
development of the local contractor base.
• This will maximise the economic development potential of the
anticipated growth in construction investment in Ayrshire.
The target client group for participants should be those who are ‘job
ready’ but who have been unable to access jobs in the construction
industry.
• To ensure that the programme provides additionality, it
could provide incentives to create opportunities for particular
groups such as older apprentices who find it particularly
difficult to access the industry. This could include offering
varying levels of subsidy.
• To improve the sustainability of employment, any future
model should consider including an induction period and
providing on-going aftercare to participants and their
employers.
The evaluation also highlights critical success factors for the
development of the model.
• Delivering employment and training benefits must be planned
at the pre-contract stage - Community benefits clauses
should be included in the tender process, not ‘tacked on’ after
contracts have been let.
• There needs to be a realistic assessment of the long-term
employment opportunities that can be delivered by the
contractor. One of the limiting factors in the initial programme
design was the supposition that trainees would be employed
on the specific contracts or sites which were being developed
for the housing association. This is unrealistic and could
result in offering only short-term employment opportunities.


The way forward
Access Construction Ayrshire was
designed to lever training and employment
gains from Ayrshire Housing’s investment
in housing.
The evaluation shows it has been successful
in creating local employment and building the
capacity of local contractors.
Phase three of the programme, which was
delivered through Irvine Housing Association’s
development programme, showed that the model
could be replicated to provide a mechanism for
levering employment and training benefits for other
RSLs in Ayrshire.
Ayrshire Initiatives now has the skills and expertise
to develop and manage the programme, and could
offer a ‘package’ to other RSLs including:
• Standard community benefit clauses for
inclusion in contracts
• Assessment of targets for training/
employment places
• Negotiation with contractors
Jonathan McCurdie, Apprentice Joiner.

RSL context
Levering employment and training benefits
from construction investment is a priority for
RSLs in Ayrshire.

Strategic context
The Ayrshire Construction Alliance provides
a strategic framework for the future delivery
of Access Construction Ayrshire. The
programme provides a mechanism to deliver
against the twin objectives of the Construction
Alliance – creating sustainable local job
opportunities and contributing to economic
growth through supporting the development
of local businesses.

• Recruitment support (identification of
appropriate referral agencies and promotion
of the opportunities)
• Management of the programme finances
including payments to contractors
• Monitoring of outcomes.
Ayrshire Initiatives would also be responsible
for developing the funding package for future
programmes.

Apprentices employed
by Ashleigh (Scotland).

“Getting added value from housing association investment can only be a good thing but it
does not happen on its own. We are very pleased to work with housing associations and
their contractors to achieve this added value and help make a difference to people lives
and their futures’.
Louise Christie, Director, Ayrshire Initiatives
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1. INTRODUCTION
1.1 Context and objectives of the evaluation
The Construction Training and Employment Programme was designed to lever
training and employment gains from Ayrshire Housing’s investment in housing. It
aimed to increase the number of sustainable, high quality job opportunities in the
construction industry and support the regeneration of communities in Ayrshire by
targeting recruitment of people from the former SIP areas.
This evaluation has two purposes:
• To assess the processes, outcomes and impact of the programme to date;
and
• To consider the opportunities for the future development/roll-out of the
programme.
The specific objectives of the evaluation are:
• To assess the performance of the programme and the extent to which it
has met its original objectives and targets;
• To assess of the wider impact of the programme and ‘additionality’ in
terms of:
o The participants
o Construction companies
o RSLs
o Funders / Stakeholders;
• To assess value for money in the context of other initiatives aimed at the
same client group;
• To assess the effectiveness of the programme ‘model’ and delivery
mechanisms and identify the issues which impacted on outcomes; and
• To consider the issues and opportunities for the future development and
delivery of the programme.

1.2 Methodology
The approach to the study was based on exploration of three inter-related issues:
• A review of project performance
• A review of the project model and delivery mechanisms
• A review of the context and opportunities for future delivery
The methodology at each stage is outlined below.
Review of project performance
The aim of this section was to identify the extent to which the programme met its
objectives.
The hard outcomes of the programme have been established through a review of
the original project applications; an analysis of project monitoring information;
and reviews of existing reports/evaluations of the project.
The additionality and qualitative outcomes of the programme have been assessed
through structured interviews and surveys of participants, contractors, and
partner organisations.
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Desk research was also carried out on comparable projects elsewhere and on
value for money comparators.
Review of the project model and delivery
This has been carried out through a combination of desk research and
consultations.
Structured telephone interviews were held with stakeholders, partners and
referral agencies and with contractors to assess the strengths and weaknesses of
the model.
Review of the context and opportunities for future delivery
This section of the report explores the context for the future delivery of the
project. Information for this section has largely been drawn out from our
consultations with stakeholders and from a survey and telephone interviews with
other RSLs in Ayrshire.

1.3 Report Structure
The rest of the report is structured as follows:
Chapter 2:

This chapter provides an overview of the programme, its aims and
objectives and the key elements in the delivery.

Chapter 3:

This chapter explores the extent to which the project has achieved
its original objectives and targets. It identifies the outputs and
outcomes of the programme on participants and comments on the
additionality and wider impacts of the programme. It also
comments on the ‘value for money’ delivered by the programme.

Chapter 4:

This chapter explores the strengths and weaknesses of the
programme model and delivery mechanisms and comments on the
extent to which these impacted on the delivery of outcomes.

Chapter 5:

This chapter summarise the key findings on the research in terms of
the impact of the programme and the extent to which it achieved its
objectives.
It also makes recommendations on the programme design and
delivery mechanism aimed at improving the impact of the
programme.

Chapter 6:

This chapter explores the opportunities for future delivery of the
programme in Ayrshire. It explores the context for delivery of
construction training/employment initiatives in the area and the
specific opportunities and barriers to the roll-out of this model as a
mechanism for delivering the employment and training aspirations
of RSLs in Ayrshire.
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2. OVERVIEW OF THE PROGRAMME

This chapter provides an overview of the programme, its aims and objectives and
the key elements in its delivery.

2.1 Background to the development of the
programme
The Construction Employment Training Programme was developed and delivered
by Ayrshire Initiatives, a company established by Ayrshire Housing to develop
wider role initiatives on behalf of the housing association.
The programme was developed to respond to Ayrshire Housing’s aspirations to
increase its contribution to the regeneration of the local area. The programme
aimed to lever additional benefits for the community from the Association’s
investment in housing through the creation of local training and employment
opportunities in construction.

2.2 Programme aims and objectives
The programme was funded by Communities Scotland through Wider Role
funding. It was delivered in three phases.
The aims of the programme are outlined in the Wider Role funding applications.
The primary aim of the first application was:
to develop a construction training programme to sit alongside Ayrshire
Housing’s development programme for 2004/2005
The specific objectives were stated as:
• Promote inclusion through construction work
• Provide employment for at least the period of construction work
• Give the opportunity for longer term employment
• Capacity building through skills development for the construction industry.
The programme outlined in the application anticipated that nine positions (two
Modern Apprenticeships and seven labourer posts) would be created through two
development contracts in Ayr and Girvan. It envisaged that participants would be
employed by the contractors for the length of the contract with Ayrshire Housing.
The anticipated outcomes were that at the end of the contract period, participants
would be retained by the contractor, find employment with another contractor, or
would progress into further training.
To maximise the impact on local regeneration, the programme sought to target
people from the (former) SIP areas.
The contractor was paid an agreed sum - ‘risk capital’ - to contribute to the cost
of employing and training the participants. A portion of the funding was held back
until the end of the contract period when it was anticipated that employees would
be retained by the contractor or move into other positive outcomes (employment
with another contractor or further training).
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The application linked the creation of job and training opportunities to the specific
development contracts in Ayr and Girvan:
•
•
•
•

Ayr: 2 people to be enrolled in a Modern Apprenticeship for carpentry and
joinery
Ayr: 4 people being given a real job opportunity which will continue at the
end of the project
Girvan: 3 older participants completing a Construction Skills Certification
Scheme (CSCS)
Girvan: 3 people being given a real job opportunity which will continue at
the end of the project

The application anticipated an additional output - the development of a
sustainable model for building training into public / private procurement
contracts.
The following year, a second application was made to Communities Scotland to
extend the programme. The aim of the second application was:
To extend the construction training project presently running with Ayrshire
Housing’s development programme to their programme for 2005/06.
The second application aimed to create a wider spectrum of opportunities,
including training for semi-skilled and site staff.
The objectives of the second application were to:
• Promote inclusion through construction work
• Provide employment for at least the period of construction work
• Give the opportunity for longer term employment
• Capacity building in terms of skills development for the construction
industry
• Partnership working with Ayr college
The anticipated outputs were:
• An additional number of people being enrolled in a Modern Apprenticeship
• An additional number of people being given a real job opportunity to
continue at the end of the project (subject to performance of the
participant and availability of work)
• The extension of the existing scheme demonstrating the sustainability of
this public / private model
• Continued building relationship between Ayr College and private
contractors
The specific targets given in the second application were:
• Three modern apprentice positions
• Two general labourer positions
• One trainee site agent
• One trainee quantity surveyor.
The third phase of the programme was delivered as an extension to the phase
two application. In this phase, Ayrshire Initiatives effectively ‘rolled-out’ the
Construction Employment Training Programme to deliver employment and
training benefits on a contract let by Irvine Housing Association.
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2.3 Overview of programme delivery
The programme was delivered by Ayrshire Initiatives Ltd. The Construction
Employment Training Programme has no directly employed staff and is managed
and delivered by the Director of Ayrshire Initiatives.
The project has been delivered in three phases. Phase one ran from 2004 / 05.
Phase two ran in 2005 / 06, and phase three in 2007 /08.
Phases one and two were linked to Ayrshire Housing Associations development
programme. In phase one, these contracts were with Barr and CBC construction.
In phase two, the contractors were Moulds and Ashleigh.
Phase three was delivered through Irvine Housing Association’s development
programme. The contractor was Ashleigh.
Engaging contractors
Ayrshire Initiatives included in the tender documents for its development
programme, a clause seeking a commitment from contractors to local recruitment
and training. The successful contractors agreed to participate in the proposed
Construction Employment Training Programme and negotiations were held to
discuss the level and types of jobs which could be delivered through each
contract.
In phase one, Barr’s agreed to recruit three labourers; CBC agreed to recruit four
apprentices, a labourer and a site agent assistant.
In the phase two, Moulds recruited one labourer and one apprentice and Ashleigh
recruited two labourers and three apprentices.
The target for phase two was to create nine places – only seven were achieved.
In an attempt to achieve the target of nine posts, Ayrshire Initiatives worked with
Ayrshire Housing to try to identify employment opportunities with other
contractors delivering the Association’s repairs and maintenance contracts.
Despite best efforts, this proved unsuccessful. The contractor that had recently
been awarded the Associations repairs and maintenance contract felt unable to
participate in the Programme. (The lower take up of places in phase two resulted
in the development of the phase three of the project).
The third phase of the programme was delivered from August 2007 and is
ongoing. Ashleigh, who had already participated in phase two, had won a contract
with Irvine Housing Association for development works. This contract included a
‘Best Endeavours’ clause to maximise local training and employment. Ashleigh
approached Ayrshire Initiatives to explore the possibilities of extending their
involvement in the programme to this additional contract. Ayrshire Initiatives
negotiated this programme with both parties. Ashleigh agreed to recruit four
apprentice painters through the programme.
Recruitment and selection of participants
In all three phases, Ayrshire Initiatives promoted the opportunities through local
intermediary organisations that had contact with unemployed people in the target
areas. These organisations promoted the opportunities to the target client group
and in some cases provided initial screening of candidates.
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Support to participants
Limited support has been available for participants in all three stages. In phase
one, participants were visited on site by Ayrshire Initiative’s housing support staff
to provide ongoing contact with Ayrshire Initiatives, monitoring of progress and
access to advice, information and support. In phases two and three the housing
support workers have not been able to provide support (they are not funded to do
so) and participants have had little ongoing contact with Ayrshire Initiatives.
(They have however, been given the contact details for Ayrshire Initiatives, and
support has been available for participants on request.)
Financial management
Ayrshire Initiatives was responsible for making the application to Communities
Scotland for Wider Role funding, and for managing the disbursement of the
funding to contractors.
Monitoring
Ayrshire Initiatives was responsible for monitoring the programme and reporting
to Communities Scotland.
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3. OUTPUTS, OUTCOMES AND IMPACT

This chapter explores the extent to which the project has achieved its original
objectives and targets. It identifies outputs and outcomes to date, and comments
on the additionality of the programme. It also provides a comparative analysis of
value for money.

Measuring performance
There is some lack of clarity in the in the Wider Role funding applications over the
target outputs, outcomes and objectives of the programme. For the purposes of
the evaluation, we have developed the following definitions.
Objectives: To increase access to high quality sustainable job opportunities in the
construction industry for people who would not otherwise access those
opportunities.
Outcomes: Number of people in the target client group who achieved sustained
employment in the construction industry after the end of the programme.
Outputs: Number of people in the target client group recruited, trained and
retained by the contractor at the end of the contract period (or moved into other
sustainable training/employment).

3.1 Outputs against projected targets
This section explores the extent to which the programme achieved its output
targets. The output figures have been derived from project monitoring
information and from information provided directly by contractors (where
available).
Phase one
Participant type

Target

Actual recruited

Actual completed/
retained at end of
contract period

Labourer

7

4

3

Apprentice
Trainee site agent
(recruited although not
specified in targets)
TOTAL

2

4
1

1
0

9

9

4

Target

Actual recruited

Actual completed/
retained at end of
contract period

3
1

3
0

2
0

1
4
9

0
4
7

0
3
5

Phase two
Participant type
Labourer
Trainee Quantity
Surveyor
Trainee site agent
Apprentice
TOTAL
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Phase three
Participant type
Apprentice

Target

Actual recruited

Actual completed/
retained at end of
contract period

No targets as
this was funded
with remaining
monies from
phase two.

4

4*

TOTAL
4
4*
* These apprentices have been retained to date but are still within the initial
contract period of employment.
Programme total
Target

Actual recruited

TOTAL
18
20
*Assuming that the phase three apprentices are retained.

Actual completed/
retained at end of
contract period

13*

Summary of outputs against targets
Phase one: In this phase, the target was to recruit nine participants (seven
labourers and two apprentices). Nine participants were recruited, of which four
were labourers, four apprentices and one a trainee site agent. The recruitment
target was surpassed. However, of the nine recruits, only three labourers and one
apprentice completed the contract period of employment and were retained by
the employer.
Phase two: In this phase, the target was to recruit nine participants (three
labourers, one trainee site agent, one trainee quantity surveyor and four
apprentices).
The phase two recruitment target was not achieved. Seven participants were
recruited, of which three were labourers and four were apprentices. Of these, five
participants completed their first year of employment, of whom two were
labourers and three were apprentices. Two labourers and three apprentices were
retained (although the apprentices still have up to two years of their
apprenticeships to serve).
The two posts which were not achieved were a trainee site agent and a trainee
quantity surveyor. The target for these posts may have been overambitious given
the size of the development programme.
Phase three: There were no specific targets for this phase. Four apprentices were
recruited, all of whom have been retained to date (seven months into their fouryear apprenticeships).
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3.2 Outcomes
The previous section highlighted the performance of the programme in getting
people into employment, sustaining employment for the contract period, and
retaining them after that period.
This section explores the longer-term impact of the programme. It considers the
impact of the programme in acting as a route into sustainable employment in the
construction industry. We have tracked (where possible) the destinations of the
participants to identify the longer-term outcomes to explore:
• The numbers who sustained employment with contractors beyond the
contract period;
• The destinations of those who did not sustain employment with the
contractor and the impact of the programme on creating access to
sustainable employment in the construction industry.
This section considers the impact of the programme on the participants, and also
the wider impacts on the contractors and on other stakeholders.

3.2.1 Outcomes for Participants
Monitoring information identified that 11 participants from phases one and two
had either not sustained employment for the contract period or had subsequently
left/been sacked by contactor. An incentivised survey was sent to all 11 to elicit
information on the final destinations of trainees and impact of involvement on the
programme on the employability of participants.
Five responses were received (although one of these did not answer most
questions).
Sustainable employment
The table over identifies the longer-term destination of participants in the
programme.
Summary – creating sustainable outcome
Phase one
Of the nine trainees placed in phase one, it is known that none are still with their
original employers. Based on available information, only one has sustained
employment in construction.
(N.B. Four of the nine returned a survey indicating their current employment
status. Details on the other five participants are based on information provided by
the contractors. As CBC did not participate in the evaluation, less information is
available on destinations of these participants).
Phase two
In phase two, five of seven participants were retained at the end of the contract
period and are still in employment in construction.
One of the early leavers (a labourer) is now unemployed. The final destination of
the apprentice is unknown.
Phase three
Phase three is still ongoing (four apprentices were employed and are still with the
employer to date).
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Phase one
Job type

Recruited

Retained

Outcome/destination

Labourer

4

3

Three
•
•
•

of the four labourers completed the contract period with the contractor.
One has since been dismissed.
One left for alternative employment. Assume positive outcome.
One declined a job offer and is now working for South Ayrshire Council
cleansing dept.

One worked for less than six months and left to go to college. No information on
further progression.
Trainee site
agent

1

0

This trainee left employment after four months to go to college. No information on
further progression.

Apprentices

4

1

Three of the four did not did not complete the contract period with the contractor:
• One completed six months to a year as an apprentice joiner, and was then
sacked;
• One completed only a few weeks as an apprentice joiner;
• One left employment.
One of the four apprentices completed the contract period with the contractor as an
apprentice painter, and was retained thereafter. However, the individual then left after
a period of long-term sick leave. The individual is now working in unrelated
employment.
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Phase two
Job type

Recruited

Retained

Outcome/destination

Labourer

3

2

Two of the labourers from this phase were retained by the contractor after the contract
period.
One is still employed by the contractor; the second has recently left to go to into
another construction job.
One was sacked after seven months of employment and is now unemployed.

Apprentices

4

3

Three of the apprentices from this phase were retained by the contractor after the
contract period and are and progressing through their apprenticeship.
Of these, one of the three failed his CITB test (which is a pre-requisite for an
apprenticeship). However, the contractor retained him as a workshop assistant for one
year. He then re-sat this CITB test and was successful on the second attempt. The
contractor has retained the employee and he has now started his apprenticeship.
One apprentice was ‘let go’ after ten months as a result of involvement in the criminal
justice system.

Phase three:
Job type
Recruited

Retained

Outcome/destination

Apprentice

4

All four of the apprentices recruited in phase three are still with their employer.
They are still within the initial 12 months subsidised employment period.

4
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Training and Achievement of Qualifications
Programme monitoring information shows that all six participants employed as
GBO’s completed Health and Safety training and gained CSCS cards. Other
training and ‘tickets’ achieved by GBO’s include telescopic handling and
scaffolding. All apprentices were registered for MA training at Ayr College.
Outcomes for those who did not sustain employment through the
programme
One element of the survey of aimed to identify the impact of the programme on
those who has not sustained employment through the programme. The following
responses from the survey provide insight into participants views on the impact of
the programme on their employability and their capacity to get work in the
construction industry.

As a result of being on the
programme……….
I know that I want to work in construction
in the future.
I have a better chance of getting a job in
construction in the future.
I’m in a better job now because of the skills
and experience I got on the programme

1

1

Not
really
1

2

1

0

1

0

0

0

3

Completely

Partly

Not at
all
1

Although based on only four responses, the survey responses suggest that that
for some participants, their employment experience helped them to identify that
they did not wish to pursue employment in the construction industry.
Three out of four felt that they had a better chance of getting a job in
construction as a result if their participation on the programme, but it is
interesting to note that none of the four are working in construction, and the
three respondents who answered the question felt unanimously that were not in
a better job now as a result of their participation. (Of the two who disclosed their
current employment, one is in the social care sector and the other works with the
Council cleansing department.)

3.2.2 Wider Impacts of the Programme
This section explores the wider impact of the programme on the stakeholders in
the programme – the contractors, partner organisations, other RSLs and funders.
Impact on contractors
Three of the four contractors participated in the evaluation. Interviews and survey
responses highlight the different perceptions and expectations of the programme.
It is interesting to note that Moulds and Barr saw participation in the programme
as a condition of contract, while Ashleigh considered that their participation had
been ‘negotiated’.
For the two contractors who considered that participation had been a condition of
contract, the programme was perceived as a ‘scheme’ which was aimed at
supporting those further from the labour market. They did not perceive the
programme as a mechanism which could contribute to their company growth and
development plans.
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“From an employers point of view it didn’t work particularly well. But from a social
responsibility point of view it opened up avenues of opportunity for people who
would have needed support to get work in construction.”
When asked about the influence that the financial incentive on their decision to
participate in the CETP, these contractors indicated that it had been an important
incentive, and seemed to anticipate that there would be additional costs incurred
through the programme.
“The money barely covered the additional admin costs and so on”
However, both contractors exhibited a reasonable level of buy-in to the
programme and in reality, they showed some resilience in dealing with
participants who required some additional support. One of the contractors
retained an apprentice for a year even although he failed his CITB test. The
employer re-presented the young person the following year and he is now
progressing through his apprenticeship.
“If I had recruited a young chap out of school who had caused that much trouble,
he wouldn’t have lasted”…
Barr’s offered contracts to all three participants (although one declined an offer of
employment as he didn’t want to travel to sites outwith his home area.)
Although CBC did not respond to the survey, anecdotal evidence would suggest
that the company participated ‘as a condition of contract’. Ayrshire Initiatives’
perception was that the contractor ‘never really bought-into the programme’.
None of the participants employed by CBC (or their subcontractor) are still in
employment in the construction industry.
Ashleigh appears to have had different expectations of the programme. The
company has embraced the Construction Employment Training Programme and
would appear to recognise that participation in the programme not only meets the
partners’ agenda for local employment creation but also contributes to its own
training and growth programme. (The company has a strong training culture - it
currently employs 85 apprentices in total).
The development of the phase three programme at the company’s suggestion
underlines that participation in the CETP can be a win-win situation for
contractors.
Ashleigh considered that the apprentices employed under the programme are
‘among the best apprentices we’ve ever had’ (commenting specifically of the four
recruited from the SPA course at Ayr College).
Their attitude to the financial incentive was:
“The money is important but not everything - it was the ‘icing on the cake’ for us”
In all cases the programme was successful in engaging contractors in the
recruitment and training of local people. The research highlights:
• the capacity of the programme to influence contractor behaviour; and
• a degree of contractor buy-in is required to deliver sustainable
employment outcomes.
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Impact on RSLs - Ayrshire Housing
The programme has enabled Ayrshire Housing to develop its role and contribution
to regeneration in the area – contributing to its own wider role aspirations but
also building the capacity of the organisation to become a significant player in
local regeneration.
The expertise it has developed through the Construction Employment Training
Programme has contributed to its impact as a regeneration agency as well as
housing developer. Ayrshire Housing is a partner with South Ayrshire Council in
the regeneration of the Lochside area of Ayr. The area of unpopular housing will
be replaced with new houses, but the proposal also recognises the need for
community regeneration, not only housing regeneration. The proposal includes
the development of a range of complementary community, environmental and
training projects (to be delivered by Ayrshire Initiatives) alongside the building
programme.
Impact on RSLs – Irvine Housing Association
Although the Programme was initially developed to maximise the local training
and employment impact of Ayrshire Housing’s development Programme, the third
phase was delivered in partnership with Irvine Housing Association.
Irvine Housing Association had let a contract for the development of new houses
in 2007. Although Irvine Housing Association had used best endeavours clauses
to encourage contractors to train/take on local labour, the programme was
relatively small and the duration only 12 months. As a result, the Association had
realistic expectations of the training/employment leverage and anticipated two
short-term training places within the contract.
Ashleigh was the successful contractor. As a result of their previous involvement
in the CETP, the company contacted Ayrshire Initiatives to see if the programme
could be extended to enable them to create local opportunities through the Irvine
Housing Association contract. As a result, Ashleigh recruited four apprentice
painters/decorators.
From the Housing Associations perspective, the programme was very successful.
Their development programme has contributed to the establishment of four new
apprenticeships – a much higher leverage than was anticipated on the
investment.
The success of the programme contributed to two objectives of Irvine Housing
Association:
• maximising local training and recruitment benefits
• building the capacity of the local contractor base
Irvine Housing Association is currently exploring mechanisms for further
increasing its impact on the above objectives. It has been exploring joint
procurement with other Ayrshire RSLs.
The success of the programme with Irvine Housing Association highlights the
potential to roll-out the model to other RSLs.
Impact on partner organisations - Ayr College
Ayr College delivers pre-vocational construction training through three different
programmes:
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•

•

•

Access to Building Crafts - this is a taster course (720 hours in total)
aimed at those with little experience of construction. Participants get the
opportunity to try out different trades. This is aimed at people who are
further from the labour market and require additional support. Many
participants on this course progress onto the SPA course.
Scottish Progression Award (now the National Progression Award) – this
course is aimed at individuals who want to progress into construction
trades and is considered to be a pre-apprenticeship training. Participants
pursue an initial taster period during which they study Bricklaying, Painting
and Joinery, and then specialise for six months in their chosen trade. They
develop a portfolio and prepare for the CITB test. Participants are given
the opportunity to sit the CITB test. The profile of participants is age 15 ½
to mid twenties. The majority will not have five standard grades.
Approximately 56% progress into jobs in construction (many of them
apprentices).
Access to construction technology and building services (aimed at those
interested in accessing employment in plumbing, electrical and building
technician trades).

While the college is a major provider of construction training, a recognised gap in
the ‘offering’ is its links to employers. Although the College is keen to encourage
local employers to recruit from the SPA course, it recognises that it does not have
enough links with employers. Recent outcomes from the SPA course show that
about 56% of the 90 graduates from the course moved into jobs - mostly
apprenticeships.
The ‘additionality’ of the link with the Construction Employment Training
Programme is that it has employers built in. As a result of the phase three of the
programme, the College has developed links with Ashleigh, a local contractor, and
believes that the programme increased the positive outcomes from the SPA
course. Ayr College is interested in developing further links with employers via
future phases of the programme.
Impact on funders/stakeholders
The programme was funded by Communities Scotland through its Wider Role
fund. The programme contributes to key outcomes for the Wider Role fund by
creating access to employment for people from areas of high unemployment.
For other Community Planning partners, the programme has delivered against a
number of key strategic objectives:
• Creating access to employment for people from areas of high
unemployment;
• Creating opportunities for young people at risk of becoming NEET (the
More Choices, More Chances client group); and
• Contributing to the development of the local contractor base.

3.3 Additionality
This section explores two elements of additionality.
• The extent to which the jobs/training places created by contractors were
additional to their normal recruitment; and
• The extent to which the programme provided access to employment for
people who would not otherwise have got into employment in the
construction industry.
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Additionality of the jobs/training places
Four contractors have been involved in employing trainees through the
programme. All four companies were contacted for the purposes of this
evaluation. Ashleigh, Moulds, and Barr’s participated in the evaluation. No
response was received from CBC.
All three responding companies confirmed that the participants taken on in phase
one and phase two of the programme were additional and took their recruitment
over their normal levels.
Phase three was a somewhat unique situation - Ashleigh had been appointed by
Irvine Housing Association and contacted Ayrshire Initiatives to explore whether
they could build local recruitment/training into the contract. Ashleigh has a
programme of apprentice recruitment, and it is arguable that the company would
have recruited apprentices without the Construction Employment Training
Programme. However, their previous involvement in the programme gave them
the impetus to link the award of the contract with Irvine Housing Association with
a targeted recruitment which focused on creating opportunities for local people.
Providing access to employment to those who would not otherwise have
achieved employment.
The programme aimed to provide opportunities for those who would not
otherwise have got jobs in the construction industry. The initial criteria were to
give preference to individuals from SIP areas and other disadvantaged groups.
To access appropriate candidates, Ayrshire Initiatives worked with a number of
employability intermediaries who engage with clients from the (previous) SIP
areas or other client groups who are furthest from the labour market.
Of the nine participants in the first phase:
• Six are identified as being residents of a (former) SIP area;
• A further two participants, (one apprentice joiner and one GBO) accessed
the programme via projects which work with care leavers, homeless and
other excluded young people (STEP and SAC Self Build); and
• One of the apprentices was female.
The recruitment in phase one was therefore targeted closely on groups which are
considered to be disadvantaged in the labour market.
Of the seven participants in the second phase:
• Two of the seven participants were resident within the Girvan Connections
SIP area;
• One further participant was resident in a datazone in the lowest 15% in
the SIMD. (This individual is reported as having been out of work for eight
years before being placed with a contractor.);
• One participant accessed the programme via STEP.
The profile of successful candidates in the second phase shows a slightly lesser
targeting on those excluded from the labour market (compared to phase one)
although four of the seven (three labourers and one apprentice) met the
recruitment criteria. However, all of the recruits were unemployed.
In phase three, the profile of trainees is very different. All of the successful
candidates had completed a year in a pre-vocational construction course at Ayr
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College. None are resident in areas which are recognised as disadvantaged (using
SIMD data).
We carried out interviews with these apprentices to gauge the additionality of the
programme in phase three.
Issues raised through the interviews:
• The apprentices were unaware that they had been employed in any other
than the usual way (were unaware that it was a programme).
• However, three of the four apprentices felt that they probably would not
have got an apprenticeship if they hadn’t been employed by Ashleigh.
Their comments highlight the difficulties of getting into the construction
industry
“I’d applied to 19 companies and only got one response”
“It’s very hard to get into - Loads of guys at college didn’t get into work”
(Before this)…………… “I’d applied for all sorts” of jobs
“I had failed my CITB test - I’d given up hope of doing an apprenticeship
–I’d started looking at other college courses”
Interviews with Ayr College confirmed:
• The profile of young people on the pre-vocational construction course was
usually young people who did not have five standard grades (the
recommended level for entrance to CITB apprenticeships).
• Approximately 56% of graduates from the Ayr College prevocational
course move into employment.
These issues suggest that while the profile of participants is very different to
phase one and two, phase three does deliver additionality:
• Three out of four did not think they would have got an apprenticeship
elsewhere;
• Four out of 10 graduates from the SPA course at Ayr College do not move
into employment.
Conclusion
Phase one was successful at recruiting the target client group. The majority of the
participants were residents of the SIP area or other disadvantaged groups. The
programme was successful at recruiting individuals who would not otherwise have
entered the construction industry and is therefore considered to have a high
degree of additionality. However, only one of the nine individuals has sustained
employment in the construction sector.
The phase two programme achieved a slighter lesser degree of targeting on
disadvantaged groups. Four of the seven participants came from SIP areas or
other recognised disadvantaged groups. Phase two had more success in the
longer term – five of the seven participants of the programme are still employed
in the construction industry (three as apprentices).
While phase three did not achieve targeting of disadvantaged groups, it achieved
additionality from the fact that it provided access to apprenticeship level training
for four young people who may not otherwise have achieved an apprenticeship.
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However, the level of commitment from the contractor is also a factor which
contributes to the sustainability of employment outcomes – this must be factored
into the above conclusions.

3.4 Value for Money
This section explores the ‘value for money’ of the programme. We have
developed cost indicators for the ‘cost per participant’ and ‘cost per job outcome’
delivered by the Construction Training and Employment Programme, and have
provided example of costs per output/outcome of other training and employment
programmes.
While the other examples provide useful benchmarks for ‘value for money’, care
must be taken in the use of comparisons to ensure that outputs and outcomes
are being compared on a ‘like for like’ basis.

3.4.1 Cost indicators - Construction Employment Training
Programme
Using the wider role applications and project monitoring information, we have
developed indicators for the level of public spend per participant and per job
outcome.
We have also used this information to develop an estimate cost per sustained
outcome – this is an attempt to provide a measure for the cost per individual
who has sustained employment in the construction industry after the end of the
programme.
The total public spend for each phase of the project has been defined as the
public money committed to that phase through Wider Role funding from
Communities Scotland.
We have developed three indicators:
Cost per participant
This figure is based on the number of participants who were recruited to
and started work through the programme
Cost per job outcome
This figure has been based on the number of participants who sustained
employment for the contract period and were retained by their employer
at the end of the contract. (Note that as phase three started in August
2007, there are as yet no completers from this phase.)
Cost per sustained employment outcome
This figure relates to those participants who are known to have completed
the programme and are still in employment in the construction industry
(either with the original employer or with another construction company).
Phase one
Payment to contractor
Management Fee to Ayrshire Initiatives
Total public spend
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Cost per participant
Cost per job outcome
Cost per sustained employment outcome

Number.
9
4
1

£5,997
£13,494
£53,976

In this phase, four labourers, one trainee site agent and four apprentices were
recruited. The completers (those who sustained employment for the period of the
contract) were three labourers and one apprentice. Only one labourer has
sustained employment in the construction industry.
Phase two
Payment to contractor
Management Fee to Ayrshire Initiatives
Total public spend

Cost per participant
Cost per job outcome
Cost per sustained employment outcome

36,218
8,600
£44,818
Number.
7
5
5

£
£6,403
£8,964
£8,964

In this phase, three labourers and four apprentices were recruited. The
completers (those who sustained employment for the period of the contract) were
two labourers and three apprentices. All five of the completers have sustained
their employment in the construction industry to date.
Phase three
Payment to contractor
Management Fee to Ayrshire Initiatives
Total public spend

Cost per participant
Cost per job outcome
Cost per sustained employment outcome

6,000
1,400
7,400
Number.
4
N/A
N/A

£
£1,850
N/A
N/A

In this phase, four apprentices were recruited and have been retained to date
(although the contract period for which subsidy is available has not yet been
completed).
Phases One, Two and Three
Total public spend: £106,194
Total payments to contractor
Total Management Fee to Ayrshire Initiatives
Total public spend

81,194
25,000
£106,194

Number.
£
Cost per participant
20
£5,310
Cost per job outcome
13*
£8,169
Cost per sustained employment outcome
10*
£10,619
*This is an estimate which assumes that the phase three apprentices will
complete their apprenticeships and sustain their employment in the construction
industry.
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Management costs over the three phases (£25,000) represent 23.5% of the
project budget or £1,250 per participant. However, the average management cost
per participant is deceptive, as the management fee was not spread evenly over
the programme.
In phases two and three, the management fee totalled £10,000 (over the two
phases). This sum did not cover the actual costs of the managing, monitoring and
reporting, and did not include any cost for providing support to the participants.

3.4.2 Value for Money comparators
While recognising the limitations of cost comparisons, some other examples which
help to ‘benchmark’ the Construction Employment Training Programme are
suggested below.
Youthbuild projects
Youthbuild projects provide up to a year of wage subsidy to employers to employ
young people as trainees. The Youthbuild model is often more expensive than
other employment models as it targets young people with multiple disadvantage,
and it provides an intensive level of support to young people.
The following example, based on estimated costs for the 2005 programme,
compares the Youthbuild Paisley programme to other Youthbuild projects.
(Source: Youthbuild Paisley)
Cost per place
Youthbuild Paisley
(projected cost for 2004 – 05 based on 14
completers)
Bradford and Northern HA
Doorstep Youthbuild

£11,356

Cost per
completer
£19,467

£7,396
N/A

£28,105
£30,200

Intermediate Labour Market models
The Construction Employment Training Programme is not an ILM, and in many
cases the outcomes delivered are ‘higher value’ than ILM outcomes which tend to
deliver SVQ level 2 awards. (Apprentices supported under this programme will
achieve SVQ level 3). However, for comparison purposes the unit cost is
provided. This cost is derived from research by the Joseph Rowntree Foundation
(The Intermediate Labour Market: a tool for tacking long-term unemployment”
Marshall and Macfarlane, JRF 2000). It shows that unit costs of around £8-14,000
are not uncommon for ILM outcomes (note 2000 prices).
Training and Employment Grants Scheme (TEGS)
TEGS was a trainee centred scheme designed to influence the distribution of
employment and training opportunities in favour of unemployed people resident
in designated areas. It aimed to encourage the employment and training of
eligible recruits through the provision of a temporary wage and training subsidy.
A 1997 report produced by Scottish Enterprise on the TEGS scheme found that
the cost per job “redistributed or created at the local level” was £6,695 (note
1997 prices). The TEGS scheme offered tiered rates of intervention (from 20% of
50% of wages) to incentivise the recruitment of targeted groups.
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Cost indicators for other training/work experience programmes
A report for Glasgow Alliance in September 2001 by DTZ Pieda produced a
number of ‘Cost Yardsticks’ against which to benchmark the costs of projects.
Again, these projects do not provide a direct comparison to the Construction
Employment Training Programme, but offer a ‘benchmark’ (note also that these
are based on 2001 prices).
Type of support
Work Experience
Combined work
experience and
training

Description
Projects offering a year work
experience rather than formal
training
Lengthy experience of work
and formal on and off the job
training

Cost per place
£9,480 to £11,760
£9,120 or more

Conclusion
Using these examples only as a benchmark, the Construction Employment
Training Programme can be considered to have achieved good value for money.
The average cost per completer is £8,169 (assuming that the phase three
apprentices complete). This figure compares well with other wage subsidy
programmes and is considerably lower than many of the employment training
schemes quoted.
However, the average cost per completer has been significantly reduced by the
phase three programme, which was delivered at very low cost and is perhaps
atypical.
We have also attempted to provide a measure of the ‘cost per sustained job in
construction’ – this figure is higher than the cost per completer as some
individuals who completed their employment with contractors were later sacked
or left. It is perhaps a more appropriate measure of value for money. Although
the figure should be used with caution (the information on which it is based
cannot be verified) it suggests that the programme has again delivered value for
money when compared to other employment and training programmes (ILM
outcomes are estimates at £8 -14,000).
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4. REVIEW OF PROJECT DESIGN AND
DELIVERY

This element of the evaluation explores the strengths and weaknesses of the
programme model and delivery mechanisms. It develops a number of learning
points which have informed the recommendations in the next chapter.

4.1 Project design
The Construction Training and Employment Programme was designed to lever
training and employment benefits from investment in housing.
The model developed by Ayrshire Initiatives is unique in that it is not a training
programme or ILM model but rather the programme provides participants with a
‘real job’ with a construction company.
The project model is in fact a ‘wage subsidy’ to employers to employ a person
who might not otherwise have accessed employment in the construction industry.
The key elements of the model are:
• Participants are directly employed by contractors on normal terms and
conditions.
• The employer guarantees employment for the contract period (subject to
satisfactory performance).
• The employer makes a commitment to retain the employees after the
period of subsidy, subject to the company performance.
• Payment to the contractor is staged and includes a payment after
completion of the contract period to encourage retention of employees.
Ayrshire Initiatives manages the programme, and manages the recruitment
process to ensure a focus on the target client group.
Employers are engaged through the RSL tendering process - contractors are
made aware of the programme and the expectations on them at the earliest stage
of involvement in the tendering process (PQQ stage).
Unlike many training and employment programmes, the Construction
Employment Training Programme was ‘light’ on bureaucracy – contractors were
not burdened with several additional forms/documents to fill in, and merely
reported back to Ayrshire Initiatives on retention of staff. The payment schedule
was perhaps rather too frequent – fewer payments at significant milestones might
have been more appropriate (e.g. recruitment, end of contract period and after
three months retention).
The key strengths of the model are:
• It provides a real job
“A key strength of this programme is that it is employer-based. The participants
are employed from day one. This isn’t a training programme looking for an
employer” (local employability intermediary).
•

Many training programmes have weak links with employers and although
they can successfully provide training, there is a low level of progression
into jobs. This programme is not a training ‘programme’ in the traditional
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sense. From the start, the participants are employed by the contractor (on
the same terms and conditions as any other employee) and the provision
of training is tied into the job. At least, participants get a job for a full year
and industry specific training and accreditation.
•

The programme engages employers in training young people

“It is an achievement that Ayrshire Initiatives succeeded in engaging construction
industry employers in training young people in Ayrshire” (stakeholder
organisation).
•
•

The programme was successful in engaging contractors in the recruitment
and training of local people. The significance of the model is in its capacity
to influence contractor behaviour.
RSLs are a significant ‘client’ in the area. The model demonstrates the
capacity for clients to influence contractor behaviour and highlights the
potential of the model contribute not only to local regeneration but also to
building skills in the construction industry.

One of the drawbacks in the current model is:
• Linking recruitment to specific contracts
The programme linked the recruitment and employment of participants to
particular contracts. This created practical problems for the contractor in the
deployment of apprentices as the scale of the contracts did not provide a full year
of work for any one trade (e.g. painting). Ultimately, contractors addressed this
by deploying participants on a range of projects, not limited to Ayrshire Housing
contracts. However it delayed recruitment of some apprentices in phase one,
which meant they missed the registration date for apprenticeship training. It was
only with the assistance and flexibility of Ayr College that the situation was
resolved (by allowing the apprentice to start training before starting employment
proper on site).
The link between specific contracts and the creation of local jobs may also have
fed the perception among some employees that their place of work would always
be on local sites. The construction industry is a mobile industry and employees
must be willing to travel to work. However, one employer commented that the
employees hired under this programme were unwilling to work outside their home
area and were therefore unsuitable as construction industry operatives.
While the award of a specific contract provides the leverage for engaging
contractors in local employment and training, and the scale of new work will
influence the contractors’ capacity to increase recruitment, in future the
programme should not link the employment of recruits to specific contracts, but
rather to company growth.

4.2 Project delivery
The programme was delivered by Ayrshire Initiatives Ltd. The programme has a
very light management structure and has no dedicated staff. The development
and delivery of the programme is carried out by the Director of Ayrshire
Initiatives who ‘brokers’ services from and relationships between the partners.
Ayrshire Initiatives carried out the programme development, the negotiations
with contractors, co-ordination with recruitment intermediary organisations and
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pre-selection of candidates. The organisation also provided a limited level of
support to the participants and contractors. The organisation was also responsible
for the funding application and carried out the monitoring and financial
management of the programme.
Recruitment of participants
In order to access appropriate candidates, Ayrshire Initiatives worked with local
employability intermediaries to promote the opportunities and recruit appropriate
people. While this appeared to be an effective mechanism for recruiting
candidates in phase one, the numbers of candidates sourced through the
intermediaries in phase two was relatively low. (This may have been as a result of
changes in the employability infrastructure, much of which had been funded by
the former SIP.) However, this mechanism enabled the programme to recruit
effectively from the target client group.
In phase three, the intermediaries did not identify any suitable candidates and all
participants were sourced through Ayr College (pre-vocational construction
course).
There were a number of problems experienced during the recruitment process:
Clarity over the target client group and recruitment criteria
• There was a mismatch between the contractors’ criteria for employees and
the criteria used by many of the intermediaries involved in the recruitment
process. Clearly, contractors aim to recruit people closer to the labour
market, while the objectives of many of the intermediaries are to create
opportunities for people further from the labour market. There is need for
greater clarity over the ‘positioning’ of the programme within the spectrum
of interventions aimed at employability and the targeting needs to be
clearly understood by all parties involved in the process.
• One of the contractors described the recruitment process as being ‘sent
two boys’ and expressed concern that neither would have been recruited
under normal circumstances. While the programme was clearly aimed at
creating access to employment for people who might not otherwise get
jobs in the industry, it is critical that recruitment criteria are agreed in
advance, and that contractors (and not intermediaries) have the final say
in the recruitment of participants.
Timing issues - contract start dates
• The programme and the recruitment of participants were linked to start
dates for specific development contracts. Slippage in the programmed
start date meant that start dates for recruits were delayed. During the
delay three of the six people offered positions with CBC (phase one) did
not take them up. Two of those took other positions elsewhere, and one
decided not to take up the offer of employment. The delay in start dates is
likely to be a have been a disincentive.
Learning points
• Clarity on the target client group. While the programme aims to provide
access to employment for people who might not otherwise get work in the
construction industry, it also needs to be realistic about the capacity of
individuals further from the labour market to sustain employment. This
report highlights that while phase one achieved a high level of targeting on
a more disadvantaged client group, only one of the participants from
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•

•
•
•

phase one is still employed in construction. Phase two, which achieved a
lesser focus on disadvantaged groups, was more successful in delivering
sustained employment outcomes.
There is a need for greater clarity over the ‘positioning’ of the programme
within the spectrum of interventions aimed at employability and the
targeting needs to be clearly understood by all parties involved in the
process.
To ensure effective targeting of recruits, the programme needs to develop
relationships with appropriate intermediaries.
The roles and responsibilities of the supply-side organisations in
recruitment and selection needs to be clarified.
Responsibility for recruitment – while intermediary agencies have a clear
role to play in accessing candidates, it is critical to the success of the
programme that the contractor feels some ownership of the recruitment
process.

Induction and support of participants
Ayrshire Initiatives provided a short induction to participants in all three phases of
the programme.
In phase one, Ayrshire Initiatives also provided ongoing support for participants
through the Housing Support Team employed by Ayrshire Initiatives. The Housing
support Team visited participants on site and provided support on any issues
which could potentially impact on their ability to sustain their job. This level of
support could not be sustained, as it was not a funded activity. (The Housing
Support Team is funded through a contract with South Ayr Council. The provision
of support to the trainees took staff away from their contracted work, and
impacted on income generated through the contract.)
In phases two and three, the level of support to trainees was lower – it should be
noted that the programme management fee was insufficient to cover the cost of
providing support. However, all of the employees were provided with contact
details of the Director of Ayrshire Initiatives and encouraged to contact her on
any issue which might affect the sustainability of their job. This did result in a
number of those employed getting in touch:
•
•
•
•

One who was at risk of homelessness due to a family dispute was assisted.
One who was at risk of losing his driving licence due to a conviction was
assisted – letters of reference from Ayrshire Initiatives and the contractor
were arranged and provided to the court.
One who was facing financial difficulties due to travel costs to college was
assisted to access these.
One who failed his CITB exam was assisted and a solution found with the
employer to keep him in a job.

In addition, the Director has also tried to meet them individually with each of the
employees at their place of work to monitor progress and address any issues.
The Director also maintained contact with the contractors to address any of their
concerns about employees.
In phase three, all of the apprentices had successfully completed a year at Ayr
College and were prepared and highly motivated. The level of support required by
these participants is considerably lower that the phase one participants.
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A further issue raised by one of the contractors relates to the pre-selection and
induction of candidates. The contractor commented that he had been satisfied
with the performance of their participants, but found that participants were
unprepared for some of the realities of work in construction. Despite being offered
contracts after the term of the programme, some of their trainees were unwilling
to consider work which required travel throughout and beyond Ayrshire.
The level of support in the early phases of the programme was perhaps too low,
given the ‘distance from the labour market’ of the trainees (two of the young
people recruited in the first phase were care leavers/ homeless).
A characteristic of programmes such as Youthbuild in Paisley is the intensive level
of individual support to young people to support their transition into employment.
This programme also provides a link person for the contractors to deal with any
personal or non-employment related issues which are affecting the young person
in the workplace. The link worker acts as the first port of call if the employer has
any problems with the young person and can act as a buffer and also as an
advocate for the young person. This is an attractive model for employers, as the
link person reduces the time and effort which an employer might be required to
invest in employing a young people who is less-job ready.
Increasingly employability programmes are recognising the importance of
resourcing activity to ensure the sustainability of employment, and aftercare is
becoming an essential element of the employability infrastructure.
Learning points
• To improve the sustainability of employment for people who might have
little experience of employment, any future model should consider
including an induction period and providing on-going aftercare to
participants and their employers.
• This element need not be delivered by Ayrshire Initiatives itself but could
be delivered by a partner organisation with expertise in supporting people
into employment. The cost of this service should be included in any future
programme.
Engaging employers
Contractors were engaged in the programme through the tendering process.
From Ayrshire Housing’s perspective, participation in the CETP was a condition of
contract – made explicit at the PQQ stage.
However, the contract documents didn’t really specify what contractors were
required to deliver, and contractors’ perceptions of their commitments were
different.
The lessons from phase two of the programme also highlight the importance of
including the requirement to participate in tender documents (and including the
contractor’s response in the evaluation of the contract). In the second phase of
the programme, Ayrshire Initiatives attempted to negotiate with South Ayrshire
Council, Building and Works, who deliver the Housing Associations repairs and
maintenance contract, to participate in the programme. However, the contractor
felt unable to participate and as the contract had already been let there was little
leverage.
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Learning points
• Delivering employment and training benefits must be planned at the precontract stage. Community benefits clauses should be included in tender
documents, (and in the assessment of tenders) not ‘tacked on’ after
contract have been let.
• The contracts need to specify more accurately the level of commitments of
contractors and the outcomes required.
• There needs to be a realistic assessment of what can be delivered - this
will depend not only on the scale of the contract, but also the size of the
contractor and growth potential of the company.
Monitoring
Monitoring of the programme was carried out by Ayrshire Initiatives. However,
the organisation is not resourced to carry out long term monitoring and
information on the destinations of early leavers in particular, has been patchy.
While longitudinal tracking of participants is recognised to be difficult, (and is a
recognised weakness of many employability projects), future programmes would
be strengthened by improved monitoring of outcomes. (If the aftercare function is
carried out by a partner organisation, it would make sense for the same
organisation to take responsibility for monitoring of destinations.)
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5. CONCLUSIONS AND RECOMMENDATIONS
FOR PROGRAMME DEVELOPMENT
5.1 Impact of the programme
The Construction Training and Employment Programme was designed to lever
training and employment gains from Ayrshire Housing’s investment in housing. It
aimed to increase the number of sustainable high quality job opportunities in the
construction industry and support the regeneration of communities in Ayrshire by
targeting recruitment of people from the former SIP areas.
This section summarise the key findings on the impact of the programme and
comments on the extent to which it achieved its objectives.
Outputs
The first phase of the programme aimed to create nine employment/training
opportunities. Nine individuals were recruited but phase one surpassed its original
recruitment targets in that it resulted in the appointment of four apprentices
(against a target of two apprentices).
The second phase aimed to deliver a further nine opportunities. Seven individuals
were recruited (three labourers and four apprentices). This phase had anticipated
creating trainee site agent and trainee quantity surveyor opportunities, but these
were not delivered.
The third phase (which was delivered through Irvine Housing Association’s
investment programme) supported the creation of four apprenticeships.
The programme was successful in creating opportunities as general labourers and
apprentices. It was less successful in creating opportunities in the technical or
administrative traineeships.
Outcomes
Phase one was successful in recruiting from the target client group. However, the
research has shown that long term sustainable outcomes in phase one were low –
only one person has sustained employment in the construction industry.
The profile of recruits in the second phase shows a slightly lesser degree of
targeting on the geographic areas of disadvantage (compared to phase one)
although four of the seven (three labourers and one apprentice) would be
considered to be priority groups for inclusion.
The sustainability of outcomes in phase two is considerably better with five
recruits (three apprentices and two labourers) still in employment in the
construction industry at the time of the research.
The profile of trainees in phase three is very different. All of them had completed
a year in a pre-vocational construction course at Ayr College. None were resident
in areas of deprivation (the lowest 15% of SIMD data zones). All are still
employed by the contractor (although they are still within the first year of
employment).
The survey of ‘non-completers’ suggested that participation in the programme
had little impact on their future employability.
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Additionality
The consideration of additionality explores:
• The extent to which the jobs/training places created by contractors were
additional to their normal recruitment; and
• The extent to which the programme provided access to employment for
people who would not otherwise have got into employment in the
construction industry.
All three responding companies confirmed that the participants recruited in phase
one and phase two of the programme were additional and took their recruitment
over their normal levels. In phase three, the programme contributed to the
contractors planned growth and development but provided access to
apprenticeships to individuals who would otherwise not have achieved
apprenticeship positions.
The research suggests that the phase one and phase two of the programme
delivered a high degree of additionality in terms of creating access to employment
and training for individuals who would not otherwise have accessed employment
in the construction industry.
While phase three did not achieve targeting of disadvantaged groups, it achieved
additionality from the fact that it provided access to apprenticeship level training
for four young people who may not otherwise have achieved an apprenticeship.
Value for money
The cost per participant on the programme (over the three phases) has been
estimated at £5,310.
The cost per job outcome (which is based on the number who completed their
period of employment and were retained after the initial contract period) was
£8,716.
The cost per sustained job in construction (based on the number of people who
sustained employment in the industry beyond the programme period) is £10,169.
(This is an estimate which assumes that the phase three apprentices will
complete their apprentice terms and sustain their employment in the construction
industry.)
The cost indicators suggest that the programme delivered good value for money
when compared against other wage subsidy programmes and is considerably
lower than many of the employment training schemes highlighted in the research.
(However, it should be noted that the average cost per job has been significantly
reduced by the phase three programme, which was delivered at very low cost and
is perhaps a-typical.)
Wider Impact of the programme
• Funders/stakeholders
The programme contributed to key outcomes for the Wider Role fund (and key
strategic priorities for Communities Scotland) by creating access to employment
for people from areas of high unemployment.
It has also delivered against key strategic objectives of Community Planning
partners by:
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•
•

Creating opportunities for young people at risk of becoming NEET (the
More Choices, More Chances client group)
Contributing to the development of the local contractor base

• Contractors
The significance of the programme is in its capacity to influence contractor
behaviour. The programme was successful in engaging contractors in the
recruitment and training of local people.
For one local contractor, the programme has also contributed to planned
company growth.
• RSLs
The programme has contributed to building Ayrshire Housing’s contribution to
regeneration in the area – contributing to its own wider role aspirations but also
building its capacity and reputation among partners as an organisation which can
deliver ‘more than housing’.
The extension of the programme with Irvine Housing Association has provided the
Housing Association with a ‘demonstration model’ which it is keen to develop to
lever further training and employment benefits from future investment.
The third phase of the programme also provided evidence that the model could be
rolled out to provide a mechanism for levering employment and training benefits
across RSLs.
• Ayr College
While the college is a major provider of construction training in the area, a
recognised gap in the ‘offering’ is its links to employers. The ‘additionality’ of the
link with the Construction Employment Training Programme is that it has
employers built in – it brings employers looking for recruits and the link with
programme (phase three) increased the positive outcomes from the SPA course.

5.2 Recommendations to strengthen the design
delivery of the Programme
5.2.1 Programme design
The Construction Training and Employment Programme was designed to lever
training and employment gains from Ayrshire Housing’s investment in housing.
The project model is in fact a ‘wage subsidy’ to employers to employ a person
who might not otherwise have accessed employment in the construction industry.
The critical success factors in the design of the programmes are:
• It engages contractors in training local people.
• It provides participants with a real job.
While the research has highlighted that ‘buy-in’ from the contractor is a critical
factor in the success of the programme, the model demonstrates the capacity for
clients to influence contractor behaviour and highlights the potential of the model
to contribute not only to local regeneration but also to building skills in the
construction industry.
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Future targeting of the programme should consider the impact of the programme
on building the local contractor base. (The programme should recognise and
measure outcomes in terms growth/development of local companies.)
One of the limiting factors in the initial programme design was the supposition
that recruits would be employed on the specific the contracts or sites (awarded by
the housing association). While the award of a specific contract provides the
leverage for engaging contractors in local employment and training, and the scale
of the contract might influence the contractors’ capacity to increase recruitment,
it is unrealistic to expect that the training/employment will be delivered on that
contract. In future, the programme should ‘de-couple’ the employment and
training benefits from the delivery of the contract.
The programme was also designed to ‘promote inclusion through construction
work’ and targeted recruitment on people from disadvantaged communities or
other disadvantaged groups.
While this report recommends that the Construction Employment Training
Programme should target clients who are ‘job ready’, it is important to ensure
that the programme still delivers additionality.
To ensure additionality for funders, it may be useful to provide a tiered level of
subsidy to incentivise the creation of opportunities for particular groups (who find
it particularly difficult to access the industry). For example, although there is an
Adult Apprenticeship scheme in Scotland, employers traditionally employ 16 and
17 year olds for apprenticeships. The culture of the industry and the additional
costs incurred in employing adult apprentices are two of the reasons for this.
As a result, for people who were not job-ready at the age of 16 (many young
people from disadvantaged areas, or who have been in care) the opportunities of
accessing an apprenticeship are very limited. The Construction Employment
Training Programme could impact on the financial and cultural barrier to create
opportunities for young people who ‘missed the chance’ to get an apprenticeship
at the age of 16 by incentivising contractors to employ ‘older’ apprentices.

5.2.2 Programme delivery
The programme was delivered by Ayrshire Initiatives Ltd. The programme is
managed by the Director of Ayrshire Initiatives who ‘brokers’ services from and
relationships between the partners.
Recruitment
Ayrshire Initiatives worked with local employability intermediaries to promote the
opportunities and recruit appropriate people. While this was an effective
mechanism for accessing clients from the target group, there were a number of
problems experienced during the recruitment process:
• There was a mismatch between the contractors’ criteria for employees and
the criteria used by many of the intermediaries involved in the recruitment
process.
• Timing issues – delays in contract start dates which delayed start dates for
participants.
While the programme aims to provide access to employment for people who
might not otherwise get work in the construction industry, it also needs to be
realistic about the capacity of individuals further from the labour market to
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sustain employment. This report highlights that while phase one achieved a high
level of targeting on a more disadvantaged client group, only one of the
participants from phase one is still employed in construction. Phase two, which
achieved a lesser focus on disadvantaged groups was more successful in
delivering sustained employment outcomes. (Although the ‘buy-in’ from the
contractor has also been identified as a critical to the success of the programme.)
Recommendations
• Clarity is required on where the programme sits within the ‘pathway to
employment’ and therefore who the target client group is. The
Construction Employment Training Programme is not a ‘training
programme’. It is an employment access programme. It is employer based
and aims to secure sustainable employment in the construction industry.
The target client group should be those who are ‘job ready’ but who have
been unable to access jobs in the construction industry.
• To ensure effective targeting of recruits, the programme needs to develop
relationships with appropriate referral agencies.
• The roles and responsibilities of the supply-side organisations in
recruitment and selection needs to be clarified.
• While intermediary/referral agencies have a clear role to play in accessing
candidates, it is critical to the success of the programme that the
contractor feels ownership of the recruitment process.
Induction and support of participants
The programme was not resourced to provide support to the participants or
employers (although Ayrshire Initiatives provided some support to participants
during phase one through its Housing Support workers).
Recommendations
• To improve the sustainability, any future model should consider including
an induction period and providing on-going aftercare to participants and
their employers.
• This element of the programme should be delivered by a partner
organisation with expertise in delivering employability programmes.
• The cost of providing induction and support to participants should be
costed into the programme.
Engaging employers
Contractors were engaged in the programme through the tendering process.
However, the contract documents didn’t really specify what contractors were
required to deliver, and contractors’ perceptions of their commitments were
different.
Recommendations
• The delivery of employment and training benefits must be planned at the
pre-contract stage. Community benefits clauses should be included in
tender documents, (and in the assessment of tenders) not ‘tacked on’
after contract have been let.
• The contracts need to specify more accurately the level of commitments of
contractors and the outcomes required.
• There needs to be a realistic assessment of what can be delivered - this
will depend not only on the scale of the contract, but also the size of the
company and growth potential of the company.
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•

Targets for the programme should not be set to a level which encourages
contractors to take on employees for the subsidised period only. A greater
degree of additionality is achieved through the creation of sustainable jobs
in the construction industry.

Monitoring
Future programmes would be strengthened by improved monitoring of outcomes.
The full cost of monitoring (along with other management costs) should be costed
into the programme.
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6. OPPORTUNITIES FOR FUTURE DELIVERY

This chapter explores the opportunities for future delivery of the programme in
Ayrshire. It explores the overall context for construction training in the area
(demand, complementarity) and the specific opportunities and barriers to the rollout of this model as a mechanism for delivering the employment and training
aspirations of RSLs in Ayrshire.

6.1 Context for future delivery
This section explores the evidence of need for programmes and initiatives aimed
at increasing skilled labour in the construction industry.
Construction Industry – demand for skilled employees
Although research carried out by the Training and Employment Research Unit of
University of Glasgow (TERU 2006) suggested that local contractors in Ayrshire
did not experience significant skills shortages, there is significant evidence at the
national level that the demand for skilled construction staff is growing.
In 2003, Scottish Enterprise (SE) approved a £35 million package of construction
related training programmes and projects (£25 million with SE Glasgow and a
further £10 million across the SE Network) in response to clear evidence that the
construction industry would be unable to meet an unprecedented level of demand
for development in the built environment and its accompanying infrastructure
requirements. Industry forecasts indicated an anticipated shortfall of 4,000
employees by 2005, whilst at the same time there was insufficient investment in
the existing workforce to equip them with the necessary technical skills to
manage the scale and complexity of future major construction investment.
The report by TERU estimated that construction spend across Ayrshire would
average £365 million a year between 2006/07 and 2010/11. The additional
employment generated over that period would be in the range of 500 to 1,000
person years of employment annually.
Although the report concluded that there was little evidence of demand for short
job focussed training programmes for occupations below the trade level, it did
recommend other options:
• Increasing the number of apprenticeship starts in Ayrshire as this is the
accepted route into the industry and employment sustainability is high;
• Increasing the business development effort with local construction
businesses;
• Encouraging joint working by RSLs to provide a larger scale of expenditure
to base any initiatives or interventions; and
• Appointing a construction training manager.
The development of Construction Employment Training Programme can contribute
to a number of these recommendations.
Supply side issues
Ayr College reported that there were approximately 500 applications for preapprentice training courses each year for something in the region of 100 places.
This highlights the fact that there is still considerable interest in working in the
construction industry, especially among young males.
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Ayr College had around 90 people on SPA last year - 56% got apprenticeships. A
programme which encouraged more local contractors to train apprentices (and to
recruit via the College) would provide more opportunities for young people who
had successfully completed their SPA award.
The Ayrshire context
At the Ayrshire level, there is concern that local contractors are not geared up for
larger scale contracts and there is a growing interest from Community Planning
partners in maximising the economic growth potential as well as the local
employment impact of the forecast construction investment.
Ayrshire Construction Alliance has been set up with representatives from each of
the three Councils, Scottish Enterprise and other stakeholders. The Alliance aims
to take a strategic multi-agency approach to development of the construction
opportunities – both the development of local labour agreements and the through
developing the local contractor base. A Construction Manager has recently been
appointed to identify the scale of the opportunities in the construction industry,
and to develop mechanisms to convert these opportunities to maximise economic
growth and employment.
The development of the Ayrshire Construction Alliance provides the strategic
framework for the future delivery of the Construction Employment Training
Programme. This evaluation has shown that the programme provides a
mechanism to deliver against the dual objectives of the Construction Alliance –
creating sustainable local job opportunities and contributing to economic growth
through supporting the development of local businesses.
Ayrshire Initiatives should market the Programme to the Construction Alliance.
The marketing should provide a clear statement on the capacity of the
Programme to deliver sustainable employment and to build the capacity of local
contractors.
However, the marketing also needs to clarify the target client group for the
Programme. The programme has been most effective where it provides
opportunities for people who require a ‘second chance’ to access the construction
industry. It is an employment access programme rather than a work experience
programme aimed those furthest from the labour market and it is critical to the
future success of the model that the targeting is clear.
It is also critical that funders and stakeholders understand the objectives and
outcomes of the programme and the client profile to ensure that it can be
integrated at the strategic and operational level into the range of approaches that
the Construction Alliance is developing.

6.2 Opportunities to roll-out the model to other
RSLs
The research has identified that the scale of Ayrshire Housings development
programme is too small to sustain a strategic approach to local training and job
creation. This section explores the potential to extend the scale and scope of the
programme by rolling it out to other RSLs in Ayrshire.
As part of this research, RSLs in Ayrshire were surveyed to identify the
opportunities for roll-out of the programme.
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The survey sought to identify the extent to which maximising employment and
training opportunities through procurement programmes was a high priority for
RSLs.
• Four of five responding RSLs stated that levering employment and training
benefits through procurement was a high priority for the Association.
• The other stated that, while leverage of employment and training was not
a strategic priority, efforts were made at the operational level to ensure
benefits where possible.
The survey also identified that most of the Housing Associations in Ayrshire are
already involved in ‘wider role’ initiatives which deliver training and work
experience. The majority of these are Intermediate Labour Market models which
are delivered by the Wise Group. Details are summarised on the next page.
Housing
Association
Shire HA

Project Description
Paths and Rails - ILM New Cumnock
This project is an ILM model project delivered by the Wise
Group. The project provided 12 ILM places (13 individuals)
over the period January – August 2007. The project delivered a
range of environmental improvements for Shire tenants
including building and repairing of paths, construction of steps
and the erection of handrails.
There
•
•
•
•
•

ANCHO,
Atrium,
Cunningham
and Irvine
Housing
Associations

were 13 beneficiaries
3 early leavers
13 completed and achieved CSCS
8 achieved a SVQ level 2 (General Building Operative)
4 achieved a partial award
7 progressed into employment (3 in construction)

East Ayrshire Partnership ILM
This project is an ILM model, delivered by the Wise Group.
It provided training and employment opportunities for 48
individuals over a 30-month period. (Currently being evaluated
to identify job outcomes)
The programme delivered different types of environmental
improvements for each partner – fencing work, environmental
upgrading etc.

While all of the RSLs identified an interest in maximising the leverage on their
own investment, their responses recognised that the opportunities for linking
employment/training programmes to housing spend differ for each RSL
(depending on the number and type of stock and therefore the level of spend on
maintenance and repair and the scale individual of individual development
programme). Four of the five RSLs who responded to the survey identified
opportunities not only through their development programme, but also through
the cyclical and planned maintenance contracts.
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Survey responses recognised that a key constraint is the current uncertainty - in
the wake of the publication of Firm Foundations - over the future role of local
RSLs in the development function.
However, the survey also highlighted that RSLs had already identified that joint
procurement might increase their capacity for community benefit, and several
stated that they had already been exploring the development of joint
procurement.
Through survey and interviews we asked RSLs to identify factors which would act
as barriers to involvement in programmes to maximise employment and training
benefits.
The key barriers identified by five respondents are identified below.
It could incur additional cost to the contract
It could slow down the procurement process
We would have to raise funding for the programme from other sources
It could slow down the completion of work on site
We don’t have the knowledge/skills/expertise to do it
We don’t have the time to manage the process

2
2
5
2
1
2

Other comments on barriers included a concern at the capacity of the local
contractor base, and the capacity of local RSLs to work together on this issue
(given the changing agenda as a result of Firm Foundations).
Conclusion
There is clearly a commitment from other RSLs to the principle of levering
employment and training benefits, and an interest in joint procurement as a
mechanism to deliver economies of scale and maximum ‘added value’ in terms of
employment and training.
The Construction Employment Training Programme, with a few refinements and
developments could provide the mechanism to deliver these aspirations for RSLs
in Ayrshire, and address the key barriers around time/expertise/impact on
contract negotiation and delivery.
Ayrshire Initiatives now has the skills and expertise to develop and manage the
programme, and could offer a ‘package’ to other RSLs including:
• Standard community benefit clauses for inclusion in contracts
• Assessment of targets for training/employment places
• Negotiation with contractors
• Recruitment support (identification of appropriate referral agencies and
promotion of the opportunities)
• Management of the programme finances including payments to
contractors
• Monitoring of outcomes.
Ayrshire Initiatives would also be responsible for developing the funding package
for the programme.
This proposal would require a scaling up of the management resource within
Ayrshire Initiatives – the real cost of managing the programme should be
included in any future funding package. This should recognise the cost of
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negotiating with contractors, and providing induction and on-going support to
participants and employers, as well as programme management costs.
One of the critical success factors in the roll-out of the Programme is that RSLs
include community benefit clauses in their contracts at the PQQ stage. Many RSLs
do not currently have the expertise and knowledge to develop the appropriate
procurement tools to include community benefit clauses. Ayrshire Initiatives
should make an application to the Scottish Government for Wider Role funding to
develop a ‘toolbox’ which would provide guidance and tailored templates for RSLs
to enable them to meet their aspirations for training and employment benefits.
The proposed toolbox would build on the work developed by Social Firms
Scotland/Grampian Housing Association 1 which provides a guide to RSLs on the
use of community benefit clauses.
Funding the future
At the time of writing, there are considerable uncertainties about the future
funding environment.
The programme was supported in the past from Wider Role funding. While the
global sum available for Wider Role funding has been increased (£12 million), the
longer-term future priorities are still somewhat uncertain and are subject to the
result of evaluation. However, the Scottish Government has recently announced a
call for bids for one year only (2008/9). Employability continues to be one of the
three priorities for the fund in the interim period.
The changes in other funding structures which have historically supported
employability programmes aimed at those further from the labour market (CRF)
mean that the availability of funding for any future programme is uncertain.
However, employability in general and the More Choices, More Chances client
group continue to be priorities for the Community Planning Partners.
Any future model could deliver outcomes around building the local contractor
base, creating employment opportunities for young people (MCMC) and
contributing to local regeneration strategies through targeting recruitment on
local people. Any future funding model should seek a contribution from other
Community Planning partners to recognise the contribution to delivery of shared
targets.

1

‘Buying for Good Housing Associations, Social Firms and Community Benefits –
A Practical Guide’ Social Firms Scotland, 2008.
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