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Preface 
The Annual Growth Survey (AGS) from 2014 shows that the unemployment among young 

adults within the age 18 – 30 years is one of the main socioeconomic problems in the 

European Union since the economic regression of 2009. It reached 23.4 % , more than twice 

as high as the adult rate, with some 5.7 million young people being affected. Young people 

who only have completed lower secondary education bear the highest risk of becoming 

unemployed. In 2012, the EU average youth unemployment rate was 22.8 %, but reached 

30.3 % for low-skilled youth.  In some countries in the EU during the last five tears the 

situation has become far worse. In Greece the youth unemployment rate was 42,8% in July 

2017 

The European Commission (in Communication “Moving Youth to Employment” 2012) states 

that the main problem regarding youth employment is a weak school-to-work transition. For 

this there are several reasons: a) employers are not willing to invest in future workforce and 

are usually focusing on current needs of the company; b) the educational system does not 

offer a well-structured approach on preparing students on making educational as well as 

career choices. They actually are creating high ratios of early school leavers who become 

dependent of the network battling youth unemployment. Also are not competent enough in 

training students who competent in managing their own career (LLL); c) there is a lack of 

cooperation / coordination between different stakeholders battling youth unemployment 

and in the way career counselling and guidance services are offered by them. The career 

counselling services and job placements services are not adapted to individual education and 

capacity of the youth as well as to regional employment needs. 

In daily services there are many organisations involved in the process of education, 

counselling and employment of young people: (Adult) Education, VET, municipalities, PES, 

NGOs, etc. All these organisations use their own methods for guidance, career counselling 

and job placements. Since there is no coordination between the different organisations 

themselves: similar kind of guidance services are provided to one and the same person 

several times or good services are offered at wrong moments. Moreover, in most of EU 

countries there is lack of professional standard and training for the professionals in the area 

of career counselling (within as well as outside the educational system). 

The igma methodology gives an answer to the above challenges. Igma provides tools and 

support to staff to help youngsters at risk to become more self-managing. At service level 

igma supports the process to individualise required services and to get the youngsters in a 

desired career path. And in providing an integral approach for the network igma helps 

arranging the alignment of services and helps to increase collaboration. By monitoring 

success achieved, igma helps in showing good governance of the funding made available for 
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the battling of youth unemployment, as well as to get insight in the services which are really 

needed but currently still are missing. 

The igma methodology has been develop and tested already in 2 prior EU-projects: 1: 

Development of methodology for effective cooperation of regional stakeholder networks for 

improving integration possibilities of immigrants (igma1:2011). 2: Development of curricula 

for in-class training of stakeholder networks based on igma methodology (igma2:2013). 

In igma 3 the whole methodology will be complemented with the: 

1. Transformation of the methodology to the new target group; 

2. Transformation the training to  educate coaches in required guidance skills for 

youngsters as well as additional focus on how coaches can create employer 

involvement in finding new labour market entries; 

3. Development of a Distance Learning environment. 

This handbook is complementary to igma course material which includes  a detailed 

description of the training modules, related learning objectives, supporting instruction 

materials and exercises. The methodological handbook offers a description of the igma 

methodology in general and of what it consists of. This handbook is offered as supporting 

material to all training participants. As an introduction the different modules will refer to 

chapters of this handbook. 
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1. Introduction 
 

The igma methodology is originally derived from the world of chronically ill and disabled 

people in the Netherlands. Due to their physical situation chronically ill  were often not seen 

as fit for work or not seen as being able to contribute to the society. Alternative solutions 

were presented in the form of early use of the sheltered employment concept: an 

alternative “work” form (but still participants kept living on social benefits) or in specific day 

care arrangements through which they were offered some form of activity.  

During the mid and late 80’s, the vision on the situation has changed quite dramatically due 

to the increasing numbers of rather inactive people, as well as to the finances involved in 

this to keep the existing social benefits structure alive. At that time, the amount of people 

who were inactive due to physical disease, stress, handicap or other physical or mental 

illness reached almost 1 million people! People who were not taken care of any longer since 

that had a claimed and recognised status of not being capable for work anymore. Keep in 

mind that besides that 1 million people living on benefits the Netherlands also had the 

“normal” ratio of unemployed people: people who are willing to work, and capable to do 

work but were unemployed due to labour market conditions. Gradually, the awareness was 

developed that our Dutch social system had created something terribly wrong and had 

marginalised a very large group of our population.  

More and more the general vision changed into a more inclusive way of thinking: each 

person is and should be able to contribute to society through paid work up to the level they 

are competent in. This meant that for all sorts of people living on benefits new career paths 

needed to be developed. To achieve this new vision on citizenship new ways of working 

needed to be adapted by the stakeholders that historically had been responsible for labour 

market entry. Instead of standardisation of service offers the key idea in terms of approach 

was that people with a “longer distance toward the labour market1” might need a more 

intense program to be able to achieve labour market entry successful, as compared to those 

people who have a relative short distance to travel. Basically this has two more 

consequences: 

1. People who  are required to travel a “long distance” are also in need of guidance and 

support to help them travel this distance successfully, since part of their distance 

actuality is caused by the lack of career managing skills and competences;. 

                                                           
1 a metaphor for the barriers which need to be overcome and / or the amount of skills and 
competence development that is required to make labour market entry possible 
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2. They also will put a higher claim on the services and service organisations which offer 

support to people on this travel.    

However the involved organisations were at that time not aware of new need as well as of 

the consequences of this analysis. For the traditional service organisations (like labour 

offices, social services, training institutes, employer organisations etc.) working with 

chronically ill and disabled people was considered to be rather new. And as it happens often 

when one needs to do something new, one sticks to old routines which have given 

confidence and support in the past. Inevitably the first initiatives were not successful, and 

this is when the igma methodology was born. 

Research on good governance showed that work with chronically ill lacked efficiency and 

effectiveness at some vital points: 

1. Services offered were not tailored to the needs of the individual; they were simply a 

continuation of the traditional services offered; 

2. Institutes lacked the required guidance competences to offer the needed intense 

support for this new target group to really help them through the process; 

3. Services itself were inefficient: there was overlap in some areas, there was service 

missing in other areas; same type of services were offered independent of each 

other.  

4. Once clients were in the system staff of the service organisations lost track of them; 

nobody was monitoring their “travel” and or was responsible for taking action when 

there was a disturbance in their path of travel.  

5. Therefore much public money was spent without having the intended impact. 

To solve these issues for groups with risk of social exclusion new concepts like supported 

employment have been introduced, as well as case management: approaches through which 

more individualised guidance and support as well as control was offered over a more 

extended period of time. Likewise the igma methodology was developed in this same period 

combining the best of supported employment related approaches and career guidance, in 

combination with the philosophy of lean management: offering services just in time, when 

the individual client is ready to benefit from them. 

In the next chapters the different aspects of the methodology will be explained more in 

detail.  First the methodology will be explained on a more general level as well as some of 

the terminology that will be used throughout this handbook. – In continuance specific 

aspects will be covered: the need to focus on the individual client and on the development 

of career paths; igma methodology and the role of case management; igma methodology 

and stakeholder collaboration. At the end of this handbook an example will be presented to 
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demonstrate how these different aspects have been introduced and implemented in the UK. 

During the training and in exercises these different aspects will be elaborated upon in more 

detail as to make them understandable and fit to the specific context of the professionals. 
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2. General aspects of the igma methodology 

 

From service to individual process 

Instead of prioritising services (what service organisations for example actually are offering 

to help youngsters at risk) the igma methodology takes a 180° turn and first focusses and 

prioritises the process of the individual (what is actually needed). The starting point is that 

every individual is indeed unique but regarding activation, participation, labour market 

entry, acquire citizenship and become included etc. all individuals more or less follow a 

similar kind of process. For one individual this process can be more intensely and detailed 

than for the other, depending on past knowledge and experiences, the level of self-

managing and self-reflection skills and competences, and or the situation and context the 

individual is in.  

 

Gradual progression 

Disclosing and becoming aware of this process is one of the first objectives in the igma 

methodology. In the offering of our services and in the way we offer our services we cannot 

be effective if we do not know the process an individual is going through. In the below 

diagram the blue arrow symbolises the process of the individual: the process underlying a 

(career) path. A deeper understanding of this process is achieved by breaking it down in 

small well defined steps. Each step leading to a certain development, growth or achievement 

of the individual on that pathway. Each step also offers the support (or maybe even only the 

preparation) for the next one. All steps together form a kind of ladder, the route toward the 

intended outcome of our all our combined services: our objective as a joint network working 

with a certain target group. This is what the igma concept “gradual progression” is all about. 

 

 

 

 

 

 

 

 

 

SMART defined steps in client development
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trainers, etc.

Department /Organization
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The ladder concept does not imply that each and every individual will climb this ladder in the 

same way and with the same speed. Since individuals are different they will climb the ladder 

differently: some will climb slowly and step by step, others move up quickly without even 

using all individual steps. All depending on skills and competences, the personal history, the 

personal support etc. individuals have. It is the challenge of the stakeholder organisations 

(better: the responsible staff to support and guide clients) to individualise the support to 

individuals in such a way as to enable each individual to climb the ladder at their own ideal 

pace. For the responsible staff this means also knowing your client very well. In the igma 

methodology the concept of “profiling” is used to refer to the process of mapping skills and 

competences, as well as of the development needs of each individual which are required to 

be met to be able to reach the objective of the career path.  It even means more. 

 

Igma profiling and individual guidance 

Skills and competences are just a fraction of what makes an individual a real individual. 

Similar the possession of skills and competences is also not a guarantee to assure for finding 

a job, or for example to become integrated in the new country. Persons bring in more than 

just skills and competences acquired through work or education. They bring in their whole 

personality, context and prior experiences, their hopes and dreams as well as their fears, 

their cares and worries. All mixing up with their motivation, possibilities and options. To be 

able to help clients disclose their career goals and make them move to the next achievable 

step in their career path we need to be able to see the broader picture of our clients. Within 

igma a lot of attention is put on profiling as a means to really understand what is going on 

and how a client can be supported in the best way possible. Gradual progression, take a next 

step on the career path, is only possible if we possess information which gives us the 

confidence what next step is possible and achievable. Profiling, is achieved partly by what 

traditionally is called an assessment. Additional information however becomes disclosed as 

part of our interaction with a client as well as a part of the activities we arrange for our 

clients. This has a couple of consequences. One needs to realise: 

- The process of getting to know our clients actually never stops; 

- It is a long-term process; 

- It puts constraints on our relationship with clients: without trust it is impossible to 

develop client knowledge and understanding; for building trust it takes time; 

- It puts constraints on our collaboration with stakeholders. Since they are partly 

responsible for arranging activities with clients they also gain profile information, 

information  our services might benefit from. 
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In the igma methodology some tools will be presented to facilitate the profiling process and 

coaching towards the client’s objective. Chapter 5 will elaborate on some of the aspects at 

the level of stakeholder collaboration: not only from the perspective of being able to collect 

information to add to the client profile, but also regarding sharing the consequences of this 

information: how to arrange services in such a way that it enables this particular client’s 

development based on up-to-date profile information. As will be explained in the next 

chapter the role of  a case manager is considered being a vital element to be able to control 

and arrange this. 

 

Synchronised services or one-by-one? 

The above igma process description can easily lead to some basic misunderstanding: the 

igma methodology as a plea for an almost endless row of services offered each time one 

after the other. Since steps are also taken one after the other services should follow one 

after the other. This conclusion however is not exactly what the igma methodology is 

standing for or promoting. The basic idea is that additional services aiming at overcoming 

some development issue can be offered as soon as the individual is able to make use of 

them. Using the metaphor of a ladder: one can ask the individual to climb to the next step of 

a ladder successfully only if the step the individual is standing on is offering enough hold. 

Similar if an individual has reached a certain minimum level of competence, only then a 

successful entry to a next level can be offered: the entrance ”requirements” for that next 

step need to be met.  Also from the perspective of creating inspiring and powerful learning 

environments it is advisable to look at ways to synchronize and combine activities. For 

example voluntary work, a small job etc. can become a powerful language training 

environment when combined with language training, or can become a very good orientation 

on demands of the working life and maybe therefore on the need to become educated. 

Trauma or health issues not taken care of or been unnoticed can cause an insurmountable 

barrier within a career path.  
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3. About personal careers 
 

What is a career or a career path? 

Some view careers and the work of guidance counsellors and case managers as simply 

following a straightforward path that leads people from A to B. One can distinguish a clear 

starting point and a clear end of the career path. According to this vision we know where the 

individual stands (point A) and where we want the individual to go to (point B). The 

supporting counselling path seems fairly  organised as well as are the instruments that are 

used during the counselling. We bring in standard products (for mapping skills and 

competences) and standard services for making the match between the person and the 

vocational world. The focus is on finding the match, we do not ask whether the match is 

actually contributing to a person well-being, long-term ambition etc. Although sometimes 

we bring in other products or services according to the sponsor`s vision on career 

development. It might be a local / national authority or another fund-giver, but in essence 

they all aim at shortening and smoothening the match making. This view might be 

summarized as a product type approach. In career theories this is often referred to as Match 

theories (see f.e. Parsons and Holland). The career is an alternative for the new match, the 

career path is the subsequent route of acquiring job related skills and competences. It might 

be compared with going to a doctor to get a prescription. 

There is another vision on career and career path which gradually has been developed from 

the late 50’s of the prior century onward. Due to the influences of psychological and 

sociological theories in these new theories more attention is given to person’s experiences, 

surroundings and on person’s subjective thinking and believing. A choice in a career is 

developed as a result of one’s sense of self, once surrounding, once family, friends, 

circumstances and experiences, personal believes, motivation, way of dealing with chance 

opportunities etc. All these factors are elements that influence a career path. Therefore a 

career is seldom a straight line controlled by logical explanations. Goals seeming clear at the 

beginning appear to be ambiguous and new ones constantly develop and/or pop up. (for 

more information see for example the development theories, the client-centred theory of 

Rogers, and social learning and chance theory of Krumboltz).  

There are numerous theories and perspectives but no single one in itself is able to describe 

the broad field of career and career development. We need aspects from bot domains of 

theory to have a broad range of interventions available to address individual issues. The 

igma methodology shows heritage to both types of thinking: a keen eye for assessing the 

individual and for taking into account the different influences channels / aspects have on a 

person’s career (perception). 
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Career management as continuous challenge 

Again and again an individual has to make choices. The quickly changing labour market 

forces people in this position repeatedly and more than before. Lifetime employment is no 

longer a right nor a standard situation. These new constraint on the individual requires a 

different approach to the objectives of career counselling and guidance. 

In today’s world we expect people to manage their careers themselves. Most of the 

employers share this view. And even most of our social support systems also take this view 

as the new standard. Within vocational education more and more self-management skills 

(for lifelong learning) become integrated within the educational programs. Therefore, from 

this point of view, career counselling and case management have to be directed at enabling 

individuals to become self-managing. This has implications for staff responsible for arranging 

for career counselling services and for staff responsible for achieving entry to employment 

or education for youngsters at risk (in igma: the case manager). In our view career 

counselling has to be viewed as a process in which people learn how to manage their own 

career, an attitude that they need to have for the rest of their life. 

This latter approach has consequences for the role of career counsellors and case managers. 

In this case a counsellor does not offer specific instruments or ready solutions for individual 

(short term) career goals. Instead counselling implies preparing, guiding and supporting the 

individual in such a way that he/she can find his/her own way independently, learning to 

overcome obstructions and to find solutions on the way. Thus counselling is directed at 

teaching the individual to cope with career problems and to learn from previous 

experiences. The counsellor teaches the individual to manage his/her talents and to get a 

grip on the future. This can only be done successfully if a counsellor/case manager is able to 

build a trusting relationship with a client, and is able to recognise the conditions to teach the 

client these kind of competences. This vision and related objective might be summarized as 

developing clients competences and skills for lifelong learning. When service are dominated 

by output financing this is not a commonly accepted  objective. These services can easily 

become influenced by the attractiveness of being able to achieve a quick win. Therefore the 

more time-consuming development issues tend to fall out of the content focus of the service 

offered.  

 

Coaching toward self-management and lifelong learning 

Maybe in most situations it is not accepted as part of the job of staff working with 

youngsters at risk to support and develop lifelong learning competences and skills. But what 

kind of competences and skills are we actually talking about? According to the European 

Commission there are eight key competences and mastering these key competences is of 
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vital importance for everybody in a knowledge society, and of equal importance for the 

innovation capacity of our businesses as well as our society. These key competences create 

added value on the labour market, enhance the competitiveness of businesses and 

contribute to the social cohesion as well as active citizenship by offering flexibility and 

adaptability, satisfaction as well as motivation. Life-long learning is of importance for 

sustainable employment, and as a basic pro-active attitude it is of importance in maintaining 

our labour capacity during our lifetime. For these reasons the European Commission 

stimulates initiatives that contribute to the development of these competences. The eight 

key competences are:  

1. Communication in mother tongue 

2. Communication in foreign languages 

3. Mathematical competence and basic competence in science and technology 

4. Digital competence 

5. Learning to learn  

6. Social and civic competences 

7. Sense of initiative and entrepreneurship 

8. Cultural awareness and expression 

All these key competences are to some extent interrelated but in any case the general 

objective of this set is on the development of independency, critical thinking, creativity, 

initiative, problem solving, risk assessment, decision taking and a constructive management 

of personal feelings. Looking at the above 8 competences it is understandable why most of 

them are currently incorporated in regular education, and even in integration courses. For 

learning to learn  and for sense of initiative this however is different. As part of problem 

solving, and development of independency both are vital competence. Within the igma 

methodology the development of both competences is facilitated in the way an individual is 

coached. Not by taken over the responsibilities of the client but by helping the client reflect 

on what s/he needs to be able climb the progress ladder him/herself. Coach clients to 

become self-managing and thus become independent of our services. 

 

Challenges for  a coach 

The above has some consequence for the way  a coach and the individual work together. For 

example: 

- The need to really understand your client (in a broader sense) and know what is 

going on, what makes your client move and to make use of existing (motivational)  

forces; 
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- To assure a good and trustworthy relationship in order to be able to do the above 

and support your clients to reflect on some more painful situations in their life; 

- Able to structure all interaction, find (hidden) barriers and create a situation for 

clients to find the solutions (themselves) which meet their current need (“climb the 

ladder”);  

- Set up learning situations which strengthen self-management whenever this is 

possible; 

- Manage the case: meaning achieving an agreed outcome, and arrange / assure for 

activities accordingly and demonstrate the outcome (gradual progression); 

 

It also poses challenges for the coach on how s/he operates within the local network. A 

coach is not operating in a vacuum. A coach is part of an organisation, and as such also part 

of a network of organisations who jointly are responsible for achieving client objectives.  A 

network in which all sorts of activities happen with both desired  and undesired outcomes. 

According to igma methodology this brings in additional responsibilities too: how can a 

coach contribute to this network: maker stronger what is already going well and diminish the 

chances of undesired outcomes? 

 

Combining all these responsibilities is what makes the role of a coach complex as well as 

challenging. In the next chapter we will go into more detail by describing the different 

aspects of the profession of a coach, and by describing the roles and responsibilities of a 

specific coach: those of the case manager. 
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4. Igma methodology and case management 
 

Staff using the igma methodology (staff we refer to as being a coach or within the realm of 

integration “Integration Agent”) operate within or on behalf of local/regional support 

structures. To arrange for activities in an efficient way, and to make use of available services 

as efficiently as possible (collaborate and combine whenever possible) it requires a 

combination of a wide range of activities. And linked to that having the related skills and 

competences to be able to do so.  

In general the main professional aspects of the work of  a coach summarised in the following 

way: 

 Organising and running outreach activities to contact individuals and commit  them 

to enter the services; 

 Conducting problem analysis and intake type activities of clients; 

 Mapping of services available in the regional provision network as well as at the 

labour market; 

 Mapping of possibilities and hindrances of individuals (client-centred working); 

 Assuring agreement on objectives and actions with individuals and the provision 

network;  

 Arranging and implementing the agreed actions; 

 Guarding the ongoing arrangements and actions; 

 Securing the process in case of disturbances; 

 Evaluating outcome as well as quality of the process; 

 Repeating the process when necessary (gradual progression);  

 Reporting in a transparent way; 

 Following up individuals after the official program or action is finished; 

 Contributing to policy and management of own organisation (learning organisation); 

 Contributing to policy and arrangements of network partners (learning network); 

 Contributing to own professional development (learning as a professional).  

To achieve the above objectives in the context of her/his work the coach needs to be 

competent in the following six general professional roles:  

- Career Educator; 

- Career information and assessment Expert; 

- Manager; 

- Intervener and Developer of social systems; 

- Career Counsellor; 
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- Reflective Professional.  

 

 

 

 

 

 

 

 

 

 

 

 

 

Much of the character of the work of an igma coach has a strong resemblance with the work 

of career and guidance staff operating in the world of education and employment: knowing 

how to develop a career path, how to motivate individuals, how to guide clients to take 

actions and to develop their own career path.  Differences are related to the context of the 

client as well as to the service structures involved, challenging coaches to cross borders 

between institutes.  

 Educator: 

In the role of career educator the coach supports individuals in attaining and developing the 

career management competences for managing own education and training as well as their 

own career development (including a path in voluntary work). This role strengthens 

individual capacities of “Learning to Learn” and makes clients more self-managing as well as 

independent of service systems. 

 Expert in career information and assessment: 

In the role of career information and assessment expert the coach supports individuals in 

assessing their personal characteristics and needs, connecting them with information 

 

 

Counselor Educator 

Integration agent 

professional 

profile 
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(sources) on opportunities and requirements in the regional labour market and education 

systems. 

 Manager of program and service: 

In the role of program and service manager the coach ensures that provision of career 

guidance and counselling is delivered in close collaboration with relevant provision 

networks. He/she ensures that quality and relevance of the services provided are in 

accordance to individual needs and career objectives (gradual progression perspective), as 

well as are offered in an efficient way.  

 Intervener and developer of social systems: 

In the role of intervener and developer of social systems the coach supports the individuals 

both in preventing failure and in times of crisis.  Furthermore he/she improves education- 

and work-related environments through networking, consultation and advocacy. Last but 

not least, he/she contributes to the effectiveness of the services provided by the regional 

provision network (integration of services). 

 Counsellor: 

As a career counsellor the coach supports individuals in helping them understand their 

situation, in reflecting and in finding solutions. The main goal is to increase individuals´ self-

management regarding education and work.  

 Reflective professional: 

The coach is a reflective professional who regulates the relations between clients, 

themselves and other stakeholders (e.g. labour office, local authority, policy-makers, etc.). In 

doing so, the professional builds and maintains constructive relationships, which also 

involves finding the balance between his/her role and other peoples’ interests in order to 

deal with potential role conflicts. To ensure his/her professionalism, the professional 

engages in reflective practice, employs critical thinking, adopts professional values and 

adheres to ethical standards. 

The above roles require the development of knowledge and skills to be able to act in three 

different professional areas, as well as to arrange for feedback from these same areas and to 

improve accordingly:  

 The individual professional; 

 The organisation in which the professional is working; 

 The regional provision network with responsibilities to promote integration to the 

labour market, to education and in the society.  
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The implementation of the igma methodology assures for feedback from these different 

areas. Specifically when implementing igma the above described 6 roles  are expressed best 

in the function of a case manager. 

 

What is a case manager?   

A case manager is the person who is responsible for the client’s desired outcome, who 

monitors and controls the client’s process from the start onward. A case manager is 

responsible for arranging the delivery of services efficiently and in such a way to enable the 

client to develop toward an established objective. For effective inclusion of the youngsters at 

risk in the society for example, this means not only arrange for counselling, care 

arrangements, assessment etc. but also, and often parallel to this, arrange for a (voluntary) 

work placement to help youngsters to orient on the labour market and enhance their 

awareness of needs and options, to familiarise with the norms and values of the working life 

etc. The case manager is the coordinator who decides on required services for a particular 

client and on the way they are delivered (separate, one after the other or as much parallel, 

combined and integrated as possible). The case manager controls whether they actually are 

being delivered successfully.  

To be able to make decisions a case manager needs to have client information and this 

requires input from the network: intake information, information of a coach or mentor who 

is guiding the client in a specific phase of the career path, a particular service provider etc. A 

case manager does not necessarily need to deliver specific services him/herself. A case 

manager at least organises, creates conditions, puts others in the position to do their work 

properly (like the director of a movie directs the players). Whether a case manager also does 

actual work with a particular client will depend on the local context and resources, as well as 

on the way the policy for youngsters at risk is organised at local level. The smaller the 

municipality the more probable that the role of case manager will be combined with the role 

of specific service delivery. 

By incorporating this concept within the local (and partly regional network) the key pillars 

are put in place for a better collaboration between the different providers and for better 

integration of services. 

In the implementation program of igma for organising and implementing the role of case 

management different options will be discussed and elaborated, as well as some example 

tools will be provided which support the work of the case manager. 
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5. Igma methodology  and local collaboration 
 

As was indicated in the previous chapters the concept of gradual progression (the ladder) 

forms the skeleton of the igma methodology. Not only is it a means to create a  

understanding and how entry to labour market or re-entry to education takes place and on 

what is needed from the perspective of the individual. It also provides the basis for the work 

of a case manager, and a means to measure the effect of guidance and of services offered. In 

this chapter we will offer a third way for which gradual progression is used. 

An example of a progress ladder is presented below.   

  
  

6. Indication 
7. Self-Management 
8. Setting Goals 
9. Progress Planning 
10. Commitment 

 

  

11. Follow Up Exploration/Assessment 
12. Case Review 
13. Personal and Social Skills 
14. Basic Skills 
15. Employability Skills 
16. Personal Orientation to the Labour Market 
17. Linking Learning 
18. Job Search Skills 
19. Training Period/Work Placement 
20. Mediation (Employment, Training, Education) 
21. Mediated 
22. After Care in Employment, Training or Education 
 

23. Functioning successfully in a job or an educational 
program (for a period of at least half a year) 
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Within the igma methodology the stakeholder organisations together are challenged to 

formulate the above route of gradual progression for their specific target group and are 

challenged to define each step of this route. Thus stakeholder organisations together form a 

kind of shared understanding, a shared vision about what individuals might be going 

through. The above gradual progression ladder has been developed by all stakeholder 

organisation in Newcastle (UK) to describe the development route of youngsters who have 

been dropped out of school, and do not yet possess a minimum level of qualifications. In a 

joint brainstorm session of service providers and policy (managers, professionals, politicians) 

all agreed on the above presented description of the development process of the youngster. 

Be aware it  was not said that ALL youngsters pass through these stages, but especially the 

hard cases might require to take action or to make arrangements for each one of the 24 

steps.  

 

Shared understanding and collaboration 

Shared understanding of processes is a requirement for collaboration. By defining the client 

process in detail and in the same way stakeholders also develop a better understanding of 

how they (can) contribute and of how they can link their services to each other. Within igma 

implementation stakeholders jointly discuss what they have to offer on each of the steps of 

the ladder, and similar how services can be combined / integrated the cover the needs of the 

target group in the best and most efficient way possible. For example a work placement 

period can be used for many development issues, as long as it is made very clear for what 

objective work placement is offered and why a training organisations would like to work 

together with an employer. The effectiveness of language training and knowledge of values 

of a society can be increased by combining the language training with voluntary work, a 

work placement or a small job. Again as long as the actions taken are placed in the 

perspective of the development route of the target group and not as an end station. 

 

Shared understanding and good governance 

Another effect of defining the client process into small and well-defend steps is that such 

description will make a development process visible and therefore “measurable”. Of each 

individual it now becomes possible to state at what step of the development process s/he is 

in at any given time. As part of the implementation process stakeholders jointly wil define 

and decide how they will use this measurement option. Is the ladder linked to an existing 

client administrative system or not. Is there a willingness to integrate additional measures 

and indicators related to the ladder? Extra measures could include: 
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- Time registration: how much time is spent at different steps of the ladder 

- Incorporation of detailed parameters for describing the characteristics of the target 

group itself 

- Incorporation of detailed parameters describing reasons for leaving the program or 

for temporarily stopping  

- Incorporation of parameters describing where clients go to when leaving or ending 

the program 

Of cause registering extra information only makes sense if it is clear what the information is 

useful for and how it can be collected in an easy way.  This is what stakeholders need to 

agree upon and need to discuss this issue is part of the implementation of igma. In case 

stakeholders decide on a somewhat elaborated level of data collection, the feedback of 

these data can provide valuable information on: 

- Which clients are able to move quickly, why? 

- What part of the ladder is most time consuming, and for whom? What can do to 

solve this? 

- Which clients reach the objective of the program? 

- Which ones do not and why? 

- Which clients drop out, and for what reasons? What can  we do to prevent this? 

- Which clients temporarily stop and why? What is required? 

Answers to questions like this offer stakeholders the opportunity to show good governance: 

give proof of the effect of the public money that has been spent: create an opportunity to 

learn and improve. Igma provides some templates and example to facilitate the discussion 

and the decisions regarding this aspect of the methodology. 

 

Employer involvement 

Last but not least the shared vision on the all the steps required for youngsters at risk also 

provides a context for arranging for the involvement of employers. For reorientation and 

activation of youngsters the local/regional employers can contribute in many ways. 

Employers can contribute for example by offering work experience positions, by offering 

entry positions which relate to certain skills and competences levels, by offering tasters 

which stimulate the job and career orientation of youngsters, by offering an environment to 

reflect and develop basic employment skills and competences etc. For what kind of reason 

employers are involved this will depend on the position the individual youngster is at the 

progress ladder. For case managers it is challenging to develop an network with employers 

that is capable of offering this diversity of support and entry. 
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6. Example of igma implementation 
 

The lay out for the implementation of the igma methodology ideally consists of the following  

six general steps. Each step is prepared and facilitated by the implementing organisation. In 

this chapter you will find some general information regarding the implementation process 

which each time is illustrated by a practical example. 

 

 

1. Initial Commitment Management of one or more responsible institutes in the 

network of the region take the initiative to prepare for the 

introduction of igma. Depending on the amount of knowledge 

of the igma methodology a project manager is appointed to 

make the necessary preparatory arrangements in the area. 

 This step consists of further orientation on igma and on its 

implementation requirements as complementary to the 

problems at hand, and on the input that is needed from the 

region.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Late 90’s and early 2000 the national government of the UK had started a new program targeting 

unemployed youngsters and school drop-outs. This program was called The Learning Gateway. 

Objective was to reach out for youngsters who have no  minimum level of qualification and to 

motivate them to follow education again. At regional level a challenging new task aiming at 

reaching for example 1000 youngsters within 2 years’ time only in the Newcastle area (north of 

England).  As part of a European exchange Revalento was invited to do a presentation on 

individualized approaches for the City Council of Newcastle. Since this was perceived as being a 

necessary but dramatic change from the “one-size fits all” approach which was rather standard 

way of thinking of the different services, Revalento was contracted to stimulate this service 

changes. First step was to invite the key stakeholder organisations and inform them about the 

project, the different steps and their role in the implementation. 

A small committee of key stakeholder organisations (Learning Skills Council, Career Guidance, 

Labour Office, City Council) was created, and informed on what igma is about and what is in 

general required to able to implement the method. The funding organisation (responsible for the 

regional implementation of the national policy regarding the Learning Gateway) appointed a 

project manager. Together with the project manager Revalento visited a selection of service 

organisations to familiarise with current work processes, services offered, problems encountered 

and options and willingness to change. 

Apart from lack of individualised services main challenges were the division of responsibility, 

change of old routines and standard offerings into services that are appealing, affordable  and 

effective. 
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2. Fine tuning of model The model is examined and partly adapted to the requirements 

and experiences of the region, and to the processes in use. This 

is done in close collaboration with representatives of the 

regional network, also as a part of a process of growing 

commitment and communication.  

 This step consists of: 

a. Gathering regional information (written as well as on site); 

b. Setting up work groups representatives/practitioners of the 

most relevant stakeholders of the network; 

c. Preparation in a small workgroup (process, progression 

ladder and tools); 

d. Conclusion: do we agree that the adapted model and 

related tools is what we as a workgroup advise to our 

management to work with?    

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Once the initial orientation and a draft implementation strategy were finished and approved by the 

committee, a working group was formed . The task of the working group  was to adapt the 

methodology and to define what practitioners need to know to be able to actually use it (including 

supporting tools and materials which meet the needs of the Learning Gateway policy).  

The working group consisted of managers and practitioners from different t service organisations. 

All service providers were visited and interviewed. These visits were used to inform stakeholders on 

what IGMA is about and why it is going to be introduced, to work on commitment for change, as 

well as to collect ideas for change of services.  

In the interviews many service organisations indicated that their main challenge was the 

recruitment of youngsters, since there was no budget for doing this. The second major challenge 

was keeping youngsters in the program: sitting all day in a room and follow education is not quite 

the forte of this target group. However at this stage most interviewees were also not aware of their 

own role in this… 

Once the implementation aspects and supporting tools jointly were sorted out and a progress ladder 

was developed, Revalento created a training manual and a short training program. Case 

management in combination with the progress ladder were considered being of the core parts of 

the training since it provided the answer to the problem of unclearness in the division of 

responsibilities. The training program has two objectives: motivate and train staff in their new role 

and responsibility; instruct them in how to use the supporting monitoring instruments and to learn 

from the feedback created by these instruments. 
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3. Broadening Commitment The management of all the responsible institutes that are 

involved in integration objective (unemployment, immigrants, 

young at risk etc.) are informed about the igma methodology, 

the way it has been adapted to meet local and regional needs, 

and the type of support the stakeholders need to give to the 

implementation process. This step consists of: 

a. Informing the management of all stakeholder organisations; 

b. Confirm their commitment; 

c. Communication about commitment and next stage to the 

network. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

4. Training the network Jointly case managers and providers are trained in working with 

the methodology. The training focuses on the ideas behind 

igma, roles and responsibilities of all involved, client reports, 

measuring progression, what a client really needs, supporting 

instruments, finding new solutions for old problems. The 

communication process is an essential element during the 

whole training session. At the end of the training trainees are 

Representatives (mostly managers) of all 16 service providers (covering housing for youth without 

parental support, education, sheltered work, specialised youth services etc.), City Council, Labour 

Office, Career Guidance Council and Learning and Skills Council were invited for a joint meeting on 

interview results and its consequences for the implementation of igma (what, how and when). The 

agreed case management concept was presented as well as the tools and procedures to monitor 

the caseloads and the results achieved. Objectives of the training programs were explained and 

discussed. 

One of the first results of the  prior preparation and interview stage was presented: Much more 

youngsters than expected had substance issues, thus the service level was inadequate to address 

the issue properly. Due to this new knowledge the Learning and Skills Council was applying for 

more local funding to be able to offer more professional support in this area. 

Also some motivational incentives were presented which could be offered to youngsters when 

showing progress: benefit cards for clothing, entry to specific hobby areas, fitness cards etc. Most 

of the incentives were offered by local businesses. These incentives were accessible only for all staff 

with case management responsibility. 

At the end of the meeting the representatives were asked to give their commitment to presented 

ideas on case management, the  suggested tools to be sued and the objectives of the training 

program. A date was set to inform all management on the outcomes of the training program. 
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able to use the model and the related tools within the context 

of their own organisations. Depending on the length of training 

potential development issues and additional support / 

conditions for improvement are assessed. In this the output of 

the training can easily be linked with ongoing quality or HRD 

programmes.    

 This step consists generally of two days training sessions for 

mixed groups up to 15 persons. The amount of sessions 

depends on selective objectives as well as implementation 

requirements. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

5. Informing Management Shortly after the last training session the outcomes of the 

training are presented to the managers of all the organisations 

involved. Management feedback of participants as well as 

training outcomes are reported back to all involved. The session 

is the starting point for new collaboration initiatives, new 

service initiatives and for the improvement of the underlying 

local policy related to target group initiatives.  

Within the Newcastle area  in a period of 3 month over 150 staff of provider organisations, middle 

managers and appointed case managers have been trained in the igma methodology. All session 

are mixed sessions: managers as well as professionals  from different organisations are trained 

together. In this way the training specifically could address the character of the relationship 

between a case manager and a provider. Provision is not the centre of action to help youngsters in 

the Learning Gateway, it is the demand as formulated by the case manager. Focus on demand will 

lead to provision that is really meeting the need. 

One of the first effects of the training was that staff of provider organisations concluded 

themselves that their program for youngsters was missing the point: keeping youngsters in a class 

room and teach them is Not the offering one needs to present to school dropouts no matter how 

much in fact they might benefit from having proper education. Instead staff discussed ways to 

make the programs more attractive by lessening the amount of in class room teaching and add 

outdoor activities, activities related to the interest of youngsters (repairing and maintaining cars 

for example. Practical improvements were found by simply asking: what can you yourself change 

almost immediately? 

Staff felt supported by the simple fact that they now had tools to inform management on what 

youngsters really need; on how much time it in reality takes to contact and recruit youngsters who 

are “out of sight” of government institutes. Also meeting the network within the training situation 

was perceived as a major step to get to know each other and to be able to improve the 

collaboration. 
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6. Follow up Having worked with the methodology for a considerable period 

of time (at least 6 months) first gradual progress outcomes can 

be presented and an evaluation is presented of the results that 

have been reached. Such an evaluation can be used to further 

develop the implemented methodology in line with the 

regional needs, to motivate all involved and to keep direction. 

Results can also be used to promote the regional work of all 

involved and to give evidence of what really is required to work 

on behalf of a specific client group (address specific needs and 

additional programming or support). Part of this outcome are 

data and facts to be used for acquiring additional funding.  

 

 

 

 

 

 

Within the feedback session the following improvement suggestions were adopted by the 

stakeholder organisations (Providers, Career Council, Labour Office, City Council of Newcastle, 

Learning and Skills Council): 

- Before bringing in a service bid, get to know your target group first! 

- Organise combined recruitment strategies instead of just separate actions of each 

individual provider organization 

- Drastically limit the time of in-class room training, and instead create alternative and 

more attractive learning environments 

- Allow for individual flexibility in the programs offered; some youngsters need less time and 

others require more intense programs and support 

- Arrange for collaboration with employers already within the programs 

- Set up arrangements (in policy and funding as well as in the programs itself) which allow 

youngsters to leave the area in case this is more in line with their ambition 

- Change funding principals to pay lump sum on averages and not for each individual 

youngster, allowing providers to put the money where it is really needed 

- Appoint staff who is really motivated to be(come) case manager and who possess the 

required sills and competences to work with youngsters 

- A 
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After half a year all stakeholder organisations have been invited again to jointly evaluate how the 

Learning Gateway was operating and how the case management concept has helped to improve the 

service level and impact on the youngsters. The following improvements / changes have been 

reported:  

- Major changes in the set up  pf programs offered: more attention for practical activities in 

the area of interest of youngster; more outdoor activities 

- Garage- and mechanic workshops were offered as part of the training, even for Saturdays 

- Music workshops and band repetition spaces were made available 

- Involvement of players Newcastle United as inspiring mentors 

- A football competition was set up by a group of provider organisations as a means to get 

into contact with drop outs and recruit them for the program 

- Prevention programs were started as a logical add to the cure program which Learning 

Gateway actually is; 

- General attainment levels (keeping youngsters in the program) have gradually increased 

- Provider organisation who were not able to adapt and improve their offering have left the 

Learning Gateway program, and 8 new organisations have been recruited (and later on 

additionally trained) 

Within one and a half year the Newcastle area became one of the he best performing area within 

the Learning Gateway. Capable of maintaining youngsters in the program and leading them to 

either further education or a job. Based on this success similar implementations of igma have been 

done in Gateshead, Sunderland,  Lincolnshire and Rutland. 
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