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1. Executive Summary 
 

 

1.1 This report is the result of the external evaluation of the Erasmus+ project ‘igma3: 

Shortening Distance to Labour Market for young people with risk for unemployment and 

social exclusion - Distance Education for Coordinated Measures by Regional Stakeholder 

Networks’. This was an Erasmus+ Key Action 2 (Cooperation and Innovation for Good 

Practices) Adult Education Partnerships project, co-financed by the Erasmus+ National 

Agency in Sweden. The external evaluation was conducted by Rinova Ltd, which is a training 

and development organisation based in London, UK. 

 

1.2 igma3 was a three-year project, which commenced on the 1st September 2015 and 

ended on the 31st August 2018. The applicant and coordinator of the project was 

Folkuniversitetet from Sweden, in partnership with a group of European partner 

organisations from Cyprus, Greece, Spain, Norway, the Netherlands and the Ukraine. In the 

event, the Norwegian partner ceased to function in the project from an early stage. 

 

1.3 igma3 was the latest in a series of igma projects that have been developed and 

implemented at both the national level in Sweden and transnationally through the 

framework of European projects. The essence of the igma concept is one that aims to tackle 

a lack of coordination amongst service providers concerned with labour market integration 

in order to improve the services that are available to groups that are at a disadvantage in 

the labour market.  In the case of igma3, a specific end-user beneficiary group was targeted 

specifically – young adults at a distance from effective labour market participation. 

 

1.4 Therefore igma3 set out to professionalise the practice of adult education staff 

working with career counselling and the job placement, specifically in the context of 

addressing the labour market disadvantage and labour market distance for young adults. 

The igma methodology was further developed and integrated into policy levels in the 

partner countries through the:  
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• Adaptation of the methodology to the needs of young adults and resources of the 

stakeholder networks working with this target group. 

• Enrichment of the methodology with successful job placements strategies and know-

how for changing the attitudes of employers. 

 

1.5 The main results of the project were five Intellectual Outputs (IOs) which comprised 

the report of surveys, guidance and advocacy materials including those aimed for employers 

and the refinement of the methodology for the end-user beneficiary group. The largest 

intellectual output was IO2, ‘Training curricula for regional stakeholder networks’– a 

modular training programme, comprising both direct training sessions and open and 

distance learning content, supported by an online Moodle platform aimed at a range of 

stakeholder network professionals.  This was designed through the implementation of pilot 

training programmes in each of the partner countries and accounted on its own for more 

than 50% of the project’s human resource effort across the intellectual outputs. 

 
1.6 The focus of this external evaluation was to identify and assess the project’s impacts.  

As the pilot training programme for IO2 was a large part of the project as a whole, the 

external evaluation approach was integrated into and developed further from the project’s 

‘zero measurement’ internal evaluation.  In addition, a summative assessment was 

undertaken towards the end of the project with each of the partners with the aim of 

capturing impact in areas such as organisational practice and system change. 

 

1.7 Some 130 stakeholders and practitioners (between 22 and 25 in five of the countries, 

and 9 in Spain) participated in the igma3 pilot training programme, which took place and 

different times between September 2017 and June 2018 in the six participating partner 

countries.  Participants were asked a series of questions before they undertook the training, 

and were then asked a set of questions afterwards, many of which enabled the evaluation 

to make a ‘before and after’ assessment across a number of criteria. 

 

1.8 In every partner country the degree of understanding of the igma concept and 

modelling increased substantially as a result of the pilot training, which was notable in that 



External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 5  

 

some countries and in some cases participants in the pilot training had some familiarity with 

the igma concept prior to the pilots.  The training was also impactful in that a large majority 

of the participants they could see clear possibility for the improvement in monitoring of 

young adults’ progression.  In other areas that were explored, the results illustrated 

differences between partners, the pilot participants and possibly the nature of service 

organisation between the different partner countries.  

 

1.9 In general, the pilots were at their most impactful in generating a high degree of 

confidence from the participants that they had enhanced their own capabilities in terms of 

supporting young adults within the labour market. Across most of the participants in almost 

all of the countries there was a significant increase in knowledge of all services and support 

available within the local and regional service network for youngsters as risk as a result of 

the pilot training, evidenced by significant increases in rankings in Cyprus and Greece, to 

some extent in Sweden and particularly in the Ukraine.  

 

1.10 igma3 participants were asked on completion to rank the extent to which, in overall 

terms, they found the pilot training programme to be valuable and/or productive. 96 % of 

participants have ranked their response with an 8, 9 or 10 (where 1= completely dissatisfied 

and 10 = completely satisfied), indicating a high level of satisfaction with the pilot training.   

88 % of participants ranked this question 8, 9 or 10, indicating a high level of satisfaction of 

participants in terms of their expectations being met by the training and all participants 

provided a ranking of 6 or higher.  87% of respondents ranked with a 9 or 10 their view that 

the igma model is much needed (the second highest ranking within the questions).   

 

1.11 The pilot training undertaken by practitioners was highly valued, and recruiting 

practitioner staff from a range of education and guidance providers enabled these front-line 

staff to make new peer networks and contacts ‘on the ground’.  The participants particularly 

welcomed the opportunity to work with their peers and other front-line staff ‘face to face’, 

(the distance learning aspect was less widely valued) as well as other types of stakeholder 

staff who were occasionally present and sometimes brought a different perspective.  The 

benefits included the facility to share best practice, identify and review issues in common 
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and create new peer networks that fostered co-operation rather than competition. This has 

a part to play in promoting the integration of case management approaches where the 

young adult at risk is placed more at the centre of considerations, in a holistic way, rather 

than finding themselves at times falling between the ‘silos’ of different organisations and 

services in the support system.  

 

1.12 It is not clear as to what extent partners were expected to establish a clear profile of 

participants – i.e. the level of ‘mix’ between front-line practitioners and stakeholder 

decision-makers (or indeed employers and/or their representatives) or to what extent this 

was left entirely to the partners.  In the event the large majority of participants were front-

line participants, However, both participants and partners questioned the notion that 

training programmes such as those that took place in the pilots were, on their own, the 

most effective way to achieve integrated approaches amongst stakeholders, suggesting that 

different approaches are required to engage with decision-makers. While the pilot training 

was able to demonstrate clear benefits for the large majority of people that participated in 

it, it missed a managerial commitment ‘from the top’.  Furthermore, the project also sought 

to bring employers – where most young adults would find themselves if their support 

programmes are successful - into the educational process earlier, rather than at the end, but 

whereas this was a priority for Sweden, and the input and participation of employers was 

highly valued by practitioners and partners when it did happen, there is only limited 

evidence of it occurring to any degree. 

 

1.13 Nonetheless, the evaluation has been able to establish that all of the impacts that 

the project set out to achieve manifested themselves in igma3 to some degree. These 

included the demonstration of progress in stakeholder engagement as a contributory to 

service improvement in many of the countries as well as the benefits of focusing on the 

needs of a specific target group, in this case young adults at risk in the labour market 

 

1.14 In terms of the project’s ambition to transfer the igma approach to achieve system 

change through enhanced and more holistic service integration in the provision of services 

for young adults, however. the position is mixed. Some partners were able to make 
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concrete, evidenced and impressive steps towards demonstrating progress and impact in 

this area, notably in Sweden, Greece, Cyprus and in particular the Ukraine – where aspects 

of the impact of igma3 were transformational - but was much less evident in Spain, where it 

was difficult to identify specified impacts.  In the Netherlands, very specific decisions were 

made in terms of the implementation of the igma3 (notably the focus on addressing ‘drop 

out’) in order to glean some benefit from the project. There are different reasons for this 

which range from the partners’ own ‘positioning’ as educational providers and institutions 

in regional or national systems that support young adults, together with the particular 

characteristics, contexts, motivations and needs of the respective stakeholder networks in 

each country. 

 

1.15 As a result, the report makes a number of recommendations. In relation to pilot 

training programmes, these recommendations surround the fact that the needs of front-line 

practitioners and managers and decision-makers are quite different, as is their ability to 

implement service improvements in different ways.  Therefore consideration should be 

given to training programmes that include both groups to be ‘streamed’ – i.e. different 

programmes for different groups. This includes giving greater attention to the recruitment 

process and needs assessments prior to training.  In terms of igma’s ambitions to achieve 

system change in transnational initiatives, the recommendations surround the need to 

ensure that future consortium prioritise the involvement of partners who provide 

demonstrable evidence that they have the ability to implement igma in a way that has some 

level of prospect of ensuring sufficient levels of participation in piloting actions and care in a 

position to influence greater integration in service provision in regional stakeholder 

networks. They should also prioritise the involvement of partners from EU pre-accession 

countries given the evidence of significant impact in the Ukraine as a result of igma3. 

 

1.16 The report concludes with its main pointer to the future being that there is clear 

benefit to be had from targeting future igma initiatives at the services that support specific 

target groups in the labour market - in the way that igma3 did towards those working to 

support young adults at risk in the labour market. Furthermore, high-quality training that 

facilitates networking and professional development amongst the practitioners in those 
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services is highly valued and an important contributor to service improvement.  At the same 

time, initiatives such as igma3 which seek to achieve greater service integration and a more 

client-centred, holistic approach will benefit from work programmes which are designed to 

ensure the early, active and meaningful involvement and engagement of those that are the 

suppliers of jobs in the labour market – employers - and those that are in decision-making 

positions in the relevant services in the stakeholder networks.  
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2.  igma 3: Background and Context 
 

2.1 igma3 was an Erasmus+ Key Action 2 (Cooperation and Innovation for Good 

Practices) Adult Education Strategic Partnerships project, co-financed by the Erasmus+ 

National Agency in Sweden.  The full title of the project is ‘igma3: Shortening Distance to 

Labour Market for young people with risk for unemployment and social exclusion - Distance 

Education for Coordinated Measures by Regional Stakeholder Networks’. Its project 

reference number is 2015-1-SE01-KA204-012244. The applicant organization and lead 

partner is Folkuniversitetet, Sweden. 

 

2.2 igma3 was a three-year project, which commenced on the 1st September 2015 and 

ended on the 31st August 2018.  It was awarded a project budget of 431,054 Euros for this 

period. It comprised an Erasmus+ Key Action 2 Strategic Partnership from the following 

organizations, representing the following countries: 

 

• Folkuniversitetet (Sweden) 

• Revalento (Netherlands) 

• MMC Management Center Ltd (Cyprus) 

• Dimitra Education and Consulting S.A. (Greece) 

• Documenta (Spain) 

• European Centre for Women and Technology - ECWT (Norway)1 

• Union of Youth Organizations from the Vinnytsia region (Ukraine) 

 

2.3 The essential rationale for the concept of igma is set in the context of addressing a 

lack of coordination amongst service providers concerned with labour market integration.  

There are many organisations involved in the process of education, counselling and 

employment for young people: Adult Education, Vocational Education and Training (VET), 

                                                           
1 In the event, ECWT did not participate in the project in a meaningful way. This issue is returned to later in this 
report. 
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municipalities, Public Employment Services (PES), Non-Governmental Organisations (NGOs) 

and others. Each of these organisations uses their own methods for career counselling and 

job placements. A lack of effective co-ordination between them can lead to dysfunctional 

and duplicative results, whereby the same guidance services are provided to the same 

person several times, or effective services are offered at the ‘wrong’ time. Moreover, in the 

majority of European countries, there is lack of professional, recognised standards and 

training for the professionals who practice in the area of career and labour market 

integration counselling. 

 

2.4 Therefore igma3 itself evolved from a range of predecessor activities that were, in 

various ways, concerned with addressing the issues described above. The ‘igma’ concept 

itself was originally developed by Folkuniversitetet through earlier development work in 

Sweden following a range of consultations and discussions, where various models and 

approaches had been reviewed – in particular through Folkuniversitetet’s long-standing 

relationship with Revalento and through insight into practice and approaches in the 

Netherlands - and through transnational European project cooperation between a group of 

European partners. 

 

2.5 In terms of formal, transnational project co-operation, the igma process began in 

earnest in 2011, when five of the current group of partners (Sweden, Greece, the 

Netherlands, Spain and Cyprus) cooperated together on the first igma project, which was 

financed under the Leonardo da Vinci strand of the former Lifelong Learning Programme of 

the European Union.  This Leonardo project was developed as a specific European initiative 

to respond to the challenges identified by the igma concept, by developing a methodology 

for supporting the integration of immigrants into labour markets through effective 

cooperation between regional stakeholder networks.  

 

2.6 Alongside this, in 2012 and 2013 Folkuniversitetet, together with the Swedish Labour 

office also piloted the igma methodology in a domestic initiative based in Lulea on the 

northern coast of Sweden.  The igma concept of the ‘integration agent’ and the emerging 

methodology was used to collectively re-design the way of cooperation between different 
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stakeholders working with integration in Lulea by defining clear objectives and division of 

responsibilities.  Furthermore, a successor European project, igma2 was developed which 

was centred upon the extended design and testing of a curriculum of training for 

stakeholders in regional networks. 

 

2.7 Following these developments, and to build on the learning that had arisen from 

them, the igma3 project was developed and submitted as an application in 2015, for the 

first time in the framework of the new European ‘Erasmus+’ programme which was then in 

just its second year of operation.  The applicant was Folkuniversitetet and the application 

was made to the Swedish National Agency. As noted in 2.2 above, the application was made 

to the Key Action 2 strand of the Erasmus+ Programme, specifically for Strategic 

Partnerships for Adult Education (Cooperation for innovation and the exchange of good 

practices). The focus of this strand within the wider Erasmus+ programme is to share, 

develop and transfer innovative practices (in education, training and youth provision) 

between participating countries, with the intention of increasing the positive impact of 

European activities at all levels to ensure benefits for the individuals, organisations and 

countries involved in projects. igma3 was subsequently approved to commence on the 1st 

September 2015 and finished on the 31 August 2018. 

 

2.8 In overall terms igma3 set out to professionalise the practice of adult education staff 

working with career counselling and the job placement, specifically in the context of 

addressing the labour market disadvantage and labour market distance for young adults. 

The igma methodology was to be further developed and integrated into policy levels in the 

partner countries through the pursuance of its specific project aims, which were set out as 

being the:  

 

• Adaptation of the methodology to the needs of young adults and resources of the 

stakeholder networks working with this target group. 

• Enrichment of the methodology with successful job placements strategies and know-

how for changing the attitudes of employers. 
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• Development of a distance training course for stakeholder networks, delivered via a 

Moodle platform. 

• Professionalization of adult education staff working with career counselling and 

providing job placement for young adults. 

 

2.9 The application set out two main target groups at whom the project is aimed: 

 

• The primary target group includes adult education organisations, counselling 

services, public organisations working with employment and employers/ employer 

associations; 

 

• The secondary target group includes young adults aged 18-30 especially those who 

are long-term unemployed or who represent disadvantaged groups who are further 

distant from labour market inclusion (e.g. physically disabled, early school leavers, 

immigrants, those who are low-skilled).  

 

2.10 However, the igma3 project activities were designed for the primary group 

exclusively.  As the application notes, the “Secondary target group is not directly involved in 

the project activities as the goal of the project is to improve services provided to them. 

However, they will be a part of the training activities and included into the regional 

stakeholder networks in order to represent own interests and needs. The methodology will 

be developed together with them rather than for them.” 

 

2.11 igma3 set out to achieve its aims through a work programme that was designed 

according to the requirements of the Erasmus+ KA2 work programme, based upon 

Intellectual Outputs (IO), as well as cross-cutting activities such as a Multiplier Event (final 

conference), Learning, Teaching and Training (short-term, joint staff training) events, 

transnational partnership meetings, quality assurance and evaluation activities and a 

programme of dissemination activities.  The igma3 Intellectual Outputs (with the proportion 

of total project staff days that were allocated to each) are: 
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• Intellectual Output 1: igma3 methodology for professionals – a methodology 

adapted from previous igma results, with a focus this time on the effective career 

counselling and job placement of young adults (including strategies for employer 

engagement) through a centralised approach and through coordinated integration 

measures at the stakeholder level.  The methodology takes the form of written 

guidance for practitioners working with young adults (trainers, counsellors and 

professionals) as well as decision-makers in services and policy.  It was produced as 

the result of a programme of research and stakeholder consultation. 

(Approximately 16% of the total project staff days were allocated for the production 

of this IO). 

 

• Intellectual Output 2: training curricula for regional stakeholder networks – a 

modular training programme, comprising both direct training sessions and open and 

distance learning content, supported by an online Moodle platform aimed at a range 

of stakeholder network professionals. This was the most heavily-resourced IO, with 

almost 40% of the total project staff days allocated to it.  

(Approximately half (c.51%) of the total project staff days were allocated for the 

production of this IO).  

 

• Intellectual Output 3: National survey of existing counselling services available for 

young adults and the role of different regional/local stakeholder organisation in 

the guidance process - a map of services for each partner country and a summary of 

recommendations for integration of the igma concept at the policy and practical 

level in each partner country, taking into consideration national legislation and 

regulations. The main target group of this product is decision-makers and 

practitioners interested in implementation of igma concept in their region. 

(Approximately 12% of the total project staff days were allocated for the production 

of this IO). 
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• Intellectual Output 4: Booklet with marketing information for employers – a 

publication specifically aimed at employers, with the aim of advocating the igma 

methodology directly to them.  

(Approximately 10% of the total project staff days were allocated for the production 

of this IO). 

 

• Intellectual Output 5: Promotion website with link to Moodle platform - a 

marketing tool for dissemination and involvement of the following stakeholders.  

This has been produced in multiple languages, and the English version can be viewed 

at http://www.projectsgallery.eu/igma3/en/igma3-2 .  

Approximately 11% of the total project staff days were allocated for the production 

of this IO. 

 

2.12 igma3 therefore set out to continue to develop and advocate the ‘integration agent’ 

concept, with an accompanying methodology as well as the creation of specific resources 

for a range of professionals connected with stakeholders. In addition igma3 had a number 

of new and evolutionary features that built upon the predecessor programmes described 

above that targeted new domains, specifically: 

 

• igma3 was specifically targeted towards the labour market inclusion of young adults; 

previous igma initiatives had been concerned with the labour market inclusion of 

unemployed people more generically.  This had presented a challenge to the igma 

methodology, which is concerned with the integration of stakeholder services and 

perspectives, since many services were targeted towards specific groups (e.g. 

refugees, immigrants, the young).   

 

The fact that these separate services and the stakeholders that surround them often 

worked in  ‘silos’ (i.e. only concerned with their own specific target groups) meant 

that new igma-based initiatives, to be at their most effective, needed to recognize 

this and align its approaches and methods to the range of different stakeholders that 

are working in those ‘silos’.  This approach meant that particular networks 

http://www.projectsgallery.eu/igma3/en/igma3-2
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concerned with young adults in this ‘sub-sector’ – for instance services for young 

adults organized by Non-Governmental Organisations (NGOs), social services and the 

Public Employment Services (PES) – could be targeted.  

 

• A particular feature of igma3 is that it focuses, in particular in Sweden but also as a 

feature to be addressed transnationally, on the incorporation of methods and 

strategies for job placement strategies and the creation and adoption of know-how 

for engaging with companies, including changing the attitudes of employers.  An 

observation from earlier igma programmes had been that employers – the very 

source of employment for those that are out of work – were often involved ‘at the 

end of the chain’ of the education-to-labour market programmes or, even worse, not 

involved at all.   

 

Therefore igma3 set out, wherever possible, to explore how employers could be 

involved at a much earlier part of the process. In doing so, access for young adults to 

employment by the engagement of the entirety of the regional stakeholder 

networks (including employers) into the guidance process, in order to offer reality-

based tailored learning/career opportunities to young adults, was considered an 

important part of the solution to these challenges. 

 

2.13 In addition to the five core countries of Sweden, Greece, the Netherlands, Spain and 

Cyprus there were two ‘new’ countries – Norway and the Ukraine - participating in igma3, 

and working with the igma concept for the first time.  The objective of them doing so was in 

order to adapt and transfer aspects of the igma method and approach to their own service 

and organizational contexts in those two countries. 
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3. Quality Assurance and Evaluation in igma3  
 

3.1 In pursuit of the achievement of the aims above, the igma3 project implemented a 

wide range of arrangements for the management, monitoring, quality assurance, review 

and evaluation (internal and external) of the project. In particular, the project management 

was supported by a strategy of continuous process of Quality Assurance, based upon a 

series of internal evaluation exercises. 

 

3.2 In terms of both the internal and external evaluation, the igma3 application makes a 

number of references, including the following: 

 

“The partnership will set up a QA manual (as a part of PM manual) to implement an 

on-going external and internal evaluation of the following: 

1. The work programme in order to monitor achievement of outcomes against 

agreed time frames and indicators. 

2. The quality of deliverables. 

3. The evaluation of the performance of the consortium.” 

 

Short term-impact on the involved organisations and participants will be measured 

during the lifetime of the project. In this application there is a set of qualitative and 

quantitative indicators which will be used for internal and external evaluation in the 

project. The short term-impact will be described in the final internal and external 

reports. … The partnership will use zero measurement method for measuring short-

term impact of the project, namely a set of indicators will be measured at the 

beginning and the end of the training/pilot activities. The measurement will show the 

progress in terms of quantitative and qualitative indicators. The main areas for 

measurement will be: 

*Impact on participant education/employment situation. 

*Impact on professionals working with career counselling and education of young 

adults. 
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*Impact on stakeholder organisations involved.  

*Impact on changing employers´ attitudes.” 

 

3.3 The igma3 Quality Assurance Plan contains provision for the internal evaluation of a 

number of factors, including: 

• the work programme, in terms of the monitoring of outcomes against agreed 

time frames and indicators; 

• the Project Management; 

• the performance of the consortium; 

• the project activities and its intellectual Outputs, as specified through a series of 

qualitative and quantitative indicators;  

• activities / results generated by the main stakeholders, through questionnaires. 

 

3.4 The results of the internal evaluation into the above factors during the first part of 

the project were summarized in the Interim Report for Project Management and Evaluation 

of Deliverables/Activities (September 2016 to January 2017), produced by Amparo Coterillo 

of Documenta. At the time of writing, the final internal evaluation report into the above 

factors up to the end of the project is not yet available, but is due to be presented 

separately as part of the final igma3 project report. 

 

3.5 The arrangements for quality assurance and evaluation in igma3 in the application 

form are very thorough and comprehensive. However it was important to ensure, in the 

preparation of activities concerned with the external evaluation, that the boundaries 

between the responsibilities of the external evaluator the range of internal evaluation and 

quality assurance activities were fully separated and complementary. This was because 

there are differences and contradictions in certain references in the application concerning 

the boundaries between quality assurance, internal and external evaluation.  

 

3.6 For instance, in relation to the question of impact, the Quality Assurance Plan makes 

reference to the evaluation of impact(s) via the internal evaluation. In addition, the work 

programme for piloting in igma3 envisaged the use of ‘zero measurement’ (an assessment 



External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 18  

 

of the ‘before and after’ position) being deployed in internal, pilot evaluation questionnaires 

designed by the piloting IO leader, Revalento. Furthermore, there are occasional references 

in some documents to ‘continuous monitoring’ by the external evaluator, whereas 

elsewhere this function is described as being on-going activity in project management, 

quality assurance and internal evaluation. In the event, ‘continuous monitoring’ is not 

specifically an objective of the external evaluation.   

 

3.7 With this in mind therefore it was important to establish the specific priorities and 

areas for consideration for the external evaluation, which has been undertaken by Rinova 

Ltd and the valuable work undertaken by the internal evaluation and also the ‘zero 

measurement’ planning that was initiated by the IO2 leader, Revalento were fully 

complementary. Without doing so, there was a danger whereby, in order to satisfactorily 

evaluate the impact of the project, the external evaluation generates questionnaires and 

exercises which over-write or repeat questions that have already been pursued.  This would 

not only have been duplicative in its own terms, but could have lead to confusion and 

therefore a lack of response from partners, stakeholders and potential respondents.  

 

3.8 In the event, following a set of consultations lead partner for quality assurance and 

the IO2 leader, Rinova worked closely with the project manager at Folkuniversitetet in order 

to resolve any questions or issues regarding the precise focus of the external evaluation and 

to ensure that it would be distinct and complementary to the internal work programme.  It 

worked particularly closely with the lead for the internal evaluation in IO2, notably in terms 

of the data collation and analysis of the zero measurement of the pilot training to minimise 

the prospect for duplication of activities.   

 

3.9 As a result these matters were fully separated and aligned. The final, summative 

external evaluation of the project, in terms of impact, has been implemented specifically 

and solely by the external evaluator at the end of the project.  The approach to this final, 

summative evaluation of impact is set out in the next section. This point is developed 

further in section 4 that follows. 
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4. External Evaluation - Scope and Methodology  
 

4.1 The purpose of this section is to describe the specific focus of the external evaluation 

undertaken in igma3, following the outcome of the process described in the previous 

section.  

 

4.2  In terms of the scope of the external evaluation, the following references are made 

in the igma3 application form: 

 

• External evaluation report by the researcher who will follow the development and piloting 

activities (the report will measure socio-economic value of igma in comparative perspective 

between the countries) … “(The) external evaluator will evaluate the results of training and 

pilot activities … Folkuniversitetet will be responsible for engagement of the external 

evaluator, who will be a researcher with academic profile in career counselling. All partners 

will cooperate with the researcher for collection of feedbacks and support in monitoring 

activities … *The external researcher … will follow-up and measure the project activities and 

outcomes … The external evaluator will have academic/research background in career 

counselling/social sciences which gives professional feedback on the impact in socio-

economic terms …” 

 

4.3 The igma3 project Interim Report to the National Agency describes the 

arrangements for external evaluation as follows: “External evaluation is focused on the 

project outcomes and results in terms of relevance to the needs of the two main target 

groups of the project (young adults and local stakeholder networks dealing with counselling 

and employment of young adults). Moreover, the task of the external evaluator is to 

measure short-term and potential long-term impact of the project when it comes to its main 

objective, namely higher employability of young adults.” 
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4.4 This description of the focus of the external evaluation has provided the basis for the 

focus of this external evaluation – namely, that it is centred upon being a summative, 

qualitative impact assessment of the project. In this respect, it provides a targeted and 

complementary purpose that of the internal evaluation – in that the external evaluation is 

focused specifically upon the impact of the project – i.e. in terms of the relevance of the 

project outcomes and results, rather than being concerned with matters of quantitative 

target achievement, project process or project management which is the function of the 

internal evaluation that has been performed in igma3 as set out in the project Quality 

Assurance Plan.  

 

4.5 Furthermore, it was not appropriate ‘after the event’ to produce a set of 

performance indicators to attempt to specify and assess a Project Logic Chain of Context, 

Inputs, Outputs, Outcomes and Impacts - outside from those already specified in the 

project’s aims and objectives.  Therefore in this final summative assessment of impact, the 

evaluation has examined the qualitative impact indicators specified in the application form 

alongside its specified aims and objectives - and has used them as the basis for its enquiry.  

 

4.6 In terms of methodology, this final external evaluation of the impact of igma3 

therefore conducted through three specific assessment exercises – timed to occur once the 

main deliverables of the project have been completed: 

 

• A review exercise, incorporating interviews and discussions between the Project 

Manager at the lead organisation, Folkuniversitetet and the external evaluator.  This 

was undertaken through a number of phases: face-to-face in London, when the 

opportunity to have a direct meeting presented itself; by Skype, during the planning 

stage at the outset and before the pilot and final qualitative assessment exercises 

were undertaken; and finally at the end of the exercise. 

 

4.7 This was performed in order to provide an opportunity from the promoter to 

respond to the findings and results that emerged.  This has included an open and 
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transparent review of how far igma3 has been able to come, given time and financial 

limitations, and the barriers and issues that will need to still be addressed if longer term 

aspirations and impacts are to be achieved. 

 

• An assessment of the impact of the IO2 pilot training programme that was 

undertaken in each of the participating partner countries.  This IO was evaluated 

specifically for impact for two reasons; firstly, as well as it being mentioned in the 

application form that it would be the subject of an impact assessment; and secondly 

it represented the main IO of the project in which the primary target group for the 

igma3 project participated directly.   

 

4.8 In order to do this, the pilots were evaluated in two phases, through two 

questionnaires with the pilot programme participants; a ‘zero measurement’ baseline 

exercise and a post-pilot impact evaluation exercise.  There were a number of issues that 

presented themselves through this exercise, which are described more fully in section 5 of 

this report that follows. In the meantime, the ‘zero measurement’ baseline questionnaire is 

attached for reference to this report as Appendix One, and the ‘post-pilot’ impact evaluation 

questionnaire is attached for reference as Appendix Two and the results from these 

exercises are presented and analysed in section 5 of this report. 

 

• The design and assessment of the results of a qualitative impact assessment 

questionnaire, which was circulated to the igma3 partner organisations as the 

project came to a close.   

 

4.9 The qualitative impact assessment questionnaire was designed to explore known 

and unexpected impacts, together with the basis for estimating longer term impacts.  In 

addition, considerations of quality, impact and usability of the project’s results was be 

explored.  
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4.10 The qualitative impact assessment questionnaire is attached for reference to this 

report as Appendix Three and the results from these exercises are presented and analysed 

reported in section 6 of this report. 

 

4.11 It should be noted at this point that, as with other aspects of the external evaluation, 

the Norwegian partner EWCT did not respond to any requests for information.  It is 

understood that no pilot activities were undertaken in Norway and that EWCT did not 

participate in the project in a meaningful way.  They are excluded from any further 

commentary in this report. 

 

4.12 Following a description and reflection of the findings in sections 5 and 6, the external 

evaluation concludes with an overall interpretative commentary, before providing its 

recommendations to the igma3 partnership.  This is provided in section 7 of the report.  
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 5. Impact Assessment: the igma3 pilot programme  
 

 

(a) Introduction 

 

5.1 This external evaluation assessment of the impact of the IO2 pilot training 

programme has been undertaken in two parts.  Firstly, a ‘zero measurement’ questionnaire 

was produced by the IO2 leader, Revalento, at the end of 2017 and was used in the project.  

The term ‘zero measurement’ is one that has been adopted by this partnership to undertake 

pre- and post- rankings before and following a project intervention, in order to be able to 

assess the ‘before and after’ position.  Therefore the purpose of this questionnaire was to 

establish a ‘baseline’ position in relation to the participants on the project prior to the pilots 

taking place.  It was subsequently agreed during the discussions to establish the external 

evaluation brief that that, in order to avoid duplication and provide an independent impact 

assessment of the pilots, the follow-up assessment of the impact of the pilot training should 

be undertaken as part of this external evaluation. This ‘zero measurement’ baseline 

questionnaire is attached for reference to this report as Appendix One. 

 

5.2 However, it led to some complications that required attention in the design 

approach for this external evaluation.  First of all, it had been necessary for Revalento to 

design – and implement – the zero measurement exercise and the main follow–up some 

considerable time before the other partners began their pilots.  This was because in the 

Netherlands it was necessary, because of the available schedule of the relevant stakeholder 

participants, to implement the pilot programme in September 2017.  This was in fact several 

months before the other partners, whose pilot schedules commenced from February/March 

2018. It also pre-dated by several months the commencement of the external evaluation 

design activities, which begin in earnest in the early part of 2018.  

 

5.3 Therefore, it was necessary for the follow-up pilot impact evaluation questionnaire 

that was to be completed at the end of the pilots to take all of this into account. In the 
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event, the post-pilot impact assessment evaluation questionnaire was designed by Rinova, 

in close consultation with Revalento, in order to both ask the follow-up questions originally 

envisaged by Revalento in a way that was aligned, albeit re-phrased, to the original 

questions.  The follow-up assessment also incorporated supplementary questions from the 

external evaluator, which were separate and additional to those questions asked during the 

‘zero’ exercise.  This post-pilot evaluation questionnaire was issued to all of the partners 

during the course of March 2018 for use with participants on the completion of the pilot.   

 

5.4 In the case of the Netherlands, as both the pre- and post- exercise had already been 

completed since the pilot had been undertaken several months before the other partners, 

and as the post-pilot evaluation was based on a questionnaire designed by Revalento, this 

generated two considerations for the design of the external evaluation; firstly, the questions 

asked by Revalento in the post-pilot exercise in the Netherlands were phrased differently to 

those completed by the other partners.  In this case, Rinova worded its own questionnaire 

as closely as possible to that of Revalento, and in the findings has taken the responses to its 

questionnaire and aligned them to the closest corresponding question; secondly, Rinova 

asked a number of additional questions concerned with the impact of the pilot which were 

not part of Revalento’s earlier design nor its evaluation. However these additional questions 

were designed to be asked in a way which enabled Revalento to subsequently approach its 

participants to complete them as a specific exercise along with all of the other partners 

completing the whole exercise, despite the pilot having completed in the Netherlands some 

months before everyone else. The post-pilot impact evaluation questionnaire is attached for 

reference as Appendix Two. 

 

5.5 Despite these complications, at this point it should be highlighted that, from an 

impact assessment point of view, it is highly positive that this ‘zero measurement’ baseline 

exercise was designed by Revalento, since as the project originally foresaw, it would provide 

a basis against which the ‘before’ position could be captured, with a view to subsequently 

assessing the ‘after’ pilot situation from the participants’ point of view.    
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5.6  In the event, to avoid any confusion the partner responses to the ‘zero’, baseline 

questionnaire were returned to, compiled and analysed by Rinova (instead of Revalento as 

originally envisaged) as well as the results of the post-pilot impact assessment 

questionnaire. The data from these exercises has been collated, summarised and analysed 

by Rinova and is presented below.  

 

5.7 IO2 represented by some margin the largest intervention in the project, comprising 

approximately half of the total staff days set aside for the project and having as many staff 

days across the partnership as all of the other IOs combined (see section 2.10). It was tested 

and validated through a pilot programme, which was implemented in each of the igma3 

partner countries. 

 

 

(b) The pilot training programme 

 

5.8 In the igma3 project, IO2 is the ‘Training curricula for regional stakeholder networks’. 

 It is a modular training programme, comprising both direct training sessions and open and 

distance learning content, supported by an online Moodle platform aimed at a range of 

stakeholder network professionals.  Its innovation was described in the application as 

follows: “The innovation of such a course is that it is aimed at training of stakeholder 

networks rather than individual counsellors/ case managers. The result is the acquired 

knowledge can be directly implemented in practice as the trainees will get concrete tasks for 

gradual integration of igma concept into their daily work in-between training sessions. Each 

group of participant will be balanced and include public organisations working with 

employments, private employers, employers associations, adult education providers, 

counselling services, etc. The structure of each group will depend on the existing regulation 

and situation in each partner country.” 

 

5.9  The curriculum was designed on two levels – theoretical and practical, in which first 

the general principles and theory of the igma approach is set out, and the  approach to 

putting igma in practice is considered, through case studies and other approaches to its 
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practical implementation. Each of these levels is then represented in the four core modules 

that form the basis of the curriculum design, specifically 

 

• Module 1 – the igma methodology, and particular applications in terms of client 

activation and engagemnet 

• Module 2 career guidance and coaching, including considerations of progression 

• Module 3 – igma appraoch to profiling, key competences, active citizenship,  

• Module 4 employer engagement, including apprenticeships and the role of social 

innovation in enhancing employer networks to the benefit of end-user clients 

 

5.10 The detailed modular content is available at the igma3 Moodle platform site, 

through which participants were able to gain access with assigned passwords: 

http://elearning.igma3.eu  

 

5.11 The pilot training programme was implemented in six of the seven countries that 

participated in igma3. Each of the partners was due to complete a report on their pilots, 

although at the time of writing this evaluation report, these reports were not available. 

Therefore the evaluator was not able to consider in which way the pilots were conducted in 

each country.  Participants were recruited and participated as follows: 

Partner organisation  Number of participants 

Folkuniversitetet (Sweden) 25 

Revalento (Netherlands)  24 

MMC Management Center Ltd (Cyprus)  22 

Dimitra Education and Consulting S.A. (Greece) 25 

Documenta (Spain)  9 

Union of Youth Organizations from the Vinnytsia region 
(Ukraine) 

25 

European Centre for Women and Technology - ECWT (Norway)2 
 

0 

Total 130 

                                                           
2 ECWT did not respond to any requests for information from the external evaluator.  It is understood that the 
organisation did not participate in the project in a meaningful way nor organise any pilot training.  Therefore 
they are excluded from the findings in the remainder of this chapter. 

https://mail.rinova.co.uk/owa/redir.aspx?C=51cac1587b3d42e6818439f531e915c5&URL=http%3a%2f%2felearning.igma3.eu%2f


External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 27  

 

 

5.12 In terms of the pattern of participation – i.e. as to the extent to which the 

participants completed the pilot training, the partners each reported the following: 

 

 Documenta 
Spain 

UY0 
Ukraine 
 

Folkuniver-
sitetet 
Sweden 

Dimitra 
Greece 

Revalento 
Netherlands 

MMC 
Cyprus 

Completed all 
of the igma3 
pilot training 

0 17 20 17 24 22 

Completed 
most (but not 
all) of the pilot 
training 

7 8 5 3 0 0 

Completed 
some – but not 
most or all – of 
the pilot 
training 

2 0 0 3 0 0 

Did not answer 
 

0 0 0 2 0 0 

Total 
 

9 25 25 25 24 22 

 

5.13 Participants were asked to describe their job role and the organisation they worked 

for at the start of the evaluation of the pilot. Not all participants completed this section of 

the evaluation. However there was considerable variation in the job roles that were 

reported.  Examples of the roles given include: 

 

• Mentor 

• School teacher  

• Team co-ordinator 

• School counsellor 

• Coach 

• Client manager 

• Careers counsellor 

• Workplace integrator   
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5.14 From the job role data available, at least two-thirds of the pilot programme 

participants worked directly with young adults, with a smaller contingent having more 

managerial / co-ordination responsibilities.  Participants came from a variety of 

organisations, including those working in vocational and educational training, those working 

for local government and in non-governmental organisations. 

 

 

(c) Results 

 

5.14 In the paragraphs that follow, the results of the impact assessment on the pilot 

programme participants is presented.  The results given by the participants are grouped 

according to each area of enquiry, described in bold in the paragraph text below, which are 

represented by a corresponding question in the questionnaires supplied in the appendices.   

 

5.15 The pilot programme impact assessment incorporated a quantitative assessment, in 

which participants were asked to indicate, on a 1-10 Likert-type scale, a numerical ranking 

against each area of enquiry (question), both before they started the pilot training, and then 

in turn to do so after the pilot training. The bar chart graphs that are presented below 

represent the average ranking of the responses provided by the participants, and are 

grouped according to the partner (represented in the bar charts by partner country) with 

whom the participants undertook the pilot training. The bar rankings in blue provide the 

‘zero’ position –i.e. the average numerical rankings supplied by those that had been 

recruited to the programme but had not yet commenced the pilot training, and the purple 

bar rankings provide the average numerical rankings supplied by those that responded to 

the external evaluation questionnaire after the pilot programme. 

 

5.16 In addition, the pilot programme evaluation incorporated a qualitative element, in 

that Rinova’s evaluation questionnaire asked the participants who completed the 

questionnaire to provide a degree of narrative, either in terms of justifying each ranking 

score that they provided, or to provide an explanatory note or any other observations or 



External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 29  

 

comments that they felt may be relevant to the exercise. A summary of these comments, 

particularly where there are pertinent comments that illustrate the point being made, are 

provided in the results below following the quantitative presentation. 

 

5.17 1. Understanding of the igma3-methodology:  The participants were asked to rank 

their understanding of the igma3-methodology on a ten-point ranking scale (where 1 

indicated ‘no understanding’ and 10 indicated ‘full understanding’) both prior to the 

commencement of the pilot course and again following the completion of the course –in the 

case of the latter, being asked to specify the extent to which their understanding had 

increased.  The results are presented below: 

 

 
 
 

5.18 As can be seen by the above, in every partner country the degree of understanding 

of the igma concept and modelling increased substantially. This may appear to be an 

obvious finding, but in fact it should be borne in mind that there is some evidence to 

suggest that in some of the participating countries, there were participants in the pilot 

training who had some familiarity with igma prior to the pilots. Nonetheless, the responses 

were positive with all participants giving a post-pilot ranking of 7 or higher, and with some 

three-quarters giving a score of 9 or 10. This demonstrates that irrespective of their starting 

position, the overwhelming majority of participants experienced a definite and marked 

increase in their understanding of the methodology. 
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5.19 The participants made a number of comments which indicated that they felt that 

both the theory was well-described and also that it had been clearly linked to practical use: 

 

“I have been able to know and study the methodology in depth. It is very well explained in 

the course” 

“About this methodology I learned for the first time, became interested and learned a lot of 

useful information” 

 “I think I understand the methodology much better than at the beginning. Good 

combination between theory and advice for practical implementation” 

“I got the knowledge about the employment of students and I will implement it practically 

every day during classes with graduates” 

 “It was my first igma training. Some of the colleagues had a good knowledge on the model 

from prior trainings” 

“I participated in previous igma trainings for counselling and coaching” 

 
 

5.20 2. The quality of the services:  Prior to the commencement of the pilot, the 

participants were asked to indicate their level of satisfaction, on a ten-point ranking scale 

(where 1 indicated ‘completely dissatisfied’ and 10 indicated ‘completely satisfied), with the 

current quality of services that they were/are engaged with to support and guide youngsters 

at risk.  Following the completion of the pilot course they were asked whether as a result of 

the pilot training they could see how potential improvements could be made to the current 

quality of these services for those at risk, using a ten-point ranking scale (where 1 indicated 

‘no improvement’ and 10 indicated ‘substantial improvement’).  The results are presented 

below: 
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5.21 As with the previous question, the participants’ rankings were high, with all giving a 

score of 7 or over, and with some 70 % giving a score of 9 or 10.  The responses indicate that 

the participants had been able to recognise shortcomings in the current quality of their 

service -and most significantly, the pilot programme had helped them to identify ways in 

which these could be improved. This was the most pronounced in Sweden, markedly 

pronounced in Cyprus, Greece and the Ukraine and to some extent in the Netherlands.  It 

was only in Spain where the impact of the pilot training appeared to have had only a 

relatively minor impact.  

 

5.22 In relation to the extent to which the pilot training had provided some insight into 

the potential for service improvement, the participants made a number of comments: 

 

“I realized how I can optimize resources and services in my work with young people” 

“Yes, through the introduction of the training of the IGMA3 methodology in our employment 

centers” 

“further cooperation with Peschansky district employment center” 

 “in our country there is an urgent problem of youth employment, I have received many new 

knowledge in support of youth” 
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“More contact and give information to such young people” 

“I understood how to get young people to study at their school” 

“Training gave me better understanding and practical tools of counselling of young adults” 

 “The training has helped me to review the way my organisation provides services” 

“As a result of the pilot training, I can see potential improvement in the way that 

local/regional stakeholder organizations would be able to tailor their services ....” 

“Yes, through the introduction of the training of the IGMA3 methodology in our employment 

centers” 

 “Yes. As a private institution, we will develop the skills of the recruitment department ...” 

 

5.23 3. Tailoring services to needs:  The participants were asked prior to the 

commencement of the pilot training to indicate their views on how the local / regional 

stakeholder organisations are able to tailor their services to the needs and capacities of 

youngsters at risk.  This involved a ten-point ranking scale (where 1 indicated ‘unable’ and 

10 indicated ‘completely able’).  Following the completion of the pilot course, they were 

asked to rate on a ten-point ranking scale (where 1 indicated ‘no improvement’ and 10 

indicated ‘substantial improvement’?) any potential improvement in the way that the 

organisations would be able to tailor their services in this area of work.  The results are 

presented below: 
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5.24 There were some considerable differences in the average starting point rankings 

between the various partner’s participants, with Sweden and the Netherlands being more 

self-critical on this theme than others at the starting point, particularly compared to Spain.  

However it is noticeable again that all of the averages in each of the partner countries 

increased substantially, indicating a high level of impact from the pilots.  The exception 

again is Spain where the increase resulting from the pilot training was modest. Rankings for 

this question were particularly high in the other countries, with a large proportion of 

respondents choosing rankings of 8, 9 or 10 following the pilot completion, and with an 

average ranking of 9.24 in Greece and 9.12 in the Ukraine being the highest.   

 

5.25 Many of the comments made by participants on this theme are related to the 

importance of working in co-operation with other agencies as an essential component to 

effectively tailoring their services to the needs of young people.  This could suggest that 

they feel this is not presently working well, and they feel the impact of this.  Some allude to 

the fact that changes have already been made: 

“Only in cooperation with all stakeholders” 

“The result of the training is a cooperation strategy between public employment services and 

municipal services working with counselling of young adults. It is a very good and practical 

outcome …” 

“We have worked with development of concrete cooperation strategy which can be 

implemented in practice...“ 

“We got a better cooperation between PES and municipality. It is clear how to work with 

employers and educational providers. It would be valuable to involve civil society more” 

“I have better communication with my colleagues from municipality”  

 

5.26 An issue that is raised within the comments to this question, and that is repeated in 

comments to later questions is one of participants appearing to feel relatively powerless to 

make changes within the system themselves: 

“There are possibilities for improvement but our work follows programs with specific 

guidelines” 
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“The state system is inflexible, formal….”  

“The methods are good but difficult to implement in practice due to organisational rules”   

 

5.27 4. Monitoring progress in career paths:  Prior to the commencement of the pilot 

training the participants were asked to rate the way they were currently able to monitor the 

progress in the career path of individual youngsters at risk, using a ten-point ranking scale 

(where 1 indicated ‘unable’ and 10 indicated ‘completely able’).  Following the completion 

of the pilot training they were then asked whether they could see any potential 

improvement in the way that local/regional stakeholder organisations would be able to 

monitor this progress, using a ten-point ranking scale (where 1 indicated ‘no improvement’ 

and 10 indicated ‘substantial improvement’).  The results are presented below: 

 

 
 
 

5.28 In each country, the average rankings across the countries increased following the 

pilot training, indicating that it had been able to demonstrate how stakeholder networks 

would be able to enhance the monitoring of progress.  However, in this case, the differences 

between countries were more marked. In Sweden and Spain, there was a modest impact 

demonstrated by the pilots, whereas in Cyprus and Greece there difference was 

considerable.  In the case of the Netherlands, a relatively low starting point of just over 3 
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had increased to almost 7 participants but in the Ukraine the difference was very strong, 

starting with a similar low base as the Netherlands, but recording average rankings after the 

pilots of 8.8.  

 

5.28 Some two-thirds of the participants gave rankings of 8, 9 or 10, suggesting that a 

majority of the participants they could see clear possibility for the improvement in 

monitoring of young adults’ progression.  This is evidenced by the statements below, which 

also appear to indicate that some methods were already being put to practical use. 

“Yes. Teach young people to create an active career development plan” 

“It was a big focus on monitoring and follow-up. I think we can better monitor if we apply 

the methods in practice” 

“We introduce some of the methods in our daily work with youngsters. It was important to 

get better understanding of the important of common follow-up rather than parallel 

processes at different organisations” 

 

5.29 The average rankings in this area are slightly lower than for the previous questions.  

There is some suggestion from the comments made by some of the participants that the 

reasons for this could include that many of those that participated, particularly from certain 

countries, felt that they do this work well already, whereas for other the issue is more one 

that that they are not in a position to make these kind of changes, both evidenced by the 

comments below: 

“For the type of clients .... in our organisation the monitoring is individualized and personal” 

 “The methods are good but difficult to implement in practice due to organisational rules”   

“Unfortunately, this is mostly a problem for everyone and nobody helps” 

 

5.30        5. Sharing information on individual clients:  Prior to the commencement of the 

pilot training the participants were asked to rank on a ten-point ranking scale their 

perception of the way they currently shared information on individual clients between 

different departments / organisations as a means to prevent unnecessary extra work and 

enhance their efficiency (where 1 indicated ‘completely inefficient’ and 10 indicated 

‘completely efficient’).  Following the completion of the training the participants were then 
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asked to rate, using a ten-point ranking scale, whether as a result of the training, they could 

see some improvement in the approach they had to share information (with 1 indicating ‘no 

improvement’ and 10 indicating ‘substantial improvement’).  The results are presented 

below: 

 

 
 
 
 

5.31 The scoring response to this question was overall one of the lowest, although 

approximately half of participants ranked it with an 8, 9 or 10, indicating that participants 

have seen improvement in the approach already.  Once again the difference in the Ukraine 

was particularly marked, with a very low starting point of being almost ‘completely 

inefficient’ being transformed following the pilot training to an average score of 9.33. The 

Netherlands had a relatively low starting point, but recorded a significant increase and there 

were also considerable increases in the average rankings in Cyprus and Greece, and an 

incremental increase in Spain. Some comments reflect this positive response: 

“We regularly share information in our organization but with igma we are more aware of 

what and with what purpose” 

 “Establishing effective communications with different departments and organizations” 

“Provided information to specialists of the employment center of the department of work 

with employers” 
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5.32 The responses to this question were particularly revealing in terms suggesting major 

differences and illustrating differences between partners, the pilot participants and possibly 

the nature of service organisation between the different partner countries. The average 

rankings from Sweden and to some extent the Netherlands following the pilots are 

noticeably lower than for the other organisations, although the situation is different 

between the two countries in one important respect. In the Netherlands, the starting point 

recorded by participants was very low (average ranking below 2), and the post pilot ranking 

saw a step increase to an average ranking of just above 5; whereas in Sweden, the average 

starting ranking was one of the highest at just above 5, but the pilot training recorded a net 

negative impact that reduced the average ranking to the corresponding question to 4.72. In 

this context, participant comments suggest that within their roles, (possibly as front-line 

workers) and the systems that they work within (possibly with legislation concerning client 

confidentiality and data protection), they have not seen, and feel powerless to make, any 

changes in this area.  It is only speculation, but in Sweden there is some evidence that 

participants have a slightly stronger culture of self-criticism and that the igma3 pilot training 

may have increased awareness for some front-line workers that considerable barriers 

remain, to inter-agency working for the benefit of the client, thus: 

“It is difficult to share due to legislation and organisational rules for secrecy “ 

“The methods are good but implementation needs decision at managerial level” 

 
 

5.33       6. Personal capability to help youngsters:  Before the pilot training the participants 

were asked to rate their own current possibilities of being able to help youngsters and 

diminish their distance to the labour market, using a ten-point ranking scale (where 1 

indicated ‘no possibility’ and 10 indicated ‘great possibility’).  Following the completion of 

the course they were then asked to rate whether, as a result of the pilot training, they had 

enhanced some aspect of their own current capabilities in this area, using a ten-point 

ranking scale (where 1 indicated ‘no enhancement’ and 10 indicated ‘greatly enhanced’).  

The results are presented below: 
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5.34 The baseline position in relation to this topic was amongst the highest recorded 

across the partners, so in this sense there was less of a ‘range’ to record positive impacts.  

Nonetheless, with the exception of Spain where the increase following the pilot was just 

fractional to 7.67, all of the partners recorded a step increase in levels – notably Sweden to 

9.52 and Greece to 9.12 and in the case of Ukraine, an increase from the starting point of 

approximately 5 to 9.64. Again, with the exception of Spain, responses indicate a high 

degree of confidence of participants that the pilot has helped them develop their 

capabilities when supporting young adults within the labour market. Some three-quarters of 

participants ranked this question with a 9 or 10.   

 

5.35 The comments show that participants in a number of different roles and relating to 

various aspects of their work felt they had grown from the training. Comments that were 

provided to illustrate this response include: 

“The approach seems interesting for me and it helps me to reflect on my own professional 

performance” 

“My critical sense has improved to guide my work towards the personal development of the 

young person and my interaction with other actors for (their) labour integration” 
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 “I improved my understanding of the qualities needed by the case manager” 

“...especially from the approach of psychological aspects of the real needs of youth” 

“Familiarity with the information products of employers and potential employees” 

“Thanks to new knowledge …I have the opportunity to explain to young people how to write 

a complete resume, where you can contact when searching for a job” 

“I learned to interview, identify the needs of the employer and the client” 

 

5.36     7. Network capabilities to help youngsters:  Prior to the pilot, the participants were 

asked to rank, on a scale of 1 to 10, their belief that the local/regional network can improve 

its service level / its effectiveness in working with youngsters at risk (where 1 indicated ‘no 

improvement possible’ and 10 ‘great improvement possible’).  Following the completion of 

the course the participants were asked to rank whether, as a result of the pilot training they 

could see the potential for improvement in the current capabilities of the local / regional 

network in working with youngsters at risk (where 1 indicated ‘no potential for 

improvement’ and 10 indicated ‘a great potential for improvement’).  The results are 

presented below: 
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5.37 Some countries, notably Sweden and Spain, and to a lesser extent Cyprus, recorded 

relatively high baseline positions in terms of the view of the participants as to the potential 

for improving local and regional stakeholder services for young people at risk. Participants 

from the Ukraine recorded the lowest ranking in this respect, being the most pessimistic 

about the potential for improvement.  In the event, the average rankings following the pilot 

training showed a very divergent picture across the partnership. Participants from the 

Ukraine, Greece and Cyprus recorded a post-pilot average ranking in excess of 9, having 

started from positions of 3, 5.5 and 6.8 respectively.  The Netherlands saw an increase of 

approximately 20%, whereas the difference in Spain was very minor.  

 

5.38 A very noticeable finding is recorded in Sweden, where high baseline figure above 8 

fell significantly following the pilot to 5.04 – indicating that whereas they had a high level of 

belief that services could be improved, they had much less confidence in the potential for 

them to do so. Their comments, which appear to link with those from question 5, suggested 

that the participants felt that improvement in capabilities must come from ‘higher up’ (i.e. 

at a more managerial or systematic level) within their organisations.  Their responses could 

be linked to some participants having attended previous igma pilots (see question 1) and 

those participants now finding it difficult to implement changes after the pilot training in 

igma3, as evidenced by their comments below: 

“The training was a good first step by rising awareness at coach level. We need to organise 

similar training for managers to motivate the change” 

“The training is not enough to carry out this change. It requires political decision”  

“The results must be presented to managers; they need to be more involved”  

 

5.38 The divergence in average rankings was also reflected across the individual 

responses from participants, in that whereas some over half of the participants ranked this 

question with a 9 or 10 following the pilot training, indicating that they could clearly see the 

potential for improvement in the current capabilities of their local/regional network in 

working with young adults at risk, a significant minority (approximately 20%) provided 
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ranking scores of between 5 down to as low as 2. Statements that illustrate this range of 

findings this include ones that cite changes that have been made since the pilot. 

 “We actively take on the experience, for example, created the Center for Entrepreneurship 

Support at the Employment Center” 

“Joint session helped us to see common points of the organisations and how we can 

cooperate” 

“Potential is a more tight link between organizations” 

“Big! (potential)” 

 
 

5.39    8. Knowledge of services:  Prior to the pilot training participants were asked to rate 

their current knowledge of all services and support available within the local and regional 

service network for youngsters at risk.  They used a ten-point ranking scale (where 1 

indicated ‘no knowledge’ and 10 indicated ‘great knowledge’).  After the pilot training the 

participants were then asked whether, due to the training, their current level of knowledge 

had increased.  (Using a ten-point ranking system where 1 indicated ‘no increase’ and 10 

indicated ‘significant increase’).  The results are presented below: 

 
 

 
 
 

0

1

2

3

4

5

6

7

8

9

10

SE ES UA NL CY GR

Question 8

Before

After



External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 42  

 

 

5.40 Over three-quarters of the participants ranked this question with a 9 or 10 indicating 

they feel that they have had a significant increase in knowledge of all services and support 

available within the local and regional service network for youngsters as risk as a result of 

the pilot training, which is also evidenced by significant increases in rankings in Cyprus and 

Greece, to some extent in Sweden and particularly in the Ukraine.  In Sweden, participants 

recorded a relatively high baseline position of knowledge, but this nonetheless increased 

significantly after the pilot to an average ranking of 9.68, the highest amongst the partners. 

The comments suggest a variety of types of knowledge gained: 

 “Yes. Through the provision of services and the creation of a network of stakeholders” 

 “I learned more about how the public employment service works”  

“We have created a good platform for on-going exchange between the coaches. I have a 

clearer picture of what others are doing”  

 

5.41 In the Netherlands, participants gave one of their highest rankings when asked 

before the pilot about their current knowledge, indicating that they felt confident about 

their levels of knowledge already.  This may indicate why only a small increase in their 

knowledge was indicated by their average rankings after the pilot.  This may also be true in 

the case of Spain, which recorded the highest average ranking of all the partners for this 

question prior to the commencement of the pilot but which recorded a reduction in the 

average following the pilot training to 6.56. Nonetheless, many comments from the Spanish 

participants were still positive in nature indicating that it was not a question of what they 

now knew, but rather the potential for how to apply the knowledge: 

 “I have the same knowledge of the services but I have seen new possibilities to use them” 

“The knowledge has not increased but the way to use them (has)” 

 
5.42     9. Current competences and skills:  Prior to the pilot training the participants were 

asked, if applicable, to rate their current competences and skills regarding coaching and 

guidance of individual youngsters at risk, using a ten-point ranking system (where 1 

indicated ‘no competence’ and 10 indicated ‘great competence’).  Following on from the 

pilot they were then asked to use a ten-point ranking system to show whether as a result of 
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the pilot training, their current competences and skills have improved in this area of work 

(where 1 indicated ‘no improvement and 10 indicated ‘significant improvement’). 

 

 

 

5.43 The starting point rankings prior to the pilot training were all recorded at relatively 

high levels by the partners, with the Ukraine having the lowest ranking.  Nonetheless, 91 % 

of participants gave a ranking of 8, 9 or 10, in regard to having improved their competences 

and skills with young people, which is one reason that despite the relatively high baseline 

position, reflecting perhaps the professional training and background of many of the 

participants in some of the countries, the igma3 pilot programme provided a step impact in 

the Ukraine, Cyprus and Greece, and a clear if more marginal impact in Sweden and the 

Netherlands, whereas the impact in Spain was the smallest.   

 

5.44 All the participants who filled out the questionnaire responded to this question, 

which may suggest that the managers / co-ordinators on the training are also involved in 

direct client work. The comments for this question show a real variety in the way 

participants feel they have developed from the training as practitioners:   

“Especially communicative, for example, I have learned how to apply motivational interiors” 

“Now I know exactly the action algorithm in finding a job that is needed for young people at 

risk” 

“Yes, I learned how to communicate, plan and motivate better” 
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“It was a good focus on individual rather than organisational barriers”  

“A lot of new knowledge on intercultural communication”  

 

5.45 These comments add to a number of positive comments (in response to earlier 

questions) related to the development of practitioner skills, which may suggest the high 

value that participants placed on this aspect of the training. Interestingly, before the pilot, 

the participants from the Netherlands ranked their current competencies in this area of 

work highly (their highest baseline ranking); although their comments suggest that there is 

still room for improvement, particularly around issues of motivation: 

“Difficult to motivate them” 

“How to get them motivated to do an extra step” 

“It is difficult to get learners become active and aware of own responsibilities” 

 

Post- pilot participant questions - summative 

 

5.46 As can be seen from appendices one and two, a series of questions were asked of 

participants following the completion of the pilot training, but for which there was no 

earlier baseline or ‘zero’ question. These questions – numbers 10-14 in appendix two, were 

completed by the partners immediately following the completion of the pilots, except in the 

case of the Netherlands where these questions were asked some six months after the 

completion of the pilots and were adapted slightly to take this time factor into account, 

although the responses have been fully incorporated below.  

 

5.46 10. The extent to which the pilot training programme was considered to be 

productive/valuable. Aside from each of the specific points explored above, igma3 

participants were asked on completion to rank the extent to which, in overall terms, they 

found the pilot training programme to be valuable and/or productive. 96 % of participants 

have ranked their response with an 8, 9 or 10 (where 1= completely dissatisfied and 10 = 

completely satisfied), indicating a high level of satisfaction with the pilot training.   
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5.47 The participants provided a wide range of comments to illustrate how the pilot 

training programme had impacted upon them in terms of its value. Some of these 

comments allude their learning, both in relation to collaboration between local 

stakeholders, and also to the professionalization of front-line staff. There are generally 

fewer comments for each question towards the end of the questionnaire, however many of 

the responses from earlier questions appear to corroborate the high rank of responses to 

this question. 

 “New view on the way of guiding youngsters...” 

8.64
8.22

9.84

7.8

9.5 9.36

0

2

4

6

8

10

12

SE ES UA NL CY GR

Question 10 Averages

6
1%

7
3%

8
27%

9
17%

10
52%

Question 10 1

2

3

4

5

6

7

8

9

10



External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 46  

 

“Extremely many creative ideas and non-standard presentation of material, which prompts 

active actions, to further search for information and personal development” 

“It promotes the development of links between organizations that help employ young 

people” 

 “Good coaches provided a thorough understanding of the methods of employment” 

 

Two participants made a specific reference to gaining a European perspective. 

“In order to work effectively in the direction of the country's development, it is extremely 

important to study and integrate into the experience of European countries” 

“Yes, I thank the Europeans for their experience” 

 

5.48 11. The extent to which the igma3 pilot training met expectations - 88 % of 

participants ranked this question 8, 9 or 10, indicating a high level of satisfaction of 

participants in terms of their expectations being met by the training and all participants 

provided a ranking of 6 or higher.   
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5.49 This is reflected in some of the comments which are particularly positive about the 

delivery of the training: 

 “Reality exceeded expectations, incredibly interesting, cognitive” 

“Coaches completely changed my view of some traditional techniques” 

“Information was provided very interactive and interesting. Good motivation and 

psychological atmosphere during classes” 

“They showed how learning can be interesting and useful” 

However, the rankings were slightly lower than for the previous question, with comments to 

suggest that not everyone’s expectations had been met:  

“Yes, to some extent”  

“The layout was a bit unclear but I had participated in previous igma trainings and (am) 

satisfied with this one” 

 

5.50 12. The extent to which the opportunity to participate in pilot training with other 

stakeholders/practitioners was valuable. The participants responded to this question with 

amongst their highest scores, including 54% who gave it a ranking of 10.   
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5.51 For instance in the Netherlands the feedback from the pilot also gave this question 

their highest scoring with one participant stating it was “One of the reasons to participate”. 

The number of positive comments that were made relating to this aspect of the training 

when responding to earlier questions also suggests that participants valued it highly.  For 

example, this comment from question 2 - “Yes, the structure of the training was giving, 

especially dialogue with other colleagues from the field to share experience and look for 

common solutions”. To illustrate the above, the participants made a number of comments at 

this point in the questionnaire, which appear to be referring both to their colleagues as well 

as other local stakeholders: 
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 “The joint work of the net is positive and working together in the training sessions helped us 

to overcome some barriers” 

“I enjoyed sessions with other colleagues. We do not have many spaces to share our 

experiences” 

“Yes, it is an impetus for further cooperation” 

“Yes, this project became a platform for communication and continued cooperation and 

communication not only within the project. The project has provided a great opportunity to 

meet new people, share thoughts and experiences” 

“Yes, and very thankful to all partners. We are a team now!” 

“It was one of the most valuable parts of the training” 

 

5.52  13. The igma model as explained in igma3 is much needed 87% of respondents 

ranked this question with a 9 or 10, indicating their strong feeling that the igma model is 

much needed (the second highest ranking within the questions).   
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5.53 Supporting comments appear to emphasise the importance of improvement in 

working practices with young adults at risk and, following on from this, the need for this 

model when working with them.  

“A good project, which today is needed for the development and increase of the level of 

culture and awareness of youth, which in the near future will build our country” 

“The foundations of the program respond to a real situation” 

“The model is needed especially for counselling of disadvantaged groups”  

 “This group is mostly isolated at the labour market. Igma helps to look at the challenges in a 

different way”  

 

5.44 14. Areas that the pilot training did not cover that are needed – This question did 

not offer any suggestions or have any quantitative element, but rather invited the 

participants to make any comments that they wished about areas that they though could 

have been included in the igma3 pilot programme, or could be included in future iterations 

of it. There were a number of themes that participants referred to, covering a variety of 

themes. For instance, some mentioned the importance of employer involvement in the 

pilots.  Although the feedback from the Netherlands makes it clear that there were some 

employers involved in the pilots, it appears that generally this was very limited. 

Some participants wanted training linked to other target groups: 

“It would be interesting to organize trainings not only for youth” 

“Areas of employment of other categories of the population (persons before retirement age, 

persons with disabilities, etc.)” 

7
4%

8
9%

9
39%

10
48%

Question 13 1

2

3

4

5

6

7

8

9

10



External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 51  

 

“I suggest conducting trainings for children from boarding schools and orphanages” 

 

5.45 Some participants especially enjoyed and wanted more face-to face training, which 

links to the high scoring for question 12: 

“I would like to have some more time and face-to-face trainings in order to practice through 

the group exercises of the material that we studied” 

“I would like to see some energising exercises to use at the face to face trainings and as tools 

for the agents to use with young people” 

“More face to face trainings” 

“I would like to have more workshop/experiential exercises”  

“Practical Implementation” 

The majority of comments responding to this question are re-iterating participants’ positive 

sentiments about the training: 

“Thank you for the high competence and professionalism of .... our trainers ...” 

“The warm and friendly atmosphere, creativity and professionalism of the trainers and 

constant support of the organizers. Created so comfortable conditions that you just had to 

study and enjoy this project” 

“A wonderful project that needs to be continued” 

“The project has begun changes in my personal career” 

“The project is very important and its continuation will create many advantages” 

“Through my involvement at the training I was inspired to proceed towards innovative 

activities and tasks that I can apply in my employment. I wish it would last longer”  

 

5.56 One participant mentioned that they found the training platform a “bit unfriendly to 

use” and that they preferred the activities in class to those on the distance learning 

platform. Two participants talked about the importance of opening the training up to more 

organisations and a broader geographical area. 

“To know the methodology and training helped me at professional level. I would like other 

administrations and business organisations work on igma framework but it seems difficult” 

“It is imperative to distribute the geography of such trainings to other large and small cities” 
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5.57 As noted earlier, the trainers in Netherlands were asked to comment on the training 

once the pilot had been completed in a detached way from the other partners.  They made 

a number of recommendations including: 

“Define the sort of organisations you are targeting upon as well as the professionals you 

intend to recruit from those organisations.  Be very clear for whom the training is intended.... 

to not diversify your target group just for diversity’s sake” 

“An intake and prior needs assessment will help you focus the training objectives as well as 

help you manage to recruit the right participants” 

“Stay close to the span of control of participants and focus main attention on what they 

themselves can do differently” 

“Present the methodological hand book at the start of the training.  .... offers a condensed 

and clear description of what igma stands for.....It can help participants to refocus on their 

own roles and responsibilities within the “bigger picture”” 

 

Postscript:  A note on the evaluation rankings 

 

5.58 In addition to the comparative rankings that were made for questions 1-9, from the 

baseline assessment to the post pilot rankings and in terms of the final summative rankings 

for questions 10-13, the average rankings that partners provided comparatively for each 

question can be reviewed.  These are summarised in the graph below: 
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5.59 It is perhaps noteworthy that the two questions that scored the highest average 

rankings – question 6 and 12 – we concerned with the facility for participants to participate 

in learning and development activities together with their peers aspects of their work felt 

they had grown from the training, and with those from stakeholder networks. Compared to 

some of the rankings for some of the other questions, this tends to suggest that the 

participants were, on the whole, more positive about the way that the igma3 pilots 

impacted upon their own personal and professional development. Although the average 

summative rankings are relatively high across the board and for all questions, the 

participants tended to feel that there was higher potential for the individual practitioner to 

make an impact upon the objectives of igma3 through their own professional development 

and networking, rather than being able to effect or contribute to broader changes within a 

culture of an organisation, network or system. 

 

5.60 Another factor to bear in mind is the average rankings provided by the participants 

from each of the partner countries to the post-pilot, summative questions.  This is 

summarised in the chart below: 
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5.61 The chart above demonstrates that, on average, the rankings from the partners in 

Greece and the Ukraine were some 1 – 1.5 points higher than those of Sweden, Spain and 

the Netherlands.  It is not possible to estimate the extent to which this is contextual (for 

instance due to the precise profile of the participants, as aligned to the learning contents or 

delivery methods in igma3) or due to cultural or professional factors (i.e. different work 

cultures that may place a premium on offering open critiques or reflections as opposed to 

others that may be less orientated towards such critiques) and the extent to which it is an 

even reflection of the quantitative assessment of impact 
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 6. Impact Assessment – legacy and multiplier effects   
 

 

6.1 Following the completion of the pilot training, the igma3 partners had a further 

period of project activity and follow-up, including the completion of the remaining 

intellectual outputs, before the project was completed.  This time frame varied considerably 

as the Netherlands had completed its pilot programme in the autumn of 2017, whereas 

other partners did not do so until late Spring 2017 or (in the case of Cyprus) early Summer 

of 2018. This provided the external evaluation with a further time frame after the pilot 

training through which short-term impacts (i.e. those that can be identified within the 

lifetime of the project or at its completion) could be identified and assessed – and long-term 

impacts (those which are expected to continue as the legacy of the project and its 

investments beyond the lifetime of the project) could be estimated. 

 

6.2 Therefore the second stage of the external evaluation was to undertake an impact 

assessment of the project as a whole, which was conducted largely through the design and 

assessment of the results of a qualitative impact assessment questionnaire (provided at 

appendix three) which was circulated to the igma3 partner organisations as the project 

activities came to a close.  This questionnaire was designed to capture various elements of 

impact that had been indicated or described in the application form, in terms of exploring 

known and unexpected impacts, together with the basis for estimating longer term impacts.  

In addition, considerations of quality, impact and usability of the project’s results was 

explored. The results of this exercise are presented below. 

 

 

(a) Specific challenges faced by partners in the implementation of igma3 
 in the partner countries 
 

6.3 The external evaluation asked partners to describe the particular implications and 

challenges that they faced in implementing the igma3 pilot programme with stakeholders 

and the measures that they undertook to overcome them. Folkuniversitetet, MMC, and 
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Dimitra all felt that the main challenge they faced when implementing igma3 was related to 

the recruitment of appropriate stakeholders to the project, whereas recruitment to the 

programme was also cited as a challenge by the Union of Youth Organizations (UY), albeit 

not the largest challenge.  The particular challenges described by partners within this varied, 

although two cited the issue of prospective participants’ concern about the time 

commitments involved. All four organisations expressed confidence that they had 

successfully dealt with their recruitment issues, and this was borne out in quantitative terms 

at least by the numbers of participants that they were all above to recruit to the project.  

 

6.4 The igma concept was being implemented through national actions for over a year in 

the municipalities of Uppsala region in Sweden (the target geographical area) and 

Folkuniversitetet had to address the challenge of being able to persuade, or convince the 

stakeholders to participate in more training and develop a strategy linked to the specific 

igma3 target group of young adults.  Again the reason for this was primarily connected to 

the additional time that it would involve for the participants.  Participating stakeholders 

were already finding their training commitments in relation to the national, predecessor 

igma initiatives time-consuming.  However, Folkuniversitetet successfully engaged two of 

the eight municipalities participating in the national igma project to pilot igma3. It was of 

assistance to this that one of them was, as a coincidence, currently prioritising working with 

young adults, and the other had just developed a careers counselling centre for the 

unemployed, and was interested in extending their services to this client group. Therefore 

the serendipity of these developments, and possibly to save time and maximise efficiency, 

meant that neither municipality developed a separate local agreement for their work with 

young adults but included a strategy for them in their existing igma agreements.  

 

6.5 Another challenge for Folkuniversitetet was to consider who could suitably represent 

employers in the project, since they are a diverse group –in terms of size and sector. 

However for Sweden, it had been a priority in igma3 to consider how employers could be 

engaged earlier in the education and engagement process of programmes such as igma3, 

rather than being the end-recipient of the services, given that employers are the providers 

of the jobs and careers that the igma programme is seeking to secure for, in the case of 
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igma3, the young adults that are at the furthest point from the labour market.  The local 

chamber of commerce recommended a number of employers for the pilots, each 

representing a different industry. 

 

6.6 MMC described their view that there were issues with identifying the appropriate 

stakeholders in Cyprus to target for the pilots.  They initially looked to engage Public 

Employment Services (PES) staff.  Because they felt that the ‘on the ground’ staff wanted to 

continue with a less personalised, more generic client offer, they targeted the decision-

makers in PES for the pilot who they felt were more open to the ‘system change’ orientation 

of igma3.  They feel confident about this choice, and that these participants are now 

endorsing, if not all, then part of the igma3 methodology and have an ongoing relationship 

with MMC, exchanging ideas on how to improve services. MMC also engaged freelance 

consultants and VET guidance and mentoring practitioners in the pilot programmes, who 

are now using the igma3 guide and training materials.  

 

6.7 Dimitra also felt that their main challenge for them in Greece was to sign-up the 

most appropriate stakeholders for the pilots.  Most stakeholders initially expressed concern 

at the time commitment and a lack of confidence they would be able to attend the whole 

programme. Dimitra took time to meet with them to discuss the programme in more depth 

and they feel that the participation rate and variety of stakeholders that attended attests to 

their success in overcoming this challenge. They feel that the existence of the online 

platform (so that participants can follow somewhat at their own pace) has supported this 

process. 

 

6.8 The Union of Youth Organizations (UY) in the Ukraine identified a number of 

challenges that they faced,  appearing to link to the fact of Ukraine slowly coming out of a 

post-Soviet era and more recently becoming involved in European projects. This was their 

first experience of participating in a European project of such a size.  It was consequently a 

steep learning curve for their staff, both in project management and also a variety of 

educational skills. A further challenge for UY was the absence of the specialist role of 

careers counsellor / case manager within national legislation, the national occupational list 
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and consequently educational institutions.  Ratings of these institutions do not include 

graduate progression in their criteria.  This reflects a general issue within the educational 

system of Ukraine, where training in many fields still has a “post-Soviet” approach.   

 

6.9 During the implementation and outreach in the project, UY found that people were 

keen to participate in the project, but often did not have the necessary competencies to 

take part or the job profile that would impact directly on the objectives of the igma3 

concept.  The lack of access to the internet at participants’ workplaces was also problematic 

and unexpected. UY consequently had to alter the composition of the pilot group part way 

in to the project, and now see great potential in their network of stakeholders. A further 

challenge UY faced, again linked to recruitment of participants for the project, was the low 

motivation of employers to spend their time and human resources on training.  Most 

regional employers would not have employees responsible for recruitment or career 

counselling.  To overcome this UY involved civic organisations that unite employers and also 

the State Employment Centre. A final challenge was that of communicating in English, which 

was the common working language of the project. UY was surprised by the low level of 

English amongst the participants and feel that participation in the project has significantly 

increased the competency of spoken English for both the UY staff and the participants of the 

pilot groups.   

 

6.10 Documenta cited a different issue as challenging; they felt that the rigid structure 

and design of the employment programmes that organisations have to deliver through their 

PES funding in Spain left little room for change or improvement in the organisation of 

services. This was seen as being de-motivating for organisations who wanted to implement 

igma3 because of the additional work that it would involve.  Consequently they focussed 

their pilots on developing practical skills for front line staff working with young people, and 

on skills to build and enrich relationships with other stakeholders, primarily employers. They 

felt that this strategy worked well, because the counsellors from different organisations 

began to co-operate, and exchange information during the pilot, stating that they realised 

that they were “not competing for the same resources, but they were discovering new 

opportunities”  
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6.11 Because many of the concepts introduced to the partners that became the igma 

concept were introduced to the partners from the Netherlands, Revalento felt that their 

situation in regard to any challenges they faced implementing igma3 in their country was 

different from that of the others countries. They identified their issues relating to young 

adult unemployment, where the rates of unemployment are lower than those of the other 

partner countries with the exception of Sweden and particularly countries such as Greece, 

as being less about a lack of collaboration of stakeholders and more about students making 

inappropriate course choices - and then dropping out. Revalento reported that they scaled 

down the focus of igma and could easily add exercises on career guidance and decision 

making.  Consequently, for participants of the pilot, Revalento targeted teachers and 

guidance workers within schools and VET schools, and focussed on developing their careers 

guidance skills. 

 

6.12 All of the organisations involved in igma3 appear to have worked creatively with the 

challenges that they faced implementing igma3, and many appear positive about their 

learning in the process.  Not surprisingly, UY, who had no experience of large European 

projects or of the igma methodology had different, distinct and additional challenges to 

some of the other partners.   

 

 

(b) Impact of igma3 on its four stated aims 

 

6.13 The igma3 project application set out four main aims. Specifically these were:  

 

1. Adaptation of the methodology to the needs of young adults and resources of the 

stakeholder networks working with this target group. 

2. Enrichment of the methodology with successful job placements strategies and know-

how for changing the attitudes of employers. 

3. Development of a distance training course for stakeholder networks, delivered via a 

Moodle platform. 
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4. Professionalization of adult education staff working with career counselling and 

providing job placement for young adults. 

 

6.14 Throughout the evaluation, identified areas of impact noted by many of the partners 

link to these main aims of igma3, namely; networking and collaboration of stakeholders, the 

inclusion of employers within this network and the case management of clients for an 

individualised service (which for the sake of categorization is mainly aligned to the fourth 

aim above concerning the professionalization of staff). The level of development varies, 

from an awareness of the importance of the area to major changes having taken place. 

Partners were asked to comment directly on the extent to which igma3 provided a 

transferable and sustainable methodology in their country in relation to each of the aims 

and were also asked these questions more indirectly in other parts of the questionnaire.  

Each of the aims is considered in turn below 

 

6.15 Project aim 1: Adaptation of the methodology to the needs of young adults and 

resources of the stakeholder networks working with this target group. The evaluation 

explored with partners the extent to which they could identify and evidence changes and 

improvements to partner organisations’ approaches to working with young adults and/or 

the stakeholders that support young adults. 

 

6.16 In Sweden, while the igma methodology has been trialled, tested and applied in 

many different contexts, igma3 provided Folkuniversitetet updated the igma methodology 

with reference to young adults – to some extent the whole point of the project - using the 

collective experience of the partnership. They also experienced the methodology as being 

flexible enough to then take into account the local needs and resources of the two different 

municipalities involved. Folkuniversitetet have been working with the igma model since 

2011, training both administrators and trainers.  In igma3 they experienced their learning 

(and consequent changes) has also come from drawing on new approaches to engage and 

involve employers, so that they are now active stakeholders in the design and 

implementation of VET programmes.  They have also made good contacts with NGOs 

working with young adults.   
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6.17 In Greece, Dimitra are aware that many of the participants of both their pilot, and 

the igma3 final conference, including Dimitra itself, are now using the igma3 tools and 

knowledge acquired when working with young adults.  Documenta have also developed a 

programme to support young adults into the labour market using the igma3 methodology 

and tools. Trainers within UY are using the igma3 methodology outside of the project with 

young people. Dimitra felt that this adaptation was integral to the whole project, and was 

successful. 

 

6.18 A second theme for Greece is that of better co-operation between stakeholders.  

Dimitra felt the most important improvement arising from igma3 was the development of a 

network of co-operating stakeholders working with young adults, (and having numerous 

tools to support this).   UY have developed good relations with the regional stakeholders, 

most particularly the Employment Centre, where they are planning to introduce the igma3 

methodology to all employees. 

 

6.19 The stakeholders in Spain involved in the project are the main non-governmental 

organisations and organisations working on social and integration issues at a local level.  

Some of the organisations had already participated in igma1 and it was noted that the 

methodology was already integrated into the framework of these organisations. Documenta 

felt that the methodology was not only sustainable but open to transferring to young adults, 

where it covered a gap in formal learning. 

 

6.20 In Cyprus MMC highlighted the importance, both in terms of both working with 

young adults and advocating networking approaches with relevant stakeholders, the 

importance of individual case management, of building trust, and a strong personal 

relationship when working with young adults.  They recognise that this takes time, and is 

not to be rushed, and includes the importance of seeing every young adult as an individual 

and taking a holistic approach when working with them. They felt the adaptation worked to 

make the methodology applicable to young adults and that this intensive, personalised 

support has been missing in many of the projects that they have previously implemented 
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due to budget restrictions. Having recognised the value of this approach they are 

embedding parts of the igma3 training curricula into their offer.  Because of the 

involvement of the Public Employment Service and employment consultants in igma3, they 

feel confident that the overall preparation and design of similar projects will improve – 

given also that the methodology is available on the project website and so accessible to any 

interested party.  They felt that sustainability and a robust legacy is ensured because most 

of the partners they worked with in igma3 are involved in training, employability and career 

guidance activities for young adults. 

 

6.21 In the Ukraine, it was considered very important that the project provided UY with 

the opportunity to adapt the teaching materials to the realities of the current situation in 

the country, whose labour market is characterised by a number of specific problems and 

challenges that impede the effective development of the country, being uniquely the only 

non-EU member state, with pre-accession status and post-Soviet reconstruction in the 

partnership. The young adult labour market in the Ukraine is highly problematic; given the 

levels of young people with no experience and a mismatch between educational attainment 

and skills needed in the labour market, the goal was the main task: to teach and encourage 

all stakeholders to work openly and jointly. As a result of igma3 UY are working towards 

every young adult involved with their organisation to have a case manager, and to have 

developed an active career plan. Interestingly UY now feel much more confident in 

defending the rights of young people when dealing with the authorities. UY have upgraded 

their information to become more user-friendly towards young adults.  This includes a plan 

for a series of training videos for young adults in the labour market. UY put the impact of 

setting up stakeholder networks at number 2, adding that it would be a good example for 

other regions of the Ukraine.   

 

6.22 A divergent note was struck by Revalento who reported that they were starting from 

a different perspective in the Netherlands, given that aspects of the approach to igma had 

originated in consultations between them and Folkuniversitetet some time ago, so in a 

sense Revalento were a ‘transferring’ organisation, rather than a recipient organisation or 

country in terms of the transfer of knowledge, learning or method.  As noted in the section 
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above concerning the challenges that were faced by partners, the situation regarding a lack 

of collaboration of stakeholders is much less pronounced and it was felt that the Dutch 

system had evolved in a way where young adults in the labour market had many choices, 

given that unemployment levels are relatively low.  Instead, the challenge is more one about 

now to equip students to make the most effective course choices to tackle the issue of drop-

out – students signing up to and starting an option, but not completing it – for a whole 

variety of reasons.  As a result, whilst Revalento were active in the partnership to share 

perspectives from the Dutch experience with other partners and countries and to contribute 

extensively to authoring the learning content in the curricula, they did not find anything of 

substance to transfer or apply to the Netherlands.  However, in order to meet the 

requirements of the work programme that was defined in igma3, in particular in terms of 

the pilot, they focussed on developing the careers guidance skills of the participants in an 

‘expert’ way and on very particular skills.  While the Dutch participants found the 

opportunity to network and learn with their peers to be a valuable one, as illustrated by 

many of the comments made by the participants, it could not be said that it enhanced 

stakeholder networks at the organisational level in any consequential way. 

 

6.23 In addition, some of the pilot training programme participants had mixed feelings 

about the focus on stakeholder networking - notably those whose work is concerned with 

the direct, ‘front-line’ counselling and support for young adults.  Examples of their feedback 

include: 

“Training for regional stakeholders suggests something at policy level. In the pilot however 

coaches and counsellors have been involved mostly: staff directly working with the target 

group. Policy makers and managers need to be recruited for a different purpose or objective 

and this group will hardly mix with practitioners”.  

“Most participants are interested in working with clients. A coach is less interested in a 

managerial solution which is not part of his responsibility” 

 “Some aspects of the 4th module (Networking) are only suitable for a very limited group of 

participants. This requires a different set of skills and competences which is not developed 

extensively enough in igma training. It requires a new type of training and training 

objective”.  
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6.24 Project aim 2: Enrichment of the methodology with successful job placements 

strategies and know-how for changing the attitudes of employers. The evaluation explored 

with partners the extent to which the ‘employer engagement’ aspect of igma3 impacted 

upon the enrichment of the methodology, whether in terms of any involvement from them 

in the pilot programmes, in the materials addressed towards them, or in the stakeholder 

networks. 

 

6.25 In Sweden, Folkuniversitetet said that job placement strategies were already in place 

in higher vocational education and that the innovation in igma3 was in broadening this to 

include the public employment services resulting in new relationships with employers in the 

region that have resulted from igma3. Five employers, representing medium and small 

enterprises in the municipality pilot were included into the stakeholder network as well as in 

the co-operation strategy, which is the main outcome of the pilot. This practice will be used 

by local partnerships to engage employer in the whole process of counselling of young 

adults according to the same principle as applied in higher vocational education 

programmes. They considered an important impact of the project was employers being 

involved in local stakeholder networks (both strategically and on a practical level). 

 

6.26 Both MMC and Dimitra were positive about the methodology providing a context for 

the involvement of employers in the stakeholder networks, and the relevant pilot modules 

being used in further training. In the case of Dimitra, they were able to demonstrate how 

the employer perspective was heard directly, through the attendance of employers at the 

final conference in Greece having engaged with SMEs, Chambers of Commerce, financial 

chambers, the technical chamber and the Association of Region of Thessaly Enterprises and 

Industries. An employers’ representative, the Institute of Small and Medium-sized Business 

(part of the general Confederation of Professionals, Traders and Craft industries of Greece) 

was involved in the pilot training. Dimitra was also the partner responsible for producing IO4 

(Booklet with marketing information for Employers) and engaged with these employers to 

input into its design. 
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6.27 Documenta felt that gaining awareness of the need to establish networks with the 

active involvement of employers was the most important impact that they benefitted from 

in igma3, although they did not report any specific involvement from employers. They 

reported a new awareness of ways of generating employment through corporate social 

responsibility (CSR) and other social innovations can encourage a change in attitude of 

employers and involve them in new networking relationships. In the Vinnytsia region of the 

Ukraine, the head of a public organisation, who attended the UY pilot, has introduced a 

project to support those with a hearing impediment into work within a supermarket chain. 

Moreover, the method was introduced to a range of small and medium enterprises from the 

Vinnitsa region through seminars and workshops arranged by the Public Employment 

Service within the state programme for development of the case manager profile, 

reportedly reaching some 50 enterprises.  

 

6.28 In the Netherlands, given the focus on prevention of drop-out in education in the 

design of their pilot programme, Revalento supported teachers with work-based learning 

responsibilities to negotiate with employers around offering apprenticeships, and giving 

general labour market advice. The pilot participants in the Netherlands were the only ones 

to specifically comment on the issue of employer engagement in any consequential way 

when replying to the questionnaire. Their participants offered a range of perspectives on 

the employer engagement aspect of igma, with one stating “I highly appreciate the 

involvement of employers” whereas another said “Employers do not need to get convinced 

about igma methodology … (they) are not interested in approaches or methods unless it 

affects their direct profitability / turnover or image”. Another felt that igma was correct in 

addressing this issue as “Counsellors who need to work together with employers need to be 

able to speak the language of the employer”  

 

6.29 From the submissions provided by partners, it was difficult to establish the extent to 

which, outside of Sweden and Greece, employers have been significantly involved in igma3, 

either during the pilot training or in the wider project activities.  The implication from the 

feedback is that when it did occur or take place, it was viewed very positively by the 

partners and those participants in the pilots who commented upon it. However, there was 
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little submission or feedback in the evaluation evidence that obviously came directly from 

an employer perspective and the level and significance of their involvement is unclear.  

 

6.30 Project aim 3: Development of a distance training course for stakeholder networks, 

delivered via a Moodle platform. The evaluation explored with the partners the extent to 

which the distance learning element of igma3 added value to the implementation of the 

curricula. Most of the partners and their participants, when it was mentioned, were positive 

about the distance training course, particularly when used alongside in-class training.  

 

6.31 This element was built into the project design of igma3 as Folkuniversitetet had 

previously experienced a high demand from stakeholder networks participating in previous 

igma training for a distance learning course. As noted earlier in this report, a challenge for 

almost all of the partners in terms of recruitment to training is the competing demands that 

are placed upon the time of stakeholder staff and practitioners.  Therefore the introduction 

of distance learning was designed to cater for those working full-time or who otherwise had 

time constraints, and those who were geographically distant from any in-class training.   

 

6.32 In Sweden, the Moodle platform has allowed Folkuniversitetet to train staff in other 

regions of Sweden, thus impacting on larger numbers of young adults. Folkuniversitetet 

reported that the theoretical aspects of introducing the methodology could be d delivered 

at a distance whilst the more practical, strategy development follow up would require in-

class training.  They therefore offer a blended training with at least three classes at which 

physical attendance was organised at the beginning, middle and end of the course. 

 

6.33 Folkuniversitetet is creating an offer for training in igma3 both as distance learning 

through the Moodle platform and also as an in-class course.  Two types of training will be 

developed in the next 12 months, one for facilitators, who will then be certified to run the 

stakeholder training sessions, and one for stakeholder networks.  In the long term 

Folkuniversitetet plan to offer this training on a commercial basis to municipalities and the 

public employment service, for training of their case managers. 
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6.34 In Greece, Dimitra noted that the participants of the pilot training who used the 

Moodle platform found it useful and easy to use, allowing them to complete the training at 

their own pace.  In all partner countries the main focus of the training was done on in-class 

sessions. The Moodle platform was used as an additional education resource in-between 

the sessions and for homework and for digging deeper into different topics. Even though the 

main focus was on actual meeting of the stakeholders and discussion around the table, the 

platform was considered to be a good complement for individual learning and homework 

activities. Dimitra and MMC, from the Cypriot perspective commented on the fact of the 

Moodle platform being an easy to access educational resource, with Documenta from Spain 

also noting that its availability on-line supported the sustainability of the project. 

 

6.35 In the Ukraine, UY also shared the opinion that the Moodle platform was a useful 

resource, but that lack of computers and access to the internet in the Employment Centres 

in Ukraine was an issue for them and for the participants.  The project also did not cover the 

cost of translating the teaching materials from English into Ukrainian, which meant the 

resources had to come from elsewhere. 

 

6.36 However, Revalento challenged the value of this aspect of igma3, feeling that the 

distance learning aspect of the programme is inappropriate and to some extent 

incompatible with the purpose of the project.  This view is summarised by the feedback 

comment provided by Revalento thus: “The objective of distance learning is incompatible 

with training on collaboration. The first thing is individual activity: the second is always done 

in interaction. Training in igma is per definition not suited for distance learning”.   

 

6.37 This was reinforced by some of the comments from the Dutch participants in the 

pilot training, who in general were less positive on the distance learning aspects of training. 

One participant contrasted the on-line element negatively to the direct training sessions: 

 “Igma as an approach for the improvement of collaboration and the fine tuning of services 

requires face to face interaction” whilst another stated that “the development of coaching 

and guidance skills and competences can only be done through feedback in real life exercises 

and training conditions” 
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6.38 Project Aim 4: Professionalization of adult education staff working with career 

counselling and providing job placement for young adults. This aspect of the evaluation 

explored the way in which the approach to the professionalization of practitioners working 

with young adults to support their progression in the labour market had been a specific 

feature of the pilot training, beyond the implementation of the training itself. From their 

responses, it appears that many of the partners felt that the professionalization of the staff 

working with young adults was the most important aspect of the training, possibly because 

of the make-up of the stakeholders that participated in the pilots. 

 

6.39 In Greece, Dimitra felt the professionalization of the target group was the whole 

focus of the igma3 training material, and that it worked very well. In Spain, Documenta 

highlighted that the guidance practitioners found the training useful and covered a gap in 

their professional training.  

 

6.41 In Sweden, Folkuniversitetet noted that the participants appreciated the focus on 

the needs of a specific target group, allowing them to share common challenges and best 

practice specifically for this group. Folkuniversitetet, in response to a specific question, 

ranking the introduction of the case management concept in this field as the most 

important impact that had arisen from igma3. In Sweden the stakeholders involved with the 

project are the main organisations locally responsible for working with the unemployed, 

including young adults.  Over the next 12 months, as per the local agreements, the igma3 

methodology will be disseminated to all employees within these organisations.  

Consequently the front-line approach will move from a generic to an individualised (i.e. case 

driven) one.  In Sweden receiving careers guidance is obligatory when receiving state 

benefits and so all unemployed young adults will be involved. 

 

6.42 For Revalento, working to this aim in particular was the main focus of what they had 

been doing, and is now being mainstreamed within the Netherlands. The impacts that 

Revalento has seen take place all related to their particular focus and intention for the pilot 

training – i.e. to promote careers counselling within educational institutions to enhance 
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decision-making skills and so decrease drop-out rates from courses. Thus teachers are being 

trained in how to support their students in decision-making (the LOB programme) which is 

becoming part of school policy and is currently run in all IVET institutes, is now starting to be 

offered in secondary education, providing continuity between secondary and further 

education.  

 

6.43 In Cyprus, MMC felt that the training materials promoted professionalization 

amongst staff working with young adults. MMC put both the recognition of the importance 

of collaboration and also case management by all relevant stakeholders as the number one 

impact that has taken place. As well as the impact that has been made embedding parts of 

igma3 into training activities, MMC noted that the public employment service was now 

realising using a case management model reaps rewards in the long run and not to look for 

short term results. 

 

6.44 In the Ukraine, it is only very recently (2018) that the role of a careers consultant has 

been formalised within the country’s occupational recognition procedures.  In this context, 

the highest impact that UY noted was the change in service provision by the National 

Service of Employment Centres to include the new methodology.  They also felt that the 

stereotype of a careers counsellor was being strongly challenged. UY noted that after the 

pilot training, the Vinnytsia Employment Centre expressed the desire that all their 

employees should be trained in the igma methodology. 

 

 

(c) The impact that has occurred directly for the benefit of young adults; 
 the ‘end user’ target group 
 

6.45 This aspect of the evaluation asked partners to describe how, or if, the igma3 

experience or pilot helped to ‘shorten the distance’ to the labour market for young 

people/adults at risk of unemployment and social exclusion. In doing so, an important 

reminder at this point is that the young adults in question were the secondary target group 

of igma3.  Thus whilst they are the ultimate beneficiaries, or ‘end user’ target group of the 
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project, the impact upon them is a secondary one – i.e. the project activities were 

overwhelmingly aimed at the primary target group of practitioners and stakeholders. 

 

6.46 By way of response, a number of the partners therefore felt that it was too early to 

see any real, demonstrable evidence of impact that has occurred directly for the benefit of 

individual young adults.  Some of these answered this question by describing changes that 

have been made, and the hope that these will have an impact in the future. In Spain, for 

instance, the participants of the pilot training were all front-line workers, who are now 

implementing programmes linked to their learning in igma3. 

 

6.47 However, in a very direct suggestion of early impact directly on young adults in the 

Ukraine, the employment rate of graduates of the Vocational School “Service School” in the 

Ukraine increased by 23% which UY attribute to the training of their teachers. Also in 

Ukraine the newly set-up Centre for Entrepreneurship Support for Youth uses igma3 

methodology as well as financial incentives for the young unemployed to start their own 

business. 

 

6.48  In Cyprus, MMC has piloted the igma3 curricula with unemployed young adults. 

Their response to the training was positive, though more time is needed to see tangible 

results. However, in 2018 MMC has committed to support 300 unemployed adults 

(including young adults) into employment, using a level 1 retail qualification and work 

placements in relevant organisations.  They are in discussions with the local authorities to 

integrate the case management aspect of the igma3 methodology into the project.  They 

believe that they have influenced key people within the national human resource 

development association for Cyprus (HRDA) and the Public Employment Service. 

 

6.49 In Sweden, Folkuniversitetet felt that the new relationships with employers in the 

region that have resulted from igma3 have created more opportunities for work-based 

learning and work placements for unemployed young adults. Case management has been 

introduced, with a priority for young adults from socially disadvantaged areas and although 
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they commented that igma is “not a quick fix” and while it is too early to measure the 

impact, stakeholders are positive about this change. 

 

6.50 In Greece, Dimitra was positive about the new co-operation with employers leading 

to an increase in labour market information.  They also noted that during the igma3 final 

conference several young adults had the change to network with stakeholders, including the 

ability to directly network with employers.  

 

6.51 Revalento, with their particular focus and history of using igma methodology, cited 

that research shows that in the Netherlands the % of dropout rates within educational 

institutions has dramatically dropped during the last 10 years.  They attribute this to a focus 

on decision-making skills for students, leading to them making better choices when 

choosing courses. While this is not arising from igma3 per se, the wider adoption of igma-

related approaches is seen as having had an impact on this situation. 

 

 

(d) System and policy impacts arising from the igma3 methodology 

 

6.52  The purpose of this line of enquiry in the evaluation was to explore the extent to 

which partners could identify changes that had resulted from either the experience and 

process of igma3 or the project results at a system or policy level. System and policy impacts 

are likely to take the form of project legacies over a period of time, and in particular over 

periods of time beyond the lifetime of either the igma3 project or this summative external 

evaluation, it was recognised that there would be some limits in the extent to which these 

could be quantified or evidenced and this was highlighted in the various responses of 

partners, who highlighted that systemic changes can often take some time to happen.  

However, part of the purpose of the exercise was to capture those aspects of igma3 that 

may yet lend themselves to impacts which could be foreseen or predicted in the future. 

 

6.53 MMC has advocated in the past that work-based learning should follow in-class 

training and this is now being endorsed by the authorities in Cyprus 3-4 years later.  MMC 
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believe that at a national level the public authorities recognise the value of the igma3 

methodology. MMC is currently involved in a number of employability projects for the 

unemployed (including young adults), and are encouraging the relevant authorities to 

include the igma3 case management approach within all tenders for projects working with 

the unemployed. In terms of system and policy impact MMC highlight the difficulties of 

making change unless the government are involved, and since most projects linked to the 

employability of young adults in Cyprus use public funding, the approach used is dictated by 

the funders.  Where budget, resources and structures allow, the stakeholders are 

embedding ‘pieces’ of igma3 methodology. 

 

6.54 In the Netherlands, there is a labour force shortage and consequently an increased 

interest in enhancing the involvement of employers in education and training, to ensure a 

relevantly skilled labour force. Revalento, who have been running igma related training 

programmes for a number of years, have seen gradual systemic and policy changes occur 

during this time, including more emphasis on prevention of drop-out, of integrated 

approaches, and on a focus on the teacher’s role in careers work, and generally more focus 

on careers guidance and decision-making skills.  This has become an economic issue, and 

there is further potential to demonstrate how igma-related interventions can save 

substantial sums of money, by altering the rations between dropout from school and the 

cost of education per year per student (the cost of investment in training).  For instance, in 

the Netherlands the drop-out rate was 70,000 in 2002 and had dropped to 27,000 by 2014. 

 

6.55 This agenda of concern has now filtered through to the government in the 

Netherlands, who are currently funding training for teachers around supporting decision 

making skills i.e. it has become mainstream policy. More widely the Revalento 

representative believes impact from projects takes much time and resources.  As an 

organisation they focus on activities / projects for which they feel the market is ready and 

willing to take on board i.e. a demand for igma3 training for teachers in both secondary and 

VET schools; the renewal of programmes for those newly arrived in the country using this 

methodology has seen one municipality, Tilburg, committed to this from January 2019; a 

refocusing to a more individualised approach and consequently a demand for case 



External Evaluation – igma3           
__________________________________________________________________________________ 

Page | 73  

 

management training and an increased interest in enhancing the involvement of employers 

in education and training. 

 

6.56 Folkuniversitetet has also been involved in igma-related projects for several years 

and during this time the ground had already been prepared for systemic development.  As 

the igma methodology is already implemented at a local level as part of local cooperation 

agreements in 8 municipalities of the Uppsala region, while igma3 has been included as a 

part of local agreements within regional ESF projects. The two municipalities involved in 

igma3 have now included sections specifically related to young adults into these 

agreements.   

 

6.57 These agreements are part of the regional policy for inclusion and this new 

involvement of NGOs working with young adults at a strategic level locally, ensuring that the 

interests of this group are represented at policy level. In the two Swedish municipalities 

where igma3 specifically was piloted, employers and NGOs representing young adults are 

now part of a steering group which meet twice a year to update on local agreements, and 

also on changes in organisational policies/practices, and to work on common strategies 

around any current challenges.  Within these two municipalities employers meet monthly to 

discuss individuals’ progress, and so are involved as case managers on a practical level.  This 

employer involvement has also made it easier for partner organisations to access work 

experience and suitable vacancies for their clients. 

 

6.58 Dimitra was positive about the systemic impacts linked to igma3 in Greece, including 

the development of an on-going network of stakeholders, many of whom had not worked 

together before and that the new network of stakeholders generated by igma3 have been 

working well together since the project and are confident that this will be a sustainable set 

of relationships with the potential for further impact. In Greece, techniques and tools of 

igma were already being used by the regional department of the Greek state employment 

agency through its Vocational Educational Training department  
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6.59 As policy makers were included in the project in Greece, the regional department of 

the state employment agency has held training using the methodology. The project has also 

provided stakeholders an opportunity to collaborate with the UNESCO Learning City 

network, which took part in the final conference multiplier event in Greece and promoted 

the outcomes of the project through its network.  Participants of the igma3 pilots will also 

take part in the Learning City’s Peoples University.  As facilitators they will incorporate tools 

and methodology from igma3 in their training. Dimitra also reported that the regional 

department of the Greek state employment agency is currently incorporating tools and 

techniques of the igma3 methodology into the training provided by its VET department. 

 

6.60 In the Ukraine, UY has seen, and is looking towards, some important system changes 

in a relatively short time. The country is going through a time of significant change, from a 

system structured on older and historical patterns to something that is being modernised.  It 

faces a distinct challenge in that the Ukrainian labour market has suffered losses as a result 

of the annexation of the Crimea and hostilities in other areas.  Local enterprises and regional 

offices of companies in these territories have been forced to reduce staff or close. UY 

reported that there is some urgency to adopt and develop systemic change given that levels 

of migration is increasing, not only labour migration but also that of refugees from regions 

and nations experiencing conflict and uncertainty, which is placing an additional burden on 

the labour market of the central and western regions of Ukraine and increasing 

unemployment. In addition skilled specialists from Ukraine are in great demand abroad 

because of their low level of financial expectation domestically, coupled with high levels of 

skills which can lead to the implications of a ‘brain drain’ from the country. In common with 

some of the European partners, there are also high levels of long term unemployment, 

permanent depopulation and an aging population.  

 

6.61 UY used a variety of approaches to introduce the new concept of the ‘integration 

agent’ to all stakeholders – from television programmes, project newspapers, flyers, 

seminars, social networks and student unions.  Educational institutions were very active in 

igma3, in both the regional network and pilot training.  In particular, the National Medical 

Pirogov Memorial University, the Department of Social Medicine and Healthcare 
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Organization have introduced introductory training for graduate students linked to career 

progression.  This has been very popular with, and obviously needed by, graduate students, 

particularly in areas of progression that in Soviet times would have been the responsibility 

of the state. The project co-ordinator of igma3 at Folkuniversitetet, who is Ukrainian herself, 

has delivered igma methodology training as part of the Vinnytsia Regional State 

Administration competition.  The project coach has introduced an igma school for small 

entrepreneurs, and a new project igma3 – European Methodology for Vinnytsia Region is to 

being funded by the regional budget. 

 

6.62 Training in the igma3 methodology will be compulsory for staff at the Employment 

Centres in the Ukraine.  The local governmental authority has also endorsed igma3 by 

collaborating with UY on the igma3 European Methodology for Vinnytsia Region project 

which will offer interested local stakeholders (of which there are many) igma3 training. UY 

will link with the Vinnytsia State Administration and the Public Council at the Vinnytsia 

Regional Council to discuss the changes needed to regional programmes related to youth 

employment. There are also plans to disseminate the training to employees of the 

Employment Service. There are also plans to adapt the methodology for training with those 

working with targeted young people. After a proposal from “Peace in Your House”, whose 

director participated in the pilot, UY are also adapting and disseminating the igma3 

methodology to volunteers, teachers and social workers across Ukraine who work with 

targeted young people, such as those who lost their parents in the war in Eastern Ukraine, 

young people raised in foster families, children’s homes, orphanages and boarding schools. 
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7. Commentary, Recommendations and Conclusions 
 

7.1 The preceding two sections of this report have provided a description and a set of 

reflections on the impact of the igma3 project in two areas – the impact of the pilot training 

programme on the participants, and multiplier and legacy considerations in terms of the 

project’s impact upon its four stated aims (as listed in paragraph 2.8 above) as well as the 

direct impact young adults at risk and system and policy impacts. The paragraphs below 

provide an overall set of conclusions and an assessment commentary in which a series of 

recommendations are made for consideration from the applicant organisation, 

Folkuniversitetet and the igma3 partnership. 

 

7.2 Given the nature of igma3 and its aspirations towards system change, this evaluation 

has described the project impacts in a way that has captured those that are identifiable and 

estimable in the short-term. This has included the identification of unforeseen impacts and 

benefits as well as those aligned to the project aims or objectives.  Short-term impacts 

include – but are not restricted to – those that were identified and anticipated in the 

application form.  By designing a questionnaire and interview process for pilot training 

participants in the first instance, followed by a qualitative impact assessment exercise, the 

external evaluation has sought to assess both qualitatively and quantitatively those impacts 

that have been achieved by the end of the project. 

 

7.3 In igma3 the long-term impact envisaged is stated succinctly in the application as 

being “More effective career guidance and work placement opportunities for young adults 

aged 18-30 which in the long-term will promote decrease of the youth unemployment in all 

partner countries … In a long-term perspective the improvement of services will lead to 

improvement of counselling procedures for this target group which will lead to better 

employment opportunities and social inclusion. the experience shows that empowerment of 

the target group is a good initiative only if there are available opportunities at a system level 

to take care of the individuals. That is why igma3 will focus on changes at a system level.”  
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7.4 igma 3 specifies two particular impacts in support of its long-term goal that offered 

potential for this evaluation to consider, namely: 

 

1. Improved practices in the areas of education and counselling of the young adults into 

labour market. This will also increase the labour market relevance of the learning 

provisions offered for young adults which promotes reinforcement of cooperation 

between adult education and labour market. 

 

2. Enhancement of the commitment of the regional authorities and other stakeholder 

organisations in the qualitative development of the adult education.  

 

7.5 These long-term ambitions incorporate igma3’s aspirations towards both its primary 

target group – practitioners in adult education organisations, counselling services, public 

organisations working with employment and employers / employer associations; and also its 

secondary target group - young adults aged 18-30 especially those who are long-term 

unemployed or from disadvantaged groups that have further to travel to achieve labour 

market inclusion.  

 

7.6 As such they are highly aspirational (particularly given that the secondary target 

group are not direct participants in the project, but are seen as the primary beneficiaries of 

its work.  Long-term impacts, by their very nature, are highly aspirational and are extremely 

difficult to identify, let alone quantify, at the end of a time-limited and task orientated 

project such as those that are funded by Erasmus+. They are almost impossible to evaluate 

in its own terms without the benefit of the kind of longitudinal tracking that is outside the 

scope of this external evaluation exercise). 

 

7.7 This is a particular challenge for igma3, since the heart of the aspirations for the 

project are elements both of capacity building and culture change – both of which are 

represented by investments in process with an ultimate view to the improvement in 

outcome and impact, but the long-term effects of which cannot be stated and can only be 

estimated.    
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7.8 Nonetheless, in the paragraphs that follow, a number of observations are made in 

relation to both the short-term impacts of igma3, and also a set of recommendations that 

are intended to support both igma3 and any successor igma-related projects in terms of 

their potential for long-term impact.  

 

 

(a) Face-to-face training and distance learning in igma3 

 

7.9 In terms of the project’s ambition to enhance and improve the skills and knowledge 

of its primary target group, and therefore in turn ultimately cascade this to the benefit of its 

secondary target group of young adults, the participants that took part in the igma3 pilot 

training programme were overwhelmingly positive about their experience in the pilots and 

the impact that it had on their own professional practice.   

 

7.10 igma3 provided 130 participants across the partner countries with the opportunity 

to participate in a professional development programme.  The overwhelming majority of 

those that took part were ‘front-line practitioners’ and the igma3 pilot training was 

considered to have been highly relevant by those that participated. The participants 

welcomed the opportunity to work with their peers and other front-line staff, as well as 

other types of stakeholder staff who were occasionally present and sometimes brought a 

different perspective.  The benefits included the facility to share best practice, identify and 

review issues in common and create new peer networks that fostered co-operation rather 

than competition. The participants were also very positive about the extent to which their 

coaching, counselling and guidance skills and competences had been enhanced.  motivating, 

Lots of positivity around learning coaching skills / competencies (maybe because so many of 

the participants do this work, and without any qualifications / training. 

 

7.11 Furthermore, whereas the distance learning element was valued by some of the 

participants it was, at best, less valued by others and at worst considered largely irrelevant, 

particularly in terms of the stakeholder engagement and system change aspects of the 
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project. It is difficult to see how distance learning can provide a strong contribution when its 

value has not yet been clearly demonstrated to the igma agenda of service improvement 

through stakeholder engagement. 

 

It is therefore recommended that: 

 

• Future projects which apply the igma perspective to new labour market contexts 

should retain a strong element of direct learning and development support for 

practitioners that are working directly with the relevant target group. This should be 

based upon the highly successful elements in this area of the learning curricula in 

igma3 and should also ensure that group work, peer review and networking is 

retained as a strong component of the curricula. 

 

• The application and use of distance learning in the igma curricula should be carefully 

assessed as follows: 

 
o Where distance learning content can be used to complement and reinforce 

direct, face-to-face and group sessions concerned with practitioner skills, as well 

as facilitate the participation of those that are time or commitment-constrained, 

it should be retained.   

 

o However, the use of distance learning as an intervention strategy in programmes 

that are directly aimed at impacting upon stakeholder managers and decision-

makers is unproven in igma3. In future therefore its use in this respect should 

only be considered if its appropriateness and relevance can clearly be 

demonstrated  
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(b) Training in igma3 as a system change strategy 

 

7.12 As highlighted above, the pilot training undertaken by practitioners was highly 

valued, and recruiting practitioner staff from a range of education and guidance providers 

enabled these front-line staff to make new peer networks and contacts ‘on the ground’.  

This has a part to play in promoting the integration of case management approaches where 

the young adult at risk is placed more at the centre of considerations, in a holistic way, 

rather than finding themselves at times falling between the ‘silos’ of different organisations 

and services in the support system.  

 

7.13 However, in igma3 there were comments from both participants and partners that 

questioned the notion that training programmes such as those that took place in the pilots 

were appropriate – or at least appropriately organised in terms of who attended them. 

Some participants reported that they felt powerless, in relation to some aspects of the 

training, to effect some of the changes that were being advocated.  For them, the 

improvement in front-line practitioner skills needed to go hand-in-hand with accompanying 

implementation strategies.  This was commented upon quite widely and as one contributor 

commented “An implementation needs a commitment by those who are responsible (the 

management). If they are not involved and are not committed to change by usage of this 

method, every effort to still try and do this will be in vain. “ 

 

7.14 This raises the question as to whether the igma3 programme of pilot training was in 

itself a holistic approach to system unless accompanied by clear strategies that engaged 

decision-makers in the overall process. It also raises two questions that follow; how exactly 

does a training programme change the approach of service organisations towards ensuring 

their services are more integrated for the benefit of the user (in this case young adults at 

risk)?  Following from that, who therefore should attend the training?  

 

7.15 This raises the question as to whether, in igma3, the training programme was too 

broad to market it to both managers and front-line staff; alternatively, the training 
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resources need to be designed to reflect this breadth – but also the participants that are 

recruited need to be assessed. Indeed, it may be appropriate that further interventions are 

‘streamed’ – i.e. separate ‘training’ programmes are designed and held for the front-line 

practitioners (who dominated attendance in igma3 training pilots), and service managers 

and decision-makers (who were less present). 

 

7.16 At the very least, this ‘bottom up’ benefit has to be complemented by managerial 

commitment from the top and preferably should take place in a context where this 

commitment has been pre-agreed or is a specific policy priority.  Implementation strategies 

that are executed through, for instance, direct advocacy, consultation and discussion with 

decision-makers and managers in stakeholder networks arguable have the potential to be 

more effective to the wider aims of igma3 than the type of training that took place in it – 

particularly in those partner countries that are very familiar with the issues that the igma 

concept is addressing and have been working with them for some time. Folkuniversitetet 

have been at the forefront of attempting to address this in Sweden and Revalento in the 

Netherlands were part of its original conceptualisation.  However it is not always clear at 

times how this was fully incorporated into the igma3 work programme, particularly given 

the centrality of the igma3 pilot training. 

 

7.17 It is not clear as to what extent partners were expected to establish a clear profile of 

participants – i.e. the level of ‘mix’ between front-line practitioners and stakeholder 

decision-makers (or indeed employers and/or their representatives) or to what extent this 

was left entirely to the partners.  In the event the large majority of participants were front-

line participants, but the extent to which stakeholder managers and decision-makers were 

present, as well as employers, differed amongst the partners 

 

7.18 It is acknowledged that the igma3 curricula tested and implemented through the 

pilot training was only one of the five intellectual outputs of the project. However as noted 

previously, it accounted for just over half of the staff working days on the project – which do 

not include the many hours that the participants will have provided, which are not captured 

in the resources that are financed by the project. Furthermore, two of the intellectual 
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outputs that were aimed at stakeholders and employers – IOs 4 and 5 – were not produced 

until the closing period of the project. There was very little evidence in the evaluation that 

they had yet made any contribution on igma3’s project aims – although it should also be 

acknowledged that as they were finalised late in the project, the impact that they could 

generate may yet be to come. 

 

It is therefore recommended that: 

 

• Training for regional stakeholder networks that are aimed at managers and decision-

makers should be designed carefully and specifically with their needs in mind 

 

• In order to gain a stronger degree of comparability in future projects, there needs to 

be a balance between giving partners the autonomy to recruit participants to pilot 

training programmes as they see fit, and greater requirements to ensure that a 

specific range of profiles is incorporated 

 

• The needs of individual stakeholder network representatives should be the subject 

of a thorough assessment prior to participating in igma training programmes 

 

• The outcome of these needs assessments should be carefully aligned with the 

content and organisation of the training 

 

• The needs of front-line practitioners and managers and decision-makers are quite 

different, as is their ability to implement service improvements in different ways.  

Therefore consideration should be given to training programmes that include both 

groups to be ‘streamed’ – i.e. different programmes for different groups.  If the two 

constituencies are brought together as part of the programme, the reasons for doing 

so should be clearly stated and should be carefully prepared 
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• Training for stakeholder network managers and decision makers should not be a 

substitute for more effective implementation actions such as advocacy and 

engagement, which are critical to the success of the igma agenda. 

 

 

(c) Service improvement, stakeholder and employer engagement and 
 system change  
 

 

7.19 To make systemic changes, as well as allowing some time for changes to trickle 

through the whole system, another factor evidenced by the above is the importance of 

involving key stakeholders in the process.  These may vary from country to country, or even 

region to region, but having government support, both national and local, in the form of 

legislation or initiatives seems important to achieve any major systemic change.  

 

7.20 With the obvious exception of Norway, where the partner absented themselves 

from the project at an early point, the evaluation has been able to establish that all of the 

impacts envisaged manifested themselves in igma3 to some degree. The evaluation was 

able to identify a range of positive impact and progress in stakeholder engagement as a 

contributory to service improvement – and the benefits of focusing on the needs of a 

specific target group, in this case young adults at risk in the labour market - despite the 

question marks referred to above in terms of the extent to which the igma3 training was 

successful in this respect.  

 

7.21 However, in terms of the project’s ambition to transfer the igma approach to 

achieve system change through enhanced and more holistic service integration in the 

provision of services for young adults, the position is mixed. As may be expected, there were 

differences, in some cases significant differences, in the number of impacts that occurred, 

and the extent to which these impacts occurred in each of the active six countries differed.  

Some partners were able to make concrete, evidenced and impressive steps towards 

demonstrating progress and impact in this area, notably in Sweden, Greece, Cyprus and in 

particular the Ukraine. 
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7.22 This was much less evident in Spain, where it was difficult to identify impacts of this 

nature.  This may be related to the level and patterns of participation in the programme and 

in particular in the pilot training: in igma3 there were 9 Spanish participants in the pilot 

training, all of whom were recorded as being front-line practitioners and none of whom 

completed all the training.  This compares to there being between 22 and 25 participants in 

the other countries, who had a more mixed profile and in the majority of cases the 

participants completed their programmes in those countries 

 

7.23 In the Netherlands, very specific decisions were made in terms of the 

implementation of the igma3 pilots about the nature of the issue to be addressed (career 

choice and drop-out) which was highly popular with participants but in which much system 

change has largely already occurred.   

 

7.24 These differences were due to a range of factors, but on the basis of this evaluation 

the main factors are a combination of the level and pattern of participation in the project; 

the partners’ own ‘positioning’ as educational providers and institutions in regional or 

national systems that support young adults, together with the particular characteristics, 

contexts, motivations and needs of the respective stakeholder networks in each country.  

 

7.25 Ukraine is just beginning to appreciate lifelong learning, and UY had to break with 

the norm and not undertake a training programme aimed specifically and directly towards 

the acquisition of a qualification, but rather to more to broadly enhance the capabilities of 

those that participated in the programme. A linked challenge was UY’s difficulty in 

understanding the European outlook: “principles, decision-making mechanisms in European 

countries”.   As a result of igma3 and the support from partner organisations they have been 

able to “open the window to Europe”, and gain some understanding of how unemployment 

in the partner countries would be overcome.  They expressed this as: “an extraordinary 

opportunity for interpersonal communication and intercultural exchange”. 

 

It is therefore recommended that: 
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• Future projects and initiatives, whether at the regional, national or transnational 

level that are based on igma should follow the igma3 approach of focusing on the 

stakeholders that support specific target groups, rather than attempting to address 

labour market disadvantage in general 

 

• While respecting the importance of allowing individual partners to ensure that igma 

projects are implemented in ways that are relevant to their local context, a greater 

degree of specification and common approach to the profile of participants is 

encouraged 

 

• Future transnational initiatives related to the igma concept should ensure that any 

partner that is invited to participate can provide demonstrable evidence that they 

have the ability to implement igma in a way that has some level of prospect of 

ensuring sufficient levels of participation in piloting actions and can contribute to the 

achievement the igma aim of greater integration in service provision in regional 

stakeholder networks 

 

• Future transnational initiatives related to the igma concept should prioritise the 

involvement of partners from EU pre-accession countries given the evidence of the 

experience of the Ukraine in igma3 to experience a considerable benefit from the 

project intervention. 

 

 

(d) Conclusion 

 

7.26  igma3 is part of an ‘igma family’ of initiatives that have been developed and 

implemented over time which stress that target group empowerment is insufficient without 

there being available opportunities at a system level, and therefore changes at a system 

level are required.  There is widespread support for this notion amongst the partners, as 

well as a universal agreement that it is highly relevant to the needs of the various labour 
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markets.  The evidence that was presented and assessed in the evaluation points to the 

conclusion that this aspect of igma3 was highly valued by the practitioners that participated 

in the project. 

 

7.27 At the same time, system-level changes are, by their very nature, harder to achieve 

and longer term in nature - but they are part of the stated ambition of igma and in the case 

of services for young adults at risk, or furthest from the labour market, provide the wider 

purpose within which igma3 activities took place.  

 

7.28 The partner countries are at different levels of development, both in terms of the 

igma methodology and more generally in terms of educational systems and careers 

guidance.  Those countries who have been involved with igma for a few years are coming up 

against the obstacles and challenges of implementation of system change and service 

integration and coordination. In countries such as Sweden, the Netherlands and Greece, 

where there both a track record of addressing these challenges by the partners, but also 

recognition of how far there is yet to go, there is a continuous advocacy and refining of 

developments.  In Spain the partner states that there are historical and institutional working 

practices that hinder the prospects of progress; certainly the evidence of impact in igma3 is 

much more limited. In the Ukraine, by contrast, which was both starting from a very low 

baseline and for whom the introduction to the concepts in igma was brand-new, some of 

the effects have been transformational. 

 

7.29 igma3 itself was an ambitious project which set out to achieve a number of impacts 

on a number of different levels across the partner countries.  In the first instance, igma3 

was concerned with the enhancement and improvement of the skills and knowledge or 

practitioners – information, advice and guidance workers, trainers, tutors, teachers and 

other staff who are working in the partner countries to support young adults, particularly 

those that are some distance from the labour market, towards labour market inclusion. In 

the second instance, it was concerned with system change. In the case of igma3, this report 

points to the overall conclusion that an extensive and considerable range of activity took 

place in igma3 through which a wide range of impacts and benefits have been 
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demonstrated.  This suggests that the igma approach and its agenda for change remains 

highly relevant and is worthy of further initiatives and investment that will continue to build 

upon its achievements and extend them to new contexts. 

 

7.30 The overall conclusion, therefore, and the main pointer to the future, is that there is 

clear benefit in targeting future igma initiatives at the services that support specific target 

groups in the labour market - in the way that igma3 did towards those working to support 

young adults at risk in the labour market. Furthermore, high-quality training that facilitates 

networking and professional development amongst the practitioners in those services is 

highly valued and an important contributor to service improvement.  At the same time, such 

initiatives which seek to achieve greater service integration and a more client-centred, 

holistic approach will benefit from ensuring the early, active and meaningful involvement of 

those that are the suppliers of jobs in the labour market – namely employers, and those that 

are in decision-making positions in the relevant services in the stakeholder networks. 
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