
Across our practice we 
take a holistic view of 
work. We do not see 

employment solely as a 
means to improving 

income, but recognise 
the importance of 

meaningful activity, 
whether paid or 

unpaid, in helping 
individuals to give 

purpose and structure 
to their lives. 

 
Introduction 
Our participation in the Work 
Programme as a tier 1 end-to-end 
subcontractor has given us an 
opportunity to engage with 
approximately 6000 unemployed 
women and men who might not 
have otherwise come through our 
doors. While these journeys have 

not all led to so-called ‘job 
outcomes’, many definitely 
constitute a success in the sense 
that we were able to empower 
participants to overcome some of 
their barriers to work and take 
positive steps towards identifying 
and achieving their goals in life.  
  
This report seeks to celebrate and 
share these successes, but it also 
highlights a number of design 
issues that are currently 
hampering the performance of the 
programme, not just in terms of 
‘job outcomes’ but more crucially 
in term of ‘life outcomes’ as well.  
  
• Particularly, we argue that the 

Work Programme is 
inappropriate for some of our 
participants at this time in 
their lives.  

• Similarly, some need much 
more intensive support than we 
are able to offer under the 
current Work Programme 
provisions.  

• Finally, we have a group of 

participants who would have 
benefited from earlier 
intervention.  

 
As a result, we feel that the 
outcomes for individuals, as well 
as their families and communities, 
could be greatly improved by 
correctly identifying the 
underlying causes of worklessness 
much earlier on in the process. 
This in turn would allow Jobcentre 
Plus staff and/or other more 
specialised providers to address 
the barriers of the participants in 
a timelier manner.  
 
The final section of this report 
will briefly discuss the 
experiences of the first cohort of 
Work Programme participants. In 
particular we want to draw 
attention to some of the start-up 
difficulties that may have 
affected the support offered to 
this group during their time with 
us.  
   

The Salvation Army Employment Plus: 
Adding the Plus to the Work Programme 
report 
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The Salvation Army and work for all 

The Salvation Army is a Christian 
church and registered charity, 
which began in the East End of 
London in 1865. Its founder, William 
Booth, vowed to offer ‘a hand up, 
not a hand out’ to the 
disadvantaged people he met 
through his ministry. 
  
To this day, delivering social justice 
remains the cornerstone of our 
work. We provide practical help for 
people suffering from alcohol and 
substances abuse issues, 
homelessness, unemployment, as 
well as families and individuals 
dealing with a range of other issues 
(for overview of the work 
undertaken by The Salvation Army 
in the UK, please visit us at 
www.salvationarmy.org.uk). Our 
services are open to all who need 
them, regardless of ethnicity, 
religion, gender or sexual 
orientation.  
  
Drawing on our Christian beliefs, 
The Salvation Army adopts a holistic 
approach to service provision.  As 
appropriate we work with people to 
ensure: 
 
• A secure and adequate income 
• Affordable and decent housing 
• Good mental and physical health  
• A sense of purpose deriving from 

meaningful activity  
• A set of supportive relationships 

 
As part of our mission, The 
Salvation Army seeks to help 
unemployed people to achieve their 
full potential and escape welfare 
dependency. ‘Work for all’ was an 
integral part of William Booth’s 
social programme. Today, The 
Salvation Army remains committed 
to this goal as a means to maximise 
health and wellbeing as well as 
financial security.  
  

Our desire is to help all who are 
willing to work and take positive 
steps to improve their labour 
market prospects, irrespective of 
their starting point or any 
government payment connected to 
a specific employment outcome. 
Herein lies the Plus in Employment 
Plus; we treat individuals with the 
dignity, compassion and respect 
they deserve. Helping people to 
regain self-worth through work is 
an important part of this journey, 
but ultimately we seek to support 
individuals to lead a full and 
balanced life, including time for 
rest, reflection and relationships 
as well as work. We work towards 
this vision in a variety of ways. 
 
The Salvation Army Employment 
Plus currently delivers a range of 
government contracted Welfare-
to-Work services, including the 
Work Programme, Work Choice and 
a Jobcentre Plus Support Contract. 
These services are delivered as 
subcontracts across the 

Birmingham, Bristol, Bath, Kent, 
Surrey, Sussex and south-east 
Essex areas. Participants on these 
programmes are referred to us by 
Jobcentre Plus and remain with us 
for the period defined by the 
contract.  
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The Salvation Army and Employment Plus 

The Salvation Army has chosen to 
become involved in the Work 
Programme because the 
Programme’s stated aim of helping 
people to find employment and 
stay in work fits with our mission. 
In addition, our long history of 
supporting people at the margins 
of the labour market into 
employment, alongside our holistic 
perspective on work, put us in a 
unique position to make a positive 
difference in the lives of 
participants. As a tier 1 end-to-
end provider in the Bristol and 
Birmingham areas, we have sought 
to serve approximately 6000 
women and men to date.  
  
For each of those participants we 
provide a personalised service that 
aims to help them to clarify their 
personal goals and aspirations, 
identify the key barriers that are 
currently stopping them from 
achieving these, and offer 
practical support in overcoming 
these barriers so that they can 
enter sustained and satisfying 
employment. 

Around one in six of our Work 
Programme participants take 
part in a GOALS course during 
their time with us. For many, 
this has helped them to identify 
their aspirations and take a 
more positive approach to their 
job search and other aspects of 
their lives.  
 
After the course, our Job Life 
Coaches are at hand to help 
participants channel these new-
found ambitions into productive 
actions. Henry had, for example, 
been unemployed for seven 
years prior to joining the Work 
Programme. The GOALS course 
helped him to identify viable 
career options and with the help 
of his Job Life Coach he has 
managed to secure employment 
in his preferred sector. 

If not properly designed and 
delivered, Welfare-to-Work 
Programmes run the risk of merely 
offering a temporary solution to the 
immediate problem of 
worklessness, without addressing 
the underlying issues that are 
causing the individual to struggle 
with finding and sustaining gainful 
employment. During the first weeks 
and sometimes months of a 
participant’s engagement in the 
Work Programme, our Job Life 
Coaches spend a great amount of 
time and energy getting to know 
the individual. During this time, 
they aim to build a relationship of 
trust that encourages the 
participant to disclose any 
underlying issues that may be 
limiting their job and life prospects 
at the time. In many cases this 
process uncovers barriers to work 
that have not been correctly 
identified in the past. Encouraging 
and helping participants to resolve 
these issues in turn allows us to 
make a real and lasting impact on 
people’s lives. 
 
Our recent participant survey 
confirms that our whole-person 
approach is working (see table 1). 
The vast majority of respondents 
felt that The Salvation Army 
Employment Plus Work Programme 
had helped them to become more 
informed about job opportunities 
and better able to assess their own 
capabilities and present themselves 
to potential employers. As a result, 
they reported being clearer as to 
their route back into work and more 
positive about their job prospects. 
In this context, it is perhaps 
unsurprising that more than 90 per 
cent would be happy to recommend 
us to a friend or relative. We, 
however, have even greater 
ambitions for the programme and 
our participants.  

Adding GOALS to the Work 
Programme 

 
The GOALS programme has 
been designed by Goals UK CIC 
and teaches simple ways to 
build independence, self-
esteem, inner strength and 
resilience, personal 
awareness, self motivation 
and purposefulness – helping 
people to get the life that 
they want. 
 
The programme has been run 
by The Salvation Army since 
the autumn of 2009 in both 
Homeless Services and 
Employment Plus. 
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Survey results The Salvation Army 
Employment Plus Work Programme 

Over the past two years, we have 
found that certain aspects of the 
Work Programme make it difficult 
for us to serve all of those 
referred to us in the way that we 
would like to. Changes in personal 
circumstances and issues with the 
transfer of contact information 
from Jobcentre Plus to the Prime 
providers and their subcontractors 
mean that we fail to establish 
contact with around eight per 
cent of the participants referred 
to us.  
 
Of those we do manage to engage 
with, a significant minority is 
either no longer required to work 
or unable to engage in paid 
employment at this point in their 
lives. The absence of a formal exit 
route for those who have been 
incorrectly referred to us or 
become ineligible during the 
course of the programme is 

problematic in this context. 
Similarly, the support that can be 
offered to those participants with 
the most significant needs and 
barriers to work under the current 
Work Programme provisions is not 
sufficient in some cases.   
 
Where the programme performs 
better in our experience is in 
getting those who are able to 
work but currently lack the self-
confidence and motivation to seek 
gainful employment. In this 
context it is, however, 
problematic that better-off-in-
work calculators do not always 
show significant financial gains to 
paid employment for our 
participants. While the 
introduction of Universal Credit is 
likely to improve this situation, 
the costs of work-related 
expenditure such as transport and 
childcare in particular may still 

greatly diminish and in some cases 
completely remove the financial 
incentive to work. Similarly, local 
economic conditions can make it 
difficult to place even the most 
‘work-ready’ participants in 
sustainable jobs that allow them 
to escape poverty and welfare 
dependency.  
  
The remainder of this report will 
elaborate on the issues faced by 
particular groups of participants 
in our various settings before 
turning to the issues experienced 
by those participants who joined 
us in the first months of the 
programme.   

  Since joining The Salvation Army Employment Plus Work Programme I have 
become…  

I would be 
happy to 
recommend 
The Salvation 
Army 
Employment 
Plus to a 
friend or 
relative 

  More 
confiden
t about 
job 
prospect
s 

Better 
informed 
about job 
opportunitie
s 

Better able to 
assess my 
own 
capabilities 

Better 
able to 
present 
myself to 
potential 
employers 

Clearer as 
to my route 
back into 
employmen
t 

More 
optimisti
c about 
my 
situation 

Strongly 
agree 

38% 45% 38% 39% 39% 37% 47% 

Agree 57% 49% 56% 54% 54% 52% 48% 
Disagre
e 

4% 5% 6% 7% 6% 9% 4% 

Strongly 
disagree 

1% 1% 0% 1% 1% 1% 2% 

Valid 
sample 
size 

567 567 567 567 567 567 548 

Based on a survey of The Salvation Army Employment Plus Work Programme Participants conducted between the 9th April and the 31st 
May 2013. The survey was sent to all participants to date and had an overall response rate of 10 per cent. It has been weighted to 
reflect prime contract attachments and employment status in the population as a whole. Where columns do not add up to 100 per 
cent, this is due to rounding.  
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Where is the exit? How some participants 
become unintentionally ‘trapped’ in the 
Work Programme  

possible, these activities are clearly 
outside of the main remit of the 
programme and detract time and 
resources away from other 
participants. We would therefore 
like to see a formalised exit route 
for those participants for whom the 
Work Programme is no longer an 
appropriate intervention. 

Anne was referred to us in March 
2012. She was due to retire the 
following November. Despite 
having a long work history in the 
retail sector, she attended the 
centre despondent and not hopeful 
of finding work. She was also a 
little uncomfortable being around 
people she had not met before, 
and did present herself well. After 
a few meetings to find out her 
employment history and discuss 
how to progress, her Job Life 
Coach suggested meeting with the 
manager of The Salvation Army 
charity shops in the area with a 
view to doing some voluntary work 
there. When her Job Life Coach 
met Anne again two weeks later he 
could not believe the 
transformation; she had brushed 
her hair, was wearing make-up, 
and had a huge beaming smile. 
Engaging in voluntary work has 
given Anne the opportunity to feel 
a sense of purpose and she enjoys 
being a valued member of the 
team. 

The Work Programme has been 
designed as a universal programme 
that supports a wide range of 
participants into sustainable 
employment (Department for Work 
and Pensions 2012). As a result, 
some participants will enter the 
programme with much more 
significant support needs and 
barriers to employment than 
others. As will be discussed later, 
we do not believe that the current 
payment-for-results system fully 
accounts for these differences in 
starting positions. The Salvation 
Army does however, support the 
underlying assumption that each 
participant should be treated as 
an individual with a unique set of 
needs and challenges, rather than 
a particular ‘type of jobseeker’ 
who can be randomly clubbed 
together with other unemployed 
people with a similar age or 
benefit profile. The current 
programme, however, takes 
insufficient account of changes in 
personal circumstances, which 
mean that some individuals no 
longer fulfil the initial entry 
requirements. 
 
 
 

Claire was referred to us as a result 
of a joint claim. Her husband's 
business of more than 30 years was 
experiencing a difficult time. As a 
result, the family was forced to 
apply for Jobseekers Allowance. 
Over time, the business 
environment improved and her 
husband was able to return to his 
former work. This positive change 
in the family’s circumstances has 
meant that Claire is no longer 
required to work, as she is no 
longer claiming Jobseekers 
allowance. Due to the absence of a 
formal exit route, Claire is however 
still on the Work Programme. 
Perhaps unsurprisingly, she is not 
actively engaging with the 
programme and unlikely to benefit. 
 

Under the regulations of the 
Work Programme, all participants 
need to be in receipt of a form of 
out-of-work income-replacement 
benefit at the time of referral 
(Department for Work and 
Pensions 2012b). 
 
Once participants have been 
referred to us, there is, however, 
no formal exit route available for 
those who are no longer in 
receipt of such benefits. Within 
our case load this group primarily 
consists of older participants who 
have become eligible for a state 
pension during their time with 
us. In addition, we have some 
participants who are no longer in 
receipt of out-of-work income-
replacement benefits due to a 
change of family circumstances.  
 
At present, we are contractually 
obliged to continue to provide 
these participants with the 
minimum service offer stipulated 
by Prime Providers in their 
contract bids. As a result, we are 
devoting valuable time and 
resources to supporting 
participants who no longer face 
any formal requirement to work. 
While our Job Life Coaches 
endeavour to make these 
interactions as meaningful as 
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Where is the exit? How some participants become unintentionally 
‘trapped’ in the Work Programme  

Both in our work with jobseekers 
and as a provider of homelessness 
services, we also see the other side 
of sanctions. Where conditionality 
requirements are either set too 
stringently or are not fully 
understood by the claimant, this 
can lead to inappropriate and often 
counterproductive sanctioning 
practices. We fully agree that those 
who are able to work should 
actively seek sustainable 
employment. As noted above, we 
also understand the positive role 
conditionality can play in this 
process. However, we feel that any 
such approach should be combined 
with a holistic view of the person 
involved and a real appreciation of 
their needs and constraints at any 
particular time. Where such a 
considered approach has not been 
taken, this can lead to actions that 
are not in the interest of the 
individual involved and highly 
unlikely to increase their chances of 
moving into work and out of welfare 
dependency successfully.  
 

Fiona  was referred to us in 
March 2012. After numerous 
rebookings and sanctions, she 
eventually started attending her 
reviews in January 2013. Since 
then she worked as a part-time 
cleaner for about three months. 
The extra income and change in 
lifestyle has enabled Fiona to 
improve her home to the point 
that it is now reasonably safe to 
live in. The damp issue has been 
reduced to a reasonable level 
and the conservatory is no longer 
in imminent danger of collapse. 
She has recently completed the 
required qualifications for 
Security Guards and is awaiting 
her Security Industry Authority 
licence. Once Fiona receives 
this, we have already secured 
two potential jobs for her. While 
Fiona’s initial experiences with 
the Work Programme may not 
have been positive, her time 
with The Salvation Army 
Employment Plus ultimately 
provided her with the 
opportunity to find sustainable 
and gainful employment that she 
enjoys and gives her a real 
opportunity to escape welfare 
dependency.  

The universal nature of the Work 
Programme means that 
participants join us under a range 
of conditionality requirements. 
While some are required to attend 
the programme by their Jobcentre 
Adviser, others choose to 
participate voluntarily. The extent 
to which we are able to require 
participants to undertake 
particular activities will in turn 
depend on the conditions of the 
benefit they are receiving. In our 
experience, those who volunteer 
for the programme tend to be 
highly motivated to find work. 
Some of our participants who are 
required to attend also approach 
the process with a very positive 
attitude and a true willingness to 
work from the outset. Others are 
at least initially less able to see 
the benefits of moving into work.  
  
The Salvation Army Employment 
Plus approach strongly emphasises 
that employment is more that just 
a means to improving income. The 
financial reward associated with 
entering into paid employment is 
however, often the initial driver 
behind seeking and maintaining 
employment for many. In this 
context it is problematic that 
better-off-in-work calculators do 
not always show significant 
financial gains for many of our 
participants. In principle, the 
introduction of Universal Credit 
should improve this situation. The 
travel, sustenance and childcare 
costs associated with entering into 
work may however, still greatly 
diminish and in some cases 
completely remove the financial 
incentive to work. This does make 
it more difficult for Job Life 
Coaches to persuade more 
reluctant jobseekers of the 
benefits of paid work over welfare 
dependency.   
 

Under such circumstances, the 
need to fulfil conditionality 
requirements may provide the 
strongest incentive to overcome 
an initial lack of enthusiasm or 
commitment. In particular those 
who have experienced long spells 
of unemployment frequently 
display a natural scepticism 
towards the Work Programme and 
its ability to make any real 
difference to their job prospects. 
We find that in those cases the 
clear requirements of the 
programme allow us to encourage 
more reluctant participants to 
engage more fully with the 
programme, often with 
wonderful results for the 
individuals involved.  
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Putting conditionality to work? How we 
motivate participants to seek and sustain gainful 
employment 

two-year timeframe of the 
programme, means that we do not 
always have the resources or time 
to offer these participants the 
support they really need.  

Jemma was referred to us in 
January 2013. She had 
experience in a variety of work, 
mainly in the customer service 
and retail sectors. Jemma was 
highly frustrated at the lack of 
progress she had made regarding 
her job applications up to that 
point. Together with her Job Life 
Coach, Jemma made a few 
changes to her CV and our 
Employment Engagement 
Coordinator put her in contact 
with an employer. In the 
beginning of April, Jemma went 
to a work trial and started the 
job the same day. She has been 
in that job ever since and is 
doing very well. 

Some of our Work programme 
participants face a number of 
underlying issues that need to be 
addressed before any meaningful 
job search can take place. Such 
barriers to work include substance 
abuse, mental health issues, 
generally chaotic lifestyles, and a 
lack of basic skills. In such 
instances, our Job Life Coaches 
focus on address these underlying 
causes of worklessness before any 
direct job search activity takes 
place. On occasion, this 
considered approach has however 
triggered inappropriate sanctions, 
as our participants, for example, 
failed to use Universal Jobmatch 
to the required extent during this 
period. Similarly, we find that 
some of our clients are subjected 
to levels of conditionality which 
are inappropriate at this particular 
stage in their journey. When they 
subsequently fail to meet these 
requirements, they are in turn 
subjected to sanctions, with the 
associated risk of destabilising the 
progress they made up to that 
point.  
 
 

work, it could be argued that 
those who are already relatively 
close to the labour market would 
have been better served by a 
little more concerted guidance 
and advice earlier on in their job 
search. The case of Jemma 
clearly illustrates this point. 
While she achieved an excellent 
outcome on the Work 
Programme, she would have been 
able to enter into work much 
more quickly if she had been 
given adequate support when she 
first signed on. 

As noted, the Work Programme has 
been deliberately designed as a 
universal programme. As a result 
the participant pool is very 
diverse, with some participants 
arriving nearly work-ready, while 
others face some very significant 
barriers to work.  
  
In some cases, participants simply 
need a little help updating their 
CV, becoming more aware of job 
opportunities and/or improving 
their interview skills. As our survey 
results show (see table 1), the vast 
majority of our participants feel 
that The Salvation Army 
Employment Plus has helped them 
to acquire these skills.  While 
helping participants acquire these 
skills is an integral part of our 

In other cases, participants either 
present with or over the course 
of the programme disclose a 
number of more serious barriers 
to work. A significant proportion 
of our participants have 
underlying addictions or mental 
health problems that need to be 
addressed before any work-
readiness activities can 
commence. Others face learning 
disabilities, numeracy and 
literacy problems and/or 
significant social and 
communication issues that 
greatly decrease their 
employability within the current 
labour market. The payment-by- 
results model, combined with the  

Sarah was referred to the Work 
Programme in 2011. She has very 
low literacy and numeracy skills 
and is mute due to past trauma. 
Over time, her Job Life Coach has 
built a relationship with Sarah 
where she feels comfortable to 
attend her appointments without 
her family members present. This 
rise in confidence and 
independence has been 
wonderful to witness. Sarah is 
however still only able to 
communicate by nodding or 
shaking her head or pointing. At 
this point in her life, she would 
benefit from receiving more 
intensive one-to-one support 
focusing on her wider social, 
medical and educational needs, 
rather than the employment-
related support offered by the 
Work Programme. 

Statistics released the DWP suggest 
that around 40 per cent of fit for 
work assessments are appealed 
against and of those, around a 
third are overturned. This means 
that a significant share of those 
formally fit for work in effect have 
limited capability for work and a 
minority of those may even have 
limited capability for work-related 
activity as well (Department for 
Work and Pensions 2012a). As a 
result, part of the work we do with 
Work Programme participants is to 
ensure that their formal benefit 
status reflects their current 
capability to work. Where this is 
not the case, we support 
participants in applying for 
Employment and Support 
Allowance and/or appealing against 
the outcome of a previous Work 
Capability Assessment.  
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Making ‘Work for All’ a reality? How the Work 
Programme is revealing the complex needs of 
the hardest to help.  

advocate for participants with 
health and other issues to address 
these more substantial barriers. 
 
Fortunately there is no need to 
reinvent the wheel in this instance. 
From the work of our Salvation 
Army colleagues in Australia, we 
know that a similar system has been 
in use there since 1998. The Job 
Seeker Classification Instrument  
measures a job seeker’s relative 
difficulty in gaining and maintaining 
employment along a four point 
scale. Job seekers with more 
complex or multiple barriers to 
employment are offered a further 
Employment Services Assessment. 
Crucially, all job seekers are 
assessed when they first register for 
any form of out-of-work income-
replacement benefit. If they 
subsequently experience a 
significant change in circumstances, 
this assessment is repeated and the 
result adjusted if necessary. This 
information can in turn be used to 
ensure that participants receive the 
help they need in a timelier and 
more efficient manner. In addition, 
such an assessment could help to 
identify those most likely to benefit 
from a Work Programme-type 
intervention and serve as the basis 
of a fairer payment system within 
which the job outcome and 
sustainment payments more closely 
reflect the distance travelled. 

For example, one of our 
participants was referred to us as 
a JSA recipient despite being in 
the later stages of multiple 
sclerosis. In his case, this was the 
most pressing issue that needed to 
be addressed and his Job Life 
Coach spent a considerable 
amount of time helping him to 
challenge his benefits status.  
 
Under the current system, Work 
Programme providers do not 
benefit financially from helping 
participants in this way, as those 
referred to us will remain in their 
initial Payment Groups regardless 
of any subsequent changes in their 
benefits’ entitlement. As a 
charity, we feel that our primary 
responsibility is to help every 
individual receive the support that 
he or she needs and is entitled to. 
However, this does mean that a 
share of our case load requires 
more intensive support than the 
Payment Group to which they had 
been initially assigned reflects. 
This in turn has a knock-on-effect 
on the resources available to 
others on the programme.  
 
We would argue that, where 
changes of circumstances or the 
outcome of an appeals process 
results in a change in the work 
capability assessment, a 
participant should be reassigned to 
the appropriate Payment Group. 
This practice would ensure that 
the needs of the individual 
involved and the rest of the cohort 
are not negatively affected by an 
error in the initial assignment.    
 
It has been suggested that some 
providers have a practice of 
‘creaming and parking’ hard to 
help customers (Rees, Taylor et al. 
2013). To the extent that this is 
indeed happening, The Salvation 
Army strongly objects to this 
practice. Our Job Life Coaches will 
do everything in their power to 

allow a participant who wants to 
engage in the programme to 
participate as fully as possible. 
However, even a large charity 
like The Salvation Army does not 
have the resources to offer 
participants with multiple and 
complex needs all of the 
specialist support and treatments 
they need and deserve. 
 
This situation is aggravated by 
the fact that a participant’s 
Payment Group is often a poor 
measure of their need or distance 
from the labour market. A more 
thorough needs assessment, 
coupled with greater funding to 
address needs that are not 
directly work-related but 
represent a significant barrier to 
work, could help to partially 
rectify this issue. The problem, 
however, remains that some 
barriers to work are not visible or 
fully disclosed until much later 
on in the process. In such 
instances, participants should be 
reassessed and where 
appropriate reassigned to a more 
appropriate Payment Group. This 
would ensure that the incentive 
system has the desired effect on 
for-profit providers. It would also 
ensure that voluntary 
organisations could do more to 
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Location, location, location? Why local 
economies matter to local people.  

As a result of the number of 
applicants per vacancy, we find 
that participants often need the 
benefit of a personal introduction in 
order to secure employment. All of 
our teams are supported by an 
Employment Engagement 
Coordinator, who seeks to develop 
relationships with local employers 
and can introduce suitable 
participants to individual employers 
when vacancies arise. This 
relationship also allows our 
Employment Engagement 
Coordinators to identify when short 
term contracts are likely to come to 
an end or hours are likely to be 
reduced due to changes in business 
demands. Our Job Life Coaches in 
turn use this information to work 
with participants to secure a 
successful transition into a new 
position at a different company. 
Managing a number of temporary 
contracts is time and 

The Work Programme is designed 
as a supply-side intervention. It 
aims to give long-term 
unemployed people, and those at 
risk of long-term unemployment, 
the skills and confidence to find 
and sustain paid employment. The 
success of the programme strongly 
hinges on the ability of local 
providers to correctly identify 
barriers to work and devise 
personalised and effective plans to 
overcome these barriers. However, 
it needs to be acknowledged that 
the programme will never be able 
to deliver the anticipated results 
in the absence of good quality 
local jobs which fit the skills 
profile of the local population. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Over the past decades, the decline 
of the manufacturing sector has 
led to a significant loss of low and 
unskilled jobs. While the rise of 
the service sector has to some 
extent compensated for this loss 
of employment, many of these 
jobs have stronger skills 
components. The low skilled 
service jobs that are available are 
in turn often associated with low 
wage levels and insecure 
employment conditions (Hasluck 
2011). The rise of zero-hour and 
flexible contracts means that 
many find themselves in a 
situation where they are 
simultaneously underemployed 
and unable to look for additional 
employment, as they need to be 
available for potential shift work 
throughout the week.  

In addition, even so-called low 
skilled service jobs tend to place 
a greater demand on soft skills 
such as communication, team 
working, problem-solving and 
self-management than would be 
the case in many traditional 
manufacturing positions (CBI 
2011). All of these requirements 
represent a potential barrier to 
employment for many of our 
participants, particularly in a 
market where there is often no 
shortage of better qualified and 
more socially able candidates for 
a position.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Wage incentives, such as those 
currently available under the 
Youth Contract, can be used to 
overcome some of these 
employability challenges. We find 
that employers are often not 
fully aware of the incentives 
currently available. In addition, 
blanket incentives from 
particular groups, such as young 
people, may displace other 
equally deserving candidates 
from the labour market. Again, a 
clearer link between wage 
incentives and relative distance 
from the labour market may 
produce a fairer system in this 
case than a blanket incentive 
available to all claimants in a 
specific age bracket or benefit 
category.   

Tom came to us with significant 
work experience and a real desire 
to work. Our Employment 
Engagement Coordinator matched 
him to a suitable job in the motor-
trade industry. Following a 
successful week-long probation 
period, the employer proved 
reluctant to offer Tom the 
position. Following a conversation 
with our Employment Engagement 
Coordinator, it transpired that the 
employer believed that they were 
entitled to receive an incentive 
payment for employing him. It 
came to light that this assumption 
was based on a previously 
available incentive offered under 
an older, now defunct ‘Welfare-
to-Work’ programme. In this case, 
we were able to convince the 
employer that it would be more 
important to find the right person 
for the job than to chase the 
attractive funding incentive. 
Tom’s experience does however, 
show that employment incentives 
may be successful in helping 
targeted groups find employment, 
but can also push out other, 
equally deserving, candidates out 
of the job market.     
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The unique experiences of the first cohort 
of Work Programme participants   

standards at all times, participants 
who joined us at this time did not 
always receive the same level of 
initial support as later cohorts. 
While we have endeavoured to 
make up for lost time, this 
somewhat chaotic start to the 
programme may have disadvantaged 
some. On the other hand, our Job 
Life Coaches report that many of 
those who have been with us since 
the start seem to have an enhanced 
sense of ownership of the 
programme as they in many ways 
designed it with us.  

resource intensive for Work 
Programme providers and crucially 
very disruptive for participants. 
Once participants come to the end 
of their time with us, these types 
of contracts also increase the risk 
of repeated spells of 
unemployment in the absence of 
specialised support. 
 
 
 
As the first cohort of Work 
Programme participants is coming 
to the end of their programme, 
attention naturally turns to the 
experiences of this group.  
  
As has been pointed out in a 
report by the Third Sector 
Research Centre “in the early 
stages of Work Programme 
delivery, an ever-present issue for 
providers at all levels has been the 
level of ‘flows’ of clients into and 
through the system: both overall 
volumes over periods of time and 
the mix of customer groups 
compared to expectations”(Rees, 
Taylor et al. 2013). In our 
experience, the universal nature 
of the Work Programme meant 
that many Jobcentre Plus staff had 
effectively been ‘storing’ referrals 
to previous welfare-to-work 
schemes, such as the Flexible New 
Deal, Employment Zones, and 
Pathways to Work Programmes. 
This resulted in a 
disproportionately high volume of 
referrals in the early months of 
the programme. In addition, 
confusion regarding the new 
eligibility criteria and referral 
processes, led to a 
disproportionate number of 
referrals in the wrong Payment 
Group. This in turn had a knock-on 
effect on the appropriateness of 
the conditionality applied to those 
participants. 
  

Like many providers, we were at 
this time still in the middle of 
the Transfer of Undertakings. 
Simultaneously, we were 
recruiting additional staff to 
meet the higher than expected 
referral rates. Coupled with the 
need for staff training and the 
reallocation of resources due to 
the lower than expected referral 
of participants on health-related 
benefits, this resulted in 
significant capacity challenges. 
While the determination and 
hard work of our staff ensured 
that service levels met minimum 
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Conclusion 

Our evaluation of the Work 
Programme so far reads: The Work 
Programme is working, but it could 
be working even better. Our 
primary concern at this moment is 
the amount of time it takes to 
identify those at risk of long-term 
unemployment. We would like to 
see a mechanism put in place that 
would help to identify a 
jobseeker’s relative distance from 
the labour market much earlier on 
in his or her job search. The 
outcome of this assessment could 
in turn be used to make sure that 
all jobseekers receive the support 
they need in a timelier and more 
effective manner.  
  
Helping unemployed people 
achieve their full potential and 
escape welfare dependency is a 
cornerstone of our work. 
Participating in the Work 
Programme has given us the 
opportunity to make a positive 
difference to the lives of 
approximately 6000 women and 
men.  
  
By taking a holistic view on work, 
we were able to help participants 
to take constructive steps towards 
identifying and achieving their life 
goals. Preparing and supporting 
participants into sustainable paid 
employment is a central part of 
our service. However, we believe 
that meaningful activity, whether 
paid or unpaid, also plays an 
important role in helping 
individuals to give purpose and 
structure to their lives. As a 
result, some of our greatest 
success stories do not necessarily 
include a formal job outcome.  
  
This report has sought to share and 
celebrate the achievements of our 
participants. The life stories 
highlighted in this report seek to 
show how The Salvation Army 
Employment Plus is putting the 

Plus in the Work Programme by 
treating participants with the 
dignity, compassion and respect 
they deserve. Our recent survey 
of participants shows that this 
approach is working; more than 
90 per cent of respondents would 
be happy to recommend us to a 
friend or relative. 
  
In addition to these success 
stories, we also want to 
highlights a number of important 
design issues that are currently 
hampering the programme’s 
performance in our view. 
Particularly, we argue that the 
Work Programme is inappropriate 
for some of our participants at 
this time in their lives. Similarly 
some need much more intensive 
support than we are able to offer 
under the current Work 
Programme provisions. Finally we 
have a group of participants who 
would have benefited greatly 
from earlier intervention.  
 

The Work Programme is a universal 
programme, but that does not make 
it right for everyone. Some could be 
helped with much more limited 
support earlier on in their journey. 
Others will require ongoing and 
much more intensive support than 
the Work Programme is designed to 
provide. The costs of ignoring this 
are significant, both for the 
individuals and families involved 
and society at large. 
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