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Ecological Thinking!

Think before printing any material, if it is really necessary. In case something needs to be printed, it
is worth thinking about where to print it (e.g. local print shop, ecofriendly online print shop, etc.), on

what kind of paper (e.g. recycled paper, grass paper, other alternatives to usual white paper) and
with what kind of colors.

Let’s protect our environment!
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Executive summary

This report presents a comparative analysis of ten case studies developed within the EU-ALMPO
project, covering two cases each from Germany, Greece, Italy, Poland, and Spain. Using a realist
evaluation approach based on Context—Mechanism—QOutcome (CMO) configurations, the analysis
identifies recurring patterns, context-specific dynamics, mechanisms, outcomes, and key lessons
across diverse national and sectoral skills ecosystems.

The report contributes to Work Package 2 (WP2), which examines skill-matching strategies and the
functioning of skills ecosystems at national and regional levels. Through systematic cross-case
comparison, the report deepens understanding of how Active Labour Market Policy (ALMP)
measures operate in practice, under which conditions they generate effects, and how governance
arrangements, implementation pathways, and contextual factors shape policy outcomes.

The ten case studies were selected following a prior mapping of national skills ecosystems (Task 2.1),
which identified promising practices across the mentioned countries. These practices were
subsequently analysed in depth by project partners and documented in individual case study reports,
included in the annex. Building on this evidence base, the comparative analysis provides an
interpretative framework that supports cross-case learning, highlights transferable insights, and
identifies enabling and constraining factors affecting the effectiveness of skills and ALMP
interventions. Applying the realist evaluation methodology, the analysis identified 37 CMO
configurations across the ten case studies. These configurations were further examined to obtain
common contextual features, mechanisms, and outcomes presented across the report chapters.

The report is structured into five chapters, each contributing to the development of the CMO-based
policy evaluation.

Chapter 1 provides a descriptive overview of the ten policy measures analysed, outlining their
objectives, inputs, actors involved, and operational features. The chapter maps how these
interventions contribute to skills matching across the five countries and establishes the foundation
for the subsequent analytical chapters.

Chapter 2 focuses on the contextual dimension of the CMO framework. Drawing on evidence from
all ten case studies, it analyses how contextual factors shape the functioning of labour-market and
skills policies in practice. Four recurring contextual dimensions are identified as particularly
influential: (i) Governing complexity, including fragmentation and modes of cooperation; (ii)
Institutional capacity and system development; (iii) Data and information systems; and (iv) Structural
labour-market pressures and access barriers.

Chapter 3 identifies common mechanisms activated by policy interventions within these contexts. Using
a realist evaluation lens, the analysis distinguishes between system-level and actor-level mechanisms. At
the system level, two main mechanisms are identified: (i) Strategic inter-institutional coordination,
facilitation and alignment; and (ii) Institutionalisation of evidence and skills intelligence. At the actor level,
three key mechanisms recur across cases: (i) Professionalisation of staff and providers through shared
standards, tools and training; (ii) Behavioural change triggered by relational recognition and person-
centred engagement; and (iii) Strategic incentives: mechanism for motivation and behavioural alignment.

Chapter 4 addresses outcomes, synthesising evidence on the effects generated by skills and ALMP
interventions across the ten case studies. Despite variation in governance structures, policy
instruments, and target groups, the comparative analysis identifies four consistent outcome areas:
(i) Strengthened coordination and governance coherence; (ii) Improved alignment between training
and labour-market needs; (iii) Increased legitimacy and (political) salience of skills and ALMPs; and
(iv) Improved employability and social inclusion of target groups.

The final chapter provides a consolidated overview - supported by graphical representations - of the
main CMO configurations identified across the ten case studies. The analysis also shows that policy
effectiveness varies significantly depending on specific enabling and hindering factors.
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1 Introduction

The objective of this report is to provide a comparative overview of ten case studies—two each in
Germany, Greece, Italy, Poland, and Spain—developed within the framework of the EU-ALMPO
project. Rather than presenting new empirical analyses, the report synthesises and contrasts the
findings emerging from the individual case studies, with the aim of identifying recurring patterns,
context-specific dynamics, and key lessons learned across different national and sectoral skills
ecosystems.

The report forms part of Work Package 2 (WP2), which focuses on analysing skill-matching strategies
and approaches by examining how skills ecosystems operate at country and regional level. Within
this broader framework, the comparative synthesis offered here contributes to a better
understanding of how and under what conditions Active Labour Market Policies (ALMPs) generate
effects, highlighting similarities and differences in implementation pathways, governance
arrangements, and interaction with contextual factors.

The ten case studies synthesised in this report were selected following the mapping exercise
conducted under Task 2.1, which identified relevant skills ecosystems, key stakeholders, and existing
practices in the five participating countries. These promising practices were subsequently explored
in depth by ALMPO consortium partners through individual case studies.

Building on this material, the present report brings together evidence from across the cases to
support cross-case learning. It offers an interpretative framework that facilitates comparison, draws
out transferable insights, and highlights factors that appear to enable or constrain effective skill
matching in different contexts. As such, it provides a common analytical reference to inform
discussions within sectoral and territorial communities of practice, and lays the groundwork for
further reflection and exchange among policymakers, practitioners, and stakeholders.

Case studies methodology

The methodology used to develop the ten case studies was designed to ensure a systematic and
consistent approach to documenting national skills strategies, policies, and tools for skills matching
across the five participating countries. As outlined above, the case studies constitute a core
component of Work Package 2 (WP2) of the EU-ALMPO project, which aims to explore how different
interventions contribute to addressing skills-related challenges and to generate insights that can
inform policy and practice.

The selection of practices for in-depth analysis built on the mapping of national skills ecosystems
carried out under Task 2.1. Two practices per country were identified by the Gdansk University of
Technology (GUT) team—responsible for coordinating WP2—in consultation with the other
consortium partners. The selection process prioritised interventions operating in diverse contexts,
those demonstrating innovative or context-responsive approaches, and practices showing evidence
of emerging outcomes. This collaborative process ensured that the selected cases reflected a variety
of implementation conditions and offered a basis for comparative learning.

The case studies were developed using a realist-informed analytical framework, which supports an
understanding of how and why interventions work in specific contexts. At country level, teams were
tasked with developing Initial Programme Theories (IPTs) for each selected practice. These IPTs set
out structured hypotheses regarding how the intervention is expected to function, which contextual
factors may shape its implementation, and which mechanisms are likely to generate outcomes.
While the country teams did not conduct full realist evaluations, the IPTs provided a common
analytical starting point for subsequent cross-case interpretation.

Data collection combined desk-based research with semi-structured stakeholder interviews. The
desk research involved a review of available documentation on each practice, including project
reports, policy and strategy documents, and, where available, evaluation studies. This phase aimed
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to establish an initial understanding of the intervention’s objectives, design, implementation
features, and governance arrangements, and to populate the case study template in a consistent
manner across countries.

The desk review was complemented by interviews with a purposive selection of stakeholders,
including programme designers and implementers, policymakers, social partners, beneficiaries, and,
where relevant, external evaluators. The interviews served to test and refine the IPTs, explore how
interventions operate in practice, and gather concrete examples illustrating mechanisms of change.
Triangulating documentary evidence with stakeholder perspectives helped strengthen the
robustness of each case study and ensured that multiple viewpoints were reflected.

Each country team then consolidated the findings into a case study report structured according to
the common project template. These reports provide detailed accounts of the intervention context,
key activities, outcomes achieved, and enabling or constraining factors, including the roles played by
different stakeholders. The ten individual case studies represent the formal Deliverable 2.1 and
constitute the primary empirical material on which the comparative synthesis supporting the
Deliverable is based.

The case studies were conducted between October and December 2025, providing a timely evidence
base for the comparative overview presented in this report. Overall, the combination of structured
desk research, stakeholder interviews, and a realist-informed framework ensures that the findings
are context-sensitive while also supporting cross-case learning, in line with the objectives of WP2.
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2 Overview of case studies

Applying the CMO model of the realist evaluation approach to the selected case studies enabled the
analysis to move beyond the specific contextual features of each country and towards an
understanding of the mechanisms activated through the interaction between context and
intervention. These mechanisms, in turn, shaped the outcomes observed.

Before presenting a detailed exploration of each of the three components of the CMO model in the
following chapters, this chapter offers an overview of the ten measures considered, organised by
country.

GERMANY
Alliance for Initial and Further Training

The Alliance for Initial and Further Training (Allianz fiir Aus- und Weiterbildung) is a multi-
stakeholder political platform established in Germany in 2014, following an agreement between the
federal government, the Lander, employer organisations, trade unions and the Federal Employment
Agency. Its creation responded to regional and sectoral imbalances in initial VET provision,
characterised by shortages of suitable apprenticeship applicants in some areas and excess demand
for training places in others. The Alliance aims to strengthen the dual VET system through
coordination and joint action.

The Alliance did not introduce an entirely new governance arrangement but built on earlier forms
of cooperation in vocational education and training, notably three federal Pacts for VET
implemented between 2004 and 2013, as well as existing coordination mechanisms at federal and
Lander level. It operates in the context of Germany’s shared VET governance system, in which
responsibilities are distributed between public authorities, employers and employee
representatives, and across governance levels. Since its establishment, the Alliance has been
renewed for successive periods (2019-2021 and 2023-2026), with discussions ongoing for a further
renewal. Throughout these phases, it has functioned as a coordination and dialogue forum rather
than a decision-making body. It does not alter the formal responsibilities of participating actors, but
focuses on identifying shared priorities, aligning activities and discussing solutions that cut across
institutional and governance boundaries.

The governance structure comprises two bodies operating by consensus: a high-level Steering
Committee, composed of the political leadership of participating organisations and meeting annually
to define and communicate priorities; and a Working Committee, involving mainly operational-level
representatives, which addresses concrete labour market and training issues and prepares the work
of the Steering Committee. At federal level, the Alliance brings together several ministries, the Public
Employment Service, Lander coordination bodies, employer associations, chambers of commerce
and crafts, and trade unions affiliated with the German Trade Union Confederation. In parallel, 16
Lander-level Alliances operate largely independently, often focusing on region-specific challenges
and the development of tailored measures such as funding programmes and information activities.

Substantively, the Alliance addresses key challenges affecting vocational education and training,
including demographic change, digitalisation, decarbonisation, skills shortages and regional or
sectoral mismatches between training supply and demand. Its overarching objective is to strengthen
the attractiveness and participation in VET, with particular attention to groups such as low-achieving
young people, individuals with a migration background, people with disabilities, those without a
vocational qualification and university drop-outs. From a governance perspective, the Alliance is
often described as a form of “orchestration”, based on voluntary participation, agenda-setting and
coordination rather than hierarchical control. Through regular interaction and long-term
cooperation, it provides a structured space for dialogue and joint reflection among VET actors across
governance levels.
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ReDI School of Digital Integration

ReDI School of Digital Integration is a non-profit technology school that provides free digital skills
education to refugees, migrants, and other marginalised communities. Its programmes include
coding classes, digital literacy training, mentoring, and career support, delivered in collaboration
with technology companies. The school was founded in 2015 to channel the potential of newly
arrived refugees and migrants into a sector facing a high demand for talent, while supporting their
social and economic integration.

ReDl’s programmes are organised into three main clusters:

e Digital Career Programme: Offers free four-month courses taught by volunteer professionals.

e Digital Women Programme: Focuses on empowering women by helping them develop digital
skills and supporting their integration into society and the labour market through weekly
volunteer-led classes.

e Digital Youth and Kids Programme: Designed for participants aged 18 to 30, providing targeted
learning opportunities for younger learners.

All programmes cater to beginner, intermediate, and advanced levels, with many courses also
available online. Beyond technical training, ReDl emphasises career development. Students benefit
from job speed-dating sessions, mentoring, HR workshops, job fairs, company visits, and access to
professional networks. A central tool in this support system is “ReDI Connect”, an online platform
that matches students with industry professionals for mentorship. Teaching is offered in both
German and English to accommodate diverse linguistic backgrounds.

ReDI operates through a broad ecosystem of partners and stakeholders. Private, public, and non-
profit organisations contribute funding, teaching support, mentorship, and employment
opportunities. Internally, a small professional team coordinates operations, while site managers
oversee daily activities. The school’s core strength lies in its extensive volunteer network, which
delivers technical instruction, mentors students, and provides career guidance.

Government bodies also play an important role. National agencies certify ReDl as an official training
provider, while local governments often support the school directly by co-financing programmes or
providing facilities and event spaces.

To function effectively, ReDl combines financial resources, volunteer contributions, technical
infrastructure, industry partnerships, and an active alumni community. Together, these elements
create a model that integrates digital education, labour-market integration, and community
engagement.

GREECE
Elefsina Pilot

The Elefsina Pilot (2017—2021) was conceived as the flagship initiative of Greece’s 2018 ALMP reform
strategy. It represented the first concrete effort to translate broad national reform principles into a
locally grounded activation model. The initiative was jointly designed by the Greek Public
Employment Service (DYPA, formerly OAED), the Ministry of Labour and Social Affairs (MoLSA), the
European Commission’s DG REFORM, and the World Bank.

The project aimed to demonstrate how a modern, evidence-based employment support system
could operate in practice by integrating counselling, training, internships, and employer incentives
within a single, coherent delivery framework. Its core purpose was to provide tailored services to
long-term unemployed individuals with low qualifications, helping them acquire relevant skills and
re-enter the labour market. The pilot was also an experimental effort to connect skills development
with local economic needs and to foster closer collaboration with employers.

Implemented in the industrial city of Elefsina - an area marked by high unemployment and economic
restructuring - the pilot targeted unemployed adults aged 45-65 who had been registered for at

.
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least six months. Besides supporting them, another central ambition of the pilot was to catalyse
institutional change within DYPA. It introduced a more personalised, responsive approach to
counselling and job matching, while strengthening DYPA’s capacity for skills development and
employer engagement. For employers, it offered access to pre-screened and trained candidates
through risk-free internship placements. At the systemic level, the pilot sought to shift Greece’s
ALMP model away from uniform, centrally designed programmes towards interventions tailored
to local labour-market needs, developed in partnership with local actors and supported by
continuous monitoring and evaluation.

To achieve these goals, the pilot implemented a set of interlinked activities:

e Personalised activation through systematic profiling and Individual Action Plans (IAPs)
tailored to each participant.

e Demand-driven skills development using modular vocational training programmes aligned
with local industry needs.

¢ Integrated ALMP provision offering a continuous “open-framework” package that combined
wage subsidies, entrepreneurship support, vocational training, and community employment
opportunities. After completing training, participants could progress to subsidised
employment or pursue self-employment opportunities.

e Digital modernisation by testing new management information systems (MIS), voucher
tools, and certification processes to improve transparency and enable real-time monitoring.

e Learning and scalability, generating practical insights and evidence to inform national ALMP
reform and contribute to broader European discussions on effective employment services.

The pilot therefore relied on a combination of human, financial, and digital resources. Its digital
backbone included a profiling tool for categorising jobseekers, a skills-assessment system for
tailoring training plans, a basic skills test to identify literacy and ICT gaps, and a digital MIS and
voucher system to support registration, monitoring, and automated payments. This infrastructure
laid the foundation for DYPA’s broader transition towards modern e-governance and data-driven
policy implementation.

Mechanism of Labour Market Diagnosis

Greece’s Labour Market Diagnosis Mechanism serves as the country’s central system for identifying
current and emerging skill needs. Initially designed to map the supply and demand of occupations at
national, regional, and municipal levels, this body has evolved to track the demand for specific skills,
particularly technical competencies associated with each profession.

The Mechanism of Labour Market Diagnosis operates through a dedicated online platform?, offering
interactive dashboards, an Occupational Guide for career counselling, and access to real-time
insights of labour market trends and skills demand. Its data is drawn from multiple reliable sources,
including EUROSTAT for European labour market trends, ELSTAT for national statistics, ERGANI for
salaried employment, and DYPA for registered unemployment, supplemented by surveys, primary
research, and foresight panels. Skills are classified according to the ESCO framework, and analyses
incorporate a broad set of parameters, including employment and unemployment levels, wages,
types of employment, and educational attainment, and demographic composition.

By linking occupational data with associated skills, the body highlights those most in demand, their
connection to wages, and emerging labour market trends. It enables analyses by skill level,
geographic area, and demographic characteristics such as age, gender, and educational attainment.

1 Please see Mechanism of Labour Market Diagnosis Website
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Another key strength of the measure is its forward-looking perspective, identifying both current and
future skill requirements with particular emphasis on technical, digital, green, and soft skills. It
provides sector-specific insights - covering areas such as ICT, R&D, and professional services -
highlighting skills associated with high demand, higher wages, and labour market growth.

The detailed intelligence generated by the body underpins the design of training programmes, the
allocation of public resources, and the development of occupational profiles in Greece. It has also
been institutionalised as the primary evidence base for ALMPs and continuing vocational education
and training (CVET).

ITALY
GOL Programme - Workers’ Employability Guarantee Programme

Italy’s Guaranteeing Workers’ Employability Programme (GOL- Garanzia Occupabilita Lavoratori)
represents the most far-reaching reform of active labour market policies undertaken in the country
in recent decades. Embedded in Mission 5 of the National Recovery and Resilience Plan (PNRR —
Piano Nazionale di Ripresa e Resilienza), GOL marks a decisive shift away from a fragmented and
largely passive welfare model towards a national system based on personalised services, common
standards and measurable outcomes. Backed by €5.4 billion in funding, later increased by an
additional €1 billion, the programme aims to reach at least 3 million beneficiaries by 2025,
positioning itself as a structural reform rather than a temporary policy response.

GOL was designed in response to deep-rooted labour market challenges, including low female
employment, high youth inactivity, persistent regional disparities, and widespread skills mismatches
exacerbated by the COVID-19 crisis. Its core innovation lies in a multidimensional profiling system
that combines quantitative risk assessment with qualitative evaluation, enabling beneficiaries to be
assigned to five differentiated pathways according to their distance from the labour market. The
programme also introduces, for the first time in Italy, Essential Levels of Performance (LEPs),
establishing minimum service standards guaranteed nationwide and seeking to overcome long-
standing territorial fragmentation.

Implementation relies on multi-level governance involving the Ministry of Labour, regions, public
employment services, accredited private providers and training bodies, supported by a Unified
Information System for monitoring and accountability. By September 2025, GOL had exceeded its main
guantitative targets in terms of enrolments and training participation, while also highlighting ongoing
challenges related to regional inequalities, the quality of employment outcomes and the limited uptake
of more intensive inclusion pathways. Overall, GOL constitutes a large-scale test of Italy’s capacity to
translate PNRR resources into lasting institutional change in labour market governance.

ReMAP - Metropolitan Network for Lifelong Learning

ReMAP — Rete Metropolitana per I’Apprendimento Permanente (Metropolitan Network for Lifelong
Learning) is a strategic initiative led by the Metropolitan City of Bologna, in close coordination with
the Emilia-Romagna Region and in partnership with the Metropolitan CPIA — Centro Provinciale per
I'lstruzione degli Adulti (Provincial Centre for Adult Education). The project aims to strengthen
lifelong learning across Bologna and its metropolitan area by creating an open, dynamic, and
inclusive network.

The network brings together 87 public and private organisations, each with its own features and domain.
These actors include regional and local institutions, employment agencies, municipal authorities,
educational providers, higher education institutions, vocational and technical institutes, research and
evaluation bodies, training providers, employer associations, trade unions, and Third Sector
organisations. ReMAP positions lifelong learning not merely as a tool for employability or social inclusion,
but as a fundamental right, in line with Italian Law 92/2012. It seeks to enable individuals to develop,
validate, and enhance competences throughout their life course, across formal, non-formal, and informal
contexts. Initially, from the preliminary consultation with stakeholders, the project responded mainly to
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a user-oriented need. Over time, the focus shifted to the system level, addressing governance,
coordination, and connectivity among the plurality of actors in the territory.

The network operates across three service levels: “Information and guidance”, helping citizens navigate
educational and civic opportunities; “Education and training,” fostering new competences and
consolidating existing skills; and “Competence recognition, linking formal, non-formal, and informal
learning to support validation and certification. Governance is ensured through three bodies: the Steering
Committee, defining strategic objectives; the Technical-Scientific Committee, coordinating actions and
providing scientific supervision; and the Intermediate Operational Body, managing operational activities
and connections between actors. Key activities include Cantieri Formativi Itineranti (Itinerant Learning
Workshops), regular workshops for knowledge exchange among network members; the Glossario in
divenire dell’ Apprendimento Permanente (Evolving Glossary of Lifelong Learning), compiling key terms
and insights from discussions; and V.I.V.A., a project which aims to support recognition of learning gained
in formal education, work, family, and everyday life.

ReMAP therefore operates as a multi-level coordination framework, linking strategic, technical, and
operational actors, and providing guidance on system integration, stakeholder engagement, and the
development of a learning culture that is both accessible and responsive to the needs of diverse
communities.

POLAND
Human Capital Balance & Sectoral Human Capital Balance

The Human Capital Balance (Bilans Kapitatu Ludzkiego, BKL) and its sector-specific variant (Branzowy
Bilans Kapitatu Ludzkiego, BBKL) are large-scale monitoring and foresight initiatives implemented
by the Polish Agency for Enterprise Development (PARP) in partnership with the Jagiellonian
University and other research institutions. Launched in 2009 to provide a national evidence base on
competencies in Poland’s evolving labour market, the programme has evolved into BKL 3.0, which
introduces methodological consolidation, a focus on megatrends, and enhanced dissemination.

BKL provides systematic, longitudinal data on human capital supply, employer demand, and future
skills needs, enabling education providers, training institutions, public employment services, and
policymakers to design interventions aligned with labour-market realities. The programme monitors
the adult workforce, training participation, skills supply, and employer demand; identifies emerging
competency gaps and trend drivers such as digitalisation, the green economy, and untapped labour
resources; supports sectoral and regional stakeholders via BBKL; and informs training provision,
policymaking, and the development-services market, including the Baza Ustug Rozwojowych (BUR).

Key stages of the initiative began with the 2009 launch of the national BKL framework, followed by
the 2016—2023 consolidation phase, which introduced sectoral modules and thematic foresight.
Between 2020 and 2023, BBKL was deployed in key industries, and the programme has since entered
the ongoing BKL 3.0 cycle, encompassing surveys, thematic studies, reporting, and policy
integration. The main actors involved are PARP, which coordinates, funds, and connects results to
policy and services; Jagiellonian University, responsible for methodology, surveys, analysis, and
reporting; sectoral councils, employer associations, and industry stakeholders, who provide sector-
specific insight and support foresight activities; training providers and adult learning institutions,
which use BKL/BBKL intelligence to align programmes with demand; and regional observatories and
local employment services, which adapt the outputs for local implementation.

Funded through national and European sources, including the European Social Fund, the programme
draws on research staff, survey instruments, sectoral foresight tools, databases, dissemination
platforms, and stakeholder engagement events. Its target audiences include employers, particularly
SMEs, adult learners, training providers, and policymakers. Expected benefits range from better
alignment of training with labour-market needs and more responsive adult learning and VET

!



D.2.1: Ten (2X5) in-depth case studies

provision, to more informed policymaking, strengthened human capital, and ultimately increased
productivity, employment, and competitiveness at both regional and national levels.

Sectoral Skills Councils (SRKs)

The experience of the Sectoral Skills Councils (Sektorowe Rady ds. Kompetencji, SRKs) in Poland
reflects the progressive construction of a sector-based system for skills anticipation and
coordination. The SRKs form a core element of the national skills governance architecture, providing
structured, sector-specific intelligence on current and emerging competency needs. Over time, the
initiative has developed from a limited pilot intervention into a nationwide network coordinated by
the Polish Agency for Enterprise Development (PARP) and embedded within European Social Fund
programming cycles.

The origins of the SRKs can be traced back to 2016, when five councils were established on a pilot
basis to address long-standing coordination gaps between labour-market actors, education and
training providers, and public institutions. Prior to their introduction, sectoral labour-market
dynamics were often insufficiently reflected in national-level skills intelligence systems, leading to
fragmented information flows and limited alighment between training provision and demand. The
pilot phase focused on testing governance models, methodological tools and stakeholder
engagement formats, while assessing the feasibility of permanent sectoral advisory structures.
Building on the pilot experience, the initiative was expanded under the ESF POWER 2014-2020
programme to include 17 Sectoral Skills Councils. This phase marked the emergence of the first
nationwide ecosystem of sector-based bodies involved in skills governance. During this period,
regulatory and procedural frameworks were formalised, research and consultation processes were
standardised, and operational links were established with policy instruments such as the
Development Services Register (BUR). The role of SRKs gradually shifted towards the systematic
production of evidence and recommendations relevant for training and qualification systems.
Further consolidation occurred during the transition to ESF+ FERS 2021-2027, when SRKs operated
within a more defined institutional context. This stage was characterised by methodological
harmonisation, closer alignment with the Integrated Skills Strategy and qualification-system reforms,
and strengthened cross-sector coordination through the Programme Council for Competences
(RPK). At the same time, councils experienced increasing expectations in terms of reporting,
coordination and policy relevance.

A major expansion took place in 2024, following a call for proposals that led to the contracting of 29
Sectoral Skills Councils by PARP. This development completed system-wide coverage across the
main branches of the Polish economy, including digital industries, transport and logistics, renewable
energy, health and long-term care, construction, tourism and a range of service and industrial
sectors. The current configuration reflects broader policy priorities linked to structural economic
change and evolving skill requirements.

Within this framework, SRKs function as multi-stakeholder platforms bringing together employers,
training providers, education institutions, social partners, professional bodies and research
organisations. Their activities include sectoral analyses, skills mapping, foresight exercises and
structured consultations, aimed at producing recommendations for training provision, curricula
development and qualification frameworks. These processes position the SRKs as a permanent
interface between sectoral labour markets, the education and training system and public
institutions, contributing to the organisation and circulation of sector-specific skills intelligence
within the Polish governance landscape.

SPAIN
COE Network — National Programme for Career Guidance and Employment Training

The National Programme for Career Guidance and Employment Training is Spain’s integrated
framework for providing entrepreneurs, business owners, workers, and job seekers with
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coordinated mentoring, skills assessment, accredited training, and career guidance services. At the
core of the programme is the Network of Public Centres for Guidance, Entrepreneurship, Support
and Innovation for Employment (COE Network), which functions as the specialised technical support
structure of the National Employment System (SNE).

Created in 2020-21 in response to the urgent need to modernise Spain’s ALMPs after the COVID-19
crisis, the National Programme and the COE Network is coordinated by the State Public Employment
Service (SEPE) in collaboration with regional employment services. During 2022 and 2023, the
centres fully entered into operation through annual work programmes that defined their activities
and strategic objectives, with the aim of achieving full national coverage by the end of 2023.

SEPE had formally accredited twenty regional COE centres, which implement innovative projects for
employment guidance and the promotion of entrepreneurship, with the aim of improving citizens’
access to the labour market and their stable integration into it. It serves a wide range of users -
unemployed and employed individuals, companies, and entrepreneurs — emphasising as well
vulnerable groups such as young people, women, and the long-term unemployed.

The initiative also relies on operational tools that foster coherence among the centres. These include
digital platforms for internal coordination, standardised external service delivery, a SNE repository
of good practices for technical staff, and dedicated public online resources.

At the system level, the COE Network strengthens governance by generating evidence-based
recommendations that inform the modernisation of employment policies and ensure alignment with
real labour-market needs.

Barcelona Activa — Cibernarium

Barcelona Activa is a municipal initiative and local agency of Barcelona City Council that provides
advice, support, training, and networking opportunities for workers, entrepreneurs, the self-
employed, and businesses. Closely aligned with local economic priorities, the agency ensures that its
training offer responds to the skills needs of the current labour market.

Cibernarium is one of Barcelona Activa’s key initiatives. Created in 1999, it emerged from an early
understanding that the internet and digital technologies would become essential to everyday life
and employment. Today, Cibernarium specialises in digital and technological training, offering free
courses, workshops, and activities for Barcelona residents, organisations, and enterprises. Its
training portfolio ranges from basic digital literacy to advanced ICT and data-related competencies.
It is structured into three main strands:

e BasicICT training: introductory courses that build essential digital literacy - using computers,
navigating the internet, and managing smartphones - with the explicit aim of reducing the
digital divide.

e Specialised ICT training: a broad curriculum of more than 300 free courses across fields such
as data, web development, cybersecurity, artificial intelligence (Al), design and multimedia,
and marketing and communication.

e Advanced ICT training: intensive bootcamps designed to reskill participants for high-demand
technology professions, including software development, programming, and data science.

Beyond its core training offer, Cibernarium provides a variety of targeted initiatives, including
masterclasses in Al and cybersecurity, hackathons for tech talent, and the STEAM Barcelona
programme, which promotes scientific and technological vocations among children and young
people with a strong gender perspective. Additional services include tailored training for specific
groups, digital coaching for individuals with low digital proficiency, and a free digital skills
assessment tool. The post-2020 period marked a new phase in which the consequences of the
COVID-19 pandemic amplified the urgency of combating the digital divide. The National Programme
thus integrated its work within broader city strategies such as the Barcelona Agreement for Quality
Occupation (ABOQ) and the Plan for Quality Youth Employment (POJQ 2024-2030).
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3 Main contextual factors

In a realist perspective, attention to context is essential to explaining how policies and measures lead
to outcomes through the activation of specific mechanisms. Rather than serving as a static backdrop,
it encompasses the conditions that influence how interventions are carried out and how causal
processes are enabled in practice. These circumstances relate both to the availability and
combination of material and immaterial resources, and to the broader institutional, organisational
and socio-economic environments in which action takes place.

Drawing on the analyses conducted across the ten case studies, a cross-case reading brings into view
how these elements interact with policy delivery in different settings. Despite marked variation
across countries, sectors and territories, the cases display points of convergence in the ways such
circumstances shape practice. While each measure remains embedded in its own local arrangement,
the comparison highlights a number of recurring features that cut across active labour market and
skills interventions and help explain common patterns in how they unfold.

Governing complexity: fragmentation and structuring of cooperation

Across the cases examined, labour market, skills and training policies often unfold within governance
arrangements that are inherently multi-layered and plural. Decision-making and implementation are
rarely concentrated in a single authority, but instead distributed across different territorial levels and
a heterogeneous set of public and non-public actors. While this institutional configuration does not
imply a lack of interaction per se, cooperation often remains loosely structured, relying on informal
exchanges or episodic coordination, mainly tied to specific issues or initiatives. Such patterns tend
to constrain continuity, learning and systematic comparison over time. Policy action therefore
intervene within these settings not by replacing existing relationships, but by attempting to reshape
them: either by activating new forms of collaboration or by consolidating and formalising
interactions that already exist but lack stability and institutional anchoring.

Spain practices illustrates this dynamic clearly. The COE Network operates within a National
Employment System (SNE) characterised by strong decentralisation and historically limited
coordination between the State Public Employment Service (SEPE) and the Public Employment
Services of the Autonomous Communities. Prior to its establishment, regional services frequently
developed initiatives in relative isolation, without shared evaluation criteria, common
methodologies or structured channels for dissemination. Although collaboration existed, it was
largely programme-based and informal. The COE Network was introduced to reorganise these
practices into a more predictable and structured form. Permanent technical coordination spaces,
such as the COE Centres, and compulsory joint planning instruments like the Annual Work Plans
(PAFED) reflect the need to professionalise cooperation in a system where regional autonomy
remains substantial. At the same time, operational frictions also emerge in the case study of
Cibernarium in Barcelona, where the implementation of initiatives is strongly affected by
administrative complexity and bureaucratic inefficiencies. Despite enabling local adaptation, the
decentralised governance model generates coordination challenges between national, regional (SOC
— Catalonia’s Employment Service) and local levels, leading to segmentation, overlapping
responsibilities and duplicated efforts.

A similar tension between decentralisation and coordination also characterises the context of Italy
selected practices. The GOL programme is introduced within a labour market system long marked by
strong territorial fragmentation and heterogeneous service models, with uneven administrative
capacity across the country. The distribution of competences between the State and the Regions has
historically constrained national steering, producing wide variation in organisational arrangements,
resources and access to activation measures. Italy’s institutional architecture for labour policies is
complex and stratified. At national level, the Ministry of Labour and Social Policies holds political
responsibility and strategic direction and, following the reabsorption of the former National Agency
for Active Labour Market Policies (ANPAL), also concentrates technical coordination functions,
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including the definition of standards and monitoring arrangements. Regions and Autonomous
Provinces retain responsibility for programming and financial management, while service delivery is
entrusted to a dense network of approximately 550 local Employment Centres (CPIs), which
constitute the frontline infrastructure of the system. Against this background, the introduction of
national Essential Levels of Performance (LEPs)?, shared operational tools and a Unified Information
System (SIU)3 reflects an attempt to strengthen coherence and comparability across territories
without fully recentralising service delivery. At the same time, the persistence of regional disparities
in organisational capacity, service quality and implementation practices highlights how deeply
embedded territorial differentiation continues to shape implementation conditions. A different,
though complementary, configuration of fragmentation is visible in the lifelong learning field through
the ReMAP experience in the Metropolitan City of Bologna. Here, complexity does not primarily
derive from vertical decentralisation of competences, but from the horizontal plurality of actors
operating across education, labour market, social and civic domains. The local landscape consists of
a dense ecosystem of public institutions, education and training providers, labour market actors and
Third Sector organisations, each operating according to different logics, practices and framework.
Cooperation is therefore present but requires deliberate structuring to avoid dispersion, overlap and
parallel initiatives. ReMAP is embedded in a regional and metropolitan governance culture that
values participation and dialogue, and its development reflects the need to organise collaboration
within a complex local ecosystem rather than to address system-wide territorial variation. As such,
it offers insight into how the systematisation of cooperation can operate at sub-national level in
policy domains where challenges are primarily horizontal rather than vertical.

From this perspective, the case studies selected for Germany are situated within a distinctive
configuration. For example, the Alliance for Initial and Further Training operates in a corporatist and
highly institutionalised vocational education and training system, shaped by a long-standing
tripartite tradition and shared responsibilities between the federal level and the regional one
(Lander)*. Implementation competences are formally distributed, with the Lander holding a central
role, which makes regional variation in institutional arrangements, labour market conditions and
skills mismatches a structural feature rather than an exception. Therefore, coordination is not absent
but already embedded across multiple formal arenas involving public authorities and social partners.
Against this background, the central contextual issue is not the establishment of cooperation as such,
but the continuous need to maintain alignment across actors, governance levels and policy domains.
This helps explain why the Alliance takes the form of a soft “orchestration”® platform based on
voluntary commitments, consensus-building and agenda-setting, rather than a binding decision-
making body that would alter existing distributions of competences.

In Poland practices, it seems that coordination challenges are shaped mainly by pronounced sectoral
and regional differentiation, combined with uneven mediation capacity across industries. Although
some interaction occurred through chambers, employer associations and ad hoc consultations, these
exchanges were irregular and not anchored in stable governance arrangements. Divergences

2 Ministero del Lavoro e delle Politiche Sociali (2021a). Decreto Interministeriale 5 novembre 2021: Adozione
del Programma nazionale per la Garanzia di occupabilita dei lavoratori (GOL). Gazzetta Ufficiale della
Repubblica ltaliana, Serie generale n. 306, 27 December 2021.

3 Ministero del Lavoro e delle Politiche Sociali (2022). Manuale GOL: Linee guida operative per I'attuazione
del Programma Garanzia di Occupabilita dei Lavoratori. Rome.

4 Cedefop & Federal Institute for Vocational Education and Training (BIBB) (2023). Vocational education and
training in Europe — Germany: system description. In Cedefop, & ReferNet (2024). Vocational education and
training in Europe: VET in Europe database - detailed VET system descriptions [Database].

5 Cfr. Busemeyer, M. R, Carstensen, M. B., & Emmenegger, P. (2022). Orchestrators of coordination: Towards
a new role of the state in coordinated capitalism? European Journal of Industrial Relations, 28(2), 231-250.
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between sectors in representational strength and collective action further constrained the
development of shared responses to major trends like technological and demographic change. The
introduction of BKL, its sectoral extensions (BBKL) and the Sectoral Skills Councils (SRKs) responds to
a context in which coordination and alignment cannot be assumed uniformly. Indeed, the degree to
which these instruments can be taken up and operationally used remains closely tied to the presence
and strength of sector-level intermediary structures, as well as to regional institutional conditions.

Ultimately, in Greece practices fragmented governance and overlapping institutional mandates
constitute a central contextual constraint. To begin with, a wide range of institutions operate in the
labour market and skills field, including the Public Employment Service, the Ministry of Labour and
Social Affairs, the National Workforce Skills Council, sectoral organisations, research institutes and
social partners, with different roles, procedures and priorities. Alongside this institutional dispersion,
limited collaboration practices and weak stakeholder involvement have historically complicated the
coordination of skills intelligence and labour market policies. This setting helps explain the emphasis
placed by the Labour Market Diagnosis Mechanism on consolidating data sources and bringing actors
together around shared interpretations. In such an environment, effective coordination depends on
arrangements that actively connect fragmented responsibilities and support joint sense-making.

Viewed comparatively, fragmentation emerges not merely as an operational obstacle, but as a
constitutive feature of the governance environments in which labour market and skills policies are
designed and implemented. Indeed, this condition shapes the range of coordination instruments
deemed appropriate in each context, from formal planning tools and national standards to softer
platforms for dialogue, sectoral mediation and policy orchestration. At the same time, the
persistence of uneven alignment across territories and sectors underscores the limits of these
instruments when they operate within structurally differentiated systems. Even where common
frameworks are in place, the effects of coordination remain contingent on institutional capacity,
intermediary strength and the specific configurations of actors involved.

Institutional capacity and system development

Administrative and organisational endowments constitute an important part of the context in which
the analysed measures are implemented. Differences in staffing levels, organisational maturity,
digital readiness and experience with complex or integrated policy delivery shape the conditions
under which new instruments, protocols and frameworks are introduced. Where capacity is unevenly
distributed, the implementation of national standards or shared tools critically depends on the ability
of public bodies at different levels to accommodate and stabilise new ways of working.

These dynamics are particularly pronounced in contexts marked by long-standing capacity
constraints. In Italy, for instance, the GOL programme is implemented within a Public Employment
Services (CPIs) system marked by chronic understaffing, uneven professional profiles and limited
experience in intensive, personalised case management, which are limitations explicitly
acknowledged in PNRR planning documents®. Staff levels remain low by European standards, and
existing competencies are not always aligned with the requirements of data-driven and
individualised service delivery. As a result, a structural tension emerges between ambitious
guantitative targets and the time needed to build the organisational, professional and digital
capacities required to sustain them. Although national regulations, shared profiling tools and a
Unified Information System (SIU) are intended to enhance coherence, implementation conditions
remain highly uneven across territories. Regions with stronger administrative capacity, more
advanced digital infrastructures and established traditions of public-private collaboration - such as,
respectively, Lombardy and Tuscany - enter the reform with more favourable starting conditions than

6 Government of Italy (2021). Piano Nazionale di Ripresa e Resilienza (PNRR). Presidenza del Consiglio dei
Ministri, Rome.
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weaker regions, where scaling personalised services is considerably more challenging. The CPlIs
Strengthening Plan aims to recruit approximately 11,600 new staff, but this effort faces significant
constraints: recruitment processes are lengthy, training to operational proficiency requires several
months, and regional capacities to attract qualified personnel vary widely. In the interim, existing
CPIs are expected to deliver complex, personalised services with insufficient human resources,
increasing the risk of superficial implementation and staff burnout. Moreover, many operators lack
key technical competencies required by GOL, including data-driven profiling”, labour market
intelligence analysis, case management for complex vulnerabilities and employer engagement. While
training programmes for new recruits are robust, the absorption of large cohorts into organisational
environments, often shaped by administrative logics rather than service-oriented approachesm,
necessitates profound cultural transformation alongside technical skill development.

In Greece, limited institutional capacity constitutes an equally explicit contextual constraint.
Fragmented information systems, high counsellor caseloads and low levels of digital maturity restrict
the ability of the Public Employment Services to consolidate new tools and working methods. For
example, some organisations lack the internal capacity to interpret complex labour market analyses,
while others are reluctant to incorporate external evidence into established planning processes,
resulting in uneven use of data across the system. The Elefsina pilot was implemented within an
organisation undergoing reform but still shaped by rigid procedures, limited experience with
integrated programme delivery and weak internal coordination. DYPA (Public Employment Service
of Greece)’s structure remained highly procedural, constraining managerial flexibility, while staff
training was minimal and many counsellors relied on learning by doing. Elefsina Region thus
represented a suitable testing ground precisely because it embodied these structural constraints:
insufficient staffing, limited opportunities for professional development, lagging IT systems and
inconsistent communication between central and local levels. These conditions define the space
within which policy innovation can be operationalised and underscore the difficulty of embedding
new approaches into stable organisational routines without sustained investment in capacity-
building.

The picture emerging from the German and Polish analysed experiences places less emphasis on this
dimension, partly because the interventions considered are less directly related to institutional and
administrative capacity in this field. In the first case, initiatives such as the ReDI school rely on a small
professional core supported by extensive volunteer involvement ® and partnerships ®, with
operational readiness depending mainly on local support, partner commitment and the availability
of skilled volunteers rather than on large-scale administrative infrastructures. In the second case,
capacity differences are observed primarily across sectors, reflecting variations in intermediary
strength, employer organisation and analytical resources, which influence how skills intelligence is
interpreted and mobilised.

The Spanish practices, and more specifically the one focusing on the COE network, highlight this
aspect more directly. Policy implementation conditions are shaped by the continuity and
specialisation of personnel, as well as by administrative complexity at regional and local levels.
Constraints related to staff adequacy, turnover and mobility remain relevant, alongside a recognised
need to systematise innovation processes, for example through the adoption of structured
innovation plans. Moreover, ongoing internal work to establish standardised evaluation protocols

7 ANPAL (2022). Deliberazione n. 5 del 9 maqggio 2022: Approvazione strumenti per l'attuazione
dell'assessment - profilazione quantitativa, profilazione qualitativa, standard dei servizi di GOL e relative unita
di costo standard. Agenzia Nazionale Politiche Attive del Lavoro, Rome.

8 Spire, H. (2022). Are You ReDI? H Spire presentation on ReDI School’s Volunteer Guide.

9 ReDI School (n.d.). Our supporters
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for the COEs - through the definition of indicators, matrices and scoring systems - points to an area
of institutional maturity that is still evolving.

Overall, the study findings show that differences in administrative strength and organisational
development do more than affect the pace or scale of implementation. They fundamentally shape
the types of coordination mechanisms, procedural alignment and integration pathways that can
realistically be pursued. The analysed measures are embedded in settings characterised by varying
degrees of institutional consolidation, professional expertise and operational resources, which in
turn delimit the extent to which new instruments and working methods can be embedded in routine
practice and sustained over time.

Data and information systems

Across the slected practices, the availability, organisation and circulation of knowledge, evidence and
labour market information constitute a key contextual condition shaping how policies and initiatives
are designed, coordinated and implemented. Rather than reflecting a simple lack of data, the
analysed settings are more often characterised by scattered, asymmetrical or weakly connected
information ecosystems, where evidence may exists but, in many cases, is not consistently translated
into shared reference points for decision-making.

This condition is particularly evident in Greece practices, where labour market information remains
highly fragmented, outdated and largely descriptive. While multiple administrative, statistical and
survey-based sources coexist - such as ERGANI, the DYPA registry, ELSTAT labour force surveys and
the ESCO skills taxonomy - their integration into policy processes is uneven, resulting in inconsistent
use of evidence across actors and decision-making arenas. The Mechanism of Labour Market
Diagnosis was therefore introduced in a governance context characterised by institutional
fragmentation, overlapping responsibilities and uneven levels of data literacy among relevant actors.
Before its consolidation, the absence of an integrated and accessible evidence base significantly
constrained the ability of policymakers, public employment services and training providers to design
and adjust interventions in line with actual skills demand. This fragmented information environment
generated a clear need for consolidated datasets, shared analytical frameworks and spaces for joint
interpretation, such as integrated dashboards, occupational profiles and foresight tools. By contrast,
data provision is often affected by delays, inconsistencies across classification systems and limited
access to disaggregated or near real-time information. From the Elefsina pilot case study, it also
emerges that, prior to 2018 and before the adoption of the Strategic Framework for the Redesign of
ALMPs, monitoring and evaluation capacities were particularly weak. In particular, DYPA’s
information systems were outdated and poorly interconnected, preventing real-time tracking of
participants and forced counsellors to rely on manual recording of results.

The lack of cohesion in knowledge sharing among actors also emerges from the Polish practices.
Prior to the launch of BKL in 2009, skills and labour market intelligence in the country was marked
less by absence than by dispersion across sources, limited continuity over time and weak linkage to
policy processes. Available data were dispersed across administrative statistics (notably GUS -
Central Statistical Office), ad hoc surveys and project-based studies, which tended to focus on
employment levels or formal qualifications rather than competences. Monitoring activities were
often discontinuous, sector-agnostic and only loosely connected to decision-making in education,
training and enterprise policy, limiting longitudinal comparability and weakening the role of evidence
as a stable reference for policy design. This configuration made it difficult for policymakers and
practitioners to diagnose skills mismatches, anticipate future needs or assess trends over time.
Within this context, BKL was conceived not as a replacement for existing data sources, but as an
integrative layer intended to systematise skills-related evidence, introduce longitudinal
comparability and provide a shared basis for policy discussion. The Polish experience further
underscores the importance of intermediary capacity in shaping how evidence is interpreted and
used. While national-level data offered a broad diagnostic picture, uneven organisational strength
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across sectors and limited analytical resources constrained its operationalisation. High-level
indicators rarely captured the technological, organisational or regulatory factors shaping skills
demand in specific industries, such as robotics in manufacturing, cybersecurity in ICT or emerging
occupational profiles in renewable energy. The development of sectoral tools (BBKL) and the
establishment of Sectoral Skills Councils respond to the need to mediate and translate evidence in
order to render it meaningful and actionable at sectoral level.

In Spain practices, the labour market information environment is characterised by the dispersion of
relevant resources across institutional websites, regional systems and professional practices. Before
the establishment of the COE Network, guidance tools, training information and methodological
resources were available but scattered, generating high search costs and uncertainty for
professionals and end users alike. The decentralised structure of the National Employment System
(SNE) further reinforced this fragmentation, limiting the accumulation and diffusion of learning
across regions. This context underpins the emphasis placed on shared digital infrastructures,
common evaluation frameworks and repositories of validated practices as enabling conditions for
coherence and professionalisation. Against this background, The COE Network relies on and actively
promotes the use of a common data infrastructure, namely the Integrated Public Employment
Services Information System (SISPE), which ensures interoperability and enables evidence-based
monitoring across regions. Performance indicators, including the adoption of recognised good
practices documented in the COE Repository, are systematically tracked, and resources are allocated
on the basis of measurable outcomes, reinforcing accountability and continuous improvement.

A further layer of variation emerges when considering the Italian landscape, where arrangements
for knowledge and data management differ markedly across policy domains and territorial levels.
Within the field of Active Labour Market Policies, GOL has been introduced against a backdrop of
fragmented digital infrastructures and uneven technological development, which have long
constrained monitoring, comparability and evidence-based steering. The unified information system
(SIU) and shared profiling tools directly address these structural limitations. Nevertheless, digital and
informational infrastructures continue to represent one of the weakest links in the implementation
chain, given the complexity of the programme and the coexistence of multiple platforms related to
labour, training and broader wellbeing indicators. Integrating these environments - across a large
number of actors and substantial data volumes - has proven technically demanding, pointing to the
need for further rationalisation or consolidation of existing architectures. As a result, the
systematisation of inputs, particularly those originating from private training providers, remains only
partially achieved, with regional solutions developed independently and based on heterogeneous
technical standards. At sub-national level, the ReMAP experience unfolds within a comparatively
more consolidated knowledge setting, where the core challenge lies not in information scarcity but
in navigating a dense constellation of initiatives and providers. This complexity creates demand for
shared conceptual frameworks and mapping instruments capable of supporting orientation,
coordination and monitoring, even within a more delimited policy area such as lifelong learning.

By contrast, the German practoces do not point to specific contextual constraints or enabling
conditions explicitly linked to labour market information systems or data infrastructures. Both the
ReDI School and the Alliance for Initial and Further Training operate in framework where the
availability of labour market and skills data is not reported as a central issue in the design or
implementation of the measures. Instead, coordination mechanisms, partnerships and experiential
knowledge emerge as the most relevant background conditions shaping implementation.

At a broader level, the findings indicate that the availability and use of data and information shape
implementation not merely through the quantity of material produced, but through the ways in
which it is structured, shared, interpreted and connected to decision-making settings. Recurrent
patterns of dispersion, uneven access and limited mediation capacity help to explain why many
initiatives prioritise consolidation, translation and the development of shared reference frameworks
as prerequisites for coordination and system-level coherence.
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Structural labour market pressures and access barriers

The measures analysed operate within contexts shaped by shaped by long-standing constraints and
uneven opportunity structures, which jointly influence both the need for policy intervention and
individuals’ capacity to engage with available opportunities. These pressures are rooted primarily in
long-term transformations and cyclical fluctuations, including sector-specific skills shortages,
economic restructuring, demographic change and uneven patterns of labour market participation.
At the same time, access to employment, training and activation is mediated by institutional, social
and territorial factors that disproportionately affect specific groups.

Structural imbalances in the Vocational Education and Training System, combined with accelerating
demographic and technological change, play a central role in shaping current pressures within the
analysed German context. From the early 2010s onwards, shortages of suitably qualified
apprenticeship applicants have increasingly coexisted with excess demand for training places in
specific regions and sectors. This pattern has been further reinforced by population ageing, declining
interest in VET among younger cohorts and the growing relevance of the digital and green transitions.
Against this backdrop, coordination-oriented practices such as the Alliance for Initial and Further
Training have emerged to address skills shortages that are unevenly distributed and cannot be
tackled through isolated or sector-specific responses. Alongside these system-level dynamics, access
barriers are particularly visible for refugees and migrants. Despite the arrival of over one million
refugees in 2015-2016 - predominantly young and relatively well educated - entry into employment
has remained constrained by language requirements, limited recognition of foreign qualifications
and weak professional networks. These barriers coexist with acute labour shortages in ICT, with more
than 124,000 unfilled digital vacancies reported in 2019, creating the conditions for initiatives such
as ReDlI School to operate at the intersection of unmet labour demand and restricted access to
employment.

A different configuration emerges in Italy, where weak overall employment performance combines
with deep territorial and demographic divides. Employment rates remain well below the EU average,
with particularly low participation among women and persistently high youth unemployment and
NEETSs rates. These pressures are unevenly distributed across the country: northern regions display
more dynamic labour markets, while southern Italy is characterised by structurally weaker demand,
higher unemployment and fewer opportunities for stable employment. This territorial dualism
shapes access to activation and training, as individuals’ “distance from the labour market” reflects
not only personal characteristics but also local economic contexts. Skills mismatches further intensify
these pressures, with around 45% of planned hires in 2023 proving difficult to fill, especially in
profiles linked to the digital and green transitions, despite high levels of unemployment and
inactivity. Within this setting, GOL is embedded in a labour market marked by widespread precarious
employment, where fixed-term contracts dominate post-pandemic job creation, raising structural
concerns around access to sustainable employment. At the metropolitan scale, a complementary
configuration can be observed: the context addressed by ReMAP reflects a relatively favourable
economic environment that nonetheless continues to present access barriers for low-qualified
adults, migrants, older workers and individuals with fragmented careers, for whom continuous
learning becomes a necessary condition to avoid marginalisation.

Profound skills deficits, coupled with the long-term effects of economic crisis and restructuring,
define the pressures shaping the Greek environment. The country ranks in last positions of the EU
on the European Skills Index, performs poorly in digital and foundational skills and records high levels
of self-reported skills inadequacy among workers. These weaknesses are compounded by the high
automation risk affecting nearly 60% of jobs, particularly among low-skilled workers. For firms, skills
shortages have become an increasingly binding constraint, with the share of businesses identifying
insufficient workforce skills as a major obstacle rising sharply between 2018 and 2020. This context
underpins the Labour Market Diagnosis Mechanism, which operates in a setting marked by persistent
misalignment between training and employment, visible in low labour market absorption of trained
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individuals, limited workplace use of acquired skills and weak recognition of qualifications. At the
same time, access barriers are especially acute among long-term unemployed individuals. In areas
such as Elefsina, industrial decline, limited labour demand and the exhaustion of unemployment
benefits have contributed to prolonged detachment from the labour market, particularly among
older workers. Low female participation, barriers to youth entry and the prevalence of small firms
with limited training capacity further reinforce a context in which access to employment and skills
development remains structurally constrained.

Sustained economic growth combined with persistent skills shortages, low adult learning
participation and increasing sectoral and regional differentiation characterises the Polish situation.
While employment rates are relatively high, only 21% of adults participate in organised learning,
limiting the system’s capacity to adapt to rapid technological change. Employers have consistently
reported recruitment difficulties, with around 71% indicating problems in filling vacancies in earlier
BKL survey rounds and nearly 150,000 unfilled vacancies reported in 2023. These shortages are
structural and span ICT, engineering, construction, transport and healthcare, while digital skills
remain below the EU average, with only 44% of adults possessing at least basic digital competences.
Within this environment, skills intelligence practices such as the Human Capital Balance respond to
the need for longitudinal, system-wide monitoring, while Sectoral Skills Councils address growing
demand for granular, sector-specific diagnoses. Access barriers, however, are shaped by uneven
regional development and by differentiated sectoral capacity to translate evidence into coordinated
action, particularly where training provision, employer organisation or institutional linkages are
weaker.

Ultimately, the Spanish scenario reflects the combined effects of sectoral skills shortages,
demographic ageing and persistent labour market segmentation. Nearly 43% of vacancies were
difficult to fill in late 2024, especially in construction, healthcare and digital- and green-related
occupations, largely due to insufficient qualifications and training. Demographic imbalances further
intensify these pressures, with replacement demand expected to dominate future employment
growth. Access barriers are strongly stratified: women face lower employment rates, higher
temporary employment and concentration in feminised sectors, while young people experience high
unemployment, widespread temporary contracts and elevated inactivity rates. These dynamics form
the backdrop for national-level practices such as the COE Network, which operate in a context where
access to guidance and training remains uneven across population groups. In metropolitan areas
such as Barcelona, these pressures are magnified by acute digital skills shortages. Despite more than
9,000 vacant digital positions in 2024, most firms - predominantly SMEs - lack the capacity to upskill
internally. Within this setting, Cibernarium is embedded in a situation marked by strong labour
demand but significant access barriers linked to gender segregation, digital exclusion, care
responsibilities and the non-recognition of migrants’ qualifications, particularly among women and
residents of low-income neighbourhoods.

The cases considered reveal a set of recurring features in labour market pressures and access
barriers. Skills shortages coexist with segments of the workforce that remain weakly connected to
employment and training systems; demographic ageing and technological change intensify
replacement demand while increasing skill requirements; and access to activation, guidance and
upskilling is unevenly distributed along territorial, institutional and socio-demographic lines. These
shared patterns shape uneven starting positions for individuals and condition how practices operate
in context. As a result, they help explain why similar challenges are addressed through different
institutional configurations and why engagement capacity varies systematically across settings,
underscoring the structural constraints within which labour market intermediation unfolds and
against which the effectiveness of coordination mechanisms must be assessed.
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4 Mechanisms

In realist evaluation, mechanisms represent the hidden component of CMO configurations. They are
not directly observable but must be inferred by the evaluator through an analysis of how contextual
conditions in which an intervention is implemented interact with the inputs of the policy measure
under analysis. Mechanisms refer to the causal processes of change that are triggered by the
implementation of policy activities. In other words, they capture how and why individuals or
organisations respond to an intervention in a given context, and how these responses generate
specific outcomes. In this study, interviews with relevant stakeholders were essential for uncovering
and refining these causal mechanisms.

Based on the analysis of the ten case studies, this section provides an overview of the main identified
mechanisms grouped according to the level at which they are primarily activated: (i) system-level
mechanisms, which reshape governance arrangements and coordination; and (ii) actor-level
response mechanisms, which influence how organisations, professionals and individuals perceive,
interpret and respond to interventions.

4.1 System-level mechanisms

The analysis of the ten case studies revealed mechanisms operating at the system level, which
influence the broader conditions in which interventions are implemented rather than directly
changing individual behaviour. These mechanisms act by reshaping the structural, relational, and
procedural conditions under which actors operate.

The first system-level mechanism identified is strategic inter-institutional coordination, facilitation
and alignment. Across the analysed case studies, this mechanism emerges in contexts characterised
by an already established multi-level governance, although, in some cases, with not fully formalised
responsibilities, or strong sectoral differentiation. Interventions that establish permanent or semi-
permanent coordination structures - such as multi-stakeholder platforms, sectoral councils,
intermediate coordination bodies, or formalised technical networks - create structured spaces for
interaction among public authorities, social partners, service providers, employers and civil society
actors. Within these structured spaces, there is regular interaction, facilitation, and collaborative
solving, which allows actors to clarify roles and responsibilities, align priorities across sectors and
governance levels, and develop shared interpretations of policy objectives.

An illustration of this mechanism is provided by Germany’s Alliance for Initial and Further Training.
In a context of long-standing tripartite governance, the Alliance functions as a national forum for
collective reflection and “orchestration” of VET policy. This soft, cooperative governance model relies
on voluntary participation of intermediary actors to pursue joint objectives ¥ . Through the
Alliance’s committees and small thematic working groups, actors who have collaborated over
extended periods develop high levels of trust, mutual understanding, and shared commitment*?.
Regular meetings provide structured opportunities for information exchange, gap identification, and

10 Busemeyer, M. R., Carstensen, M. B., & Emmenegger, P. (2022). Orchestrators of coordination: Towards a
new role of the state in coordinated capitalism? European Journal of Industrial Relations, 28(2), 231-250.
https://doi.org/10.1177/09596801211062556 (Original work published 2022)

11 Rohde-Liebenau, J., & Graf, L. (2023). Two instruments, one melody: The parallel evolvement of European
and German alliances for apprenticeships. European Educational Research Journal, 23(4), 503-523.
https://doi.org/10.1177/14749041221148282 (Original work published 2024)

12 Busemeyer, M. R., Carstensen, M. B., & Emmenegger, P. (2022). Orchestrators of coordination: Towards a
new role of the state in coordinated capitalism? European Journal of Industrial Relations, 28(2), 231-250.
https://doi.org/10.1177/09596801211062556 (Original work published 2022)
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the negotiation of solutions that avoid conflicts with federal or Lander-level initiatives. Although the
Alliance does not produce binding solutions, the regularity and familiarity of interactions create
strong incentives to follow through on decisions. From this case study, it emerges that strategic inter-
institutional coordination operates as a system-level mechanism by reshaping relational and
institutional conditions, enabling stakeholders to work collectively in a structured and sustainable
way.

At the local level, a comparable mechanism is observed in Italy. The local ReMAP initiative
demonstrates how system-level coordination mechanisms can be activated at sub-national level,
even within a nationally fragmented institutional environment. The Bologna metropolitan area is
characterised by consolidated traditions of inter-institutional and inter-professional cooperation.
This context supports the activation of an intermediate coordination mechanism aimed at
facilitating alignment among a wide range of lifelong learning actors operating under different
mandates and organisational frameworks. Within ReMAP, this mechanism is institutionalised
through internal governance bodies, notably the Organismo Operativo Intermedio (Intermediate
Operational Body). This body provides dedicated coordination capacity and a formalised space for
interaction, reflection, and shared planning. Once operational, it enabled regular exchanges among
network stakeholders, supported joint decision-making, and sustained collective initiatives across
organisational boundaries. Through repeated interaction within this structured framework, actors
developed shared understandings of lifelong learning concepts, tools, and approaches, reinforcing
alignment and continuity of action across the network.

The Italian GOL Programme illustrates how the same overarching coordination mechanism can be
activated through different means in a less favourable institutional context. The programme
operates within a national setting historically characterised by fragmented institutional
relationships, uneven administrative capacity across regions, and a weakened PES infrastructure. In
this context, effective implementation depends not on the strength of individual organisations, but
on the system’s ability to coordinate actors that have traditionally operated in silos, including PES,
private employment agencies, and VET providers. The GOL Programme activates strategic inter-
institutional coordination by constructing a formalised delivery network based on structured
partnerships between public employment centres (CPls) and accredited private providers.
Accreditation procedures, standard unit costs, and clearly defined service roles function as
governance resources that establish a shared framework for monitoring, accountability, and
information exchange. These resources trigger a public—private integration mechanism by reducing
uncertainty and managing inter-organisational risk in a context characterised by divergent
institutional cultures and operational logics. Clear rules of engagement and transparent
remuneration arrangements signal to private providers that cooperation with the public system is
legitimate and worthwhile. When these conditions are met, the mechanism rebalances system-level
capacities’®: CPls contribute territorial coverage, institutional legitimacy, access to administrative
data, and a universal service mandate, while private providers contribute innovation, flexibility, and
competitive pressure that can raise service quality. Coordination thus operates not through
hierarchical control, but through the alignment of incentives and expectations within a unified
governance framework.

A similar system-level coordination mechanism is observed in Spain through the COE Network, albeit
in a context characterised by persistent fragmentation within the highly decentralised National
Employment System (SNE). The SNE comprises 18 Public Employment Services - one national and 17
regional - operating with substantial autonomy. While inter-institutional collaboration had long

13 Cappelli, C. (2024). GOL: Strategie e Strumenti per l'inclusione lavorativa. (Analytical report on GOL
implementation strategies).
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existed, it was largely informal, episodic, and weakly institutionalised, limiting the system’s capacity
to generate cumulative learning, scale innovation, and ensure coherence in the design and delivery
of ALMPs. The COE Network introduces a decisive structural shift by formalising and systematising
collaboration through permanent coordination mechanisms. Its initial operational step - the
creation of a shared technical workspace among regional representatives - evolved into the
establishment of 20 COE Network Centres and structured partnerships with local authorities, third-
sector organisations, VET centres, universities, and social partners, which are essential for
implementation and territorial reach. The central mechanism activated by the COE intervention is
the systematisation of collaboration. Cooperation did not need to be created, but reorganised and
stabilised. By introducing fixed objectives, shared timelines, and common evaluation requirements
- most notably through the joint elaboration of Annual Work Plans (PAFED) - the COE framework
reduces uncertainty and professional risk for regional actors. Importantly, actors do not interpret
the COE as an additional bureaucratic layer, but as a coordinating and capacity-building instrument
that enhances their ability to act collectively within the SNE. This systematisation triggers a shift in
institutional reasoning. Collaboration is re-framed from a discretionary, politically exposed activity
into a technically grounded, collective endeavour embedded in shared methodologies and routines.
Regular interaction within technical coordination spaces enables regional PES to jointly test,
evaluate, and refine interventions. Thematic working groups further reinforce this mechanism by
replacing episodic, project-based collaboration with sustained, managed, and monitored interaction.
The resulting behavioural change is a transition from reactive coordination towards proactive
collective problem-solving and shared accountability at system level.

The second system-level mechanism identified is institutionalisation of evidence and skills
intelligence. The analysis of the ten case studies confirms that this mechanism is activated in
contexts where decision-making on skills, training and activation is constrained by information gaps,
fragmented data sources, or limited confidence in existing evidence. When interventions consolidate
labour-market and skills data into methodologically credible, accessible and institutionally
embedded tools - such as profiling systems, skills monitoring frameworks, or integrated diagnostic
platforms - they reduce uncertainty and provide a common reference point for diverse actors. By
embedding evidence within established governance arrangements, policy instruments and
operational routines, these tools shape shared interpretations of labour-market needs and make
evidence usable for planning, prioritisation and implementation.

This mechanism is illustrated by the Polish case study on Sectoral Skills Councils (SRKs). Prior to their
introduction, Poland’s skills-intelligence landscape was fragmented and insufficiently responsive to
sector-specific dynamics. SRKs were explicitly designed to address this institutional gap by producing
sector-level intelligence grounded in employer knowledge and expert input. Through labour-market
studies, competency maps and foresight exercises, SRKs generate evidence on both current
shortages and emerging competency trends linked to digitalisation, the green transition and
demographic change. Interviewees consistently emphasised that this sectoral granularity increased
the credibility and perceived relevance of SRK outputs compared to generic labour-market data. As
a result, discussions shifted from anecdotal or ad hoc claims towards collectively validated
diagnoses of skills needs. This change in reasoning enabled stakeholders to articulate challenges in
more precise, evidence-informed terms and to engage more constructively in policy and planning
processes. Crucially, SRK outputs are explicitly designed to feed into decision-making systems,
namely the Integrated Qualifications System (ZSK), the Development Services Database (BUR), PES
instruments and ESF+ funding priorities. When these transmission pathways function effectively,
sector-level evidence is translated into concrete adjustments in curricula, qualification standards,
funding criteria and training-market provision. This institutional anchoring ensures that SRK insights
do not remain aspirational but are operationalised within the systems that govern workforce
development.
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The Polish Human Capital Balance (BKL) and its sectoral extension (BBKL) further illustrate and
deepen this mechanism at national and sectoral levels. Prior to the launch of BKL, skills-related
information in Poland was dispersed across administrative statistics, ad hoc studies and short-term
projects, limiting comparability over time and weakening diagnostic capacity. BKL establishes a
stable and institutionalised monitoring infrastructure, based on cyclical surveys of employers,
adults and training providers, underpinned by consistent methodologies and academic oversight.
The BBKL modules address the mechanism towards sector-level relevance and ownership as well.
By introducing sector-specific monitoring and foresight exercises, and by actively involving sectoral
competence councils, employer organisations and training providers in defining research questions
and interpreting findings, BBKL strengthens the perceived applicability and legitimacy of the
evidence. This participatory production of intelligence functions as a relevance-building
mechanism, particularly where sectoral councils are active and adequately resourced. Moreover, by
integrating BKL's findings into the Development Services Database (BUR), the design of ALMPs and
sectoral council strategies, analytical insights are converted into operational signals that shape
funding eligibility, training categorisation and programme prioritisation.

A similar configuration is observed in the Greek case study on the Mechanism of Labour Market
Diagnosis, albeit operating within a different institutional context. The Greek labour market is
characterised by a highly fragmented skills-development system, with weak coordination across
actors and labour-market information that is often outdated, descriptive and disconnected from
policy use. In this context, the Mechanism consolidates multiple administrative, statistical and
survey-based data sources - including ERGANI and DYPA registries, ELSTAT labour force surveys and
the ESCO skills taxonomy - into integrated dashboards, occupational guides and foresight tools. Here,
the mechanism operates by transforming complex and dispersed data into accessible and
actionable intelligence, enabling policymakers, training providers and employment services to base
decisions on shared evidence rather than partial or inconsistent information. Initial analyses have
focused on ICT- and research-intensive sectors (telecommunications, computer programming,
information services and scientific R&D), while subsequent outputs have highlighted cross-cutting
needs such as soft skills for medium-skilled occupations and emerging green skills. The Mechanism’s
mixed-methods approach - combining administrative data, statistical sources, business surveys and
foresight exercises - enhances both the robustness and the breadth of its insights, increasing
confidence among institutional users. Crucially, interviewees and document analysis highlighted that
the availability of user-friendly, online dashboards was a key enabling factor in activating this
mechanism. Visual and interactive tools lowered the analytical barrier for users with limited technical
capacity, promoted wider institutional uptake and supported the gradual embedding of evidence
into routine decision-making processes. As in the Polish case, the mechanism operates not simply
through data production, but through the institutionalisation of evidence as a shared, legitimate
and usable resource within governance systems.

The same mechanism is evident in the Spanish case study on the COE Network, where prior to its
establishment, information was scattered across multiple institutional websites, generating high
search costs and uncertainty among professionals and end users regarding the reliability and
relevance of available resources. The COE network addressed this context by integrating shared
digital infrastructures and citizen-facing portals, including the State COE portal, the collaborative
COE network portal and dedicated portals for the COEs of Ceuta and Melilla. These platforms
consolidate high-quality, validated resources - such as online courses, webinars and guidance
materials - aligned with strategic sectors, notably the digital and green economy. By centralising and
standardising information within an authoritative institutional source, the network reduces
uncertainty and search costs and provides a common reference point for service delivery. Users
perceive the information as trustworthy and comprehensive, while employment and training
professionals gain confidence in delivering evidence-based and standardised services.
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Box 1. Institutionalising skills intelligence in Lombardy — Italy

In Italy, the Lombardy Region represents a favourable institutional context for activating the mechanism of
evidence institutionalisation, as key elements promoted by the GOL Programme - such as integrated
information systems, digital service delivery and skills-based profiling - were already embedded in regional
practice. Prior to GOL, employment services operated within a relatively mature digital infrastructure,
reducing organisational resistance to data-driven tools. The region has invested in digital agendas directly
embedded within its regional information system (SIUL), which is interoperable with the national system
(SIV). This interoperability functions as a key resource, enabling employment centres to access real-time
information on available training provision and to directly refer or pre-enrol beneficiaries into training
pathways. Skill-gap and skill-balancing tools further support caseworkers’ assessments by translating
individual profiles into structured diagnoses of training needs. By integrating these tools into routine service
workflows, evidence becomes a normalised input into pathway design rather than an external analytical
exercise.

Source: Authors’ analysis of the Italian GOL Programme case study

4.2 Actor-level response mechanisms

In addition to system-level mechanisms, the analysis of the ten case studies identified actor-level
response mechanisms, which shape how individuals, professionals and organisations interpret,
experience and act upon interventions. Rather than altering structural conditions directly, these
mechanisms operate through cognitive, relational and motivational processes that influence actors’
willingness, perceived capacity and sustained commitment to engage with policy measures.

The first actor-level mechanism identified is behavioural change triggered by relational recognition
and person-centred engagement. Across the analysed case studies, this mechanism is activated in
contexts characterised by low institutional trust, diverse and unmet needs, and prior exposure to
standardised or impersonal services. When interventions combine personalised profiling, tailored
pathways, and individual counselling or mentoring with repeated, meaningful interactions, they
generate relational recognition, understood as participants’ perception of being seen, listened to,
and valued. This recognition enhances motivation, builds trust and increases participants’ readiness
to engage in policy initiatives.

This mechanism is clearly illustrated in the German case study of the ReDIl School of Digital
Integration. In Germany, for many refugees and migrants, settlement is marked by social isolation,
reduced confidence and limited language proficiency, making integration into community life and
the labour market more difficult. ReDI School activates relational recognition by offering not only ICT
training but also a strongly relational learning environment in which participants, volunteers and
alumni build connections and describe the community as the “ReDI family”!4. Courses are inclusive
and diverse, language requirements are minimal at entry level, and women’s programmes provide
childcare to reduce participation barriers'>. Such measures reduced participation barriers and signal
institutional responsiveness to individual circumstances. The ICT sector itself proves strategically
accessible, as many tech roles do not require advanced German language skills, offering newcomers
an attainable path into employment'®. Belonging and agency are further strengthened through co-

14 Mason, B., (2018). ‘Harnessing the Power of Community’, Betterplace Lab Blog, 3/12/2018,
https://www.betterplace-lab.org/harnessing-the-power-of-community

15 OECD (2022), Future-Proofing Adult Learning in Berlin, Germany, OECD Reviews on Local Job Creation,
OECD Publishing,

Paris, https://doi.org/10.1787/fdf38f60-en

16 Hackl, A. (2021). Digital refugee livelihoods and decent work: Towards inclusion in a fairer digital economy.
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creation: ReDl was founded with migrants rather than simply for them, and students actively
participate in shaping activities and curricula. Some later return as volunteers or mentors, reinforcing
a sense of ownership, reciprocity, and positive learner identity. Through these processes, learners
develop friendships, strengthen communication and soft skills, and gain confidence in educational,
professional, and social environments. Moreover, stakeholders interviewed consistently emphasised
that employment opportunities in tech depend not only on technical competence but also on social
capital — including knowledge of recruitment practices, access to employers, and confidence in
professional self-presentation. ReDI addresses this constraint by activating a bridging mechanism
through its ecosystem of volunteers, mentors and partner companies, who connect learners
directly to industry actors. Through mentorship programmes, career fairs and networking events,
participants gain clearer expectations of employers, learn how to navigate recruitment processes,
and develop confidence.

This actor-level mechanism of relational recognition and person-centred engagement is confirmed
at regional and local level by the Spanish case study of Barcelona Activa — Cibernarium, albeit
activated in a different socio-institutional context. In Spain, Cibernarium operates in a context where
access to digital and technological training is constrained by persistent non-skill barriers that
disproportionately affect women, migrants and other vulnerable groups, leading to the systematic
under-utilisation of human capital and reinforcing cycles of exclusion, low self-confidence and limited
occupational mobility?”. Across these groups, low self-confidence, internalised gender and age
stereotypes about technology, and rigid training schedules further reduce participation and
completion rates in standard training programmes. Within this context, Cibernarium activates the
same underlying mechanism of relational recognition, operationalised through a philosophy of
“technological training for everyone” and an inclusive, differentiated service model that explicitly
acknowledges non-skill barriers. Rather than relying on standardised provision alone, the
programme deploys integrated, personalised interventions. This includes personalised
accompaniment, mentoring, and flexible training formats adapted to participants’ life circumstances,
care responsibilities, and prior experiences. For women in particular, flexible timetables and
supportive mentoring environments play a key role in addressing confidence gaps and mitigating
the psychological effects of gender stereotypes in male-dominated technical fields. Personalised
accompaniment acts as a recognition mechanism, signalling institutional awareness of individual
constraints and capacities, and fostering a sense of agency, self-efficacy and legitimacy in engaging
with technology. Mentoring relationships also activate emotional and cognitive reinforcement,
enabling participants to reframe technology as attainable, relevant and compatible with their
identities and aspirations. Flexibility in formats and schedules reduces the perceived incompatibility
between training and everyday responsibilities, making sustained participation both practically and
psychologically feasible.

Moreover, Cibernarium operates in a context characterised by significant territorial digital exclusion
and structural socio-economic inequalities, which are particularly acute in low-income
neighbourhoods and among groups such as older women with low educational attainment. These
contextual constraints limit opportunities to develop autonomy and routine engagement with digital

17 Ajuntament de Barcelona. (2025). Observatori de les Migracions i el Refugi. Informe 2025. Retrieved from
https://ajuntament.barcelona.cat/dretssocials/sites/default/files/arxius-

documents/observatori_de les migracions i el refugi de barcelona. informe 2025.pdf

Generalitat de Catalunya. (2022). Diagnosi de I’evolucié economica, social i laboral de Catalunya 2012-2020.
Annex | de I'ECO 2022-2027. Retrived from:

https://economia.gencat.cat/web/.content/70 _ambits_actuacio/15 cohesio i territori_cohesio_territorial/e
strategia_de cohesio_territorial/02 avanc eco 2022-

2027/annex _i_diagnosi_evo eco social laboral _cat 2012 2020.pdf
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tools. Within this challenging environment, Cibernarium reinforces relational recognition through
proximity and accessibility mechanisms, delivering basic digital training through a decentralised
network of neighbourhood centres, including Ateneus and municipal facilities. Physical proximity,
combined with in-person registration, adaptable schedules and support for participants with limited
digital skills, lowers psychological, procedural and logistical barriers, fostering trust, familiarity and
a sense of institutional approachability, which are key for engaging the most vulnerable adults in
digital learning pathways.

Finally, the Greek case study of the Elefsina Pilot demonstrates both the activation and the fragility
of this actor-level mechanism under constrained organisational conditions. The pilot took place in a
context characterised by long-standing disengagement between older unemployed people and PES,
following years of passive labour market programmes that provided limited support and eroded
institutional trust. Within this context, the introduction of structured profiling, skills assessments and
Individual Action Plans transformed the nature of interactions between counsellors and jobseekers,
shifting them from administrative processing to personalised engagement. Participants
experienced counselling as a moment of recognition, while counsellors also described a change in
their professional reasoning, as profiling data enabled them to adopt a more deliberate, case-
management-oriented approach. Through this recognition mechanism, participants were re-
engaged, motivated and willing to commit to demanding training pathways. However, the Greek
case also illustrates the conditional nature of actor-level mechanisms. Extremely high caseloads,
fragmented information systems and limited organisational capacity constrained counsellors’ ability
to sustain personalised support over time.

The second actor-level mechanism identified throughout the case studies concerns the
professionalisation of staff and providers through shared standards, tools and training. Across the
analysed case studies, this mechanism is activated in contexts where professionals and service
providers operate with heterogeneous practices, uneven capacities or limited opportunities for
structured learning. When interventions introduce jointly developed standards, shared operational
tools, common digital infrastructures or permanent training arrangements, they create reference
points that support consistent interpretation of policy objectives and intervention principles.
Through collective learning, these shared standards and tools contribute to the formation of a
common professional language, norms and identity among staff.

This actor-level mechanism is clearly illustrated by the Italian ReMAP case study, which takes place
within a metropolitan lifelong learning system characterised by a high density of providers, initiatives
and governance arrangements operating across education, labour market, social and civic domains.
This institutional richness generates complexity, as responsibilities, access routes and professional
logics overlap, creating navigational challenges for both citizens and professionals. Practitioners
must operate across multiple entry points and institutional rationales, often without shared frames
of reference when guiding users or coordinating provision. ReMAP activates a professionalisation
mechanism focused on strengthening shared orientation capacity among institutional actors and
practitioners. This includes the systematic mapping of lifelong learning opportunities through the
ReMAP digital platform, the definition of common service levels (information and guidance;
education and training; competence valorisation), and the development of shared conceptual tools.
These instruments enable professionals to situate their own activities within the broader
metropolitan ecosystem and to recognise complementarities and linkages between different forms
of provision.

A comparable professionalisation mechanism is activated in the Spanish case study of the COE
Network. Being a national measure, here the challenge is not system fragmentation across providers,
but variability in professional practices and capacities across Autonomous Communities. The COE
Network responds by designing and implementing a Permanent Training Plan for staff of the SNE,
including orientation professionals, job prospectors and programme managers. The plan is jointly
developed and systematically applied across regions, covering technical competencies required for
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service delivery, alongside transversal modules on gender equality, inclusion and interventions
targeting priority collectives, such as persons on the autism spectrum. Through the provision of
common training content, shared tools and a unified professional language, the Permanent Training
Plan activates a mechanism of professional standardisation and cohesion, ensuring that staff across
regions adopt similar methodologies, quality standards and interpretative frameworks. Beyond
technical upskilling, the training process fosters a shared professional identity and strengthens
horizontal professional networks. By embedding principles of equality, inclusion and evidence-
based practice, the plan also aligns professional reasoning with policy values, contributing to more
consistent, non-discriminatory and high-quality service delivery. This mechanism is reinforced by
technological infrastructures such as SISPE, which ensure data interoperability and shared
monitoring frameworks, further consolidating common professional standards across territories.

The Greek case studies further illustrate both the activation and the conditionality of this
professionalisation mechanism in contexts of fragmented governance and uneven administrative
capacity. In Greece, the Mechanism of Labour Market Diagnosis operates within an institutional
environment characterised by fragmented labour market governance, weak collaboration practices
and limited engagement among relevant actors. Multiple institutions - including the Greek Public
Employment Service (DYPA), the Ministry of Labour and Social Affairs, the National Workforce Skills
Council, sectoral organisations, research institutes and social partners - operate with distinct
mandates, procedures and priorities, historically hindering coordination of skills intelligence and
alignment of labour market policies. Differences in administrative capacity and data literacy further
compound this fragmentation, resulting in inconsistent use of labour market information and uneven
integration of evidence into decision-making. Within this context, the Mechanism of Labour Market
Diagnosis activates a professionalisation mechanism by creating participatory structures that enable
shared sense-making around labour market data. Through focus groups, surveys, consultations and
usability evaluations, the initiative provides institutionalised spaces for dialogue and joint
interpretation. These participatory processes function as relational and cognitive resources,
enabling actors to build trust in the data, perceive shared intelligence as relevant to their mandates
and develop a sense of ownership over the outputs. As professional reasoning shifts from scepticism
to shared understanding, actors become more willing to collaborate, coordinate actions and use
evidence in planning processes.

A similar professionalisation mechanism is observed in the Greek Pilot Elefsina Project, which
unfolded within a PES undergoing organisational transition but still shaped by rigid procedures,
fragmented information systems and limited experience with integrated programme delivery. The
introduction of digital tools - profiling systems, skills assessments, a Management Information
System (MIS) and voucher-based payment mechanisms - altered how the organisation understood
and managed activation. These tools enabled a new form of organisational sense-making, allowing
local offices and headquarters to observe participant trajectories, monitor bottlenecks and respond
to emerging implementation problems in near real time. This enhanced visibility supported learning
among staff and managers, fostering a shared technical language around activation, performance
management and evidence use. However, the activation of this mechanism proved highly
contingent on leadership commitment and external technical support. Much of the learning
remained person-dependent, embedded in specific teams rather than institutionalised through
formal routines or stable organisational structures. When leadership changed and reform
momentum slowed, the professionalisation mechanism weakened: digital tools remained in place,
but the broader logic of integrated, evidence-driven activation struggled to embed fully within the
organisation.
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Box 2. Professionalisation through co-creation

Both the Polish SRKs and the German ReDlI School case studies can also be analytically linked to the second
actor-level mechanism of professionalisation, understood as the alignment of actors’ practices, expectations
and decision-making through shared standards, tools and collective learning processes. In both cases, co-
creation functions not only as a participatory method, but as a mechanism that professionalises how skills
needs are defined, translated into curricula, and operationalised in training provision.

In the Polish SRKs, professionalisation is activated through the institutionalisation of structured and
repeated dialogue among employers, training providers, social partners and public institutions.
Participatory co-creation processes involve stakeholders directly in drafting recommendations,
strengthening their sense of ownership and enhancing the legitimacy of outputs. Training providers use
SRK analyses as professional justification for curriculum updates and programme development, while
employers value the councils as a stable institutional channel for influencing training standards, rather than
relying on ad-hoc consultations.

A comparable professionalisation mechanism is observable in the German ReDI School case, though
operating primarily at organisational and programme level rather than sectoral governance level. ReDI
School co-designs and co-deliver digital training programmes with industry professionals, ensuring that
learning content reflects real work environments, current tools and evolving labour-market demands. This
co-creative partnership model is facilitated by an established culture of cooperation in Germany, where
collaboration between civil society, companies and public actors is institutionally embedded. Tech
professionals contribute voluntarily by providing mentorship, sharing industry practices and refining
curricula in response to emerging skills needs*®. By engaging not only learners but also actors across the
broader skills ecosystem, ReDI School embeds its programmes within the local community and maintains
strong, dynamic linkages to the ICT sector, reinforcing the professional relevance and legitimacy of its
training provision.

Source: Authors’ analysis of the Polish SRKs and German ReDI School of Digital Integration case
studies

4.2.1 Strategic incentives: mechanism for motivation and behavioural alignment

In two case studies - the Italian GOL Programme and the Spanish COE Network - incentives operate
as an actor-level mechanism by shaping strategic reasoning, motivation, and prioritisation. They
influence how individuals and organisations perceive the consequences of action, adjust behaviour,
and align decisions with external expectations or potential rewards. In the context of labour market
and employment services, these incentives can take the form of conditionality, performance-linked
rewards, or reputational recognition, motivating both beneficiaries and institutions to engage in
behaviours consistent with policy objectives.

Prior to the Italian GOL Programme, unemployment and income support schemes were only weakly
connected to activation requirements, producing long benefit durations and limited interaction
between beneficiaries and employment services. Within this context, GOL introduced a dual
conditionality mechanism: at the individual level, access to benefits became explicitly conditional
on participation in personalised pathways, with sanctions applied for non-compliance; at the
institutional level, programme implementation was framed around results-oriented milestones, with
monitoring and funding tied to their achievement. This design activated strategic reasoning among
both beneficiaries and service providers, who understood that engagement and progress were
necessary to maintain support or secure resources.

A parallel mechanism is observed in the Spanish COE Network. Before its introduction, regional PES
implemented promising initiatives that remained largely local and unvalidated, limiting system-wide
learning. Within this context, the COE Network established a centralised repository of good practices

18 https://www.redi-school.org/blog
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and a standardised evaluation framework applied impartially across regions. The design created clear
incentives for regional actors to adhere to rigorous methodological criteria, as only validated
interventions could gain recognition, be disseminated nationally, and enhance the visibility and
credibility of local innovations. Furthermore, linking the fulfilment of objectives in the PAFED
directly to funding allocations introduced a tangible financial incentive, reinforcing accountability
and motivating actors to plan, execute, and monitor programmes according to national standards
using evidence-based practices.
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5 Outcomes

Outcomes represent the positive results that derived from the policy interventions analysed in the
case studies. Across the ten cases, despite differences in policy approaches, institutional settings,
and governance arrangements, four main common outcomes arise from the comparative analysis:

e Strengthened coordination and governance coherence

e Improved alighment between training and labour-market needs
e Increased legitimacy and political salience of skills and ALMPs

o Improved employability and social inclusion of target groups

Together, they capture how the analysed interventions contribute to the functioning and
effectiveness of skills and employment systems.

5.1 Strengthened coordination and governance coherence

Across the analysed cases, strengthened coordination and governance coherence emerges as a main
outcome where interventions create or reinforce structured spaces for interaction among actors
operating at different institutional levels and across policy domains. These spaces have enabled more
regular horizontal collaboration among stakeholders and clearer linkages between national,
regional, and local levels.

In the German case study of the Alliance for Initial and Further Training interviewees emphasised
that while the Alliance does not produce formally binding decisions, repeated interaction within a
stable and recognised group fosters informal commitments and a shared sense of responsibility to
follow through on agreed actions. These trust-based dynamics have proven particularly important in
responding to unforeseen challenges - such as the COVID-19 pandemic and the integration of
refugees into VET - where rapid cross-actor coordination was possible despite the absence of binding
authority. The resulting outcome is a collective capacity for pragmatic coordination grounded in
relationships and shared ownership rather than formal power (CMO 2).

In the Italian GOL Programme case study it emerges that the implementation of the programme in
the Tuscany region has generated new and more integrated forms of public—private collaboration
as a tangible governance outcome. Stakeholders now proactively request the inclusion of active
policies within crisis management agreements, signalling a cultural and operational shift in how
workforce transitions are governed. This reflects one of the most advanced examples of effective
public-private coordination, with CPIs and private labour market operators working jointly within
restructuring and transition processes rather than in parallel or sequential roles. Moreover, at the
national level, interview evidence confirms that the GOL Programme has produced a lasting
strengthening of relationships with private operators, particularly private employment agencies,
re-engaging actors that had previously withdrawn from complementary service provision in several
regions. In addition, governance coordination has been extended informally to social partners
(trade unions, Confindustria, Confartigianato, etc.), leading to the consolidation of multi-actor
networks that have proven essential for achieving programme targets. The resulting outcome is an
expanded and more cohesive governance network, though it remains the challenge of the
sustainability of this coordination capacity and the preservation of these networks beyond the
programme’s funding timeframe.

At the Italian local level, the ReMAP case study highlights the project’s contribution to the
consolidation of lifelong learning as a metropolitan ecosystem, characterised by a defined internal
governance structure - through the Steering Committee, Technical-Scientific Committee, and
Intermediate Operational Body - and by stable coordination practices. These practices include
regular opportunities for interaction and collective reflection, such as the Cantieri Formativi
Itineranti (ltinerant Learning Workshops) and other recurring exchange moments among network
members. Together, these elements position lifelong learning as a collective public responsibility

.
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among stakeholders rather than a set of isolated initiatives. Regular interaction within the
Intermediate Operational Body facilitated the exchange of information and knowledge on lifelong
learning concepts, tools, and approaches, leading to the development of shared reference points
such as the “Evolving Glossary of Lifelong Learning” and the collective preparation of initiatives like
the continuation of the Itinerant Learning Workshop and the V.I.V.A. project®®. Despite the diversity
of organisational mandates, these processes are progressively strengthening relationships, creating
shared working references, and fostering more coordinated practices among partners within the
ReMAP network. ReMAP integrates Third Sector actors - namely VolaBO and Forum Terzo Settore -
within network operations, positioning them as integral components of the metropolitan lifelong
learning ecosystem. Through these processes, ReMAP is contributing to outcomes centred on
symbolic and institutional recognition.

The Spanish case study of the CoE Network further reinforces this outcome pattern. The CoE
Network has achieved full operational deployment across territories, replacing fragmented and
informal coordination practices with a stable and institutionalised governance architecture.
Standardised planning has been embedded through the PAFED instrument, ensuring coherence and
alignment across autonomous communities. A key governance outcome lies in the
institutionalisation of systematic collaboration itself, operationalised through the establishment of
CoE centres. This has led to improved structures for knowledge management and innovation. At
the systemic level, the CoE Network functions as a specialised governance structure that mandates
planning, experimentation, and knowledge transfer across the SNE, rather than as a stand-alone
innovation initiative. This constitutes a strengthened and coherent governance outcome,
supporting the modernisation of SEPE and its transition into the future Spanish Employment Agency
(AEE).

5.2 Improved alignment between training and labour-market needs

This outcome emerges where interventions link training provision to up-to-date labour market
information, employer input, and sector-specific skills intelligence. The co-creation of curricula, the
use of sectoral diagnostics, and the embedding of evidence into operational and funding instruments
enable programmes to better respond to current and emerging demand. Collectively, these efforts
contribute to a closer match between skills supply and demand, increasing the relevance,
responsiveness, and effectiveness of training offers.

The Italian GOL programme provides evidence of this improved alignment. Both the programme’s
design and its results reflect a targeted approach to addressing skills gaps. By structuring training
around Pathway 1 (Reinsertion), Pathway 2 (Upskilling), and Pathway 3 (Reskilling), GOL directs
resources to areas where skills shortages are most pronounced. Employment outcomes across these
pathways illustrate expected variations®: Pathway 1 achieved 47.8% new employment, Pathway 2
38.5%, Pathway 3 18.5%, and Pathway 4 (Work & Inclusion) 19.3%. Operationally, GOL ensures
alignment through structured beneficiary profiling, individualised service plans, and the national
standardisation of tools. These measures guarantee that training offers meet the specific needs of
participants and correspond to local labour-market opportunities. By September 2025, 817,311
beneficiaries had commenced training - exceeding the PNRR target of 800,000 - and 297,340 had

¥V.1.V.A.,, designed to support the identification and recognition of competences acquired across formal, non-
formal, and informal contexts, involved focus groups and interviews bringing together representatives of
regional and metropolitan institutions, education and training providers, universities, labour market actors,
and Third Sector organisations, creating a shared space for dialogue and mutual understanding.

20 INAPP (2025). Focus GOL n. 12/2025: Programma Garanzia di Occupabilita dei Lavoratori - Dati al 30
settembre 2025. Istituto Nazionale per I'Analisi delle Politiche Pubbliche, Rome.
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completed it?!, demonstrating effective large-scale delivery. Moreover, GOL’s expansion of regional
training catalogues aligned with national standards, combined with its network of public-private
training providers, institutionalises mechanisms for incorporating employer input, sector-specific
intelligence, and regional labour-market conditions. The programme’s growing operational capacity
is evident in the rising service activation rates, which increased from 51.4% for Q3 2022 cohorts to
77.4% for Q1 2025 cohorts, signaling a stronger ability to translate alighnment into tangible service
delivery.

In the Polish Human Capital Balance (BKL) and its sectoral extension (BBKL), skills intelligence
becomes institutionalised within the national policy ecosystem. BKL's primary outcome lies in
stabilising evidence-informed agenda-setting, coordination, and long-term alignment between
training and labour-market needs. The most significant systemic outcome is the institutionalisation
of BKL as a permanent monitoring infrastructure, rather than a time-limited project. PARP and the
Jagiellonian University now operate a consolidated mechanism for the cyclical collection, analysis,
and dissemination of skills data. Between 2009 and 2024, the project completed more than 13 waves
of employer and adult-population surveys, creating a longitudinal and cumulative evidence base on
skills, education, and employment. BKL is officially referenced in the National Skills Strategy
Implementation Plan and recognised by Cedefop as one of the most mature skills-anticipation
systems in the EU%. This institutionalisation led to a learning system: successive waves build upon
one another, enabling longitudinal trend analysis and more precise identification of emerging skills
needs, such as shifts in digital-skills penetration, sectoral mobility, and new occupational groups.
Moreover, the integration of BKL/BBKL outputs with the Developmental Services Database (BUR) has
translated skills intelligence into operational alignment within the training market. By 2024, BUR
listed over 6,800 active training and advisory providers, many of whom adapt their offers in response
to competency maps derived from BKL sectoral analyses. Cross-referencing between BUR course
categories and BKL-identified skill needs (e.g. “digital competences for SMEs”, “green construction
techniques”) ensures that public funding through regional labour-market offices and the Polish
Development Fund is aligned with verified demand. Stakeholders report that the BUR, continuously
updated through BKL data, functions as a practical matching tool for employers seeking relevant
training solutions. This confirms the operationalisation of skills-intelligence evidence into real-
world service provision and illustrates how structural integration BUR + BKL enables system-level
alignment, even in contexts where individual employers or SMEs do not directly engage with raw
labour-market data. Employers - particularly in digital, manufacturing, and green sectors - experience
this alignment outcome primarily through an enhanced capacity to anticipate and validate skill
needs. SME-specific diagnostics derived from BKL support recruitment planning and in-house
training decisions. According to PARP’s 2023 evaluation??, 58% of surveyed employers reported
adapting recruitment or training activities in response to BKL or BBKL findings. Training and adult-
learning providers constitute another key beneficiary group of this outcome. Training institutions use
BKL and BBKL data to align curricula and strengthen funding proposals. In 2022-2023 alone, more
than 1,000 training offers on BUR were explicitly tagged with BKL-related competency categories.
Many providers cite BBKL reports as core evidence in ESF+ funding proposals. This demonstrates that
BKL influences provider behaviour at the level of programme design, justification, and funding

21 |bid

22 Cedefop (2023). Skills Anticipation Poland — Country Update 2023.
https://www.cedefop.europa.eu/en/data-insights/skills-anticipation-poland-2023-update

Cedefop (2023). Handbook on Skills Anticipation and Matching — Updated Edition. Luxembourg: Publications
Office of the European Union.

23 PARP (2023). Branzowy Bilans Kapitatu Ludzkiego: ICT Sector Report 2023. Warsaw: PARP.
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alignment, reinforcing coordination between skills intelligence, funding criteria, and training supply
rather than directly determining learner uptake.

According to the Greek case study on the Labour Market Diagnosis Mechanism, the establishment
of a reliable and centralised national system to produce labour-market and skills intelligence has led
to improved accuracy, comparability, and timeliness of labour-market data. This has, in turn,
supported a more nuanced and shared understanding of labour-market needs and strengthen the
shift towards evidence-informed policy design and training planning. Another key outcome is the
increased visibility and explicit identification of skills shortages and mismatches. Through the
Mechanism’s analytical tools, policymakers and practitioners can more clearly detect where gaps
exist - particularly in digital, technical, and green skills - enabling more targeted and aligned
interventions in training and workforce development. Together, these developments contribute to
improved alignment between training provision and labour-market needs by embedding shared,
credible evidence at the core of decision-making processes.

The Spanish case study of Barcelona Activa-Cibernarium further illustrates this outcome through a
demand-driven training model explicitly designed to respond to concrete labour-market needs. As a
result, employers accelerate hiring decisions and increasingly prioritise demonstrated
competences over traditional credentials in their recruitment practices. For participants, this
translates into high-quality job insertion: between 2018 and 2019, the IT Academy placed 162
reskilled professionals into tech careers, achieving an 83% job placement rate within 180 days of
completing the bootcamp, with graduates securing wages 25% above the city average. This pathway
successfully served a diverse cohort, including both employed and unemployed participants, 46% of
whom were women?*. Meanwhile, the broader Basic ICT training programme, delivered through the
decentralised Anteneus network between 2010 and 2019, engaged over 110,000 participants,
including 67% women, 64% older adults over 55, and 33% unemployed individuals — strongly linking
to the fourth outcome identified. At a system level, these outcomes may contribute to improved job
matching efficiency and reinforce Barcelona Activa—Cibernarium’s role as a trusted intermediary
between training provision and labour market demand, directly supporting regional economic
competitiveness and social inclusion.

Finally, the German case study of the ReDI School of Digital Integration demonstrates improved
alignment through a co-creative, ecosystem-based partnership model. Outcomes are reflected in
graduates’ trajectories: students accumulate recognised certificates, engage in practical projects,
and gain access to internships, further training, or employment. Evaluation data show significant
outcomes - in Denmark, over 90% of digital beginners improved digital skills and around half reported
increased career clarity; alumni surveys showed that 70% were employed 18 months after
graduation, with 77% using technical skills. Network effects further reinforce alighment, with 94%
of tech students in Denmark?® and 92% in Germany expanding their professional network, and 67%
gaining clearer understanding of recruitment procedures?. This relational approach generates value
for both sides - businesses access talent resources while learners convert social capital into
internships or employment. A Social Return on Investment study estimated €10.84 generated for
every €1 invested in ReDI Germany, a significant return driven largely by increased employment and
reduced welfare dependency. Finally, outcomes suggest strong systemic synergies: ReDl has

24 Barcelona Activa. (2025). Agéncia de desenvolupament local. Retrieved from
https://www.barcelonactiva.cat/en/home

25 SocialRespons (2022). REDI SCHOOL OF DIGITAL INTEGRATION Evaluation of a non-profit tech school in
Denmark for women with refugee and immigrant backgrounds. Unpublished

26 hetterplace-lab (2021). WIRKUNGSBERICHT ReDI Career Program. Unpublished.
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developed a broad network of more than 100 partner companies, creating channels for internships,
mentorship, and employment opportunities for graduates.

5.3 Increased legitimacy and (political) salience of skills and ALMPs

This outcome arises where interventions reinforce the visibility, credibility, and strategic importance
of skills, VET, and ALMPs. National or sectoral coordination platforms, participatory governance
processes, evidence-based monitoring, and formalised standards help position skills and ALMPs as
legitimate policy priorities, gaining attention from policymakers, social partners, and implementing
organisations.

The German case study of the Alliance for Initial and Further Training illustrates that the existence
of a permanent national-level multi-stakeholder body, combined with an explicit commitment to
joint action, has contributed to keeping VET firmly on the political agenda and to strengthening its
legitimacy within national policy debates, alongside other core economic policy instruments?’. This
outcome reflects not only the formal presence of the Alliance, but also its capacity to signal political
priority and continuity in a complex governance landscape. Beyond its agenda-setting role, the
Alliance has made tangible contributions to key VET initiatives. Most notably, it has supported the
“Summer of Vocational Training” (Sommer der Berufsausbildung), an annual VET information
campaign running since 2019. Delivered through both online and face-to-face formats, the campaign
brings together young people and companies offering apprenticeship places. A further example
stems from the Alliance’s current working period, during which the partners committed, in their joint
declaration, to establishing a network of VET Ambassadors (Ausbildungsbotschafter). These
ambassadors - young people currently undertaking VET programmes - visit schools to inform pupils
about VET opportunities and to encourage them to pursue a vocational qualification®. The
programme is implemented by the Chambers at federal state level and is adapted to the specific
circumstances of each Land®.

Likewise, the case study on Polish Human Capital Balance (BKL) and its sectoral extension (BBKL)
highlights how systematic evidence integration increases the political legitimacy and policy relevance
of skills and ALMPs. BKL findings are embedded across multiple strategic and operational policy
frameworks, including (i) the Strategia na rzecz Odpowiedzialnego Rozwoju 2020-2030 and the
Krajowy Plan Odbudowy (National Recovery Plan), particularly in relation to digital and green skills
priorities; (ii) the design of ALMPs and up-/reskilling initiatives by the Ministries of Development,
Education, and Labour; and (iii) the work of sectoral councils, which rely on BBKL data to prioritise
occupational standards and identify future qualification needs. For example, the BBKL ICT 2023
report outlined competency clusters around Al, cybersecurity, and data analytics; its findings directly
informed the design of training modules later included in the BUR catalogue in 2024. Interview
evidence further indicates that policy uptake is strongest where institutional capacity and
established intermediary structures - such as sectoral councils - exist to interpret and translate
evidence into policy action. Public employment services further activate this outcome by using BKL
outputs to design the Labour Market Barometer and targeted interventions for occupations facing
shortages. In 2024, the Ministry of Family and Social Policy integrated BKL data directly into the
Zintegrowany System Kwalifikacji (Integrated Qualifications System). These developments confirm

27 OECD (2020), Strengthening the Governance of Skills Systems: Lessons from Six OECD Countries, OECD
Skills Studies, OECD Publishing, Paris, https://doi.org/10.1787/3a4bb6ea-en.

28 Allianz fiir Aus- und Weiterbildung 2023-2026, available at: Gemeinsame Erklirung zur
Grindungsoffensive

2% RKW Kompetenzzentrum (2025): Erstes bundesweites Treffen der Ausbildungsbotschafter in Berlin,
available at: 1. bundesweites Treffen der Ausbildungsbotschafter in Berlin
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that policymakers and PES represent the primary direct user group of BKL outputs, reflecting strong
institutional learning and coordination mechanisms that reinforce the political standing and
credibility of skills and ALMPs within the Polish policy system.

The Polish case study on SRKs further corroborates this outcome at sectoral level. Stakeholders
emphasised that SRKs have increased the visibility of skills issues within individual sectors and have
contributed to more coordinated, evidence-based approaches to workforce development. Across
29 sectors, councils have become a recognised component of the national skills governance
infrastructure, producing sector-specific analyses and recommendations used by ministries, PES
units, and training institutions. SRKs have also delivered a substantial volume of analytical reports,
competency maps, and recommendations that clarify priority skills gaps, emerging technologies, and
workforce needs. The specificity and sectoral grounding of these outputs enhances their practical
and political relevance, particularly for curriculum development, qualification design, and training-
market regulation. Interviewees reported concrete examples of SRK outputs informing the design or
revision of training programmes, including (i) updates to qualification standards under the ZSK, (ii)
the development of new training modules in sectors such as ICT, healthcare, and logistics, and (iii)
adjustments to BUR listings to align training offers with validated sectoral needs.

5.4 Improved employability and social inclusion of target groups

This outcome emerges where interventions provide targeted support, personalised guidance, and
practical opportunities that help participants acquire relevant skills and navigate the labour market.
Co-creative partnerships with employers, mentoring, community-based learning, and flexible,
proximity-based delivery foster skills development, self-efficacy, and social integration. Collectively,
these interventions improve both the employability prospects and social inclusion of individuals,
particularly those facing structural disadvantages in the labour market.

The Italian GOL Programme case study demonstrates the programme’s effectiveness in engaging its
priority vulnerable groups. As of September 2025, beneficiary data®® confirm that GOL is successfully
reaching its target populations. Women constitute 55.6% of participants, surpassing the PNRR
gender target. Age distribution shows that youth under 30 account for 30.4%, prime working-age
individuals (30-54) represent 52.9%, and older workers (55+) make up 16.7%, while foreign
nationals comprise 15.4% of beneficiaries. Among participants, 32.9% were long-term unemployed
(6+ months) at intake, with 28.3% unemployed for 12 months or more, indicating the programme’s
focus on those most distant from the labour market. The programme’s wide coverage across
educational levels underscores both the scale of the reskilling challenge in Italy and GOL's ambition
to address skill gaps across the workforce. Specifically, 46.0% of beneficiaries have at most lower
secondary education, 35.5% have completed upper secondary education, and 11.8% hold tertiary
qualifications (5.8% Bachelor’s, 6.0% Master’s). The substantial youth cohort - nearly one-third of
participants - directly targets Italy’s NEET crisis, while the significant representation of older workers
reflects deliberate attention to the re-employment challenges faced by this group. Overall, these
patterns highlight GOL’s ability to reach and engage diverse vulnerable populations.

In Greece, the Elefsina Pilot case study illustrates how personalised pathways can translate
engagement into skills development and improved labour-market outcomes, even under
challenging conditions. Over a two-year period, a total of 3,617 unemployed individuals were eligible
to participate in the programme. Of these, 1,050 engaged with the PES, marking the first step in a
gradual narrowing of participation. Nearly all who made contact - 948 individuals - completed

30 INAPP (2025). Focus GOL n. 12/2025: Programma Garanzia di Occupabilitd dei Lavoratori - Dati al 30
settembre 2025. Istituto Nazionale per I'Analisi delle Politiche Pubbliche, Rome.
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profiling and counselling and developed an IAP. From this group, 900 were referred to training, 840
received vouchers, and 781 went on to activate them. Training was structured across ten
occupational fields and followed a clear progression: participants began with basic and digital skills
before moving into more technical specialisations. In total, 501 individuals completed the full
programme, including both theoretical and practical components. Of these, 466 obtained
certification, noting that not all certification schemes were available during the implementation
period. Ultimately, 78 participants transitioned into subsidised employment. Overall, the
programme reached about 26% of the eligible population, a relatively modest take-up rate. However,
among those who entered training, completion rates were strong: around 65% successfully finished
their programmes. This performance is notable in the Greek context, where average completion
rates rarely exceed 60%, and especially given the disruption caused by the COVID-19 pandemic
during 2020-2021. Completion rates were particularly high among lower-educated participants.
Skills outcomes were even more encouraging: more than 90% of trainees completed basic skills
training, and around 65% completed technical skills training, with participants reporting substantial
improvements in basic, digital, and technical competencies. Employment effects, while limited, were
measurable. Most of the pilot’s target group did not fully integrate into the labour market during the
observation period. Nevertheless, participants consistently outperformed non-participants. About
30.4% of participants were employed at some point after unemployment, compared with 14.9% of
non-participants and 19.7% of all eligible individuals. In October 2020, 16.9% of participants were
employed, versus 9.9% of non-participants and 12.1% overall. Correspondingly, unemployment rates
in October 2020 were lower among participants (64.8%) than among non-participants (71.6%) and
the eligible population as a whole (69.5%).

As mentioned in the second outcome identified, also the Spanish initiative Barcelona Activa-
Cibernarium successfully reaches vulnerable populations. There is, indeed, the removal of financial
and physical obstacles through free, neighbourhood-based training, ensuring equitable access.
Moreover, integrated, personalised interventions - offering mentoring, flexible timetables, and
supportive guidance - build participants’ autonomy, self-confidence, and capacity to navigate digital
tools. Vulnerable adults progressively acquire digital literacy, gain confidence in using technology
for both everyday life and employability purposes, and show high engagement and retention in
basic ICT training programmes. Between 2010 and 2019, Anteneus-based activities reached over
110,000 participants, with women comprising 67% of users, older adults over 55 accounting for 64%,
and unemployed individuals representing 33%, demonstrating the programme’s ability to reach
diverse and socially disadvantaged populations. In addition, the initiative’s effects are particularly
visible among the programme’s priority inclusion groups - women, unemployed and low-skilled
adults, migrants, and older participants - who show improved confidence, higher retention rates,
and more sustainable integration into training and employment trajectories. This is reflected in the
composition of Cibernarium’s user base and the differentiated targeting of its services. Women
represent the majority of participants overall (55.7% by 2020), account for 67% of users in basic
digital training, and are explicitly prioritised within the IT Academy to address their under-
representation in highly technical fields®'. Unemployed - 33% of Anteneus users - and low-skilled
adults benefit from intensive and accelerated upskilling pathways designed to facilitate labour
market re-entry2. Older adults and retirees - 64% of basic training participants and 41% retirees -
engage through Anteneus-based provision that supports digital autonomy in everyday life 3.

31 Barcelona Activa-Barcelona City Council (2020). 20 years of Cibernarium. Retrieved from
https://www.barcelonactiva.cat/documents/20124/259800/20years Cibernarium ENG.pdf/8aef44fd-bf7b-
b910-5794-733e29bca0d7?t=1602683115530

32 |bid.

3 Ibid.
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Migrants are also identified as a key target group for digital skills development, while youth and
children are addressed through the STEAM Barcelona plan, which promotes scientific and
technological vocations among students, teachers, and families. At a programme level, the
consistent reach and sustained engagement of these groups demonstrate how personalised
accompaniment, mentoring, and flexible training formats are effective for reducing gender gaps,
improving completion outcomes, and strengthening Cibernarium’s role as an inclusive digital skills
platform.



D.2.1: Ten (2X5) in-depth case studies

6 Lessons learned from the comparative analysis

The comparative analysis of the ten case studies, conducted using a realist-informed approach,
highlights a set of recurring patterns emerging from the interaction between policy design choices,
implementation mechanisms and contextual features across the participating Member States. These
patterns help explain why similar skills-matching interventions may produce different effects
depending on context, and how specific combinations of conditions and mechanisms can enable or
constrain their effectiveness.

Rather than focusing on individual interventions, this section synthesises cross-cutting findings to
illustrate how policies and programmes interact with national, sectoral and territorial skills
ecosystems, and under which circumstances they are more likely to generate positive outcomes. The
analysis confirms that mechanisms associated with successful outcomes are highly context-
dependent, closely linked to governance arrangements, institutional capacity, stakeholder
engagement and delivery models. At the same time, common challenges emerge where
misalignment between design, implementation capacity and contextual conditions limits impact.

To support interpretation of the lessons learned, Table 1 summarises the core Context—-Mechanism—
Outcome (CMO) patterns recurring across the ten case studies. The table provides a synthetic
overview of how key contextual conditions interact with specific mechanisms to generate observed
outcomes and serves as a reference point for the discussion of enabling and hindering factors that
follows. The full set of CMO configurations identified in the individual case studies is presented in
the Appendix to this report.

Table 1: Core Context-Mechanism-Outcome patterns across case studies

strategic inter-institutional e  Strengthened coordination and
coordination, facilitation and governance coherence

e  Governing complexity: e
fragmentation and the

structuring of cooperation

Institutional capacity and system
development

Data and information systems

Structural labour market
pressures and access barriers

Source: Authors’ analysis

alignment

institutionalisation of evidence
and skills intelligence

professionalisation of staff and
providers through shared
standards, tools and training

behavioural change triggered by
relational recognition and
person-centred engagement

Strategic incentives: mechanism
for motivation and behavioural
alignment

Improved alignment between
training and labour-market needs

Increased legitimacy and
(political) salience of skills and
ALMPs

Improved employability and
social inclusion of target groups

To further unpack the patterns summarised above, the following figures present three illustrative
Context—Mechanism—Outcome (CMO) configurations, showing how key mechanisms operate within
specific contextual conditions to generate outcomes observed across multiple cases.
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Figure 1: lllustrative CMO configuration
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6.1 Enabling factors: what works

The comparative synthesis of the ten case studies identifies a set of enabling factors that consistently
support the effectiveness and sustainability of skills-matching initiatives across diverse national and
sectoral contexts.

Strong partnership-based and place-sensitive approaches

Effective interventions are typically grounded in multi-actor partnerships bringing together public
authorities, employers, training providers, social partners and, in some cases, civil society
organisations. These partnerships facilitate alignment between training provision and labour market
demand, mobilise complementary resources, and create direct or indirect employment pathways.
Place-based configurations—particularly at city or local level—enhance responsiveness to territorial
labour market needs, strengthen trust among actors and improve outreach to beneficiaries. Internal
champions within public administrations often play a critical role in navigating bureaucratic
processes and sustaining implementation.

AR
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Clear strategic anchoring and institutional legitimacy

Initiatives embedded within national or regional strategies benefit from clearer mandates, stronger
legitimacy and better alignment with broader reform agendas. Strategic anchoring supports policy
coherence, facilitates coordination across institutions and enhances sustainability beyond pilot
phases. Alignment with European frameworks and priorities—such as the digital and green
transitions—further reinforces credibility, comparability and policy relevance.

Stable governance structures combined with trust-based coordination

Across cases, formal governance arrangements (such as alliances, councils, networks or national
frameworks) provide continuity, legitimacy and structured spaces for coordination. Their
effectiveness is reinforced by informal mechanisms including long-standing relationships, regular
interaction and mutual trust among stakeholders. Even in the absence of legally binding
commitments, these trust-based dynamics foster shared ownership, continuity over time and
collective problem-solving capacity, particularly in response to external shocks or unforeseen
implementation challenges.

Co-creation and active stakeholder engagement

Interventions that systematically involve stakeholders in design, implementation and feedback
processes tend to generate more relevant and usable outcomes. Co-creation with participants
enhances engagement and responsiveness to needs, while employer and sectoral involvement
ensures occupational relevance. Structured feedback mechanisms and consultation processes
strengthen legitimacy, support mutual learning and increase the likelihood that outputs are
integrated into existing policies, instruments or practices.

Robust methodological foundations and embedded quality standards

High-performing initiatives rely on clear methodological frameworks, transparent procedures and
embedded quality assurance mechanisms. Structured programme designs support learning
progression, while quality standards for content, delivery and staff contribute to consistency and
effectiveness. Methodological credibility strengthens trust among stakeholders, supports evidence-
based decision-making and facilitates replication or scaling of successful approaches.

Integration of evidence, tools and implementation instruments

Effectiveness is enhanced where skills intelligence is directly linked to implementation
mechanisms. Connections between diagnostic tools, profiling systems, training databases,
qualifications frameworks and funding instruments help translate evidence into action, improve
targeting and inform programme prioritisation. Such integration increases the likelihood that insights
lead to concrete adjustments in training provision and policy design.

Digitalisation as an enabling infrastructure

Digital tools play a key enabling role when designed around user needs. Interactive dashboards,
digital platforms and information systems increase accessibility of data, improve transparency and
monitoring, reduce administrative delays and support system-level learning. Progressive
improvement of digital infrastructures over time reflects adaptive capacity and contributes to more
effective and efficient delivery.

Flexibility and individualisation of pathways

Successful interventions balance structured frameworks with flexible delivery models. Individual
profiling, modular curricula and adaptable access conditions allow programmes to respond to
heterogeneous needs and starting points. Reducing administrative and practical barriers—such as
rigid eligibility criteria, scheduling constraints or language requirements—significantly improves
participation, particularly for vulnerable or hard-to-reach groups.
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Investment in evaluation, learning and adaptive capacity

A strong focus on monitoring, evaluation and learning supports both accountability and continuous
improvement. Initiatives that systematically collect and use evidence are better positioned to
demonstrate impact, adapt to changing conditions and scale or transfer effective elements.
The ability to reuse tools, systems and methodologies across programmes strengthens resilience and
long-term effectiveness.

Professional capacity and diversity within implementing organisations

Finally, organisational capacity matters. Skilled and stable staff operating within communities of
practice or professional networks contribute to consistent and high-quality delivery. Diversity within
teams, including lived experience relevant to target groups, enhances empathy, trust and the
relevance of support provided.

6.2 Cross-cutting hindering factors affecting success

While the case studies highlight multiple enabling conditions, the comparative analysis also reveals
a set of hindering factors emerges that constrains the activation of intended mechanisms and,
consequently, the achievement of desired outcomes. These factors are not isolated implementation
issues, but rather reflect recurring structural, institutional and contextual conditions within which
programmes operate. When these conditions are present, they limit the capacity of otherwise well-
designed interventions to generate sustainable labour market and skills outcomes.

Limited administrative and organisational capacity

A recurrent constraint concerns limited administrative and organisational capacity among
institutions responsible for programme design, coordination and delivery. This appears evident in
shortages of qualified staff, uneven skill levels among practitioners, and limited exposure to data-
driven, personalised or innovative service models. In several contexts, newly introduced tools and
approaches were implemented in organisations whose staff had received minimal training and were
required to learn “on the job”, reducing consistency and quality of delivery.

Capacity constraints are compounded by high staff turnover and frequent changes in leadership,
which disrupt continuity, weaken institutional memory and slow learning processes. Where
organisational cultures remain strongly procedural, the uptake of new practices is further
constrained, even when formal guidelines and tools are available. From the analysed case studies it
emerges that these conditions limit learning, professional judgement and adaptation mechanismes,
reducing programmes’ ability to tailor services to diverse needs or to respond effectively to changing
labour market conditions.

Institutional fragmentation, governance complexity and data-system incoherence

Across the initiatives analysed, programmes operate within fragmented institutional landscapes
involving multiple actors, administrative levels and policy domains. While such plurality reflects the
complexity of labour market and skills systems, it also creates coordination challenges, overlaps and
gaps in responsibility. Divergent mandates, incentive structures and organisational cultures hinder
the development of shared priorities and coherent implementation pathways.

This fragmentation is closely linked to incoherent data ecosystems. Programmes rely on multiple
administrative, survey-based and provider-generated data sources that are often weakly
interoperable, uneven in quality and subject to delays. Information systems developed
independently across institutions or regions struggle to exchange data in real time, limiting the ability
to track participants, monitor progress and assess outcomes consistently. These conditions weaken
coordination: even where solid evidence exists, it does not always circulate effectively or inform joint
action, reducing the likelihood of system-level coherence and sustained impact.
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Resource constraints and sustainability risks

Resource constraints constitute a structural barrier across programmes analysed. Many initiatives
operate under conditions of limited or unstable funding, dependence on time-bound project
financing, or reliance on individual commitment rather than institutionalised support. Human
resource constraints are particularly evident, with insufficient staffing levels and difficulties in
attracting or retaining qualified personnel limiting delivery capacity.

These conditions generate sustainability risks. Short-term funding discourages long-term planning,
investment in capacity building and the consolidation of new practices. Even where programmes
demonstrate early successes, uncertainty about future resources undermines incentives for full
engagement and scaling. Weak commitment and investment mechanisms reduce the likelihood that
innovations become embedded in routine practice or produce durable outcomes beyond the lifespan
of specific funding instruments.

High administrative burden and procedural rigidity

A further cross-cutting hindering factor is the high administrative burden associated with programme
implementation. Complex procurement rules, lengthy accreditation processes, detailed reporting
requirements and multi-layered approval procedures consume significant organisational resources.
While intended to ensure accountability, these procedures often slow implementation, delay service
delivery and reduce operational flexibility.

Procedural rigidity also limits responsiveness to emerging needs. Programmes face difficulties
adjusting curricula, service models or target groups within rigid regulatory and administrative
frameworks, particularly in rapidly changing labour market contexts. Excessive bureaucratic load
inhibits adaptive and problem-solving mechanisms, shifting organisational focus from learning and
improvement towards compliance and risk avoidance.

Social, cultural and behavioural barriers among beneficiaries and employers

Finally, programmes consistently encounter social, cultural and behavioural barriers that constrain
participation and outcomes. Among beneficiaries, these include low self-confidence, limited digital
skills, negative perceptions of training or lifelong learning, gender-related care responsibilities,
age-based stereotypes and psychological barriers linked to previous exclusion from education or
employment.

On the demand side, weak employer engagement reflects limited trust in public institutions,
perceptions of administrative burden, and structural labour market constraints. In contexts of
weak labour demand, employer participation and hiring outcomes remain limited regardless of
programme quality. These conditions hinder motivation and engagement, meaning that available
services do not consistently translate into sustained employment or skills utilisation.
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Appendix - CMO configurations resulting from the realist evaluation of the case
studies

Germany
Alliance for Initial and Further Training

1.

In a context characterised by a corporative vocational education and training (VET) system, with
a long-standing tripartite tradition and institutionalised coordination across federal and regional
(Lander) levels (C), the establishment of a permanent multi-stakeholder platform governed
through soft “orchestration” processes - convening key actors, articulating shared priorities, and
coordinating voluntary commitments (M) - contributes to sustained national-level political
attention to VET and to its legitimation and framing as a strategic component of economic
competitiveness and skilled labour supply (O).

In a context where key VET stakeholders have prior experience of cooperation and where
participation in Alliance working structures is characterised by limited turnover (C), regular
interaction within a stable Working Committee and thematic groups (M) builds trust-based
relationships and informal commitment, enabling coordinated problem-solving across diverse
institutional interests (O).

In a governance context characterised by strong Lander autonomy, decentralised responsibility
for VET implementation, and significant regional variation in labour market needs and
institutional arrangements (C), the Alliance’s role as an inclusive coordination forum linking
federal and regional actors and addressing system-wide skills challenges through non-hierarchical
collaboration (M) enables the diffusion and scaling of concrete initiatives while allowing
adaptation to diverse regional contexts and labour market conditions (O).

In a governance context characterised by a highly institutionalised and multi-layered VET
governance system, with already established arenas for coordination and formal decision-making
structures (C), reliance on non-binding declarations, endorsement of existing initiatives, and
reputational incentives for cooperation (M) tends to produce incremental improvements and
system stabilisation rather than transformative reform, contributing to cumulative but difficult-
to-attribute outcomes (O).

ReDI School of Digital Integration

1.

In a context where Germany faces ICT labour shortages while refugees and migrants struggle to
enter the labour market due to limited qualifications and unrecognised credentials (C), co-
creative partnerships between ReDI School, learners and companies trigger mechanisms of
shared curriculum development, industry-relevant teaching and mutual problem-solving (M),
leading to improved digital skills, recognised certifications, and increased employability
prospects for learners (O).

In a context where newcomers lack professional networks and struggle to access employers (C),
ReDl’s partnerships with companies and volunteers create opportunities for informal contact,
mentoring, and exposure to real workplaces, enabling learners to understand labour-market
expectations and build social capital (M), which increases access to internships, referrals and
employment opportunities (O).

In a context where refugees and migrants often experience social isolation, low confidence, and
limited language proficiency (C), ReDI’s welcoming community and co-creative approach foster
belonging, mutual trust and sense of agency (M), resulting in higher self-esteem, deeper
engagement, and increased social integration within the school and beyond (O).

In a context of rapid technological changes and evolving labour-market demands (C), ReDlI’s
partnerships with companies activate resource mobilisation and knowledge transfer (M),
enabling programme sustainability, continuous adaptation - including Al integration - and long-
term expansion (O).
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Greece

Mechanism of Labour Market Diagnosis

1.

In a context of limited actions taken to strengthen skills development (C), the Mechanism of
Labour Market Diagnosis consolidates multiple datasets into a single and user-friendly evidence
base that simplifies interpretation and reduces information uncertainty, prompting stakeholders
to trust the insights, perceive them as useful, and incorporate them into decision-making (M),
which results in better alignment of ALMPs and VET provision with real skills demand (O).

In a context of fragmented labour market governance, weak stakeholder collaboration, limited
partners’ engagement, and overlapping institutional mandates (C), the Mechanism of Labour
Market Diagnosis introduces participatory processes - such as focus groups, surveys,
consultations, and usability evaluations - creating spaces for sharing feedback and joint
interpretation. These processes build trust, enhance mutual understanding, and encourage
actors to recognise the value of shared labour market intelligence (M), leading to wider uptake
of outputs and more coherent use of evidence by VET providers, policymakers, social partners,
and employers (O).

In a context of unstable resources, frequent administrative changes, and reliance on external
funding (C), the Mechanism of Labour Market Diagnosis introduces the beginning of a process
for more stable staffing, secure funding, and political support (M), enabling the development of
a process for sustained production of high-quality labour market intelligence, proactive
identification of emerging skills trends, and systemic adoption across ministries, social partners,
and training providers (O).

Elefsina Pilot

1.

In a context of long-term unemployment, low institutional trust, and a rigid PES structure (C),
structured profiling and personalised counselling make jobseekers feel recognised and guided
rather than administratively processed (M), leading to high initial engagement, motivation, and
sustained participation in training but limited long-term individualised follow-up (O).

In an institution undergoing reform under strong political pressure but with fragmented
information systems and limited digital maturity (C), the introduction of integrated digital tools
and coordinated programme design enables organisational learning and evidence-based sense-
making among PES staff (M), leading to improved implementation capacity and validation of
integrated ALMPs but only partial and unstable institutional transformation over time (0O).

Italy
GOL Programme - Workers’ Employability Guarantee Programme

1.

In a context of long-standing territorial fragmentation and weak national steering within a
decentralised governance system (C), the introduction of national Essential Levels of
Performance (LEPs) and shared operational tools under strong PNRR conditionality (M) increases
coherence and accountability in active labour market service delivery, while regional disparities
persist (O).

In a context where active labour market policies (ALMPs) have often been implemented through
disconnected, short-term programmes with limited institutional legacy (C), the combination of
unprecedented PNRR funding, EU-level conditionality, and clearly defined milestones and targets
(M) enables a shift towards a systemic reform of the activation system, resulting in the large-
scale enrolment of beneficiaries alongside durable changes in governance arrangements,
operational standards, and institutional capacities (O).

In a context where Public Employment Services (CPls) alone lack sufficient capacity to deliver
personalised services at scale (C) the structured integration of accredited private providers
within a nationally coordinated framework (M) expands delivery capacity and diversifies service
provision, contributing to rapid programme scaling and increased activation rates (O).
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In a context of historically passive income support schemes and weak activation requirements
(C), the introduction of benefit conditionality for beneficiaries together with strong PNRR
performance monitoring for institutions (M) supports high levels of programme enrolment and
rapid implementation at scale, while also generating performance pressures that shape how
activation pathways are operationally prioritised (O).

In a context characterised by a long-standing tradition of public-private collaboration in labour
market and training policies, established regional coordination procedures, and the availability
of interoperable digital systems (C), the use of skill-gap analysis tools, real-time information on
training provision, and coordinated multi-level governance arrangements (M) supports the
delivery of personalised pathways and large-scale activation, contributing to high target
achievement and a substantial expansion in the volume of personalised services delivered (O).
In a context characterised by structured social dialogue and established industrial relations
practices (C), embedding active labour market policies within corporate crisis management
procedures (M) leads to growing acceptance of activation measures among stakeholders and
their increasing inclusion in negotiated restructuring processes, alongside closer operational
collaboration between public employment services and private operators (O).

ReMAP - Metropolitan Network for Lifelong Learning

1.

In a context of multi-level policy alignment on lifelong learning and a long-standing tradition of
participatory governance in Bologna, yet characterised by a plural ecosystem of diverse actors
that can challenge coordination (C), the adoption of the “dialogical approach” rooted in Emilia-
Romagna’s participatory culture nurtures mutual trust, role recognition, and constructive
exchange among heterogeneous actors with different roles and mandates (M), leading to the
consolidation of a metropolitan ecosystem for lifelong learning characterised by a defined
internal governance structure, coordination mechanisms, and a shared political orientation (O).
In a context of ongoing multi-stakeholder engagement and established inter-professional
cooperation (C), the development of an intermediate coordination function that connects
strategic orientations with operational practices - expressed, for example , through the
Intermediate Operational Body - (M) fosters alignment of goals, joint problem-solving, and
shared interpretation of policy principles, leading to strengthened trust, dialogue, and shared
knowledge and working methods among diverse providers involved in lifelong learning (O).

In a context where lifelong learning is still culturally associated with “second-chance” education
and formal pathways dominate recognition systems (C), the inclusion of volunteering and civil
service actors within governance and pilot initiatives (M) contributes to the gradual legitimation
of non-formal and informal learning as meaningful sites of competence development (O).

In a context characterised by a dense but fragmented lifelong learning landscape, with multiple
entry points and systemic complexity for users and practitioners (C), the development of shared
mapping tools, common reference frameworks and coordinated information practices at
metropolitan level (M) contributes to emerging improvements in system navigability and
orientation capacity, primarily reflected in stakeholder perceptions and intermediate
coordination effects rather than consolidated user-level outcomes (O).

Poland

Human Capital Balance & Sectoral Human Capital Balance

1.

In a context characterised by persistent skills mismatches, rapid structural change and
fragmented labour-market information (C), long-standing, cyclical and methodologically
consistent skills-monitoring system anchored in a stable public—academic partnership (M)
contributes to the institutionalisation of skills intelligence shared and expected reference
framework for policy design, sectoral coordination and strategic discussion (O).

In a context where national-level skills data are often perceived as too general for operational
decision-making and sectoral capacities vary significantly (C), the introduction of sector-specific
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monitoring combined with stakeholder co-creation through BBKL modules (M) contributes
differentiated and uneven uptake of skills intelligence, with more actionable use of skills
intelligence within organised sectors, while leaving gaps in less structured ones (O).

In a context where evidence alone rarely triggers behavioural change among employers or
training providers due to capacity and incentive constraints (C), the embedding of skills
intelligence within existing policy instruments and implementation platforms such as the
Development Services Database (BUR) and sectoral councils (M) contributes to indirect but
observable alignment between training provision, funding priorities and identified skills needs
(0).

Sectoral Skills Councils (SRKs)

1.

In a context characterised by persistent skills shortages, strong sectoral differentiation, and
limited availability of granular labour-market intelligence (C), the establishment of Sectoral Skills
Councils producing sector-specific analyses and competency diagnoses through structured
stakeholder involvement (M) contributes to improved awareness, shared understanding, and
visibility of current and emerging skills needs within sectors (O).

In sectors where employers, training providers and public institutions are brought into
structured, repeated dialogue (C), participatory co-creation of recommendations through
Sectoral Skills Councils (M) builds ownership and legitimacy of proposed solutions, increasing the
likelihood that training offers, curricula and qualification updates align with validated sectoral
needs (0).

In a context where sector-specific skills intelligence can be connected to established national
instruments such as the Integrated Qualifications System, the Development Services Register
and ESF-funded programmes (C), the translation of sectoral evidence into procedurally
compatible recommendations, combined with their institutional embedding and stakeholder-
based legitimisation (M), contributes to selective but tangible adjustments in training provision,
qualification updates and the targeting of public interventions (O).

Spain
COE Network - National Programme for Career Guidance and Employment Training

1.

In a highly decentralised National Employment System characterised by autonomous regional
Public Employment Services and historically fragmented, unsystematised cooperation (C), the
formal systematisation of collaboration through mandatory planning instruments and
permanent technical coordination spaces (PAFED and the COE Centres) restructures voluntary
cooperation into rule-based professional interaction (M), leading to increased institutional
cohesion, standardised planning practices, and sustained collaborative governance across the
SNE (0).

In a context where regional innovation existed but lacked methodological consistency and
structured channels for national learning (C), the COE network provides a standardised,
externally validated evaluation framework, which prompts regional actors to align their
innovations with national quality criteria and submit them for validation (M), leading to the
systematic identification, adoption, and scaling of effective interventions across the SNE (O).

In a context where regional Public Employment Services operate with significant autonomy (C),
linking the fulfilment of objectives defined in the Annual Work Plans (PAFED) to the subsequent
allocation of financial resources, triggers regional actors to prioritise measurable outcomes and
align their programmes with national standards (M), leading to strengthened results-based
accountability and increased compliance with common objectives (O).

In a context of dispersed digital information and high search costs for both professionals and end
users (C), the integration of shared digital infrastructures - namely SISPE, the COE professional
tools, and the citizen-facing portal - centralises, validates, and standardises information (M),
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leading to improved transparency, professionalisation of services, and enhanced access to
reliable guidance and upskilling opportunities for end users (0).

In a context of heterogeneous professional practices (C), the establishment of a jointly designed,
permanent training plan for SNE professionals - covering technical competencies, gender
mainstreaming, and intervention with priority collectives - provides shared tools, language, and
standards (M), leading to increased professional cohesion and standardised service quality
across the National Employment System (O).

Barcelona Activa — Cibernarium

1.

In a context of acute digital talent shortages and strong employer demand for advanced digital
skills in Barcelona’s ICT-intensive economy (C), the delivery of high-quality, practice-oriented and
industry-aligned bootcamps generates employer confidence in graduates’ job-readiness
through targeted curriculum alignment and direct company involvement (M), leading to
accelerated hiring, changes in recruitment practices, and high-quality job insertion for IT
Academy participants (O).

In a context of territorial digital exclusion among vulnerable adults (C), proximity-based delivery
through neighbourhood centres, combined with flexible access procedures, fosters trust and
encourages sustained participation (M), leading to increased digital autonomy, enhanced
confidence, and high engagement in basic digital training (O).

In a context of compounded non-skill barriers such as low self-confidence, gender stereotypes,
and work-life balance constraints (C), personalised accompaniment, mentoring, and flexible
training formats enhance participants’ self-efficacy and sense of agency (M), leading to higher
completion rates, reduced gender gaps, and more sustainable socio-labour integration (O).
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