SESA - Cooperation with Local Level Businesses
Effective cooperation of the SESA Regional Centres with the local employers will be crucial for a successful establishment of a public employment service in Georgia. The TA project supports the goal of embedding the cooperation of SESA Regional Centres with the private sector at the local level in the larger context of working with all stakeholders. Activity 4.1.4 of the project Develop an implementation strategy for improving links with local employers/companies as well as local governments in the regions addresses this task. Depending on the specific situation these stakeholders can also include trade unions, NGOs, tripartite bodies etc. in addition to local governments. Provided that sufficient commitment can be mobilized one or two pilots for Local Partnerships for Employment could be launched with the purpose of countrywide replication.
Preconditions
The only way to establish a mutually trustful and productive cooperation between the public employment service and local businesses and the private sector is to provide them with suitable applicants for their vacancies. If employers do not find this kind of support, they will regard contacting the PES as a waste of time. If they do not see an advantage in cooperating with the employment office, they will not be interested in applicants sent by the SESA or even regard them with distrust. 
Requirements for mediation of jobseekers into vacancies
Strengthening the mediation function requires the development of necessary knowledge, skills and attitudes of SESA staff at both central and local level from the start of its work.
1.	Knowledge
Fundmental for placing jobseekers is a professional profiling of potential applicants for the vacancies and a thorough knowledge of the local labour market and the skills need of the employers. This will be mainly the task of the Employment Specialists who are the first contact person for job seekers. With respect to mediating job seekers into vacancies profiling serves the purpose of identifying most suitable and motivated job seekers for the services demanded.
The quality of profiling carried out by the Employment Specialists, combined with their understanding of the regional or local labour market, are crucial. It is of utmost importance that Employment Specialists have both sides of the labour market in view. At the same time, Career Guidance Specialists need also to be aware of the skills needs of the employers to be able to advise their clients or to channel them into suitable ALMP measures. For this, they depend on the quality of information gathered by the Employment Specialists.
With respect to the available work force good knowledge of the local labour market, available skills, and which skills to be developed through training measures is required. This means to know the regional/local key employers and establish regular exchange of information. This exchange of information will help to understand the skills needs of local employers. The better informed the PES is about employers’ needs, understand precisely the skills demanded in vacancies, the fewer problems will be in communicating with them. Since not all companies can be covered with the same intensity, in particular not with the small staff of the SESA, it will be necessary to focus on the most important employers with respect to employment (sector or size).
2.	Skills
Useful practical information on the specific technical skills required for a fruitful cooperation with the local businesses can be found in the manual for the Training Course Working with Employers by the Twinning Project Capacity Building of the ESS. This need not be repeated here.
3.	Attitudes
The most important attitude and motivation of SESA staff will be to actively and regularly communicate with the employers and not wait for them to contact the employment office. (Usually, they won’t.) While it is important to move from a jobseeker-led approach to a more employer oriented approach it must be avoided that a lop-sided employer-led approach favours the easy to employ job seekers (Groups 1 and 2) which leads to a creaming effect and thereby lowers the net effect of mediation. Hence, it is important that the staff of the employment offices stay aware of the disadvantaged jobseekers (Groups 3 and 4), find ALMP measures or vacancies for them. To improve the cooperation with the enterprises, it will also be necessary to carry out tracer studies, both of placed applicants and of participants in ALMPs.
Establishing good working relationships with the private sector also requires the capability of dealing with reservations based on an ideological bias against state activities. In many cases, however, the reluctance to work with the public employment service results from disappointing experiences with proposed applicants which caused a negative perception of the institution and poor reputation of its clientele. These obstacles can only be overcome through the quality of work, as mentioned above, and not through PR measures alone.
Tools
1. The planned upgrading of the WorkNet needs to make it easy for companies to announce their vacancies. There is a comprehensive debate going on in a larger context under Component 5, so it is not necessary to go into further detail in this paper. The envisaged development of the WorkNet should also be harmonised with general approaches to develop e-government tools in Georgia.
[bookmark: _Hlk38525941]There is a consensus on the need for removing technical barriers to the WorkNet’s enterprise portal. As emphasised in the Feasibility Study Report on Establishing a Data Warehouse (February 2020) by the KE Claus Møller, only an insignificant proportion of the reported vacancies are currently registered in the Worknet database. A serious obstacle is the fact that the initial log-in to the system is only allowed to the owner or CEO of the enterprise by using his / her PIN as user ID. Whilst this authority thereafter can be delegated, HR managers might be reluctant to approach the owner of a business to carrying out this first essential step. Consequently, a lot of vacancies are submitted via email to the SESA and mediations are done outside the Worknet using spreadsheet or SMS.
2. Nevertheless, electronic services cannot completely substitute face-to-face contacts. Therefore, more traditional tools need to be applied as well. Especially the current activities like organising job fairs, holding events with employers conducting info tours etc. should be intensified and, where necessary, improved. Regular visits to enterprises are time-consuming and possibly expensive, but they also the most effective traditional way build up trust. Phone calls are useful as well, but only when relevant information is to be exchanged.
Division of mediation tasks at the Regional Centres
The current staffing plan of SESA does not foresee the special function of an Employment Agent dealing exclusively with the employers as it was defined in the NSM framework and existed in some previous ESS offices. However, as it is not known to the project which functions the recently allocated 7 Senior specialists are supposed to execute, the following considerations might need to be adjusted.
Due to the limited number of staff in the Regional Offices it is worthwhile to consider working without a separate position whose sole responsibility it is to keep contact with employers and search for vacancies. This is obvious for the smaller ones with less than 5 employees.[footnoteRef:1] At the beginning it might be more effective to have Employment Specialist with a general understanding of all activities linked to job matching and vacancy filling. Therefore, regarding cooperation with the local employers their role becomes crucial and also demanding. [1:  Besides that, in the smaller offices overlapping of tasks cannot be avoided with respect to an even distribution of workload between the staff members. This issue needs to be clarified in the context of institutional development.] 

This approach further implies that Employment Specialists not only collects information about vacancies but also about possibilities for ALMP measures (e.g. internships, subsidized work for vulnerable groups or (re)-training for a specific position in a company) and informs also the Career Counseling Specialist as well as the Supportive Employment Consultant. Moreover, the Employment Specialists should collect feedback from the employers regarding the proposed job applicants and placements. They should also trace the employment history of their clients.
The separation of the tasks of Employment Agents and Employment Specialists can impede the mediation process by disconnecting supply and demand side if the transfer of information between the two functions is not well established. This approach, therefore, requires a well-functioning interface, internal cooperation, and knowledge exchange between the staff members to ensure a high quality of matching. This issue has to be further discussed in the broader context of institutional development for the SESA. 
Need for overall guidance by central level
The task of working with the local private sector cannot be fulfilled effectively without guidance form the central level. The SESA implements the government’s employment and labour market policy, and employment offices at the regional level need to align their work with the overall strategic goals. The knowledge of what is relevant for the country and the entire economy cannot be derived from the local point of view. These macroeconomic issues explain why a public employment service has a role to play that cannot be brought about by private job agencies which are exclusively focused on the demand of individual businesses.
Therefore, the Division of Job Seekers and Employers Searching and Registration within the Employment Promotion Department, to which the Regional Offices report, needs to provide guidance on priority regions, relevant sectors, national key employers, structure of businesses according to size and relevance within their sector. This support should be based on prognoses of overall economic trends as well as support with prognoses of the regional labour market.
Capacity building
The topics above will be addressed in the initial basic training under Output 4.3 but need to be enhanced by follow-up training courses based on the results of the assessment of NSM implementation (Activity 4.1.1). The advanced training will also make use of the already existing training manual Working with Employers by the Twinning Project Capacity Building of the ESS.
