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One in five young people
under the age of 25 who are
willing to work cannot find a
job. Policymakers know that—
without acting today—they risk
watching a whole generation
of young people suffer from
macroeconomic conditions and
policy decisions that are not of
their making. Europe’s public
employment services (PES) are
at the heart of much-needed
corrective action.
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The global financial crisis has given way to acute economic
uncertainty and a prolonged crisis of jobs and growth in
Europe. One in five young people under the age of 25 who
are willing to work cannot find a job.1 Policymakers know
that—without acting today—they risk watching a whole
generation of young people suffer from macroeconomic
conditions and policy decisions that are not of their making.
For governments, citizens and businesses, the cost of
inaction is unthinkable.
Europe’s public employment services (PES) are at the heart
of much-needed corrective action. Yet their role is shifting
in response to immediate labor market challenges and to
profound long-term trends such as demographic change
and rising skills needs that are reshaping Europe’s political

economy. This briefing paper explores emerging shifts in the
PES role, details how PES are transforming to address the
changing labor market, and reveals essential PES capabilities
to deliver employment services for the future.
The current paper serves as a preview to the key themes
and topics on the European agenda and provides highlights
of the observed trends, and presents thought-provoking
questions for PES leaders, national policy makers and the
European Commission to consider. The full paper, which
follows the European Centre Roundtable, will include
excerpts of interviews from PES across Europe, Accenture
research, our global employment industry experts and
academic colleagues.

Europe’s employment and skills challenges
As noted, short- and long-term challenges are driving profound change in Europe’s labor markets. Proactively managing
their impact is fundamental to the sustainability of the continent’s labor markets—and to the effectiveness of short-term
crisis response. The risk of responding in the wrong way is substantial. As such, governments must respond with increasing
focus—deploying resources and expertise against three core challenges (see Figure 1).
Figure1: Three challenges facing public employment services2
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Implications

Long-term Impact
of Demographic
Change

Mismatch Between
Geographical Supply
and Demand of Jobs
and Skills

• There is a need to create a
productive and fluid labor force
across the generations by
reassessing the boundaries
between education, employment
and retirement.
• There is a need to promote
lifelong learning through virtual
and digital skills development
programs.

• At a European level, despite
weakness in the labor market,
there is a dislocation of jobs and
skills availability.
• The necessary enablers that
allow labor and skills mobility
across the continent, for
instance, a recognition and
adoption of qualifications, are
not fully in place.
• There is a lack of anticipation of
future skills and the link between
education and employment.

Lack of Competitiveness
and Lagging Labor
Productivity

• Europe needs to regain
economic competitiveness in
the global market.
• There is a lack of coordinated
action at government and
employer levels.
• There are significant
opportunities to raise the
human capital through
innovation and new
technologies.
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DID YOU
KNOW?
Long-term Impact of
Demographic Change
• Employment rates for older workers
remain very low in many member states.
Only three out of 10 of those in the
pre-retirement age cohort (60–64) in
the EU27 are in employment.3 Between
1995 and 2030 the proportion of the
labor force made up of 45- to 59-yearolds is projected to increase from 25.6
percent to 31.8 percent in the OECD as
a whole.

Rethinking the
role of the public
employment service
We have seen how a set of acute
challenges for governments—
demographic change, the dislocation
of skills and jobs and lagging labor
productivity—are forcing policy makers
to rethink operational paradigms.
The role of the PES will be vital in
correcting these imbalances and
creating more efficient labor markets.
While the diverse socio-political
context across member states may
weigh in on the behaviors and
roles for PES, the current economic
strife have pulled policy makers
together with a sense of common
purpose—to (re)create thriving labor
markets, sustainable livelihoods and a
productive economy.

Mismatch Between
Geographical Supply
and Demand of Jobs
and Skills

Lack of Competitiveness
and Lagging Labor
Productivity

• In Italy and Denmark, labor shortage
measures are relatively low but
unemployment rates remain high.
Conversely, in Austria and Malta,
unemployment is relatively low, and
there are signs of potential labor
shortages.4

• According to the OCED data in 2011,
EU workforce productivity levels still
lag the US by more than 30 percent,
hindering member states’ capacity
to shift towards truly differentiated,
higher value-added activities and
sustain economic competitiveness.

Accenture’s research titled Delivering
Public Service for the Future:
Navigating the Shifts, shows how a
combination of seismic changes in
the operating environments of public
service organizations—including
continuously rising citizen expectations
and a need for public service agencies
to be much more cost-efficient—are
forcing the world’s governments
to reassess the fundamentals of
public service provision. In line
with these findings, we envision
future employment services to be
driven by four key shifts—becoming
more personalized, insight-driven,
entrepreneurial and productive. The
implications for the role of the PES in
light of these shifts are myriad5 (see
Figure 2).

These shifts in the public service
landscape can unlock high
performance and impact for PES. Yet
to scale these fragments of innovation
and qualitatively shift toward the
employment and skills services of the
future, more insight—and action—is
needed. This includes a substantive
exploration of opportunities for
collaboration, joint action among
the PES network and an examination
of the ways that the European
Commission can foster transnational
infrastructures and coordination
among different labor market actors.
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Figure 2: Responding to structural shifts: The new face of Europe’s Public Employment Services
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From standardized to
personalized services

From reactive
to insight-driven

From public management
to public entrepreneurship

From budget cuts to
mission productivity

What does it mean for Public Employment Services?
Understanding the labor
market
• Using sophisticated labor
market intelligence tools
and processes to map
distribution of supply and
demand for jobs, as well as
skills
• Using forecasting techniques
to anticipate the needs of
the labor market in the
future
• Working with employers,
training providers and
research organizations
to create an effective
intervention plan
• Developing internal
competencies within the PES
to develop methods, tools
and analytical skills to act
on this intelligence

Understanding the customer
• Customized, tailored services
to job seekers and employers
• Segmentation, customer
insight and profiling to
target resources
• Focused interventions,
particularly around
counselling, placement and
integration services
• Effective use of active labor
market policies (ALMPs)
and personalizing these into
a ‘joint-action’ plan that
places rights and duties on
the job seeker

Understanding their own roles
• Rethinking the roles and
boundaries of the government
in providing employment
services; engaging other labor
market actors (e.g., employers,
training providers, community
networks) to enhance division
of services
• Leveraging new technology
and online service provision to
optimize deployment of public
money and shift resources to
hard-to-reach job seekers
• Within the PES, setting
performance targets that
incentivize local offices and
staff to act as stewards of the
resources and instruments at
their disposal, and take the
most effective actions

Understanding their operating
context
• Modernizing administrative
processes to maximize
efficiency and streamline
working (such as aligning ICT
& business strategy)
• Applying leading practice
techniques for organizational
processes, rationalizing the
delivery infrastructure to
enable integrated, productive
working within the PES
• Managing for outcomes and
productivity—shifting the
model toward paying for
performance based on results
(e.g., effective integration into
the job market)

Case Studies

UK’s Universal Credits program
is the most significant postwar welfare reforms program
that seeks to simplify over six
of the government’s meanstested benefits into a single,
integrated payment—with the
aim of streamlining the customer
interaction, as well as creating the
right incentives for people to get
back to work.6
6

“Universal Credit,” Department of Work and
Pension, United Kingdom, accessed December
2012, http://www.dwp.gov.uk/policy/welfarereform/universal-credit

Germany’s Labor Market Monitor
(Arbeitsmarktmonitor) provides
regional labor market actors with a
uniform database and good practice
platforms on the structure and
development potential of the region
to develop coordinated strategies
and shared solutions.7
At the EU level, investment in
initiatives such as EURES, the
European Job Mobility Portal tools,
allows a better match between
job skeers and employers, enabling
greater mobility and fluidity in the
labor market within the EU.8
7

In Denmark, the PES are forming
new services and partnerships
with employers, especially small
and medium enterprises (up to
becoming a full-service provider),
and offer all others, especially
large corporations, convenient
e-services.9 An example of those
services is the “Work – Live – Stay”
foundation10 whose purpose is to
establish the connection between
companies demanding highly
skilled employees and the supply
to secure access to a well-qualified
workforce, fostering economic
competitiveness.

“Labour Market Monitor
(Arbeitsmarktmonitor),” Federal Employment
Agency (Bundesagentur für Arbeit - BA),
Germany, accessed December 2012, http://
www.arbeitsagentur.de/Navigation/zentral/
Servicebereich/Ueber-Uns/Aufgaben/
Arbeitsmarktmonitor/ArbeitsmarktmonitorNav.html
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“The European Job Mobility Portal,”
European Commission, accessed December
2012, http://ec.europa.eu/eures

Anticipating Skill Needs of the Labour
Force and Equipping People for New Jobs:
Which Role for Public Employment Services
in Early Identification of Skill Needs and
Labour Up-Skilling?” European Commission
prepared by Danish Technological Institute,
ÖSB Consulting, and Warwick Institute for
Employment Research, March 2010.

Pole Emploiin France and
Bundesagentur fur Arbeit11 in
Germany have programs in place
to derive significant operational
cost efficiencies in their regional
and local offices. Initiatives include
Lean Six Sigma programs, shared
services, e-workflow, as well as
reforming key active labor market
instruments.12
11
Employment Centre (pole-emploi), France,
accessed December 2012, http://www.poleemploi.fr/accueil
12
Federal Employment Agency
(Bundesagentur für Arbeit - BA), Germany,
accessed December 2012, http://www.
arbeitsagentur.de

Reference: http://www.work-live-stay.dk/

5

What’s next? Core questions for Europe’s labor market actors
The future of Europe’s labor market—and the role of the PES—will evolve through deliberation, debate and a networked
approach to the challenges faced by the member states, as well as active support from the EU institutions. Moving forward,
Europe’s key labor market actors must ask some fundamental questions. These issues are the foundation of the debate
that the European Centre for Government Transformation can facilitate as a partner in the shared vision for the European
Employment strategy and the New Skills for New Jobs initiative.13 (see Figure 3).

Figure 3: The role of Europe’s labor market actors

PES
managers

PES
networks

National
policymakers

The European
Commission

PES managers are on the
front line of Europe’s jobs
crisis, with responsibility
for using the range of
available tools (especially
active labor market
policies) to make a
tangible difference in
skilling, job matching and
(re)employment in their
countries.

Strong networks and
relationships among PES
can facilitate mutual
learning, peer support and
the exchange of research,
insight and leading
practices.

National policymakers set
the macro environment
and the operating
context for the PES,
including frameworks for
performance, outcomes
and accountability.

• What mechanisms and
tools can facilitate
closer links, more
effective learning and
partnerships among
agencies?
• How can stronger
networks among PES,
research and higher
education institutions
and employers be
created and sustained
across national
boundaries?

• What key policy
reforms are needed to
empower and enable
PES to play a more
active role in creating
effective labor
markets?
• What mechanisms
(e.g., performance
management) can
help drive better
outcomes for citizens
and businesses over
the long term?

The Commission plays a
key role in creating the
infrastructures, processes
and information systems
that can enable better
national coordination
and better relationships
among the European PES
network.

• How can PES play an
active role in shaping
and orchestrating
future labor markets?
• How do PES spread
the risks and rewards
of activating job
seekers among other
actors in the labor
market?
• How can PES better
manage available labor
market information—
and what skills and
resources do they need
to need to play an
effective role in the
future?

• What further steps
can the European
Commission take to
improve jobs mobility,
employability and
sustainability of
European labor
markets?
• How can the EU
promote further
sharing of knowledge,
leading practices
and innovations
across PES clusters
that share similar
goals and market
conditions?
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Concluding remarks: Different points of departure but a new,
shared reality for the future
Europe has long aspired to be a flexible, open and vibrant regional labor market. It has focused on this—especially under the
Europe 2020 Strategy and ‘New Skills for New Jobs’ initiative—through programs to ease mobility, facilitate better skillsto-job matching across borders and develop future human capital.14, 15 This overarching ethos must adapt to a diversity of
national contexts, ranging from the liberal-market approach of the United Kingdom, to the inclusive, social democratic
approach of the Nordic states. Yet across this diversity, there is a spectrum of common activity for PES. This activity ranges
from narrow scope functionality, focusing on traditional brokerage and job-matching between individuals and employers,
to broader scope actions in which PES embrace shared responsibility for job-activation and income support using a range
of active and passive labor market policy tools. Agnostic of the pathway that different PES choose to adopt, the following
portfolio of measures will characterize their transformation:

• A market intelligence
competency to anticipate
current and forecast future
labor market demand,
translating this insight
into effective and early
intervention across different
levels of the organization
(national, regional and local
offices).
• A digital strategy that
supports the business
objectives, including
effective channelmanagement, use of social
media and mobility tools to
cater to the future needs of
job seekers and employers.

• A partnership orientation
with emphasis on including
other labor market actors
such as employers, training
providers and research
organizations in the value
chain of employment service
delivery.

• A high-performance
commitment promoting
a culture of continuous
improvement and deriving
the best use of their assets
and people.

• A knowledge-management
culture where the workforce
of the PES are motivated
to learn new tools and
techniques, and share
knowledge and leading
practices both within the
organization and across the
PES network.

Europe’s PES are getting geared to deliver the employment services
for the future, and creating pathways to sustainable work and
prosperity in a world of change.
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