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INTRODUCTION

The present Report was commissioned by Sunflower Recycling in February of 1999, as part of a YOUTHSTART trans-national project. 

Sunflower’s main aim in commissioning this study was to investigate and document Good Practise in recycling and the social and economic insertion of young and long-term unemployed people. They selected as a Case Study the TRIBORD organisations, based in Brittany, France. This Study was to include an investigation of the socio-economic, policy and financial framework in which TRIBORD operates, and the extent to which affects the success of the enterprise. Also the nature and benefits of  the Co.Br.Em. Economic Interest Group of which TRIBORD is part.

In carrying out this research, a study visit was made to TRIBORD. This visit covered recycling sites, partner organisations and local authorities. I conducted many interviews with staff and attended key meetings.  TRIBORD also provided copies of relevant reports and other documents.

The findings of the Brittany-based study are contained in Chapter I. Complimentary topics investigated at this time, important to understanding TRIBORD, but not directly relevant, are included as Appendix I (Role of Insertion Enterprises), II (The PLIE) and III (the Co.Br.Em Group). Appendix V contains a Bibliography of documents consulted and VI a Glossary of terms.

In June 1999, as the Study developed, it became clear that to suggest the application of Good Practise from the TRIBORD experience to Sunflower Recycling, it was necessary to look more closely at the work of Sunflower Recycling itself. A Chapter on Sunflower was then added to the Study. 

In developing this second stage a one-day visit to Sunflower was undertaken, and interviews conducted with staff, as well as the copying of relevant documents. This second phase was completed in December of 1999, and findings are contained in Chapter II, and additional information on Sunflower’s training activities included as Appendix IV. This second phase included a presentation to Sunflower’s Management Board in June 1999, which was useful in obtaining some feedback on preliminary findings.

Conclusions and Recommendations were also finalised in December of 1999, and are contained in Chapter III of the Study. Recommendations focus on how Good Practise implemented by TRIBORD may be used by Sunflower as a way of suggesting alternative or complimentary strategies. 

There are obvious shortcomings in recommending the application in Ireland of Models drawn from other environments, but I have endeavoured to document the differences between the environments and to translate the TRIBORD experience into Irish framework. This final exercise is largely a matter of judgement and deduction, and Sunflower will not doubt treat these recommendations as a guide to the application of Good Practise, rather than dogma.

I would like to thank the time taken by various individuals in providing information and documents, particularly Johanna DeRoon-Bayle, Ronan LeGuen and Michel Gautieux, from TRIBORD, Bernie Walsh from Sunflower, and to all those others who helped actively, or (like my family) through their patience and support.

Jose Ospina

EXECUTIVE SUMMARY.

TRIBORD’s area of operation is very different from that of Sunflower Recycling. TRIBORD works in a primarily agricultural area of France, focussing its activities on two major urban conurbations (Brest and  Rennes) but covering outlying regions. Sunflower work in concentrated in the north inner city of Dublin.

The socio-economic profile of the regions is also very different. Northwest Brittany has an unemployment level below France’s average, and appears to be a relatively affluent area, albeit with a significant long-term unemployment problem. The north inner city of Dublin is an area notable for high level of unemployment and social exclusion, ranging up to 84% of population, and other evidence of deprivation.

France has a history of strong environmental legislation going back to 1975. The practise of landfilling has been curtailed, and even incineration has been recently reduced in favour of recycling, resulting in many local initiatives.

Ireland has not yet taken such decisive action, and 92% of waste is still landlfilled, and very little actually recycled, the main initiative being voluntary action by private enterprises. Recently, however, the Government has committed itself a more decisive waste management policy, aimed at drastically reducing landfilling.

Given the volume of recycling taking place in France, the sector has already had a substantial impact on investment and employment, recycling initiatives alone providing about 35,000 jobs. 

Given the low level of activity in Ireland, the impact has to date been less substantial. There is therefore great potential top be developed in the further employment opportunities that this sector can offer.

The promotion and development of Insertion Enterprises (non-profit bodies that create training and employment opportunities) is far more established in France than in Ireland. As a result there are many social economy and insertion organisations working in the area of recycling in France, and very few in Ireland. The model of Sunflower Recycling, a social economy recycling initiative creating insertion opportunities, is pretty unique, as far as Dublin and Ireland.

A comparative snapshot of the organisations shows that they have marked similarities, and notable differences. TRIBORD is the product of a long evolution of the social economy sector in France. It was set up by experienced social economy bodies, within the context of national and regional frameworks.  Sunflower did not have the benefit of such expertise and support. It was set up by the effort of committed individuals in a deprived community. It did, however, receive vital support from the Dublin Inner City Partnership and the government body FAS.

As a result they have developed differently. The TRIBORD founders were already active in the training and insertion of long-term and young unemployed people. For this reason, training and insertion were not TRIBORD’s main objectives. Its main objective was to become a sustainable social enterprise working in the field of recycling – at the same time as providing work experience for insertion. 

Sunflower was to a large extent committed and dependent on its insertion role. Its main funding is for insertion activities. Becoming a commercially sustainable enterprise has not really been a priority until now. This difference in reflected at various levels in the structure and activities of the two organisations:

TRIBORD have a high percentage of permanent staff to insertion staff, management, and have permanent professional management team and a Management Board composed of representatives from partner organisations. Sunflowers has a low number of permanent staff, and have only recently moved to professionalise its Management Board.

TRIBORD is more selective in its appointments, looking for people who have been unemployed for shorter periods and who are able to develop the skills required to progress the commercial activities of the enterprise. Sunflower considers that their recruitment profiles reflect the extent of marginalisation in the Dublin 1 area. 

TRIBORD does not prioritise its involvement in training and support activities, leaving these to other specialist agencies. Sunflower has set up several generic training programmes for participants, although it co-operates with external agencies, such as community groups, in the delivery of this training.

In other areas the two organisations have similar approaches, for example, their success in partnership working. TRIBORD works in close partnership with local authorities in its area of operation, but also is a co-operation with sector lobby groups (CNEI) and partner social economy organisation (the Co.Br.Em. Group). Sunflower has incorporated many of its main partner agencies onto its management board, the main collaborator being the Dublin Inner City Partnership and other social economy and private organisations.

TRIBORD has identified a core area of commercial activity in the management of local authority recycling sites, and is developing this area of activity as a reliable source of commercial income and a way of replicating core skills. Sunflower has engaged in a variety of activities as much for the value of the activity in creating opportunities for integration, as for its long-term commercial value to the enterprise.

TRIBORD has a low subsidy level (20%) and it main sources of income are commercial contracts from Local Authorities, mainly for management of recycling sites. Sunflower has a high level of susbsidy as a result of its training and insertion activities, but has no income from local authority contracts, its main sources of income (apart from insertion activities) being European Funding and private sector income from a growing number of affiliated business.

Both organisations provide substantial added value to the State through moving people on from passive welfare. TRIBORD has made an attempt to quantify these benefits through a comparative study.

TRIBORD’s business strategy has focussed on becoming a sustainable enterprise, and on reducing its proportional dependence on insertion funding. Sunflower has up to now seen its role as a social economy business, with equal emphasis on the economic, social and environmental aspects of its work, not prioritising commercial viability.

In terms of European Funding, Sunflower has been the more successful of the two, accessing a variety of programmes, which it has used mainly for developing vocational training and exchanging Good Practise. TRIBORD has not used European Funds to any significant extent, but this is due in part to the nature of the French system for management of such funds.

Both organisations see opportunities in further European work, and in accessing of European Funds particularly for land and equipment purchase and entrepreneurial development.

There are contextual differences between France and Ireland, which make actual replicability of experiences between TRIBORD and Sunflower difficult. However, when translated into the Irish the TRIBORD approach gives interesting considerations for Sunflower. There are many parallels at every level in the work of the two organisations, and they seem to be moving towards the same goal.  The challenge for Sunflower is to apply these lessons in its own development without loosing the vital insertion service that it gives the North Inner City Dublin community and which is the source of its strength and support.

CHAPTER I – TRIBORD.

1. – Background.

1.1 Description of  area:

TRIBORD’s area of operation, and the are of operation of the Co.Br.Em. Group, is northern Brittany. Brittany covers an area of 27,500 Km2, divided into the following regions:

Region
Main Cities

Cotes d’Armor (535,800 inhabitants)
Saint-Brieuc, Dinan, Lannion, Guingamp

Finistere            (846,000 inhabitants)
Brest, Quimper, Morlaix, Chateaulin

Ille-et-Vilaine     (853,000 inhabitants)
Rennes, Saint-Malo, Redon, Fougères

Morbihan           (638,000 inhabitants)
Lorient, Vannes, Pontivy

Total                2.846,000 inhabitants

(Source: Bretagne Economique 1998)

The area contains roughly 5% of the population of France.  57% of its inhabitants live in urban centres, but the region’s economic importance is mainly agricultural, accounting for 8.2% of Frances’s agricultural activity. The region also accounts for 4% of the Gross National Product. 

Brittany is rich in areas of ecological interest, containing 4.2% of “designated ecological areas”. However, ecological awareness is not endemic, and the region also accounted for 16% of national consumption of chemical fertilisers, and 5% of the nation’s industrial pollution of natural water sources. It is therefore an area of ecological importance and of ecological risk.

In 1999, TRIBORD operated in the following areas:

Region
Main Areas

Department of Finisterre          
City of Brest, Pays d’Iroise, Pays de Morlaix, Bassin du Chataluin

Department of Ille-et-Vilaine     
City of Rennes

TRIBORD’s coverage of Finistère is fairly comprehensive while Ille-et-Villaine is only partially covered. TRIBORD estimates that the total population covered by its operations could be in the region of 30% of the total, or around 800,000 people.

1.2 Unemployment and Exclusion.

The active population of Brittany is 1.1 million, or 39% of the total population. Main economic activities in Brittany are 

· agriculture (2nd agricultural food producer)

· fishing (1st fishing region) 

· industry – mainly car manufacture and ship building (30% of country’s industrial employment),

· electronics and telecommunications (4th region for research and development)

Unemployment in Brittany appears to be lower than average for France. It has also shown a tendency to fall in recent years  - the employment-creation activities of local government and insertion enterprises are likely to have contributed to this fall.

AREA
1997
1998 


January

1999

France
12.8%
12%
 N/A.

Brittany
11.7%
11.4%
 N/A.

Finisterre
11.7%
11.4%
 N/A.

Brest and its region
N/A.
 N/A.
12.4%

The Urban Community of Brest (CUB) has a slightly higher unemployment ratio than the rest of the region. As far as the categories of persons unemployed in Brest:

Category
1997
1998

Under 25 years of age
18.9%
18.3%

Women
54.0% 
53.3%

Of the total unemployed population.

 (Source: Tableau de Bord 05/99)

Women and young people comprise the majority of the unemployed in the CUB area.

1.4    Environmental and Recycling Policies
The development of TRIBORD has been largely determined by policy initiatives around recycling and the reactions of the private and public sectors to these initiatives 

Waste and recycling policy principles in France were set by a law enacted on 15.07.75, and modified by a law enacted 13.07.92. The legislation concerned reduction of waste production at source, organisation of transport, energy recovery, recycling, and information of the public on environmental issues. Local Authorities were required to publish local plans for waste management.

Further recycling legislation was enacted on the 01.04.92 and modified on the 13.07.94 (“The Lalonde Law”) which obliged commercial firms to pay an Eco-tax for the recycling of packaging. These funds were used to fund recycling initiatives. On 18.07.95 “The Barnier Law” was introduced by then Minister for the Environment (Michel Barnier). This legislation stated that as of July 2002, only domestic waste that could not be recycled could be burned or dumped.

The risks associated with waste incineration compelled Authorities to modify their waste policies. In August 1992 policy changed to institute waste recovery and landfill reduction schemes. Manufacturers pre-empted these decisions by creating ECO-EMBALLAGES, a company whose primary aim was to recycle the industrial waste produced by large companies.

This private initiative was financed by the contributions of manufacturers and was used to support local communities in their waste recycling initiatives. Various Ministries worked together with private enterprises to create ECO-EMBALLAGES and define its mission (12.11.92). Its main aim was to obtain, by the year 2000, 75% reduction of household package waste, by transforming it into raw material (thorough recycling) or into energy (through incineration). Because of the high toxicity of the refuse incinerators - evidenced in the Centre National d’Information Independante sur les Dechets (CNIID ) Report of April 1998 – a further Directive (28.04.98) recommends the implementation of local schemes resulting in half of local waste being recycled or composted in order to drastically reduce incineration.

Five industrial sectors were involved: steel, aluminium, paper and cardboard, plastic and glass. Companies dealing in these sectors contract with ECO-EMBALLAGES to recover materials selected for recycling from local communities. The materials collected are meticulously sorted according to various ecological and economic criteria; the process requires high skills and compliance with very strict rules. ECO-EMBALLAGES also supports research into recycling technology. 

The main problem regarding waste recycling consists in finding markets for the recycled products. Moreover, the raw materials used for recycling are not always available locally or the supply is not sufficient, so they have to be imported. Even though this makes recycling companies less sensitive to flow variations than recovery enterprises, they remain vulnerable to the fluctuations in the process of raw materials in the world market.

It is difficult to provide an analysis of the French recycling policy, as there is no single policy for waste, but various policies. In addition, the partners, the situation and the sectors involved are subject to regional variations.

(Source: Global Ecology 1999 - CECOP R&D)

1.5   Financial and Social Impact  of Recycling:
National expenditure allocated to the protection of the environment has increased in recent years and is likely to continue to increase until the objectives set to limit environmental damage are attained.  The percentage of persons employed (directly or indirectly) in environmental protection activities in France has increased dramatically over the last 20 years:

Year
No. persons employed

1987
397,800

1988 
402,200

1989 
409,000

1990
412,700

1994
434,000

                     (Direct or indirect jobs)

(Source: Environment et Insertion Le Secteur des Dechets, 1994)

As a percentage of overall employment in France, the sector has grown from representing 1% of employment in 1992, to representing 2% in 1994. This must be seen in relation to the loss of jobs by other sectors. There is no doubt that environmental protection is one of the few sectors of the French economy experiencing significant growth.

Within this sector, recycling represents a modest percentage. Employment created through waste collection and processing amounts to 8.9% of the total for the sector, or 35,000 jobs. Of these, the re-processing industry alone employs and additional 26,000 workers. However, the Federation Nationale des Activities du Dechet et de l’Enviornnemnt  (FNADE) believes it is possible to create an additional 8 to 10 thousand permanent jobs in these sectors.

By job type, employment in waste collection and processing breaks down as follows:

Type of Job
%
No.

Collection of  waste
37%
12,950

Salvage
25%
 8,750

Road sweeping
15%
 5,250

Processing of  waste
14%
 4,900

Handling of industrial waste
9%
 3,150

(Source: as above)

Around 85% of the jobs created in the sector and manual and low-skilled jobs. The main areas of employment are the labour intensive and relatively unskilled areas of collection and salvage and road sweeping, which makes the sector ideal for generating insertion opportunities. The more skilled areas of processing and handling of industrial waste predictably create less employment. 

It has been estimated that 50% of employment opportunities created in the sector are the result of contracts from national and local authorities. This makes the creation of these opportunities very dependent on the strategies and contracting procedures of local government. 

The groups VIVENDI and SUEZ LYONAISSE hold 80% of the collecting and processing markets for the municipalities’ waste. The rest of the market is covered by small and medium sized enterprises that are well established at a regional level and close to the customer.

Participation in selective collection has grown beyond all expectation in recent years, firstly because it is a means to avoid the pollution caused by incinerators, and secondly because it represents the only alternative for many small municipalities who cannot afford to have their own incinerators built. Like selective collection, green waste composting and methanisation have a high potential for growth in the short term, although their importance on the global market of waste recovery is minor.

In general, waste collecting and processing markets are divided up and characterised by a high level of competition and small profit margins. Moreover, legal unsteadiness and a fast-growing number of regulations make these activities very precarious on the whole.

A significant expansion of the recycling capacities of France is now making it necessary to import more and more raw material. The volume and recycling of glass maintains its growth rate at 7.5% per year, and the volume of plastic recovery should continue to grow rapidly, owing to the rise in oil prices, and to considerable improvements in collecting methods and in the organisation of this sector.

Co-operation between communities and municipalities is undoubtedly an indispensable condition for the development of waste collecting and re-processing policies, but a good knowledge of the market and the possible outlets – prior to the creation of a recycling enterprise- is also necessary. The integration of an environmental policy into other sectors of economic activity (agriculture, manufacture, etc.) appears to be essential for the sound and successful management of waste.

(Source: CECOP R&D)

1.6 Insertion Enterprises in Recycling.

(For more information on Insertion Enterprises in France please see Appendix I)

The definition of an insertion enterprise in France tends to be restricted to a non-profit organisation that employ people who are in a socially vulnerable position because of a low level of qualifications and skills. The majority of insertion enterprises in France are either associations or non-profit companies. Very carry out insertion activities, but recently several “collective interest co-operative companies” (SCIC) have been formed.

A partnership with the AFPA (French Association for Public Vocational Training) has been set up by insertion enterprises to accredit the skills of people who follow this integration process.  Other insertion enterprises have made local arrangements for accredited training (i.e. TROBORD and IBEP). 

The influence of recycling activities on employment seems to be a matter of local organisational choices and specific regional conditions and constraints. 80% of the jobs created by insertion enterprises in this area come from waste collection, but this activity is dependent on the variations in the volume and flow of waste. 

Waste collection is predictable more labour intensive than capital intensive. Consequently, waste processing and elimination creates more stable jobs but accounts for only 15% of employment in the sector. In ECO-EMBALLAGES, a lot of the jobs created fall within the insertion category, but the number of permanent work contracts provided through these projects is increasing.

Several networks of the social economy, (in particular those promoting insertion enterprises) have been important in opening up a niche for recycling activities. The CNEI reports a large number of Insertion Enterprises working in the area of Recycling.  The SCOP (Production Co-operatives) network has worked with municipal and environment agencies in setting up a SCIC (Collective Interest Co-operative Company) in the City of Sens, to reprocess waste products from craft companies at the same time as providing vocational training for the unskilled and unemployed in the area.

Networks, such as the EMMAUS network, have also been significant in promoting such initiatives. There are many examples of project promoted by EMMAUS, such as the ENVIE organisation, based in Paris. This organisation collects used electrical appliances and reconditions them for resale, on the basis of the work of insertion employees.

EMMAUS has also supported the setting up and operation of the RELAIS network of insertion associations. There are now 10 RELAIS enterprises throughout France, aimed at creating employment and vocational training opportunities for the unskilled and long-term unemployed. The network creates employment through the collection of clothing and paper, and a commercial outlet for retailing products.

TRIBORD was set up with the support of the EMMAUS network. TRIBORD is an example of how a social economy enterprise with clear insertion objectives, has secured a significant role both within the recycling sector and as an insertion agency. TRIBORD has done this while continuing to grow and remaining financially viable, inspite of a proportionately diminishing subsidy rate, relying primarily on its commercial income.

The process of setting up viable social enterprises like TRIBORD is made possible by good staff and directors, the existence of a sympathetic support network, and the existence of an adequate (if not ideal) legal and financial framework. This framework has allowed TRIBORD’s incorporation under appropriate rules and allowed access to relatively reliable sources of funding. Given that these legal and financial conditions are particular to the French framework, they are not directly replicable in Ireland or any other EU country. 

However, the general requirements of the framework and the approach taken by a successful organisation like TRIBORD, the relations with the public and private sector are probably essential ingredients of success in any environment.

2.  Organisation:
2.1  Inception:

TRIBORD (Tri Bretagne Organisation Revalorisation Dechets) was founded by three non-profit associations – EMMAUS (Companions de Emmaus), IBEP (Institut Breton d’Education Permanente) and SATO RELAIS (Service d’Aide pour le Travail Occasionale) in 1989. 

They were inspired by the example of another successful recycling enterprise, the TRIALP Project, based in Chambéry. In 1990, the partnership secured 70,000 Fr. feasibility Grant to carry out a Feasibility Study from the CUB. This was carried out by the ‘Convention Promotion Emploi’ consultancy.

TRIBORD was set up in July of 1990, with founding capital of 50,000 Fr (the minimum required).   The Founder members of TRIBORD were EMMAUS, IBEP and SATO RELAIS. These organisations formed TRIBORD’s Board of Management.

A national network (EMMAUS), working in partnership with existing organisations working in related fields started up TRIBORD. The two partners were a training enterprise, an existing insertion association – and their presence ensured a firm foundation and a sustainable support structure for the new organisation.

In 1990, local concern with collection, treatment and recycling of waste had led to the initiation of a substantial Municipal site building programme. That year, TRIBORD was able to negotiate a management agreement for the second waste disposal site built in Brest. 

After this start, other sites were made available for management by TRIBORD. By 1994 the number of waste disposal sites under management by TRIBPRD had grown from 1 to 9, some outside of the CUB (Communite Urbaine de Brest). By 1998 a further 5 sites were made available for management. Currently TRIBORD manages 4 sites in Brest and 12 in other parts of Finistère.

TRIBORD receives payment directly from the Municipalities based of the number of hours that the sites are open to the public. Marketing and disposal of the material collected is the responsibility of the Municipalities, with the exception of certain metals, that TRIBORD sells directly to supplementing its income. A payment of 120 Fr. (IR £ 14) per hour / per person - based on 63 hours a week opening, 362 days a year, is made by the Local Authority. 

TRIBORD from the start has been involved from the start within the waste management strategy of the CUB and other local authorities. This has guaranteed it a critical level of subsidy. Without this close strategic work with municipalities TRIBORD would not have achieved sustainability.

In 1994 the Rennes PLIE (Plan Locale pour L’Insertion et l’Emploi) supported the setting up of a Pilot Project for the use of green waste in Rennes. The Pilot Project lasted 4-5 months. In April 1995 it was expanded into a permanent project. This initiative involves the collection of vegetable waste from door to door in Rennes and Betton, and the sorting and storage for collection of this material at the TRIBORD depot. Another firm (NETRA ONYX) is responsible for transportation of the green waste collected to its buyer, usually a fertiliser company.

The PLIE initiative, which is funded by the European Social Fund, has been useful to TRIBORD, particularly in the launching of the green waste project in Rennes. The PLIE also supports TRIBORD initiatives in other areas. 

(For more detailed information on the nature and role of the PLIE, please see Appendix 2.)

In September 1995 TRIBORD and COVED made a proposal to the CUB, for the joint management of the Waste Recycling Plant in Brest (called DIB – Déchets Industrials Banal).  COVED (Collecte Valorisation Dechets) was the third most important private company, working in the area of waste management. It has a turnover of about 1 billion Fr. Per annum and about 1000 employees. Training of employees in recycling and sorting was one of the main objectives of this proposal, as COVED had previously identified a need for more qualified recycling personnel, in the 30-35 year age group. In May 1996, construction of the DIB facility began.

Subsequently, COVED dropped out of involvement in the DIB, and TRIBORD now manages this facility alone. However, the process leading up to the DIB Project s a good example of how TRIBORD has worked together with the private sector to assemble comprehensive recycling packages for Municipalities. The DIB initiative has also provided an excellent opportunity for a recognised vocational qualification to be developed by TRIBORD and its partners.

2.2  Objectives.
TRIBORD states its objectives as: 

“Management of waste sorting installation and equipment as a means of creation employment for economically excluded people.”

This is a broad statement of aims, and TRIBORD has not attempted to constrain itself within very specific objectives that might discourage new initiatives.

2.3  Legal Basis:

TRIBORD is a SARL (limited company with social objectives). Its constitution includes a provision to not distribute profits but to re-invest them into activities in pursuit of its objectives. The three founding organisations (EMMAUS, IBEP and SATO RELAIS) are all “non-commercial associations” registered under Law 1901. This provides for the setting up of legally recognised associations of individuals that are not limited liability companies.

Although most insertion enterprises in France are registered in this way, the legal model has limitations when it comes to commercial activity (the absence of limited liability for a start) It is therefore not unusual in France to find non-commercial associations setting up SARL’s to carry out social activities commercially.

TRIBORD further registered as an Insertion Enterprise with the Department of Finisterre in 1991 and with the Department of Ille-et-Vilaine in 1995. It is a member of the Regional Council of the CCI (Centres de Commerce et d’Industrie) in Brest, Morlaix and Rennes. This makes them an approved insertion enterprise for those areas.

2.4  Structure:

The management board of TRIBORD is made up of two representatives from each of the following bodies: EMMAUS, IBEP and SATO RELAIS. The representatives are usually the Director of each organisation, and a specialised Board member. 
The Board meets once every three months to consider detailed progress and financial reports from administrative Staff.
3. Staff:
3.1 Establishment.

At the end of 1998, Staff at TRIBORD was as follows:

Permanent Staff

Director

Development &Technical Manager

Regional Manager – Rennes

3 Regional Development Managers

Head of Recycling

Secretary

2 Drivers

Watchman

Project Officer (part-time)

Economic integration advisor, seconded from IBEP (part-time)

Total:  12 Permanent Staff

Temporary Staff

Project Officer

2 Watchmen

Total: 3 Temporary Staff

Insertion Staff

20 full time insertion employees CDD Insertion – employed as keepers of waste disposal sites, sorters,  or handlers of waste disposal containers

1 trainees on special training contracts

Total: 21 Insertion Staff

(Previously up to 6 staff had been employed on training contracts)

This represents a ratio of 1:2 between permanent and temporary staff and insertion staff, which is unusual for an insertion enterprise, where the ratio tends to be much lower.

3.2 Recruitment:

As with most Insertion Enterprises that receive public subsidy, TRIBORD recruits through the three principal employment agencies.

· CLI (Comité Local d’Insertion)- Responsible for persons in receipt of minimum incomes

· ANPE - The national employment agency. 

These agencies in turn come under the remit of the DASS and DDTEFP. Appointments are usually made on the recommendation of a social worker or ANPE.

TRIBORD is probably more selective in its recruitment criteria than the other insertion enterprises. They look for people who are more employable, or who have been unemployed between 1 and 4 years. (Other insertion enterprises in France will prioritise people who have been unemployed as long as 10 years).
TRIBORD considers that its employees will require a higher level of ability and commitment in their jobs than is usual for insertion enterprises. For example, some employees are placed as supervisors of waste Disposal sites, as sorters or as collectors. These jobs require that they work independently and often without supervision, and that they become competent at the skills involved. 

One or two staff members run most sites. The exception is the Le Spirnot site. This site includes a Banal Industrial Waste disposal site (DIB), which is attached to the Brest incineration centre. Three or four of TRIBORD’s employees work on this site on a qualifying contract.

Supervisor roles in particular need understanding of the nature of the work, and the ability to deal with the public and the other parties involved in collection and sorting. TRIBORD estimates that six months of training are required before an insertion employee is able to operate as a Supervisor. This job requires inter-personal skills, initiative and flexibility, and the ability to deal with money and service orders as well as write reports, for example.

(Source: TEN Conseil, CRIDA 1997)
The issue of recruitment is one of the factors that contributed to the setting up of the CoBrEm consortium. The agencies setting up TRIBORD were aware that by co-ordinating recruitment with its sister organisations SATO RELAIS and SATO INTERIM, TRIBORD could ensure that a broader spectrum of candidates were looked at in recruitment, and that these were directed to the appropriate organisation within the consortium. It is also possible that employees of SATO Relais might go on to being employed by TRIBORD, and that employees of TRIBORD might find employment in the private sector through SATO Interim.

3.3 Profile of Employees.

Most of the insertion employees at TRIBORD are male. However, insertion enterprises in Finistère employ a significantly higher percentage of men than women. The DASS in 1994 reported just 7.5 women for every 20 men working in Insertion Enterprises in the area.

There is no apparent explanation for this fact. Insertion Enterprises encourage the employment of women, and there are no apparent barriers to their employment. Low take-up by women could be related to the type of work that these enterprises carry out in the region, as well as to other cultural factors. Certainly in the case of TRIBORD, very few women seem willing to carry out the sort of work undertaken by TRIBORD.

The breakdown of TRIBORD employees is as follows:

Gender
No.

Male
30

Female
 4

Total
34

In terms of age group:

Age Group
16-25
26-35
36-45
46-55
56 +

Percentage
7%
 44%
26%
 21%
 2%

The prevalent age group is 26-35, with almost an equal proportion of persons in the 36-55 bracket. This again is probably explained by the nature of the work, which needs a certain maturity, in order to work with the public on a regular basis, as well as ability to work alone and without a supervisor;

Nationality of TRIBORD insertion employees is as follows:

Nationality
No.

Nationals
84%

Foreign 
  6%

Total
100%

The proportion of foreigners to nationals is also very low. Finistère is not an area with extensive migration, so this could be a reflection of this. TRIBORD does not appear to target the recruitment of immigrants or other ethnic minorities, nor has an argument been made for such targeting to be needed.

3.4  Terms of Employment.

The breakdown in terms of permanent, short-term and insertion staff employed by TRIBORD in 1998 was as follows:

STAFF.
FULL-TIME

CONTRACTS
PART-TIME

CONTRACTS
INSERTION CONTRACTS
TOTAL

Permanent contracts CDI
11*


11

Short-term contracts CDD (2 not insertion” or  “qualifying”) 

2
 21
23

TOTAL 
11
2
21
34

CDI (a contract without a finishing date) and CDD (contracts for fixed period – usually 6 months). All contracts are based on standard full-time or part-time terms of employment (job agency contracts included).

A CDD can be an insertion contract, a qualifying contract, an adaptation contract, an orientation contract, an apprenticeship contract and so on. The state offers the employer advantages if he permits insertion by taking long-term unemployed on these types of contracts or if he gives them the opportunity to qualify. Also in other special circumstances.  

An insertion contract as used by TRIBORD offers the advantage of a financial bonus if the person employed by TRIBORD finds a solution in the form of work in a traditional enterprise or if he/she goes into accredited training. However, in order to do this TRIBORD has to provide evidence of the former employees’ new employment, which is difficult. For an insertion contract, TRIBORD is paid by the state to organise the supervising of the employee.

Another type of contract (not used by TRIBORD) is the CES. This is only available to associations (1901) and the public sector. These contracts are financed by the State to a level of 80% to 100%. Persons on this type of contract have usually been unemployed for over 3 years. These contracts are always for half-time jobs (never over 50% of a full time job). They are specifically for jobs involving insertion, and until recently no additional resources were available for counselling to CES employees. Training is possible, but limited to 400 hours during these contracts. The salaries are generally limited to 50% of the legal minimum (about 2700fr / month net) and so it is very hard to survive on this type of contract.

TRIBORD very rarely takes on employees in training contracts. When it does this is with the intention of finding the trainee a post within the traditional economic sector as soon as possible. Employees who leave with a conventional employment contract usually find it easier to secure follow-on employment. 

Staff turnover in TRIBORD is high. In 1997 TRIBORD recorded a total of 133 employees, and in 1998, a total of 180.
3.5  Job Descriptions.

TRIBORD tries to create jobs that are as close as possible in terms and conditions as equivalent posts in the mainstream recycling industry. TRIBORD bases terms of employment and job descriptions on those agreed in the CCNAD or National Collective Convention for Waste Activities – also known as “La convention collective”. This Convention has the support of trade unions and employers working in the sector, and requires, amongst other things, that staff obtain the required qualifications before they can holds specific posts. Job descriptions and terms and conditions of employment are in the process of being posted by TRIBORD in their proposed Web Site  “WEB TRIBORD”.

3.6 Support.

TRIBORD is not a training agency. Vocational training is carried out by other specialised partner agencies, such as IBEP.

However, TRIBORD provides the work experience that is essential in understanding the training imparted and securing work once the insertion contract is finished.

In creating the opportunity for work experience, TRIBORD seeks to maximise the use and development of the human and material resources available.

In terms of human resources, this involves:

· Early specialisation of trainees.
· Employing trainees in a location where they will be able to learn as they work.

· Ensuring all work experience leads to accreditation, so it will be of use for the long-term integration of beneficiaries.
In terms of material resources, this has involved:

· Integration of project partner’s sites in work experience

· Some on site training in use of professional machinery

3.7 Training:
Training, and the creation of employment, are parts of the original objectives of TRIBORD, but not seen as its primary activity. One of its founding members (IBEP) is a vocational training organisation with a long track record. Prior to 1995 TRIBORD began making use of existing training under SIFE and CFI government schemes for vocational pre-qualification. 

In May 1995 COVED TRIBORD, IBEP and GRETA (a public adult technical training agency) set up a partnership to develop a CAP (Certificate of Professional Aptitude) on the subject of “Waste Management and Urban Property”.

The CAP training was initiated in December 1995 in Brest. For the purpose of accreditation, an Accreditation Contract was entered into with GRETA (state training). The training module was pioneered in the DIB sorting centre (Brest). COVED, a private sector recycling enterprise participated on the basis that they had identified a need for skilled personnel between the ages of 25-35. Twelve people were trained from 1995-97.  TRIBOD also provides training in the use of the Manitou telescopic tractor for the stacking of green waste, and has produced a Health and Safety Manual for trainees and workers at the sites

(Source: Environment et L’Insertion le Secteur des Dechets 1994).

3.8 Success in Integration.

TARGETS TRIBORD 1998

Target set by Tribord for persons in supported employment/training 
27

ACHIEVEMENTS 

Persons in vocational training:
6

Persons in insertion posts:
33

Persons in aided contracts
1

TOTAL PERSONS PLACED:
40

The target was exceeded by 32.5%

Not all persons getting a job on the market will have finished their insertion contracts. This is not a bad thing, as the aim of the project is to get people employed in the open labour market. That’s why an “insertion counsellor” will work with persons on insertion contracts, to find alternative work on non-assisted contracts 

Of those actually finishing insertion contracts in 1998, the achievements were as follows

OUTPUTS (199*)
Employment
Further training
No improvement

CDI (permanent jobs)
  7



CDD (temporary jobs)
 12



CES (supported jobs)
  1



Interim (agency job)
 5



Accredited training

 7


Left due to illness


 2

Left at end of contract


3

Resigned


1

Total
25
7
6

TRIBORD has demonstrated excellent results in the permanent placing of temporary employees in excess of targets.  They state that objective of an insertion contract is to find a solution as soon as possible, so it does not matter if employees terminate contracts prematurely as long as they are subsequently employed. But the evidence is that employees that do not finish contracts find it harder to be re-employed. Insertion employees specifically carrying out training have a special “Qualifying Contract”, which is different from the usual Insertion Contract. 

4.  RESOURCES:

4.1 Equipment.

Since its inception in 1992, TRIBORD has been relative successful in maintaining financial viability. It has also re-invested surpluses, mainly in equipment which has in turn have allowed an expansion of its activities, The value of this approach is evident in a stock-taking of the organisations assets and equipment in 1999.

No
Vehicles

1
Staff car

1
Service vehicle

1
Renault Express

1
Peugeot Boxer

1
Ford Courier

1
12 Ton Iveco

1
10 Ton Iveco

No
Office Equipment

1
Office computer printer  & modem

1
Portable computer printer & modem

5
Portable phones

1
Photocopier

1
Calculator

2
Fax machines

4.2 Premises:

TRIBORD has been operating from small offices near the centre of Brest, on l4ease from the CUB. Currently, it is in the process of transferring to larger office premises, jointly with Co.Br.Em. and IBEP. The new offices will offer the possibility of joint reception facilities and better equipment meeting and conference facilities. It will also allow proximity to the financial, recruitment and publicity resources provided by the Co.Br.Em. Group and the support and training resources of IBEP.

In terms of work sites, these are mainly held under lease from the local authority or management agreement:

No
Premises

16
Waste Disposal Sites (management agreement) 

1
Sorting Site (management agreement) - DIB in Brest

1
Green Waste Sorting & Transfer Site (lease)  - Rennes

1
Central Office (rent) – Brest

5.  ACTIVITIES

5.1 Current Operations.

TRIBORD is unusual amongst insertion enterprises in both in Brittany and France, because they have several principal activities, rather than just one (which tends to be the norm with insertion enterprises).

In 1999, the main activities of TRIBORD were:

· Management of waste disposal sites:

TRIBORD manages 16 recycled waste amenity sites in 5 different local authorities in north Finisterre. These are managed under contract from the SAEM SOTRAVAL company, a part-public company that is responsible for overall management of CUB public waste facilities:

Brest Urban Community

Le Spernot (Brest)

Lavallot (Guipavas)

Mescouezel (Plouzane)

Toul al Ranning (Plougastel)

Pays d’Iroise Community of Councils

Toul an Ibil (Plougonvelin)

Bel Air (Milizac)

Le Gavre (Plouarzel)

St. Roch (Ploudalmezeau)

Pays de Morlaix Community of Councils

Le Pilodeyer (Morlaix)

Ker ar Big  (Taule)

La Gare (Pleyber Christ)

Mez Menes (St. Thegonnec)

Kerivin (St. Martin des Champs)

Landerneaun Daoulas Community of  Councils

Saint Eloi (Ploudern)

Reun ar Moal (Daoulas)

Bassin de Chateaulin Community of Councils

Le Peren (Chateaulin)

These sites provide sorting facilities for bulky waste, rubble, vegetable matter, cloth and dangerous articles (batteries, paints, oil, and acids).

The Spernot site in Brest collects around 20,000 tonnes of green waste per year.

· Door-to-door collection of green waste
TRIBORD carries out door-to-door collection of green waste in Rennes and Betton. Collections were made from c. 16,000 clients in 1997, for a total of 90,000 collections in that year. This rose to c. 17,000 clients and 100,000 collections in 1999.  Collections fluctuate according to seasons and needs of residents.

TRIBORD’s Breil depot, near Rennes specialises in collection and temporary storage of green waste. It is currently collecting 9,000 tons of green waste per year.

· Collection and sorting of dangerous waste

This includes a wide range of chemicals, including: acids, solvents, aerosols, medicines, fertilisers, weed-killers, sodium chlorate, paints, varnishes, glues, oil/greases, unidentified substances, chemical products and batteries.  These are placed in special containers in the recycling sites. Dangerous/contaminated waste is placed in airtight containers of 60 and 80 litres and transferred to incineration/disposal centres.

· Urban cleaning

A house clearance service is also offered to individuals and estate agencies.

· Management of a treatment centre for industrial waste

Since 1996, in partnership with COVED (a private sector company) and CTVL (a SARL working in waste management), TRIBORD manages the La Spernot depot in Brest. This is a site for incineration and storage of green waste and works in co-operation with the DIB (above), where sorting of banal industrial waste is carried out. The facility has capacity to receive and sort 60,000 tons of industrial waste a year. 75% of these products are recycled or marketed.

· Operation of waste vehicles/machinery

TRIBORD operates waste collection trucks and other vehicles.

· Support of new projects

During the past year TRIBORD has supported 2 new projects, the Pic et Propre Project, which aimed at piloting bicycle-based waste collection of rural waste by persons in insertion employment, and

PROSECO SARL, and new social Economy Company set up to provide maintenance services of green areas to public and private employers. 

· Feasibility studies and advice

TRIBORD offers local authorities a feasibility study and advice service in the setting up recycling sites and selective collection.

However, this diversity of activity must not be confused with a lack of core activities. The core activity of TRIBORD is clearly the management of recycling sites. The other activities are to a large extent complimentary, and offshoots of this central activity.

5.2 Clients:

CLIENT
ACTIVITY

Communaute Urbaine de Brest.

Council of Communities of the Region of Iroise, 

Council of Communities of  the Region of Morlaix,

Council of Communities of the Bassin de Chataulin
Management of waste disposal sites: 



City of Rennes

Relais Services Association, Betton

SOFIREC SARL (Brest) – Paper/cardboard
Selective collection.

Ville de Rennes
Management of collection centre for green waste

COVED 

(private recycling enterprise, subsidiary of major national commercial group SAUR/BOUYGUES) 
Management of a sorting centre, the DIB project, also supported by CUB.

S.A.E.M. SOTRAVAL (incineration company)
Sorting of banal industrial waste.

Various recycling firms.
Recovery of metal waste

The clients and activities of TRIBORD are diverse. However, the backbone of its activity is the management of waste disposal site for various municipalities. This is essentially a pubic contract that is awarded on an open tender basis. So is the management of the green waste collection centre in Rennes, which is carried out on behalf of the City. 

5.3 Partners.

TRIBORD has set up a number of partnerships during its lifetime, aimed at working jointly with public; private and social economy organisations in developing shared objectives.  Some of the organisations that TRIBORD has worked in partnership with over the years are the following:

· Public:

· DDASS ( Direction Départementale des Affaires Sanitaires et Sociales )

· DDTEFP (Direction Départementale de Travail, de l’Emploi, de la Formation Professionnelle )

· CUB (Communauté Urbaine de Brest)

· Ville de Rennes

· Communities of the Pays d’Iroise.

· PLIE, European Social Fund (ESF) - social and financial.

· Private

· COVED (DIB sorting centre, Brest)

· S.A.E.M. SOTRAVAL  - semi-public Company responsible for Waste Management (Centre for Incineration - UTEC)

· Centre for waste burial (Grandjouan Onyx)

· SIVOM (Morlaix)

· Benne Verre Services

· ECOSYS 

· Bleu Vert

· CTVL (SARL set up to promote the setting up of waste disposal centres).

· ERZ  - Commercial Enterprise that recycles electronic components and carries out research into recycling technology (Germany) – through INTEGRA project.

· Social Economy:

· Other CoBrEm Members

· IBEP- Society for the promotion of training, specialised in insertion training.

· GRETA (Brest) - Training centre dependent from the National Education Department and, main agency in development of CAP training.

· Comite National des Enterprise d’Insertion (CNEI) through the Brittany Regional Union.

· Sunflower Recycling Project (Ireland), IUTC (Holland)  - through INTEGRA Project.
6.  Viability

6.1 Commercial viability.

A superficial comparison of TRIBORD’s balance sheets for the years 1995 –1998 would indicate an evident and growing financial viability:

INCOME
 1995
1996
1997
1998

Sales
     34,000
      46,863
  
     29,000

Services
3,542,375
 3,851,962
 4,770,300
5,085,988

Sub-Total Commercial Income
3, 577,375
 3,896,826
 4,770,300
5,114,988

Subsidies
    893,189
    798,855
     881,120
1,373,364

Transfer of Charges
       79,707
    145,679
         4,052
        3,249

Others

  
     138,956
    106,019

TOTAL INCOME
 4,550,272
 4,843,360
 5,794,429
 6,597,621

EXPENDITURE





Purchases
    777,155
    968,533
 1,085,729
 1,281,966

Taxes and similar
    133,694
   166,286
     210,091
    273,762

Salaries and social charges
 3,256,478
 3,523,354
 4,219,044
 4,458,465

Investments (Premises & Equipment)
    157,616
    178,058
     189,402
    214,835

Other charges
      11,648
        9,786
         6,550
            652

TOTAL EXPENDITURE
 4,336,593
 4,846,018
 5,710,817
 6,229,682

BALANCE
    213,678
    -   2,657
       83,611
    367,938

(Source: TRIBORD Rapport Comptable 1996, 1997, 1998)

This in fact shows that TRIBORD moved from a healthy position in 1995 to one of slight deficit in 1996, while experiencing little growth. However, in 1997 and 1998 the organisation shows a marked recovery, due primarily to an increase in Service income, no doubt as a result of taking one the management of more sites.

TRIBORDS’ sources of commercial income in 1998 were as follows:

SOURCE OF INCOME
PERCENTAGE

CITY OF BREST:
28%

COLLECTION OF GREEN WASTE
29%

RECYCLING (SOUS TRAITANCE):
13%

CITY OF  MORLAIX
9%

COUNCIL PAYS D’IROISE
13%

CITY OF CHATEAULIN
4%

VARIOUS
4%

TOTAL:
100%

It would appear that the acquisition of a growing number of municipal contracts is fundamental to TRIBORD’s sustainable growth.

6.2  Viability to the Public Purse:
The basis of TRIBORD’s financial viability is its ability to secure contracts from a variety of clients to finance the bulk of its operations. 

However, as an Insertion Enterprise, TRIBORD employs over half their staff on “qualifying contracts”  (a special contract, entitled to subsidy scheme for insertion or vocational training).  Persons employed under such contracts usually attend a separate training centre for one week per month to qualify. In the case of TRIBORD, this is GRETA, where IBEP will deliver the CAP  “Management of Waste and Urban Property”. TRIBORD effective gives work experience in the sector, which is needed for this type of qualification. Employees may request other types of training, and this may be agreed as far as TRIBORD’s circumstances will permit. The setting up and supervision of such schemes entitled TRIOBORD to a payment for every person employed on such contracts.

The level of subsidy received by TRIBORD for these activities for 1995, for example, was as follows:

ANNUAL TURNOVER 1995
3,577,375  Fr. (IR £ 429,512)

SUPERVISION  & TRAINING SUBSIDIES
Amount (In Fr.)

FROM DASS
 310,285

FROM DDTEFP:
 437,708

FROM PLIE
 145,196

TOTAL
 893,189   (IR£ 107,239)

THIS IS 24.97 % OF  ANNUAL TURNOVER 

Other financial concessions were received by TRIBORD with respect to its non-profit nature and activities, as follows:

OTHER SUBSIDIES & CONCESSIONS:
AMOUNT (In Fr.)

WAIVER OF CHARGES: VARIOUS TAX & FEES:
223,915



OTHER SUBSIDISES
    4,265

TOTAL
 228,180

THIS IS 6.38% OF ANNUAL TURNOVER

TOTAL SUBSIDY/EXCEPTIONS
1,121,369 Fr.
31.35 % OF ANNUAL TURNOVER

TRIBORD in 1995 was operating with a level of just under 25% subsidy (as proportion of annual turnover) made as payments for recruitment, supervision and training of young and long-term unemployed people in the enterprise. 

A further notional figure equivalent to of 6.38% was represented by waiver of VAT, taxes and other fiscal concessions, by virtue of its social and non-profit status.

This level of subsidy is consistent with that identified by other successful social enterprise in Europe (e.g. Can Ensenya in Barcelona 1998) as being the level of state subsidy required to make a social enterprise competitive.

Although this level of public subsidy has been labelled “unfair competition” by some, it should be borne in mind that in exchange for these subsidies the organisation is providing an insertion service that is saving the state considerable amounts in welfare.

A study commissioned by TRIBORD -  “Trois Extraits d’etudes Se Referant a l’Experience Tribord”  (TRIBORD 1995) demonstrated how in fact the apparently high level of subsidy was offset by the tax income paid by TRIBORD and its employees, and by other savings to public expenditure as a result of their activities:

PAYMENTS TO PUBLIC PURSE AND SAVING OF PUBLIC FUNDS BY TRIBORD (1995)
AMOUNT

VAT on  Annual Turnover (14%)
508,900

Various commercial taxes
133,694

Non payment of RMI (Minimum Income Benefits)
414,000

Payments made  ASSEDIC (Associations pour l’Emploi dans l’Industrie et le Commerce)
720,000

Social  welfare contributions
1,194,138

Professional taxes paid
182,700

VAT on purchases paid
233,296

TOTAL PAYMENTS & SAVINGS
3,386,728

(Other sources: TEN Conseil - CRIDA -1997)

The level of public subsidy in relation to commercial income seems to fluctuate. 

The level of subsidy received by TRIBORD for insertion activities for 1997 was as follows:

SUPERVISION  & TRAINING SUBSIDIES
AMOUNT

DDTE
483,000

DDASS
356,000

PLIE
42,000

Total
881,000

TOTAL TURNOVER 1997:
5,794,429

SUBSIDY IS 15.3% OF ANNUAL TURNOVER (as compared to 24.97% in 1995)

However, the level of susbsidy in 1998 was 1,313,364, while and the annual turnover was 6,597,621, raising the ratio to 20% subsidy as percentage of turnover.

This shows perhaps the uncertainty of subsidy income, and the need to leaven it with commercial income.

6.3 Business strategy:

The above figures demonstrate TRIBORD’s ability to combine subsidy with commercial revenue from both public and private sources in order to operate sustainably. The  “The Trois Extraits d’Etudes “ suggested the following conditions for the success of the organisation:

· Financial strategy and results.

TRIBORD is constantly developing and implementing its financial strategy. This has involved the commissioning of various management and business studies, as well as the recruitment of staff with professional management experience

TRIBORD has managed to secure income to meet expenditure and create surpluses and some reserves to allow expansion of activities and diversification.

· Identification of demand.

TRIBORD has kept pace with both public and private markets as they develop. It has accurately identified market opportunities that have allowed a diversification of commercial and subsidy income

· Knowledge of technical requirements.

TRIBORD has filled a strategic market niche in the recycling sector in the region, and has acquired the necessary expertise to meet the technical requirements of its role, within an overall regional structure.

· Product focus

TRIBORD has built up activity around specific areas in which it has become a market leader. Initially (i.e. management of civic amenities, extending later to management of the DIB recycling site and the Rennes green waste recycling facility). In parallel, this has been diversified into selective collection and other related activities.

· Skills development.

The focus of TRIBORD’s insertion activities has been to create opportunities for work experience in the filed of waste management and recycling, to persons seeking insertion in the labour market or training in this field.  TRIBORD has become proficient in the management of insertion contracts, and of persons who are training to acquire these skills, and in their support and supervision. 

· Quality culture.

The professional management style and culture in which TRIBORD operates ensure a high level of effectiveness and quality of service, which is recognised by its public and private sector partners.

· Partnership.

TRIBORD has worked closely with other organisations in the non-profit, public and private sectors. These include the EMMAUS and IBEP organisations, the COVED enterprise, and several local authorities and government departments. 

TRIBORD has, since its inception, operated on the basis of very effective partnerships with the social economy, public and private sectors. The CoBrEm consortium, which provides centralised services, is perhaps the best example of the benefits of this approach 

(For more details on the CoBrEm consortium, please see Appendix III) 

A European partnership, such as the INTEGRA Project, has allowed it to participate in exchanges at a trans-national level, (i.e. with Sunflower and ERZ - Germany).

· Local support.

TRIBORD has the support of effective networks and partnerships with influential local organisations, as well as close links with the local community and its representatives, which have allowed it to gain the confidence and work closely with municipal authorities and other government and private bodies.

· Synergy – social enterprise.

TRIBORD is perceived as a market leader in the field or recycling (particularly the management of civic amenities and other installations). However, it is also plays a part in the economic and social integration of unemployed persons.

7.  European Prospects:

7.1  Access:
The European Anti-Poverty Network (EPAN) has recently produced a European Manual on the Management of the Structural Funds, that look briefly at the use of EU funds by NGO’s in France.  The study states that there is little interest by Fund managers in encouraging French NGO’s to access or use European Structural Funds.

Furthermore, “issues of poverty and social exclusion were not taken into account during the planning process for the 1994-9 round and non-governmental organisations were not consulted.”

(Source: Manual on the Management of the Structural Funds - EAPN 1999)

Even the PLIE Programme, which is run by statutory authorities and uses ESF funds, is not really aimed at supporting social economy initiatives like TRIBORD, but at directly benefiting persons eligible for state support as a result of their exclusion from employment. Beneficiaries of TRIBORD and other insertion enterprises are, however, entitled to support by the PLIE, but PLIE in itself does not aim to build the social economy sector. 

(For more details on the PLIE Programme see Appendix II)

The only major experience in European working which TRIBORD has accessed is the INTEGRA Programme, which is also supporting this Study. However, TRIBORD would like to develop the whole area of European projects and networking, and sees INTEGRA project as a first step in this direction.

7.2  Objectives in European Working:

TRIBORD has been very clear regarding the aims and objectives of the European Projects that it has undertaken and wishes to undertake in future. The most notable are:

· Exchange of Models of Good Practise:

· Particularly models for creating and interface between the social economy and the commercial world.

· Professional training and development. (The INTEGRA Project is looking at examples from Germany, Holland and Ireland.)

· A methodology for social audit.

·  Networking:

The establishment of a network/partnerships of recycling and training organisations at an EU level (CECOP R&D have launched an initiative on these lines)

·  Pilot Projects:

· Pilot projects in new areas of activity (for example, the recycling of computers, based on the Dutch model).

· Collection and dismantling of computers and other electronic equipment

· Rubbish collection in countryside on bicycles ( an insertion initiative)

·   Documentation/Information:
· A Manual of Good Practise for Recycling, possibly a Web-based

· Also, a Database for recycling resources.

·  Information technology:

· Use of IT to support employment. Possibly a Web page for jobs, possibly at an EU level.

· A Web-based Resource Centre for individuals and agencies in Brittany and other European areas, for information on TRIBORD and recycling.

· Training:

Several initiatives are proposed within the current Integra funding:

· Compare training for trainers, professionals, and users with Holland and Ireland. 

· Develop accredited qualification in recycling computers with Holland  (EU transferable).

· Explore the possibilities of distance learning. 

· Create a network to harmonise pathways to employment at EU level.

· European Policy on Environment.
Use projects to further understand environmental legislation at EU level, and how existing programmes can support such initiatives.
8.  SWOT Analysis:
As part of this research, a SWOT (Strengths, Weaknesses, Opportunities and Threats) analysis was undertaken with the co-operation of TRIBORD staff, with the following results:

8.1 Strengths:

TRIBORD are:

· pioneers of a new economic sector (recycling).

· effectively  managed, with a structure that allows clients input but also rapid decision making

· working in partnership with state and local authorities - structural agreements

· operating an effective consortium with affiliated social economy organisations 

· securing finance form a variety of sources, including subsidy and fee income from public and private sectors

· employing  a skilled team with good team-work experience

· specialised  in “people-management”, with the ability to work with low overheads

8.2 Weaknesses:
But TRIBORD also:

· lack of solid political support and have no solid statutory basis
· are dependent on revenue activity, with little opportunity for capital investment or build-up

· have a high staff turnover makes it difficult to retaining skills, and are unable to employ skilled labour

· work in limited markets that are potentially reaching saturation point

· are in competition with a  better-resourced private sector

· are unable to create internal career opportunities, leading to loss of skilled staff

· have limited growth possibilities create little incentive to improve

8.3 Opportunities:
TRIBORD sees the following possibilities:

· expansion, principally through merger and take-over of existing companies in the sector

· securing new capital for expansion

· access to European Funding and networking at a European level.

8.4 Threats:
But is threatened by:

· The possibility of political change – probably for the worst (e.g. the proposed Law of 1998 which would create a National Agency for Employment within Insertion Structures. These Laws would make it compulsory for TRIBORD to employ persons who were registered with this Agency.  TRIBORD is worried that the more experienced workers would avoid this Agency, and referrals would be mainly people with support needs.) In principle, any rightward policy shift could reduce financial support and therefore competitiveness

· The loss of limited markets (TRIBORD has four principal employers), or not being able to enter new markets and consequent stagnation.

CHAPTER II - SUNFLOWER:

1. Background:

1.1  Description of Area

The boundaries of the Dublin Region encompass Dublin County Borough (Dublin City), South Dublin County, Dun Laoghaire-Rathdown and Fingal County. The Region has a land area of 922 km2 and is predominantly urban in character.

With 1.1 million inhabitants (1996), the Dublin Region has a population density of 1.2 persons per km2. Approximately 97% of the population live in urban areas. In the thirty-five years from 1961 to 1996, the population of the region increased by 47% and its share of the national population from 25.5% to 29.2%. 

The rate of population growth has, however, declined in recent years and much of the growth in the last 25 years has been in such new-town developments as Blanchardstown, Coolock, Lucan-Clondalkin and Tallaght rather than the traditional city centre areas. This has created a number of problems including extra demand for services, dramatic increases in land and property prices, major traffic congestion and environmental and infrastructural pressures.

The most striking factor in current economic development is the continued unprecedented expansion of the Irish economy, which has averaged 6% growth per annum or a cumulative rate of over 30% since 1993. It is anticipated that growth will continue at about 5% per annum until 2010. This provides opportunities for continued real growth in employment and reductions in unemployment.

The tertiary or service sector shows the strongest growth in volume terms, between 1991-96. These were particularly commerce/insurance/finance/business services, professional services and other services. New industry sectors currently growing strongly in economic and employment terms include software, tourism, call centres and the culture industry. Linked to the dominance of the services sector is the higher than average participation of women in the Dublin workforce at 44% compared to 38%nationally.

Employment growth is also forecast in manufacturing industry, though on a much smaller scale. The growth areas are primarily food & drink, pharmaceuticals, medical/surgical, electronics and publishing and print.

However, growth is hampered by infrastructural weaknesses, in relation to public transport provision and co-ordinated urban development policies. This is not only necessary to sustain economic growth, but also to tackle unemployment by improving mobility within the city. 

These have mainly been identified as infrastructure deficiencies in the fields of transport and the environment and the information society.

(Source: Dublin Employment Pact – Trends and Issues 2000 –Web Page)

Dublin Inner City has a population of around 90,000. The Inner City has been particularly hard hit by rapid contraction over the last few decades as a result of economic restructuring in the city and its hinterlands, the effects of planning policies and the full impact of other suburban public investment programmes.

The net effect of these processes for the inner city has been a dramatically reduced urban base with large tracts of the area that are characterised by dereliction, unemployment, poor health and family break-up resulting in large numbers of people dependent on social welfare payments as their only source of income. Poor housing standards and insufficient education resources has reinforced the areas social and economic decline.

Government response in 1984 and 1986 with the introduction of tax incentives for urban renewal. These led to further investment in the area and the improvement of physical conditions, but did little to remedy the social exclusion facing the area. 

Sunflower currently defines its area of operation as the north Dublin Inner City. This comprises the Dublin Postal Areas 1-4, and covers a population of about 25,000 people.

1.3 Unemployment and Exclusion.

Dublin experienced a significant improvement in economic performance since 1987.  However, despite this economic boom, the Regional Submission for Structural and Cohesion Funds submitted in 1999 still identified many weaknesses:

· Out migration of population from Dublin City to South Dublin, Dun Laoghaire/Rathdown and Fingal.

· Decline in traditional and manufacturing industries. 

· Low levels of participation in higher education. 

· Uneven economic development. 

· High dependency ratio. 

· Drug abuse and related problems. 

· Social deprivation and exclusion leading to poverty and crime. 

· Major infrastructure deficits - incomplete road network, under funded public transport systems, shortage of serviced land and deficient water and sanitary services.

In April 1996 the Dublin Region had an unemployment rate of 13.8% or a total of 65,200 unemployed persons. This compared with a national rate of 12.9% and an EU rate of 10.9%. Unemployment decreased by 3,300 in the year to April 1997 to 61,900, or 12.8% compared with a national rate of 11.8%. This represented 34.6% of national unemployment as against 34.3% in 1996. The trend continued in 1998, with unemployment in the Dublin Region falling to 7.2%.

But, in the period 1993-1996, long-term unemployment increased in the Dublin Region by 7% against a national increase of 3%. In 1996 there were 46,800 long term unemployed people in Dublin. Since 1997, however, the overall levels of long-term unemployment has been decreasing, and in 1998 further decreased in the Dublin Region to 45.4% of the total unemployed, or 31,988 people.

But long-term unemployment is concentrated in particular communities with multiple social needs and co-exists alongside acute labour shortages in several economic sectors. This has resulted in considerable contrasts in urban wealth and deprivation, with some areas in the region experiencing unemployment rates of up to 40%. In addition, the majority of long-term unemployed leaving the live register are not directly entering employment but rather employment or training schemes of various types.

The unemployment blackspots in the Dublin Region are characterised by urban dereliction, above-average crime levels, widespread social problems, an unskilled workforce and poor infrastructure. These blackspots include extensive areas in the north and south inner city, outer city areas such as the Finglas, Coolock and Darndale and county areas such as Blanchardstown in Fingal, the Tallaght and Clondalkin areas in South Dublin, and the Shankill, Rathsallagh and Mounttown areas of Dun Laoghaire/Rathdown.

Many of these areas have unemployment rates exceeding 20% and some have rates over 40%. Characteristic groups among the long-term unemployed in these areas are early school-leavers, older unskilled workers and single parents - the latter now representing a staggering 50% of the unemployed. Other disadvantaged social groups include people with disabilities, 80% of whom

are estimated to be unemployed, as well as the Traveller community and other cultural minorities.

Long term unemployment is likely to remain unacceptably high for at least the next five years despite continued economic growth.

This is due to a combination of the following factors:

· the extreme openness of the Irish labour market, 

· the poor educational and skills levels of the long term unemployed 

· starting wages, even for jobs available,  are already at, or close to, their floor, so the long-term unemployed are unable to undercut the wage demands of more highly-skilled competitors 

· the high skill nature of most new employment opportunities means that the long term unemployed will continue to find it extremely difficult to break into the labour market 

Thus, despite the increase of 95,000 jobs in Ireland in the year 1997-98, only 10-15% of these went to people who were long-term unemployed, continuing the downward trend from 33% in 1996 to 25% in 1997. Most long-term unemployed leaving the live register are not entering jobs but rather schemes or training of various kinds (in the Northside Partnership area, for example, 47% of all lone parents are now on Social Employment schemes).

The DICP (Dublin Inner City Partnership) has identified as a principal problem the combating of long-term unemployment, and as a main strategy the improving of the educational and skills levels of the long-term unemployed as well as providing work opportunities consistent with their needs and skills within an overall holistic approach to community regeneration. 

The issue of early school leavers, and of those leaving school with low educational qualifications, is a particularly serious problem. The NESC has identified the alarming inadequacies of educational provision at the lower end of the spectrum. Only 80% of 17-year-old children remain within the educational system and educational participation by 19-21 year-olds is among the lowest in Europe.

The long-term unemployment rate for 15-24 year olds in Ireland was over 2.5% higher than that of the adult long-term unemployed in 1995. In April 1997 there were 19,528 persons aged under 24 years on the live register in Dublin, representing 24.5% of the total unemployed in the Region, though this fell to 21% (14,745) in 1998.

The rate of long term unemployment among young people with primary qualifications only is twice that of those with Junior Cycle qualifications and over five times that of those with Leaving Certificate qualifications. The rate of youth unemployment in Ireland in the period 1992 - 1995 was almost twice the adult rate. The unemployment rate among youth without educational qualifications is somewhere between two and three times the adult rate. The early school leavers of today are, therefore, likely to become the long-term unemployed of the future.

A key factor influencing a young person's ability to access employment and to improve his/her employment opportunities is the availability of high quality, labour market oriented, vocational education training and work experience opportunities for people in the 15-24 year-old age group. 

An equally critical factor is early intervention in the school sector, through the provision of more flexible and meaningful educational options, systematic tracking procedures and action on the issue of young people who have already left school without any qualifications. 

It has been established that these early school-leavers are most likely to become long-term unemployed, representing a future high potential cost to the state of such people over their life times. The significant savings arising from declining pupil numbers should be increasingly diverted to pre-school, primary and second level interventions to benefit those identified as being at risk of leaving with little or no qualifications.

Major effort and resources need to be allocated towards breaking this cycle, by:

· keeping more young people in education for longer than at present, with particular emphasis on young people who come from long-term unemployed families 

· a re-focussing of the full-time education system to provide the majority with attainments suitable for subsequent skilled vocational training 

· major resources being allocated to measures to provide second-chance education along with vocational and personal development training for early school leavers. 

In fulfilling these objectives, we shall see, organisations like Sunflower can play a vital role.

1.4 Environmental and Recycling Policies

Ireland is currently in the grip of a waste crisis. Landfills, which are the traditional destination for the majority of Ireland’s waste, are filled beyond capacity, yet the country continues to produce increasing amounts of waste. 

At the same time targets for recycling and reuse are not being met, and the possibilities of employment creation and development of economic activity arising from recycling not yet being taken advantage of.

In 1995, 1.5 million tons were solid household and commercial waste was collected by or on behalf of local authorities in Ireland. Of this 92.2% was deposited in landfill sites, and only 7.8% was recovered for recycling.  (This does not include disposal of waste by private enterprises directly, which is estimated at a further 4.86 million tones per annum)

Rates of recycling for 1995:

Material 
To landfill sites (tonnes)
Landfilled

Rate
Recycled (tonnes)
Recycling Rate

Paper
425,373
83.5%
84,000
16.5%

Glass
 69,138
78.7%
28,500
29.3%

Plastic
 138,985
99.7%
 394
0.3%

Metals
 37,828
96.7%
1,308
3.3%

Textiles
 27,724
88.8%
3,500
11.2%

Organic Matter
442,271
100%
   30
0.0%

Other
244,122
100%
  0                                       
0.0%

Average %
1,385,441
     92.5%
117,732
8.7%

Construction demolition is a major source of waste in Ireland, estimated at 1.52 million tonnes per annum in 1995. Of these 870,000 tonnes (57%) were disposed of to landfill in 1996. This sum would have included many wastes that are potentially recoverable. It is estimated that soil and stones account for approximately 36% of this total

There are also a number of other waste materials that could be recovered but are currently mainly consigned to landfill:

Material
Quantity (p/a)

Batteries
  7,500 tonnes 

Electrical and electronic equipment
49,000 tonnes

Used tyres
21,735 tonnes

End of life vehicles
52,154 tonnes

Sewage sludge
 15,877 tonnes

(Source: Disposal and Recovery Rates for Household and Commercial Waste  - EPA, NWDR 1995)

Even in areas where Ireland is relatively proficient (such as glass), rates of recycling are still below the EU average.

Rates of recycling for glass (1996):

Country
Tons Collected
National Rate

Ireland
43,000
46%

France
1,400,000
50%

Netherlands
380,000
81%

Italy
894,000
53%

European Union  
7,639,000
55.6%

(Source: European Glass Recycling Rate ENFO 1996)

The reliance on landfill is contrary to European practise and legislation. It has inhibited the establishment of public or private waste recovery and recycling operations, and has slowed up the development of ecologically integrated waste management strategies, and has led to a waste disposal crisis.

Most landfills are situated where land was purchased cheaply by the local authority, and where it was accessible and convenient to centres where domestic waste was generated. Thus most landfill sites are close to major towns, and are sited on bogs, estuarine flood plains or other environmentally unsuitable areas.

A consequence of this practise has been the increasing number of occasions when local residents have resisted the siting of new landfills, and have forced the local authorities to close unsuitable sites. This has occurred in Co. Longford, and in Tralee, Co. Kerry. At least eight other local campaigns against new landfill sites have reached public notice.

The sole evident legislation concerning recycling in Ireland is the Waste Management (packaging) Regulations of 1997. These impose recycling obligations on suppliers who place packaging materials, packaging or packaged products on the Irish market and establish the basis on which the industry-led organisation REPAK operates a scheme for the collection and recovery of packaging waste. 

These Regulations were amended with effect from 1st December 1998, so that a person may not supply packaging or packaged products to the Irish market unless the packaging concerned complies with specified essential requirements. These requirements relate to the design, manufacture and marketing of packaging, so as to minimise the amount of packaging required, reduce the impact of packaging waste on the environment, and facilitate its recovery, 

However, given strong public presser and growing concern at Ireland’s not meeting European directives on recycling and the environment, In October 1999,  Noel Dempsey, T.D., Minister for the Environment and Local Government and Dan Wallace, T.D., Minister of State at the Department of the Environment and Local Government launched a new policy initiative entitled, Waste Management: Changing Our Ways, which contained a wide-ranging set of recycling and recovery targets for achievement over a fifteen-year timescale -

· a diversion of 50% of household waste away from landfill, 

· a minimum 65% reduction in biodegradable wastes consigned to landfill, 

· the development of waste recovery facilities employing environmentally beneficial technologies, as an alternative to landfill, including the development of composting and

· other feasible biological treatment facilities capable of treating up to 300,000 tonnes of

· biodegradable waste annually, 

· recycling of 35% of municipal waste, 

· recycling at least 50% of construction & demolition waste

· within a five year period, with a progressive increase to at least 85% over fifteen years, 

· rationalisation of municipal waste landfills, with progressive and sustained reductions in numbers, leading to an integrated network of some 20 state-of-the-art facilities incorporating energy recovery and high standards of environmental protection, and an 80% reduction in methane emissions from landfill, which will make a useful contribution to meeting Ireland's international obligations. 

Local authorities were to have a pivotal role in planning, supporting and managing this strategy. 

Local authorities are currently preparing their strategies for meeting the requirements of this new policy.

1.5 Financial and Social Impact of Recycling

There are many alternatives to landfilling: gassification and/or pyrolysis (both consist of generating heat/electricity from waste) combined with recyclying and composting offers a solution which can result in highly reduced landfill volumes. Incineration ofers a major a major reduction in volume, but ythe toxicity of emmissions to the air from incinerator stack are a major public concern.

There has been some increase in the rate of recycling in Ireland, thanks to the REPAK initiative and specific recycling projects like the “Kerbside Recycling ” project in Dublin In this, householders were asked to keep aside recyclables such as bottles, cans, cartons and plastics for separate collection. These were then sorted and resold as raw materials to the respective manufacturer of bottles, cans and plastics. Through initiatives like this, the percentage of household waste recycled rose from 1.4% in 1993 to 4.3% in 1995. 

REPAK Ltd is at present the sole approved body under the Waste Management (packaging) Regulations, 1997. REPAK Ltd. is a non-profit company established by industry to co-ordinate and finances the recycling of packaging waste, and operates a nation-wide recovery scheme in relation to packaging waste. 

REPAK Member companies are required to: 

· provide information to REPAK in relation to packaging output and waste recovery activities 

· prepare a written plan for the recovery of packaging waste arising on their own premises 

· direct packaging waste arising on their own premises to recycling 

· make a financial contribution to REPAK to enable REPAK to secure the collection/recycling of packaging waste from households.

REPAK s first report (May 1998) of its activities since it became operational in July 1997 indicated that: 

· membership of REPAK now stands at some 500 companies 

· contributions from member companies exceeded £1.2 million by end 1997 

· member companies collected, separated and recycled 30,000 tonnes of packaging waste arising on their own premises 

· REPAK have financed directly the collection/recycling of 21,000 tonnes of waste to date by its contributions to Kerbside Dublin and REHAB. REPAK has paid some £800,000 to Kerbside Dublin and to Gandon Enterprises (i.e. REHAB Recycling) in 1997 to support the waste collection/activities of those bodies.

REPAK has set itself a target recycling rate of 27% for packaging waste to be achieved by 2001. REPAK itself does not collect or recycle packaging waste, this is carried out by individuals, SME’s and local community and social economy enterprises. However, inspite of its privileged status, REPAK has not supported community or social projects in the development of recycling activities, and appears to be mainly a useful vehicle for its wealthier members. 

The Government has also used European Funding, particularly the Operational Programme for Environmental Services 1994-1999, Waste Management Sub-Programme to provide financial assistance towards:

· the development by the private sector and by local authorities of waste recycling infrastructure,

· the development by regional and local authorities of waste management strategy studies, 

· the development by the private sector of facilities for hazardous waste.

In April 1999, for example, Dan Wallace, Minister of State at the Department of the Environment and Local Government, approved grants of £1,037,000 in respect of three projects for the provision of waste recycling facilities. The approved projects involved total investment of over £2.6 million by Rehab Recycling Partnership in Dublin – glass recycling  (£1.7 million), Monaghan County Council  (£599,000) and Meath County Council (£323,000). 

1.6 Insertion  Enterprises and Recycling

Given the geographic concentration of long-term unemployment, policy and action involving a holistic approach, which combines community regeneration, infrastructure development, education, training, services and employment provision are crucial to addressing the issues of long-term unemployment. 

The key role has been played in this process by the local-area partnerships, which have proved an effective vehicle in regenerating communities suffering high levels of unemployment and social exclusion and in supporting community-led and social economy activities which have opened paths to the labour market for thousands of unemployed people, especially the long-term unemployed. 

In 1997 alone, the 14 partnerships in the Dublin area were instrumental in assisting over 2,000 long-term unemployed people to establish themselves in self-employment, in placing nearly 3,000 mostly long-term unemployed in employment, in the participation of nearly 5,000 young people in preventative educational projects, in assisting 1,400 – mostly unemployed - adults participate in supplementary education and in supporting the programmes of over 500 community groups. The

local-area partnerships have thus engaged not only in direct intervention in the labour market, but, perhaps even more importantly, in acting as a facilitator and supporter of community regeneration in areas of multiple social need most affected by structural unemployment.

Instrumental in achieveing these results, have been the growing numbers of community organisations working in Inner City. A growing number of these are developing social economy initiatives, and have become relatively sustainable. However, the key role that these organisations can have is not fully recognised, nor are the supports required set in place. 

The debate on the potential of the social economy as an engine of employment development is still at an early stage in Ireland.  The social economy encompasses the entire range of initiatives, organisations and methods of working which broadly encompass collective ownership and management of economic activity for social aims. 

The current approach of the Dublin Employment Pact, for example, is to allocate indicative

resources to support the development of demonstrative actions following the outcome of the Partnership 2000 working group on the social economy, and identifying and implementing new approaches and projects emerging from local initiatives in this sector.

Given the different perspectives of Pact partners to initiatives in this area, the Pact is proceeding on a collaborative and consensus basis in addressing the key issues:

· Establishing the nature and scope of social economy related activity 

· The type and range of activities involved 

· Conditions of employment/services e.g. wage rates, tenure etc. 

· Agreed future actions 

(Source: Dublin Employment Pact – Trends and Issues 2000 –Web Page)

Another important factor in the development of the social economy in Dublin has been the Dublin Inner City Partnership, that has supported the development of community organisations as a means of creating training and employment opportunities The Partnership has developed four key strategies:

· Targeting social development

· Accessing employment opportunities

· Supporting enterprise

· Promoting local organisations and participation

The Partnership has achieved this by supporting a number of local initiatives, such as:

· A Local Employment Service involving six community-based organisations engaged in job placement or counselling

· An Enterprise Support service delivered through Inner City Enterprise (ICE), Larkin Unemployed Centre and Fountain Resource Centre

· A technical support service delivered through a Community Technical Aid and a certified programme off community leadership, in conjunction with Maynooth College and a number of local groups

· An Education Programme delivered through a broad range of local adult and community education groups.

The Partnership also monitors and oversees the delivery by FAS and local sponsor groups of the Community Employment Programme, the major state response to unemployment.

The Community Employment Programme, managed by FAS, provided 2,900 places for local residents over two years. Guidance counselling was provided for over 600 people, referring them to a range of suitable development opportunities. Specific skills training was provided by statutory and community agencies for over 2.300 people. Basic education courses and programmes were attended by 800 people and provided partly by local community groups.

(Source: Working for Local People, DICP 1996)

With the exception of Sunflower, there is little evidence of social economy or insertion enterprises working in recycling.

In the absence of research information on the subject, the details of groups receiving funding under the Environmental Partnership Fund Grants Programme (DoE), aimed at supporting environmental initiatives from private, voluntary and public sector by means of small grants gives us an indication of the presence or otherwise of social economy initiatives. In 1999 the DoE announced £200,000 in grants to 71 projects under this Programme. Of these, 14 were specifically concerning recycling, but were mainly research and public education projects, rather than implementation projects. 

The award recipients were:

1 local development company

1 private firm

1 I.C.A. Federation

3 conservation organisations

2 tidy town committees

1 residents association

1 university

1 school

2 local councils

1 Agenda 21 Committee (Dublin)

The fact that so few applications were made by or funds allocated to social economy enterprises working in recycling indicates there is little involvement by such organisations in this field.

2. Organisation:
2.1  Inception
The Sunflower initiative was the brainchild of two Dublin community activists, who met during a community leadership course in 1993. The course was funded by DICP (Dublin Inner City Partnership) and accredited by Maynooth College. The two women involved had previous experience of recycling in Denmark and Holland, and saw the possibility of creating a project to recycle waste and create new forms of jobs in the area. The idea of a recycling project of this nature was not new, and a proposal for the setting up of one was included in the action plans of ICON (Inner City Organisations Network) and the are development plan proposed by the DICP.

Following their initiative, a steering group was formed. The steering group considered how such and undertaking could be funded, and consulted the proposal with other activists, aiming to raise awareness of the potential of such a project.

“Sunflower Recycling”, was launched, initially an unincorporated project, in December 1995. The key element initially was FAS (the national employment and training agency), that agreed to fund 24 part-time workers and 2 full time staff, through the Community Employment Programme. Sunflower Recycling was one of the 68 training and employment projects supported by FAS in Dublin Inner City area that year.

In 1996 Sunflower obtained INTEGRA (DGV) funding from the European Commission, which encouraged recruitment of a Board of Management with broader enterprise and financial skills, and allowed a transition to a more sustainable community enterprise.

Sunflower has continued to receive support from FAS through the Community Employment Programme, and has developed specific projects with European Funding, including YOUTHSTART and INTEGRA. 

2.2  Objectives.

The stated objectives of Sunflower are:

· To set up a recycling facility to serve North Inner City Dublin and surrounding areas.

· To employ and train long-term unemployed people from the inner city 

· To work with the local business community and community sector to raise awareness of good environmental practise in relation to waste management.

· To work towards sustainable employment field of environmental work.

(Source: ISEME 1999)

Mission Statement: 

Sunflower’s Mission is to develop a recycling facility in North Inner City Dublin and while doing so to develop a strategy for creating and sustaining jobs. In creating jobs, to provide opportunities for training and capacity building of the long term unemployed. In doing so, to improve the local physical environment and help combat social exclusion in the community. 

Sunflower measures its success to the extent that it:

· Creates new employment opportunities.

· Operates an effective recycling service

· Secures the involvement of the local community.

· Works in effective partnerships.

· Verifies the personal development of participants.

· Builds the sustainability of the enterprise.

2.3  Legal Basis:

Sunflower initially operated as an unincorporated community project.  Later registered it registered as a limited company, but with rules that require it to re-invest financial surpluses, rather that re-distributing profits to shareholders. 

2.4  Structure:
Initially, Sunflower had a steering group made up of local interested individuals.  Four of the original steering group members became founders of the Company. When INTEGRA funding was secured, Sunflower decided re-form the Management Board with persons with more professional expertise, in order to provide more guidance and support to staff. For this purpose, 25 individuals from private, public and voluntary sector organisations were invited to join the Board. Out of these 12 new Board Members eventually joined the Board in March 1996. Some subsequently left, and currently the Board of Sunflower currently stands at 9 members.

These 9 members are representatives from The Larkin Unemployed Centre, The Dublin Inner City Partnership, the Social Economy Unit (Tallagh), the Ulster Bank Small Business Centre, Contact International, The Training Workshop in Horticulture, Coolock Arts House, DIT Bolton Trust and Sheehan & Co. Solicitors.

Each of these members has “portfolio” of expertise in a particular area – such as vocational training, finance and social economy.  Board Members provide advice and support for Sunflower’s Manager and other key staff, when required, and to a certain extent fill a skills gap.  The Manager considers that this input has been key in the development of the organisation.

3. Staff:
3.1 Establishment:

The Staff of Sunflower are as follows:

STAFF

1
Manager/Supervisor

1
Financial Controller/Administrator

1
Reception Administrator/Assistant

1
YOUTHSTART Co-ordinator

PARTICIPANTS (Insertion Staff)

26 
Part-time* participants funded by FAS

* Participants work an average of 19 hours per week.

All Staff receive training and together with Participants are organised in Teams. There are currently four teams: Transport, Sorting (based in the Depot), Administration and Management (based in the Office). Teams deal with day to day work and meet to discuss and co-ordinate when required. They make suggestions for further development, problem-solve on the basis of discussion and support individual members. A meeting all Teams takes place every two months.
As well as Team meetings, Participants have one-to-one supervision meeting with their line-manager. Participants on the sorting bay are also supervised on an ongoing basis.

Sunflower has a computerised SAGE financial system for accounts. They have set up their own wages system and members of staff have been trained to operate it. The number and scale of financial transactions handled by Sunflower has increased rapidly since its inception, and this has meant that initial basic accounting systems have had to be rapidly updated. A review of accounting systems has been recently commissioned, requiring more meticulous record keeping and approval system; as well a more detailed monthly financial reports. The organisation is currently working on a 5-year Business Plan.

3.2 Recruitment:

Sunflower recruits Participants mainly through the local employment centre and FAS.

3.3 Profile of Participants

Either long-term unemployed or early school- leavers.

3.4 Terms of Employment

· Permanent or temporary Staff contracts in accordance with Irish legislation and Union agreements. 

· Participants: Yearly employment contracts on terms agreed with FAS.
3.5 Job Descriptions

The following Job Descriptions are used by Sunflower for permanent and insertion staff:

Job Title
Duties

Manager/Supervisor


Company Chief Executive. Overall management of the organisation. Liaison with FAS and other bodies. Reports to Board.

Financial Controller/Administrator


Overall control of finances. Calculating FAS returns. Manage budgets. Submit claims. Reports to Manager. General office & administration responsibilities.

Reception Administrator/Assistant


Reception. Dealing with postal and phone enquiries. Operating post system. Operating petty cash system. Assists Financial Controller. General clerical duties.

Collection Team Worker


Base in sorting depot. To sort and grade materials for recycling. To implement Health and Safety regulations. To assist with loading. To assist transport team. 

Machine Operator

 
Based in sorting depot. To operate machinery, to ensure implementation of Health and Safety, to report any problems wile operating machinery, to train new persons in operation of machinery

3.6  Support & Training.

Lack of training and basic education is perhaps the greatest barriers to employment. Sunflower sees training as an essential component of its activities. Its first three months of operation were spent developing training in the filed of recycling and environmental awareness. As part of this, study visits made to other projects, such as Kerbside Sonatre, the Horticulture Training Workshop and ENFO environmental and information projects. 
Sunflower has set up and implemented a variety of training programmes for the different projects that it manages 

(For and examples of a Sunflower Training Course, see Appendix IV).

Sunflower also carries out training in environmental awareness for specialist groups and schools. For example, information is being provided to members of the Dublin Agenda 21 group and for the ESB, which includes running of an introductory workshop on recycling. One innovative project implemented by Sunflower was a fancy dress clean up campaign aimed at involving the local population.

Sunflower also assists and guides career progression. Senior Staff interviews every Participant individually and devises a training plan for each one. Counselling is given in the preparation of CV’s and interview techniques. Sunflower undertakes a 3-month monitoring for all participants who leave, and encourage networking by trainers working with other organisations.

One of the organisations principal concerns is Health and Safety in the workplace and while carrying out collections. Health and Safety measures are introduced at an interview stage. Operation of industrial equipment for example needs constant supervision. Training for the transport team includes lifting, safety loading and vehicle upkeep.

Sunflower has also set up various specialist training programmes for Participants, covering areas from basic and life skills and personal development, to design and planning of environmental initiatives to repair and restoration of older properties,

3.7 Success in integration:

Monitoring has demonstrated that during the period 1996-98 Sunflower Participants went on to the following activities:

No.
%
Outcome

9
39
Employed externally

2
9
Further Education

3
13
Transferred to other training projects

6
26
Re-employed in Sunflower

3
13
Remained unemployed

23
100
TOTAL

4 Resources:

4.1 Equipment

Since its inception, Sunflower has secured funding and surpluses which have allowed it to build up its assets and equipment. In the case of premises, Sunflower has premised secured on a rental basis. However, it actually owns considerable equipment, which ensures its effective operation:

RESOURCES
DESCRIPTION

Premises
An office facility

A training room

A sorting depot (250 mt2)

Equipment
5 computers

Shredding machine

Bailing machine

An industrial guillotine

Vehicles:
2 ton truck

A van

A car/van

A forklift truck

4.2 Premises

Lack of adequate premises and space are both a financial uncertainty for Sunflower, and a barrier on expansion. Large premises would give the organisation the possibility of selling products directly.

The depot facility now available in Buckingham Street Dublin 1 is not adequate, and is only held under a three-year lease, which makes it difficult to secure funding for improvement and other initiatives. Equipment is also needed. 

Dublin Corporation have now agreed to provide Sunflower with a new Depot which will provide covered space of 1,500mt2 including drive in loading facility for 2 4-ton trucks at a time (in the North Docks area) - to include office space, toilets, canteen, smoking area for 50 workers. An application will also be made to the Department of the Environment for recycling equipment for the new Depot.

5 Activities:

5.1 Current Operations.

· Domestic collection:

Household collection started in 1996 and included residential areas with easy access. Currently this involves 100 houses in Clonliville Avenue and adjacent roads. Collection consists of cardboard, paper, cans, bottles, cloth and some plastics. Expanding to 120 houses in Dublin 3 area.

· Business collection:

Business collection was set up at same time (1996) from 46 (today 60) from affiliated local business and community groups in inner city areas of Dublin (including a large collection from Temple Bar), as well as once-off collections in the community.

· Office furniture:

Collection of used office furniture has been carried out when the opportunity arises. This has been of particular benefit to voluntary sector

· Collection of paper, bottles and cans:

Service begun in 1996 for affiliated organisations in the business and community sectors, involves collection of waste paper, bottles and cans. A clear plastic bag is offered to clients, to ensure no contaminated materials are collected.

· Collection of bottles from shops/pubs

Collection of bottles from shops, pubs and clubs begun in 1997. Bottles are the collected by REHAB Recycling, a major insertion enterprise employing disabled people.

· Implementation of repack regulations

Has involved working with retailers in Talbot St/North Strand and O’Connell Street in implementing requirements of REPACK regulations. This involves the setting up of waste management systems in private enterprises with a turnover of over £ 1 million. Sunflower is working with staff to facilitate easy change over to recycling.

· Operating recycling facility (Depot)

Currently there are 26 participants operating the recycling facility (Buckingham Street, Moutnjoy). A leased Sorting Bay (4,618 ft2) was upgraded by Sunflower trainees

· Security shredding:

Sunflower offers a security shredding service at 15p per Kilo.

· Building work:

ESB (Electricity Board) has sponsored upgrading of derelict wall (Greater Drive) and Trainees did the work (cost: £ 1,500)

· Campaigning:

Sunflower has developed an environmental awareness campaign for local schools.

· Data base:

Information on different aspects of recycling collected.

5.2 Clients.


CLIENT
ACTIVITY

FAS
Management of 26 FAS trainees and employment and management of 2 full-time supervision and training staff under Community Employment Programme.

Small businesses in the Inner City (Members)
Collection of material suitable for recycling and assistance in implementing REPAK requirements.

Community Groups

(60 Members)
Collection of material suitable for recycling, implementation of local recycling initiatives.

3.3 Partners.
PARTNERS
TYPE OF PARTNERSHIP

Dublin Inner City Partnership
Main link to community in early stages. Part of Action Plan.

ICON (Inner City Organisations Network - 68 organisations)
Member of Steering Group. Initial development of strategic concerns. Part of Action Plan.

Department of the Environment and Local Government
Members of National Sustainable Development Partnership (COMHAR)

Dublin Corporation 
Partnership proposed on future waste management programme (community-based recycling). 

Docklands Development Board
Submission to Development Plan.

DCCBA(Dublin City Centre Business Association)
Development of  Dublin waste management plans for retailers

Dublin Agenda 21 Group.
Chair of Group, strategic proposals.

CONNECT (Inner City Enterprise Group)
Member.

Chamber of Commerce
Member.

Environmental Groups, Schools and Clubs.
Talks and seminars recycling and waste management.

5.4 Sponsors and Awards:
SPONSOR
AWARD

Department of the Environment
Received Environmental Award in 1996 

(£ 5,000)

Guinness Ireland and the Chamber of Commerce
Received a Living Dublin Award in 1997

ESB
Donated  2 ton truck (Projects first collection vehicle)

Erin Post
Donated small van

Guinness
Donated car/van

6 Viability:

6.1 Commercial viability.

A superficial comparison of Sunflower’s balance sheets for the years 1996 –1998 would indicates a growing financial viability:

INCOME
1996/97
1997/98
1998/99

Sales/Services
6,881.00
9,288.56
19,759.39

Sub-Total Commercial Income
6,881.00
9,288.56
19,759.39

Subsidies
207,581.00
157,685.23
220,858.35

Horizon Grant Income 
129,916.00
49,033.98


ERDF Grant Income
9,250.00
800.00
6,687.96

Youthstart Grant Income

21,294.26
109,834.34

TOTAL INCOME
364.198.00
245,892.23
360,427.81

EXPENDITURE




Payroll Costs
249,240
198,334.37
271,520.31

Office & Premises 
13,809
33,754.90
17,820.08

Operating Costs
29,333
29,776.68
16,641

Equipment and Materials
20,940
19,771.83        
11,145.54

Training Costs
17,108
5,942.64
11,878.30

Fees & Charges (Legal, Audit, Financial & Insurance)
9,847
10,381.28
17,291.60

Other charges
13,871
9,002.75
6,312.62

TOTAL EXPENDITURE
354,148
306,964.45
352,609.45

BALANCE
10,050
(61,072.22)
7,818.36

(Source: Sunflower Audited Accounts 1996, 1997, 1998)

This analysis shows a substantial dependence by Sunflower on Grant funding through FAS, which 

· in 1996/97 constituted 56.99% of Income

· in 1997/98 constituted  64.13% of Income

· in 1998/99 constituted  61.27% of income 

This level of dependency is of course not ideal, as government susbsidy may cut or withdrawn on the basis of changing policies. However, given the levels of public expenditure which are current in Ireland, and the Government’s commitment to social insertion, coupled with the Dublin Partnership’s commitment to this type of initiative, it is unlikely that this dependency at the moment represents a threat. However, Sunflower will not become a sustainable social economy enterprise unless these levels are proportionately reduced.

These levels of subsidy in France would be characteristic of the Insertion Associations, but not of the Insertion Enterprises, where the proportion of Subsidy to commercial income would be in the 20% -30% level. It is heartening to see that income from Sales and Services has in fact tripled over the past three years, and

Also notable is Sunflower’s success securing European Funding. This could also be a cause for concern, given Dublin’s changing European Objective Status. However, again the present Government’s level of commitment to the Inner City is likely to mean that European investment will be replaced by local investment. Sunflower’s new Depot, for example, will be funded from local sources.

As far as Expenditure, Sunflower’s growing permanent Team is reflected in a growing Payroll cost. However, it appears that Sunflower has also made efforts to reduce costs, and most Premises, Operating and Equipment costs show a substantial reduction in the last year. This could also be connected to the ending of European Projects that involved a higher level of operating costs.

Sunflower face a critical year in 1997/98, when income from Grants slumped and was not compensated by increase in Sales and Services, at the same time as Operating costs peaked. However, the crisis appears to have been averted, and the organisation is back to a situation of Surplus, which, if continued, should eventually consolidate the enterprise. 

6.7 Viability to the Public Purse
No study equivalent to “Trois Extraits d’Etudes Se Referant a l’Experience TRIBORD” (1995) has been carried out with respect to savings to the public purse made as a result of Sunflowers activities. 

However, it is likely that if such a study were made, a similar results would be found, that is that the savings and indirect income to the State as a result of TRIBORD’s operations greatly exceeded the amount of susbsidy received by the organisation.

Public Grants to Sunflower in 1998/99, for example, totalled £ 220,858.35. This was made up almost entirely of Community Employment and Community Youth Programme payments made to young or long-term unemployed people by FAS, the national training agency.

These Programmes as run by the Irish Government on the basis that they represent and investment in training and employment insertion, which represents a longer-term investment and an eventual saving on welfare payments for the long-term unemployed.

However, in addition to the Grants received, the organisation raised additional income of 

£ 131,751.10 from a combination of sales revenue and European Funds.  Much of this funding went to provide additional training and support to the Trainees, and to create a number of permanent jobs within the organisation.

This, in addition to the less quantifiable benefits of creating a recycling infrastructure in Dublin, at a time when the Department of Environment is looking for effective ways of implementing its new recycling targets.

6.8 Business Strategy

Sunflower has developed working relationships with the private and public sectors. It should be able to develop future prospects from those relationships. 

· Private Sector:

Sunflower is already working with large retailers to develop waste management in stores and provide collection services for those goods that are recyclable. There is potential for further development of waste strategies for the private sector, in particular since introduction of REPAK Regulations for retailers with an excess of  £ 1m turnover. This transition will require support in terms of training and implementation from agencies with experience. However, the sector will have to be resourced if legislation now enacted is to be enforced.

Sunflower has recently introduced a yearly membership charge for business customers, and a collection charge. This will create a regular source of revenue income, which will allow a move away from dependency on European Funds.

· Public Sector:
A waste management strategy has been developed by the four Dublin Corporations, which should involve support of groups such as Sunflower. The voluntary sector is hoping to see state contracts (social clauses) which contract them to collect from households in the inner city. Dublin Corporation have also agreed to work with community based organisations to develop recycling facilities and local awareness campaigns. They have also suggested contracting out the servicing of recycling units located in city centre, and Sunflower would be well placed to take this on.

· Development of new enterprises:
One of Sunflower’s aims is to establish four new businesses on the basis of use of materials collected through recycling, which will manufacture products from recyclable materials.

Sunflower have identified the following new business possibilities:

· Scrap metal business

· Clothing/textile  recycling

· Furniture recycling

· Glass recycling

· Computer recycling  - This theme has already been developed through the OSCAR (Open Skills in Computer Recycling) Project. 

Sunflower hopes to have a secondary or support role in the setting up these new enterprises, which could be as a secondary support agency or an economic group (like CoBrEm). The role of such a secondary agency could include a marketing function (including telemarketing).

· New Funding:

Current public and private sector programmes offer Sunflower fresh opportunities for resourcing new initiatives. Recent opportunities that Sunflower is investigating include Millennium Funding, Local Agenda 21 support and Dublin Docklands Development Authority (DDDA) funding.

With respect to Millennium Funding, Sunflower has made a proposal for support for a computer recycling enterprise, to the ADM organisation. This project involves support for the employment of young people over a 6-month period to recycle computers, to allow the “start-up” of the enterprise.

With respect to DDDA, Sunflower have presented a proposal for the creation of a principal recycling facility in this central area of Dublin which has been earmarked for re-development. 

Within this proposal Sunflower proposed to build collection in North Docks area, and domestic collection from North Wall East residential units during the first five years. The capacity of the organisation would be built up and new products developed.

During the following 5 years collection would be expanded to more residential areas. A drive-through depot for drop-off collection and a public viewing area would be developed. A building constructed from recycled materials and making use of renewable energy and, and recyclying waste. This building would also provide meeting and training rooms with audio-visual capability, as well as shops to cater for market goods from recyclable, environmental and organic sources. .

In the final 5 years of the proposal (15 years in all) Sunflower would concentrate in the development of similar facilities in other regions. At the same time it would upgrade equipment and expand collection. It would also build recreation areas surrounding facility to include art and crafts and play equipment made from recycled products.

· Training & Research:
Sunflower has considerable experience of vocational training. It seeks to develop accreditation to consolidate this expertise. Also, to develop contacts with technical colleges (Dublin Institute of Technology) and departments of universities to encourage research. It will also be seeking to introduce NCI accreditation into Docklands courses.

7. European Funding:
7.1 Access:

Dublin, along with other regions in Ireland, has greatly benefited from EU structural interventions in the last ten years, and the substantial economic growth achieved can be attributed to a considerable extent to European regional policy and funding. 

The Dublin Region boasts successful and positive examples of EU funded initiatives in a variety of sectors. But Dublin has lost its Objective 1 Status because Ireland's GDP, as a percentage of the EU average, is now higher than the 75% eligibility threshold. This illustrates the critical weaknesses of GDP as an indicator of progress as it fails to deal with significant intra or internal regional disparities. The exclusion of deprived urban communities from further EU support will, if not offset, inevitably increase marginalisation, social exclusion and disharmony. 

There is therefore a need for a stronger urban dimension to EU regional policy, enabling the allocation of resources on the basis of a broader set of indicators under the CSF criteria. These should be based on levels of unemployment, long-term unemployment and severe long-term unemployment.

Policy and practice at the European Union level sets an important context for the work of the Pact. Since the inclusion of the clauses on Employment and Social Inclusion in the Amsterdam Treaty of the EU, there has been an increasing emphasis on employment as an objective in European Union policy. This had already been reflected in the adoption of the White Paper on

Growth, Competitiveness and Employment (1994), reinforced by the Essen Priorities, and now reflected in the Dublin Declaration on Employment of December 1996 and the Guidelines issued by the Luxembourg Summit of November 1997. 

The important role of the EU is also reflected in its sponsorship of over 80 Territorial Employment Pacts across the Community since 1997. Though mostly of a very different structure to the Dublin Employment Pact – being based largely in the local authorities rather than the social and community partnership sector – these pacts are jointly funded and supported by the European Commission. The Dublin Employment Pact receives Technical Assistance funding jointly from the European Commission and the Dublin Government, and established considerable contacts with similar pacts elsewhere in Europe. Sunflower as an organisation has been successful in securing a significant number of European Funded projects, including:

PROGRAMME
ACTIVITIES

YOUTHSTART 1998-99.
Geared at employment of 12 school leavers at risk of long-term unemployment. Designed to involve trainees in urban upgrading and community environmental projects. 

INTEGRA 1996 – 1997
Training for long-term unemployed adults in the filed of environmental works. Accredited certificate in horticulture. Presentation at European INTEGRA Conference in Barcelona 1997.

Dublin Operational Programme (Obj.1)
Refurbishment of basement of Mandela House for use as training centre by FAS trainees. Purchase of equipment for recycling (bailer and shredder).

DGV Article 6 (partner)
Produced Good Practise Case study for the EVA Network.

Private Funders
Sponsorship for field trip to Sweden to look at Recycling experience - £2,000

These have been primarily aimed at work experience and vocational training initiatives for young unemployed people and the long-term unemployed.

(For examples of the Vocational Training Programmes supported by Sunflower with European Funding please see Appendix IV)

7.2 Objectives in European Working

Sunflower has developed through its European work, the following initiatives:

EUROPEAN FUNDED ACTIVITIES:
DETAILS

Pilot Projects
Pilot recycling collections from households in Inner City

Information Exchange
Implemented environmental awareness campaign for schools

Training
Developed training for long-term unemployed and young people (see above & Appendix IV)

Capital developments
Refurbishment of basement of Mandela house and purchase of recycling equipment.

Policy
Commissioning of current Report. (Comparative study TRIBORD/Sunflower)

Sunflower seeks to develop contacts with European networks and organisations involved in developing good practise. It has already developed links through the EVA Network (Environmentally Sustainable Projects, Vocational Training and Action in the Community) funded by DGV. Sunflower has also recently begun working with the CECOP R&D Global Ecology Network.

8. SWOT Analysis:
Sunflower was asked to carry out a SWOT analysis as part of this Report, and submitted the following:

8.1 Strengths: 

The organisation demonstrated the following:

· The only inner city based recycling company
· Has a proven track record (4 years’ operation)

· Has a  record of use of European Funding

· Has good community and local government links

· Has ongoing FAS support

· Has an innovative approach (to waste management and integration)

· Has professional Board that provides support 

· Evidence of positive outcomes for participants.

8.2 Weakness:
The following were suggested:

· Initial loose co-ordination.

· Lack of  capital assets, in particular premises

· Lack of capital for growth and expansion

· Reliance on hand-to-mouth revenue funding (from FAS and European Union)

· Insufficient government recognition given to work and potential of sector.

· Has to deal with too many official bodies – because of lack of a regional co-ordinating body.

8.3 Opportunities:
Sunflower suggested the following:

· Development of new markets and products (short medium and long term).

· Expanding current market in support services and recycling (e.g.: in support to shops and offices)

8.5 Threats:
The following were noted:

· Competition with stronger private sector

· Slowness of growth due to lack of capital.

· Danger of future legislation not being favourable.

CHAPTER III - CONCLUSIONS AND RECOMMENDATIONS

1. BACKGROUND.

1.1 Description of Area.

There are geographical and social-economic differences between the northern region of Brittany (Finistère and Ille-et-Villaine) where TRIBORD operates, and the more limited geographical area of north inner city Dublin, where Sunflower operates.

TRIBORD’s radius of operation is contained between the middle-sized conurbations of Brest (201,480 inhabitants) and Rennes (245,065 inhabitants), which are around 160 miles apart. TRIBORD manages 16 recycling sites in the north of Finistère, and collects green waste in Rennes and its suburbs. The Departments of Finistère and Ille-et-Vilaine are partially covered.  This would be includes about 30% of the regional population (about 800,000 inhabitants).

Sunflower works in a more geographically limited, but denser, area. The whole of Dublin Region has an area of 922 Km2, and a population of about 1.1 million people. The north inner city area (Dublin 1-4 postal areas) is only a proportion of this, covering about 25,000 people in about 30 Km2.

TRIBORD started from a base in the City of Brest but quickly spread to the department of Ille et Villaine, and then to adjoining regions. Sunflower appears to have been more constrained within its area, probably due to a number of factors (e.g. one central Depot, transport difficulties, political boundaries, the nature of their commercial activities).

Recommendation 1: Sunflower should consider broadening its area of activity to encompass the whole of Dublin, on the basis of the development of area offices and local activities, as this would represent a more viable catchment area.

1.2 Unemployment and Exclusion:

The north west of Brittany does not have relatively high levels of unemployment. Unemployment in France is lower than average for the European Union and in Brittany lower that average for France. Brest, being industrial, has a higher unemployment rate than the rest of the region, particularly among young people and women.

In Dublin (as in the rest of Ireland), has increased its employment rate dramatically over the past years. However, in 1996, unemployment in Dublin was still higher than the EU average. Long-term unemployment was on the increase. Unemployment blackspots (such as the north Inner City) were notable for low educational levels, run down housing, concentrations of single parents, and a high rate of welfare dependency. Unemployment in blackspot areas was as high as 40%, but in the Inner City as high as 84%.

One might assume that high levels of unemployment might make an enterprise like Sunflower more viable, but this has not been the case. It has certainly made it more necessary, but the pressure to provide insertion opportunities for young and long-term unemployed people might actually detract from the longer-term objective of the sustainability of the enterprise. However, both for Sunflower and TRIBORD, preventing and addressing long-term unemployment is a principal underlying, non-commercial objective.

Recommendation 2: Sunflower should considering widening its area of operation to the whole of Dublin. This would give it a catchment area numerically similar to TRIBORD. Broadening of its area of operation would allow Sunflower to cross-balance activities in both affluent and deprived areas of the City, which might help diversify core activities and commercial income.

1.3 Environment and Recycling Policies:

French recycling organisations have been favoured by legislation aimed at protecting the environment and encouraging recycling, dating as far back as 1975. These were initially measures to reduce waste and to discourage landfill and encourage towards recycling and incineration.   In 1992 a further legislation obliged commercial firms to pay an Eco-tax to finance recycling initiatives, and began phasing out the dumping of domestic waste. Non-selective incineration was discouraged due to its polluting consequences, and local-recycling initiatives encouraged. 

Government action and legislation in Ireland has been slower to come and less determined. 92% of collected waste is currently confined to landfill inspite of this being contrary to European Union directives. The principal legislation in this area is the Waste Management (Packaging) Regulations of 1997, which encourage a voluntary recycling programme by the private sector. These measures did not go far enough, and as a result were reinforced by amendment in 1998. A more comprehensive waste management strategy has been outlined by the Government in a recent statement “Waste Management – Changing our Ways”, which places the onus on Local Authorities to meet ambitious recycling targets. However, the actual effectiveness of this new initiative is yet to be proven.

Recommendation 3: Sunflower should support the efforts of national and European organisations to strengthen environmental and recycling legislation, and should lobby local, national and European representatives in support of definitive moves away from landfill and towards local recycling, this to be reflected in clear policy initiatives and legislation. 

1.4 Financial and Social Impact.
In France, considerable public resources have been directed at protection of the environment (including recycling), which have created over 400,000 jobs in the sector, and account for about 2% of national employment. Recycling initiatives represents a small but significant proportion of the environmental sector (about 35,000 jobs). These are mainly based in large recycling consortia, but small private enterprises and insertion enterprises conduct a considerable volume of trade.

In Ireland, only the REPAK recycling initiative appears to have had substantial financial and social impact. The initiative helped finance the collection/recycling of about 21,000 tonnes of waste in less than a year, and raised £ 800,000 to support the efforts of recycling organisations like Kerbside Recycling in Dublin and the REHAB Recycling initiative, both of which resulted in job creation. Recycling projects have also attracted European Funds under the Objective 1 Operational Programme, both for Council initiatives and for private sector initiatives like the REHAB Recycling Partnership.

Recommendation 4: Sunflower should promote an Irish network of social economy and insertion enterprises working in recycling, possibly within an existing social economy network, to share experiences and jointly lobby for the support and funding of these enterprises. Additional start-up funding could come from REPAK,  from the Department of Environment, and from national and European  development funds

1.5 Insertion Enterprises and Recycling

The success of TRIBORD can in part be attributed to France's established framework for the setting up and operation of Insertion Enterprises, that has allowed individual initiative, community involvement and local and central government support to work together. Insertion enterprises have evolved from partnership associations (1901 Law) to non-profit companies (SARLs) and this is an example of structures changing to meet new needs, culminating in the development of an Economic Interest Group by groups like Co.Br.Em.  This evolution and structural variety evidences an active and vital sector, that pilots initiatives, learns from experience and applies new models. 

There is no equivalent framework in Ireland. The local Development Partnerships have supported many useful projects and created insertion opportunities in deprived areas, these initiatives arising (with the notable exceptions such as Sunflower) have led to the creation of independent or commercially viable social enterprises. Few have been willing to take on the difficult field of community recycling. 

Environmental Partnership Funds Grants, one of the main sources of financial support for non-government initiatives, have mainly been allocated to education and awareness programmes carried out by conservation groups, residents associations and county councils, rather than to social enterprises seeking to operate in this field.  

Recommendation 5: Sunflower should work together with broader social economy networks in proposing an appropriate Government legislative and funding framework for the development of social economy insertion enterprises in Ireland.  Sunflower also has a role to play in helping new social economy initiatives to start up.

2 ORGANISATION

2.5 Inception

The existence of effective, experienced social economy networks has helped TRIBORD to establish itself on the right footing from the start. The EMMAUS network was instrumental in the inception of the organisation, and the CNEI (National Confederation of Insertion Enterprises) is a vital instrument for lobbying for the common demands of the sector.

There is a high degree of “corporate” working in the activities of TRIBORD. Three existing corporate bodies set up TRIBORD, bringing to the new organisations their complimentary experience in insertion, training and recycling. The Co.Br.Em. Group is also the product of the coming together of several related social economy bodies. This principle of social enterprises begetting social enterprises seems to provide a solid foundation for long-term sustainability, in a way that the voluntary effort of local individuals cannot. 

Sunflower was a pioneering initiative started by two individuals who had personal experience of recycling. It did not rely on corporate backing, but on individual participation from a local committee. However, it did have the support of the Dublin Inner City Partnership and FAS, and worked closely with ICON (Inner City Organisations Network) and local business associations. However, Sunflower has chosen to move from a locally based committee to a more skills-based committee, involving representatives of a number of key public, social economy and financial organisations.

Recommendation 6: Sunflower should consider whether it can formalise a “corporate” working approach by a) having corporate bodies as members of the organisation and b) by forming an Economic Interest Group with related organisations to provide central services and support.

2.6 Objectives

TRIBORD’s objectives are simple, and focused on a core activity of managing waste sorting installations Sunflower’s objectives contain more core activities, including  “to set up a recycling facility”, providing training and raising awareness of environmental issues. The organisation is clear that it has not prioritised becoming a commercially viable enterprise before its insertion work. TRIBORD, on the other hand, asset that they are a social economy enterprise and not a training and insertion agency.

Recommendation 7: Sunflower should decide whether it is primarily a social enterprise or an insertion association. At the moment the two objectives co-exist, but insertion seems to be foremost.  If Sunflower wishes to prioritise both objectives it should consider splitting its operations into two, or setting up another enterprise to develop one of the two activities.

2.7 Legal basis

TRIBORD was specifically set up as a limited company that does not re-distribute profits (SARL). This is not the norm in French insertion enterprises, which traditionally operate as unregistered partnerships, but has been adopted in order to give the organisation a legal structure to work the market. Similarly, Sunflower first operated as an unregistered association, but later secured registration as a limited company, with a clause which prevents the re-distribution of profits. The legal basis is therefore similar.

Recommendation 8: The legal basis of Sunflower is adequate for its activities.  The three possible changes suggested above are: a) the incorporation of corporate membership, b) the splitting of the organisations on lines of its two priorities into two organisations working in partnership, and c) the setting up of an Economic Interest Group.

2.8 Structure

TRIBORD has a corporate Board, made up of representatives of the founding bodies. Sunflower’s Management Board is made up of individuals selected for their skills, but in practise those individuals represent also represent a variety of community, social economy and private organisations with which Sunflower works.

Recommendation 9: Sunflower should consider whether it could allow “corporate” bodies that have right to nominate representatives to its Management Board, as well as continuing to recruit individual members. 

3 STAFF

3.1 Establishment

TRIBORD has a staff of 11 permanent and 3 temporary staff, and 21 “insertion staff”. Sunflower has a Management Team of 4, supplemented by 3 full time supervisors (funded by FAS), 9 part time staff and 26 part time trainees (19.5 hours per week) funded by FAS.

In fact, the staffing ratio is similar for the two organisations. TRIBORD has a more solid permanent staff core, resulting from its more solid commercial operations. Sunflower is reliant on vocational training activities and supervisory and part-time trainees funded by FAS, as well as a variety of part-time staff.

Recommendation 10: As it moves towards consolidating its role as an enterprise Sunflower should look to employing a Team of permanent, professional officers.

3.2 Recruitment

TRIBORD recruits through the principal local employment agencies. It is required to do so as part of the support it receives for insertion employment. However, by its own admission, it is selective about the persons it employs, seeking those that have been unemployed for shorter periods, and that fulfil the personal requirements that will allow them to meet the demands of the working for the enterprise. Sunflower recruits through the local employment office and FAS, and there is no evidence that its is selective in recruitment.

Recommendation 11: Should Sunflower prioritise its social enterprise role (as different from it insertion role), it should consider defining a more specific criteria for recruitment, based on the work record, aptitude, experience of prospective trainees.

3.3 Profile of Employees:

TRIBORD employees tend to be in the 26-35 year age bracket, are more likely to be men and native to the region. Sunflower has not provided details of employees, but from descriptions of projects they appear to be mainly young people and women who have been unemployed for long periods. There is likely to be a strong difference in the profile of employees of the two organisations, which could be the product of cultural differences, or the specific criteria adopted by each organisation. To a certain extent, Sunflower’s employee profile is more akin to that of a traditional Insertion Enterprise in France.

Recommendation 12: Should Sunflower decide to apply a more demanding recruitment criteria to trainee appointments, it should build in safeguards that protect its equal opportunities policies with respect to socially excluded groups (such as young people, Travellers, single parents, etc.).

3.4 Terms of Employment

TRIBORD employs permanent staff on the basis of standard contracts (CDI) and insertion staff on the basis of CDDs or fixed period contracts, which fall under the definition of “insertion” or “qualifying” contracts. These are usually for one year. Sunflower employs permanent staff under standard contracts, but has a higher number of temporary employees. As far as its Trainee appointments, it employs under terms set out by FAS for its short-term employment support programmes (CE or CYP). These are one year fixed term contracts.

Recommendation 13: Sunflower should move towards greater use of permanent, rather than temporary, contracts, for its professional staff.

3.5 Job Descriptions

TRIBORD’s job descriptions are based on union agreed terms and conditions set out in the CCNAD agreement. Employees have to obtain required qualifications before they can hold certain jobs. Sunflower job descriptions for permanent Staff are generic and specific to the job. Trainee descriptions are more general, and based on conditions agreed with FAS, who have an agreement with SIPTU, the trade union organisation, on parity of terms and conditions.

Recommendation 14: Sunflower should ensure that trainees employed to carry out skilled and semi-skilled posts are employed as far as possible within the job descriptions and terms and conditions of equivalent posts in the commercial recycling sector.

3.6 Support.

TRIBORD has encouraged its insertion employees to make use of existing training opportunities, delivered by other local training agencies. TRIBORD has also set up (with IBEP and GRETA) one main certified qualification (CAP) in Management of Waste Urban Property, which covers the core area of management of waste recycling sites.

Sunflower has also made use of training delivered by other bodies. However, it has taken a more pro-active role in training, both the setting up and the delivery of training. These programmes have often been run in conjunction with different educational establishments, and include courses in recycling and site management, environmental design and landscaping, conservation, basic life skills, personal development and business management.

Recommendation 15: Sunflower should maximise its use of training and support provided by other agencies, rather that attempting to provide too wide a range of support services and training programmes.

3.7 Training

TRIBORD take a focussed view of their involvement in training. While encouraging employees to make use of training and support opportunities available from other specialised agencies, they have only really become involved in the design and delivery of the (CAP) Management of Waste Urban Property, which contains the core skills of the organisation. TRIBORD sees its main role as ensuring that employees get comprehensive and accredited work experience, in professional installations that will be of value in future employment.

Sunflower on the other hand has become more directly involved in the support and delivery of training to its employees. The organisation has also designed and developed several different training programmes, some using European Funds under the YOUTHSTART and INTEGRA programmes, and covering diverse areas (see Appendix IV).

Recommendation 16: Sunflower should focus its training activity on the development and delivery of one or two core accredited training programme that reflects its main activities in the recycling field.

3.8 Success in Integration:

Out of 38 persons actually completing insertion contracts with TRIBORD in 1998, 32 went on to further training or other employment. Sunflower, similarly, reports that out of 23 that finished training contracts with them, 20 have gone on to further training or employment or re-employed by the organisation.

There is no doubt that persons finishing contracts with either organisation stand an excellent chance of going on to further training or being re-employed than either persons who have not undergone training or insertion, or who leave before the end of their contract.

However, Sunflower has noted that some Participants, particularly those with children and housed by the private sector, have reported loss of benefits as a great disincentive for remaining in employment after successful re-insertion. In particular, loss of Medical Card and rent benefit (which are maintained while employed on FAS Programmes), can lead to Participants that find work in the commercial labour market being worse off than they would be on benefit.

Sunflower has argued that the welfare benefits that are maintained during insertion employment should also be maintained for a period after employment in the commercial labour market is found.

Recommendation 17: Sunflower should monitor why participants drop out of employment in the commercial sector (after finishing insertion contracts), and, together with the community networks, make a case for a minimum wage and participants maintaining welfare benefits for a period after they find employment in the commercial labour market.

4 RESOURCES

4.1 Equipment

TRIBORD has an impressive fleet of generic work vehicles, the fruits of its investment over its years of operation. Sunflower has put together a basic fleet of vehicles as well, some of which have been donated.  TRIBORD has also secured a full complement of modern office equipment and computers, with access to Internet facilities. Sunflower has also accumulated a more limited stock of basic office and IT requirements, but could probably do with additional resources in this area. Sunflower has been able to purchase equipment from European Funds.

Recommendation 18: Sunflower should draw up a “wish list” of equipment required to develop its activities and incorporate the acquisition of such equipment with local or European funding development applications.

4.2 Premises

Neither organisation has to date invested in premises. Both organisations rely on the rental of offices and depots. TRIBORD have access to municipal recycling sites on the basis of management agreements from the owners. TRIBORD has also been constrained by small and not very central rented office accommodation in Brest, but are in the process of moving to larger office premises jointly with IBEP and Co.Br.Em. This will give the advantage of better facilities and more access to central resources.

Sunflower’s principal Depot has been held under a three-year lease. This Depot has now been outgrown, and Sunflower have now been offered a purpose built Depot by Dublin Corporation.

Recommendation 19: Sunflower should prioritise the acquisition of premises and sites, and the carrying out of capital improvements to the same, as a way of consolidating itself financially, and build this into applications for local and European development funds.

5.   ACTIVITIES

5.1 Current operations

There are significant differences in this area. TRIBORD’s main source of commercial income is the management of local-authority owned recycling amenities. This is TRIBORD’s core-activity, and it has expanded as the organisation grows.  TRIBORD has branched out from this core-activity into related areas like a treatment centre for industrial waste, door-to-door collection, consultancy and support of new social enterprises.

Sunflower’s activities are centred around their Depot in Mountjoy, and on their collection work from business and domestic clients. But training activities have been diverse, including conservation and construction works.

TRIBORD’s focus of operation is typical of a social enterprise; being based on, but not exclusively, a central, sustainable, income-generating activity. Sunflower has a more diverse range of activities, possibly produce if its insertion efforts and the need to deliver training programmes and work experience to unemployed people. As noted earlier, this is not necessarily conducive to commercial sustainability, and is likely to focus on core-activities as Sunflower strives for sustainability.

Recommendation 20: Sunflower should identify core commercial activities where it has expertise and can generate sufficient income to meet core staffing needs. These activities might be in the private or public sector, but we suggest prioritising long-term local authority contracts, such as the management of recycling facilities. 

5. Clients:

TRIBORD’s main clients are the local authorities, which contract it to manage recycling amenities. Most of its commercial income is the product of these contracts, which at the moment are won on the basis of competitive tender. TRIBORD’s dependency on winning such tenders is of course a threat, particularly if the Local Authority is not able to introduce social clauses requiring local training and employment within such contracts, which appears to be the case. TRIBORD also has private clients who it contract specific services, but these are not as central.

Sunflower’s main commercial clients are private sector businesses whom Sunflower collects waste from and assist in the implementation of REPAK regulations. These businesses pay a membership fee to Sunflower that now provides it with a regular revenue income. Some income is also forthcoming from the 60 community groups with which Sunflower works. 

Sunflower does not have local authority clients that provide it with large contracts. Its main source of public funding is FAS, the government training agency, which provides Sunflower with trainee labour, and provides some susbsidy for the support and supervision of these trainees. This arrangement is vital in the performance of Sunflower’s insertion role. However in terms of building commercial viability Sunflower needs to move to a position of more long-term service contracts, probably with local authorities in its area of operations. If these local authorities are able to write in Social Clauses into these contracts, so much the better.  In addition to this Sunflower should continue to expand its private and community client base.

Recommendation 21: Sunflower needs to secure long-term public contracts, in particular from local authorities, as a way of consolidating itself commercially.  Ideally, these contracts could be allocated on the basis of “social clauses” and Sunflower should support the use of such clauses by public bodies.

5.2 Partners

TRIBORD has relied on close working with local authorities, and is well informed of local authority strategies on waste management and insertion in its areas of operation. TRIBORD has also worked in partnership with the voluntary sector. Notably, it has set up an Economic Group of non-profit organisations (the Co.Br.Em.Group), which has provided central resources for all Group members. It also works closely with a national insertion enterprises federation (CNEI) and a regional federation (UREI).

It has also developed productive partnerships with the private sector. One example is the partnership with COVED for the management of the DIB centre in Brest. As a result of this partnership, TRIBORD has been able to deploy a team in the management of a major recycling facility. It also gave TRIBORD, and training partner IBEP, a location for the piloting of the CAP Certificate of Competence in Urban Waste Management.

Sunflower has likewise relied on a strong working relationship with the Dublin Inner City Partnership. It has developed a good working relationship to the Department of the Environment and Local Government, and has very good working relation with the Dublin Inner City Partnership, Dublin Corporation and the Dublin Docklands Development Board. In practical terms, its affinity with FAS has been vital to its development

As regards the voluntary sector, Sunflower has worked with the Inner City Organisations Network (ICON) and the Dublin Agenda 21 Group (which Sunflower Chairs). As far as the private sector they have worked with the Dublin City Centre Business Association, the Dublin Chamber of Commerce and the Inner City Enterprise Group. These contacts have been important in building Sunflowers business collection activities. 

Recommendation 22: Sunflower should consider  developing an economic interest group as a way of taking networking one step further, and setting up a structure where a number of complimentary social economy organisations can pool resources to meet common needs (e.g. finance, training, recruitment)

6 VIABILITY

6.1 Commercial viability

TRIBORD’s balances show growing commercial income, mainly from its core activity of managing recycling facilities. During 1996-97 the organisation underwent an expansion but did not generate the income to sustain growth, but from 1998 to today, service income is rising to the extent that the yearly surplus is now in the region of 7% of turnover, a healthy level for any enterprise. Income from subsidy has also increased during this period, and although proportionately less significant, it is still essential to TRIBORD’s competitiveness. This is not so much because this provides additional income, but in that it meets additional costs produced by TRIBORD’s insertion activities, which give a competitive edge in terms of additionality.

Sunflower’s balances show a substantial funding from FAS for the employment of trainees and the management of insertion contracts (62% of Income). Financially, Sunflower is currently more like and insertion association than a social economy enterprise, that is it relied on grant funding to a greater extent that commercial income.  Sunflower has been effective in combining FAS funding with European Funding, and has been gradually increasing its income form sales and services.  Given an more pro-active business strategy, Sunflower could get the best of both worlds, in a growing level of sales and services income, combine with a consistent level of FAS support and continued access to European Funds.

Recommendation 23: Sunflower should seek to reduce its dependence of FAS and European Funding to a level of around 25% of income, over a period of years, by raising the proportion of commercial income from public and private contracts.

6.2 Viability to the public purse

TRIBORD studies have demonstrated that adding up the sums that TRIBORD pays the State yearly in taxes and contributions, and the amounts of welfare payments that TRIBORD saves the State by employing unemployed persons, TRIBORD contributes far more than it receives by virtue of subsidy.

Although no equivalent information is available for Sunflower, it is likely that a similar study would produce a similar result. The nature of Sunflower’s relasti0on to FAS is that it administers a programme, which has already been deemed by Government a worthwhile long-term investment in eliminating growing welfare dependency.

Recommendation 24: Sunflower should  carry out a study of the savings that it makes to the public purse by virtue of its insertion activities

6.3  Business Strategy

TRIBORD is not typical of insertion enterprises in many respects. 

· It relies on a growing proportion of commercial income as opposed to insertion susbsidies, 

· It employs a high ratio or permanent staff to insertion employees, 

· It has been selective in its recruitment, aiming to employ people who can deliver a professional service

· It has diversified into several areas of activity rather than remaining in juts one. 

· It has made surpluses that it has sought to reinvest in premises and equipment. 

All these factors have served to strengthen it social economy nature, and made it financially stronger and more sustainable

Sunflower has a long-term strategy aiming at a number of growth areas:

· Working with Private Sector in the implementation of new REPAK regulations Important in this are is Sunflower’s decision to charge private business a membership fee, thereby creating a source of sustainable revenue income.

· Working with local authorities in the Dublin area in collection contracts, the development of new recycling facilities and the carrying out of local awareness campaigns

· The development of new social economy enterprises around recycling

· The development of a major Recycling Centre in the Dublin Docklands

· Becoming an accredited training agency in this field

It is currently considering how to put these plans into practise.

Recommendation 25: Sunflower should focus it business strategy on the objective of becoming a sustainable social enterprise, operating within a broad public and private market, and primarily reliant on commercial income from sustainable, long-term contacts.

7 EUROPEAN PROSPECTS

7.1 Access.

TRIBORD has now begun to explore the European dimension while working on the INTEGRA Project. France, in contrast to its positive support for recycling and insertion enterprise polices, has not to date supported the principle of allowing social economy and insertion enterprises direct access to European Funds. 

The PLIE organisations (see Appendix 2), have been set up by municipal authorities on the basis of ESF funding, and intervene in the sector. However, its existence has also become an argument against Insertion Enterprises being able to set up more relevant projects with European Funds.

There is a possibility that this policy could change through concerted lobbying, and through better identification of trans-national opportunities. There are a number of EU funding lines that TRIBORD would be able to access directly or in combination with trans-national networks such as EVA or CECOP R&D. CECOP R&D is in the process of creating a European network of recycling projects for this purpose.

The loss of Objective 1 Status will reduce the availability of European Funds in Ireland generally, but those that remain are more likely to be targeted at the socially excluded. The elimination of Programmes like YOUTHSTART and INTEGRA, and their replacement with a single social exclusion programme EQUAL, will create logistical problems for Sunflower, as EQUAL seems to require a more holistic partnership approach that the earlier Programmes.

However, Sunflower should also explore the possibility of accessing other EU Programmes, such as the LIFE-Environment III and Fifth Framework. There could also be funds available within the Objective 1 (Transition) Programme for Dublin. To access this Sunflower would have to work closely with the Dublin Local Authorities. As noted earlier, the REHAB Recycling organisation received significant funding from this source.

Recommendation 26: Sunflower should investigate new sources of European funding, in particular from the Operational Programme for Dublin, the new Community Initiatives and other smaller specific programmes. Participation in local partnerships and European networks is vital in making applications for funds.

7.2 Objectives in European Working:

TRIBORD has a “wish-list” of activities that it would like to explore under new European initiatives. They include exchange of models of Good Practise, networking with like-minded organisations, developing Pilot initiatives, researching and disseminating information and documentation, developing information technology and exploring accredited training for beneficiaries and trainers. Also, creating awareness of European Policies and recommendations on the Environment. It has begun to explore some of these areas under its current INTEGRA funding.

Sunflower to date has focused its European initiatives on developing training initiatives, such as specialist training packages, of carrying out comparative research and of short-term operator exchanges with other countries. It has not really used European funding to develop infrastructure or to develop the capacity of the enterprise.

Recommendation 27: Sunflower should seek to use European funding as away of building up its capital assets (premises, sites), its professional skills (capacity building) and its European working contacts (networks and partnership), as well as a way of developing Pilot Projects which may later become mainstream.

8 SWOT

8.1 Strengths

TRIBORD’s strength is to have successfully piloted the management of local authority recycling amenities by an insertion enterprise. In order to do so TRIBORD has had to develop an effective and flexible management structure, a good professional team, the support of a well -organised economic group (Co.Br.Em.), and the existence of strong working links with local authorities.

Sunflower are Dublin Inner City’s only locally-based recycling company, and have a professional Board that provides links and support to the organisation. It has developed an innovative approach to recycling and insertion, and has secured consistent FAS and European Funding support, and can evidence of a positive outcome for beneficiaries.   

8.2 Weaknesses

TRIBORD consider a weaknesses not having a “statutory” basis but being dependent on the market, being dependent on revenue income and not having capital assets. They have a high staff turnover and little likelihood of being able to build up and trained and skilled workforce, and have to work in limited markets and in competition with private firms.

Sunflower has found their “informal” beginnings an obstacle to making the enterprise function professionally, and is concerned at not being able to build up capital assets. Their reliance on yearly revenue funding is perceived as a weakness, so is the insufficient recognition given to the work they carry out. They feel there is not enough central co-ordination (on the part of Government) of activities in the recycling sector.

8.3 Opportunities

TRIBORD sees as an opportunity for expansion the take-over of existing companies (in difficulties, presumably) in the sector. It considers the accessing of capital funds for investment in its activities to be a principal priority and considers that European Funding could be a good way of doing this.

Sunflower looks towards the development of new markets and products as the main opportunity, as well as the expansion of current markets in services and recycling.

8.4 Threats.

TRIBORD sees as the principal threat the possibility of changing policies and legislation on the part of national and local government. It has given the example of recent moves to centralise the recruitment of insertion staff. Also, the loss of their current, limited, markets.

Sunflower has identified competition with the private sector as being a main concern. The lack of investment capital means they are unable to grow to keep up with competition. Again, they are concerned that forthcoming legislation might prove unfavourable to their work.

Recommendation 28: Sunflower needs to evolve from being an insertion association ( a body whose main role is to provide work-based alternatives to welfare), to a social enterprise (an enterprise that is commercially viable with a limited percentage of subsidy, but at the same time fulfils an important permanent insertion role).

To do so it needs to “capitalise” its activities, identifying investment funds form public, European and commercial sources, and investing in assets, personnel and their skills, all of which are essential for sustainable development. Both local and European funding can help it do this, but requires strong support from local authorities and partnerships in its areas of operation.

Only by making itself strong in skills and assets, and moving to a more viable (bigger) area of operation, will Sunflower be able to develop and hold its own with respect to private sector enterprises that are beginning to see recycling as a promising area for development

APPENDIX I - INSERTION ENTERPRISES IN FRANCE

1. Role of Insertion Initiatives and Enterprises (EI’s):
One of the significant factors related to the growth of recycling enterprises in France is the strategic role of the Insertion Enterprises (EI’s).  The general aims of EI’s are defined in law as being the re-integration of persons in difficulty, through the carrying out of various economic activities, such as delivery of services, crafts, commerce or industry (Law of 03.01.91 - Article L 322-4.16)

The 70’s saw a significant increase in unemployment in France, and official concern and measures to deal with its effects. The development of EI’s arose in the 1970’s as a result of the experience of social workers working with excluded people. The general conclusion was that the best support lay in actively helping the re-integration of their clients. EI’s have been steadily developing since 1979. 

EI’s are essentially social economy enterprises that register themselves with the statutory authorities for the purpose of integrating excluded persons into economic life. EI’s may be registered with a Consultative Chamber such as the Chamber of Commerce, Craft Council, Industrial or Agricultural Council, or with a Trade Union Council corresponding to the area of activity to be developed.

The following figures are based on surveys carried out by the CNEI, one of the main secondary organisations that brings together Insertion Enterprises. The organisations surveyed are all members of CNEI. There are two other federations in France, the FNARS network and the COORACE, as well as the federation of co-operative enterprise (SCOP).

INDICATOR
1994
1996
1997

ENTERPRISES ACTIVE AT YEAR END*
670
807
778

 INSERTION CONTRACTS SIGNED IN YEAR

24,931
26,122

AVERAGE NUMBER OF INSERTION CONTRACTS AT YEAR END (PER EI) *

12
13 

TOTAL NUMBER OF INSERTION JOBS IN YEAR**

9,800
10,150

(*Source: DARES: MES-DARES – Tableau de Bord des politiques de l’emploi

 ** Source: DARES: MES – DARES – Suivi statistique annuel)

Since 1978 there was a gradual increase in the number and role of Insertion Enterprises, until the 1990’s, when their rate of growth increases, helped by new legislation and official guidance in support of EI’s, published by DAS (Direction des Affaires Sociales) and DE (Direction de l’Emploi). 

PERIOD 
NUMBER OF EI’s SET UP.

1978 –1983   (6 years)*
7,6%

1984-1989     (6 years)*
15,9%

1990-1996     (6 years)*
65,4%

1997               (1 year)*
11 %

(Source: CNEI – Etat des Lieux des EI 1997.)

2. Legal Structure for Insertion Initiatives and Enterprises:

Type of Registration
1996
1996
1993
1991

Association (unincorporated body – Law of 1901) **
124
58.2%
72%
80%

SARL  (Limited liability society) *
45
21.1%
23.3%
18%

SA ( Shareholding company)*
19
8.9%
2.6%
2%

SCOP (Co-operative SA or SARL) *
6
2.8%
--
--

EURL (single person enterprise -  limited liability) *
19
9 %
2 %
--

Total
213
100%
100%
100%

* These are considered commercial statutes. 41.8% of initiatives were registered with such rules and would be considered Insertion Enterprises.

** Associations are not usually considered, but may operate as, Insertion Enterprises.

In terms of employment, of the above:

· 36% had less than 10 employees

· 38% had between 10-20 employees

· 23% had between 20-50 employees

· 3% had more than 50 employees

Within members of CNEI, there has a move away from unincorporated associations (popular at the beginning of the movement – but not effective for commercial operations) towards incorporated enterprises - limited liability societies, and, more recently, share-holding companies. This reflects a move towards markets sustainability, including the possibility of investing private capital at the outset. There has also, a significant development of single person companies. This could be partly due to the fact that CNEI itself recommended in 1994 that member should consider setting up limited liability companies.

3. Types of Insertion Initiatives
The CNEI identified various different types of Insertion Enterprises:

· Ateliers & Chantiers d’Insertion (Integration Sites and Workshops): 

These are not usually considered Insertion Enterprises, and are not registered under commercial statues. (Some may be carried out under the auspices of the local authority). They are usually workshops or sites (e.g. depots and building sites) that aims primarily at providing vocational training (Ateliers) or temporary employment (Chantiers) for excluded persons. They are usually set up by agreement of several partners in an area, and carry out major activities under the supervision of qualified personnel. 

· Associations Intermdiaries: (Intermediate Associations): 

These are usually unincorporated associations (Law 1901), and not considered insertion enterprises. They are regulated by legislation 27.01.87 modified 04.02.95. They act as employment agencies on behalf of unemployed or persons who are difficult to employ, and cater to private, public and community organisations, at commercial cost. These organisations also provide training and support to their employees.

· Enterprise d’Insertion (Insertion Enterprises): 

These are social enterprises that operate primarily in the market. They are regulated by Article L 322-4-16 of the Code du Travail (03.01.91). An unincorporated association (law 1901) may act as an enterprise, but if they are members of CNEI, they are likely to be limited companies (SA or SARL) -(see above). They aim to facilitate social insertion by developing economic activity in the agricultural, industrial, commercial, craft or service sector. They seek to provide permanent jobs and provide support to their employees. Insertion Enterprises must be viable in the market and sustainable in the long term.

· Enterprise d’Interim d’Insertion (Intermediate Insertion Enterprises): 

These are regulated by Article L322-4 of the Code du Travail (31.12.91). They provide   

supported short- term employment, and do this by providing manpower to private  

enterprises. They employ persons that have difficulties finding employment. These jobs are 

carried out within regulated short-term contracts. They also provide support to the newly        

integrated employee. 

· Regis de Quartier:

This is usually an association set up under Law 1901. It is a neighbourhood-based organisation comprising residents, elected representatives and tenants in an area. The Regis aims to improve the neighbourhood by collective effort, and this could involve setting up training and employment projects to meet the neighbourhood’s needs. They often run maintenance projects in their areas. They also provide advice and services to residents. There are 12O Regis de Quartiers in France, employing 7,000 persons each year.

4. Characteristics of Insertion Jobs
The CNEI identifies the following characteristics:

· Persons seeking economic integration are employed for a fixed period.

· Employed under a contract of employment and  payment is determined by this contract in adherence to current legislation

· Qualified personnel supervise insertion employees.

· Professional skills are crucial to operation of sector, not only in terms of training and support, but also administration of the enterprises.

5. Contracts used by EI’s:

The Survey 213 of Insertion Enterprises in 1997 (Etude des Lieux des EI) showed the following:

TYPE OF CONTRACT
No. of EI’s using

1994
No. of EI’s using

        1995
No. of EI’s using

         1996

C. Initative Employ contracts
46
63
93

C. Qualificacion
26
35
35

C. Adaptation
1
2
0

C. Orientation
6
10
10

C. d’Apprendisage
12
24
30

Total EI’s using special contracts
65
91
121

(DARES: Etat es Lieux des Enterprises d’Insertion)
The most popular contracts used were Insertion Contracts, although Qualification and Training contracts were also popular. The 90’s showed increasing use of special contracts by a growing number of EI’s.

A separate study by CNEI showed that about the bulk of Insertion Contracts were standard short-term contracts (18-24 months duration). However, some 14% were special training or support contracts. The average time spent by someone on an insertion contract was 11.2 months. Rotation of jobs was therefore important in achieveing high numbers of beneficiaries.

6. Recruitment of persons employed by EI’s:

The survey of 193 Insertion Enterprises (Etat des Lieux des EI 1997) showed that they recruit from different sources: 

REFERRAL AGENCY
% OF EI’s USING

ANPE (Agence National Pour l’Emploi)
63%

Mission Local (Unemployment Office for persons under 26 years)
10%

CLI (Commission Local d’Insertion)
75%

CCAS (Centre Communal d l’Action Sociale)
51%

Charitable Associations
51%

Social services
11%

Others
 8%

· EI’s also make use of Local Plans for Employment (PLIE)  

· 76% of insertion Enterprises belong to local networks that work with the unemployed.

As far as the type of persons recruited, another survey found the following:

AGE GROUP
MEN
WOMEN
BOTH

Under 26 years
37%
32%
39%

26 to 49 years
58%
62%
59%

50 years or more
5%
6%
5%

Total
100%
100%
100%

AGE GROUP
MEN
WOMEN
BOTH

Under 26 years
(76%)
(24%)
(100 %)

26 to 49 years
(72%)
(28%)
(100%)

50 years or more
(72%)
(28%)
(100%)

(Source: MES-DARES - suivi statistique annuel)

Most persons employed by insertion enterprises are men. This is true for all age categories.

The predominant age group in insertion enterprises is the 26-49 group (59%) followed by the under 26 group (36%). Only a small percentage of those employed by insertion enterprises are over 50 years of age.

As far as the level of training of those employed, the Etas des Lieux survey found the following:

LEVEL OF TRAINING
%
LEVEL

Level I & II
1%
Level BAC + 3 and more

Level III
5%
Level BAC + 2

Level IV
8%
Level BAC

Level V
21%
Level CAP/BEP

Level VB
18%
Level Primary School

Level VI
47%


Of 102 enterprises surveyed, responses showed an average of 5 illiterate persons per enterprise.

7. Background of Managers of EI’s

The Survey also gives interesting insight into the background of Managers of Insertion Enterprises in France:

Background
Number
%

Teacher, social worker, social promoter, psychologist, trainer
58
38.5

Business, development, finance, economy, accountancy
35
23%

Technical, carpenter, electrician, engineer.
44
29%

Others (architecture, language, letters, law)
14
9.5

There is a predominance of persons from social services and educational background working in insertion enterprises, but a significant (increasing) number of professionals from commercial or business background. There is also a high proportion of persons with a technical background presumably associated with the areas of work being developed and other professionals from a mixed background.

8. Training in Insertion Enterprises:

Most insertion enterprises aim to provide training as part of the employment package:

· 90% of insertion enterprises provide work experience. This will only result in a qualification if the person is also engaged in accredited training in a recognised training centre.

· 23-5% provide accredited/academic training internally (such as the TRIBORD CAP, BEP)

· 65% provide accredited/academic training externally  (such as AFPA, GRETA, or in the case of TRIBORD, IBEP)

9. Outcomes of Insertion Enterprises:

Based on a sample of 171 Insertion Enterprises, the following was found:

CATEGORIES
NO. TOTAL
AV. PER EI
%

Persons leaving the EI in 1996
3699
21.6
100%

Persons finding employment
1853
10.8
50%

Persons entering further education/training
389
2.3
10.5%

Others
1457
8.5
39.5%

(Source: Etat des Lieux des EI 1997)

10. Partnerships:

The Etat des Lieux de EI’s survey (1997) also noted a consistent and diverse tendency in EI’s to form Partnerships of different types:

Partners
Purpose

Private Sector
Setting up of commercial subsidiaries

Setting up of economic groups and consortiums

Agreements to provide services

Participation in Chamber of Commerce and other groupings

Agreements for referrals of labour

Public Sector
Contrat de Ville (contract to create jobs)

PLIE (Local Insertion Plan)

Contracts to supply services

Local Pacts for Employment

Social Economy Sector
Networks for  Employment 

Provision of services within the sector

11. Income and Subsidy for EI’s:

Average turnover for EI’s was 2.6 million francs in 1993, made up of income from sale of products and services, and subsidy.
· Rates of subsidy for Insertion Enterprises:
Relation
1991
1994
1995
1996

No. of EI’s in sample
139
155
183
213

Ratio of Subsidy to Annual Turnover
not available
 26%
 24%
 22%

· Source of subsidy:

· DDTEFP - Direction Departamentale du Travail, de l’Emploi et de la Formation Profesionelle

· DDASS - Direction Departemental des Affaires Sanitaires et Sociales

· Justice - Justice Ministry

· Collectivités Territoriales - Local Authorities

· Europe.

12. Areas of activity of EI’s:
The Etat des Lieux des EI survey (1997) sampled 213 EI as far as areas of activity and found the following:

AREA OF ACTIVITY
NUMBER 

1996
% Of EI’s using in  1996
% Of EI’s using in  1993

Building (unskilled and second-fix)
 65
 30%
38%

Green groundwork, landscaping, agricultural, environmental, etc.
 56
 26.2%
28%

Waste management - 6,5%

Recycling - 12.2%
40
18.7%
6%

Manpower agency (Interim)
25
11.7%
23%

Laundry, bleaching, dressmaking, alterations 
 21
9.9 %
7.5%

Industrial cleaning, property services, maintenance, housework
19
8.9%


Subcontracting to enterprises, Services to enterprises
15
 7%


Food preparation, catering, delivery of meals
14
6.5%
8.5%

Woodwork: joinery, sawyer, furniture making
 9
4.2%
14.5%

Mechanical, sheet metal, boiler-making, motor mechanics
9
4.2%


Removals, transport
 7
 3.2%


Personal services, home-help, repairs
 5
2.3%
3.5%

Printing, design
3
1.4%
5.5%

Other
5
2.3 %


Total
293
100%


(Source: Etat des Lieux des EI survey 1997, Les eneterprises d’insertion, leur savoirs faire, leur metier 1995/1996)

Recycling is therefore one of main growing areas of EI activity.

13. Clients:
The principal clients of Insertion Enterprises in 1995 were:

28% - Private persons

20% - Small and medium sized enterprises (SME’s)

19% - Local Authorities

13% - HLM’s (housing associations)

7%   - Large enterprises

3%   - Decentralised government services

1 % - Central government agencies

9%   - Other.

(Source: Les enterprises d’insertion, leurs savoirs faire, leur metier 1995/1996)

14. The CNEI and other Networks
A National Committee of Insertion Enterprises (CNEI) attempts to bring together and represent this sector. They have adopted a Charter of Insertion Enterprises” that defines the client groups, objectives and forms of operation of Insertion Enterprises. (04.04.92). CNEI had 400 enterprises affiliated in 1995. On a regional basis, they are organised into Regional Unions of Insertion Enterprises (UREI's) that in turn form part of the National Committee. CNEI receives funding from central government, various govt. departments, private foundations and financial institutions and the European Social Fund. There are two other networks of insertion enterprises. One is FNARS and the other is COORACE The SCOOP Network brings together co-operative enterprises, some of whom work in insertion.

APPENDIX II - PLIE - PLAN LOCAL PAR L’INSERTION ET L’EMPLOI
The PLIE is an important initiative by the French Government to form partnerships with the various sectors in the community to fight social exclusion thorough economic re-integration.

1. Objectives:
· Strategically:
PLIE provides strategic co-ordination in local employment, by bringing together clients, training agencies, insertion enterprises and the private sector to integrate the unemployed. PLIE centralises the recruitment of unemployed people by insertion sector and private sector initiatives, in co-operation with the Mission Local, the ANPE and the CLI.

· Practically:
PLIE provides 3 major services to clients - support and training to allow the finding and staying at work -access to Insertion Enterprises (e.g. 24 training centres and 17 insertion enterprises are part of the Rennes network) - Searching for employment in the open labour market.

PLIE also provides training and support to the unemployed, and to enterprise working to re-integrate them. However, training is not a pre-condition for employment.

PLIE pays a subsidy to an Insertion Enterprise on a per beneficiary basis to fund the development of a vocational training programme. This subsidy is the equivalent of 1 day’s pay a week. If the enterprise employs 25 people this could be as much as 45,000 Fr. Per annum.

2. Working Methods:
The PLIE works through regional offices with their own local management committees, made up of local councillors, representatives of central and regional government agencies

PLIE employs case workers (correspondents), assigned to specific unemployed persons, who have the responsibility for developing and implementing a work-plan to ensure the permanent integration of clients.  PLIE carries out periodic assessments of clients’ progress.

3. Clients:
PLIE aims at helping persons who have restricted or no access to the commercial labour market. It helps to find jobs of at least 6 months duration, as a first step to re-integration. (E.g. Brest PLIE aimed at the employment of 600 people between 1997-99). PLIE tries to take into account personal circumstances and support as many women as men.

People who use PLIE are recipients of RMI, unemployed for over a year, never been employed.

 In 1998, 3,538 people made use PLIE in Rennes. 1,463 found employment of at least 6 months 

4.  Funding:
PLIE is partly funded by ESF Objective 3 funds, and partly by public sector contributions. ( State, region, local city, HLM)

5.  Relation to Insertion Enterprises:
The PLIE’s work closely with Insertion Enterprises in every area, referring possible employees, providing support and training to specific beneficiaries, and sometimes funding additional support through the Insertion Enterprise itself.

APPENDIX III - COBREM - ECONOMIC GROUPING

1. The Co. Br. Em. Group: 

1.1 Origins, founders:

Co. Br. Em is an Economic Interest Group registered under French law in 1992, made up of 3 interconnected legal entities, which have related and complementary functions.

Name
Type of organisation

SATO RELAIS 
Association Intermediaire (Law 1901).  Seconds unemployed persons to public bodies, NGO’s and companies.

SATO Interim 
SARL set up by Sato Association and Sato Relais  - acts as agency for temporary employment of unemployed persons in private companies.

TRIBORD
SARL set up by Sato Relais, EMMAUS and IBEP (see Report).

BOITABOIS 

(closed down)
SARL  - wooden toy manufacture, employing long-term and young unemployed persons (like TRIBORD).  

1.2 Objectives:

· Co. Br. Em. Group aims to facilitate the pooling of human, material and financial resources and marketing in order to help the development and promote the activities of its members.

· CoBrEm aims to bring together the 3 stages of economic insertion, with Sato Relais being the first, TRIBORD being the second and Sato Interim being the third phase.

1.3 Legal basis:

· Economic Interest Group (GIE). national legislation - partnership of companies

1.4 Management Structure:
An Administration Council initially made up of:

2 representatives from SATO INTERIM 

2 representatives from SATO RELAIS

1 representative from TRIBORD

1 Auditor (Controleur de gestion)

1.5 Staffing Structure:

Director

Administrative and Financial Officer

Deputy Director

Secretary

Technical Advisor

2 Accountants

2 Administrative Officers

In 1999 Co.Br.Em. Group employed 50 full time staff and created the equivalent of 195 full time insertion posts, though its various appointments. This totalled 357,000 work hours for persons who were previously economically excluded. 

1.6. Main partners:
CoBrEm has working agreements with the Department of Health and Social Affairs (DDASS) the Department of Labour and Professional Training (DDTEFP), City of Brest “Contract de Ville”, Local Plan for Economic Integration (PLIE).

Co.Br.Em. also has a Quality Service Agreement dating from 26th February 1996 with the ANPE (national Employment Agency) North Finisterre. This mainly aims at exchange of information.

1.7 Current activities:
CoBrEm operates a registration service for those seeking work. From this inscription the most appropriate employment alternatives are identified.

1,100 people looking for work were registered in 1997 - 44% less than 26 yr., 22% beneficiaries of RMI, 68% received no ASSEDIC * benefits, 20% had been registered as unemployed for more than 2 years.

1.8 Commercial viability:
Co. Br. Em has a consolidated turnover of 32 million francs, and an annual salary bill of 22 million francs. In 1995 Co. Br. Em received 33,599 Fr. in subsidy, mainly as a result of exoneration from charges.

1.9 Premises:
Co Br Em has now moved to new, fully equipped new offices with other Group organisations.

2.  Sato Relais 

2.1 Background:

· Area of operation - Brest Urban Council and Saint Renan.

· Set up (a Law 1901 association) on 1st of February 1985 as an initiative by hostels, rehabilitation centres and other social agencies in Brest.

· Registered as an Association Intermediare by agreement with the Prefecture, October 1997. 

· Registered as an Employment Depot (chantier d’insertion) in 1990

· 16-24 members of management committee, 8 statutory members.

· 2 area offices in Brest 

2.2 Objectives

To create employment opportunities for young and long-term unemployed persons, through the identification and the creation of temporary work opportunities, as a means of integration or re-integration into the commercial labour market.

2.3 Board Membership:

14 representatives, 8 of who are permanent.

2.4 Staff:


1 Manager

5 Technical Supervisors

1 Technical advisor

6 Administration  Officers (CES)

5 Training Officer (CES)

In 1999 SATO RELAIS employed the equivalent of 51 full-time posts through Insertion Contracts. In 1997 48% of those employed went on to other activities after employment - mostly employed by local authorities  - 121 continued employment and 24 went into further training.

2.5 Financial Viability: 
SUBSIDY FOR SUPERVISION AND TRAINING (1995)

GENERAL COUNCIL:
396,000

PLIE:
43,000

DDASS
96,000

TURNOVER
1,000,000

SUSBIDY IS 53.5% OF TURNOVER


Turnover in 1999 had grown to 6.3 million francs.

2.6 Main Activities
· The Intermediate Association (association intermediare)

Operates from 2 offices in Brest, to make available to employers (NGO’s, local councils and private enterprises) under temporary contracts, unemployed persons who are finding it difficult to enter the labour market.

In 1999, the Intermediate Association employed the equivalent of 33 full time employees in insertion contracts, benefiting 523 people (59,602 work hours). 

· The Insertion Depot (chantiers d’insertion)

To carry out socially useful works while employing under temporary contract persons who are unable to gain access to the commercial labour market. The Depot aims at giving beneficiaries the possibility of preparing physically and psycholog9ically for work.

Activities are mainly environmental works, improvement of buildings and second-fix building. Work is carried out exclusively for local authorities.

 In 1999 the Insertion Depot employed the equivalent of 18 full time posts, benefiting 102 persons (32,326 work hours). These persons were employed under CES - Contracts Emploi Solidarite. These are part-time insertion contracts where 80% of cost is paid by the State.

In 1999 63% of beneficiaries were young people at risk. The others were unemployed persons in receipt of Minimum Income (RMI).

· Support in Employment (Accueil vers l’Emploi)

Provides support for unemployed persons seeking work in the Pontanezen and Keredern areas, offering counselling, training and one-to-one support, including referral to appropriate statutory agencies (e.g. ANP, Mission Locale, CLI). This service provides direct support and liaison with employers in order to find follow-on employment. Also arranges support and training by other agencies. 

In 1999 300 people were found work by SATO RELAIS.

3. Sato Interim:

3.1 Background:

· Operates within Finisterre.

· Founded in November 1992 by Sato Relais and Sato Association  - who are directors - registered as SARL (Limited Company).

· In 1993, registered as Interim Insertion Enterprise, as defined by Article L124-1 of the Code de Travail dated 04.04.91.

3.2 Objectives:

To provide temporary unskilled and semi-skilled labour to local enterprises, employing persons who are young or long-term unemployed, and face other barriers to integration in the labour market.

3.3 Staff:
Director

Commercial Manager,

Social Welfare Manager,

Three Insertion Supervisors

Two Marketing Officers,

Four administrative assistants

In 1999 Sato Interim also employed in insertion posts the equivalent of 122 full time posts, benefiting 831 persons, placed in 281 different enterprises (222,000 work hours). However, SATO INTERIM’s aim is not simply to find temporary employment but to provide an intermediate step up to full employment.

3.4 Financial Viability:
SUBSIDIES FROM SUPERVISION AND TRAINING (1995)

DDASS
180,000

PLIE
77,000

Contract (de Ville) Brest City:
111,000

Turnover
4,.400,000

Subsidy is 14% of turnover.


Turnover has risen since then to around 12.7 million francs per annum in 1998 and 19.4 million francs in 1999.

3.5 Main Activities: 
· Provides short-term labour for all sorts of enterprises.

· Ensures candidates have required training (technical & health & safety)

· Creates jobs within enterprise if appropriate.

· Provide sufficient training and support to allow employees to fulfil work obligations.

· Aims at developing skills and career prospects of employees.

3.6 Beneficiaries:

· 73% of SATO INTERIMS beneficiaries in 1997 were long-term unemployed 

· 48% under 26 years of age 

· 15% RMI (minimum income) beneficiaries.

3.7 Benefits to clients:

· In 1996, of 406 persons employed by SATO INTERIM, 130 found employment, and 41 went on to further education. (42% success rate)

· 83% of employees received accredited qualifications while employed.

· SATO INTERIM also gave support in training, housing and social support.

APPENDIX IV

EXAMPLES OF TRAINING PROGRAMMES CARRIED OUT BY SUNFLOWER

Sunflower devotes a considerable amount and time and resources to training and work experience programmes aimed at young and long-term unemployed people in Inner City Dublin. The training and work experience is complementary to its role as a local recycling project, and has the aim of helping the social and economic integration of its clients.

1. INTEGRA PROGRAMME (1996-1997)

Activities developed under this Programme were aimed at long-term unemployed adults and involved the awarding of a certificate in horticulture.

This Training Programme included 24 long-term unemployed people, aged from 21 to 62. Most were women.

Participants were able to choose from the following Training available:

· Personal Development Course lasting 3 weeks (1 day per week plus 2 days residential)

· Environmental Awareness Course (4 weeks)

· Introduction to Recycling  (8 weeks)

· Basics of Business Planning (6 weeks)

· Communities in Action (4 weeks)

· Information Technology (6 months)

· Recycling Management (10 weeks) 

· Management of Recycling (10 weeks)

· Enterprise Development and |Business Management (10 weeks)

· Design in Urban Setting (8 weeks)

· Environmental Education( 7 weeks)

· Computers and Recycling (3 weeks)

· Transnational Training (3 weeks)

The INTEGRA Project also involved the production of a CD-ROM on recycling experiences, the development of an Irish Training Module in Technology for Recycling, and a comparison of support for Social Economy Enterprises.

2. YOUTHSTART 1998-1999

Sunflower has been involved in the development of several training programmes under the YOUTHSTART Programme in the 1998-1999 Period. 

The YOUTHSTART programme was geared at early school-leavers in the north inner city. It was designed to involve these young people in urban upgrading and community environmental projects.

It 12 young people (4 male and 8 female, only one under 25). Hours of training ranged from 22 to 74 hours per month. Participants will received a Certificate from Trinity College Dublin in “Ecologically Friendly Enterprise”.

The Course include two main themes:

· Improvement of Open Spaces.

This included the following topics:

· Producing a Plan

· Presentation Skills

· Action on the Wasteland

· Environmental Enterprise

· Community Involvement

Some of the work experience undertaken as part of the Course was:

· Urban Upgrading

This included:

· Conservation principles

· Retention and restoration of historical buildings

· Research into conservation

· Minimum physical intervention

· Maintenance of visual settings

· Repair rather than replace

· Sustainable conservation

· Modern solutions

The Course included research into historical documents. It included survey of historical buildings, and the production or restoration plans. It also included implementation of restoration work (under supervision) the recording of repairs carried out and the planning of future maintenance needs.

Further training was given on sources of financial assistance given for restoration, and the legislation relating to conservation.

Practical activities undertaken by Trainees in the development of the Course included:

· Refurbishment of the basement of Sunflower’s offices

· Painting of a mural (The Simpsons) at the Community After Schools Project building

· A National Spring Clean involving the clearing up and refurbishment of a laneway in the Inner City.

The Project also involved a trans-national exchange between Sunflower and the ATEC Bom organisation in Antwerp, and the SAQ (society for Construction and Qualification) in Zwickau, a social economy enterprise in East Germany working in recycling of cars.

3. ENGLISH/LITERACY AT THE ADULT EDUCATION CENTRE, MOUNTJOY SQUARE.

This training option was available to trainees with literacy needs. At the end of the Course participants would obtain the Junior Certificate in English of the National Certificate of Vocational Accreditation (NCVA). There is a very high success rate in accreditation.

4. COMPUTER CLASSES AT THE LARKIN CENTRE

This training was available to 12 participants, who attended Windows and MS-Word computer training.

5. PERSONAL DEVELOPMENT

This Course was run by a training consultant and was very successful in giving participants tools to resolve personal and social skill problems.

6. OSCAR

This was supported by European Funding and focussed on establishing a common model for the development of computer equipment recycling. The OSCAR Project was developed with partners ATEC & MOIRA (Antwerp), and involved the running of a course in recycling of old computers for disadvantaged trainees.

The course incorporated six-month training in IT. The aim was that trainees would be subsequently employed by commercial enterprises. The final evaluation involved the production of a CD-ROM.

APPENDIX V

MAIN DOCUMENTS CONSULTED

Documentary research was limited to clarifying background with respect to facts, legislation, finances and other details. This information was intended to complement information gathered directly from the staff of the organisations concerned. The result is often a combination of verbal information gathered in interview and documents gathered from various sources, including the following principal reference documents:

1. FRANCE:

Unknown - Bretagne Economique (1998)

                - Tableau de Bord  (05/99)

 ADEME  -  Environment et Insertion, Le Secteur des Dechets (1994)

CECOP R&D   - Global Ecology: Social and Environmental Regeneration (Brussels 1999)

                        -  Recycling People – FRANCE Summary Report   (Brussels 1999) 

CNEI  - Etat des Lieux des Enterprises d’Insertion (1997)

          - Perspectives de Developpment des EI et EII sur 1998-2000 (1999)

Co.Br.Em. - Constitution (1993)

                  -  Etude sur les impacts finacieres du Co.Br.Em. (1995)

                 -  (Various internal documents)

Communauté Urbaine De Brest  - L’Insertion par L’Economique (1998)

CRIDA - TEN Conseil (1997)

EAPN  - European Manual on the Management of the Structural Funds (Dublin 1999) 

IBEP - Sous les Dechets – l’Emploi et la Qualification (1996)

Keroulas, Roland -  TRIBORD Rapport Comptable 01.01.96 – 31.12.96

                            -  TRIBORD Rapport Comptable 01.01.97 – 31.12.97

  -   TRIBORD Rapport Comptable 01.01.98 – 31.12.98

PLIE  -  Bulletin de Liaison des acteurs du PLIE de Rennes (1997)        

          -  Various documents

SATO RELAIS -Rapport d’Activite (1997)

TRIBORD - Reunion Trimestrielle – 24 Avril 1998

                  - Reunion Trimestrielle – 25 Septembre 1998

                  - Reunion Trimestrielle – 15 Janvier 1999

                  -  Trois Extraits d’Etudes se Referant a L’Experience TRIBORD (1996)

                  -  Sous le Dechets, L’Emploi (Demande de concours FSE Emploi) (1997)

                  - (Various internal documents)

2. IRELAND.

Department of the Environment – Web Page.

Dublin Employment Pact – Trends and Issues 2000 (Web Page).

Dublin Inner City Partnership  - Strategic Action for a Working City – Action Plan 1996 –2000

                                               - Working for Local People (1996)

Nolan, B, et al.  (Combat Poverty Agency) – Where are the Poor Households?

ENFO – Fact Sheet (?)   European Glass Recycling Rate (1996)

           - Fact Sheet 12/3 Waste (1998)

EPA   - Disposal and Recovery Rates for Household and Commercial Waste - NWDR (1995)

ESRI – National Investment Priorities for the Period 2000-2006

EVA – HEADWAYS – Jon Creation and Training Schemes in the Environmental Sector (1999)

Brouillet, M-C, et al –(ISEME) – Project for Web Site on Waste Management in Dublin (1999) 

The Stationery Office, Dublin – Sharing in Progress – National Anti Poverty Strategy 

Sunflower Recycling – Various internal documents

Walsh, Bernie – Sunflower Recycling in Strategies to Develop the Social Economy (Community Workers Co-operative) 1998.

 Wood C. & Philip D. (Eds.) Source Media – Sustainable Ireland Source Book 2000 

APPENDIX VI

GLOSSARY OF TERMS – FRANCE

The following French abbreviations and terms came up during the researching and writing of this Report, some of which are included in the text of the Report:

AFPA – (Association de la Formation Professionnelle des Adultes Formation Qualificante Gratuite) – National Association for Vocational Training.

ANPE – (Agence National Pour lEmploi): National Employment Agency. “The equivalent of FAS in France”.

ASSEDIC- (Association pour l’Emploi dans l’Industrie et le Commerce) – Employment Association.

BIPE – (Bureau d’Information et de Prevision Economique) Statistics and Research Bureau.

BEP – (Brevet d’Enseignement Professionnelle) – National Training Body.

BOUYGES – Multinational Company – Parent of SOFIREC.

CAP – (Capacite d’Etudes Professionelles) – Porfessional accreditation.

CCI – (Chambre de Commerce et Industrie) – Chamber of Commerce.

CCPM – (Communauté de Communes du Pays Morlaix) – Pays Morlaix Local Authority Association.

CCPI – (Communauté de Communes d Iroise) – Pays d’Iroise Local Authority Association.

CCPC  – (Communauté de Communes de Chataulin) – Pays de Chataulin Local Authority Association

CES – (Contract d’Emploi Solidarite) Insertion contract aimed at long-term unemployed. Usually used by Insertion Associations (rather than Companies). State pays 65% of costs

CDD – (Contract de Duration Determine) – Short-term Contract

CDI – (Contract de Duration Indetermine) – Permanent Contract.

CFI – Fund for training of unemployed young people.

CIBC – (Centre Interinstitutionel de Bilan de Competences) – National Accreditation Centre.

CIE – (Contract Initiative Emploi) – Contract usually entered into with persons who have been unemployed over one year. Employers are except from paying statutory contributions for 6 months.

COVED – (Collecte Valorisation Energie Dechets) – Waste Collection Enterprise in Brest.

DBI – (Dechet Industriel Banal) – Ordinary Industrial Waste (non-toxic).

ETP – full-time Equivalent – used to describe cumulative part-time employment.

PROMOFAF – (Fonds Assurance Formation Professionnelle) – Contributory scheme for Professional Training.

RMI – (Revenue Minimum d’Insertion) – Minimum income paid to unemployed persons registered with ANPE.

SIFE – Funds for costs of training of unemployed adults.

SIVOM – (Societe Intermediare a Vocacion Multiple) – Insertion Enterprise.

SOFIREC – (Societe Finisteriene de Recyclage) – Principal Recycling Enterprise in Finisterre.

UREI – (Union Regionale des Enterprises d’Insertion) – Regional Union of Insertion Enterprises (part of CNEI)

Jose Ospina – Development Consultant   
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