COGENT

EXECUTIVE SUMMARY
1.
INTRODUCTION:  
Work began in January 2003, with the aim of forming a new sector skills council to support employers within the oil and gas extraction, chemicals manufacturing, petroleum and the polymer industries, to have a greater influence and involvement with developing the skills needed to contribute to business performance. At this time the representative bodies for these industries commenced work on the development of an Expression of Interest (EOI), in accordance with the guidelines issued by Sector Skills Development Agency (SSDA). 

The representative bodies involved were Cogent the “trailblazer” SSC for oil and gas extraction, chemicals manufacturing and petroleum industries, along with the existing Polymer NTO representing employers and employees in the polymer and signmaking industries.

During the development of the EOI for the industries described, employers from nuclear and radiological technology gave their backing to the extension of the proposed scope of “Cogent Plus” to cover the requirements of their companies and employees.
The main purpose of submitting an EOI was to prove to the SSDA that the employers and employee composition of the sector was of sufficient significance to the UK economy, both in terms of its economic contribution and strategic significance to warrant being considered a distinct sector.
The SSDA established an entry level of 500,000 employees as a prerequisite for consideration of an EOI and hence progression to the Development Phase.  Alongside this quantitative metric aspiring SSCs were also required to achieve and demonstrate support from a representative cross-section of their sector employers as well as being able to show how they would engage across the UK, for example with the devolved administrations, Learning and Skills Councils and the Regional Development Agencies.
2.
THE “COGENT PLUS” SECTOR
The sector described in the Expression of Interest is as follows:
	Oil & Gas

Extraction
	Petroleum
	Chemical Manufacture
	Polymers & Signmaking
	Nuclear &

Radiological

Technology
	THE SECTOR

	104,200 direct, plus 66,500 in supply chain.
	123,000
	170,000

(Source: CIGT report 2002)
	233,000

+28,000 Polymer
25,000 Signmaking
	60,000
	Employment numbers

780,000+

	6,000 

(Source: UKOOA)
	6,000+
	3,230

(Source: CIGT report 2002)
	7000+
	300
	Company numbers

20,000+


	£34.6bn
	£40bn
	£26bn
	£19.7bn
	£7bn, + clean-up activities ~ £1bn
	Sales 

£120bn per annum


	£23.1bn
	£1.9bn
	£10bn
	£7.49bn
	£4.2bn
	Estimated GVA

£46.69bn = 7.78%



	£6bn
	£750m
	£19.6bn
	£4bn
	£600m in goods and services
	Export sales

£30bn per annum



Additionally as part of the EOI, the profile of sector, using SIC codes as the descriptor were also given. As many of the classifications are spread over a number of projected/aspirant sectors this proved be a less than straightforward task.  Some examples:  

· companies which have in-house injection moulding capability, utilizing the same skill sets as companies whose sole business is injection moulding. These employees are included in the general classification attributed to their employment, such as Code 29.71: manufacture of electric domestic appliances.  

· Other areas, such as Code 50.50: Retail sale of automotive fuel, had to be investigated to ensure that potential overlaps with the sector skills council for the retail industry, and the motor industry, were clarified prior to submission.  
However these problems were further compounded in the case where there were not even “aspirant “ SSCs to investigate and discuss these overlaps with.  In these cases the heuristic applied was “would one of our employers recognize these jobs as operating within their business?”
3.
WHAT SKILLS ISSUES?  Common Skills – Common Problems
The EOI outlined in general terms the skills issues facing the sector and described the possible impact, developing the sector skills council, could have in addressing these issues. At this stage no new primary research was undertaken.  Secondary data was used with information being sourced from published data and existing reference materials. 
This initial review highlighted issues around:
· Industry image

· Recruitment of suitably skilled workforce

· Technical capability

· Innovation

· Sustainable development

· Technology transfer

· Management capability.

Whilst many of the issues identified were common across the industries within the sector, there was also evidence that industry specific issues existed too.  Recognizing and understanding this highlighted for the need for SSCs to be able to: derive the benefits of synergistic action across the sector to address common problems, whilst at the same time, maintaining an appropriate level of industry specific focus.  This requirement was incorporated as an objective within the “cogent plus” strategic planning and organizational development process.
4.
THE BUSINESS PROPOSITION
Within the EOI employees within the sector were offered a value proposition based around the information and explanation of what an SSC would be contained within the DfES Invitation document:

“SSCs will give significant responsibility to groups of employers to provide influential leadership for strategic targeted action to meet their sector’s skills, workforce development, and business needs.  In return they will receive a substantial measure of publicly funded support, the opportunity for structured and systematic discussion with government departments across the UK on issues relevant to skills and increased influence with education and training agencies and institutions.”

Each SSC will set its own priorities and targets based on a rigorous analysis of needs in relation to four key goals:

· Reduce future skills gaps and shortages and anticipate future needs

· Improve productivity and public service performance through specific strategic actions based on an analysis of sectoral priorities.

· Increasing opportunities to boost the skills and productivity of everyone in the sector’s workforce including action on equal opportunities.
· Improving learning supply, including apprenticeships, Higher Education and National Occupational Standards.
.  

The prospectus therefore invited stakeholder to become part of an independent regionally based organization, owned by employers with the capability to operate across the UK.  

This new organization would act as :
· A leader to the sector on strategic pan industry issues

· A partner to individual businesses on the development of tailored solutions to meet the skills problems affecting their business.

· An adviser to individuals on vocational learning and career opportunities.
In this way “Cogent Plus” began to address the need for overarching consistency of messaging for the sector but interpreted and explicated at different levels, specific industry to resonate with individual employers and at a personal level for employees and those seeking the join the industry.  The notion of access and influence was central to the proposition offered because active participation was considered crucial to the success of the new organization.
Becoming involved in developing the SSC and supporting its work was therefore presented to employers as an opportunity to have:

· Readily available expertise about the sector in a fast changing world, available to advise and lead action on key concerns.

· Better market intelligence helping to inform choices of people interested in the sector and plan for development and recruitment.

· A way that small business’ issues could be understood and addressed.

· A powerful voice in government on employer and business concerns.

· Creative and tailor made solutions to meet their needs.

· Improved supply of talented people seeking to work in the sector.

· Greater confidence that new recruits and existing employees can perform on the job and develop to anticipate future sector needs.

The offering made to stakeholders was therefore if you become involved with your SSC and actively participate in return you will receive a more effective and appropriate service around skills and workforce development.

5.
INDUSTRY SUPPORT
The Expression of Interest was sent out to employers for their consideration. Leading on from the points made about the proposition the way that the EOI was shared with employers was consistent with the principles adopted.  That is to say employers were encouraged to provide feedback but also that by becoming part of “cogent plus” they would gain a much more direct influence over skills and workforce development intended to boost their business performance.  Additionally they would have a much stronger voice with government on policy and its agencies in terms of value and impact on publicly funded education and initiatives.
Again in line with the policy of open access and transparency the EOI was shared with stakeholders though a variety of media.  These included being available online, through to printed copy, to formal presentations and inclusion on trade association agendas. 

All the responses from the different communication channels that were received were logged. Only two of the responses received were negative.  The first was from a micro-business in the sign making industry.  The second was from an organization representing surface coatings employers, explaining that alignment with Proskills SSC had already been agreed.

6.
SUBMISSION AND APPROVAL
Once employers and other stakeholders had endorsed the Expression of Interest it was submitted to the SSDA for consideration at the end of March 2003.
The SSDA Board used five key tests to assess the economic or strategic significance of the sector’s employment base.
· Does the sector make a significant contribution to the UK’s economic performance, social inclusion of better public service?

· Does the sector face significant change in the demands placed in its workforce from growing competitiveness, increasing public expectations new technologies demographics or sustainable development?

· Does the sector have significant opportunities to boost its performance through more attention to skills issues across the UK?

· Does the sector contribute significantly to key government priorities?

· Does the proposal cover a coherent employment sector where employers are ready to commit themselves to an active SSC?
Formal approval to proceed to the development phase was granted in May 2003.  
6.1
Specific Activities identified as a consequence of the SSDA Board’s deliberation and approval of the EOI, the organization going forward was asked to address some specific issues namely:
· Progress needs to be made on the creation of a new governance structure for the merged sector which demonstrates the participation and accessibility in influencing decision making by employers across the enlarged sector.

· Work is underway on increasing the SSC’s approach to and profile on addressing diversity issues and that these are promoted as priorities for the sector.
· The Business Case will need to elaborate more fully on how the SSC intends to work more effectively with the Devolved administrations, particularly Wales and detail more fully the remit, spread and role of the Employer Engagement team.
7.
THE DEVELOPMENT STAGE
The development stage involved action by both the SSDA and employers to take forward the initial EOI.  The SSDA recommended sequence of work has three stages:

· Drawing up a market assessment

· Preparing and testing the SSC business proposition

· Putting a full submission to SSDA

The development phase of “Cogent Plus” consisted of these three strands

1.
The Market Assessment

2.
The Strategic Plan

3.
The Business Plan
Essentially the detailed Market Assessment provided the answer to “why establish an SSC”; that is what evidence is there to support the assumption that interventions by employers on skills issues could make a significant difference to the sector’s overall business performance.

Having tested the assumptions and the trends that emerged from the market assessment with employers and other stakeholders, the next task was to establish “What ambitions or long term goals would address these?” 

Finally having established these long-term, high level objectives to work back to identify “What specific actions would need to be enacted in order to achieve them?”  The business plan seeks therefore to give a clear action plan for “How the strategic objectives will be achieved.”

7.1  THE MARKET ASSESSMENT 
Thus purpose of the Market Assessment was to further refine and develop the information given in the EOI. It again required the sector to be defined in terms of SIC codes. A “best fit” model was agreed with SSDA, showing the main codes associated with employment in the sector, along with descriptors of areas of activity not readily separated from a general code. These were 

· Exploration for and extraction of oil and gas from the UK continental shelf (SIC11)
· Refining of crude oil  (SIC23.20)
· Storage, blending and distribution of petroleum-based fuels

· Lubricants and bitumen manufacture (SIC23.20)
· Retail sale of fuel on forecourts (SIC50.50)
· Manufacture of chemicals (SIC24.1, 24.2)
· Manufacturing of consumer products, such as cosmetics and detergents (SIC24.5)
· Manufacture of active ingredients for the pharmaceutical industry (SIC24.4)

· Nuclear propulsion

· Defence – nuclear deterrent

· Decommissioning and clean-up of nuclear legacy

· The nuclear fuel cycle

· Nuclear heat (fission based power generation and fusion research)

· Conversion of raw polymer into products and components (SIC25)
· Manufacturing and designing machinery and equipment for polymer processing, including moulds, tools and dies

· Manufacturing and installation of signs

· Design, innovation and  research and development linked to new materials and their applications

The Market Assessment confirms the facts relating to strategic and economic significance of the sector. It also shows a current snapshot of the sector – age and gender profiles, geographical areas of activity, financial and environmental pressures, and existing skills issues. 
It also shows the drivers of change in the sector, such as the planned introduction of new legislation, consumer attitudes to the industries within the sector and their products, and any other trends in requirements and demand (for example, skills “hotspots”).
The main purpose of the Market Assessment is to inform the future strategy for the sector, and for its industries. The direction dictated is that 

· Extensive work is required to improve the image of the sector as a whole, and of the industries within the sector, to ensure that future recruitment needs are addressed. These needs will arise through a combination of factors, including the continuing introduction of new technology, and the age profile of sector employees (replacement demand). The sector must also be seen as attractive to a widely diverse audience.

· “Cogent Plus” must have influence on the training and education system, both academic and vocational, to ensure that occupational standards keep pace with technology shifts, and that skills and knowledge of new and current employees reflect business need. 

· Continued expansion of engagement with employers and other stakeholders at a strategic level is required, in order to ensure that skills have equal weighting to other aspects of business planning.

· “Cogent Plus” must deliver solutions to employers at local, regional and national level, such as access to learning programmes, development (in partnerships with others) of new learning programmes and qualifications.

These finding were then used in the development of the Strategic Plan and subsequently the Business Plan.

7.2
STRATEGIC PLANNING
The strategic planning process involved staff workshops, input from Shadow Board members, and consultation with industry bodies and employers.  The process was therefore designed to incorporate the intelligence from the market assessment along with the requirements and suggestions that employers had articulated during earlier consultation on the EOI.   
The Executive staff were then tasked with building a proposition that met the needs of the business whilst also providing the evidence and documentation required to achieve the Standard set by SSDA for licensing.  This process provided an opportunity to examine and explore the purpose and activity of the proposed SSC in such a way that its structure, systems and processes could be constructed so that they were not just aligned but actively supported the SSC’s strategic direction.  
In summary therefore the strategic planning process used data, information and intelligence from a variety of sources and stakeholder groups which included:

7.2.1 Stakeholder Requirements
Issues gathered from stakeholders during the EOI consultation, which included the need to:
· Understand and be responsive to changes in the industry.
· Agree key value measures with customers and stakeholders.
· Deliver services at both a regional and local level which would help bring services closer to the customer. 

· Create an organization, with the business focus and capability to respond to generic skills issues without losing sight of the industry/regional specific issues that are most relevant to stakeholders.

· Have a focus and the resources to be able to work with the whole range of stakeholders. 

· Sustain a viable workforce and promote career opportunities within the industry.

· Have transparent and understandable decision making processes and structure operated with the minimum bureaucracy.
· Governance arrangements need to make explicit responsibilities and authority “Who will be the legal owners of the entity?”  “What mechanisms exist to ensure all stakeholders can make their views known?”

7.2.2 SSDA Requirements
Guidance included in Meeting the Sector Skills and Productivity Challenge
To achieve the four goals referred to earlier the following agenda needs to be pursued.
· Develop a forward looking skills and productivity agenda and action plan for the sector.

· Secure commitment to the skills agenda from employers, government, key agencies and learning institutions.
· Promote employer skills investment and innovation.

· Build an effective employer network.

· Define key sector occupational skills and promote career opportunities.
· Promote learning and qualifications.
· Report on the impact of public and private investment in meeting sector skills priorities and raising productivity.

Work in progress issues identified by the SSDA Board’s deliberation of the EOI, around:
· Governance demonstrating that mechanisms exist that facilitate employers across the sector can participate and influencing the SSC’s decision making.

· Action being taken to increase the SSC’s efforts around diversity issues.

· Evidence on how the SSC will work more effectively with the Devolved administrations, particularly Wales.

· The remit, spread and role of the Employer Engagement team being explained in more detail.
These requirements were then used as the basis of the Executive staff workshops.
7.3
THE 5 YEAR STRATEGIC PLAN enclosed as part of this submission for license represents the first outputs of the strategic planning process described.  It covers the period from January 2004 (assuming SSDA licence granted) until December 2008, and contains within it are the Cogent vision, mission and core goals.

The strategic plan has been tested with employers in three ways:

· By extensive consultation with Board members.

· By consultation with a broader range of employers via the Board members’ networks.

· Via the website and monthly bulletin.

Feedback received through these channels was incorporated before a final draft was presented to the Board for approval. 

7.3.1 Outputs

It was agreed that any vision must reflect the aspiration of the sector, what the sector would hope to look like in five years if skills interventions successfully make a difference.   
	VISION
	To have a workforce with the skills and behaviours to address the sector’s needs; to have the skills necessary to exploit the opportunities created by innovation and new technology, so that the sector remains viable and competitive, generating career opportunities.


	MISSION
	To meet business and individual stakeholder requirements for skills and knowledge that contribute to the competitiveness of the sector, provide employment and career opportunities for individuals, support the wider national skills agenda by creating partnerships, providing frameworks and quality information.



	CORE GOALS

	

	ESTABLISH


	Current and future skills requirements of the sector. 

Appropriate data and translate it into useful information and intelligence.
Standards and qualifications frameworks that match supply to demand.


	
	

	ENGAGE
	The supply side to influence content, availability and quality measures of training and education provision.
Developers to produce appropriate frameworks for new entrants and existing workforce (Modern Apprenticeships, HNCs, HNDs, foundation degrees, tailored awards, N/SVQs) and actively promote these.
Individuals to explain and inform about challenges and opportunities within the sector.
Organizations that have been established to deliver the National Skills Agenda (e.g. DfES, ELWa, DELNI, SE) as well as the regional support infrastructure (e.g. RDAs, LSC, Enterprise organizations).

	
	
	

	ENROL
	Employers to expand investment in education, training and development.
Stakeholders by signposting of solutions and opportunities.
Sector in business benefits of diversity and equality of opportunity.

	
	
	

	EVALUATE
	By establishing success factors with industry partners, that are relevant to and valued by the sector because they reflect how they measure their own business performance.
By measuring success against appropriate predetermined targets.
And ensure success measures inform future actions and strategy.


8.
OWNERSHIP AND GOVERNANCE
The models for ownership and governance of the new SSC are included as part of the strategic planning process. Several models were investigated, with the following structure agreed by employer representatives:

Representation will be provided by five Advisory Councils, one for each industry. This will be the primary representational body for employers and other stakeholders. Membership will be by open invitation to employers in the sector. Advisory Councils will meet regularly to develop strategy and review performance against targets.
Governance will be provided by a Board of Directors, consisting of ten Employer Directors, supported by the Executive team of the Sector Skills Council. The Chairperson will be elected from this number.

The Board will initially be established by nomination of five Directors by the lead Trade Associations: CIA (Chemical Industries Association), NIA (Nuclear Industry Association, the lead association for the polymer industry (representing BPF, BRMA, PIFA and others), UKOOA (United Kingdom Offshore Operators Association, UKPIA (United Kingdom Petroleum Industry Association), and thereafter by a Nominations Committee.  

In addition to the employer directors, there will be representation from trades unions, with two positions to be filled based on recommendation from the TUC Council. Others, such as HSE, DTI and learning providers, may be invited to join the board or attend as advisors.

Ownership of Cogent will rest initially with the seven Trade Associations: CIA, UKOOA, NIA, BPF, BRMA, PIFA and UKPIA. There will be an opportunity for other associations, organisations and companies to become owners. The owners will be responsible for ensuring full representation of the industries within the sector. 
9.
NAME OF THE SSC

The name of the new organization will be Cogent SSC Ltd. Consideration was given to changing the name, but the final decision of the Shadow Board was that the name itself should remain, and that the required change would be in the day-to-day operations of the SSC, and in the staff structure.
10.
THE BUSINESS PLAN
The business plan incorporates a detailed account of the activities that will be undertaken during the first 18 months of the new organization’s operations.  As described earlier these activities have been derived as a direct result of investigating what needs to happen in order to realise the ambitions contained within the Strategic Plan.  As a result of the planning process undertaken, the requirements for information on a Delivery Strategy, required by SSDA, are contained within the detail of the Business Plan, because the information contained within it has been constructed to make clear

· Why an issue is a problem using a definition derived from strategic objectives.

· What action is required to address defined issues?

· Who will have the lead responsibility to take the issue forward and ensure that the appropriate partners/customers/suppliers are engaged with?

· When will the task be completed, reviewed, or monitored?
· How will success or progress be measured?  
10.1
The 18-month activity plan falls under four main headings:

Information and intelligence

· to research and review the sector skills needs and opportunities

Funding

· to develop a map of funding sources for sector/industry activity

· to maximise public agency funding in support of sector activities

Engagement and enrolment
· develop and extend regional employer engagement groups at strategic and operational level

· develop a strategic skills agenda for the sector

· expand and maximise employer investment in education and training
· develop sector wide careers and attractiveness strategy

Products

· maintain and expand a national vocational education and training infrastructure for the sector

· develop and market products and services

10.2 
Team and Individual Action Planning

A detailed activity plan will be developed for each team within Cogent, stating team objectives and target dates for achievement.

◙ Signpost: this activity cannot be completed until the industry-specific details have been agreed. See Business Plan for further details.
11.
STRUCTURE AND ORGANISATIONAL DEVELOPMENT
The sector footprint of Cogent includes five industries. The employees of the new SSC will be transferred from the existing Cogent “trailblazer” SSC and from the Polymer NTO. A recruitment campaign will take place prior to the launch, to employ additional people with the necessary skills and expertise to address issues in nuclear and radiological technology. Some changes in job roles are anticipated – these will be dealt with on an individual basis. 

12
CONCLUSION

For more information about the assumptions that underpin this submission details can be found in the supporting documents.  To enable SSDA requirements for licence to be cross- referenced to the outputs from the strategic planning process used during the Development Phase a “navigation sheet” is included.[image: image1.png]
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