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Mainstreaming and Innovation in Pilot Programmes
The nature of experimental programmes and their specific contribution to improving public policies are not always entirely clear.
Programmes of this type have proliferated in Europe over the past two decades (Anti-Poverty, the Urban, Leader, EUROFORM, Horizon, Now, Emprego & Adapt, Equal Community Initiatives, etc.).  Highly ambitious in their objectives and remarkably complex, these are policy tools especially designed to tackle the limitations of conventional practices.

The same kind of policy rationale underlies their creation.
Their origins lie in the recognition that the complexity of contemporary societal problems poses a constant challenge to standard public sector practices and that new forms of action need to be found (innovation).  Pilot programmes are expected to deepen understanding of the problems and why they persist, test innovative approaches and evaluate to substantiate methodological transferability (“horizontal mainstreaming”) and policy recommendations (“vertical mainstreaming”). 

The possibility that innovative outcomes could be adopted to improve conventional practices in the public sector (mainstreaming) validates the need for such test-bed programmes and the allocation of public resources to develop them. 
In short, pilot programmes are intended to help to:

a) Create a deeper understanding of the problems (causes, reasons why they persist in spite of existing responses, why they are inadequate or unsuitable, etc.);

b) Develop experimental actions aimed at innovating standard public responses (wider choice of action, new intervention methodologies, etc.);

c) Demonstrate the validity of generalising the outcomes (transferability of the methodology, policy recommendations, etc.). 
José Manuel Henriques

Facilitator of the “Community Revitalisation” Thematic Network
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FOREWORD
EQUAL is a Community Initiative that requires the pilot projects it finances to promote the mainstreaming and transfer of their innovative results (mainstreaming).  For this purpose, it established a particular stage (Action 3) during which project outcomes are transferred.  In Portugal, specific applications and funding for Action 3 are required
. 
By establishing mainstreaming a mandatory requirement, EQUAL made an unequivocal contribution to the consolidation and continuity of innovation tested by projects.  This basic EQUAL principle has capitalised on the investment and learning achieved through the testing and development of innovation in Action 2, to bring about change in “systems”, policies and practices.
In Portugal, the EQUAL Round 1 Development Partnerships’ experiences of product mainstreaming showed that this was a new and complex process, the lessons from which would be well worth passing on to the Round 2 projects.  This called for systematising the lessons they had learned so they would be of use to DPs that would be mainstreaming their products in Round 2.  This Reference Guide is the result.  Although it is as yet an unfinished product, the opportunity to test and explore the new models and concepts considered here should not be wasted.  All those who use this Guide in the course of their work are invited to contribute with suggestions and recommendations for its improvement, based on their own experiences and critical reflection.  Feedback would be particularly welcomed from Development Partnerships involved in mainstreaming their products in Round 2.  In addition to DPs, the Guide might also prove useful to EQUAL Thematic Networks and their facilitators who play a critical role in driving forward the transfer and spread of EQUAL products, as well as all those committed to social innovation wishing to mainstream or incorporate new practices and ensure their sustainability.

This Reference Guide endeavours to answer the following questions: 

· What is a mainstreaming project?
· How do you set up a Partnership that will be able to successfully mainstream its product(s)?

· How do you ensure that the product will be suitable for mainstreaming, i.e. useful to other organisations?
· How is a plan or road map for product mainstreaming drawn up?

· Which players, skills, and resources need to be in place for mainstreaming to happen?

· How do you engage or secure the commitment of influential entities to mainstreaming and sustainability of the product?

· How is mainstreaming monitored, and how is useful and appropriate feedback on the mainstreaming project’s progress obtained?

The first draft of this Reference Guide
 was put through a validation process, whereby the methodology designed under EQUAL Portugal was applied.  The authors (EQUAL Management Office and the CoP on Mainstreaming), Thematic Network facilitators, and future users (Round 2 DPs) all took part in the process (28 participants in all).  The validation session identified its strengths (pioneering nature, a theoretical reference corpus in a new area of the social domain where there is a scarcity of knowledge, even at European level), and its weaknesses (language sometimes hard to understand, its complexity and lack of practical guidelines for implementation, lack of testimonies that would make reading and understanding the text easier).  Suggestions were made as to how it could be improved, and recommendations have been incorporated in this version, such as the inclusion of examples taken from EQUAL Round 1 projects’ mainstreaming experiences, a chart to facilitate consultation of the Reference Guide, clarification of some concepts that were originally unclear, simpler language, and enrichment of some content matter.

The interest and commitment shown by the EQUAL project practitioners – potential Reference Guide users – at the validation session, and their ability to anticipate certain requirements indicate that the Guide was seen as a useful resource that, with further input, will be fine-tuned and improved.

The same criteria were applied in the preparation of this Reference Guide as to projects: design on the basis of experience, involvement of potential users in the validation process, incorporation of recommendations and suggestions for improvement, investigation of and adaptation to the needs of future users/incorporators. 
Finally, a word of thanks must go to all those who enthusiastically and constructively helped to develop this work with their experience, know-how and reflection, especially Dr. Horácio Covita who, with a rare capacity for designing reference frameworks and models, provided a unique and highly valuable contribution to this new resource. 
Ana Vale, Programme Manager, EQUAL CI
CAP. 1 – PRESENTATION OF THE REFERENCE GUIDE
1.1. – Reference Guide Memorandum
	Mainstreaming EQUAL Products – Reference Guide for Action 3



	What is the Reference Guide - its main content?

	It is a resource that provides guidance and practical support for those wishing to embark on mainstreaming and transfer of social innovation.

Comprising 7 chapters, it starts by looking at the concept of innovation in EQUAL, the value of mainstreaming, and the lessons for the social area that may be learned from mainstreaming in the market economy.  It goes on to examine the structuring elements, or cornerstones of mainstreaming: the 3 Pillars (Product, Partnership and Process), the 4 Stages of the Mainstreaming Cycle (Convergence, Appropriation, Incorporation, and Evaluation & Results) and the Critical Players (Producer, Incorporator, Mediator and Mainstreamer
).  Given the importance of the Thematic Networks formed under EQUAL, their role as mainstreaming tools is examined.  Finally, there is reference to ways of sustaining innovation.

To make the Reference Guide more helpful to mainstreaming projects, lessons learned and real examples and testimonies taken from practices in EQUAL Round 1 have been included.

	Added Value of the Reference Guide
	· “It systematises new concepts relating to product mainstreaming that together provide a theoretical corpus of reference and clear, coherent and rational framework” (opinion of users at the validation session);

· It addresses the “conceptual void”, even at European level, creating a demand from those seeking to transfer social innovation;

· It is a framework document for action, and a practical resource that includes: a diagrammatic consultation tool; critical issues that users must consider at each stage of the mainstreaming cycle, and for each of the three mainstreaming pillars (product, partnership and process), with suggested models and grids, and practical cases and testimonies. 

	Final Beneficiaries
	The beneficiaries (and users) of this Reference Guide are EQUAL Development Partnerships that will be mainstreaming their products, as well as all those wishing to transfer or incorporate new practices.

The final beneficiaries are the target groups of the interventions or services transferred according to the methodology proposed in the Reference Guide. 

	Users

	· EQUAL Development Partnerships undertaking the product mainstreaming requirement;

· EQUAL Thematic Networks and their facilitators who play a critical role in driving forward the transfer and generalisation of EQUAL products;

· All those who, committed to social innovation, wish to transfer or incorporate new practices and ensure their sustainability.

	Strategies for adopting and building on the Reference Guide
	Recognising the innovative character of the mainstreaming methodology and even of some concepts contemplated in this Guide, consideration is being given to forming a team of qualified facilitators/mediators/mentors that would be available to assist Round 2 DPs throughout the mainstreaming process.  This team would preferably consist of EQUAL project practitioners with mainstreaming experience, who would work as mentors, providing advice, assistance and support in monitoring Round 2 projects, and who would contribute, with critical reflection and suggestions, to improving the concepts and models proposed in this version of the Reference Guide.  

	Available formats and languages
	The Reference Guide is available in paper format (Colecção Saber Fazer, from the EQUAL Management Office) and on the website www.equal.pt.

It is also available in English on the website of the European CoP on Innovation & Mainstreaming: http://innovation.esflive.eu 

	Authors
	EQUAL Management Office, with input from Dr. Horácio Covita and a small Community of Practice made up of six people responsible for product mainstreaming in Round 1. 


1.2. – Mainstreaming Summary Chart
	
	Convergence 
	Appropriation
	Incorporation
	Results

	Product
	· Presentation of the product to potential users
· Assessment of its suitability to users’ needs
	· Start of the Product’s adaptation, with involvement of incorporator entities
	· Recontextualisation and/or reconstruction of the Product
· Preparation of helpful instructions for use for the new user/incorporators

	· Results of product incorporation
· Sustainability strategy for the product on the market
· Upgrading the product

	Partnership

	· Mobilisation and selection of potential product incorporators and other players relevant to the mainstreaming process
· Formation of the DP, securing commitments and creating a common culture for the Product’s mainstreaming 
	· Full involvement of incorporators in the usage of the Product 
· Mobilisation of key players for the mainstreaming process
	· Reinforcing the role of the decision-makers within the incorporating entities
· Coordinating the networks supporting the incorporation
	· Identification of skills development, and changes to organisational and production methods
· Level of maturity and cohesion achieved by the DP
· Changes occurred in the partner organisations and in their contact networks

	Process
	· Definition of the Product Mainstreaming Strategy and Plan
· Familiarisation of potential incorporators with the Product

	· Observation of the Product in context
· Involvement and training of mediators and/or mainstreamers for Product transfer
· Training of the Product incorporators’/ users’ teams
	· Use of the Product by incorporators with:

a) internal leadership taking responsibility,
b) development of teams’ skills,
c) possible internal reorganisation

	· Assessment of compliance with the mainstreaming road map
· Results and lessons learned by the incorporators, producers, mainstreamers and mediators 


CH. 2 – MAINSTREAMING INNOVATION
2.1 – INNOVATION IN THE CONTEXT OF EQUAL
Innovation produced by EQUAL projects must be converted into Products.

It is Products that, when mainstreamed, i.e. incorporated in the practices of organisations or teams that considered them useful and beneficial, become solutions to problems and produce added value and unequivocal benefits for their users and final beneficiaries.

In EQUAL, innovation is not an isolated, one-off creative act but rather a collective and dynamic process involving experimentation, learning and sharing in partnership.  EQUAL principles are mutually complementary and reinforcing:  partnership enriches experimentation and innovation as partners share their different perspectives and combine their complementary skills; the empowerment of the practitioners and target audiences involved ensures that results are more fitting and useful, which in turn enhances their mainstreaming prospects, etc.  However, what must really be highlighted in the innovation process is the participation and collaboration that extends outwards from the partnership to networks of informal relationships, to Thematic Networks where contact and cooperation intensify and horizons are broadened, from the Networks to product validation sessions that are open to outside experts, potential incorporators, and even to competitors, and from validation – first stage of recognition – to mainstreaming in new partnerships.  It is in this interactive and dynamic mode of working and cooperating, where continuous learning is paramount, that new ideas are generated and innovation is fashioned.
However, to evolve and make a sustainable impact and cause change, innovation needs social recognition, and cultural, organisational and social conditions and contexts that validate, accept and incorporate it. 
It is mainstreaming that gives meaning and value to the act of innovation.  It is mainstreaming that sustains innovation, because it transfers and multiplies it, enables it to influence “the systems” and to consolidate change.
In EQUAL, innovation is guaranteed through the process of product mainstreaming (Action 3), which projects anticipate from the very outset of its design.  The activities of appropriation and incorporation of new products and solutions, which are key stages in the transfer process, are opportunities to generate changes in organisations that really committed to transforming their practices to achieve sustainable improvements in their processes, and the delivery of services that are more closely tailored to beneficiaries or users (horizontal mainstreaming, i.e. between organisations on the same level).

Innovation should, however, also influence the policies and systems of employment, training, education, etc. (vertical mainstreaming).  More wide-ranging, comprehensive and systemic change can be achieved by actively involving authoritative bodies responsible for these systems, and/or people and organisations that can influence and drive forward this kind of transfer and make it viable.
2.2 – THE VALUE OF MAINSTREAMING
The key added value of mainstreaming is, then, to generalise and sustain the innovation.  This means that it must be possible for the innovative results of the projects to be used in wider contexts than that of the DP which created them, and by different or wider target groups and, eventually, to create a highly valuable dynamic of change in policies, organisations and practices.

For organisations and practitioners, taking part in successful mainstreaming processes also means the chance of obtaining considerable advantages in the form of skills, knowledge, and networks of contacts and influence, in the field of processes and technologies and even organisational change dynamics, which are of enormous value in today’s society.  The following are among the numerous benefits and gains to be had by participants and leading players in mainstreaming processes: 
1. Visibility and social recognition, which results from taking part in mainstreaming processes that give rise to innovation and confers on the entities and technicians involved recognition in the field of strategies and critical route maps for organisational change processes, which nowadays are considered to be major areas of expertise for organisational development and competitiveness;
2. Capacity to influence the “systems”:  participation in mainstreaming partnerships gives the organisations and practitioners involved responsibilities and opportunities to intervene in and take part in the development of processes that, if successful, could impact on socio-economic policies and “systems”, especially those relating to employment and integration of vulnerable groups, and education and training, and have repercussions for the inclusion and skills development of citizens and for the competitive performance of organisations;
3. Opportunity (for teams and organisations) to learn with others:  product mainstreaming and its associated incorporation of innovation provide an important “space” for learning and developing skills and know-how, not just specific to the nature of the product and respective production layout, but also in leadership, mobilising enterprising teams, project management, networking, etc.
4. Possession of a “new Product” or service that may be mainstreamed further:  a product that has been incorporated and recontextualised not only guarantees the incorporating organisation enhanced competitiveness on account of its broader “portfolio” but also, once the product or service has been fine-tuned and “matured”, enables the “cascade effect” to continue, as the incorporator organisation becomes a “producer” for other organisations that are potential incorporators;
5. Better understanding of the “markets” and the demand for innovation and, consequently, of opportunities to diversify their products: participation in the mainstreaming process gives incorporator and producer organisations the chance to undertake broad benchmarking exercises, which impacts positively on both product improvement by the authors, and product adaptation, which is normally dictated by the organisational contexts of the incorporators;
6. Extending the network of contacts, allowing the promoters of mainstreaming and innovation to forge institutional and technical relationships with numerous potential clients, partners, and collaborators for new projects, thus paving the way for new “strategic alliances” and new competitive advantages;
7. Strengthening cooperation and networking skills, which are necessary and present in innovation mainstreaming processes.  These are more and more regarded as priority skills by organisations, which expect their employees to take more responsibility and perform tasks more autonomously in increasingly complex and rapidly changing environments.
2.3 – INNOVATION IN THE ECONOMY – BENEFITS FOR MAINSTREAMING
Combining “market economy” views and experiences of innovation with the third sector’s perspective and social vision of products, partnerships and processes (the 3 Ps – pillars of mainstreaming in EQUAL) is a unique opportunity that offers great potential.
In EQUAL, there really are opportunities for creating a “cultural mix” with reciprocal benefits both for the members of the “real economy” (enterprises) and third sector organisations, namely NGOs and other non-profit making organisations.  Occasions have arisen, but have not been fully exploited, for learning, sharing and cooperation between greatly dissimilar organisations whose cultural patterns differ as vastly as, for example:

· The primacy of the client and business, the critical value of the enterprise’s competitiveness and survival, which demands permanent attention to markets, the competition, and opportunities to modernise, simplify and optimise production processes, organisations facing constant risk, and 
· The primacy of sharing, cooperation, inclusion, attention to the workings of social networks, knowledge about vulnerable areas and communities and exclusion factors.

However, if we could erase the hegemonic and “colonising” vision of each of these and build cooperation platforms, practices and solutions of enormous value to both the “market perspective” and “social perspective” could be found.  Organisations that have experience of competitive markets are clearly in a position where they can share ideas and solutions that could be vitally important for mainstreaming processes that are subjected to contexts determined by “market laws”.  On the other hand, third sector practices can be carriers of knowledge and experience relating to the specific features and dynamics of those contexts, where cultural values and patterns can be decisive to the success of the products or solutions being implemented.
Social innovation learning from the paradigm of the market economy
A number of highly consolidated practices in organisations competing on the open market can be exploited and improved upon by public sector and third sector organisations – the predominant organisational geography in EQUAL DPs.  Such practices are, for example:

· Benchmarking practices, especially attention to competitors, monitoring markets, trends, and client and consumer behaviour, and which given their intensity and sophistication, can be extremely useful to EQUAL DPs for improving their practices in this area;

· Market research practices, genuine systematic audits of consumer needs and subsequent prototyping of products and services, which are exhaustively tested and compared against those of the competition.  These practices can be stimulating opportunities that help DPs to develop more robust strategies for designing their products;

· Workflow optimisation practices, especially entailing the simplification of procedures, and streamlining and optimising processes and routines that are so important in production and service provision economies and in their standardisation; 

· Ensuring products and services compliance with quality standards, and standardisation, certification and accreditation processes, as strategies for getting closer to markets and clients;

· After-sales service practices and fulfilment of product guarantees, fully acknowledging that quality of after-sales service is a key factor in product acquisition;

· The current organisational view that the primacy of the customer determines the “design and functioning” of the enterprise, and stakeholders – especially clients, suppliers, regulators, partners and even competitors – are part of the organisation and called upon to take part in the running of the business; 
· The values of social and environmental responsibility that, paradoxically (or perhaps not), are incorporated to a greater extent in the vision and strategies of enterprises, which have far more consistent practices than those of public and third sector organisations! 

Whilst DPs that have partners belonging to the public sector, third sector, and the so-called “real economy” may face extra difficulties in the running of projects, they actually harbour a far richer and more diverse potential for creating and mainstreaming products and services precisely because of their differing organisational cultures and trajectories, than other DPs whose partners share similar cultures or come from the same organisational “habitat”.

CAP. 3 – STRUCTURING ELEMENTS OF MAINSTREAMING
Strategic structuring elements
Mainstreaming is a structured process of activities, undertaken by a group of partner entities (Development Partnership), whose primary objective is the transfer (appropriation and incorporation) of innovative solutions (Products), in the form of new services, new procedures, etc., which were developed, tested and validated by projects in Action 2.
The validated products – the objects of appropriation and incorporation – are solutions that can improve the practices and interventions of other organisations and, for that reason, the latter are interested in acquiring the products and associating themselves with the mainstreaming partnership. 
The concept of mainstreaming also encompasses the transfer of new solutions to employment and training “systems” and to policies.  This happens when new solutions influence the practices and/or services of mainstream organisations, altering their routines and ways of working, or when they lead to changes in legislation, regulatory standards or policy measures.  As has already been said, this dimension of vertical mainstreaming is paramount for innovation to achieve greater  scope reach and sustainability (dealt with in Chapter 7). 
The global strategy for Mainstreaming of EQUAL Products is based on the definition and operationalisation of Three Key Structuring Elements.  These elements must be present in Action 3 and are fundamental components of the DP’s product mainstreaming project.  DP members are strongly recommended to recognise the piloting and operationalisation of these 3 structuring elements of mainstreaming as the partnership’s primary mission.  Putting this product mainstreaming reference framework into operation is a critical factor for the success of the DP and mainstreaming.
	Structuring elements of Mainstreaming
1. The 3 Ps – PRODUCT, PARTNERSHIP and PROCESS – Pillars of Mainstreaming.
2. KEY PLAYERS – Incorporator, Producer, Mediator and Mainstreamers – Main Interpreters of Mainstreaming.
3. THE VIRTUOUS CYCLE OF MAINSTREAMING – Convergence, Appropriation, Incorporation and Evaluation & Outcomes – 4 Stages of the Mainstreaming Road Map.



Let us look more closely as the 3 structuring elements of mainstreaming.
3.1 - 
The 3 Ps – PRODUCT, PARTNERSHIP and PROCESS – PilLARS OF Mainstreaming
These 3 pillars constitute the basic ingredients of mainstreaming and any weakness in one of them can jeopardise the project’s success.

Pillar 1 – The Product, judged in terms of VALUE for the final beneficiaries and users, is the DP’s added value.  Its usefulness and interest must be acknowledged by the partners.  As is required in EQUAL, the Product must be endorsed by undergoing a validation process, through which its added value is recognised.  The product is the fundamental strategic element of a mainstreaming project and any flaws or weaknesses must not be disregarded, but dealt with straightaway.
	Check whether the product is really an EQUAL Product that can be mainstreamed

	AN EQUAL PRODUCT IS
	AN EQUAL PRODUCT IS NOT
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1. A solution to a problem  

  
	1. A solution that can only be used by the DP that
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A useful work tool for third parties that brings added value to existing products in the same area of activity, and which has been validated. 

	2. A report that gives an account of the project’s activities or that is just a project evaluation.

	3. A solution that is flexible and adaptable to suit different contexts.


	3. A work tool to which the final beneficiaries and users had no input or involvement, neither at the design nor validation stages (empowerment).


	4. A solution whose various constituent parts (if it is the case that it comprises different components) are clearly complementary.

	4. A solution which has not incorporated the recommendations made during the validation process.

	5. A tool that incorporates guidance on how it should be exploited/used.


	5. A solution that is not new because it disregarded what is already available on the “market” in that field.

	6. A new solution in the form of a tangible product, which has an attractive image and design, clear language, and a communication and marketing strategy.


	

	7. A new solution that has a “spokesperson”, a “champion” who will defend it, endorse it, demonstrate its added value, and “sell it” to potential incorporators.


	

	8. A resource that encompasses the principles and values inherent to EQUAL - partnership, innovation, empowerment, gender equality, transnationality, mainstreaming –  and which has been tested and validated.         

              
	


It is possible, and may even be desirable that, once transferred, the Product is adapted to suit the incorporators’ contexts and cultures and that a “new” product emerges, which could be useful to all the partners without exception.  To mainstream is not just to replicate, and neither is it merely a question of franchising.

It is the VALUE of the Product, eventually adapted and “reconstructed” by the incorporators, which gives meaning to the mainstreaming project, from the point of view of its end beneficiaries and users.
Pillar 2 – The DP, gauged by its external CREDIBILITY and in terms of its internal importance for its members, is the second strategic element, and second only in importance to the Product.  The partnership’s credibility translates the confidence, prestige, competence and implementation capacity of the DP in the eyes of the incorporators and beneficiaries; any weaknesses or incoherence in the DP can put at risk the mainstreaming project’s quality, so constant close attention to this second pillar is recommended. 
The inclusion of too many partners (with neither skills nor functions) or too few partners (for example, without any incorporators) must be avoided, at the outset when the DP is first formed.  Furthermore, every partner without exception must have a contribution to make to the DP, as well as added value to gain from it.
Don’t forget that a very high number of partners can be a real hindrance to the successful running of a DP.

	Check the DP’s composition


	Identification of the partners

	what each can contribute to the mainstreaming project

 (in)
	what each stands to gain from  mainstreaming 
(out)

	Producers
- …..

- …..
	
	

	Incorporators
- …..

- …..
	
	

	Mediators
- ……

- ……
	
	

	Mainstreamers
- …..

- …..
	
	


Lastly, Pillar 3 – The Process, evaluated in terms of its EFFECTIVENESS, translates the consistency, internal coherence and the appropriateness of the project itself, its activities, strategies, methodologies, and resources mobilised, as well as the management and leadership skills involved.  In fact, inefficient management of the mainstreaming process can seriously compromise mainstreaming, with clearly negative consequences for beneficiaries and users.  
The 3 Ps

[image: image2]
3.2 – THE CRITICAL PLAYERS – KEY protagonistS OF Mainstreaming
The process of transferring validated products is based on a strategy involving the following critical players :

· Incorporating Entities that want and/or need to change (innovate), and which acknowledge that the responses they are looking for may already have been successfully tested in other contexts;
· Producer Entity(ies) that has constructed and tested (more) effective responses, solutions and products, and is keen to promote and share its products and practices through mainstreaming while, at the same time, broadening its own experience and knowledge;

· Mediator Agent, whose function is to coordinate and/or facilitate the mainstreaming process, mediating the product/practice transfer from the producer to the incorporator.  The Mediator should be preferably someone who “breathes the culture” of mainstreaming and takes a midway position, i.e. while promoting and “selling” the products and practices s/he does not forcibly impose them, but also provides support with their adaptation to the culture and context of those wanting to incorporate them.  The Mediator can be from within the DP or outside it, as long as they know the product and mainstreaming context well and have skills and experience in facilitation, mediation and/or training processes.  Sometimes, if different incorporation contexts are involved, a project might need to have more than one mediator (for example, a project in the ceramics sector successfully managed to mainstream products in other ceramics companies but, because of the facilitator’s “communication” difficulties, it had problems getting through to companies in other sectors). 
Given the Mediator’s important role in mainstreaming projects, it is worth detailing some of qualities, skills and responsibilities that this player should have.
	SOME OF THE MEDIATOR’S FUNCTIONS AND SKILLS
· Mediating the process of transferring products and practices from the designers to those incorporating them;
· Valuing and enabling the development of the skills of those incorporating, while maintaining an midway position between the authors and incorporators;

· Ensuring that the authors do not “impose” their practice;

· Capacity for critical reflection and negotiation, generating consensus and securing commitments;

· Skills for coaching and mentoring other team members;

· Ability to create a climate of trust and commitment, in order to build a cohesive project team;

· Demonstrating and sharing an open attitude towards innovation and social responsibility;

· Self-Assessment and critical analysis;

· Familiarity with the organisational contexts in which the project intervenes.




· Mainstreamer Agent should preferably be entities or persons with influence and recognition among the sectors and potentially incorporating organisations.  For example, mainstream organisations, local opinion shapers and social partners would undoubtedly meet these criteria.
A mainstreaming project requires each of these players to take on a range of responsibilities that will vary according to the stage and particular moment of the project itself:  leadership, control and management of the leading players’ participation in the process are key to the project’s success.
Obviously, the Incorporator, as the main client of the mainstreaming process, is the leading player and their participation, especially their efforts to appropriate and explore the product, must not be underrated or delayed, as it is the incorporator who ultimately decides on the future use of the product being mainstreamed. 

The Producers have the authority that goes with having developed and tested the product in their own context, and have the skills required to exploit it.  In the process of transferring “their” product, they will need to have key personal, relational and technical skills.
	ABILITIES AND SKILLS OF THE PRODUCERS

· In-depth knowledge of the product and its operationalisation;

· Ability to “create” and generate demand for “their” product, and to engage other users;

· Skills in communication, persuasion, and negotiation;

· Interaction skills (to interact with different players – media, policymakers, enterprises, the general public, etc.);
· Tolerance, respect for different opinions, ability to secure consensus and commitment;

· Skills for coaching and mentoring the incorporators’ teams.




The Mediator has important responsibilities in the process of regulating the working of the DP.  It is the Mediator who manages the partners’ roles, looks out for any signs of flagging, and prevents any hegemonic or “colonising” behaviour.  The Mediator is responsible for monitoring (or acting as a trainer during) the learning process and while the product undergoes any changes as it is recontextualised, ensuring there is transparency in the processes and clear communication, especially between the incorporator and producer.

The Mainstreamer is the product’s chief “advocate”, and is responsible for influencing potential incorporators and helping to promote and demonstrate it.  Powers of influence and persuasion are important for the Mainstreamer role, which could be played by entities with responsibilities in the “sector”, such as the sector’s public oversight body, social partners, industrial/trade associations, trade union organisations, etc., and the agent should also have a good multiplier capacity (cascade effect) for the product (for example, an industrial or trade association could be a Mainstreamer, mainstreaming a product in firms in the same sector).
It has been found that the mediator and mainstreamer roles are often played by the same entity or person.  For example, in the Glocal project that mainstreamed a new support model for business start-ups in Action 3, the development agency (Associação Minha Terra), a partner in the DP, acted both as the product transfer facilitator and the promoter /mobiliser of new incorporators (local associations that were its affiliate members).

The profiles referred to above should be regarded, therefore, as “functions” that are fundamental in a mainstreaming process, which may be performed by one and the same player.
	The variable geometry of the Mainstreaming Partnership and “Critical Players”

Interpret the Mainstreaming Partnership’s profiles and functions flexibly, according to the products in question, the content of mainstreaming, and the skills and vocation of the organisations involved.

· “Producers” can also be “mainstreaming agenets”: for example, in the CODESSUS and VOLANTE XXI projects, ANTRAM – (Associação Nacional de Transportes Rodoviários de Mercadorias – national road haulage association), which was the author of new occupational profiles (relating to safety and the environment, e.g. environment watchdog) – was also mainstreamers, mainstreaming the products among the companies in the sector;

· “Mediators” can just be trainers or agents that work as facilitators or mentors of the transfer/incorporation process, and need not necessarily be partners of the DP;
· Incorporators can also be mainstreamers:  for example, if the IEFP adopts an employment practice that has been tested in EQUAL, it can mainstream it through its network of Job Centres;

· Mediators can also be mainstreamers, when they combine their transfer mediation function with the task of mobilising and engaging more users (as in the case of the Glocal project referred to above).



The 3 Ps and the Players
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3.3 – THE VIRTUOUS CYCLE OF MAINSTREAMING – THE 4 STAGES OF MAINSTREAMING
The virtuous cycle of consists of 4 fundamental stages:

· Convergence – between the “incorporator” entities that are seeking new solutions, the “producer” entities offering products and practices, and the mainstreaming entities.  This stage entails the consolidation of the mainstreaming partnership, and comprises activities that should enable: the assessment of the incorporator’s needs and to what extent the products address those needs; the incorporator entities to have full access to information/clarification, engage in critical reflection, observation in context, and familiarisation with the products/practices, so that the convergence and commitments that facilitate incorporation may develop.  The natural space in which this stage takes place is the DP, but it may be extended to include informal partnerships or networks of players interested in the products/practices.
· Appropriation – consists of the incorporator acquiring the knowledge and skills needed to the exploit/use the product or practice being transferred.  Measures and critical activities undertaken at this stage include:  contact with the contexts in which the solutions were tested (for example, product demonstrations, training periods in the “producer” entities), defining strategies in preparation for their transfer and recontextualisation, and training of the future users of the product. 
· Incorporation – involves the integration, recontextualisation, and reconstruction/adaptation of the product or practice to the context and culture of the incorporator entity.  Activities must closely involve the incorporator’s management and mobilise employees, since the production layout, internal organisation, teams, occupational profiles, employees’ careers, etc. may be affected and changed.  Use of coaching, mentoring, supervised practice, etc. may be advisable.
· Outcomes & Impacts – consists of the evaluation of the mainstreaming process and its results, including identification and analysis of the “added value” generated by the (incorporated) product or practice in the outcomes of the individuals, teams, and mainstreaming target entities, which may take the form of greater empowerment, reinforced autonomy and responsibility, skills, quality of the services, work processes, more satisfaction among beneficiaries and users, etc.  It also examines the “gains” for the DP in terms of skills, expertise in mainstreaming processes, organisational empowerment, satisfaction and realisation for participants in the process, and improvements to the original products and practices, as mainstreaming should be regarded as a continuous improvement process.

What has been said with regard to the critical players equally applies to these four stages in the mainstreaming process: they should not be designed and implemented in an inactively and linearly, but planned from a dynamic perspective, and according to the contexts of mainstreaming:  the convergence stage can include components of appropriation, and appropriation can include components of incorporation (for example, reflection that leads to organisational change could occur during the training of trainers). As the convergence stage gives way to the appropriation and incorporation stages, the prominent role of the producers/authors tends to give way to the intervention (affirmation) of the “incorporators” and, at the same time, the mainstream entities can/should take on the role of incorporator and mainstreamer.  
It is, therefore, not only timing that differentiates these stages of the mainstreaming cycle, but also the intensity and extent of the changes (during appropriation, learning mostly happens at individual or team level, while during incorporation it is the organisations that are learning, and adjusting their routines and procedures), and roles of the different players (the incorporator’s part strengthens as appropriation concludes and incorporation begins). 
The following figure illustrates the mainstreaming cycle, its structuring elements, and key objectives at each stage: commitment (convergence), learning (appropriation), adapting/reconstructing (incorporation) and evaluation.

The Virtuous Cycle of Mainstreaming 
The 3 Ps, Stages and Players
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CAP. 4 – MONITORING THE MAINSTREAMING CYCLE
4.1 –
THE MAINSTREAMING ROAD MAP
Given the complexity and diversity of the tasks that make up the various structuring elements of mainstreaming, using the Mainstreaming Road Map is recommended to greatly facilitate progression through the cycle and its structuring stages, the allocation and verification of responsibilities, monitoring the achievement of goals, and realisation of timely corrective or improvement action.  Whilst these responsibilities lay with the DP as a whole, it is up to the leader to create the conditions for agreement on the Road Map and to ensure that a process for regularly monitoring and following-up the mainstreaming project is carried out – the self-diagnosis exercises are excellent opportunities for checking progress against the Road Map. 
As can be seen from the suggested chart below, the idea is to clearly identify and schedule the different stages of the process, as well as the critical activities at each stage, the players involved and the skills required, and the expected outcomes.  There is also a set of suggested key indicators, which serve to facilitate continuous monitoring of the mainstreaming process and its final evaluation.  The Road Map should be devised at the Convergence stage, and take account of any technical recommendations that were included with the application approval.
In addition to other aspects that the DP considers relevant, the Road Map should include the contents suggested in the template below, so that it becomes a “specifications sheet” that the DP agrees to implement.

Assessment and Evaluation Report
In addition to whatever midterm assessments the DP decides to carry out, particularly following self-diagnosis exercises, there must be an integrated evaluation report addressing the different stages of the process and identifying and assessing the outcomes of the mainstreaming exercise, namely the “value added” that the product or practice has for the different agents involved (producers, incorporators, mediators, mainstreamers, final beneficiaries, users of other players’ products and practices, and agencies involved), as well as the benefits and improvements introduced in the original products and practices.

The report must be written by the project Coordinator, who will take into account the regular briefings and feedback from the Mediator(s) and Mainstreamer(s).  The evaluation report has to be validated by the DP, after all the partners have discussed it and endorsed its conclusions and recommendations
Road Map for Monitoring Mainstreaming
Supporting elements

	STAGES

MEANS
	CONVERGENCE
(Commitment)
	APPROPRIATION
(Learning)
	INCORPORATION
(Adapting/Rebuilding)
	ASSESSMENT OF THE PROCESS
OUTCOMES & IMPACTS
(Evaluation)

	Activities
	Consolidation of the mainstreaming DP, selection of players.
Presentation of products and assessment of their suitability for the incorporators’ needs.
Formulation of the mainstreaming Plan and securing commitments.

Continuous self-diagnosis of the mainstreaming project.


	Contact with the products and practices in context;

Training in use of the products, training periods and visits;

Skills audit of incorporator agents. (*)

Continuous self-diagnosis of the mainstreaming project.
	Integration and recontextualisation of the product or practice;

adaptation, reconstruction and application of solutions;

organisational skills audit. (*)

Continuous self-diagnosis of the mainstreaming project.
	Identification of improvements achieved by the producer and incorporator entities;

audit of skills acquired by incorporators and authors;

continuous self-diagnosis of the mainstreaming project; 

critical reflection on the mainstreaming process;

identification of results and impacts of mainstreaming.

	Players
	Mainstreaming DP;

monitoring coordinator, authors, managers and practitioners from incorporator entities;

mainstreaming facilitators and specialists;

networks, decision-makers, key players.

	Mainstreaming DP;

monitoring coordinator, authors, managers and practitioners from incorporator entities;

mainstreaming facilitators and specialists;

beneficiaries of the producer and incorporator entities.

	Mainstreaming DP;

Monitoring coordinator, authors and practitioners from incorporator entities;  mainstreaming facilitators and specialists;

Beneficiaries of the incorporator entities.
	Mainstreaming DP;

Monitoring coordinator, authors, managers and practitioners from incorporator entities;

Mainstreaming facilitators and specialists; beneficiaries of the incorporator entities;

Networks, decision makers, key players.



	Skills
	Negotiation, team building; planning and organisation; culture of openness towards innovation and social responsibility.
	Cooperation, tolerance,

flexibility, negotiation and project and process management;

coaching and mentoring skills;
monitoring and quality assessment skills. 


	Cooperation, tolerance, flexibility and responsibility;

HR and careers management skills, organisational development skills, coaching and mentoring skills;
monitoring and quality assessment skills. 


	Decentring and critical analysis;

Self-assessment.



	Expected  Outcomes
	Clarification of the value and usefulness of the product or practice.
Formulation of the mainstreaming Plan and strategy, and of the Road Map for monitoring the process.
Establishment of the Mainstreaming Agreement.
Consolidation of the mainstreaming DP.


	Acquisition of knowledge and skills, expertise in the methodologies and tools required for using the product/practice.
Consolidation of the transfer strategy and activities.
	Production of new, more effective responses, services, and solutions;

organisational benefits:
changes in production layout, internal organisation, occupational profiles/careers;

added value for the entities and agents involved.
	Knowledge and characterisation of the mainstreaming process, outcomes and impacts.
Identification of the “added value” created by the product or practice in the outcomes of the people, teams, and target entities of mainstreaming, and in the satisfaction of their beneficiaries.
Identification of the benefits and improvements introduced in the original products and practices; consolidation/ upgrading of the product;

Formulation of conclusions and policy recommendations.



	Key monitoring indicators
	Checklists of problems and needs;

Skills available and those required: mainstreaming facilitators, resource persons;
Protocols and commitments secured with partners and other players;

Activities carried out;

Decisions made following the outcome of self-diagnosis.
	Skills mobilised: mainstreaming facilitators, resource persons...;

Learning transfer initiatives (no. of initiatives, duration, no. of participants, trainers, etc.);

Practices, products and procedures acquired;

Skills developed;

Decisions made following the outcome of self-diagnosis.
	Skills mobilised: mainstreaming facilitators, resource persons..;

New skills developed;

New profiles and careers; 

New practices, products and organisational processes incorporated;
Decisions made following the outcome of self-diagnosis.

	Gains in efficiency and effectiveness obtained with the practices, products, services incorporated;

Skills developed;

Levels of decision-making and autonomy reached;

Increased number of beneficiaries and users;

Satisfaction levels among beneficiaries and users;

Decisions made following the outcome of self-diagnosis.




(*) Skills assessment focused on the knowledge and skills needed for the product/practice to be used correctly.
4.2.
SELF-DIAGNOSIS OF THE MAINSTREAMING PROJECT
The mainstreaming project requires the DP to engage in continuous evaluation and self-diagnosis, and it is recommended that a grid chart is designed to support critical reflection at specific times.  Below is a suggested model for such a support chart, which lists all the mainstreaming project’s structuring elements that should be subjected to assessment and reflection.  This will provide DP members with an opportunity to identify strengths and areas for improvement in the DP.  Attention should focus on initiatives that will help to overcome problems, such as delays, or approaches not yet realised, or even deviations from what has been programmed.  It is advisable that each partner first carries out their own individual critical reflection and that, later, there is reflection and assessment in the DP, where conclusions and commitments relating to new responsibilities and tasks are decided.
This is a support tool for critical reflection and assessment that the mainstreaming DP must undertake on a regular basis, which will enable continuous improvement in the implementation of the Product(s) Mainstreaming Plan.  It is recommended that self-diagnosis exercises are conducted on at least three different occasions during Action 3.  Self-diagnosis presupposes openness to suggestions, tolerant attitudes, and confidence in the DP’s problem-solving capacity.
NAME OF THE PROJECT / PARTNERSHIP__________________________________________________

Date carried out   ___ /___ /____

Proposed scoring scale: 1 – we have not thought about it yet,  2 – we know how it is done in theory and occasionally do it,  3 – we have a set approach and do it on a fairly regular basis,  4 – set approach, carried out systematically and subject to evaluation using indicators.  

	
	Structuring elements of Mainstreaming
	Items for
Self-Diagnosis
	Score   
	DP’s Strengths
	Areas for improvement

in the DP

	
	PRODUCT
	
	 
	 
	 

	Pillars
	PARTNERSHIP
	
	 
	 
	 

	
	PROCESS
	
	 
	 
	 

	
	INCORPORATOR
	
	 
	 
	 

	Players
	PRODUCER
	
	 
	 
	 

	
	MEDIATOR
	
	 
	 
	 

	
	MAINSTREAMING AGENT
	
	 
	 
	 

	
	CONVERGENCE
	
	 
	 
	 

	
	APPROPRIATION
	
	 
	 
	 

	Stages
	INCORPORATION
	
	 
	 
	 

	
	EVALUATION & OUTCOMES
	
	 
	 
	 

	Leadership
	DP LEADERSHIP
	
	 
	 
	 

	
	TALENT
	
	 
	 
	 

	Skills (a)
	TECHNOLOGY
	
	
	
	

	
	TOLERANCE
	
	
	
	

	Road Map
	ROAD MAP FOR MAINSTREAMING
	
	
	
	


(a): See Appendix 1
Comment on the results and draw conclusions for future action:

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

4.3 –
LESSONS FOR MAINSTREAMING
To improve the interpretation and management of the mainstreaming project’s structuring elements, following are some lessons learned from EQUAL Round 1 and extracts from accounts and testimonies gathered during the contact and follow-up work carried out with numerous DPs:

Lesson 1 – Who governs who?
If, from the “economy and market” perspective, it is true that product distribution governs and dictates the rules for the whole production cycle, conditioning not only the design of the product itself, but also its production, then it is true to say that product mainstreaming should influence and dictate not only the configuration of the DP but also the construction of the product itself.

Lesson 2 – Where exactly are the needs?  Who is the real beneficiary of the product?

The complexity of the problems being tackled by a significant number of DPs and the generous attempts at designing an integrated but generalist solution sometimes result in banal, synthetic products that are difficult to apply and not very useful.  DPs have to make choices, take hard decisions,  experience tension and deal with the risk of breaking-up, and this is often the path that has to be travelled to achieve clear answers about the purpose of the product and its real beneficiaries or end users.   This approach is easier and clearer when the potential incorporators have been actively present in the DP from the very beginning.
Lesson 3 – Should the end client be involved in the product’s design?

Isn’t it true that product validation and recontextualisation processes can be conducted more effectively and in a shorter space of time when the incorporator “feels” the product is their own because they have been involved from the outset of the process? 
By qualifying the demand, isn’t sophistication and diversification in the supply being required?  What should we be focusing on – reinforcement of the supply or qualification of the demand?  This is one of the most sensitive areas, where there is tension between the functioning of the “real market economy”, heavily conditioned by the dominance and qualification of the demand side that requires diversification of products and services and their continuous modification, and “supply focused” practices;

Lesson 4 - What governs the DP?  The producers’ position, the incorporators’ needs, the mediators’ calculation, or the mainstreamers’ vision?  And who is in charge?

Internal stability in a DP is not easily achieved.  These questions cannot be entirely resolved, but neither can they be completely ignored or postponed.  The DP will have to resolve dilemmas, take hard decisions and, above all, build commitments that require clarification and acceptance of responsibilities by the partners.  Who is responsible for the product’s transfer – the authors who do not relinquish their “brand”, or the incorporators who recognise the product’s usefulness and want to incorporate and recontextualise it in the interests of their users and beneficiaries?  Can mediators be expected to remain equidistant?  And who is influenced by the mainstreamer’s charisma?
Lesson 5 – Constant vigilance on product quality.  Who determines the quality of the product?

If the needs of the product beneficiaries and users change, and organisational contexts improve and are subject to constant regulation, shouldn’t products also innovate (offer more value at a lower cost), given that “the competition is out there and does not sleep”?  Are these not imperatives of development?  Is the product’s quality determined by the market or by the “weakest link”?   Is the fact that one partner considers the product to be of “quality” a guarantee that it is competitive and of recognised value by the market?  Are there not different “speeds” and even phases of innovation?  Where exactly is the product located?  Which needs and level of demand are they trying address?

Lesson 6 –  Does the “not made here” syndrome outweigh the importance of the product’s usefulness to the client?

How do we deal with attitudes that devalue the product because it was not “born” within the context of the organisations whose leaders wish to incorporate it?  Do the incorporating contexts face any real risk of cultural “de-characterisation”, or are these reactions to (perceived) attempts at “colonisation”?  Is there space for franchising type operations?  Is it the case that the incorporator needs to recognise the product as their own before recontextualisation can happen and have some meaning?  Could it be that the incorporator is to the partnership as the product is for mainstreaming? 

Lesson 7 -  “The 3 Ps -  Product, Partnership, Process – pillars of mainstreaming”

What to mainstream?  With whom to mainstream?  How to go about mainstreaming? How to manage the critical moments of mainstreaming?  Is the DP members’ involvement the most appropriate for mainstreaming of this product?  Is the mainstreaming process suited to the characteristics of the product and the DP’s timings?  Is this really the product for this DP, i.e. the incorporators?  Is there harmony and coherence between the 3 pillars? 

Lesson  8 -  “The 3 Ts – Talent, Technology, Tolerance – critical players for the partnership’s sustainability”

How can complex problems be resolved and difficult issues overcome without talented people?  How can resources be optimised and the best technological solutions mobilised in contexts in which there is an obvious shortage of resources?  How can products be mainstreamed into socially diverse contexts with partners that have very different cultures?  Isn’t it crucial to develop attitudes of respect for diversity?  Won’t diversity help to build more robust solutions?

Piloting a DP through this “natural turbulence” is crucial and knowing how to constantly extract learning from these lessons is the intelligent act of a DP or, to be precise, its leadership.  In fact, the role of leadership in the production and mainstreaming of innovations is considered critical.  Leadership in these contexts also means being able to balance transactional leadership strategies (managing satisfaction of employees by offering them something they value – pay, promotion, incentives, recognition, etc. – as a form of reward) and transformational leadership strategies (involving and securing employee commitment in the context of shared values and joint vision)
;

	The hammer and nail metaphor 

Where is the element that triggers Innovation to be found?  In the needs of the client, which have been accurately and independently identified and validated, with the client as the central player in the search for solutions?  Or…

The “solution” is in the mind of the “consultant” who paternalistically believes that the organisation or individual needs to embark on that action and, coincidentally, the “consultant” happens to be an expert in the matter and has the best proposal or solution?

Could it be that the client’s needs are being “forced” to fit in with the “consultant’s” own solution?

“If the solution is a hammer, there’s a risk of all problems becoming nails!”




CH. 5 – STAGES OF THE MAINSTREAMING CYCLE
In this chapter, for each stage of the Mainstreaming Cycle – Convergence, Appropriation, Incorporation and Outcomes & Impacts – the corresponding specific objectives are listed, followed by the actions to be undertaken by the DP and critical questions that need to be addressed.

The following summary charts are designed to support DPs in operationalising their Mainstreaming Road Map. 

The Actions to be taken and Critical Questions to be answered in each Stage which have been highlighted in bold are those that, because of their importance, must be undertaken by the DP in each Mainstreaming Pillar – Product, Partnership and Process.
At the end of each Stage some practical cases have been included to illustrate the actions that can be undertaken. 

	STAGE I  
	CONVERGENCE 


	Objectives

	“Attracting” and mobilising potential partners
To select partners and players relevant to the mainstreaming, namely the incorporators and mediators;

To secure and build commitments that will guarantee incorporation and consolidate the DP;

To assess the product’s suitability for the needs of the incorporators;
To draft a mainstreaming road map (to be done during the preparation of the application to Action 3) 


	Pillars of Mainstreaming
	STAGE I Actions Convergence
	Critical questions

	PRODUCT
	· Endorsement of the  quality of the product – incorporating in the product aspects that resulted from the validation process and recommendations in the technical report from the Action 3 application
· Start of adjusting the product to the demand, introducing the added values and changes that upgrade the product and those relating to the incorporators’ specific requirements  

· Review of the product’s contents and layout, taking into account its publication/reproduction (the product may be finalised at this stage or later, depending on the requirements of the incorporators’ contexts)

· Definition of the communication and marketing strategy for the product
· Definition of the rights and regulations relating to usage of the product (intellectual property, granting user rights and ISBN or ISSN registration)
· Inclusion of, and access to the product on national and European databases
	· Is there really a demand for the solution developed?  Who constitutes the demand?  Who are the potential incorporators of the product? To which needs does the product respond?  To which of the incorporator’s problems is the product a solution?
(These questions may and should have been addressed in Action 2). 
· What adjustments have to be made to the product in order for it to respond to the needs of the potential incorporators?
· Are the product’s contents clear? Is its language straightforward? Are its image and design attractive? Does using/exploiting it seem appealing? Is the product presented in a way that addresses users’ needs and objectives? 

· Are the product’s benefits/added values clear? What are its advantages/added value in comparison with existing solutions? (Evidence of added value is crucial for mobilising incorporators.)

· Are the product’s quality and usefulness recognised by partners, experts and incorporators/users? Does the product include evidence and testimonies of that endorsement and recognition? 

· Is there clear complementarity between the different sub-products of the same solution? (conductor wire) 
· Is the product flexible - open? Does it allow for the incorporation of added values by the users?  Are there other products that could enrich/underpin the product’s usefulness?

· Does the product include a “sales pitch”?  For which problem is the product a solution?  How is it useful?  Who are the beneficiaries?  

· Does the product include a user support guide?  Does it include references to how the product may be used by third parties?
· Are intellectual property rights, and product commercialisation/use regulations safeguarded?

	PARTNERSHIP

	·  Definition of criteria for selection of DP Partners
· Formation of the Development Partnership, mobilising key partners, especially mainstreaming incorporators and facilitators (mediators, mainstreamers, …) 
· Start of building a common culture within the DP, based on values of trust and acceptance of responsibility, collaboration and teamwork to achieve shared objectives
Recommendation:

The involvement of incorporators during Action 2, especially their participation in the construction and validation of the product, is recommended
	·  Are criteria for selecting Partners clear and relevant? Does the DP include incorporators and mainstreamers? Are the criteria that justify the transition of partners from Action 2 to Action 3 clear?  Which criteria are used to justify broadening or reconfiguring the Action 3 DP? (These questions should have been answered at the end of Action 2).
· Are the commitments, availability and skills required of each partner clear?  Have each partner’s responsibilities in the execution of the mainstreaming plan been made clear?

· Have organisations that have strong relational capital and, preferably, good standing in the area, been involved for the mediation role in the mainstreaming process?

· Have other players, who are outside the partnership but critical to mainstreaming, been included? Have networks of relevant players interested in cooperating in the mainstreaming process been set up?
· Are the mainstreamers known to be credible, effective, trustworthy and have influence capacity?
· Have organisations been included that have the expertise and capacity to promote system-wide change (e.g. in relation to education, labour, employment authorities)?
· Have organisations been involved that see the product as an opportunity to better harness resources or practices that already exist in their organisation? 

· Will there be activities that enable genuine involvement of the different partners, and convergence of their values and interests?  Are they really committed “accomplices” in achieving their goals?
· Is the partnership aware of its mainstreaming potential and the influence capacity of each partner?

· Do the authors use the product in their organisations?  Do they have the socially recognised expertise for mainstreaming the product? 

· Are the organisations that wish to appropriate the product accomplices in the mainstreaming process? Are they genuinely interested in the product?  Are they open and willing to change? 



	PROCESS

	· Familiarisation of potential incorporators with the product
· Assessing the potential incorporator organisations’ openness to change (needs identification may not be enough to ensure success of the transfer process)
· Negotiation and securing commitments with potential incorporator partners and mainstreamers relating to the composition of the DP and the mainstreaming process 

· Definition of the mainstreaming strategy and plan
· Design of a Communication and Marketing strategy for the product 
· Analysis of the added values for the DP
	· Have potential incorporator entities been fully informed, and given opportunities for critical reflection and to see the product/practices in context, and to familiarise themselves with the products/practices, so that they can build the convergence and commitments that will facilitate incorporation?

· Is the mainstreaming strategy coherent with the demand for solutions?  Does the process address the concrete needs and agendas of the incorporator organisations?
· Was the mainstreaming road map built by all the partners? Were the different roles and responsibilities relating to mainstreaming activities clearly defined and accepted?

· Were negotiations held and commitments secured with the incorporator partners and mainstreamers, in order to ensure that the mainstreaming strategy and plan were in  line with their needs and agendas?
· Is there going to be a communication and marketing plan for the product that will emphasise its value, give it visibility and trigger demand?  Who knows about it? Who should know about it?  Has the DP received advice and support from communication and marketing experts?

· Is the DP being realistic about the timetable for the mainstreaming project, the product’s requirements, the incorporators’ and mainstreamers contexts, and the skills and resources available?
· Is there a sustainable strategy for involving and mobilising the product beneficiaries and users that may also include other informal networks and partnerships of incorporators?

· Does the DP continuously reflect on and analyse the extent to which the partners’ goals and commitments are being met?



	Practices

	Anticipating the Mainstreaming Partnership and incorporation itself:
During Action 2, the Ch@tmould project set up an Observatory, consisting of about 30 mould manufacturing companies, which held regular quarterly meetings to monitor and comment on the project.  In addition to being a powerful empowering device for the companies involved, the Observatory was a means of anticipating and facilitating mainstreaming by enabling new practices to be gradually incorporated by the participant companies.  Three enterprises served as “incubators” in which the testing took place in Action 2.  These were represented on the Observatory by a facilitator who was responsible for the work teams in the incubator firms.  The facilitator was the “rapporteur” of the experiences and results achieved in the three incubators, reporting back to the “observers panel” and was, at the same time, the “mainstreaming facilitator” (Ch@TMOULD Project).
Close links between partners does not dispense with the need for formal commitments:
 “Contacts between the partners for the formalisation of the mainstreaming partnership were informal, bearing in mind the close relationship between the centres (Technology Centres) and the people involved.  This facilitated the process as these were partners who were familiar with EQUAL (members of the same Thematic Network) and with whom we had worked on previous occasions (Ceramics Technology Centre, coordinator of the Modelar Project).  However, expectations regarding the partners were not entirely met.”  In view of this observation, the project’s external evaluation considered that “knowing each other and close (even personal) relationships were not grounds for dispensing with formality when it comes to agreement on and making explicit the rights and duties of partners” (MODELAR Project).
Generating product and network synergies - connecting two mainstreaming processes with two complementary products:

Two projects (“Públicos Diferentes. Iguais Oportunidades” - lead partner organisation C.E.S.I.S., and “Atendimento Integrado” - lead partner organisation A.D.E.I.M.A.) interconnected their mainstreaming projects and cross-integrated partners in the respective DPs in Action 3 to improve their complementary products and reinforce their contact networks from Action 2.  

CESIS commented: “This understanding was possible due to two factors: the good relationship CESIS has with (public and private sector) social services in some Lisbon boroughs (incorporator entities in the project), which is largely due to the activities undertaken in Action 2; the close connection between this project’s mainstreaming process and the mainstreaming of the Atendimento Integrado methodology developed in the project in which ADEIMA is a partner.  The combination of these two factors led to workshops (designed to mainstream the products) with the Social Security Institute delegation, the facilitator and incorporator element being the Social Security District Centres.  It also generated a complementarity dynamic that led to greater self-sustainability of what will remain “on the ground”.

ADEIMA said: “It was in Matosinhos, Loures, Amadora and Oeiras that the mainstreaming process was most consistent.  The strategy was to harness the dynamics already generated by the Públicos Diferentes. Iguais Oportunidades Project in the Lisbon boroughs.



	STAGE II  
	APPROPRIATION 


	Objectives

	To prepare incorporator organisations for the changes that product incorporation brings;

To develop the skills that will be required for installing and using the product; 

To reflect on any alterations to the production layout in the incorporator organisations that incorporating the product calls for;
To adapt the product to the contexts of the incorporators.


	Pillars of Mainstreaming

	STAGE II Actions  Appropriation
	Critical questions

	PRODUCT
	Adaptation and recontextualisation of the product

	· Does the DP record input/comments at meetings and product demonstration events, etc., relating to improving and adapting the product to the incorporators’ contexts?

· Are the views and recommendations, responsibilities and role of the incorporators recognised and taken into account in the product’s adaptation? 

· Did the incorporator organisations listen to and involve their key employees in the product adaptation process?



	PARTNERSHIP

	· Reinforcing the role of the incorporator partners
· Involvement in the mainstreaming process of players or organisations with interface responsibilities (e.g. Technology Centres, Protocol Centres, Federations)

	· Have initiatives been planned to mobilise the incorporator partners’ teams, with a view to better fulfilling their expectations?
· Has the DP organised initiatives that ensure involvement and participation of critical players and networks relevant to the mainstreaming process (public bodies, local authorities, industry/trade associations, etc.)?



	PROCESS

	· Strategy and initiatives for awareness-raising, communication and marketing, to engage mainstreamers and other potential incorporators
· Assessment of the skills needed to use product;
· Recruitment of mainstreamiers and/or mediators of the mainstreaming process;

· Training of trainers, mentors, coaches (tutors);
· Training of mediation agents and/or mainstreamers (multipliers) so they become effective providers of the product to potential incorporators 

· Demonstration of the product and familiarisation with the practices in the context of the designer entities, with the product in use;
· Analysis of potential gains and added value that appropriation of the product will trigger.

	· Was a technical, personal and relational skills profile for the mainstreamer defined?

· Have the mediators and/or mainstreamers (multipliers) received adequate training and are they fully acquainted with the product?  Do they have the right skills to be fully prepared for mainstreaming it among incorporator entities?

· Has there been extensive awareness-raising and publicity among potentially interested parties (mainstreamers and incorporators), to reach a large target audience? 
· Have there been involvement and commitment actions aimed particularly at incorporators, to mobilise and prepare them in order to ensure successful appropriation and change within incorporator organisations (intensive, in-depth preparation for product appropriation and recontextualisation )?
·  Was the training of mediators and/or mainstreamers and potential incorporators based on practical demonstrations and products, to emphasise the value of the benefits and possible innovations that could be gained from incorporation?
· Did the training courses involve reflection on opportunities for (re)building and adapting the product to suit new contexts?

· Are the mediators and/or mainstreamers sufficiently familiar with how “production” is currently organised in the incorporator entities, in order to be able to adapt the solution to suit the incorporators’ layouts? 
· Have the incorporator organisations ensured that key employees have undergone training in the use of the product and in playing a leading role in the change process resulting from its incorporation?
· Have the planned mainstreaming activities been designed and scheduled to coincide with the specific interests of the incorporators?
· Has consideration been given to local mainstreaming strategies that address smaller contexts such as SMEs? 
· After the mediators and/or mainstreamers were trained, were post-training monitoring and follow-up strategies and actions implemented?  What impacts on the potential incorporators were found (e.g. heightened awareness, commitment, appropriation, intention to incorporate)?
· Have the processes that advance the training of “mediators”, “mainstreaming facilitators”, “multipliers”, and “local mainstreamers”, who deal with the training for product appropriation by other organisations, proven to be effective?  Prior definition of the different profiles is essential in this process;
· Does the DP engage in continuous reflection and analysis of progress on achievement of targets?
· Have the key factors for impact assessment following the product’s mainstreaming and incorporation been identified?

	Practices

	The central role of the incorporator in the mainstreaming process:

“The product is always presented as added value that helps the organisations addressed by the mainstreaming process to overcome problems.  In small group meetings, the incorporator is led to identify the product’s characteristics that will enable the entity to develop its organisational skills and upgrade its human resources’ skills, improve its interventions and input to the development of the respective strategies.  Without the intervention of human resources with decision-making authority, mainstreaming is not possible.” (Migrações e Desenvolvimento Project)
Creating tools that facilitate the product appropriation process:

 “... we had to adapt some tools so that they could be used more efficiently by a greater number of users to the required quality standard.  Although a number of technical and pedagogical resources that greatly facilitated transfer had been developed in Action 2 of the project, further resources still had to be devised, especially since the goal was to mainstream the product through networking.  In Action 3, product mainstreaming necessitated the design of a “Network Manual”, supported by new tools, whose purpose was to establish the rules for the Network’s functioning and operational procedures, in the negotiation and coordination work involved in the SIM (micro credit system for self-employment), with the Caixas de Crédito Agrícola Mútuo (financing institutions) and the entrepreneurs.  The “Network Manual” was a tool that also facilitated quality control of the SISE (Integrated Support Service for Entrepreneurs) in the application of the SIM in the local development associations’ intervention areas.” ( GLOCAL Project)
Training teachers to ensure incorporation:

The F@DO Project invested in the transfer of an E-trainers’ course by training teachers from the Centro de Formação Professor Lindley Cintra (training centre), so that they could become agents of change in a new training/education process carried out in schools. (F@DO Project)
Local “cascade-effect” mainstreaming strategy:
The Ante Mare project wanted its products to reach all parts of rural Portugal, especially the protected areas.  The strategy adopted made this possible:  “Through the level 1 mainstreaming sessions, a local development association and a protected area were recruited to organise mainstreaming initiatives, and this constituted considerable added value.  Their local standing and direct involvement in organising the sessions meant that they were successful in mobilising local players to take part in the sessions.  The participants in the level 1 mainstreaming sessions were invited to “associate” themselves with the project and to become, themselves, mainstreamers in their own areas, independently of the partnership.  Those who accepted this challenge received a kit containing all the materials needed to conduct a similar mainstreaming session to the one they had attended.  This experience taught us that the level 2 mainstreaming sessions (conducted by local mainstreamers) need careful preparation if they are to be successful.  We learned that it would have been more effective if the local mainstreamers had been selected from the outset instead of being chosen from the group of participants, i.e. if they had been chosen before the level 1 mainstreaming session.  This would have ensured wider national coverage and greater motivation and involvement in the project.  Furthermore, they should receive and use documentation on the project at a separate “training” session, which would address the project’s objectives and strategy in Action 2, so that they could become de facto local mediators/mainstreamers” (Ante Mare Project )
Training mainstreaming facilitators: 

“Training facilitators to support final beneficiaries in the implementation of the product enabled the facilitators, appointed by each partner, to become fully acquainted with the different product tools and ensured they were fully autonomous when it came to implementing the product in their respective activity sectors.  Training included the use of a digital platform designed as the basis for mainstreaming, and clarification of the objectives and specifications of the different product tools.  Using collaborative tools during the facilitators’ training was a valuable asset, and enabled the development of a systematised form of self-directed learning.” (Glass Challenge Project)



	STAGE III
	INCORPORATION


	Objectives

	To incorporate the product, making the adjustments needed for its exploitation.
To secure the use of the product by the incorporator organisations’ employees.
To redefine the parameters of the incorporator organisation’s work (estimate the product’s impacts on the way in which the incorporator functions).
(Re)organise the organisational layout, in order to optimise the added value to be gained from incorporating the product.


	Pillars of Mainstreaming
	STAGE III Actions Incorporation
	Critical questions

	Product

	· Finalisation of the product with the inclusion of any rules and standards for its use, adjusted to suit the incorporator’s context

	· Were the incorporator’s teams involved in the process of devising the regulations for internal use of the product?

· Has the producer organisation become a space that is open for demonstrating the product to potential incorporators?

	Partnership

	· Identification and mobilisation of people in the organisations who have influence and decision-making authority and can lead to the incorporation of the products

· The DP becomes a space for sharing, discussing and advising on “routes” to and reports of incorporation
· The incorporators become the leading players
· Mobilisation of the relevant players for the future sustainability of the product/practice

	· Can the incorporators have their say?  Are the decision-makers in the incorporator organisations involved and committed?  Have they mobilised their teams?
· Do the mediators and mainstreamers value the views of the incorporators as they conduct the product incorporation (and recontextualisation) process?

· Have informal networks (which achieve most results in capitalising on, and continuous improvement of the product) been set up?

	Process

	· Preparation and involvement of the incorporators’ leaderships in monitoring the incorporation process
· Assessment of the organisational skills needed for incorporation
· Training of tutors, coaches, mentors

· Demonstration and testing activities 

· Creation of focus groups for the product’s incorporation in the organisation
· Creation of user communities 
	· Has the incorporator organisation carried out a cost-benefit assessment of incorporating the product and its future sustainability?

· Have leaders in the incorporator organisation, who will be able to monitor and sustain the change process brought about by the incorporation of the product/practice, been identified and given responsibilities.

· Has the incorporator organisation assessed the resources (human, skills, material, financial) needed for incorporation and future sustainability of the product/practice?

· Have standards, rules, and routines for the continual exploitation of the product been considered and prepared?

· Has the impact of the product on the organisational layout and performance of the organisation been assessed?
· Do the incorporator organisation’s operational elements (interpreters of the product/practice) participate in learning and performance improvement processes, which use mentoring, coaching, and supervised practice methodologies that strengthen the skills needed to exploit and improve the product/practice?

· Are there plans for setting up user communities that will support the product’s permanent updating and sustainability?

· Have the end beneficiaries of the incorporator organisation been heard?  Did they contribute to the (re)contextualisation of the product?

· Does the DP engage in continuous reflection and analysis of progress on achieving targets?



	Practices

	Facilitating incorporation by giving new users concrete and operational guidelines:
The ENE project – Empreender na Escola – developed a methodology for stimulating entrepreneurship among secondary education students.  With training and assistance students devise their own Business Plans, which are later entered for an Ideas Competition and put on public display.  To help schools incorporate the programme, in Action 3 the project produced a “Strategy for Implementing the ENE Methodology in Schools”, a document clearly describing the methodology’s added value for schools, teachers, students, and their local communities, a set of guidelines, a useful Road Map of activities that schools should organise, and a calendar for implementing the methodology. (ENE – Empreender na Escola Project).

The key role of incorporators - two examples:

1 - “… mainstreaming producers and facilitators just monitor the incorporator teams.  It is the organisations that play the leading role and have to work to make the product a unique resource, because the reality it addresses is that of their own intervention context.  The incorporators are the ones who design the incorporation strategies and identify the material and human resources available.  The mainstreaming facilitators integrate the group, developing strategies and transforming barriers into challenges and potential opportunities.  The idea is not to stop mainstreaming as long as the minimum requirements for incorporation are in place.  The incorporators are trained and learn about the importance of the gradual building process, which is especially important when the initial contexts are adverse or lacking in resources.” (Migrações e Desenvolvimento Project)

2 - “The products of the Crescer Cidadão Project were not seen as finished products, but were expected to undergo continuous improvement.  This would be possible as they were flexible products and because the CACI Network (sub-product from implementation of Action 3) was set up, using the Community of Practice methodology - face-to-face as well as online via the Employment Portal, to support the products’ development.  As organisations appropriated the products and took part and put feedback into the Employment Portal,  the products were gradually enriched and improved.  The number of Portal users increased exponentially.” (Crescer Cidadão Project)  




	STAGE IV
	OUTCOMES & IMPACTS


	Objectives

	To identify and analyse the “added value” brought about by the (incorporated) product or practice in the results of the individuals, teams, and organisations that were the mainstreaming targets, particularly results such as increased empowerment, greater autonomy and responsibility, skills, quality of services, work processes, greater beneficiary and client satisfaction, etc..

To analyse the “gains” for the DP in terms of skills, expertise in mainstreaming processes, organisational empowerment, satisfaction and achievement of the participants in the process, and in terms of improvements to the original products and practices.




	Pillars of
Mainstreaming
	STAGE IV Actions Outcomes & Impacts
	Critical questions

	Product
	· Monitoring and evaluation of:
· Results of   incorporating the product
· Strategy for product sustainability on the market
· Upgrading of the product

	· What was the real demand for the product? Was it what had been expected?

· Were improvements introduced to more closely match the product with the needs of the incorporators?

· Were the incorporators’ original expectations regarding the product met?
· Did the incorporation process introduce new methodologies, rules and standards for its use? 

· After the incorporation process, did the product gain potentialities and characteristics that increased its mainstreaming potential (appropriation by mainstream organisations, franchising, placement on the market, etc.)? 

· What  is the level of satisfaction among the incorporator entities’ end beneficiaries and users of the product?


	Partnership
	· Identification of skills and forms of organisation and production developed and practiced by the partners
· Characterisation of the level of maturity and robustness achieved by the DP
· Validation and enrichment of the mainstreaming road map

	· Did the DP quantify and mobilise the resources needed for the mainstreaming process to run successfully?

· Did each partner really fulfil the responsibilities allocated to them in the mainstreaming plan?

· Did the DP monitor its composition so as to permit any necessary reconfiguration for the transfer process to run successfully?

· What change occurred in the partner organisations as a result of incorporating the products and practices?

· And what changed in the partner organisations as a result of their involvement in the mainstreaming process?
· Has the DP identified new skills acquired by the teams and organisations involved in the mainstreaming process?  How does the DP plan to harness those new skills?

· Has the mainstreaming process given the partner entities more visibility, increase their prestige, opened up new opportunities to them?

· Has the DP’s contact network increased to such a degree that it could now extend its activity to other sectors ?  Which “new” markets has it conquered?


	Process
	· Assessment of the completion of the mainstreaming road map
· Results and lessons learned by the incorporators
· Results and lessons learned by the producers
· Results and lessons learned by the mainstreamers
· Results and lessons learned by the mediators

	· Did the communication and marketing plan achieve the results expected?  What evidence is there of this?
-   Did the planned mainstreaming strategy prove to be coherent with the demand market for solutions?  Did it really address concrete needs?  What evidence is there of this?

· Were the commitments entered into by the DP and the mainstreamers and incorporator entities fulfilled? 

· Did the mainstreaming process collide with the agendas of the incorporator organisations?

· Were the timings of the mainstreaming process (change process) realistic (given the product characteristics, context of the incorporators, and skills and resources available)?

· What results were obtained (added value for the product, DP, and mainstreaming and incorporator organisations) from the setting up of informal networks of product users?  What future is planned for those informal networks?

· What changes occurred in the incorporator organisations? What evidence is there of those changes? 
· Did the process contemplate vertical mainstreaming strategies?  What was the result?  Did the mainstreaming process lead to any changes in rules, regulations, or legislation?
· Do the results achieved from the product mainstreaming allow for the possibility of extending the process (commitment of mainstream entities (vertical), wider distribution, placement on the market, franchising…)?
· To what extent were the results taken into account in the national plan for employment, the plan for inclusion, and the next ESF programming period?



	Practices

	Key indicators in mainstreaming a Volunteer Network
In Action 2, the ConVidas project developed a methodology for a Volunteer Network to support family-work reconciliation.  Following are examples of indicators used by the project in the transfer of the product:

Activities to carry out
Expected outcomes

Key indicators
▪ Publicising the methodology for the Volunteer Network
Awareness among organisations that could be mainstreaming targets.

Number of entities interested in finding out more about/incorporating a Volunteer Network.

▪ Organisation of 4 Workshops for the appropriation of the Volunteer Network methodology
Participation of 40 entities in these workshops;

Identification of organisations interested in incorporating this practice;

Establishment of work plans with these organisations;

Formalisation of work plans with the organisations appropriating the practice.

Number of applications for the workshops;

Number of participants;

Number of entities attending;

Number of entities interested in actually incorporating the methodology;

Qualitative assessment of the meetings and the methodology by the participants (using a questionnaire).

▪ Meetings for exchange of information on the Volunteer Network
Participation of 20 (minimum) technicians; 

Learning and exchange of experiences among the incorporator organisations, facilitators, and members of the ConVidas Volunteer Network.
Number of meetings held;

Number of technicians who took part;
Skills and knowledge acquired;

Qualitative assessment of the meetings and the methodology by the participants (questionnaire).

▪ Incorporation of the Volunteer Network methodology
Transfer of the methodology and set up of Volunteer Networks by at least 8 organisations;

Improvement and enrichment of the methodology through feedback/input from the incorporator organisations;

Expansion of the practice of community volunteer work;

Consolidation of community integration and creation of new spaces for socialising and collective identity;

Change in the organisational culture of the participating entities based on the incorporation of some fundamental EQUAL principles;
Formation of networks and partnerships, in other fields, among incorporators of the practice in a specific area.
Number of organisations that have begun to set up volunteer networks;
Quality of the input/feedback from incorporator organisations for improving the methodology;

Degree of satisfaction among the beneficiaries of the volunteer networks set up.



CH. 6 – NETWORKS AS MAINSTREAMING TOOLS
EQUAL Thematic Networks (TNs) provide an opportunity for entities and practitioners involved in EQUAL projects to share ideas and experiences, cooperate on an “equal to equal” basis, among themselves and with other specialists and Administration leaders, to generate added value for their projects and products being developed, and to make new contributions to education-employment-training policies and social policy.  Networking is an important aspect of mainstreaming: it fosters sharing, enables comparison of outcomes, assessment of transfer potential, and even the adaptation of new solutions already tested by others.

The TNs have, in the main, followed the Communities of Practice (CoPs)
 model in which the participants, working in projects with similar themes, engage in debate and in-depth examination of subject areas they themselves have chosen,  the basis being the products that are in the process of being developed in each DP.  During EQUAL Round 1 (2001-2004) TNs were an important tool for learning and qualifying individuals, and the sharing that occurred in the context of the networks contributed greatly to the improvement of projects and their products, and to reinforcing a culture of learning and innovation.  However, TNs can progress to a more strategic dimension, where they produce “new knowledge” more open to the outside, and encourage the involvement of critical players for mainstreaming and social agents for change.  This is how work is progressing in EQUAL Round 2 (2005-2008).

The TNs’ contribution to mainstreaming can occur on various levels, namely by:

· improving the product’s quality as a result of joint reflection and discussion and recommendations put forward in the validation process, and also in terms of its diffusion and promotion; 

· identifying and mobilising players relevant to the mainstreaming process, namely potential incorporators and policymakers;

· defining the strategy and activities to be undertaken in the transfer process.

	Find a user/incorporator for your Product in your Thematic Network
In EQUAL Round 1, the Gerar Percursos Sociais (GPS – Generating Social Pathways) project in the Azores successfully developed a prevention and psycho-social rehabilitation programme designed for vulnerable young people (“street kids”).
The sharing and exchanges that took place within the “ Capacity-building for offenders and ex-offenders” Thematic Network, which involves five EQUAL Round 2 projects that focus on this target group and in which one of the authors of the above mentioned programme took part, gave the coordinator of the Gerir para Inovar os Serviços Prisionais (PGISP – Managing to Innovate the Prison Service) the chance to see the value of the methodology.  She subsequently invited the project practitioners from the Azores to provide support in applying the methodology in the context of prisons on the mainland. 

The transfer and adaptation of the GPS programme is now being carried out successfully in six prisons (Castelo Branco, Leiria, Sintra, Santa Cruz do Bispo Especial, Porto and Linhó).  By the end of 2007 it will be in use with 110 offenders in eight prisons. 

Asked about what had been critical for this successful transfer, the PGISP coordinator replied:  

· The TN gave us the opportunity to learn about the Programme developed in the Azores and to examine its appropriateness for the prison context;
·  The involvement of the Prison Directors, who were fully briefed on the GPS and the benefits of the Programme for the prison population;  

·  The careful selection of the technicians-trainers – the future coordinators of the Programme in the prison context – and their (30-hour) training course delivered by the GPS team (programme designers);
·  The formation of a community of practice to give continuity to the experience sharing among technicians.  The materials were accessible online and the GPS team was available to communicate with the technicians in the various prisons involved, by means of a collaborative platform;
· The “cascade effect”: some of the Programme trainees (prison technicians) went on to train their colleagues in the workplace;
· The incorporation in the Programme of a more comprehensive and integrated rehabilitation pathway (“My Guide to Freedom”);

· The EQUAL funding that, because of its flexibility (the time between needs identification and the response can be very short), provides a strong incentive for innovation.




The product validation process, which takes place mainly within the networks themselves, has increased the networks’ potential as mainstreaming tools, especially when participants include decision-makers and specialists in the thematic area in question.  By opening up to the outside, by inviting in new players, specialists, representatives of social partners and public bodies responsible for education, employment and training policies, the Networks have injected a different perspective into the debate, and created opportunities for dialogue with potential incorporators of the new solutions or mainstreamers that are able to influence policy decisions and the “systems”.

In addition to the DPs’ responsibility in terms of vertical mainstreaming, efforts can be pooled together within the TNs to formulate policy proposals or a synthesis product from the TN that could influence policy measures.
To facilitate reflection in the TNs on the products and respective mainstreaming processes, DPs were encouraged to prepare a Memorandum for their peers that would present and “sell” the product to them.  The Memorandum focused on the following critical areas: the product’s added value, its main content and supporting material, the product users, and how to mobilise them for incorporating the product.

Debate conducted in the TNs based on the Memorandums is enriched, leads to improvements in the products insofar as they can focus more on potential clients and users, and makes it possible to anticipate the formation of the mainstreaming DP. 

	Product Memorandum


	Name of the Product
The name should be attractive and give an idea of what the product is and what it is for.

	What the Product is
Explain what the product is and its purpose (it is a solution for?); refer to the main contents and how they are structured (in the case of an intervention with target groups, for example, refer to the main stages, the fundamental “responses”, methodology used, duration, etc.).


	The product’s added value

The product’s specific contribution to resolving the problem that originated its conception should be made very clear, as well as its added value in comparison with other products with similar aims that are already on the market.

There should be reference to the distinctive features that make this product a better alternative in the eyes of the potential client/user, to others available in the same domain.


	End beneficiaries
Identify which groups or organisation stand to benefit from applying the product or solution.



	Product users
Identify the potential clients of the product, i.e. the individuals or organisations liable to appropriate and incorporate this solution/product in their practices. 



	Appropriation/incorporation strategies
Explain the strategies that the authors will use to mobilise potential users/incorporators and to ensure their active involvement in the mainstreaming stage (Action 3), as well as the mechanisms that best ensure the transfer, appropriation and incorporation of the product. 



	Product format 

Explain the physical and/or virtual formats in which the product will be available to the users (web, CD-ROM, paper, etc.) 



	Author(s)
Identify the entities that were actively and directly involved in the product’s design. 



	Who to contact for further information about the Product
Contacts:

Identify the person who is best placed to provide further information on the product and promote it among potential users, and their contact details (e-mail, telephone number).




Following are possible contributions that TNs can make to mainstreaming, with suggested questions that TN facilitators and participants should ask in order to fully harness the mainstreaming potential of their TN.
	Questions that TN facilitators and participants should ask in order to fully harness the mainstreaming potential of their TN
· About the Product, its presentation and marketing

What are the TN participants’ suggestions on how the product can best attract the interest of potential users? 

Are the added values of the product suitably clear?

Is the product sufficiently focused on the user or client, and on the benefits to be gained from using it?

Is the product attractively presented?  What does the TN recommend for the product’s final layout?

What is the TN’s contribution to advertising, marketing and promotion of the product?

· About the formation of the DP and the mainstreaming process
Who might be interested in the products of the projects taking part in the TN?

Which relevant players can the TN invite to the validation process?

Is any participant interested in using another DP’s product?  How can potential incorporators be mobilised?

What suggestions do the TN participants have for the mainstreaming strategy?

Which activities are most suitable for the appropriation and incorporation of the product?

· About involving “policymakers”

What policy proposals, based on project practices, can we formulate in the TN?

Which public bodies and other players are we going to invite and mobilise to multiply the products and influence policy decisions?

Have we contacted and invited social partners, leaders of industry/trade and occupational associations, trade unions?

What recommendations for statutory or regulatory changes are we going to make ?

What strategies are we going to use to influence decision-makers and generalise the new solutions?  Are we going to use a communications expert and/or the media to get a policy message across?

Which leading players and opinion makers should we invite to support mainstreaming and to build influence networks for the product user “sector”?

· About the TN’s “product synthesis”
What common ground do the products of the projects in the TN share?

Does the convergence or synthesis of the different projects’ products bring any added value?  If so, which?

Is the development of a product synthesis justified?
For whom would it be useful?  What is its potential for system-wide change?


Marketplace for Products – an open space for trying out and buying products
The Thematic Network on “Integrated Pathways” set up a platform for the testing and pre-validation of EQUAL products, a virtual space that is open for “selling” products/solutions, and which is also a meeting place for designers and incorporators (http://praçadasredes.blogspot.com).
Asked about this “e-marketplace”, the TN’s facilitator (*) said: “The answer to the question ‘Would you buy this product/solution?’ is decisive for improving it, and adjusting to suit “other” demands outside the environment in which it was designed and developed.  It is a space to which other players are called to join in the process of “giving credibility to the solution” and gathering the necessary information to develop it further until the finished version of the product is achieved.  It is not a finished product market, but rather a space for “product testing” that is, nonetheless, based on market dynamics.
Elements to be considered in organising a Marketplace for Products:

Marketplace Research

- an overview of the product/a depiction of the product and its main features (two paragraphs)
- a multimedia promotional clip (45 seconds)

- a technical description of the product – the memorandum
- a product promoter –  a statement emphasising the value of the product
- FAQs about the product
Intermediation
In the producer organisation
A product promoter in each “selling” organisation to handle communications with potentially interested parties.
In the Marketplace
Regular promotional activity – e-marketing – among potential clients (weekly campaigns)

Cataloguing
Establishing client and product categories.
Forum/Marketplace chat/Souk
Area for discussion and “bargaining”.
(*) Carlos Ribeiro, Facilitator of the TN Integrated Pathways (Percursos Integrados)
	Incorporating EQUAL principles in organisational routines


	The most interesting case of mainstreaming generated in the Thematic Network that I’ve come across is the one involving the incorporation of EQUAL principles in the management practices of the Associação de Desenvolvimento da Região da Raia Centro Sul (ADRACES – Regional Development Association).  After EQUAL Round 1, and the participation of an ADRACES representative in a Thematic Network, this Association decided to implement the following practices in all projects and programmes in which it was involved: (1) all the project managers have to plan, from the outset of the project design stage, for the “generation” of tangible products in accordance with the accepted understanding of EQUAL products; (2) all projects/programmes have to incorporate skills assessment practices; (3) all projects/programmes are subject to self-evaluation.
Florindo Ramos, Facilitator of the TN on retraining and upgrading traditional skills (reconversão e valorização dos saberes tradicionais)


	Policy mainstreaming – a strategy of a TN

The GB Thematic Network for Business Creation adopted the following strategy: 

1.  it appointed the person in charge of the “Small Business Service” to chair the TN, with a view to bringing new stakeholders to the Network and engaging them with vulnerable groups; 

2.  it invited key organisations in the field of business creation to take part in the Network with the DPs;

3.  the Network defined at the outset a clear mainstreaming strategy that addressed five main questions: what policies or solutions are to be mainstreamed?;  who are the key policy audiences?;  when can maximum impact on policy be achieved?, and how can it be achieved (i.e. which methodologies for reaching these audiences)?.

European Commission, EQUAL, Success Stories of National Thematic Networks in Business Creation, 2005


CH. 7 – THE SUSTAINABILITY OF INNOVATION
To guarantee the continuity of innovation, the question of its consolidation and sustainability must be tackled even during Action 3.  The earlier a DP includes the mainstreaming principle on its work agenda, and develops contacts and forges relationships with parties that are potentially interested in their product, and with public bodies and policymakers, the easier public recognition of the product’s quality and usefulness, and its future sustainability will be.
To be successful, vertical mainstreaming efforts require the involvement of administration leaders and policymakers.  It is fundamental that such mobilisation occurs at an early stage in the projects to avoid the “it was not developed here” syndrome.  Responsibility for mobilisation can be shared by the DP, Thematic Networks, and the EQUAL Management Office.
When a public administration body becomes an active partner in the partnership and is directly involved in producing innovation, then the latter will more readily conform with policy priorities and the context in which it will be applied, and its transfer will be easier. 
Vertical mainstreaming requires DPs to be capable of transmitting their message:  explaining their outcomes to others, speaking the same language as decision-makers, transforming the information on practices developed in the field into messages that are clearly understandable by policymakers and the administration’s leadership.
A prerequisite for the sustainability of any innovation is recognition of its value and usefulness by its future users or beneficiaries. 

Furthermore, the following are critical factors for innovation sustainability:

· The product’s adaptation to its new incorporators’ contexts, in order to ensure its usefulness; 

· Training of the agents who will make certain the product continues to be used and that there is a continuous learning culture in the incorporator organisation;

· The guarantee of financial returns from the innovation or that it will receive public or private funding in view of its recognised social value;

· Statutory or regulatory endorsement whenever this is requisite for using the innovation;

· Submission to standards and certification processes;

· Incorporation of the innovation by mainstream organisations to secure a wider and sustainable application of the new practices;

· Formation of networks of individuals and organisations working in the same field, which are keen to share innovation and engage in mutual support and continuous learning in order to resolve problems and constantly update their practices.
Some examples:

Ensuring the product’s usefulness by adapting it to the new contexts of the incorporators
 “When it was realised that the incorporator organisations’ technical staff needed Health, Safety and Hygiene training related to agricultural work, the beneficiaries were called in to get involved in the practice.  They were asked to help to shape the training programmes (taking into account their existing know-how and characteristics of the region’s agriculture) and to give their input on how best to structure the courses (number of face-to-face sessions, assessment method, and timetable).   

In this way, they shared responsibility for the design and implementation of the practice, which naturally facilitated not only the transfer/incorporation, but also consolidated the success of the process.” (adapted from the Action 3 project evaluation report – OGREASA Project – (In)Formar para Prevenir, Prevenir para Viver).
Value of a new solution results in it being used and paid for by the beneficiaries
The discussion Forum set up by the INFORADAPT – FAQHST project was created as a “community of interest” with about 500 health, safety and hygiene practitioners, and is open to all those wishing to discuss workplace health and safety issues.  The “community of interest” uses an electronic platform that enables participants to ask questions and receive feedback, and to quickly obtain replies and information on their problems from peers.  The autonomy and sustainability of the Forum is based on its ease of use, rapid, simple and continuous updating, and the response it provides to users’ problems.  Recognising the value of the Forum, growing numbers of individuals have registered as users and are willing to support the costs of operating and maintaining the community.
Consolidating organisational forms: from partnership to network to association 

In the Emprego Apoiado (supported employment) project, the DP became a Network and later an Association (Associação Portuguesa das Organizações do Emprego Apoiado – Portuguese Association of Supported Employment Organisations) that provides integrated responses in a holistic approach to disadvantaged target groups).  The Association broadened the Network’s horizons and ensured the sustainability of the DP’s innovation.  This was only possible because objectives were clearly defined, partners and organisations involved were strongly committed, and there was recognition of the usefulness of the innovative practices and tools, which were undergoing continuous improvement.  The Association’s membership of the European Union of Supported Employment gave a further boost to its sustainability.

Obtaining public funding to sustain “new responses”
The TRILHOS project set up a Citizenship Centre in Setúbal.  The Centre’s interventions with marginalised groups were subsequently recognised by the Department of Social Security.  As a result, the Department awarded the Centre public funding to continue and consolidate its work.

Statutory endorsement
The CAIM project came up with new ways to tackle issues connected with trafficking of women for sexual exploitation.  It put forward concrete recommendations for changes to domestic legislation, namely the Penal Code, which were subsequently adopted.  In this way, public interventions designed to protect and integrate the victims of human trafficking became legal requirements.
Endorsement of the quality of a product is a critical factor in the sustainability of innovation
In the road transportation sector, environmental and safety factors are critical.  Legislation, clients and public opinion all put pressure on businesses to practice responsible management.  However, the workforce’s generally poor skills levels and the overwhelming presence of micro and small enterprises in the sector do not make it easy to generalise good practice.

In these circumstances, the CODESSUS project, coordinated by ANTRAM in partnership with enterprises in the sector, designed a training-action model for Environmental Watchdogs with the aim of achieving direct and immediate results.  The idea was to qualify individuals who would act as catalysts for eco-management and development models in enterprises, in relation to adopting good practice in environmental, workplace health and safety, and road safety areas. 

Formal recognition of the enterprises’ efforts through a certification system could not be achieved during Action 2 of the project, partly due to the absence of a partner with the necessary authority and competence.  Realisation of this shortfall led to the inclusion of the IPQ (Instituto Português da Qualidade – Portuguese Institute for Quality) as a partner in Action 3.  This made it possible to develop a reference framework for certification of individuals (trainees) and the management model (enterprises). 
Participation of a mainstream body makes Products more all-purpose, universal, and sustainable
The Convidas Project developed a kit of Teaching Aids for Trainers, containing activity sheets and a database for videos, articles, legislation, etc. relating to Family-Work Reconciliation, which is part of a curriculum.
When the CIDM (Comissão para a Igualdade e os Direitos das Mulheres – Commission for Equality and Women’s Rights) joined the mainstreaming partnership, it re-examined the product, and introduced changes and improvements, according to its broader equal opportunities reference framework and its own requirements as a training provider and equality organisation.  Only then was the teaching portfolio reproduced.  The result was a more broad-spectrum and sustainable product..
Networks (even informal) of individuals and organisations sharing and developing innovation are pillars for its diffusion and sustainability
- The informal network of trainers of disadvantaged groups, set up under the Igualdade Novos Caminhos Project, proved a highly effective tool for diffusing and promoting the use of Trainer Training Guide. 
- The ConVidas Project’s Volunteer Network, tested by the project during Action 2, was designed to respond to the needs of families, especially dependent care.  It provides voluntary services such as occasional childcare, elderly care, after school hours care, entertainment in elderly care homes, etc.  It is a local network with a structure based on local resources, managed in accordance with the principle of subsidiarity and shared participative decision-making.  Small autonomous local groups form part of a larger regional network.
The experience produced highly positive outcomes that are being mainstreamed because their usefulness to organisations seeking to set up and coordinate volunteer networks.  A support guide was developed for mainstreaming, which includes an account of the experience, technical tools (e.g. regulations, volunteer characterisation records, etc), and testimonies from practitioners involved in the testing, volunteers and users of the network.

ConVidas is also setting up a community of practice to stimulate the exchange of experiences and mutual learning among the newly formed networks.  These are “communities of users” that will be able to update and develop the project and secure its sustainability.
	Influencing policies and ESF programmes 
During Action 2, the C3 Project – Consultoria para o 3º Sector (Consultancy for the 3rd Sector) adapted an intervention methodology for effectively tackling the weaknesses of social economy organisations, which it called “C3 Intervention Model”.  The partnership proposed, at the end of the mainstreaming process, that the context of the Model’s application should be broadened by creating a nationwide programme that it called the “Q3 Programme – Qualifying the 3rd Sector”.  The project proposed its inclusion in the 2007-2013 National Strategic Reference Framework and, by so doing, increased the (vertical) mainstreaming potential and sustainability of its product. 


	A cooperation network for mainstreaming
During Action 2, the Glocal project developed SIM – a micro credit system for self-employment and business creation.  In Action 3, it set up the SIM na Minha Terra Network, the purpose of which was to undertake mainstreaming and management of SIM throughout the country.  The Network, with a unique corporative image, functions as an inter-organisational (Glocal DP, Federação Minha Terra, and Grupo Caixa Agrícola) cooperation network that deals with financing small local business initiatives and training/consultancy for the new entrepreneurs. 

It is a constantly growing Network designed to provide rapid responses, which are described in the Network Manual.  The Manual explains the relationship between the stakeholders, details the Network procedures, and outlines the resources available - an extranet virtual communication tool – waves 5 – and a web platform for beneficiaries’ business process management –  NETMentor.
The conception and design of the Network was an enriching but complicated experience as it required aligning the interests, aims and strategies of its various originators.  Mainstreaming objectives were surpassed when the Network went into operation – in 6 months, SIM was sustainably operating in 37 boroughs).  This demonstrated that the inter-organisational cooperation network methodology applied to social action initiatives was able to give rise to a form of strategically sustainable, low-cost rapid response partnership, capable of providing a high standard, straightforward local service to the target group.


	What a DP should do to sustain its products and new solutions
· Evaluate the DP’s outcomes and most appropriate alternatives for continuation;

· Establish contact and forge relationships with policymakers and mainstream bodies (employment services, social security, department of education, etc.) and demonstrate its achievements;

· Develop with them the aspects of the product specifically related or relevant to its generalisation;

· Give your DP credibility by incorporating competent and high-status individuals or organisations, who will be able to defend the product’s continuity;

· Identify the most appropriate communication channels for its sustainability (specialised press, websites, academic links, networks, etc.); 

· Have a “champion” who can speak up for and defend the product and DP, advance public recognition of its innovation, and mobilise and convince relevant mainstream organisations;
· Transform in partnership into an informal network, a community of interests, etc., which will continue to update the product and ensure its sustainability. 



“The deadliest thing for a Partnership

 is to perpetuate it for its own sake”
EQUAL Guide for Development Partnerships, European Commission

(translated into Portuguese, Colecção Saber Fazer No. 6, EQUAL Management Office, 2005
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leadership and DP responsibilities
LEADERSHIP OF THE MAINSTREAMING PROJECT

Leadership of the project calls for real management capacity, which can operationalise an action plan that incorporates the components explained in this mainstreaming guide.  The leadership should be able to build far-reaching commitments and have the sensitivity for permanently managing 3 agendas: production, relational, and the change and innovation agenda.  The mainstreaming project leader should be the real driver of the mainstreaming process road map.  It is a function that should be performed by the formal project leader or someone to whom this capacity has been delegated.  The leader is the person responsible for planning the mainstreaming project, managing resources, and monitoring and evaluating the mainstreaming processes and outcomes.  It is also the leader who systematises the evidence and reflection generated over the course of Action 3, especially the outcome of incorporation and its impacts, particularly on the incorporators but also on all the other stakeholders and agents, entities and target groups involved.

	FUNCTIONS AND SKILLS OF THE MAINSTREAMING PROJECT LEADER
· Ensure that the Mainstreaming Plan is fully implemented;

· Ensure that products and practices are recontextualised and processes are fine-tuned, with a view to incorporation; 

· Ensure skills audits are conducted;

· Undertake continuous analysis of progress on achievement of results, using for this purpose a set of indicators endorsed by the DP;

· Coordinate the preparation of the evaluation report; 

· Demonstrate project planning and management skills;

· Undertake examination, monitoring, and mobilisation of the skills essential for each stage of the mainstreaming project;

· Monitor the progress and implementation of the project, using the performance indicators;

· Demonstrate capacity for self-diagnosis, critical analysis and negotiation of improvements and adjustments to the project.


THE 3 Ts – TALENT, TOLERANCE and TECHNOLOGY( 
The entities that make up the DP cannot fail to meet expectations or postpone critical decisions and management and coordination initiatives that are fundamental for feeding a personal growth dynamic, as it will be very hard to drive forward a mainstreaming project without creative, autonomous, responsible, flexible and competent individuals in the handling of methodological, technological and technical resources.  In fact, the DP members must be able to decide, reflect, accept differences, as only then can innovation take place.   
Responsibility for developing these elements that generate team and partnership dynamics lies with the DP leadership and all the partners, as it is they who secure attitudes and practices of:

· Concern about the challenges and problems raised, especially by the incorporators;

· Watchfulness in respect of innovations and other practices that could affect the product’s incorporation;

· A humble attitude and willingness to learn from other practices that carry added value;

· Courage to acknowledge the difficulties and limitations of the DP, and to implement any necessary changes and improvements. 

When does a DP show that it has Talent?

· Whenever it encourages risk-taking and is tolerant of mistakes, and knows how to extract lessons from failed attempts;

· When it creates and shares knowledge useful to the mainstreaming process with all the DP members;

· When it participates in and monitors other mainstreaming processes and strategies and is able to extract lessons and messages that are useful for improving its own mainstreaming process;

· When it cultivates a habit of looking at the DP “with outside eyes” and learning from what it sees.

When does a DP show that it has expertise in Technology?

· Whenever it is sure of the processes and technologies that are critical to the incorporators’ production contexts (organisational layout, information applications and systems in use);

· When it develops continuous benchmarking strategies and confronts its achievements with other approaches, and knows how to extract lessons;

· When it establishes routines that ensure the DP is familiarised with the main patents and registered trademarks (e.g. methodologies), legislation (current and under in preparation), and other rules and standards that have a bearing on the recontextualisation of the product (ISO standards, for example products recommended by sector authorities or relevant agencies, etc.).

When does the DP demonstrate Tolerance? 
· When the DP itself becomes a plural space that encourages diverse thinking, and a forum for analysis and discussion of different practices, which can facilitate forecasting of risks, problem areas, and opportunities for the product incorporation process;
· Whenever the partners feel that there is a culture that encourages and does not penalise “minority” organisational cultures, whether they are from the 3rd sector or the “market economy”;
· When the partners are assessed on the basis of their involvement, responsibilities and outcomes achieved rather than their “status” in the DP. 
APPENDIX II
GlossARY 

	CONCEPTS
	DEFINITION OF TERMS USED IN THE MAINSTREAMING GUIDE

	EQUAL Action 1 
	The 6-month long initial phase of an EQUAL project, during which needs diagnosis is undertaken, the Development Partnership is set up, transnational cooperation is established, and the whole project is planned.  This phase ends with a Development Partnership Agreement (DPA) and Transnational Cooperation Agreement (TCA), and the presentation of application to Action 2.

	EQUAL Action 2
	The 24-month long phase in which project activities are implemented and evaluated, and the solutions found are developed into EQUAL Products and tested (Technical and Pedagogical Resources or Stories of Successful Practices). 

	EQUAL Action 3
	The 12-month long final phase of an EQUAL project devoted to product(s) mainstreaming by the DP which has been set up for that purpose.

	Development Partnership Agreement (DPA)
	Formalisation of the common strategy (objectives, work programme, responsibilities of each partner, etc.) that is adopted by all national partners within a DP.  This agreement is established at the end of Action 1, and in Action 3 by the new partnership formed.

	Appropriation
	Second stage of the Mainstreaming Cycle that consists of acquisition of knowledge and skills needed to exploit/use the product(s) or practice(s) being mainstreamed.  It is the process through which product incorporators – individuals, teams, organisations and communities – familiarise themselves with the product and begin to feel like “owners” of what they are going to apply and recontextualise.  Other critical activities carried out at the appropriation stage include the definition of the strategies in preparation for the product’s transfer and recontextualisation, and the training of appropriation trainers or facilitators.


	Authors (entities that have produced EQUAL products – Producer Entities)
	Entities that have developed and tested responses, solutions and products that have proven to be (more) effective, and are willing to promote, share and mainstream them and, by so doing, enrich their own experience and knowledge.

	Evaluation of  mainstreaming process and outcomes
	Identification of the “added value” that the (incorporated) product or practice has caused in the outcomes of the individuals, teams, and entities targeted by mainstreaming.  Such gains can be in the form of increased empowerment (which translates into greater autonomy and responsibility), more skills, more services, improved standard of work processes, greater satisfaction among beneficiaries and clients, etc.  This stage, IV in the mainstreaming cycle, can be implemented by comparing performance indicators of the target entity before and after mainstreaming has taken place.

	Benchmarking
	Process of comparing against best practices (strategies, procedures, systems, processes, products or services) for the purpose of identifying opportunities for improvement.

	Best Practice
	Is a solution (process, intervention, service, etc.) that brings added value to, and is useful for a certain context or problem..

	Coaching & Mentoring
	Process of guidance, mobilisation, advice, and training of individuals and teams, carried out by Facilitators/Mediators, which will assure quality at the different mainstreaming cycle stages (convergence, appropriation, incorporation, and evaluation of the process and outcomes).  Obviously, the Facilitator/Mediator must have the Development Partnership’s endorsement and recognition so that s/he is able to show the necessary confidence, independence and authority when conducting the learning, performance/work, and self-assessment exercises, which are essential to the mainstreaming processes that, at critical moments, may require difficult decision-making and assertive and proactive leadership to deal with the intra-organisational contexts and cultures in which the practices and products “reside”.

	Communities of Practice
	According to Etienne Wenger, Communities of Practice are groups of individuals or professionals (community) who share common concerns or problems (domain) and decide to share their experiences and knowledge among themselves, in a dynamic process of interaction, continuing learning, and discovery of new solutions for their problems (practice).  The three structuring elements of a Community of Practice are: the community, the domain and the practice.

	Convergence
	First stage of the Mainstreaming Cycle, which involves consolidating the Mainstreaming Partnership, and securing commitments from the players, for the purpose of developing convergence between the “incorporators’” needs and the supply and availability of products and practices from the “producers”. 

Activities at this stage must enable the entities seeking to improve their practices to be fully briefed, carry out self-diagnoses and engage in critical reflection, obtain answers to their all their queries, familiarise themselves with the products/practices and visualise them in context, with a view to securing commitments.  The DP, as the mainstreaming partnership, is the natural space for this stage to develop, but it can also occur beyond the DP itself – for example, in informal partnerships or in broader networks of players interested in the products/practices.

	Critical Friends
	Individuals and organisations that, because they fully understand and appreciate how EQUAL and its projects operate, are in a position to provide constructive criticism and put forward suggestions on ways to improve the projects and/or products.  The experts invited by the Thematic Networks to assist in product validation processes take part as critical friends.

	End beneficiaries
	Target groups that ultimately benefit from the actions organised and carried out by the projects.  

	Dissemination
	Sharing information and raising awareness of the work of DPs and the results achieved.

	Empowerment
	Lit.: giving of power, strength, confidence. In the field of social inclusion: process of mobilising resources and developing skills with a view to actively participating in one’s own future.  In EQUAL, this notion also applies to all players in the DPs since their involvement, active participation and input are encouraged.  Empowerment is one of the key principles of EQUAL. 

	Product family 
	Group or package of complementary Products that support an integrated solution and obey a common strategy and objectives.

	Franchising 
	Franchising is meant to incubate innovations or successful practices, by rigorously implementing the same organisational and/or production layout and subordinating the importance of (re)contextualisation that is characteristic of incorporation;  the franchising process usually entails the acquisition of rights (royalties, fees, etc.) relating to standardised and certified services and/or products, and involves 2 players: the master franchisor (holder of the rights, patents and knowledge of the production and regulatory layout) and the franchisee who agrees to provide the service or produce the goods according to the agreed rules and under the supervision/audit of the master, who earns royalties (e.g. a percentage of sales).

	Incorporation
	Stage III of the Mainstreaming Cycle. It comprises the integration, recontextualisation and eventual reconstruction/adaptation of the product or practice to the context and culture of the incorporator entity.  It translates into the “intramural” use/exploitation of the products or practices; management and employees must be closely involved in incorporation activities and the process can lead to changes to the production layout, internal organisation, teams, and employees’ occupational profiles and careers.

	Incorporators
	Individuals or entities wanting/needing to change/innovate, which realise that the responses and solutions they seek may have already been successfully tested in other contexts, and are influenced by them.  Incorporators are one of the key players in the mainstreaming process strategy.

	Innovation
	The EQUAL initiative is a laboratory for exploring and testing innovative approaches to the aims, methods, and implementation systems of employment and training policies.  Investing in innovation is particularly justifiable when it can be transferred and influences existing systems (mainstreaming).  Innovation is one of the key principles of EQUAL. 

	Gender mainstreaming
	The systematic consideration of the conditions, priorities and needs of both women and men in all policies and practices in order to promote activities based on equality between men and women

	Organisational layout
	Process of strategic reflection focused on analysing the mission, position and purpose of an organisation, with a view to its extensive reformulation (or restructuring), in which prospective analysis and scenario-building are the most frequently used techniques.  The outcomes of undertaking critical analysis of an enterprise’s or institution’s organisational layout can include changes to its mission and vocation, alterations in its services and products, identification of new skills needed, and it can have a major impact on its processes and routines.

	Production layout
(workflow)
	Series of processes, procedures, circuits and routines that detail and document the activities of a given organisation or, for example, a Mainstreaming Project, which should preferably be described and narrated, not only to assist in the allocation of responsibilities and their acceptance by the respective individuals and partnerships, but also to facilitate reflection, analysis and evaluation of results, with a view to simplifying and updating them.  It is usually recommended that the key processes of a project or an organisation (i.e. those that realise its objectives and mission) should be mapped out, and that procedures and support tools are established, and the respective responsibilities clearly allocated.

	Leadership
	Set of skills, aptitudes and knowledge that support and guarantee the survival of the DP and achievement of its mission and goals.  The leadership of a partnership is responsible for constantly interpreting the values, principles and objectives of the DP, through its testimonies, guidance and behaviours.  It is permanently at the service of the partnership’s objectives, project and members, ensuring that the resources and conditions needed for it to fulfil its mission are in place.  DP leadership duties include stimulating sustainable skills development, autonomy, and responsibility-taking by beneficiaries and users, and by the members and partners of the DP itself.  The leader must also allocate responsibilities and mobilise members around the production, relational and learning agendas that develop out of the Mainstreaming Project itself.  

	Lobbying
	Seeking to influence entities and/or decision-makers

	Marketing research
	Sub-field of marketing that aims to identify new opportunities for services and products using a variety of approaches, especially needs analysis and forecasting for certain market niches or very specific target groups. The role of DPs is worth mentioning, insofar as they develop projects that address very specific needs for which conventional solutions are not appropriate, representing the emergence of “new” solutions that can be tested and piloted in “protected environments” and subsequently mainstreamed.

	Mainstream 
	In the social domain, that which is currently prevailing: the way of life, set of beliefs, norms that are current or accepted by the majority (Cambridge International Dictionary of English, University Press, 1995).  For example, the IEFP, which is responsible for implementing employment and training policies, is a mainstream body.

	Mainstreaming
	Process of transferring, generalising and integrating innovation and successful products and practices to government policy and standard practices and trends, influencing and changing attitudes and skills in the principal organisations and agencies delivering services to the community. This is known as vertical mainstreaming. 
The term mainstreaming is also used in this Guide to refer to innovation transfer to other organisations and practitioners working in the same or similar field, which results in changes to their services and practices.  This is known as horizontal  mainstreaming 
Both horizontal and vertical mainstreaming are key EQUAL requirements.main

	Push mechanism
	In the context of mainstreaming, it defines a mechanism through which DPs try to increase the visibility of their outcomes (supply) with a view to transferring them to other agents.

	Pull mechanism
	In the context of mainstreaming, it defines a mechanism through which policy and decision-makers and/or other key actors identify priorities among experimental activities and follow their progress with a view to using the outcomes.

	Mainstreaming Process Mediator
	Specialist with team mediation and facilitation skills who coordinates commitment building between the entities and practitioners interested in appropriating and incorporating products and practices, and the respective “producers” or authors, following a road map that leads to the transfer of the solutions in question, and securing the maximum benefits for all stakeholders.  It should preferably be someone who is “neutral” in relation to both the “producers” and “incorporators”, who has solid facilitation and mediation skills and experience, especially in coaching and mentoring, and who will have particular responsibility for coordinating and facilitating the mainstreaming process, and systematisation of the reflection and evidence generated over the course of Action 3, especially the outcomes of incorporation and its potential impact on the agents, entities and target groups concerned.

	Stories of Successful Practices
	A detailed account of a critical activity or coherent group of activities, processes and methodologies (in which a significant number, if not all, of the partners take part, from a perspective of skills complementarity), through which value is produced in the form of a service or product that matches the needs of clients, beneficiaries and users, whether internal or external to the DP, and which is wholly or partially transferable/appropriable by other teams or organisations.

	Opinion Makers
	Institutions and leaders, especially national authorities, regulatory bodies, leaders of opinion, researchers, journalists, organisational leaders, who, given their “status” and/or capacity to communicate and mobilise, establish or shape currents of opinion, and are recognised as voices that represent or interpret the common thinking, expectations and/or needs of groups and communities.  The communication and influence potential of these players – when valid and appropriate – can be mobilised and committed to actions, even within the Mainstreaming Partnership.

	Development Partnership (DP)
	The DP is the operational “entity” of the EQUAL Community Initiative.  Projects are proposed and developed by DPs that consist of at least two different types of entity (collective persons), whose specific contributions and profiles should be mutually complementary and converge on the global shared objective of the project.  DPs can be regional, when they address issues that are determined by specific territorial features (city, rural area, region, etc.), or sectoral, when the issue relates to a particular economic or industrial sector (e.g. textile) or type of discrimination (e.g. ethnic minorities).  Partnership is one of EQUAL’s key principles. 

	Mainstreaming partnership
	Group of entities interested and involved in the process of transfer, appropriation and incorporation of products and practices, namely, the organisations that are “producers” (authors of the products) and “incorporators”, as well as mainstreaming process mediators, mainstreamers, public bodies in the areas concerned, etc.  The mainstreaming partnership is one of the three fundamental pillars of mainstreaming.

	Successful practice
	A successful practice is a solution that consists of coherent activities strategically integrated in a sequence or pattern of performance, usually supported by processes, procedures and technologies.  It calls for specific skills, requiring preparatory work, training and practice on the part of practitioners, and is therefore a significant carrier of value, benefits and gains for its clients, users and beneficiaries, as well as for the authors that developed it. 

	EQUAL’s Key Principles
	The EQUAL initiative is based on six key principles: 
1. Innovation
2. Partnership
3. Empowerment
4. Transnational cooperation 
5. Equal opportunities
6. Mainstreaming

	EQUAL product
	EQUAL products are tangible outcomes of EQUAL projects (technical-pedagogical resources and practices) that add value and serve as means of support to, or solutions for the users and final beneficiaries of DPs, and materialise/systematise strategies, processes, studies, methodologies, technical-pedagogical practices or resources.  A product must be capable of being adjusted and fine-tuned to suit new contexts during the mainstreaming process.  It is one of the three fundamental pillars of mainstreaming.

	Technical and Pedagogical Resources (TPR)
	A Technical and Pedagogical Resource (TPR) is all and any information and knowledge content, available in physical or digital form, or as a technological object, exploitable for training and integration purposes, which can be used in a specific learning context and is valuable for enhancing or developing specific skills in a certain target audience.  TPRs must adhere and contribute to EQUAL principles/criteria.

	Thematic Networks
	Communities of participants in EQUAL projects within a given thematic field, who work together to examine and find new solutions, share problems they encounter in their projects, and explore proposals for policy measures and for mainstreaming their projects’ outcomes.  Each of the eleven networks in operation in EQUAL Round 2 consists of about 15 to 20 members and is coordinated by a specialist in the thematic domain concerned, who is responsible for facilitating the interaction between participants, and ensuring the Network’s discussion, proposals and output are of a high standard. 

	Mainstreaming Road Map
	Tool that details and schedules the stages, critical activities, skills that need to be mobilised, and the expected outcomes, and establishes the indicators that will facilitate the continuous monitoring of the mainstreaming process.

	Innovation transfer
	Process that covers the appropriation and incorporation stages, specifying the knowledge, requirements, and standards, as well as skills, processes and routines that must be in place/implemented in the incorporator organisation.

	Product validation
	Process of reflection on and critical analysis of the product’s evidence in the different quality dimensions indicated in the validation grid.  The aim is to stimulate self-assessment, inter-peer feedback, and critical analysis by experts, ensuring there is plural analysis of the product based on impartial and diversified opinions.  The process should enable the product’s quality and value to be recognised, so that it can be fine-tuned, adjusted and consolidated, and decisions can be made regarding the mainstreaming and transfer strategy and process.  In EQUAL, product validation is a mandatory requirement for embarking on Action 3.  Products developed by DPs must undergo validation on two different occasions: Midterm Validation and Final Validation.

	Final Validation
	This is conducted at the end of Action 2, when projects and product development have finished.  The process involves the authors, potential incorporators (beneficiaries, users and clients), mainstreamers, experts, and other facilitators familiar with the product and the organisational contexts into which they may be incorporated.  After product quality analysis and validation methodologies have been applied, the results of Final Validation will reveal those products that meet the eligibility criteria for application to Action 3, and will pinpoint any necessary improvements to the product and recommendations to be followed. 


	Mid-term validation
	This is carried out during the product testing stage or at critical times in product development.  Its purpose is to adapt, improve and fine-tune the product, so that it is useful to, and ready to be appropriated by others seeking to improve their own practices.   Input at this stage from outside specialists who have built similar products, as well as the views and expectations of potential incorporators and mainstreaming agents, will ensure the kind of improvements and adjustments that enrich the product.


APPENDIX III
COPYRIGHT AND USE OF PRODUCTS
The products developed in the sphere of the EQUAL Community Initiative are public property, the respective copyrights having been transferred to INOFOR IP (Instituto para a Inovação na Formação, Instituto Público), subsequently to the IQF IP (Instituto para a Qualidade na Formação, Instituto Público) (Decree Law 171/2004, of 17 July) and, on the latter’s closure, to the IEFP as legal successor (Art. 36, point c, Decree Law 211/2006, of 27.10 and Art 17 of Decree Law 213/2007 of 29.05).

The copyright transfer is specified in the Terms of Acceptance signed by the Development Partnerships, which stipulates the conditions for acceptance of funding from the EQUAL CI.
Since public funds (community and national) finance the products’ design, access to them by any interested party must be guaranteed.  It is, therefore, in the public, national, and community interest that mainstreaming potential in EQUAL products is high and that they have the widest possible dissemination – the very reason they were funded – so as to reinforce their appropriation by third parties.

In the context of the products’ diffusion, there may be entities interested in commercialising them, and this is permissible provided the products’ sale price to the public does not include the costs incurred by their design (which have already been financed through public funds), and only includes publication, distribution, and marketing related costs.
	EQUAL Code of ethics and conduct 
It is the duty of all DPs, organisations and collaborators in EQUAL Projects:

1. to be committed to mainstreaming, collaboration, and making accessible the knowledge, resources, skills and products acquired and developed with the help of EQUAL;
2. to make accessible and store in the resource banks indicated by EQUAL the products and resources acquired, produced and developed with the support of this Community Initiative; 

3. to guarantee access and make available to all the DPs, organisations, and citizens referred by EQUAL, all the products (TPRs, practices and other solutions) developed with the support of the EQUAL IC, the producers thereof being entitled to recover only the costs incurred in reproducing and/or distributing the products (licences, reproduction, postage expenses, etc.);
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APPENDIX V

USEFUL LINks & WEBSites

	European CoP on Innovation & Mainstreaming

http://innovation.esflive.eu


	European CoP on Programme Management
http://programmemanagement.ie


	European CoP on Evaluation
https://forum.esfcr.cz


	European CoP on Gender Mainstreaming

www.gendermainstreaming-cop.euhttps:// 



	European CoP on PCM – Project Cycle Management
www.soundplanning.eu


	European CoP on Partnership
http://www.partnership.esflive.eu


	http://creativeclass.com/rfcgdb/articles/Europe_in_the_Creative_Age_2004.DPf


	http://www.oecd.org/cfe/leed/forum/partnerships


	Peter Druker Foundation

http://www.leadertoleader.org/


	Carol Kinsey Gorman (creative collaboration, leadership, change)

http://www.ckg.com


	Site EQUAL Europeu

http://ec.europa.eu/employment_social/equal/index_en.cfm


	EQUAL Portugal

www.equal.pt


	EQUAL UK
www.equal.ecotec.co.uk


	Etienne Wenger

http://www.ewenger.com/


	The European Commission’s Innovation and Technology transfer’ website

http://cordis.europa.eu
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� EQUAL projects are developed in 3 stages: Action 1, devoted to needs diagnosis, setting up the national and transnational partnership, and planning the Project; Action 2, for project development and development of the products, and Action 3, which centres on transferring the project’s results. During the lifetime of EQUAL there were two application rounds, from now on referred to as Round 1 (2000) and Round 2 (2004).





� To draft the first version, 7 workshops were organised with 40 Round 1 projects engaged in product transfer activities, to examine the difficulties experienced and identify the critical factors in each pillar and stage of mainstreaming.  Furthermore, a small Community of Practice on mainstreaming was set up with leaders of six Round 1 DPs (Cristina Coelho – GLOCAL Project, José NUNES - Nova agricultura, Novas oportunidades Project, Graça Rojão – ConVidas Project, Margarida Segard - F@DO Project, Cecília Vicente - Ch@tmould Project, and Rui Vieito – INFORADAPT project), the Management Office, and the facilitator Horácio Covita, who helped to draft the Reference Guide. 





�  "mainstreamer” is used in this Guide to refer to  someone who is part of the mainstreaming – entities or persons – and with influence and regonition among the sectors and potenntially 


� Sadler, Philip. Leadership and Organizational Learning, in Handbook of organizational learning & knowledge, edited by Meinholf Dierkes et al,Oxford University Press, New York, 2001


� According to Etienne Wenger, Communities of Practice are groups of people or professionals (community) who share common concerns or problems (domain) and voluntarily decide to share their experiences and knowledge amongst themselves, in a dynamic process of interaction, continuing learning, and discovery of new solutions for their problems (practice). The three structuring elements of a Community of Practice are: the community, the domain and the practice.


( Further details available at � HYPERLINK "http://www.creativeclass.org/rfcgdb/articles/Europe_in_the_Creative_Age_2004.pdf" ��http://www.creativeclass.org/rfcgdb/articles/Europe_in_the_Creative_Age_2004.pdf�


� Consult the product validation methodology and tool at � HYPERLINK "http://www.equal.pt" ��www.equal.pt� 
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