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Main Body 
 

 

1. Introduction 

The present document proposes the result of the evaluation exercise conducted by Fondazione 
punto.sud in the framework of the project Work4Integration implemented by Soleterre-Strategie di 
Pace Onlus (hereafter Soleterre). 

Work4Integration, implemented from December 2016 to May 20181, constitutes a significant pilot 
initiative for the leader Soleterre and its partner since they tried to combine different entities (non-
for-profit, public Institution and the private firms) with the objective to promote a multi-stakeholder 
approach aimed at facilitating the integration of migrants into the labour market in Milan area. To this 
end, Soleterre started the collaboration with four partners. In specific: 

 Municipality of Milan Fleming Professional Training Centre (training, internship and job 
searching assistance); 

 Cooperative A&I (training, internship and job searching assistance); 

 Gi Group international recruitment agency (job placement); 

 Sodalitas Foundation (involvement of companies in the project). 

During the implementation of the action, Soleterre worked very well to expand its network involving 
other important actors such as the Randstad Italia recruiting agency (which also manage a training 
course on behalf of Soleterre) and other non-for-profit organisations working directly or indirectly 
with migrants in the area of Milan. This is in fact fully in line with the overall objective of the project, 
which was to develop new strategies and synergies among key actors to foster possible future 
actions in the sector. 

The project, in specific, aimed at increasing the integration of migrants throughout the improvement 
of the working conditions targeting an initial group of around 120 migrants. One key characteristic of 
the project, as specified in the action proposal submitted to JPMorgan Chase Foundation, was its 
focus on the limits that migrants frequently come across in their traditional job search channels 
(family networks and community networks). Such situation forces migrants to accept poor working 
and living conditions (e.g. illegal work, exploitation of their labour, social exclusion). 

Based on the Terms of References agreed with Soleterre, the evaluation exercise primary objective 
was to ensure a systematisation of the experience ensuring the following results: 

1. To develop and test the action-model working (e.g. assess its essential elements, the 
partnership, the result chains envisaged and the planned outcomes).  

2. To develop an ad-hoc survey aimed at estimate the actual changes occurred in the 
beneficiary’s life in consideration of the project activities (e.g. effective increase in skills, 
positive experience, and improvement of their working status). 

The evaluation exercise was conducted as follows: 

 Phase one (inception phase): development of the action logic model to be tested.  

Key actions implemented: 

• Analysis of the documentation (including the documents elaborated in the antecedent 
project financed to Soleterre by JPMorgan Chase Foundation); 

• Interview of 4Integration partners staff involved in the preparation of the project; 

                                           
1 The project started on December 1, 2016, with funds from the JPMorgan Chase Foundation and the Cariplo Foundation. The present 
report refer to the action financed by the JPMorgan, which ended the 31st of May 2018. The intervention is still operating with CARIPLO 
funds up to the 30th of November 2018. 

http://context.reverso.net/traduzione/inglese-italiano/exploitation+of+their+labour
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• Development of the action-model and final round table with all partners’ staff to 
finalise it; 

• Preparation of the inception report (in Italian); 

 Phase two (monitoring and follow up): development of tools for the action monitoring.  

Key actions implemented: 

• Preparation of Entry-Exit tests and other questionnaires and their administration to 
participants and tutors (training activities); 

• Exchange of information and support to Soleterre team regarding the project 
monitoring; 

• Follow up regarding the correct use of the monitoring tools; 

 Phase three (final evaluation): analysis of the experience. 

Key actions implemented: 

• Analysis of the data and information collected; 

• Interview with partners ‘staff; 

• Interview with a sample of migrants beneficiaries of the activity, their tutor and 
company supervisor. 

• Participation to the final event organised in Milan the 15th of May where key findings 
have been presented. 

The documents is structure as follow: 

 Chapter 2 explains the action-model elaborated for the project 

 Chapter 3 explains how the action-model has been implemented 

 Chapter 4 illustrates the result of the ad-hoc survey done to investigate the beneficiaries’ 

learning achievements 

 Chapter 5, finally, presents the conclusions of the work and exposes a few recommendations 

for future interventions 

One senior evaluator and one external consultant (senior expert on migration phenomena), formed 

the punto.sud evaluation team.  
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2. The action-model 

The action-model has been analysed by the punto.sud team during the inception phase based on 
the project documents and a few meetings held with Soleterre and the other project partners. In line 
with the ToR agreed this analysis was conducted to identify a common “vision” of the project strategy 
and to better develop the key research questions to be considered in the final phase of the project. 

As already exposed in the inception report, the project was designed around three main assets:  

1. Soleterre's ability to detect the needs and involve target beneficiaries (foreigner citizens born 
in third countries and arrived in Italy in post-primary age); 

2. Capacity of the partners involved to identify sectors with high demand for low-skilled labour 
(e.g. catering and services to companies such as cleaning services, concierge, front-back 
office, canteen service, logistics, etc.); 

3. The added value provided by the different partners, engaged to further develop the idea and 
to scale up the experience. 

 

Targeting 

The correct targeting is a key assumption of the 4Integration action logic. Many projects focus on 
migrants form different perspective: social, economic, cultural, etc. The 4Integration project decided 
to focus on a specific target: migrants who are seeking a job (or who have already an occupation 
but with limited or any protection in terms of health and safety at work) that have a strong commitment 
and clear potentials to achieve a more decent work.  

In specific: 

 The action is not open to all migrants. The action identify a specific target group, which, it is 
assumed, under certain conditions, may undertake positive own career paths. 

 Migrants have different career paths, legal status, personal attitudes and family situations. 
The action, hence, poses particular emphasis on how to contact migrants and how to start-
up a collaboration. 

 The action relevance, finally, lies in the fact that “picking up” migrants when they are 
searching a job prevent them to fall into a vicious circle (illegal 

jobpovertyexploitationsocial distress, etc), hampering their integration process. 

For the potential target group, a decent work is assumed to be crucial to foster integration and 
decisive to avoid problematic scenarios for the migrant itself and the social context where he/she 
live. This may be visualised with the following picture: 

 

Chart 1: the target group 
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Therefore, the action is characterised by its preventive approach. Intervening at the right moment to 
avoid descent path (highlighted with the curved line) and to ensure job-placement is consequently 
the reason why funds are required (the gap identified by the red arrows showing the difference 
between the non-project situation and the estimate project result). 

The capacity of the project to contact and mobilise the correct target group is thus an essential 
element of the action logic since it is the effective ability to intervene in advance that justify the 
program. It seems evident that an error of assessment at this stage would make irrelevant any further 
investigation regarding the project cost-effectiveness. 

On this regard, during the inception phase, it was discussed with the Soleterre team about two 
issues.  

 Firstly: which criteria should have been used in order to “select” the target group according 
to the action-model; 

 Secondly: how to properly reach the migrants who could satisfy these criteria without rise 
false expectations and how to avoid excessive and expensive selection activity.  

While the second point was well addressed given the important network established by Soleterre in 
the previous years (which gave sufficient guarantees in order to ensure a link between the project 
and the target group), the first point did require more attention.  

It was clear for the beginning, in fact, that successful job-placement of migrants could not have been 
sufficient to assess the success of the project. By contrast, also a failure in the integration process 
could not have been attributed to the action without a clear understanding of the single beneficiary 
characteristics.  

The following table could be useful to analyse this concept. 

Table 1: Model success / failure 

Target n. Final Outcome Conclusion Remark 

Incorrect target 

Migrants with too low potential 
and/or high vulnerabilities 

1 No satisfactory path 
(failure during training, 
internship, labour) 

Failure of the implementation: the 
model is not tested / validated • 

Incorrect target 

Migrants with very high potentials 

2 Satisfactory path Success but the Model is not 
validated (Success Not 
Attributable to the Project) 

• 

Correct target 

Migrants committed and with 
potential that, however, fail to 
activate satisfactory inclusion 
mechanisms 

3 No satisfactory path 
(failure during training, 
internship, labour) 

Failure of the model. The model 
does not work • 

4 Satisfactory path Success: An evidence is 
produced in favour of the action-
model  

• 

 

As it is shown, failure or success assume a very different meaning if it is attributed to the wrong 
selection of the target group (situation 1 and 2). While in case of correct selection, the outcome 
(positive or negative) gives much more information regarding the effective action-logic correctness 
(situations 3 and 4). 

Based on these assumptions, Soleterre decided to formulate a precise assessment grid with a series 
of criteria, assigning a score and a weight to each of them.  

The criteria were the following: 

 Knowledge of the Italian language (in relation to the time spent in Italy); 

 High-school (or higher qualification) obtained in the country of origin; 

 Specialisation (certified) obtained in Italy; 
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 Previous work experience(s) in the country of origin; 

 Previous work experience(s) in Italy; 

 Key working qualification experienced in Italy; 

 Housing situation. 

It was finally decided to “select” only beneficiaries who, after a preliminary screening, scored “20” up 
to “80” points, based on an overall score of 100, thus excluding those on the top and on the bottom 
of the rank.  

 

Activities 

As well explained in the project document, the main activities of the project, were organised mainly 
around the target group, identified in 120 migrants, including migrant beneficiary pertaining to the 
humanitarian protection category  (of which 50% women) residing in the Province of Milan, who had 
to be unemployed or at high risk of unemployment to be engaged. 

Alongside this main component, the 4Integration project also envisaged an interesting awareness 
and networking set of activities targeting firms and companies with the objective to sensitise the 
private sectors regarding the potential of migrants and the importance of work placement for their 
social integration in the Italian context. Another set of activities, finally, was planned to ensure proper 
visibility to the action. 

Regarding the activities directly related to the beneficiaries, two parallel set of activities were planned 
to respond more flexibly to the potential of the target group.  

i. A first path, that could be defined as "complete process", constitutes the core of the action- 
model since it foresaw the activation of different activities. 

ii.  An additional path was also planned to include potential beneficiaries that for various 
reasons, were not in the position to follow the entire planned process but at the same time 
could have sufficient potentialities to be integrated into the labour market. Regarding this 
(minor) target group, the project foresaw a service (supported by Gi Group) aimed at 
facilitating the connection of the migrant with a specific job opportunity available on the 
market (Matching). 

The following table briefly illustrates the two paths. 

Table 2: the two processes 

Complete process Matching 

• Screening • Screening 

• Vocational training courses  • Work coaching 

• Internships • Direct matching 

• Work placement • Multidisciplinary advice  

• Tutorship during the entire programme  

• Multidisciplinary advice   

 

An important characteristics that need to be remarked is the definition of a specific activity dedicated 
to the follow-up of the entire process by a team of specialist on two main areas: psychosocial and 
legal. This multidisciplinary service constitutes and added value of the project and was ensured by 
Soleterre, which has a significant experience in this type of support.  

 

 

 

http://context.reverso.net/traduzione/inglese-italiano/thus+excluding+other
http://context.reverso.net/traduzione/inglese-italiano/thus+excluding+other
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The action-model 

The analysis of the action-model was finally dedicated on the “complete process”. The reason is 
twofold: 

 On one hand the “complete process” was deemed to be particularly relevant since it allows 
a better analysis of the action capacity to facilitate an effective work integration and social 
inclusion; 

 On the other hand, the “complete process” vested particularly importance also in terms of 
resources allocated and co-operation among partners. 

The complete process action-model may be presented as follows: 

 

Chart 2: the action-model 

 

 

 

 

 

 

 

 

 

 

 

 

 

According to the above picture, the action-model relies on the following process: 

I. Contact: Hosting, screening of potential and needs for migrants who happen to be in contact 
with the project opportunities; 

II. Training development: Identification and start-up of training pathways (including tutoring) 
based on potential (skills, competences) of the beneficiaries and market opportunities; 

III. Linkage with companies: Contacts and presentation of project opportunity to companies 
aimed at facilitate internship and employment options (call out in blue); 

IV. Internship: The activation of internship alongside with the assignation of a tutor in charge to 
follow up the participant and the employer; 

V. Job Placement: Employment of target beneficiary according to standards (legal work, fair 
working condition and salary); 

As explained the entire action-model also includes the activation of a specific and personalized legal 
and psychosocial support. 

This process allows identifying, also the spheres of influence of the program in relation to the 
services that the project intended to guarantee, and the desired outcomes: 

 Services: Quality of customised paths, supply of job training and job placement (quality and 
quantity), effective capacity to mobilize companies; 

 Outcomes: Increase of skills and effective capacity to work in the labour market and reduction 
of risk factors (decrease in vulnerability, decrease of the need of public support). 
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Partnership 

The role of partners and the evolution of the partnership was considered in the initial phase a key 
element in order to test the model. This intended to test the complementarity of organisations’ 
missions and interest in the project.  

The following table summarises these aspects based on few meetings organised by punto.sud: 

Table 3: The Partnership  

Partner Type of entity Assets 
Main role in the 

project  
Interest in the project 

Soleterre -
Strategie di 
Pace Onlus 
(Soleterre) 

Non-for-profit 
organisation (NGO) 

Proved experience in working 
with migrants in Milan area 
and knowledge of migrants’ 
country of origin  

General 
coordination, 
screening 
activities and 
multidisciplinary 
support 

Action-Model development 
(for scaling-up), sharing 
experiences 

Social 
Cooperative 
A&I ONLUS 

Non-for-profit 
organisation 

Proven experience in the field 
of social inclusion, different 
services available in the field 
of vocational training, throwing 
and job placement 

Training activities 
(and job 
placement) 

Contribute not only to 
training development but 
also to foster the entire 
process of social inclusion of 
beneficiaries 

Gi Group 
international 
recruitment 
agency 

Private company Valid point of view regarding 
job opportunities also 
regarding the required profiles  

Matching Contribute to making 
profitable exchanges of 
experiences 

Fleming 
Professional 
Training Center 

Public institute (Milan 
Municipality) 

Great experience gained over 
the years both in terms of 
training and job placement  

Training  activities 
and job placement 

Verify the  operating model 
to the benefit of new 
initiative within the institution 

Sodalitas 
Foundation 

Non-for-profit 
organisation (Initiative 
funded by the Lombardy 
Region employers' 
federation)  

Strong link with (mid-big) 
companies, Significant know-
how regarding how the 
corporate world works. 

Sensitisation vs. 
companies  

Understand better how 
migrants can be involved in 
companies and how to 
leverage companies to 
target migrants 

 

Partners, consequently, play an important role in the action-model, having specific tasks in the 
different steps of the planned result chain as shown in the following picture. 

  

Chart 3: model results chain 
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In conclusion, the action-model is strictly based on a strong vision of partnership where the different 
actors are called to respond to the needs of target beneficiaries and to reflect on the entire planned 
process. 
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3. Implementation of the model 

The present chapter aims at illustrating the study conducted to test the action-model. This analysis 
was implemented during the final phase around three main questions: 

 Was the targeting correct in consideration of the model? 

 Where the beneficiaries involved in line with the model? 

 Where partners working coherently in consideration of the model? 

The following paragraph, therefore, will try to present the results with the aim of preparing the ground 
for the conclusions and recommendations presented in the last chapter. 

 

Targeting 

Targeting was indeed carried out with commitment and attentiveness. This is proved by the 
considerable number of entities contacted to facilitate the interaction with potential beneficiaries and 
the number of migrants that have initiate the screening process. In particular, more than 150 entities 
(Public institutions, civil society organisations, religious institutes, libraries, consulates) have been 
involved acting as antennas to facilitate the participation and so around 260 people came for 
preliminary interviews. 

This activity on one side shows the extensive work made in particular by Soleterre but it also 
indicates two elements of the Milan context: 

 Firstly, the huge number of institutions that work directly or indirectly around the migration 
phenomena. The variety of entities, their nature (e.g. Public and private), the different 
mandates demonstrate a territory with an important potential in terms of resources; 

 Secondly, the screening activity shows the diversity of migrants, the variety of their migration 
path, educations, legal status, potentials and limits even if it was not based on a random 
selection. This aspect is surely well known by specialists and practitioners but is often not 
properly addressed especially in case of migrants who recently arrived with problematic 
migration decisions. 

Regarding this last element could be interesting to observe the data collected by Soleterre who have 
put in place a database aimed at collecting various information regarding the individuals interviewed 
and those subsequently involved in the activities. The majority of the migrants intercepted are males 
(189 out of 257) and half of the group (125 out of 2522) was at the time of the interview residing in a 
community or doss house. Around 42% of the migrants of the sample arrived in Italy after the 2015, 
the percentage raises to 66 if we consider the arrivals after 2010. 

An interesting element shown by this sample regards the education level of this group. As it is shown 
below, the qualification of the migrants of this sample, represent an important variety of qualifications 
obtained in their country of origin. 

Chart 4: qualification of migrants involved  

 

 

 

 

 

 

                                           
2 For five individuals, data are not available. 

Vocational training
1%

Secondary school
31%

Primary school
12%

Grade 12
28%

No qualification
15%

university
13%
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What is important to be remarked here is the considerable number of migrants with a good 
qualification (high schools and university) which is almost half of the sample (45%, 112 out of 152). 

In addition, the data referring to their housing conditions contain some interesting element.  

 

Chart 5: Housing of migrants involved 

 

 

 

 

 

 

 

 

 

 

 

As it is shown, the majority of migrants appear to be single where around 70 individuals seems to 
have a more stable situation. 

In consideration of the group of beneficiaries (e.g. those who have been involved in the activities), it 
appears clear how the project had to work with a group not homogenous. The selection was made 
using a grid with precise weights and scores. Although most probably the “window” of acceptance 
was too open, the preliminary selection appeared to be in line with the action strategy and it 
constitutes a fact-based method to analyse the effective potential of beneficiaries with regard to the 
action opportunities and objectives. 

The effective number of beneficiary was finally 115, which may divided among those who benefit 
from Training courses, Job counselling, Direct matching and Multidisciplinary advice has it is shown 
in the picture presented here below.  

 

Chart 6: beneficiaries involved in project activities 

 

 

 

 

 

 

 

 

Among this 33 beneficiaries could benefit of two or more services. Regarding the age of 
beneficiaries, around 70% (76) had at the time of the interview less than 30 years. This data shows 
a little increment in the average age comparing to the entire group of migrants contacted (average 
25%, median 27). 
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This group shows a great diversity regarding the legal status, with a high predominance of those 
who asked for asylum. 

 

Chart 7: legal status of Beneficiaries involved in project activities3 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

As it can be seen, the number of those who arrived in Italy escaping from a crisis in their own country 
is particularly high (56 out of 113, around 50%), demonstrating the increasing importance of this 
group within the Italian scenario. 

The diversity of the group was consequently an important issue who had to be tackled by the project 
team. Although most of migrants were putting as a first request the “searching for a stable job” - and 
the majority of them where coming from sub-Saharan Africa– the screening phase appeared to be 
very useful to detect potential and limits of beneficiary.  

Different key elements have been discussed such as4: 

 The effective competence that the migrant is bringing with him/herself (to be used within the 
Italian context); 

 The effective presence of cross-cutting competences which are often missing and that play a 
crucial role in the integration of migrants into the labour market; 

 The comprehension of values and the real interest of migrants (desired/expectations vs. real 
possibilities); 

 The comprehension of the Italian (Milan) labour market specificities and the opportunities that 
realistically exists for migrants, considering their professional skills and other important aspects 
that could make the difference in the recruiting process (e.g. working time, travelling to 
workplace). 

                                           
3 Art 31 refers to unaccompanied minors protection. 
4 Some of these indications came out clearly in the framework of the project final event organised by Soleterre “Lavoro e 
migrazione: nuove sfide e condivisione di buone pratiche” (work and migration, new challenges and good practices) the 
15th of May in Milan. In particular it is worth mentioning the speaking note of Diego Boerchi, researcher at the Università 
Cattolica del Sacro Cuore of Milan. 
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In addition, the screening phase seems also particularly relevant regarding other complementary 
aspects such as: 

 The comprehension of the beneficiary’s expectations, and the possible mismatch with the 
real possibility (that could sometimes lead to a problematic experience where the migrant 
face some difficulty in accepting to change his/her original plan); 

 The attitude to foster a proactive approach, positively open to explore and to invest an 
opportunity (avoiding a jump off the agreed process to run back another opportunity, less 
qualified but more at hand); 

 The importance to pay attention in identifying a clear definition of the migration plan (where 
to stay? To what extend the beneficiary is committed to Invest in learning the Italian 
language?); 

In conclusion, the project has produced an important effort to ensure a proper targeting, both 
enlarging more than planned the number of contacts with various and differentiated actors dealing 
with the potential beneficiaries, and activating a specific screening activity with those one who shown 
an interest in the project.  

The outcome of this phase was the positive selection of a number of beneficiaries who fallen within 
the target group as identified by the action-model. This preliminary phase, has also demonstrated 
how difficult, time-spending and critical could be this preliminary involvement of migrants. Showing, 
for instance, a great variety of potentialities and needs especially for those who belong to a quite 
new category of migrants: single individuals who arrive illegally to Italy, often without a proper 
personal network and with special legal status (e.g. requesting asylum). 

 

Beneficiary involvement 

The present paragraph is intended to show the effective involvement of beneficiaries focusing on the 
action-model identified. Some considerations relating to the result of the learning activities (training 
and internship) will be illustrated in the following chapter dedicated to this topic. In this paragraph, 
consequently, the focus is on the correctness of the intervention logic in the light of the effective 
implementation of the activity. 

On this regard, it is useful to observe the results related to the “main process”, namely the 
involvement of beneficiaries in training courses, followed by internships with the aim to achieve a 
durable job. The following table summarises the result of the action obtained during the execution of 
the project. 
 

Table 4: Summary the activities and achieved thresholds 

Activity Achieved Planned Deviation 

Training courses   6 completed (plus 
other 2 courses 
with a focus on job-
searching) 

6 The number of courses is in line with the action-
model and the resources available 

Participants who 
complete training 

68 72  The number of participant enrolled was above the 
target (79). There is a little reduction due to 
participants who leave the course before the end. 

It is worth mentioning that other 22 participants di 
follow the 2 dedicated courses focusing job-
searching 

Internship 
completed 

11  (plus 9 who will 
complete the 
Internship after the 
end of the action) 

50 Also in this case the number of participants who 
started internship was higher. In a few cases, 
participants decide to accept a job even with lower 
qualification, instead than complete the process 

Job placement 
after internship 

8 25 Other 11 beneficiaries who have got a job without 
internship have not be considered here. 
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As explained, this does not summarise the entire project activity, which encompassed also the 
creation of a mutual group with psychologist (not planned originally), the direct matching (nine job 
placements), the organisations of three workshops/events with companies and all the 
communication activities implemented. 

The data show that the action was particularly well performing in the organisation of trainings. 
Considering also the two extra courses organised on job searching the total number of beneficiaries 
who completed the courses is even higher than planned. By contrast, the number of internships and 
even more the number of job placements is smaller than planned  

In order to assess the soundness of the action-model this seems to confirm the relevance of the 
process identified but at the same time, the weakness in one of its key passages. One of the reason 
of this lower performance, in fact, is not linked to the low attention paid by participants and 
implementers in the provision of adequate internships and to a low support in the job placement but 
in the difficulty to find out the correct solution at the right time. A few considerations on this regards 
may be proposed: 

 The project could benefit from the support of two important organisations (A&I and the Centre 
Fleming). However, the organisation of internship and job-searching activities has been 
difficult as companies are not ready to accept this type of beneficiaries. This could be 
explained by the low knowledge of beneficiaries regarding the Italian context, their limits with 
the language without mention (although difficult to prove) the simple reason that the 
beneficiary were foreigner. 

 While the training surely gave the opportunity to “test” the reliability of the beneficiary, the 
limited time of the course did not ensure a realistic acquisition of new skills, reducing, de 
facto, the possibility to propose to companies individuals with an important set of 
competencies; 

 Although in general most of the beneficiaries did participate to the activity with due diligence 
it seems that for many of them the participation was simply linked to the fact that the training 
was giving some more opportunities not necessary perfectly in line with their individual 
expectations. The interviews held with some participants have shown that while the learning 
pathway was perceived very positively (since it gave the opportunity to learn more and meet 
other people), the experience was less attractive in terms of job-placement. For some 
participants any available job, although low skilled and/or irregular, was in fact considered 
more important to improve their living standards.  

Despites these limiting factors, trainings and even more internships seemed very significant 
regarding the understanding of the Italian context (social norms, working culture, legal aspects), 
leaving, most probably, all beneficiaries with more elements to better orient their future choices. 

In addition, it is worth mentioning the experimentation of the multidisciplinary advice. This activity 
seems to be very relevant end effective especially regarding the support that some migrants need 
regarding their legal status. Although applied only in a few cases, the multidisciplinary support was 
decisive to solve problems that were impeding the beneficiary to initiate an internship or even the 
acceptance of a new job position. 

This services, moreover, was positively assessed by the Fleming centre claiming that in the future 
there will be even more in need of legal support given the increasing number of potential 
beneficiaries in critical situations. 

On the side of the company, finally, the project could test how the Italian context is still unprepared 
to this new scenario. In general, this is because very little interest is paid on the potential of migrants 
and the positive social impact that migrants could ensure to the territory. Sodalitas stressed the point 
that also for companies with a Corporate Social Responsibility policy, migrants are not a priority, 
which demonstrates the low awareness of the issue in Italy. According to Gi Group, moreover, it 
should be considered that Italian companies (at least in the area of Milan) require technical staff, 
with specific skills that are also difficult to find within Italians.  
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This facts show that there is an important space of improvements on the company side. Working, 
for instance, with employer to better consider the potential of migrants as an added value to their 
business (e.g. for team building, for their flexibility and soft-skills, etc.). 

In conclusion, it is possible to affirm that the project did achieve an important result in terms ensuring 
new opportunities for beneficiaries. Those involved in the project, in fact, could benefit from a series 
of services and counselling. Moreover, this experience proved that the inclusion of migrants in the 
Italian labour market requires stronger and long lasting actions on the side of the companies. 
Companies, in fact, risk to determinate a bottleneck in the model. On this regard, the work done with 
Sodalitas and the events organised to sensitise employers were appropriate and innovative. 

 

Partnership 

As explained in the previous chapter, the approach applied by the project encompassed a multi-
stakeholders scheme, involving: 

1. The public, with the Fleming Centre, an institution of the Milan Municipality specialized in 
vocational training and job-searching activities,  

2. Three non for profit organizations with different missions: 

• Soleterre, which beside its activity in the Milan area is first and foremost an NGO 
working in different areas of the word (knowing the living context of the “countries of 
origin”); 

• A&I, specialized in training and job-searching activities 

• The Fondazione Sodalitas, the members of which are mid-large size companies.  

3. The Private sector with Gi Group, which, as known, is a leading company providing services 
for the development of the labour market. 

 
In this paragraph will be briefly exposed how the partners, other than Soleterre, have been engaged 
in the action in consideration of their planned role and expectations. The information have been 
collected through meetings and ad-hoc interviews with the operators who have actively worked for 
the project. 

 

Fleming Centre 

As an active public institution, the Centre aimed at integrating their work with other project 
opportunities. The action was hence a concrete possibility to verify an operating model, to learn and, 
possibly, integrate new services more specifically targeting migrants. 

In line with its role, the Centre did contribute to the project with the activation of ad-hoc courses. The 
cooperation with Soleterre was continuous during the entire period of implementation and is likely to 
continue also in the coming future.  

The Centre was also active in the post-training phase, ensuring in a few cases a great effort in the 
support of beneficiaries, accompany them in the interviews, finding out solutions to possible 
problems and putting a disposal their contacts with companies. 

One of the key assets of Fleming resides in its long lasting cooperation with many companies, some 
of them having a great size like MyChef (leader in Italy in the catering industry) or Esselunga (one 
of the biggest supermarket company in the north of Italy). Centre, in fact, may claim a good 
reputation, which make attractive for companies their services and their capacity to prepare and 
“filter” potential candidates for internship or employment (around 400 companies in the Milan area 
co-operate with the Centre).  

Although the Fleming Centre   has gained experiences in recent years with migrants, the action gave 
them the possibility to focus much more on this particular target (e.g. focusing on legal aspects).  
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According to one operator, the experience was surely very good but it also remarked that time is 
often a limit especially for this target group. More time should be ensured to organise longer trainings, 
longer follow up (to find out the appropriate solution both for the migrants and to support the 
company) and to guarantee a long-term tutoring. This is actually what the Centre is trying to do in 
many situations where the single beneficiary is followed even after the termination of an intervention. 

An important new element for them was the legal and psychological advice, which was considered 
a significant service ensured by project. Also in this case a problem of continuity was remarked since 
it appears unfeasible that this support could be ensured after the end of the action. The legal advice, 
for instance, was very useful in their work with companies, solving problems that the Centre alone 
could not (and cannot) easily overtake.  

The Centre also remarked the presence of a “new form of migration”, made by individuals that are 
very often with a very limit “social capital” (e.g. with no pre-organized community in Italy who may 
help them) and with a high demand of support. 

 

A&I 

Active in Lombardy Region since 1992, the Cooperative contributes to the project in the design and 
implementation of training course as well as to facilitate the internship and job-placement. The main 
expectations regarding the project, in fact, were not only to contribute with trainings but also to be 
involved in the real process of social inclusion of beneficiaries. 

It is important to note that the A&I project budget was originally structured only for the organisation 
of training courses. During the execution of the project, the role was enhanced by including post-
training follow up, tutorship and job-placement. It is also worth mentioning that the realisation of two 
courses on “job-searching” (not originally planned) constitute an interesting learning opportunity for 
migrants who have already reached a minimal level of competences but need to maximise their job-
searching efforts. 

These new activities, confirm the interest of A&I to be more active in the action by proposing 
themselves as partner fully engaged in the  promotion of the  project’s objectives and in the analysis 
of the various lessons learnt. 

According to the operators interviewed, the project was an interesting pilot initiative, which gave the 
opportunity to further reflect on this particular segment of beneficiaries where, as for the case of the 
Fleming Centre, much more attention should be given in order to achieve results.   

Targeting, for instance, was perceived as problematic. As the project goal was to work on 
beneficiaries with a certain potential, the courses were designed and organized for a medium-low 
target. This had an impact in terms of job-placement since the labour market reduce the possibility 
of employment.  For this reason A&I is planning to initiate new courses that try to work on higher 
profiles to better respond to the market needs. 

Regarding the results obtained, there is a positive perception regarding the benefits and the 
appreciations of beneficiaries about the services received. Also for A&I, it appears clear that this 
specific target group requires higher work especially to convince and support companies both for 
internship and job-placement.   

Also for A&I, in conclusion, the support to companies seems to be essential for the realisation of the 
action-model. If the relationship with the migrants is deemed very important, what comes up as 
essential is the work on companies.  Services offered to companies, as well reliable data regarding 
the labour market seemed to be crucial, as well as information regarding the trends and 
characteristics of migrants (e.g. potentialities, sectors, gaps for companies, etc.).  

 

Gi Group 

The role of Gi Group represents surely a novelty in this type of project. The presence of Gi Group  in 
fact, was conceived to help the “matching” component (e.g. facilitate job-placement of migrants who, 



18 

 

for various reasons, were not planned to complete the “full process”) and to support the Soleterre 
team to better analyse the labour market characteristics and opportunities. In a view to analyse the 
action-model, the presence of Gi Group seemed to be very appropriate. 

Unfortunately, because the person in charge for the project (who followed the entire design and start-
up phase) went on maternity leave, the Soleterre team lost its point of contact and the cooperation 
resulted a bit weakened, although, especially in the final phase, the company supported Soleterre in 
the analysis of the labour market.  

One of the key element which come out during the interview was the fact that Gi Group is used to 
work with medium and large companies that mostly require profiles not easy to be  found (specialized 
technicians) especially among migrants. This element, once again, show how relevant is the 
bottleneck existing in the process between “trained beneficiaries” and “companies”. It was also 
stressed on the importance of a correct understanding of the labour market and its trends and on 
the crucial relevance of data on this regard.  

The Gi Group role, consequently, could be considered as positive for the possibility that this type of 
actor may ensure in terms of update, realistic and reliable analysis of the market needs and 
constraints. At the same time, however, the project also shows that this type of interventions as a 
little to offer to  temporary employment agencies (in terms of business) which are finally collaborative 
only as a result of a corporate social responsibility policy. 

 

Sodalitas 

Fondazione Sodalitas was founded in 1995 on the initiative of Assolombarda, the Lombardy 
association of the Italian employers' federation (Confindustria). The role of this association in the 
action-model was twofold. The first component of its role is to sensitise companies regarding the 
importance of job placement for migrants, in order to integrate them into the Italian context. On the 
other hand, Sodalitas, as Gi Group, was deemed particularly important to orient the Soleterre team 
regarding the key requirements imposed by company to recruit migrants. Within this framework, in 
fact, the interest of Sodalitas was (and still is) to find and test good practices to facilitate the 
recruitment of migrants in companies.  

According to Sodalitas, there was a high appreciation by beneficiaries regarding the project, which 
allowed them to develop greater insight regarding the topic (e.g. understanding the state of the art, 
the main problems, etc.). Unfortunately, as per the case of Gi Group, also their field of observation 
mainly regards medium-large enterprises (the Sodalitas members) with a limited knowledge of small-
medium entities, which could be more relevant, as remarked, in terms of migrants’ employment.  

Despite the rising importance of the migration phenomena in Italy, Sodalitas claims that so far only 
very little actions have been implemented in order to analyse how companies could get higher 
interest regarding this targeting. For this reason, Sodalitas participated to the organisation of 
workshops open to interested companies, attempting to bridge the view of the “employers” with the 
migration reality. In doing so, Sodalitas have had the opportunity to reflect on the stereotypes and, 
more in general, on the barriers that companies identified as obstacles in the recruiting of third 
countries citizens. Sodalitas stressed on how backwardness of the topic in the Italian scenario (with 
regard to other theme, such as, for instance, the integration in the labour marked of person with 
disabilities) is surely an important issue to be tackled in the future. 

The view expressed by Sodalitas confirms the correctness of the action-model but, as remarked by 
the other partners, it also highlight the necessity to work more on the company side. A few aspects 
have been proven crucial, such as the legal issues, the team building (where all employees shall be 
supported) and cultural topics. 

In conclusion, the project seems to have reinforced the Sodalitas commitment to facilitate a more 
“open approach” for companies in order to facilitate the integration of migrants in the labour market. 
Within this framework, two aspects seem to be decisive for future cooperation: the identification of 
dedicated support to companies on some key aspects (e.g. legal advice) and the promotion of the 
potential of migrants for their businesses. 
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All partners, in conclusion, confirm the validity of the action-model especially regarding the multi-
stakeholder approach carried out.  Nevertheless, few critical elements have been clearly remarked. 
Limited time for follow-up and the necessity to work more on the company side, above all, seem to 
be particularly relevant to maximise the efforts and ensure further results for future interventions. 
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4. Ad-hoc survey:  Beneficiary learning achievements  

 

Introduction 

Since the effective learning of participants is a key element of the action-model, in the inception 
phase punto.sud and Soleterre agreed to define an ad-hoc data collection to monitor and evaluate 
the advancement of beneficiaries by following the "complete individual process” (Start-up, training, 
multidisciplinary support and job placement). 

To this end, the following plan was prepared. 

 

Table 5: planned monitoring system 

Activity Project phase Tools Time Resources involved 

Entry 
assessment of 

candidate's 
competences 

 1.2 Enrolment 

 1.3.1 Training 

 Soleterre internal monitoring 
system 

 Questionnaire  (punto.sud) 

 Entry Test (Training Centre) 

 Start of the 
project 

 Start of the 
Courses 

 All training 
participants fill in the 
Q when entering 

 punto.sud resources 
for data processing 
from the three tools 

Assessment of 
competences 

after the training  
 1.3.1 Training 

 Final Questionnaire  (punto.sud) 

 Exit Test (Training Centre) 
 At the end of 

the training 
activities 

 All training 
participants fill in the 
Q when entering 

   Trainers 

Final 
competence 
assessment 

 1.3.2 Stage 

 1.3.3 Job 
placement 

 Final assessment questionnaire 
(company tutor) 

 At the end of 
the stage / 
job 
placement 

 Company Tutor 

 Interviews with a 
small group of 
participants 

 Balance of competencies 
(punto.sud) 

 When 
closing the 
project 

 

This was finally structured as follows.  

 Evaluation of the effective learning with regard of the training contents (entry and exit tests 
administered to participants) for five courses; 

 Evaluation of the perception of participants regarding their expectations (questionnaire 
administered to participants before and after the training), for five courses; 

 Assessment of the overall performance of participants (questionnaire administered to tutors) 
for five courses; 

 Interview with six participants; 

 Interview with two tutors who have managed various courses; 

 Interview with three company tutors.  

The data collection and assessment of the results was carried out in March 2018 according to the 
scheduled timetable. 

 

The beneficiaries’ evaluation 

The entry questionnaires were administered to 54 beneficiaries while the final questionnaires 
involved 46 beneficiaries. The questionnaires were administered in the following courses: front office 
and active job search (1st and 2nd edition) for A&I; storehouse and barman for the Fleming 
vocational training centre. The questionnaire asked participants to express their appreciation on a 
scale from 1 (very negative) to 5 (very positive) on five questions (example: entry questionnaire): 
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1. Will the course help you learn new information and knowledge? 

2. Will the course help you learn a job? 

3. Will the course help you get in touch with employers? 

4. Will the course help you meet new people? 

5. Will the course help you improve your knowledge of Italian language? 

Regarding the entry questionnaires, participants’ expectation is very high on all five elements/ 
components investigated. The positive or very positive scores are prevalent (4 and 5 on a five-level 
scale). Some more prudent feedbacks (3) are distributed on the two questions related to the job: "Do 
you think the course will help you to learn a job?” and "Do you think the course will help you to find 
a job?” 

 

 

Even by observing the distribution of feedbacks on the single course (Table 6), we confirm a very 
high expectation on the five elements (averages from 4.6 to 4.4).  

Moreover, if we compare the scores in the entry and final questionnaires, we note that the 
participants' perception of the usefulness and effectiveness of the training proposal increases in 
courses with more practical and laboratory methodology and with a clearly defined professional 
profile. This aspect represents a strong point of this project but also a recommendation for future 
initiatives that involve this target. 

 

3
13%

4
28%

5
59%

Chart 7. Do you think the course will help you to learn a job?

3
11%

4
33%

5
56%

Chart 8. Do you think the course will help you to find a job?
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 Table 6: Entry-Final test scores 

Course 
Average     
entry Q 

Average     
final Q 

Gap 

Front office 4,61 3,93 -0,68 

Active job search (1) 4,45 4,00 -0,45 

Active job search (2) 3,83 3,76 - 0,07 

Storekeeper 4,55 4,62 +0,07 

Barman 4,68 4,87 +0,19 

 

The final questionnaires confirm the positive opinions on the five elements with a decrease in the 
averages that we can consider as physiological.  

The question: "Did the course help you learn a job?" Is the one that presents the most sensitive gap 
(1.5) and therefore also a greater distribution of feedbacks between positive and negative 
(comparing it to chart 1 and chart 3 on exit), as well as the lowest average rating (3.8).  

Observing the series of feedbacks provided by beneficiaries, we note the presence of some answers 
with intermediate feedbacks (3), negative feedbacks (2) or very negative feedbacks (1) in courses 
on active job search and front office. 
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Chart 9. Did the course help you learn a job?
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Test results 

The tests (multiple-choice test) were carried out on 4 courses: barman, front office and active job 
search (first and second ed.). The input test was given to 47 participants while the final test was 
given to 39 participants.  

The questions concerned the knowledge of the main topics covered by the course. The total of the 
evaluated responses is 778 (sum of all the answers in the entry and final test). 

 

 

The test results show that the gap regarding information and knowledge decreases significantly in 
the transition phase between the beginning of the courses and their conclusion.  

From this assessment we can conclude that the high expectations of participants (the course will 
help you to acquire new information and knowledge?) found a positive response in the training. This 
seems well confirmed by both the positive evaluations of participants in the final satisfaction 
questionnaire and by the answers of the multiple-choice test given at the end of the course. 

 

  

0 50 100 150 200 250 300 350

Input test

Final test

Input test Final test

Wrong answers 163 44

Right answers 259 312

Chart 10. Knowledge gap
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The final trainers’ evaluation 

Another focus of the evaluation concerned the main technical skills related to the required tasks as 
well as some soft skills.  

In this case, the evaluation was carried out by the trainers on storekeeper, barmen and front office 
courses for a total of 45 participants. Table 7 describes the details of the assessments obtained for 
each element on four levels of mastery: I=insufficient; B=basic; A=appropriate; E=excellent. 

 

Table 7: Trainers assessment 

Competences I B A E Tot. 

Technical skills (basic or specialist) 6 11 22 6 45 

Practical skills (main tasks) 6 10 23 6 45 

Use of laboratory tools 5 8 27 5 45 

Relationship management 2 8 24 11 45 

Communication 2 9 27 7 45 

Problem solving 5 12 16 12 45 

Team working 4 3 26 12 45 

Time management 3 3 12 27 45 

Delivery management 3 5 18 19 45 

Management of the main hygiene and safety rules  4 25 16 45 

 

The positive (appropriate) or very positive (excellent) opinions of the teachers are higher on some 
soft skills as well as on the management of hygiene and safety rules (41 out of 45). 

In particular by adding the feedbacks in the two columns, we can observe the trainers’ appreciation 
for the time management (39 out of 45), delivery management (37 out of 45), team working (38 on 
45), relationship management (35 out of 45), communication (34 out of 45) and care of the laboratory 
tools (32 out of 45).  

On the other hand by combining the negative (insufficient) feedbacks with the basic ones, we can 
gather some more "suffering" signals from a group of participants compared to the learning of 
technical knowledge (17 out of 45), practical skills (16 out of 45). ) and problem solving (17 out of 
45).  

Chart 11 (next page) illustrates the result of the distribution of feedbacks. 
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: I=insufficient; B=basic; A=appropriate; E=excellent  

 

The result of the feedbacks collected on the three investigated focuses converge towards an overall 
positive or very positive evaluation of the training’s impact on participants’ learning. It is a positive 
result of the project, which however should be explored with regard to the current and future use of 
the skills learned (especially with regard to the job placement) and the participants’ pro-activeness. 

These two aspects are closely related each other. Some of the elements investigated by the 
evaluation are prerequisites for both usability and proactivity (for example, relationship management, 
communication, team working, problem solving). In particular, trainers and participants expressed 
quite different feedbacks concerning the usefulness of courses to promote the job placement.  

The qualitative interviews conducted with some participants and tutors provided a more articulated 
picture of this specific issue. Some negative feedbacks seem to strictly depend on the way the 
internship was conceived. In fact, some participants declared that the internship had been 
considered a preliminary moment to a real employment contract and not, instead, as a learning 
methodology. This distortion of the function of the internship, unfortunately, was also detected by 
some employers (again according to the opinion gathered by participants and tutors) who saw the 
stage only as an opportunity to get an employee at lower costs.  

 

Conclusion 

The analysis conducted on training results highlights once more the importance of trainings and 
internships for the target group. However, observing the expectations of participants, the following 
points of attention appear evident: 

 On the labour demand side, it seems proved that the target group call for businesses that 
could integrate economic and social objectives. According to participants, not all companies 
are prepared to accept a fragile target such as migrants. 

 On the labour supply side, it appears evident how the target group need to be very informed 
about the function of the internship as a learning tool: an opportunity to enhance their skills 
and to improve their employability.  
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 At the same time, the experiences and testimonies gathered tell us that it is necessary to 
strengthen the tutoring service, which helps the intern both in the labour integration phase 
(during the development of the internship) and at the end of the experience (to foster a 
comprehensive analysis regarding strengths and critical points encountered). 
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5. Conclusions and recommendations 

Based on the analysis exposed in the previous chapters, the first paragraph aim at illustrating the 
findings of the evaluation exercise. Two questions guide this paragraph: to what extent the action-
model was correctly applied and to what extent, it worked. Some final suggestions, resulted by the 
analysis, are finally proposed in last paragraph, dedicated to expose the recommendations 
formulated by the evaluation team. 

 

Conclusions 

As explained in chapter 3, the action-model of the “complete process” could be summarised by a 
precise “targeting” and four identified steps: “the initial interview (screening)”, the “training and 
tutorship”, the “internship and tutoring” and, finally the “job-placement and tutoring”. 

The following visualisation outlines the entire process. 

 

Chart 12: model functioning  

 

 

 

 

 

 

 

 

 

 

 

(*) Eight beneficiaries did get a post-internship contract, eleven beneficiary did get a work contract 
(without internship), out of which even in line with the attended training. Nine beneficiary, finally also got 
a job through direct matching  

 

To facilitate the reading the proposed scheme includes also traffic lights to show the overall 
assessment:  

i. green  the action-model proved to be on line with expectation (or higher);  
ii. yellow-green  the action-model notes to be a bit below the expectations; 
iii.  yellow-red  some criticalities the need to be considered for the future 

As earlier explained, it is possible to affirm that the project did achieve to complete the set of 
programmed activities. This should be considered an important success given the limited project 
duration and the particularity of the envisaged process (that requires a commitments by 
beneficiaries).  

Having a look at the numbers (highlighted at the top of the grey rectangles), it is evident how the 
implementation of the action revealed some weaknesses which are worthy of further reflection. 

In practical terms, in order to assess the degree to which the “complete process” properly functioned, 
the following consideration could be highlighted. 

 Targeting, screening and selection: this step proved to be essential and the project team 
implemented it properly by achieving a result even higher than planned. This seems due to the 
outstanding effort made to enlarge the network of contacts and the correctness of the message 
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disseminated. The majority of potential beneficiaries who came to contact the project team was 
in fact well aligned with the project objectives. This should not considered obvious since in the 
design phase, the risk of rise wrong expectation among migrants was considered very real. The 
screening-phase, in addition, gave also the opportunity to better realise how migrants come with 
very different profiles, remarking the correctness of the action-model approach. The inclusion of 
a specific phase dedicated to know the potential beneficiary, in fact, was found to be essential 
for the advancement of the individual project and very useful to understand the potentials and 
difficulties of the target group. 

 Training and tutoring: Beneficiaries certainly benefit from project activities and Beneficiaries did 
appreciate the training provided. This seems proved by the acceptable drop-out rate (eleven out 
of 79), and by the answers received via questionnaires, and interviewed. The beneficiaries surely 
appreciated the possibility to improve their capacities (also claiming for longer courses) even if, 
most probably, they saw in the training a fast access to a job more than a long-term investment.  

 Internship and tutoring: The possibility to ensure a training follow-up with an internship is surely 
important to give the beneficiary a practical and longer opportunity to learn about the job they 
have chosen. This not only in terms of technical skills but also regarding other soft skills that are 
fundamental also for any other possible career. On this regards beneficiaries shown some 
disappointments. This could be explained for two main reasons:  

• Firstly, the working conditions have been sometimes below their expectations; 

• Secondly, the internship was first and foremost seen as channel for employment (and not 
as part of the learning process to enhance capacities).  

The latter also explains why in a few cases the beneficiaries decided to stop the internship to 
catch available job opportunities even if this was less formative and outside their filed of 
competence. Regarding Internship, moreover, shall be remarked that the availability of good 
options, that’s to say, employer open to migrants and working environment suitable to the 
specificities of the target group, are not easily at hands. This despite the important experiences 
and the networks of companies available thanks to Fleming centres and A&I. 

 Job-placement and tutoring: This action phase was found to be particularly hard to implement. 
This seems relevant not so much, because the number of final job-placements results to be lower 
than planned (the estimate numbers were most likely a bit too ambitious) but for the difficulties 
encountered in order to finds out sectors and companies potentially interested to employ 
migrants. This seems to emphasise two important findings:  

• From the beneficiary side, the integration in the labour market requires more time. This 
to allow for a longer tutorship such as to enable a stronger follow up of the single 
beneficiary, promoting different options and, in case, adapting the individual project;  

• Form the labour market side, the action-model requires a stronger involvement of 
companies. Since the end of the process requires companies who see the benefit in 
employing migrants, a higher number of employers, prepared and aware of the potentials 
of this specific target group should be available together with the various support that the 
action has positively introduced which, anyway, should be enhanced.  

 Multidisciplinary advice: Finally, it is worth mentioning the positive introduction of this cross-
cutting activity. The possibility to benefit from this type of support seemed to be very useful to 
facilitate the process especially regarding the solution of all the problems connected with the 
legal status of some migrants. This support, in fact, was surely useful and was appreciated by 
companies and tutors, de-facto, making possible the continuation of the experience that 
otherwise should have been stopped to the several limits and bottlenecks imposed by the Italian 
low. 
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Recommendations 

Based on the evaluation exercises few elements have been discussed within the evaluation team 
and with the partners. These elements have been systematised in order to propose some 
suggestions for future interventions aimed at facilitate the integration of migrants into the labour 
market, supporting their inclusion in the hosting societies.  

 

Recommendation n. 1 - Reception conditions of target group.  

 The effectiveness of an intervention focusing on migrants depends on the capacity to have 
at disposal diversified options to meet the existing differences between individuals. This 
entails: 

• from one side the definition of appropriate space to discuss and understand desires, 
potential of beneficiaries in order to elaborate an adequate skill audit;  

• On the other to ensure the availability of various operative options that could be 
offered (internal or external to the project).  

 This is based on the assumption that also migrants should better define their way to integrate 
themselves in the Italian context. Although youngsters are perhaps more likely to invest in 
their migration project, all potential beneficiaries of this type of programme should be 
encouraged to work on the identification of their priorities. Within this framework, language 
should be identified as a key element to improve integration.  

 Consequently, while it is confirmed the validity of the chosen approach, it is recommended 
to Soleterre to capitalise the experience gained in terms of reception conditions provided to 
applicants and to continue the work undertaken to expand the network trying to map the 
available options in the area of Milan and the type of engagement required.  

 

Recommendation n. 2 - Training and internship.  

 There is no doubts that training and internship constitutes two moments of real personal 
growth. The presence of these two learning modalities is, thus necessary in any programme 
that wish to facilitate the integration of migrants into the labour market.  

 However, the project also shows how these instruments shall be tailored very well according 
to the capacities and attitudes of the migrants and to the real labour market opportunities.  
As it is known, many migrants are somehow encouraged to follow several courses that are 
offered by different public or private institutions without a clear analysis of the market 
requirements (e.g. sectors, soft skills, minimum standard of technical skills requested, etc.) 
and/or a limited ex-ante assessment of the skills required to follow a specific course. 

 Another aspect that should be carefully evaluated concerns the training offer plan. Vocational 
training courses are very useful to facilitate the integration of migrants, but it shall be also 
recognised that practical trainings are not sufficient. Other topics are also strongly required: 
Italian language, rights and duties of the host country, working culture, etc. The language, in 
particular, becomes an essential requisite to work in some of the sectors where there may 
be a greater demand of job (for example in the catering sector). An integration of technical 
and other cross-cutting skills are hence necessary to foster social and labour inclusion. 

 Although it shall be remarked the considerable work carried out by the project in such a short 
time and with limited resources, for future interventions it is suggested to invest even more 
time in the definition of courses and internships trying to foster: 

• More flexibility and resources to ensure a wider analysis of what is offered by the 
labour market side (which sector? Which skills are required?) 

• More information regarding the existing services provided by the territory (what is 
offered? To whom? At which conditions?).  

 These measures should also consider the characteristics of potential employers (small, 
medium, big companies) and the minimum competences that are requested. 
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Recommendation n. 3 - Support modality.  

 The action emphasised the fundamental importance of learning paths. These entails the 
allocation of appropriate and competent resources as well as a certain level of flexibility and 
time. In addition, the availability of legal and psychosocial support appeared to be logic and 
indispensable in a few cases to better understand and overcome these obstacles (e.g. 
insecurity linked to the legal status, stereotypes not well understood by the beneficiary, 
personal suffering due to the traumatic journey).  

 Allocation of long-term tutorship together and availability of different quality services, 
however, should be also considered in a view of cost-effectiveness analysis. Apparently, in 
fact, there are no counterfactual studies (or similar) who may prove the impact of certain 
measures in relation to their costs.  

 On this regard, Soleterre should continue with this approach, investigating, at the same time, 
a comprehensive cost analysis to assess different options. The possibility to engage in future 
interventions other existing resources available in the territory, for instance, could be 
considered to maximise the impact. 

 

Recommendation n. 4 - The labour market, options and trends. 

 Although there are highly evident reasons that prove the importance to work on migrants’ 
side, the effective absorptive capacity and the framework conditions of the labour market 
appear to be decisive to foster an integration process: 

• Firstly, the Italian labour market seems unprepared to the consider migrants as an 
opportunity as well as employers have low awareness about the potential of this new 
segment of the workforce. Legal constraints (particularly demanding in Italy), 
stereotypes, possible resistance of workers are all obstacles that should be faced and 
mitigated.  

• Secondly, despite the buoyant economic activity in the Milan area, a clear coherent 
vision and systematisation of which are the sectors (and under which conditions) and 
what are the absorption capacity is not easily available.  

 It is consequently recommended to all partners to consider in their institutional activity to 
improve the knowledge on this regard, including, where appropriate, project activities aimed 
at searching these information and to elaborate appropriate “hypothesis of work” to be further 
developed over the years. 

 

Recommendation n. 5 - Support to companies.  

 The support to companies was surely an interesting component of the action evaluated.  This 
suggests continuing these efforts in the future to further develop co-operation mechanisms 
aimed at supporting companies.   

 Some measures implemented in the action appear particularly promising such as the 
provision of legal support to face any possible obstacle of legal nature or other advice 
regarding the multi-culture approach to be adopted.  

 More in general it is suggested to consider for future interventions a stronger project 
component aimed at increasing the number of companies interested in involving migrants 
into the labour force.  On this regard two main direction should be further analysed.  

• Firstly, activities aimed at decreasing the stereotypes, which still and too often create 
a barrier between employers and migrants. Within this framework, companies, for 
instance, should envisage to include also other (Italian) employees to facilitate team 
building and to reduce the risk of resistance.  

• Secondly, it should be better explained the advantage (potential) of migrants. In 
addition to more flexibility (which migrant very often do offer), migrants may also bring 
an added value in terms of knowledge of languages and mediation capabilities (e.g. 
in catering services or clinics). 
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Recommendation n. 6 - Multi-stakeholder approach and roles.  

 The need to integrate different efforts (public, non-for-profit, private companies) emerged 
very clearly in the project. In actual fact, it is well evident that the low level of coordination 
(and guidance) in this particular historical moment jeopardise the massive work the different 
institutions are doing in the Milan area.  

 On this regard one of the main best point of the project idea is the involvement of actors 
“giving the voice” to the public, non-for-profit and private companies.  

 Soleterre should maintain and even reinforce this approach by trying to foster a process in 
Milan to design a win-win strategy for all: migrants and Italian, public and private sectors, 
individuals and society. Yet, it could be interesting to advocate for a stronger guidance role 
of the municipality of Milan (governance), to identify new innovative mechanism of 
coordination among non-for-profit (synergy) and to stimulate a continuous debate with 
companies and their associations aimed at presenting the benefit of migrants for their 
economic activity. 

 

Recommendation n. 7 - Strategy: Visioning and projects.  

 One tendency that affect negatively the implementation of projects is the proposition of 
several activities trying to cover all the needs identified.  

 The migration phenomena is particularly complex and require the draw up of policies to take 
decisions based on clear information. It consequently fundamental for an organisation aimed 
at positively impact in the society to develop a sound vision of the actual scenario:  

• How things are evolving?  
• Which are the problems and needs that call for quick responses?  
• How these could be tackled (what should be done)?  
• Which outputs and outcomes?  
• Moreover, with what standard of achievements?  

 A general theory of change to map all the envisaged interventions could facilitate this purpose 
and could allow to focalise on some more specific areas. This approach could enable a better 
concentration of efforts on the basis of an overall programme and on the resources available. 
Therefore it is believed that a single project could be designed focalising on what it is proved 
to be more cost-effective.  

 Regarding Soleterre (but the same could be also suggested to A&I and Sodalitas), it is 
suggested to include in their strategic planning a continuous research to map out what is 
already in place, avoiding to reinvent the wheel, and opening for future collaboration 
(increasing the visibility and positioning of each Institutions). 
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Recommendation n. 8 – Action-model.  

In the evaluation team opinion, the Action-model identified for the present project can certainly be 
used to orient future interventions but with some integration as exposed in the following drawing. 

 

Chart 13: Model result chain, revised 

 

 

 

 

 

 

 

 

 

 

 

 

 

In line with what expressed in the previous recommendations, this action-model should not 
considered necessary for the design of one single intervention. On the contrary, it should be applied 
to better focalise a specific area of interventions, trying to maximise the work and experience of other 
actors, engaging synergy and concentrating efforts in one or more phases where to day actions are 
more urgently needed (e.g. the work with companies). 

Consequently, the above-presented result chain could be further analysed to better focalise each 
singe phase which could constitute a single plan of action to be integrated in larger multi-stakeholder 
programme.  

In brief (from bottom to top) the revised action-model encompasses the following steps/phases: 

i. Involvement: A constant networking activity to ensure proper communication of information 
aimed at opening the process to potential beneficiaries. This phase shall include, however, 
a clear (and transparent) definition of the criteria and to discuss about the individual migration 
projects. 

ii. Learning paths: Training, internships and other possible learning activities should be based 
on accurate labour-market analysis (sound data regarding sectors where trends are 
promising, skills required, etc.) and on appropriate audit skills to ensure proper guidance to 
potential beneficiaries. 

iii. Company investment: In order to make the integration process possible, an increasing 
number of firms (including small firms) shall be in the position to invest on migrants. On this 
regards a dedicated support as well the promotion of a more favourable environment 
(fostering the potentials and added value) is required.  

iv. Job placement: Which requires the availability of support to ensure real integration and the 

overcome of possible problems that the beneficiary (or the employer) may found difficult to 
solve alone.  
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I. Economic integration: the end of the process is the economic integration, which could not 
be considered as a self-standing element sufficient to ensure a proper a long lasting social 
integration in the Italian territory, but surely remains an indispensable step. 

 


