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REALISE: Making the Most of our Human Capital by 2020 
 
 

GUIDELINES FOR:  
 

Creating Panels of Local Key Stakeholders (PLS) 
& 

Undertaking Local Diagnoses of Severity and Cause (LD) 
 

 
 
RATIONALE 
 
1. REALISE project has 3 expected results as stated in the project application form 
and approved by the European Commission, in addition to that of improving the 
employment situation of qualified third-country nationals themselves. These are: 
 

a. Institutional development and Improved governance for the integration of 
skilled third-country nationals in the labour market through the establishment of 
Panels of Local Key Stakeholders (PLS) which are a means to create 
stakeholders relationships and better activate existing ones so as to produce 
better involvement and participation in policy design and execution.  

 
b. Capacity building of participating institutions which will be able to reinforce 

and revitalise their existing structures and build know-how  
 

c. Increased knowledge on the subject of over-qualification of migrants in the 
European Union. 

 
2. Thus, the PLS and the Local diagnoses of severity and cause are the 
cornerstone for achieving these expected results, on which the entire REALISE 
project will be built. It is therefore important that the diagnosis be accurate and 
complete, and that the PLS be established and carried-out successfully.  
 
The PLS is also part of the local diagnoses for severity and cause as PLS members 
are themselves key information providers for undertaking the research and also 
proposing actions to address the situation of immigrants over-qualification.  
 
 
WHAT IS THIS DOCUMENT FOR? 
 
These guidelines, inspired by participatory action-research methodology, are meant to 
guide local coordinators in creating Panels of Local Key Stakeholders (PLS) and in 
undertaking the initial research that is the starting point of the project.  
 
There are 3 essential steps. These steps are not clear-cut; they overlap because 
research is not a neatly sequential process.  
 
Step 1:  Create a Panel of Local key Stakeholders 
Step 2:  Carry out a local diagnosis of severity and cause of over-qualification. 
  Collect data from outside and inside the PLS and analyse it. 
Step 3:  Present to and discuss with the members of the PLS the findings of the 
  local diagnosis to (a) determine with them which immigrant groups you 
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  will focus on in REALISE and (b) design/negotiate the actions to  
  undertake to address the over-qualification issue. This step will be 
  further developed later in the next transnational workshop. 
 
NOTE:  
 
The precise research process will be greatly conditioned by the local situations 
(resources and expertise available, already existing knowledge available to be built 
upon, difficulty or ease of accessing information, etc.) and by the availability of 
information, which will be different from one place to another. As circumstances vary 
significantly from one locality to another, specifics in the partners’ approaches will 
necessarily be heterogeneous.   
 
 
STEP 1: CREATING PANELS OF LOCAL KEY STAKEHOLDERS (PLS) 
 

1. What is the purpose of the PLS? 
2. Who is in the PLS? 
3. How to identify who needs to be involved (key stakeholders)? 
4. How to get the desired participants to cooperate? 
5. How to run a PLS? 
6. What’s the available budget and how to use it?  

 
 
1. What is the purpose of the PLS? 
 

• To better conceive policy and actions – by benefiting from the insight of those 
affected by and most concerned with such policies and actions.   

• To obtain the support (‘buy in’) of the members of the PLS for the policies and 
actions you will pursue.  

• For the members of the PLS to obtain more support outside of the Panel – by 
advocating in the community. The idea is they become ‘multipliers of the 
message’, by campaigning for you (formally or informally), raising awareness 
and disseminating.  

 
Through their participation in:   
 

• Undertaking the local diagnosis of severity and cause of over-
qualification; PLS members are key info providers themselves 

• Developing pilot local interventions because these interventions will be 
designed by and negotiated with the PLS 

• Developing long-term strategies to scale-up pilot interventions to policy 
level because PLS members have the power to influence policy  

• And will contribute to the Final EU parliament event to get their voices 
heard by decision-makers and policy makers at EU level and to give our 
project credibility through the direct involvement of stakeholders.  
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2. Who is in the PLS?  
 

Broadly this consists of key actors from business, public and third sectors (NGOs, 
associations) and, crucially, members and representatives of the target groups, who 
gather to jointly define and identify the problem (of over-qualification of third-country 
nationals) and what best to do about it locally.  
 
Typical examples of key stakeholders are: media, migrant organisations, anti-
discrimination organisations and organisations working with/representing the interests 
of qualified third-country nationals, employers, universities and educational or 
vocational training institutions (including those involved with recognition of diplomas), 
local and regional administrations, employment centres, local politicians, researchers, 
academics and trade unions, ministry of education, professional colleges etc… 
 
NOTE:  
 
The particular make-up of the Panel in each location will reflect the specificity of each 
locality. Deciding the make-up of the local PLS is where the local coordinators have 
a key role – because you best know the local situation, the power structures and 
relationships. 
 
  
3. How to identify who needs to be involved (key stakeholders)?  
 
In order to identify and assess the importance of key people or organisations that 
may significantly influence the success of the project, local coordinators need to: 
 

a. Understand how do they fit in with the problem: 
 

- How does the issue of over-qualification concern them?  
- What effect do they have on the issue?  
- What aspect of the issue do they affect and how?  
- What do you need from them?  
- What is their attitude towards what you might be trying to do; are they hostile, 

cooperative, unsure…? 
 

b. Prioritise them:   
- What is their relative importance? i.e. Some will be of primary, others of more 

secondary, importance. 
 
Technique: 
 
Local coordinators can undertake a stakeholder analysis alone or with their team 
members/traditional allies (who are likely to be members of the PLS), using matrix 1 
and 2 as a starting point and adapting it according to their needs.  
 
NOTE:  
 
Stakeholder analysis is not a one-off process, but a continuous one where new key 
stakeholders may emerge as important to involve throughout the life of the project.  
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Matrix 1:  
 

Stakeholder Stakeholder 
Interest(s) in the 

Project 
 

Assessment of 
Impact 

 

Relative 
prioritisation  

Potential Strategies 
for Obtaining 

Support or Reducing 
Obstacles 

List all the 
people and 
institutions that 
will affect or be 
affected by the 
project directly 
and indirectly 
 

These are:  
 
How does the issue 
of over-qualification 
concern them? 
 
How are the 
themes addressed 
by the project 
relevant to their 
priorities? 
 
What is the 
project’s benefit (s) 
to them? 
 
What is their 
attitude towards 
what you might be 
trying to do; are 
they hostile, 
cooperative, 
unsure…? 
 
What aspects of 
the project might 
cause conflict for 
the stakeholder? 

Consider: 
 
How important are the 
stakeholder's interests 
to the success of the 
proposed project? 
 
The role the key 
stakeholder must play 
for the project to be 
successful, and the 
likelihood that the 
stakeholder will play 
this role 
 

Consider: 
 
How important 
is it to involve 
the stakeholder 
in the project? 
 
 
 

Consider: 
 
 
How you might 
approach each of the 
stakeholders. i.e. What 
motivates them? 
 
What kind of 
information will they 
need? 
 
What are their 
expectations from you 
and from the project? 
 
How you might ensure 
that representatives of 
a stakeholder 
institution in the PLS 
have the power to 
make decisions or at 
least have the power 
to communicate 
effectively with those 
who do have such 
power.  
 

Source: adapted from Transforming Health Priorities into Projects. Health Action in Crises. WHO  
 
Matrix 2: Hypothetical example 
  

Stakeholder Stakeholder 
Interest(s) in the 

Project 
 

Assessment of 
Impact 

 

Relative 
prioritisation 

Potential Strategies 
for Obtaining 
Support or Reducing 
Obstacles 

Qualified 
migrants 

Want quality 
employment that fully 
corresponds to their 
qualifications. 

 

- Little power to 
advance the project 
themselves 
(probably).  
- Able to provide key 
insight.  
- Their success, as a 
group, is synonymous 
with the success of 
the project.  

1 
The whole 
project is 

supposed to be 
for them 

Convince them it:  
- Is relevant to their 
needs and what they 
want (good jobs…). 
- Can achieve 
something real. 
- They will have real 
input (not tokenism). 

Employers/ 
companies 

Want favourable 
access to a suitable 
work force.   
 

- Central importance 
as providers of 
employment. 
 
- And as providers of 
the viewpoints of 
employers 

1 
Employers are 

obviously 
fundamental to 
a project about 
employment. 

Convince them it:  
- Is relevant to their 
needs and what they 
want (success of their 
businesses, HR…) 
- Participation adapts 
to their available time 
and way of working 

Local 
politician 
 

Wants to be elected  
Migration can be a 
highly politicised 
issue. 

They can block or 
facilitate the project. 
Their approval, or 
non-opposition, is 

1 
If the mayor 

doesn’t want to 
adopt our 

Explain:  
It is not about bringing 
in migrants but about 
better activating those 
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necessary to go 
ahead and to 
influence any long-
term policies. 

proposed policy 
it will not be 

adopted. 

who are already 
residents (and perhaps 
voters). 
It will reduce migration-
related tensions and 
social conflicts. 
It will improve local 
economic performance 
and competitiveness.   
Can give them 
protagonism.  

Local & 
regional 
administratio
ns 

Want to see 
everybody working 
(thus increasing tax 
revenue and 
decreasing the 
demand for 
unemployment 
benefits etc.) and 
avoid/minimise social 
problems and 
conflicts. 

Depending on 
electoral trends, they 
may be under 
pressure about 
immigration or 
themselves espouse 
some degree of anti-
migration ideology. 
Bureaucracy.   
 

2 
 

This is a problem they 
have to do something 
about anyway – i.e. 
underemployed 
migrants and 
underperforming 
economy. 
 

Trade 
unions 

Will protect the 
interests of those in 
place and may be 
less obviously 
interested in widening 
their concerns, 
though they do want 
the largest possible 
members base.  

Have lobbying power 
to block or facilitate.  

3 Opportunity for 
protagonism. 
Grow members base. 
Coincides with their 
mission to protect and 
advance workers’ 
rights and conditions.  

Professional 
colleges (for 
engineers, 
doctors etc.) 

Want to keep the 
advantages and 
benefits the 
profession already 
enjoys.  
 

May block 
convalidation, etc. 

3 Explain how it is not a 
threat to them or their 
interests.  
Get political and/or 
media support behind 
you for dealing with 
them.  

Universities - May be resistant to 
change.  
- Convalidation of 
advanced educational 
diplomas is largely 
their affair.  

May block change, 
but may also be a 
source of innovation 
and new ideas, 
research data, etc.  

3 - Identify your potential 
allies within the rather 
large university 
community (e.g. 
researchers). 
- Protagonism and 
networking at a 
European level may be 
attractive to them.  

The Ministry 
of Education 

Direct concern with all 
educational policy 
and practice.  

Can accelerate the 
convalidation of 
diplomas.  
Can block or 
establish policy. 

4 - They are under 
pressure to adapt to 
Europe 2020 
objectives and this can 
help.  
- Offer access to EU-
level network in their 
policy area.  

Media Permanent interest in 
information gathering, 
policy, local 
developments.  

Can campaign for or 
against the project. 
Raise awareness; 
affect public opinion 
and thus political 
pressure.  

2 Facilitate their work; 
provide them with 
prepared information 
and materials suitable 
for publication.  

 
4. How to get the desired participants to cooperate: 
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In addition to developing specific strategies to get the most effective support from your 
stakeholders as identified in the Stakeholders analysis above (matrix 1 and 2), there 
are many generic short-term and long-term arguments as to the benefits of 
participating in a European project such as REALISE, which local coordinators can 
use to stimulate the interest of desirable stakeholders in joining the PLS and the 
project. Such as: 

 
 
Benefits for organisations  Benefits for individual participants 
 
Strategic and long-term:  
 
• Participating in European networks builds 

contacts in other Member States, opens 
up possibilities for future co-operation and 
development and strengthens the position 
of the organisation regionally, nationally 
and at EU level 

• Better awareness and understanding of 
relevant European policy developments 
and the opportunity to have influence on 
them  

 
 
 
• Promoting themselves and their work to 

an EU audience 
• Extending contacts and sources of 

information  
• Participating and learning from 

Transnational workshops moderated by 
experts from all over Europe 

• Extending personal experience, language, 
communication and other skills and 
gaining a wider European perspective 

 
Operational and short-term: 
 
• Contacts with new partners, political 

allies, and technical collaborators. 
• Accessing new ideas and sharing and 

discussing its own ideas in a wider 
context 

• Using international experience and 
expertise to test and improve existing 
materials and methods, and to develop 
new products 

• Acquiring new skills and competences 
 
Source: adapted from EQUAL Guide on transnational Co-operation 2004-2008 
 
 
5. How to run a PLS 
 
Once an initial PLS has been formed, it is important that it is run effectively to ensure 
that PLS members: 
 

• Participate effectively in the PLS and the project 
• Do not lose their interest and initial enthusiasm, leading them to drop 

out before the end of the project.  
 
For this local coordinators need to: 
 

• Ensure members see the point of participating or being present.  
• Ensure stakeholders feel ownership of the project. i.e. they see it as theirs. 

The local coordinator is a Panel member (i.e. not a commanding central 
authority) with the specific role of facilitating participation, rather than 
subordinating the other members to a preconceived plan.  
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• Form an inner core of the PLS, smaller in number (less than 10) which will 
be the working group involved on a continuous basis in the implementation 
of this project, with a larger group also being involved through wider 
structured consultation and cooperation allowing for limited 
availability/time of certain key people (e.g. difficult to meet business 
people, liaisons with national or regional administrations, etc.), as well as 
allowing for dialogue with larger groupings of concerned individuals (e.g. 
neighbourhood community meetings, meetings with the full membership of 
a local business association, etc.).  

• In addition to members meetings, make visits to individual key stakeholders 
at regional and national level (i.e. for the purposes of inquiry and lobbying). 
Make use of telephone meetings, teleconferencing, Internet video links, etc.  

• Avoid bureaucracy and giving them additional work, have short effective 
meetings. Have effective communication, with all participants duly 
informed and kept informed (‘in the loop`) as things develop. Invite them to 
transnational workshops.  

 
NOTE:  
 
Each locality will have different needs and possibilities. Accordingly, each partner 
should consult with the Thematic Coordinator in developing a pragmatic and tailored 
approach, best suited to each place. 
 
 
6. What’s the available budget and how to use it?  
 

• 5 000 euros for:  
o Costs of local transport for the members to attend meetings, including 

members from national government (e.g. ministry of education). 
o Lobbying expenses. E.g. Travel of local coordinator, or other members 

to region or capital to meet national authorities.  
o Basic catering during meetings, or hospitality to win heart and mind of 

an important stakeholder. 
o Travel costs for thematic coordinator or any other external expert you 

may identify to moderate/facilitate a key meeting of the PLS where 
negotiations prove to be difficult/sensitive.  

o Travel cots for key members of the PLS to undertake a bilateral visit.   
o Sundry incurred expenses – consult as to applicability.  

 
• 4 925 euros for overheads to cover cost of photocopies, phone calls, etc.  
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STEP 2: UNDERTAKING LOCAL DIAGNOSES OF SEVERITY AND CAUSE (LD) 
 

1. What is the purpose of the LD? 
2. Which data do you need to collect? 
3. How to collect this data?  
4. Where to collect this data? 

 
 
1. What is the purpose of the LD?  
 
The objective of the Local diagnosis is NOT to undertake an academic level of 
research, with all the concomitant scientific rigour and requirements, as this is not 
possible, given the limited time and resources, or practical, given our objectives (taking 
action locally, not academic publication). The approach is pragmatic; research must be 
sufficiently accurate so as to be useful for our purposes – this research is the basis on 
which the entire project will be built – without being so demanding as to be unrealistic 
for the time, resources and expertise we have available.  
 
The local diagnosis is meant to answer 2 key questions: 
 

a. Severity. What is the degree of the problem? How many immigrants are 
affected? Which ones? How far are they from a type and quality of employment 
they are qualified for? I.e. How severe is the situation of over-qualification of 
third-country nationals in your locality (district, city or region) = Severity 
diagnosis  

 
b. Cause. Why are third-country nationals over-qualified in your locality? The 

objective is to determine the multiple factors that are locally most contributing 
to the problem of over-qualification (limited local economic activity, 
discrimination, red tape, host country language…) and classify them by degree 
of importance – i.e. major and minor factors and understand the relationships 
between the different factors and how do they combine in producing the 
problem of over-qualification = Multiple-cause diagnosis 

 
 
2. Which data do you need to collect? 
 
 
a. General labour market situation 
 
In all cases restrict the level of technical detail and data to that which is useful; we 
don’t want a flood of data we have no real need for. 

 
 a.1. Pertinent economic information 

 
a.1.1. What are the employment rates in your locality: general and 
broken down into population segments by age, gender, educational 
level and any other segments you judge relevant in the population. 
 
a.1.2. What types of employment are available, i.e. what are the main 
sectors of economic activity and what kinds of jobs do they provide? 
Who gets these jobs? i.e, what profile and qualifications do successful 
jobseekers have?  
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a.1.3. What types and levels of qualification exist in the local population 
and what work is typically obtained with it. 

 
 a.2. Key characteristics of local labour market 
 

a.2.1. What are the major or significant employment sectors and trends 
(I.e. is a given sector or job type growing, declining, in 
transformation...)?  

 
  a.2.2. What are the growth sectors in your locality? 
 
  a.2.3. Which are the most notable sectors or activities in decline? 
 
  a.2.4. Are there any relevant evolutionary trends in key sectors, for 
  instance increasing mechanisation in a given industry, increasing skills 
  requirements in a specific sector, increase in outsourcing? 
 
  a.2.5. What is the effect of the current economic crisis on local  
  businesses and local employment:  
 

o How many and which businesses were closed? 
o How many people lost their jobs in total?  
o What is the unemployment rate before the crisis and now broken 

down by: total population, men, women, young people, and 
immigrants (add any other population segment you consider 
important to include).  

 
 a.3. General underemployment figures and qualitative observations 

 
  a.3.1. To what degree is the general population underemployed –  
  general view and broken down by age and gender? 
 
  a.3.2. How common a phenomenon is it: what do you know about it as 
  a general economic and social phenomenon in your locality? 

 
 
b. Specific to immigrants  
 
To explain how the situation of specific groups of immigrants is different from the 
general situation (eg. African origin women have X% higher levels of 
underemployment than general female population, etc.) 

 
 b.1. Profile of your immigrants (third-country nationals): Which are the main 
 immigrant profiles in your locality, in terms of country of origin, age bracket, 
 gender, qualification level and any other distinguishing characteristic relevant in 
 your community? 
 
 b.2. Underemployment situation 
 
  b.2.1. What is the situation with regards to under-employment of the 
  immigrant groups (as categorised in the previous question) in your 
  locality? 
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  b.2.2. Which immigrants are more underemployed? How and Why? 

 
 What are the differences regarding rates and degrees of 

underemployment among different groups of immigrants in terms of 
their place or origin, ethnicity, age, gender, level of studies, and any 
other criteria relevant to your locality? 

 
 How does immigrant underemployment compare with the general 

underemployment situation (as described in section a.3. above)? 
 
 
 b.3. Explanation: Why does this happen? 
 

 What causes have you identified in your locality for these differences – when 
 immigrants are compared to the general population, and immigrants are 
 compared with different types of migrants – in immigrants’ experience of 
 underemployment? What are the barriers? What are the different causes of 
 underemployment for each group (i.e. youth may have different barriers than 
 women, migrants that speak the local language versus other migrant groups, 
 etc.)? 

 
 
c. Focus in project  
 
Based on results of questions a and b above: 
 
 c.1. Which immigrant group(s) will you focus on in REALISE and Why? 
  

c.2. At this point, what are your goals in doing this: general objectives and 
outcomes (in terms of the framework of the REALISE objectives and 
outcomes)?  

 
 REALISE, as an INTI project and in accordance with this programme’s stated 
 goals, while concerned with the issue of underemployment and immigrants in 
 general, is particularly concerned with immigrant women and youths, who are 
 often disproportionately affected by unemployment and underemployment. 
 While you are encouraged to consider with particular attention these two sub-
 groups, you are not asked to do so exclusively. Ultimately, the specific situation 
 in each locality should determine the focus of each partner; you will work on 
 what makes most sense where you are. Thus you will focus on groups that 
 are of particular importance and concern locally, perhaps because:  
 

• They are particularly badly off.  
• They are a particularly large group. 
• They are connected with some particular social or economic tension. 
• Your locality wants to capitalise upon work already done around a certain 

group.  
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NOTE: 
 
Some partners may already have a clear definition of which groups they wish to focus 
on, from the outset. In such cases data collection and questionnaires should be 
suitably adapted.  
 
 
 
3. How to collect this data? 
 

• Start by undertaking a desk-based research to collect quantitative and 
qualitative data 

 
• Complete the desk-based research with field research to collect qualitative 

data through individual interviews and focus groups (i.e. group interviews)  
 
 
4. Where to collect this data? 
 
 

• For desk-based research: official statistics, chambers of commerce, 
employment offices, economic department within municipality for general 
economic information, institutional reports, surveys, academic research 
reports and papers, reports by migrants’ organisations and other NGOs, 
your own reports, etc.  

 
• For field research:  

 
- Individual interviews with key informants such as qualified migrants 

themselves (minimum 10 interviews) and PLS members and other key 
stakeholders who are not participating in the PLS, according to 
availability and time.  Individual interviews can be conducted face-to-
face or by telephone. Individual interviews should not exceed 1h30mn.  

 
- Focus groups (or group interviews) with the members of the PLS 

altogether or divided into sub-groups. At least one focus group has to 
be conducted with the members of the PLS. Focus groups should not 
exceed 3 hours, according to availability and time.  

 
 
STEP 3: DISCUSSING FINDINGS WITH PLS AND PLANNING FURTHER 
 
Present to and discuss with the members of the PLS the findings of the local diagnosis 
to: 
(a) determine with them which immigrant groups you will focus on in REALISE and  
(b) design/negotiate the actions to be carried out to address the over-qualification 
issue.  
 
The first Transnational Workshop, in which members of the PLS will participate, is 
meant to develop this step.  
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NOTE:  
 
During all the process described above, local coordinators will have individualised 
support of the Thematic coordinator tailored to their specific situation, on a continuous 
basis. If needed you can obtain specific support on how to conduct an individual 
interview, how to conduct a focus group and/or how to do a qualitative data analysis. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Prepared by Ian Goldring and Yamina Guidoum  
from the ProjectWorks association, September 2011.  

 
Available for download on the REALISE project blog 

 http://realise2020.wordpress.com/tools-resources/ 


