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BACKGROUND

The Forum of Labour Market Ministers (FLMM) is composed of Federal, Provincial and Territorial government departments that work collaboratively to address common labour market goals and issues in Canada. The FLMM created the Career Development Services Working Group (CDSWG) in 2007 to ensure coordination and to share information on areas of mutual interest and concern related to the development and delivery of career development services at the regional and pan-Canadian levels.

The goals of the CDSWG are to:

· Identify and promote best practice.
· Increase the Career Development Services knowledge base through research.
· Facilitate access to Career Development Services.
· Enhance the quality and effectiveness of Career Development Services.
· Establish and strengthen domestic and international networking opportunities.

The CDSWG has directed a range of projects in support of these goals.  In January 2010, they undertook a limited but important study to gather a snapshot of the state of practice of Quality Service Standards in Canada and internationally.   The Canadian Career Development Foundation (CCDF) undertook the pan-Canadian portion of this study.  

The international portion was contributed by Peter Plant, PhD, Danmarks Pædagogiske Universitetsskole and an Expert Consultant to Working Group 4, QA/Evidence -Base for policy and systems development working group of the European Lifelong Guidance Policy Network (ELPGN).  
CCDF worked closely throughout the project with a sub-committee of the CDSWG co-led by Melissa Sliter, Alberta representative, Joanne Bulger, Nova Scotia representative and Michel Turcotte – HRSDC representative.

SCOPE OF THE PROJECT
The project scope was intended to provide a “snapshot” rather than a comprehensive pan-Canadian in depth study.  The snapshot was designed to cover a cross-section of the major providers of career development services which are:

· Government-funded career and employment services delivered either by government internal staff, third party providers funded by government or a combination of these two types of delivery mechanisms.  CCDF would interview by telephone  individuals with a significant and knowledgeable level of responsibility for the actual delivery of services internally and/or the administration of contracts with third-party providers;

· Third party providers themselves who are responsible for direct delivery of services to clients under contract to government; 

· Large community-based service providers who are responsible for direct delivery of services to clients and who are funded through a range of sources, including but not solely or principally government. 

The international component was designed to include an overview of the Quality Assurance (QA) systems which are in place in a select number of countries in the European Union, identify a select number which appear to be most promising, point to some challenges based on expert experience as well as to provide a framework, based on international practices, for thinking about QA and its several interlinked components.  

Based on the findings, a number of suggested recommendations to move the Quality Standards agenda forward in Canada would be provided.  

METHODOLOGY
The Canadian portion was conducted through a series of key informant interviews. The CDSWG members were instrumental in providing the contact information for individuals with a significant level of responsibility for the actual delivery of services internally and/or the administration of contracts with third-party providers.  CCDF identified a range of third party providers and community-based service providers.  This portion of the report reflects front line practice and summarizes information and current practice as described by key informants.  One international example, New Zealand, is included as a front line promising practice and is the result of several e-mail exchanges and shared documents and reviewed by CCDF.

The international portion is a consolidation of work underway by the EU Quality Standards Working Group of which Dr. Plant is an Expert Consultant and included observations from a number of field test visits.  This is a higher level analysis of the state of practice overall in QA and has a focus on policy applications and implications.  

PAN-CANADIAN KEY INFORMANT INTERVIEWS

Two informant interview protocols were prepared, reviewed and approved by the CDSWG Steering Committee, as follows:

· Protocol for Interviews on Quality Service Standards in Career and Employment Services – for Provincial Co-ordinators and/or Third Party Coordinators (Appendix A);

· Protocol for Interviews on Quality Service Standards in Career and Employment Services – for Third Party Providers and Community- Based Providers (Appendix B).

Key Informant Interviews were conducted with 7 Provincial Co-ordinators and/or Third Party Coordinators, 4 Third Party Providers, 2 Community- Based Providers and 2 community based umbrella organizations.  (See Appendix C for a list of key informants interviewed).  The protocols were sent to key informants in advance of the telephone interviews so they could be prepared for the questions.  Some informants also provided additional written materials which were valuable.

Quality Standards, Service Delivery Standards and Quality Assurance are understood quite differently depending on the sector.  It was essential to define clearly the meaning and scope of the Standards we were addressing in this study.  While the original proposal had intended to focus almost exclusively on Service Delivery Standards, it was clear that at the service delivery level, standards are not compartmentalized in such a way that they apply only to quality service standards.  As soon as there is a discussion of standards, quality outcomes of services and quality standards for practitioner practice are introduced as well.  In order to be inclusive of the range of interpretations of quality standards, the following definition was used:

· A Quality Standard is a statement of the expected level of performance to be achieved. 

· Quality Standards in career and employment services may cover several aspects:

· The standards set for these services and some way of monitoring whether these standards are being met
· The qualifications/competencies of the staff providing these services

· The outcomes of services and a system for tracking and reporting on outcomes

The umbrella term for these three areas of standards is often termed Quality Assurance (QA).  This terminology will be used in this report.  

The interview protocols therefore covered all three areas, thus providing an opportunity for informants to provide a comprehensive picture of their approaches to standards, taking into account that organizations may place different emphases and be more or less well developed in specific areas while still being very committed to supporting Quality Assurance overall.

Interviews with key informants were 45-60 minutes in duration.  Key informants were not expected to know the full answers to all the questions or to have decision making authority with respect to standards.  They provided comprehensive answers in accordance with their expertise.  This allowed the study to focus on trying to provide an accurate picture of Quality Standards as practiced and implemented in front line services.  

The intent of the report is to be purely descriptive.  There are no intended comparisons between jurisdictions and/or evaluations of current practices in the report.   At the same time, innovative approaches were brought forward by several key informants.  These are included as examples of alternative approaches which other jurisdictions may find of interest and may wish to learn more about.  Undoubtedly there are other innovative approaches which were not identified in the scope of this report but could be profiled in a larger follow up study.    

STRUCTURE OF REPORT

Part 1 of the report presents the pan-Canadian findings.  It follows the following structure:

Government Providers:

· State of Practice Scan:  Overall impressions of the state of practice of quality assurance
· Service Standards: Summary of responses to the interview protocols

· Service Provider Standards: Summary of responses to the interview protocols

· Service Outcome Standards: Summary of responses to the interview protocols

Third Party Providers:

· State of Practice Scan:  Overall impressions of the state of practice of quality assurance 

· Service Standards: Summary of responses to the interview protocols

· Service Provider Standards: Summary of responses to the interview protocols

· Service Outcome Standards: Summary of responses to the interview protocols

Community Based Providers:

· State of Practice Scan:  Overall impressions of the state of practice of quality assurance
· Service Standards: Summary of responses to the interview protocols

· Service Provider Standards: Summary of responses to the interview protocols

· Service Outcome Standards: Summary of responses to the interview protocols

New Zealand Career Services:
· an exemplary practice

Part 2 of the report presents the International Quality Standards Review and Perspectives from the International Review.

Part 3 presents General Observations from the Canadian and International Reviews and Suggested Directions for Canada.

PART 1:  THE PAN-CANADIAN FINDINGS

Government Providers:

State of Practice Scan:  Overall impressions of the state of practice of quality standards 
There is a very strong emphasis on quality service and this translates most often into monitoring levels of client satisfaction as well as monitoring achievement of outcomes.  There is an expressed need for more qualitative outcomes as well as outcomes more congruent with the realities of client needs.  Finding housing and holding down a job for a significant period of time were two of several examples given of outcomes reflecting more accurately the realities of many clients receiving services.  Overall, achievement of outcomes appears to be driving service provision.  There is overall recognition of the importance of an evaluation culture in career and employment services and acknowledgement that it is not yet embedded although it is seen as a very high priority work in progress.  

There are high expectations for quality services while at the same time actual service delivery standards are often implicit rather than explicit.  High expectations and good monitoring are frequently seen as the ways to ensure quality service and it was often stated that if the services were not good, they would know.   There was a stronger emphasis on outcome standards than either service or provider standards.  Outcome standards were always explicit.

Of the seven provinces in the study, services in four were either completely or mainly third party delivered; two were mixed and only one was mainly delivered by internal staff.  In provinces with largely third party delivery, the RFP process was seen as controlling the standards.  While services cannot be prescribed and the employer/employee relationship must be assiduously avoided, there was strong consensus that the RFP negotiating process is a mechanism for demanding and negotiating for high standards.  Contracts are overall seen as difficult to win and the RFP process is seen as demanding for applicants, even if long.  In provinces where there were mixed models, it was seen as challenging but very important that the same standards need to apply to internal as external staff.  These provinces were at varying stages with respect to this being achieved.  

It was clear that there are many approaches to Quality Assurance.  One size does not fit all realities.  The divergent approaches are captured by the following statements in response to the question, “How do you ensure that quality services are being delivered?”

· Quality is best measured by the recipients of services

· If staff are happy, outcomes will happen

· If the outcomes we want are clear and fair, standards will look after themselves

Service Standards: Summary of responses to the interview protocols (N=7)
The chart which follows was the overall Service Delivery Standards protocol provided to the key informants.   The asterisks indicate the number of positive responses to questions asking if an explicit standard is in place.  

	Standard
	Yes/No
	What is the standard?

	A service charter or vision is in place for the organization
	****
	

	Access and /or wait times for services are specified
	*
	Dependent on client caseloads

	Clients are informed about what services are available to them
	***
	

	Premises are easy to access for all clients
	****
	

	Premises are welcoming and comfortable
	**
	

	Equipment is safe, well functioning and sufficient to meet need
	****
	

	Adequate privacy is available for individual interviews
	****
	

	A requirement is in place that all clients have an action plan and identified steps to take in order to achieve their goal
	*****
	

	Times are specified during which follow-up should occur
	****
	

	A system for dealing with client complaints is in place
	****
	

	Labor market information is relevant and current
	*
	

	Good record keeping practices are in place
	****
	

	Other
	
	


A standard that clients have a specific action plan appears to be very well established.  Systems for dealing with client complaints also appear to be prevalent as do measures of client service satisfaction.  These ranged from random selection of clients on a monthly basis for follow-up, to surveys of client satisfaction after every client contact, to annual surveys.   Least well established as well as areas of least satisfaction were standards for labour market information as well as wait times and attractive premises.  

An exception was in Alberta where they explicitly reference the importance of “bright, modern, accessible, friendly, safe offices and worksites”.  With respect to wait times, they are progressing towards a 24-7 interactive web-based system providing access to all programs and services and have an objective to expand service delivery options using electronic applications in an effort to provide timely services to clients when they want and need it.  

Those who did not indicate a standard indicated that there were no consistent standards in the above areas.  This does not necessarily translate into no standards at all. In the RFP process, one element of proposal evaluation is the presence of clear service delivery standards but these also vary from contract to contract.   It is interesting to note that the majority of informants indicated that their standards were not in the public domain and could not be shared.  They could be seen overall in the LMDA agreements between the federal and provincial governments but as they are seen as part of the competitive process, the actual standards required before awarding contracts are considered privileged information.

Service Provider Standards: Summary of responses to the interview protocols
Responses reinforced and confirmed the findings of the pan-Canadian Mapping Study commissioned by the CDSWG in 2009 which found that specialized career development expertise is largely not required to qualify as a provider of career and employment services.  However, one can detect a gradual raising of the bar.  The three provinces who deliver services internally or through an internal/external combination typically require a minimum of a 2 year diploma or a university degree and a number of years of related experience.  All three make extensive use of the Canadian Standards and Guidelines for Career Development Practitioners (S&Gs) to articulate specific job descriptions, provide specialized in-house training and/or be the basis for learning plans.  In one province, practitioners average five days per year of professional development.   

In Alberta, there is a stated objective to employ staff who mirror the Albertans who receive services.  This includes aboriginal, people with disabilities, people from different ethnic backgrounds.  There is also a strong commitment to training and development of staff and a value that professional environments elicit professional behaviour.  There is a further objective to delegate authority wherever possible to staff working closest to those receiving services.  

Where services are provided through third parties, quality standards become more explicit.  The RFP process provides the mechanism for funders to ask for staff qualification profiles and make funding decisions based at least partly on these factors.  In some provinces, it is truly market driven and organizations must have a strong track record and be leading edge in order to win contracts.  In smaller centres, it remains the case however that it is frequently difficult to recruit quality from a small pool of providers.  In the case of one province, their contracts are outcome driven and there is a view that there is no need to look at service provider standards – if they are achieving the agreed upon outcomes, they are seen to have the skills and competencies required.

The S&Gs do not appear to be used extensively or at least were not mentioned as being used in the RFP process with third party providers.  

Three of the five recommendations from the Mapping Study Report focused on the need to professionalize the field of career development.  Some provinces have already implemented certification procedures (BC, Alberta).  The New Brunswick Post-Secondary Education, Training and Labour Department has implemented across the province a comprehensive training strategy for all career development practitioners.  Upon completion of the requisite combination of courses, practitioners are eligible for the Educational and Vocational Guidance Practitioner Certification (EVGP) issued by the International Association for Educational and Vocational Guidance (IAEVG). This is the first Canadian training program to qualify for this certification.  In Quebec, career counselling has been a regulated profession for decades.  Other provinces are now moving towards some kind of certification procedure for career practitioners based in part on the S&Gs (Ontario, Nova Scotia).  The Mapping Study recommendations pertaining to increased professionalism were as follows:

1. Promote increased understanding and use of competency frameworks such as the Standards and Guidelines for Career Development Practitioners (S&Gs) and the Blueprint for LifeWork Designs or their equivalencies as tools to increase coherence in the sector.

2. Promote and enhance a Training and Development Culture within the sector.

3. Support provincial and territorial initiatives to introduce certification programs for Career Development Practitioners and a mechanism to support their compatibility and ensure cross border mobility.

It can be argued in larger centres that the market is sufficiently competitive that this is not currently necessary and service provider quality can be assured.  There is a provision in the agreements for proponents to include a training budget for staff but this is not a requirement.  This raises the question of whether not including some kind of progressive practitioner standard in the RFP process with third party providers will prove to be short-sighted, have long range consequences and be out of step with where the sector as a whole is moving.  

Service Outcome Standards: Summary of responses to the interview protocols

Across all provinces, outcomes are a very high priority.  Outcome data gathering is part of all agreements and an integral part of employment services.   Overall, the outcomes currently being measured are considered essential but not sufficient.     In most of the provinces, the outcomes collected are largely quantitative.  One example from one agreement follows:

· Eligible Client Indicators:

· Number of Eligible Clients served in programs or services by employment status (employed, unemployed, self-employed)

· Number of Eligible Clients served by education level (less than high school, high school, PSE)

· Number and proportion in a program or service by designated group

· Service Delivery Indicators

· Number of Eligible Clients participating in programs or services by service type

· Proportion of Eligible Clients “satisfied” with programs received

· Eligible Client Outcome and Impact Indicators

· Proportion of Eligible Clients completing programs, by service type, in previous year

· Proportion of Eligible Clients who, 3 months and 12 months after leaving program or service are employed, unemployed OR in further intervention

· Proportion of Eligible Clients who, 3 months and 12 months after leaving program or service indicate their training helped prepare them for future employment

· Proportion of Eligible Clients who have earned credential or certification through participation in programs or services

· Average hourly earnings earned by Eligible Clients following programs or services
The majority of informants reported trying to use a combination of qualitative and quantitative indicators but reported this was a difficult transition, partly because of the lack of sound qualitative measures and measuring tools and partly because the current approaches are well ingrained and slow to change.  One respondent noted that there are no means to measure the actual quality of the service processes provided and noted that clients may not always be in a position to judge process quality.   It was also noted that many clients want assistance with issues that are not counted, housing and finances being a couple of examples.  

Alberta has been working for some time on broad qualitative indicators which are not yet in the public domain.  Examples given included measuring an individual’s “attachment” to the labour market.  This indicator is based on experience indicating that clients who become unattached completely have a much more difficult time getting re-attached compared with clients who remain attached in whatever work might be available.  A second indicator is “improving” one’s employment situation in terms of full-time hours, permanency and income.  Other qualitative indicators include client satisfaction with training and the connection of training received to the client’s long-term training and employment goals.  There is a stated intention to “continue to clear the red tape and focus on outcomes”.

Employment Ontario is introducing a very different and innovative approach to measuring service quality.  Their new approach is in early stages of implementation and it is estimated that it will be several years before the new approach is truly implemented.   Their performance management system model sets out three broad dimensions of service delivery success: 

· Effectiveness (50%) is measured by a combination of Participant Suitability (15%) and Service Impact (35%).  Participant Suitability identifies and quantifies individual and market barriers to employment which provides for recognition of the complexity of helping clients most in need to be successful.  Sample suitability indicators include:

· Age

· Time out of school, work or training

· Education attainment

· Source of income

· Language 

· Work experience

· Service impact is measured with multiple indicators including the traditional employment outcomes but also employment in a job consistent with the individual’s skills and education and/or consistent with an individual’s career plan.  Their draft Guidelines note that “Service Impact measures what is different about the individual’s status as a result of participating in services”.

· Customer Satisfaction (40%) includes Customer Satisfaction (15%) measured by responses on a scale of 1 to 5 to how likely they are to recommend the Employment Service to someone looking for similar services and Service Coordination (25%), a measure of how integrated service providers are with other services in the community.

· Efficiency (10%) is a combination of Assisted Services Intake (5%), the numbers of individuals for whom a service plan is developed and Information Session/Workshop Activity (5%), the numbers who participate in specific services provided. 

Achieving the standard of overall service quality is key to ongoing funding. 

It was stressed that having clarity about expected outcomes and negotiating the standards to be achieved have both had major impacts on relationships with third party providers.  Third party providers have reported that, prior to the new system,  expected outcomes were never really clear and the clarity and transparency has been not only welcomed but has resulted in service standards being exceeded.   In addition, the process of arriving at “evidence” through a negotiation process taking into account factors such as Participant Suitability appears to be resulting in a very respectful partnership with a stronger focus on service rather than evaluation.  

Third Party Providers:

State of Practice Scan:  Overall impressions of the state of practice of quality assurance
Three large and one small third party providers were available as key informants.  The three large providers are all from British Columbia and the smaller provider from the Yukon.  This section of the report therefore provides a very limited geographic snapshot.  However if a future more representative study were to reveal that the examples here are somewhat typical,  one would conclude without qualification that the third party providers are truly delivering very high quality and innovative employment services.  

The three large providers all reported moving beyond the LMDA requirements.  LMDA requirements were seen as essential but more contract compliance standards rather than QA standards.    Each had developed highly innovative models of service delivery. All, including the one smaller provider,  provide differing levels of specialized services to divergent populations.  There was a strong emphasis on highly qualified service providers as well as seeing Quality Standards as part of overall management strategies which must include vision, learning and strong leadership.  

Service Standards: Summary of responses to the interview protocols (N=4)
The chart which follows was the overall Service Delivery Standards protocol provided to the key informants.   The asterisks indicate the number of positive responses.  

	Standard
	Yes/No
	What is the standard?

	A service charter or vision is in place for the organization
	***
	

	Access and /or wait times for services are specified
	****
	Dependent on client caseloads

	Clients are informed about what services are available to them
	****
	

	Premises are easy to access for all clients
	***
	

	Premises are welcoming and comfortable
	***
	

	Equipment is safe, well functioning and sufficient to meet need
	***
	

	Adequate privacy is available for individual interviews
	***
	

	A requirement is in place that all clients have an action plan and identified steps to take in order to achieve their goal
	****
	

	Times are specified during which follow-up should occur
	****
	

	A system for dealing with client complaints is in place
	****
	

	Labour market information is relevant and current
	***
	

	Good record keeping practices are in place
	****
	

	Other
	
	


One provider indicated that they monitored for all the above standards but they were not written down; “they are the way business is conducted”.  

There were exemplary practices which merit highlighting.  While not mandated to do so, all eight offices managed by one coordinating third party provider are CARF certified (Commission of Accreditation of Rehabilitation Facilities) every three years.  CARF accredits a number of health and human services including Employment and Community Services.  The procedures are rigorous and require an internal examination of programs and business practices followed by an on-site inspection and written report requiring that any areas which were deemed needing improvement are addressed within a specified time period.  This is intensive and while the manager indicated he would prefer something more modest and more often, he also noted that this forces quality standards.  He noted that it is easy to let some things slip over time especially if it appears all is going well.  This forces another look.

Another provider sets standards but implements them through a “best practices” model.  The standard is the “what”; the best practice is the “how”.  One of the roles of the Service Delivery Manager for each project (across four communities) is to identify “best practice” examples of quality standards in action.  These then become models for implementation and monitoring.  An example follows:

	Individuals feel welcome and are able to access services quickly
	· Individuals are treated with respect and courtesy by all employees
· Individuals are greeted and offered assistance upon arrival
· The leadership team establishes maximum wait times for clients and ensures that these are met by project staff
· Individuals accessing drop-in services have a maximum wait time of 45 minutes.  Individuals who request an intake appointment are accommodated within 5 business days
· Service evaluations include questions regarding perceptions of respect and speed of access to service
                                (Training Innovations, BC)


A third provider (across 5 communities) has a strong vision and focus on Workforce Development and is recognized as a leader in how to understand, gather and use labour market information.  There are bi-weekly LMI information exchanges and presentations which include employers and community stakeholders.  A Community Employment Television Channel which broadcasts in the Employment Resource Centre has been developed in partnership with Shaw Cable.  This shows local job opportunities and is a big attraction for employers.  There is an impressive emphasis on matching Employer Demand, Education and Training available and Job Seeker Supply.  LMI is a cornerstone of this approach to quality service.  

Service Provider Standards: Summary of responses to the interview protocols
All four third party providers place a strong emphasis on qualified service providers.  The S&Gs are used extensively in three of the four, for hiring, the development of learning plans and job descriptions.  One service provider has every step of the employment counselling process described in detail, expectations of “how” these steps are to be conducted (both content and process) and a listing of all the S&G competencies required for successful performance of the “what and how”. While not yet mandatory, all three BC providers are recommending BC certification for career development practitioner staff.   A two year diploma in Career Development is highly recommended for hiring; in one case, over 70% of staff already have this diploma; in a second, all staff either have completed or are currently enrolled in the diploma program.  A culture of Career Development professionalism seems to be prevalent.  This includes peer mentoring systems as well as professional development including the encouragement to not only attend one professional conference annually but to present.   

One provider pointed out that one of the challenges for service providers was to “name their practice”, that is have language to explain why they chose to move in a specific direction with a client.  This holds the industry back because it is not always clear to funders what service providers actually do to achieve the outcomes. This points to the importance of bringing standards and evidence together and this is an important future step.

Service Outcome Standards: Summary of responses to the interview protocols
Outcomes measurement and the kinds of data currently being gathered were seen as essential but incomplete.  More meaningful outcomes capturing more accurately what successful progress is for a diverse range of clients with diverse needs as well as the inclusion of qualitative measures are a consistently expressed need.

In the Workforce Development Service model, traditional outcomes are tracked for contractual purposes but a set of outcomes specific to their model is implemented.  These include indicators such as the following:

· Cost per intervention

· Completion rates of training programs

· Training by NOC code

· Employment directly related to training

· Quality of employment (part-time/full-time)

· Quality of location (home community/relocated)

Their model has a strong focus on matching supply and demand.  Therefore, training provision in accordance with current LMI indicating where the opportunities are and will be locally is a top priority as is helping people stay in their own communities which builds community capacity.  These indicators are extremely meaningful to employers and clients.  They permit rapid responses to economic indicators which permit services to be adjusted accordingly.  They can quickly compare the progress of groups by NOC code, occupation, age, equity groups and a number of other factors.  Reports linked to NOC codes and to local LMI are generated monthly.
Community Based Providers:

State of Practice Scan:  Overall impressions of the state of practice of quality assurance
Only two major community based providers (YMCA) and Jewish Vocational Services Toronto (JVS Toronto) were key informants.  Two additional interviews were held with Community-Based organizations (ASPECT, B.C. and First Jobs, Ontario).  These latter organizations are umbrella groups which have strong advocacy and liaison roles but do not have any active involvement with Quality Standards.  While these interviews provided interesting perspectives, their mandates did not fit with the purposes of this study and the interview results are therefore not included.  

Funding sources for the two major community based providers are diverse and range from fee for service, provincial government funding, fund raising, United Way, Foundations etc.  Quality Services to clients is the highest priority.  The services provided by both organizations are at the moment largely program driven although this will change in the near future for JVC Toronto as it has significant funding from the Ontario provincial government and as reported earlier in this report, Employment Ontario is changing from a program to a services model and this will also apply to funding to JVC Toronto.  JVC sees this as a very positive step as it relates to Quality Standards.  Standards have traditionally been program specific and having any consistency across programs has been very difficult.  With a services model, much more consistency will be possible and will be a priority.  The YMCA has Access Centres across the country which provide programs targeted to under-educated youth.   Their program model is working very well and there was no indication that this would change in the near future.

Service Standards: Summary of responses to the interview protocols (N=2)
The chart which follows was the overall Service Delivery Standards protocol provided to the key informants.   The asterisks indicate the number of positive responses.  
	Standard
	Yes/No
	What is the standard?

	A service charter or vision is in place for the organization
	**
	

	Access and /or wait times for services are specified
	
	Program specific

	Clients are informed about what services are available to them
	**
	

	Premises are easy to access for all clients
	**
	

	Premises are welcoming and comfortable
	*
	

	Equipment is safe, well functioning and sufficient to meet need
	*
	

	Adequate privacy is available for individual interviews
	**
	

	A requirement is in place that all clients have an action plan and identified steps to take in order to achieve their goal
	
	Program specific

	Times are specified during which follow-up should occur
	
	Program specific

	A system for dealing with client complaints is in place
	**
	

	Labour market information is relevant and current
	*
	

	Good record keeping practices are in place
	*
	

	Other
	
	


Key informants rated the quality of their programs and the standards underlying them as very strong.  Improvements were possible but both organizations were seen to already have high standards firmly in place.  Mechanisms for client feedback are strong features in all the programs delivered.  Monitoring of program quality (usually one person assigned per program) is a strong feature which supports quality service.  The JVC has a very impressive array of internal policies which provide clear guidelines to staff with respect to many aspects of program delivery.

Service Provider Standards: Summary of responses to the interview protocols
There are formal requirements for every position as well as experience requirements.  The YMCA requires a college diploma and the JVC is moving towards practitioner certification.  There is an Ontario initiative in this direction based on the S&Gs and it is the JVC’s intention to pursue this direction.  The YMCA has a focus on internal training and a program supervision practice which assures quality program delivery.  

Service Outcome Standards: Summary of responses to the interview protocols
Outcome data is gathered on all programs and includes client satisfaction surveys.  In addition to numbers, outcomes gathered immediately and at three month follow-ups include:

· Employment, training and/or volunteering status (JVC)

· Numbers enrolling in some form of PSE (YMCA)

The familiar theme of needing more meaningful outcome indicators which more accurately reflect the realities of client situations was again repeated as was the need for effective data gathering instruments.   

New Zealand
Career Services Rapura is the country wide career and employment service in New Zealand.  Career Services Rapura has embarked on a comprehensive Career Guidance Quality Management System that bears special mention.  Detailed manuals have been prepared for all Career Services staff who are managing, delivering, or directly or indirectly supporting career guidance services.  Introduced in 2009, it is still a work in progress.

New Zealand career and employment services have their website as the first point of contact for clients and the operating principle that the majority of clients will be able to find what they need through the site.  People who are assessed as needing more intensive additional help will receive this through a range of phone, face to face, online or group career guidance sessions.  

“The driver for this approach is to reach many more New Zealanders through low cost channels and adhere to the State Services Commission goal of Value-for-Money State Services, including the government goals for improving workplace productivity. The focus for career guidance services is therefore on developing ongoing improvements in efficiency, effectiveness and productivity in service delivery.” (Quality Standards Manual, p. 5)
QA Processes include:

	Quality standards
	· All managers and staff with direct and indirect career guidance roles and responsibilities have a commitment in their performance agreements to ensure quality. In the agreements, service review processes are in place, feedback is analyzed and modifications are made to delivery of the service.

· The quality management system and standards and procedures within the manual will be reviewed annually, with changes approved by the GM Service Development.

	Procedures 
	· Career consultants undertake their own self review process.  

· A sample of career guidance delivery is reviewed by a peer, feedback is considered by consultants and improvements made. 

· Guidance practice meetings are coordinated by the practice leader and held with all career consultants, to discuss specific issues.

· Regular performance and quality coaching sessions are held for consultants with the practice leader.  

· Career consultants regularly discuss issues pertaining to practice in their professional supervision sessions and make changes to their practice as required.  

· Feedback from all delivery review will be considered and improvements made to professional practice, in consultation with the practice leader and practice advisor. 

· National monitoring of career guidance services will be through external evaluation, internal review processes, external and internal audit and annual review of the manual by the practice advisor in consultation with the practice leader.  

	Key evidence sources
	· The key sources of evidence for the QA processes are:

· Booking systems

· CRM

· Session records - hard copy reports, action plans and call recordings

· Timesheets

· Client feedback (unsolicited and formal samples)

· Self and peer feedback (verbal and written).  

· Monthly attendance at professional supervision sessions. 

· Team meeting minutes (record of case conferencing)

· Contributions to national discussions e.g., forum and email

	Responsibility
	· GM service development, products and services manager, area manager, practice leaders, practice advisors and career consultants.


For each step in the service delivery model, quality standards are articulated clearly as are the steps in the process flow of actual delivery to clients.   An example follows:

Client Needs Assessment

	Quality standards 
	1. For all clients who have appointments for a career guidance service, a needs assessment must have been completed prior to the booking. 

2. Following a client calling advice line and completion of the needs assessment, and after a call is handed over to an office, staff receiving the call will ensure that: 

· a client is booked directly into a consultants calendar; 

· they know where to check the referral for service on CRM (under the person record / history, recording the needs assessment activity and outcome).  

· they understand the next steps for the client have already been clearly outlined by advice line staff, a needs assessment has already been completed and they do not need to ask clients to ‘re-tell their story’. 

3. Where a consultant is completing a needs assessment, a person record for the client must be created in CRM (which includes age and ethnicity) and recorded under history and new activity.  

	Needs Assessment Procedure
	A full description of the process flow of needs assessment completed by phone can be found here. Procedure steps are outlined below. 

Step

Description

1

Clarify the client’s needs using open questioning techniques and professional practice skills.

2

Confirm the most appropriate service with the client; website referral, assisted advice, phone career guidance, face-to-face career guidance or referral to an external career practitioner. 

3

Create or update a person record in CRM and create an activity under client history. 

4

Close the needs assessment by; thanking the client and leaving the way open for the client to contact Career Services again should they additional assistance or advice. 




With respect to outcomes, the following are in place:

	Reporting on outcomes
	Career Services reports to the Minister of Education quarterly and annually on delivery of contracted services. Career Services undertakes annual evaluation of outcomes of services through an external evaluator. In 2009 – 2010 Career Services will undertake an internal evaluation of guidance services to ensure client needs are being met. 

The Career Services Outcome Evaluation 2009 Self-Help, Advice and Guidance Services says:

“The majority of Web (70%), Advice (60%) and Guidance (between 62 and 80%) clients believe Career Services meets their needs. However there is variability in terms of the extent to which service channels make a difference to clients. As might be expected, Guidance channels, especially Group sessions, typically make a greater difference than Advice channels” (See S:CD0702/2008-09)

	Audit

OUTCOMES


	An external audit of a selection of offices is undertaken annually by Audit NZ. Career Services also undertakes an annual internal audit of a selection of offices.

 It is interesting to note that the outcomes model cited in the manual include client satisfaction as well as adaptation of the Australian Blueprint for Career Development which was based strongly on the Canadian Blueprint for LifeWork Designs.  These are all learning outcomes which are a blend of qualitative and quantitative but they have a very different flavor from the ones which were identified in the Canadian key informant interviews. The focus is not on employment outcomes but on progression towards employment and self-sufficiency in the labour market.  The Canadian Blueprint has been largely adopted in educational setting and much less so in career and employment services.  An example of the New Zealand model follows to illustrate:

Area C: Career Building 

Competencies

Phase 1

Phase 2

Phase 3

Phase 4

Secure/create and maintain work

Explore effective ways of working

Develop qualities to seek and obtain/create work

Develop abilities to seek, obtain/create and maintain work

Improve on abilities to seek, obtain/create and maintain work

Make career enhancing decisions

Explore and improve decision making

Link decision making to career building

Engage in career decision making

Incorporate realism into career decision making

Maintain balanced life and work roles

Explore and understand the interrelationship of life roles 

Explore and understand the interrelationship of life and work roles

Link lifestyles and life stages to career building 

Incorporate life/work balance into the career building process 

Understand the changing nature of life and work roles

Discover the nature of gendered life and work roles 

Explore non-traditional life and work options

Understand and learn to overcome stereotypes in career building

Seek to eliminate gender bias and stereotypes in career building

Understand, engage in and manage the career building process

Explore the underlying concepts of the career building process

Understand and experience the career building process

Take charge of the career building process

Manage the career building process 

The Australian Blueprint for Career Development, © Commonwealth of Australia 2009.



Their next step (which may address more quantitative outcomes – it will be interesting to follow) is to formalize their “feedback loops” on how well services improve outcomes for clients and therefore identify any changes needed in service provision or professional development of staff.  Three key new initiatives are underway:
· Evidence Guide:  In addition to what is gathered by the external evaluator and analysis of website usage, an Area Evidence Guide will encourage collection and sharing of useful delivery data, especially with respect to training or group events where outcomes typically remain in the offices.

· Follow-up to assisted service: Clients who receive individual assistance will also receive a brief follow-up contact.  The effort will be to uncover whether most significant client needs are being identified, appropriate referrals made and changes that are produced.

· Intranet Practice Centre: A “practice centre” where staff can share learning around effective delivery practice.  It is expected that this will provide rich online learning and development for practice.

INTERNATIONAL QUALITY STANDARDS

This section of the report provides an international overview of Quality Assurance (QA) approaches and evidence-based policy-making in the career development area. The basic question in most QA and evidence-based approaches in career development is What Works? (http://ies.ed.gov/ncee/wwc/). Thus, the focus in this overview is mostly on easily managed and measurable quantifiable indicators of the impact or outcomes of particular career development interventions, for example using specific methods, targeting specific audiences, or intensifying the use of IT in career development and career decision-making processes.  In this report the European concept of ‘career guidance’ is used interchangeably with the US/Canadian concept of ‘career development’ and ‘career development activities’.

QA may work two ways: (1) to monitor career development activities and their effects, and/or (2) to form the basis for evidence-based policy-making. Evidence-based public policy, in principle, is informed by rigorously established objective evidence such as randomized controlled trials to identify programs and practices capable of improving policy relevant outcomes. The evidence-based approach thus represents a particular, positivistic scientific view on policy-making, where measurable indicators play a pivotal role. Ideally, projects and trials are evaluated; then, subsequently, policies are put in place. However, this is not always the case in real life. In some cases, the process is reversed, and evidence is produced to underpin or legitimize already established policy aims.

An overview of QA approaches to Career Development practice in Denmark, Germany, the United Kingdom (UK), Greece, Finland, Australia, Iceland, United States (US), the European Union (EU) and New Zealand identified key areas of concern such as: 

· policy drivers; 

· models; 

· impacts and cost benefits; 

· evidence. 

Policy drivers

In recent policy documents, both the EU Commission and the Organisation for Economic Co-operation and Development (OECD) have focused on careers guidance and information as key policy areas in terms of life-long learning, and economic and social development. Key EU documents include the Memorandum on Lifelong Learning (EU Commission, 2000), which explicitly pointed to guidance as one of six central policy areas. More recently, the EU Council of Ministers has issued a Resolution on Lifelong Guidance (2004), and a more specific follow-up Council Resolution on better integrating lifelong guidance into lifelong learning strategies (2008). The OECD, in turn, in its report From Initial Education to Working Life - Making Transitions Work (OECD, 2000), pointed to the fact that the national and, indeed, the global economy are decisive factors in creating smooth transitions from education to work, but the OECD also included information and careers guidance as key factors. With this backdrop, quality issues and evidence in guidance come to the policy-making forefront: career development and careers guidance are pivotal, not only in terms of sustaining economic, societal and personal development, but also in terms of creating a sustainable future, economically, socially, environmentally, and on an individual level. 

There was a useful discussion of QA systems and approaches in Copenhagen in 2006. In the note from this meeting, Dr Ronald Sultana distinguished between a number of key drivers:

Key drivers in relation to QA strategies include: 

· a general trend towards the introduction of QA systems across all public services;

· the need to safeguard equity in service provision after the adoption of a policy of decentralization, and/or after permitting the development of private employment services; 

· the need to legitimize public spending on guidance;

· a shift in the philosophy underpinning guidance provision, with user empowerment and user satisfaction becoming key elements in the design of services;

· a tendency for the guidance field to become more professionalized, leading practitioners to establish occupational identity (and closure) through the structuring of entry into the profession (e.g. establishing qualification routes and licensure), and the articulation of formal standards, competences, registers, and codes of practice.’ 

QUALITY ASSURANCE MODELS (QA)

Ronald Sultana also identified three QA models in his 2006 Copenhagen report:

· Administrative-centred models ‘While the drivers behind the development of QA strategies in the different national contexts are diverse, the over-riding motivation is accountability, and hence the tendency is for QA to be both administrative-centred and introduced in a top-down manner. This may have a number of implications:

· It reinforces the tendency for the QA strategies to be sectoral (i.e. responding to the specific interests, concerns and logic of a particular ministry or department or section of ministry rather than looking at the service in ways that acknowledge and promote its lifelong dimension);

· QA strategies introduced in this way run the risk of being seen by guidance practitioners as an imposition and as a control mechanism, rather than as an instrument—and an opportunity for—professional development. Practitioners may therefore resist, or participate in a perfunctory manner, unless they have been involved in the design of the system and their consent ensured.

· Administrative-centred QA approaches generally encourage the collection of data on user satisfaction, but may be reluctant to involve the user in the design, management and evaluation of guidance, or of giving the user the right to redress as this could render the system open to legal proceedings that the client might take.

· Such approaches may be more successful in producing data about aspects of the guidance service than in using the data for service-development purposes. 

· These types of QA approaches may also end up being overly complex, bureaucratic, unwieldy and costly, so that the question needs to be asked whether the outcomes of the exercise justify the resources used to measure those outcomes. Systems that are too complex or too expensive to run may end up not being fit for purpose and overly intrusive on service delivery. 

· Given the scope of an administrative-centred QA exercise, there is a tendency for the data produced to be quantitative in nature, and therefore insufficiently sensitive to the processes involved in the delivery of guidance services. In some cases, quantitative data is being complemented by more qualitative approaches, such as through the identification and sharing of good practice, serving to ratchet up standards through emulation.’

· User-centred QA model approaches  

· Users need to be informed and aware of what they can reasonably expect from guidance services and staff. Some countries try to attain this objective by giving users copies of a service charter setting out entitlements in clear and accessible language. Such charters are generally also available on the service provider’s website. It is often the case, however, that users do not pay much attention to such information. 

· User satisfaction is a necessary but not sufficient element of QA systems—i.e. while it is important to consider user views, such views may in themselves be partial. For example, users might not be informed or aware of what they can reasonably expect from a service, of their rights to a higher quality service, or may not have appropriate criteria to discriminate between good and poor guidance services. 

· Quantitative approaches to surveys of user-satisfaction can be profitably complemented by more qualitative approaches, such as the use of focus groups or client forums which enhance the generation of what might ultimately be more in-depth insights about the process of provision.’

· Practitioner-led QA model approaches

· ‘Where codes of ethics and/or codes of conduct are in place, these tend to be voluntary rather than mandatory in nature. There are few cases where a practitioner can be struck off a professional register established by an association.

· It may prove difficult to have a strongly-bounded profession in the career guidance field, given that in the PES sector, for example, the public service model has led to guidance-related elements becoming embedded in the work of employment officers. Here, there is generally a preference for in-house competency-building, rather than for formal qualifications.

Country examples


Very few countries have established comprehensive QA systems, and of those that have done so, most are sector-based. Few, if any, have introduced fully fledged QA and/or evidence-based systems:


· In Denmark, a top-down approach is adopted, where bench-marking of guidance services is conducted in a centrally driven system of mainly numerical outcome indicators linked to educational take-up and retention. It represents a sectoral approach which deals with educational guidance. Work-related guidance in, for example, Jobcentres is not covered.

· The UK has different approaches in each of the parts of the country. Scotland, for instance, has a comprehensive, all-age guidance approach, which is reflected in its QA systems. England’s approach is more sectorized, but features the Matrix accreditation system which covers adult guidance and information services/organizations.

· Germany favours a four-level approach in the framework of a systemic model which takes into account that the user and the guidance practitioner represent separate systems with individual background, competences, abilities, resources, values and goals. Together they constitute the guidance system. The process that emerges between them is embedded in organizational contexts and societal circumstances that differ from service to service and between each single session (See Appendix D). 

· Finland has introduced national quality criteria for guidance in comprehensive and secondary education within their national development programme in guidance 2004-2007. Quality criteria for comprehensive education (2009) also included career development activities. The information and evidence base for career guidance services at the Finnish Public Employment Service (PES) comprises statistics and, systematic customer and quality feedback surveys, along with occasional studies on outcomes of services, results and productivity (see Reflection note of the WP4 field visit by Peter Plant (2009) at http://ktl.jyu.fi/ktl/elgpn/themes/wp4/visit1).
· A plethora of quality guidelines already exist on various aspects of guidance. Thus, for example, the National Career Development Association (NCDA), USA, has issued guidelines focused on the quality of materials used in guidance: (a) Guidelines for the Preparation and Evaluation of Career and Occupational Information Literature; (b) Guidelines for the Use of the Internet for Provision of Career Information and Planning Services; (c) Guidelines for the Preparation and Evaluation of Video Career Media; and (d) Career Software Review Guidelines (see www.ncda.org/guidelines). 
· There are three components of the QA for the Career Industry in Australia. The first two are the Australian Blueprint for Career Development and the Professional Standards for Australian Career Development Practitioners. The Career Industry Council of Australia created the third component in 2007: Guiding Principles for Career Development Services and Information Products (Australia) for the Australian Government Department of Education, Science and Training. They used a consultation process including country-wide and international input and a discussion paper with stakeholder feedback. These Guiding Principles are voluntary at the present and are based on a Matrix that allows customization of the guiding principles for all sectors (see www.cica.org.au). 
· Several EU-funded projects have dealt which quality issues, and produced tools (matrices, handbooks) to facilitate QA approaches (see for example www.giantproject.org, www.gircproject.org or www.aqor.droa-eu.org). Earlier work along these lines includes CEDEFOP (2004). Quality Guidelines and Criteria in Guidance. (see www.trainingvillage.gr). No attempt, however, has been made to compare or benchmark such indicators across organizations and different types of service delivery, or ultimately across national borders or even provincial borders.

Impacts and Cost Benefits 

Many aspects of guidance impact/ outcomes exist that legitimize career guidance in policy terms. QA approaches will produce some sort of evidence, which, in turn, may be used as the basis for policy decisions in the broadest sense, i.e. decisions based on the gathered information and structured feedback, re funding, target groups, methods, priorities, etc. What is already known as evidence? And what is accepted? In Scotland, in particular, the Impact of Career Guidance in learning, economic and social policy terms has been brought into the public debate in relation to quality in/of guidance. The following paragraphs point to some examples of impacts from the Scotland paper which is closely aligned with impacts identified in the EU and beyond. The findings state that career guidance leads to improved:

· Learning outcomes

· Greater access to learning and training

· Greater participation in learning and training

· Improved retention rates in education and training

· Greater education and training attainment and higher level skills

· Improved motivation and hence attainment in education and training

· Learning Impacts

· Higher wage levels through gaining higher qualifications

· Economic Outcomes

· Higher levels of participation in employment

· Lower levels of unemployment

· Improved job tenure through increased motivation at work

· A more responsive and flexible workforce

· Improvements in the employability of individuals

· Economic Impacts

· Higher wage levels

· Improved productivity

· Social Outcomes

· Increased confidence

· Increased well being which contributes to health benefits for society

· Reductions in crime and offending behaviour

· Greater levels of social inclusion

· Social impacts

· Reductions in lost earnings and lower productivity through lost education and training

· Reductions in social security, public health costs and other public costs.

This list of impacts gives a comprehensive picture of the kinds of evidence which can be taken into account, and yet few are. The list represents a QA view which leads to the conclusion that cost/benefit ratios need to be taken into account. Does guidance pay? Few studies have in fact ventured into the difficult area of assessing a cost/benefit ratio to guidance, but some literature on this issue is available. An early publication on the economic benefits of career guidance (Killeen et al., 1992) raised some doubts on the feasibility of controlled trials in this field. The Scottish All-Age Guidance Service, Careers Scotland, however, has recently come up with a tentative and disputed figure, 1:5, which would indicate that it actually pays back five times to invest in guidance (Careers Scotland, 2007;  and www.ug.dk/Videnscenter%20for%20vejledning/Forside/Virtuelt%20tidsskrift/2008%20nr%2014/All-age%20career%20guidance%20%E2%80%93%20a%20Scottish%20perspective.aspx . Hungarian figures are similar (1: 4.77), and if these figures stand to scrutiny, they would legitimize career guidance once and for all in economic terms. More specifically, a recent Norwegian report (Kostnader av frafall I videregående opplæring [Costs of drop-outs in youth education]. Oslo: KD, 2009) pointed to a number of societal and economic effects of educational drop-out, including the risk of criminal activities. In policy terms, such cost/benefit figures would be the ultimate argument for societal investments in career guidance: they represent a quality in themselves. 

Evidence and Indicators 

One of the roles of a QA system or particular approach is to make clear on what grounds and basic values the system/approach is established. For example, whether it is a top-down controlling system, or a bottom-up approach with a strong component of user ownership.

In this context, it is worth addressing what actually counts as evidence in a QA system. Evidence does not represent one single approach. Conversely, it can be established at a number of different levels (Hughes, 2009):

· Level 1 - Opinion studies, where users of guidance services provide feedback on the perceived effects of the services they have received.

· Level 2 - Outcome measurement studies with no counterfactuals. Counterfactuals are indications of what would have happened in the absence of the guidance intervention. If no evidence on counterfactuals is available, there is no basis on which to attribute causality.

· Level 3 - Outcome measurement studies with weak counterfactuals. These are more robust than Level 2, but still subject to reservations

· Level 4 - Outcome measurement studies with control by calculation. Here multivariate statistical techniques are used to control retrospectively for those who have and have not been exposed to guidance interventions. 

· Level 5 - Experimental studies with a control group. Classically, this involves random assignment to guidance and non-guidance (placebo) groups; alternately, it may be carried out by constructing a control group

A favoured way to produce evidence is to use indicators which point to evidence of impact. Den Boer et al (2004) noted that:

· “Indicators are statistics that allow for value judgements to be made about key aspects of the functioning of systems, in this case the guidance system. To emphasize their evaluative nature, the term "performance indicator" is frequently used. Included in this definition of indicators are:

· the notion that we are dealing with measurable characteristics of these systems;

· the aspiration to measure key aspects rather than an in-depth description; 

· the requirement that indicators show something of the quality of the provision, which implies that indicators are statistics that have a reference point (or standard) against which value judgements can be made.”

With a view to compare such indicators across organizations and different types of service delivery, and ultimately across national borders, Benchmarks emphasize the comparative application of standards and indicators. An indicator could be seen as a standard when the evaluative interpretation is underlined and formalized by a specific norm that marks the threshold between, for example, satisfactory and unsatisfactory performance. 

Policy-making


The two themes of (1) QA and (2) Evidence-based policy-making in career development are intertwined, but few examples exist of substantial evidence-based policy-making in career development activities. However, recent Danish developments in adult guidance could serve as an example. With DKK 125 mill (EUR 17 mill; 2008-2009) spent on adult guidance, regional partnerships, outreach guidance in workplaces, and support for learning advisors, a massive effort was launched to reach out with guidance to low-skilled workers and to SMEs. These efforts were followed closely by independent (commissioned) research into educational/training take-up, and into the efficiency of various guidance approaches, etc. (see www.nfck.dk). On this basis, new legislation on adult guidance will come into effect from 2010.

A similar approach is seen in the Finnish national development plan for adult guidance under the national European Social Fund program 2007-2013. The joint ministerial working group proposed an initiative to develop a national framework for feedback mechanism in lifelong guidance in co-operation with the Ministry of Education and the Ministry of Employment and the Economy and other national research institutes. The development of the feedback mechanism will be embedded in the design and implementation of the pilot projects in the service delivery. This national initiative focuses on three major themes: 1) Linkages between career development and labour force development, 2) Linkages of guidance in the design and implementation of educational system and 3) Evaluation of the quality and effectiveness of different service delivery modes.

The following Danish example is illustrative of a situation in which evaluative data from a QA evaluations/monitoring were the basis of policy changes which are questioned and not accepted by key stakeholders in the legislation. A report commissioned by the Ministry of Finance (Career Guidance in the Educational Sector, http://www.ft.dk/samling/20081/almdel/udu/bilag/86/621673.pdf produced by a private company found that much of the Billion Danish Kroner spent yearly on career guidance was wasted, overlapping, and used on the wrong type of clients. These findings were much disputed by guidance professionals, but, nonetheless, they formed the basis of new legislation (June 2010), which narrows/focuses guidance to deal with 30% who really need guidance (drop-outs, NEETs, etc). The other 70% are expected to use the internet for self-services. In these terms, there is a direct link between this type of commissioned evaluation and radical policy changes, which also include economic sanctions (re youth/family social benefits) towards individuals who do not follow their educational plan. This is new in guidance - and part of a sanction/punishment regime of the present government. 

An important focal point in relation to quality in guidance provision is the centrality of the users in guidance, not only as consumers (through, e.g. client satisfaction surveys), but as actively involved citizens, who have a say in the way in which guidance is planned, offered, and evaluated (cf The European Common Reference Tools, which includes two sections on QA, Section 2.4.1 & 3.1  (http://www.cedefop.europa.eu/etv/Upload/Information_resources/Bookshop/400/4045_en.pdf)   Such citizens’-focused issues, however, seem to be largely neglected in the current examples of QA systems. 

Other related issues raised include:


· The need to develop more robust QA systems which are based on a plethora of scientific approaches, such as qualitative and narrative research methods, in addition to the largely quantitative approaches at present

· Alternative accounting approaches need to be developed, such as knowledge accounts, and green, social, and ethical accounting

· ISO 9000 systems have been introduced as part of or in lieu of other QA systems: they represent an approach which sees career development activities as a product. This creates some difficulties in the practical application of such QA systems, as career development activities are not in the production line 

· ‘Top-down’ QA approaches may be more manageable from a governmental point of view, but they often lack the sense of ownership that ‘bottom-up’ approaches may offer, even though these, in turn, may be more patchy. On the other hand, most countries have sectoral and patchy QA approaches anyway

· Most QA systems are based on self-evaluation of sectorally-based guidance units. Few examples (such as e.g. Matrix, UK) are seen on external QA systems

· Guidelines or standards can be seen as: process-related standards; guidance professionals’ standards; organization/service-related standards; output standards.  Most QA systems are either professionally or output oriented. Or both. Few focus on the career development process itself, or the methods involved. Some guidelines focus on counsellor competences, e.g., Canadian Standards and Guidelines for Career Development (Ottawa: National Steering Committee for Career Development Guidelines and Standards, 2001).

· In relation to the favoured, but rather mechanistic, input-process-output QA model, Canadian and British guidance researchers have suggested to reverse the model’s thinking into output-process-input, thus focusing on preferred outcomes /output, working towards QA in terms of the guidance process, and then looking at what input is needed to facilitate such guidance processes.  The Canadian Journal of Counselling, July 2007, featured a Special Issue on Evidence-Based Practice in Career Development. 

Some countries (D, UK, CAN/Quebec) have established a professional register as part of a QA process. The German BB Register for guidance practitioners model (with the possibility to be accredited as qualified counsellor on the basis of certain quality requirements (www.Berufsberatungsregister.de), and the British equivalent (http://www.igc.ie/membership/membership-of-the-igc) represent such approaches, along with the more comprehensive approach of the protected title of the Quebec  career counsellors.

Options for further development at national and provincial levels 

The EU Common Reference Tools  (http://www.cedefop.europa.eu/etv/Upload/Information_resources/Bookshop/400/4045_en.pdf) merit specific mention.  In December, 2002 the EU created an expert group on lifelong guidance.  One of their main tasks was to develop common guidelines and quality criteria for accrediting guidance services and products.  The expert group developed the following European reference tools:

· Common aims and principles for lifelong guidance provision;

· Common reference points for quality assurance systems for guidance, especially from a citizen/user perspective;

· Key features of a systems model of lifelong guidance.

These tools are intended to help Member States improve their policies and systems through self-assessment and self development of guidance provision at national, regional and local levels.  32 European countries gave their support in 2004 for using the common reference tools.  The tools provide benchmarks for reviewing and developing existing services.  The benchmarks for QA follow:

· Citizen and user involvement

· QA systems for career guidance should:

· include information for the user regarding their entitlement (for example through users’ charters) and take account of the work of national and European consumer associations in processes for consumer protection and redress;

· ensure that individual users are regularly consulted on their satisfaction with, and experience of, the service; 

· require service providers to make systematic use of the findings from such consultations;

· involve the user in the design, management and evaluation of guidance services and products.

· Practitioner competence

· QA systems for career guidance should:

· require practitioners to have the competence needed to perform the guidance tasks they are called on to undertake;

· require guidance practitioners to hold, or be working towards, qualifications that ensure that they have the required competences to undertake the necessary guidance tasks;

· include the monitoring or assessment of the work of guidance practitioners with respect to the outcomes of guidance interventions that they are expected to deliver;

· require on-going professional development and service improvement;

· include all relevant practitioner associations in the development of standards and QA procedures.

· Service improvement

· QA systems for career guidance should:

· include clearly defined standards of service, some way of monitoring whether a service meets those standards, and, where this is not the case, a procedure to follow to bring them up to standard;

· include some way of monitoring and evaluating whether action undertaken to improve services and information, in fact, results in reaching specified standards and in ongoing improvement;

· include some way of differentiating and monitoring service provision in relation to the needs of different target groups;

· require services to form working links with, and provide support for, groups and bodies that offer guidance informally (such as parents, voluntary organizations or bodies associated with leisure activities);
· ensure that guidance materials used (for example assessment tools) meet QA technical specifications.

· Coherence

· QA systems for career guidance should:

· include links to promote effective working relationships within and across government departments on QA in guidance;

· ensure there are no conflicts between different QA systems operating in different guidance sectors, or in relation to different target groups;

· include ways of monitoring the use and usefulness of links between guidance-providing agencies.

· Coverage of sectors

· QA systems for career guidance should contain guidelines on guidance activities undertaken by private agencies, employers, trade unions and other non-State providers.

· Checklists

In addition to outlining the benchmarks, there are checklists provided which have examples of questions to guide self-assessment.  These assist in identifying and summarizing strengths and challenges of existing services and can serve to provide a framework for dialogue focused on sharing promising practices as well as development strategies and tools to support service quality improvement.  Five thematic areas are covered as follows:

· Questions on reference points for QA systems concerning citizen/user involvement (user entitlement, consultation on satisfaction, actioning consultation findings, involvement in design, management and evaluation of services)

· Questions on reference points for QA systems concerning practitioner competence (job requirements, qualification requirements, monitoring of work of practitioners, professional development requirements of employers, involvement of professional associations)

· Question on reference points for QA systems concerning service improvement (adherence to standards, evaluation of attempts to reach standard, monitoring targeted provision, working with and through other actors/groups close to target groups, QA technical specifications for guidance materials)

· Question on reference points for QA systems concerning cross-sectoral partnerships (collaboration of different government ministries, coherence of QA systems of different sectors and for different target groups, monitoring of links between service providers in different sectors)

· Question on reference points for QA systems for non-state sector guidance provision (private agencies, employers, trade unions, voluntary groups, etc.)

Under each theme similar questions are posed as follows:

1. Are all of these reference points operational in guidance services provided in your country?

2. How are these reference make operations?

3. How is the operationalization of these reference points monitored and reported on?

4. Is any significant service improvement dimension of QA missing from this list that should be added?

5. Should any of these reference points for QA systems be dropped from the list, and why?

There are several promising practices in one or more areas that contribute to a comprehensive QA system. These components may be helpful contributing pieces to consider in planning for policy and implementation of a QA system by any country, government department or organization. 

· Quality standards in service delivery

· Quality standards in service deliver can cover service standards, evidence based standards and , professional standards

· Evidence Based standards can include learning outcomes and learning impacts as well as economic outcomes, unemployment levels, economic impacts, social outcomes, social impacts

· In many cases quality standards are sectoral – (Denmark, UK – education sector; Finland labour sector).  Scotland is an exception with its cross-sectoral comprehensive all-age approach  

· Germany has developed an extensive list of service quality standards as their model of QA in their vocational guidance and counselling service (See Appendix B for a sample)

· Estonia provides an example of the Accreditation of services

· Australia provides Guiding Principles for Career Development Services and Information Products 

· Quality Standards in practitioner professionalism

· Standards of professional practice vary widely.  Regardless of whether standards are voluntary or compulsory, they are very time consuming to implement and support.  However, the guidance sector as a “weakly professionalized sector” was one of the major conclusions of the OECD Policy Review of OECD countries and many countries are moving to address this.  A few examples: 

· Ireland produced voluntary cross-sectoral guidelines during the period of the Irish National Guidance Forum (2004-2007; now dismantled). See http://www.nationalguidanceforum.ie/
· Canadian Standards and Guidelines for Career Development Practitioners (provide a framework for provinces to implement voluntary certification).  See www.career-dev-guidelines.org
· Compulsory standards exist within organizations/departments (Denmark)

· Country-wide certification and licensure (Germany, UK, Estonia)

· Resources required for effective management

A number of support resources and tools have been developed.  A few examples:

· Self-assessment tools (developed by Australia for Guidelines for CD Services and Career Information)

· Audit process tools, Statistical monitoring tools, Surveys, (Germany, Estonia)

· Manuals for quality guidelines (Denmark, Australia) 

· Scoring systems (Australia)
· Benchmarks for local service delivery defined by building clusters of regions with comparable labour market situations (Germany)
· Meta-criteria frameworks (EU, UK, Australia)
· QA professional matrix (UK)
· Tools/organization to accredit and monitor accreditation (Australia, Germany, UK)
· Toolbox for practitioners (Estonia)

· Mechanisms in place to measure standards-some examples

· Systematic customer and quality feedback and surveys (Finland, Estonia, Germany, Greece)

· Statistical monitoring/indicators (Denmark, Estonia, Germany)

· Evaluative studies (Estonia, Germany)

· Case Studies (Estonia)

· Unemployment Statistics (Germany)

· Audit process (Germany, Estonia)

· Indicators of impact and effectiveness of service standards-some examples

· Numerical indicators (Denmark – in educational guidance)

· Client/users awareness (Estonia)

· Transition rates, duration, destination (Estonia)

· Competency development (Estonia, Germany)

 Perspectives from the International Review:

The bulk of the material presented so far has focused on societal goals which ultimately point to economic aims, the evidence of which can be seen in terms of economic growth, cost/benefits ratios etc. Other forms of measuring outcomes and assuring the quality of career development services, however, could serve as a corrective to a purely economic angle. Thus, Ethical Accounting, also dubbed Corporate Accountability, a method of describing values, goals and achievements which is used in some companies and educational institutions, could be an additional method in future for measuring the outcomes of career guidance. The economic yardstick is one-dimensional; guidance and counselling are multidimensional interventions and need to include ethical considerations. Other aspects of alternative measuring are found in the Intellectual Capital Accounts (‘Knowledge Accounts’). Thus, quality statements in Knowledge Intensive Service Organisations (KISOs) are well on their way to being expressed in much broader terms than economic ones. Career development services are KISOs.  Moreover, the National Competency Account (Det Nationale Kompetenceregnskab; see www.vismand.dk, also available in English) is another method for establishing comparable global competitiveness indicators. Career guidance is embedded in this concept as a key factor. Finally, Green Accounting i.e environmental performance is also creeping up the guidance quality agenda, thus inspiring green career development and Green Career Guidance. Thus, the quality of careers guidance in the broadest sense is a decisive factor in the success of a modern knowledge-based and sustainability oriented society. In short, several other methods than crude economic cost/benefit measurements are already available. They all have in common that they are much broader in their approach, they are all under development, and they are all aiming at expressing aspects of performance other than and/or supplementary to the economic one. Thus, there is scope for future developments in the QA field, which would reach beyond the present narrowly focused QA approaches.

PART 3: GENERAL OBSERVATIONS AND SUGGESTED DIRECTTIONS

The Canadian Snapshot and the International Review- General Observations

While emphasizing again that this report covers a snapshot of QA approaches, is neither comprehensive nor representative, and includes only large providers of career and employment services as informants, some general observations are possible:

· The Canadian key drivers pushing the QA agenda forward in Canada appear to be very similar to those cited in Europe, specifically:

· a general trend towards the introduction of QA systems across all public services;

· the need to legitimize public spending on guidance;

· a shift in the philosophy underpinning guidance provision, user satisfaction becoming a key element in the design of services (not user empowerment as cited in Europe);

· A tendency for the career development field to become more professionalized, leading practitioners to establish occupational identity through the structuring of entry into the profession (e.g. establishing qualification routes and licensure), and the articulation of formal standards, competences, registers, and codes of practice. 

· With reference to the three QA models cited in Europe (Administrative-centered; User-centered; Practitioner-led), the Canadian examples suggest a movement to a more hybrid approach.  The Administrative Model seems to be moving more towards a negotiated model between Funder and Provider.  The relationships between funders and third party providers were frequently described as highly collaborative and consultative.    Both funders and providers expressed similar frustrations at the inadequacy of the outcomes gathered and the tools available to gather them.  

· Several points made under the Administrative Model prompt reflection and suggest areas where a future focus may be beneficial and a more flexible approach considered:  

· Administrative-centred QA approaches generally encourage the collection of data on user satisfaction, but may be reluctant to involve the user in the design, management and evaluation of guidance, or of giving the user the right to redress as this could render the system open to legal proceedings that the client might take.

One of the recommendations from the Mapping Study commissioned by the CDSWG was to “Conduct a survey of the public need for, access to and satisfaction with current career and employment service provision”.  In the snapshot, there were several examples of user satisfaction but not of the public need and access.  This is a void which needs to be addressed.

· QA strategies introduced in this way run the risk of being seen by guidance practitioners as an imposition and as a control mechanism, rather than as an instrument—and an opportunity for—professional development. Practitioners may therefore resist, or participate in a perfunctory manner, unless they have been involved in the design of the system and their consent ensured.

In 2005, the Canadian Research working Group for Evidence-Based Practice in Career Development (CRWG) conducted a pan-Canadian study titled “The State of Practice in Canada in Measuring Career Service Impact”(reference).  Among the findings were the following:

· The vast majority of career development professional believe in the importance of impact assessment

· There was considerable frustration over what constituted “acceptable” outcomes and  a belief that they were achieving many outcomes they were not required to report on

· There was frustration at having to provide “quantitative but simplistic data on service outcomes”(p.46)

This frustration was expressed in this study by both funders and service managers.  There is clearly a need for creative work in articulating outcomes which are more comprehensive and reflect both qualitative and quantitative results.  The CRWG is currently embarking on a Common Indicators Project which holds promise to advance this further.  Additionally, longitudinal research recently completed by the CRWG and the Millennium Scholarship Foundation demonstrates both qualitative and quantitative outcomes resulting from career development programs and services.  These results contribute to filling the void identified in the international review as “few examples exist of substantial evidence-based policy-making in career development activities”.  The same is true in Canada but the evidence base is now stronger than ever and is now positioned to provide examples to inform policy.  A more holistic approach would go a long way to building a strong evaluation culture within the field of career and employment services and a basis for policy dialogue.

The EU Common Reference Tools provide a very useful framework for consultation and for thinking about QA from the several perspectives of Service Delivery Standards, Practitioner Standards and Outcome Standards.  While there were many innovative examples which emerged from the Snapshot, none had the three dimensions comprehensively covered and integrated into one coherent QA approach although several indicated they were trying to move in this direction.  There are many resources and models to assist with components of such an effort.  

The Canadian Snapshot
This Snapshot, while limited in scope, revealed several highly innovative and comprehensive approaches and practices, among these:
· A priority on staff development and their work and workplace satisfaction as a necessary precursor to quality service and achievement of outcomes;

· A clear movement towards developing more meaningful outcome indicators – examples included “improvements in employment situation; employment congruent with skills and training; quality of work, matching supply and demand as the indicator of success in building communities”;

· A weighted client input model which recognizes that achievement of successful outcomes is more difficult with some clients than others and this deserves consideration and recognition; 

· Certification of offices delivering employment services;

· A shift from program centered to client centered services.

Undoubtedly, a very large number of exemplary practices would be identified and profiled through a much more extensive study.

Several areas were identified which require stronger QA approaches and systems, among these:

· Evidence/Outcome indicators are currently incomplete and inadequate; contract compliance and QA need to be differentiated qualitatively and quantitatively

· Data gathering tools and systems are limited and inadequate

· There is almost no focus on the quality of the “processes” of services so that there is a limited  understanding of what good service really consists of

· There is a “secrecy” about QA standards which is not helpful in building a data base for service enhancement

· The use of the Canadian Standards and Guidelines as a tool for consistency of service is growing but still far from adequate

· There is an imbalance in emphasis in the importance accorded to the three dimensions of QA – service, practitioner, and outcomes.  The current emphasis on outcomes needs to be balanced more evenly across the dimensions.

SUGGESTED DIRECTIONS

Four specific suggested directions are proposed for consideration as follows:

1. Create a mechanism whereby promising Canadian Quality Assurance approaches, tools, and results can be shared cross sectorally.  A Quality Assurance website to profile and make available promising practices, provincially and internationally, would greatly reduce the many sectors that are forced to re-invent because of a culture of secrecy and a reluctance to practice abundance.  This could be a very useful initiative to be sponsored by the CDSWG. The International Centre for Career Development and Public Policy (www.iccdpp.com) would be a willing partner and would afford an opportunity to benefit from international advancements;

2. Commission a study to give the Canadian public a voice in assessing and influencing the career and employment services they receive and how and when these services are received.  Include the use of technologies in expanding access (telephone, on-line employment counselling, television broadcasts, social networking). An on-line survey supplemented by a number of focus groups would be a very good start at filling a much need void in Quality Assurance approaches;

3. Make building the evidence base for career and employment services a high priority through supporting research projects, on-line data gathering tools which simplify processes and the development of common indicators so there is a strong baseline of outcome data for the sector to build upon;

4. Promote examples, models, publications and research which demonstrate a holistic and balanced approach to Quality Assurance giving appropriate emphasis to Service Delivery Standards, Practitioner Standards as well as Outcome Standards.  Again this could be an important research and advocacy role for the CDSWG.  

Implementation of these suggestions would advance significantly the Quality Assurance agenda in career and employment services and would build on already existing exemplary and innovative practices. 
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APPENDIX A
Protocol for Interviews on Quality Service Delivery Standards in Career and Employment Services—for Provincial Co-ordinators/Third Party Co-ordinators
Introduction
We are interested in finding out what Quality Standards are in place for career and employment services in Canada, what the standards are and how they are supported, implemented, monitored and used.

A Quality Standard is a statement of the expected level of performance to be achieved. Quality Standards in career and employment services may cover several aspects:

· The standards set for these services and some way of monitoring whether these standards are being met

· The qualifications/competencies of the staff providing these services

· The outcomes of services and a system for tracking and reporting on outcomes

You may have some or all of these in place in the career and employment services administered through your jurisdiction. We have a few questions in each of these areas and our major focus is on standards for the actual delivery of services to clients.  

Part A:  Delivery of Career and Employment Services:  Background

1a.
Some provinces/territories deliver career and employment services through their own employees; others do so through agreements with third party providers; and still others through a combination of the two.  Could you describe how public career and employment services are delivered in your province/territory:

	


Ask 1b and 1c only if services are delivered in whole are in part through third party agreements:

1b.
Could you tell us the approximate number of third party agreements which are negotiated and managed by your jurisdiction: 
	


1c.
Are there specific types of services (i.e. job search) which are delivered through third party agreements? 

(  Yes                    (  No

If YES, please specify what types of services:

2.  
Could you please describe the role you play in the delivery of quality career and employment services to clients: 
	


Ask Part B.1 only if services are provided internally in whole or in part 

Part B.1:   Service Delivery Standards (for services provided internally)

1. Does your organization/jurisdiction prescribe a set of service delivery standards for services provided internally?

(  Yes                    (  No

If NO, go to question 10

If YES

Could you describe what areas of service delivery the standards cover:

	


2. Are these standards in the public domain? 

(  Yes                    (  No

If YES, how can we get a copy of them for our report? 
	


3. Where do these standards originate?

	


4. What monitoring mechanism is in place to measure the degree to which the standards are being met? 
	


5. What follow-up mechanism is in place to determine if corrective action is taken on identified shortcomings in services?
	


6. In your view, how effective is the current system in assuring quality standards are monitored, met and/or corrected?
	


7. How could the current system be improved?
	


There are many different kinds of quality service standards and you may not have mentioned all of these in your answer to the broad general question earlier.  I will suggest a number of possible service areas where standards may apply and ask you to identify any of these which you do have.  Where you do not have a standard, I would appreciate your opinion on whether there should be.

	Standard
	Yes/No
	What is the standard?
	Should there Be? Yes/No

	A service charter or vision is in place for the organization
	
	
	

	Access and /or wait times for services are specified
	
	
	

	Clients are informed about what services are available to them
	
	
	

	Premises are easy to access for all clients
	
	
	

	Premises are welcoming and comfortable
	
	
	

	Equipment is safe, well functioning and sufficient to meet need
	
	
	

	Adequate privacy is available for individual interviews
	
	
	

	A requirement is in place that all clients have an action plan and identified steps to take in order to achieve their goal
	
	
	

	Times are specified during which follow-up should occur
	
	
	

	A system for dealing with client complaints is in place
	
	
	

	Labour market information is relevant and current
	
	
	

	Good record keeping practices are in place
	
	
	

	Other
	
	
	


8. In your view, how effective if the current system in assuring quality standards are monitored, met and/or corrected?
	


9. How could the current system be improved?

	


10. If NO to question 1, 

How do you ensure that quality services are being delivered?
	


Ask Part B.2 only if services are provided in whole or in part through third parties 

Part B.2: Service Delivery Standards (for services provided through third parties)

11. Does your organization/jurisdiction prescribe a set of service delivery standards for services provided through third party agreements?
(  Yes                    (  No

If NO, go to question 18

If YES


Could you describe what areas of service delivery the standards cover:

	


12. Are these in the public domain?
(  Yes                    (  No

If YES, how can we get a copy of them for our report?

	


13. Where do these standards originate?

	


14. What monitoring mechanism is in place to measure the degree to which the standards are being met?

	


15. What follow-up mechanism is in place to determine if corrective action is taken on identified shortcomings in services?
	


16. In your view, how effective is the current system in assuring quality standards are monitored, met and/or corrected?
	


17. How could the current system be improved?
	


There are many different kinds of quality service standards and you may not have mentioned all of these in your answer to the broad general question earlier.  I will suggest a number of possible service areas where standards may apply and ask you to identify any of these which you do have.  Where you do not have a standard, I would appreciate your opinion on whether there should be.

	Standard
	Yes/No
	What is the standard?
	Should there Be? Yes/No

	A service charter or vision is in place for the organization
	
	
	

	Access and /or wait times for services are specified
	
	
	

	Clients are informed about what services are available to them
	
	
	

	Premises are easy to access for all clients
	
	
	

	Premises are welcoming and comfortable
	
	
	

	Equipment is safe, well functioning and sufficient to meet need
	
	
	

	Adequate privacy is available for individual interviews
	
	
	

	A requirement is in place that all clients have an action plan and identified steps to take in order to achieve their goal
	
	
	

	Times are specified during which follow-up should occur
	
	
	

	A system for dealing with client complaints is in place
	
	
	

	Labour market information is relevant and current
	
	
	

	Good record keeping practices are in place
	
	
	

	Other
	
	
	


If NO to Question 11:

18. Do you require that agencies who are awarded contracts for services have their own service delivery standards?

(  Yes                    (  No

If NO to Question 18, go to Question 24

If YES, what specific areas require a standard or a benchmark around which to assess quality? 

Are these standards in the public domain?

	


(  Yes                    (  No

If YES, how can we get a copy of them for our report?

	


19. Where do these standards originate?

	


20. What monitoring mechanism is in place to measure the degree to which the standards are being met?

	


21. What follow-up mechanism is in place to determine if corrective action is taken on identified shortcomings in services?

	


22. In your view, how effective is the current system in assuring quality standards are monitored, met and/or corrected?

	


23. How could the current system be improved?

	


There are many different kinds of quality service standards and you may not have mentioned all of these in your answer to the broad general question earlier.  I will suggest a number of possible service areas where standards may apply and ask you to identify any of these which are required of third party providers.  Where no standard is required, I would appreciate your opinion on whether there should be.

	Standard
	Yes/No
	What is the standard?
	Should there Be? Yes/No

	A service charter or vision is in place for the organization
	
	
	

	Access and /or wait times for services are specified
	
	
	

	Clients are informed about what services are available to them
	
	
	

	Premises are easy to access for all clients
	
	
	

	Premises are welcoming and comfortable
	
	
	

	Equipment is safe, well functioning and sufficient to meet need
	
	
	

	Adequate privacy is available for individual interviews
	
	
	

	A requirement is in place that all clients have an action plan and identified steps to take in order to achieve their goal
	
	
	

	Times are specified during which follow-up should occur
	
	
	

	A system for dealing with client complaints is in place
	
	
	

	Labour market information is relevant and current
	
	
	

	Good record keeping practices are in place
	
	
	

	Other
	
	
	


If No to Question 18:

24. How do you ensure that quality services are being delivered?

	


Ask Part C.1 only if services are provided internally in whole or in part 

C.1  Service Providers (for services provided internally)

25.
Does your jurisdiction require that service delivery staff have any formal qualifications?

(  Yes                    (  No

If YES, how can we get a copy of them for our report?

	


26. Does your jurisdiction require that service delivery staff demonstrate competencies according to a set of standards or guidelines for service providers?

(  Yes                    (  No

If YES, what set of standards or guidelines is required?

	


27. Does your jurisdiction require that service provider staff are monitored, inspected or supervised on a regular basis to ensure that appropriate processes are in place for quality service delivery and that expected outcomes are being achieved?

(  Yes                    (  No

If YES, what is the mechanism used to monitor, inspect or supervise?

	


28. Does your jurisdiction require that service provider staff receive any form of professional development and training on a regular basis?

(  Yes                    (  No

29. In your view, how effective is the current system in assuring quality standards for service delivery staff are monitored, met and/or corrected?

	


30. How could the current system be improved?

	


Ask Part C.2 only if services are provided in whole or in part through third parties

C.2  Service Providers (for services provided through third party agreements)

31.
Does your jurisdiction require that service delivery staff in third party provider   agencies have any formal qualifications?

(  Yes                    (  No
If YES, what are the qualifications?

	


32. Does your jurisdiction require that service delivery staff in third party provider  agencies demonstrate competencies according to a set of standards or guidelines for service providers?

(  Yes                    (  No
If YES, what set of standards or guidelines is required?

	


33. Does your jurisdiction require that service providers staff in third party provider  agencies are monitored, inspected or supervised on a regular basis to ensure that appropriate processes are in place for quality service delivery and that expected outcomes are being achieved?

(  Yes                    (  No
If YES, what is the mechanism used to monitor, inspect or supervise?

	


34. Does your jurisdiction require that service provider staff in third party provider agencies receive any form of professional development and training on a regular basis?

(  Yes                    (  No
35. In your view, how effective is the current system in assuring quality standards for service delivery staff are monitored, met and/or corrected?

	


36. How could the current system be improved?

	


Ask Part D.1 only if services are provided internally in whole or in part 

D.1  Service Outcomes (for services provided internally)

37. Does your jurisdiction require agencies to report on the outcomes of the quality of services they provide?

(  Yes                    (  No
If NO, go to Question 46.

If YES:

38. To whom do they report?

	


39. How often do they report?

	


40. What outcomes are they required to report on?

	


41. How satisfied are you with the outcomes which are reported?

	


42. What is done with the results?

	


43. How satisfied are you with what is done with the results?

	


44. Does your jurisdiction require or itself conduct any process for clients to regularly be consulted on their satisfaction with and experience of the services?

(  Yes                    (  No
If YES, what is the process used?

	


45. How would you like the outcomes area of quality standards for career and employment service delivery to be improved?

	


46. If No to Question 37:

How do you ensure that appropriate service outcomes are being achieved?

	


Ask Part D.2 only if services are provided in whole or in part through third parties

D.2  Service Outcomes (for services provided through third party agreements)

47. Does your jurisdiction require third party provider agencies to report on the outcomes of the quality of services they provide?

(  Yes                    (  No
If NO, go to Question 56

If YES:

48. To whom do they report?

	


49. How often do they report?

	


50. What outcomes are they required to report on?

	


51. How satisfied are you with the outcomes which are reported?

	


52. What is done with the results?

	


53. How satisfied are you with what is done with the results?

	


54. Does your jurisdiction require or itself conduct any process for clients to regularly be consulted on their satisfaction with and experience of the services?

(  Yes                    (  No
If YES, what is the process used?

	


55. How would you like the outcomes area of quality standards for career and employment service delivery to be improved?

	


56. If No to Question 47:

How do you ensure that appropriate service outcomes are being achieved?

	


Part D:   Other comments:

We would welcome any other comments/observations/concerns you have about Quality Service Standards in Career and Employment Services.

What additional comments would you like to add?

	


APPENDIX B

Protocol for Interviews on Quality Service Delivery Standards in Career and Employment Services - For Third Party and Community-Based Providers

Introduction:

We are interested in finding out what Quality Standards are in place for career and employment services in Canada, what the standards are and how they are supported, implemented, monitored and used.

A Quality Standard is a statement of the expected level of performance to be achieved. Quality Standards in career and employment services may cover several aspects:

· The standards set for these services and some way of monitoring whether these standards are being met

· The qualifications/competencies of the staff providing these services

· The outcomes of services and a system for tracking and reporting on outcomes

You may have some or all of these in place in the career and employment services administered through your jurisdiction. We have a few questions in each of these areas and our major focus is on standards for the actual delivery of services to clients.  

Part A:  Delivery of Career and Employment Services:  Background

To begin, could you please clarify the role you play in the delivery of quality career and employment services to clients:

	


Could you tell us the approximate number of career and employment agencies which are within your network of delivery agencies:

	


Are there any specific aspects of your service provision (clients served; extent of employability need; special issues; sources of funding) which are an important context for understanding your responses.  If yes, could you briefly describe these:

	


Part B:  Service Delivery Standards

1. Does your organization have a set of service delivery standards in place?

(  Yes                    (  No
If NO, go to question 8

If YES, could you describe what areas of service delivery the standards cover:

	


2. Are these standards in the public domain?

(  Yes                    (  No
If YES, how can we get a copy of them for our report?

	


3. Where do these standards originate?

	


4. What monitoring mechanism is in place to measure the degree to which the standards are being met?

	


5. What follow up mechanism is in place to determine if corrective action is taken on identified shortcomings in services?

	


6. In your view, how effective is the current system in ensuring quality standards are monitored, met and/or corrected?

	


7. How could the current system be improved?

There are many different kinds of quality service standards and you may not have mentioned all of these in your answer to the broad general question earlier.  I will suggest a number of possible service areas where standards may apply and ask you to identify any of these which you do have.  Where you do not have a standard, I would appreciate your opinion on whether there should be.

	Standard
	Yes/No
	What is the standard?
	Should there Be? Yes/No

	A service charter or vision is in place for the organization
	
	
	

	Access and /or wait times for services are specified
	
	
	

	Clients are informed about what services are available to them
	
	
	

	Premises are easy to access for all clients
	
	
	

	Premises are welcoming and comfortable
	
	
	

	Equipment is safe, well functioning and sufficient to meet need
	
	
	

	Adequate privacy is available for individual interviews
	
	
	

	A requirement is in place that all clients have an action plan and identified steps to take in order to achieve their goal
	
	
	

	Times are specified during which follow-up should occur
	
	
	

	A system for dealing with client complaints is in place
	
	
	

	Labour market information is relevant and current
	
	
	

	Good record keeping practices are in place
	
	
	

	Other
	
	
	


8. If NO to question 1: 

How do you ensure that quality services are being delivered?

	


Part C:  Service Providers:

9. Are service providers required to have any formal qualifications in order to deliver career and employment services to clients in your network of agencies?

If YES, what is the qualification?

	


10. Are service providers required to demonstrate competencies according to a set of standards or guidelines?

(  Yes                    (  No
If YES, what set of standards and guidelines is required?

	


Are the standards and guidelines voluntary or required?

(  VOLUNTARY              (  REQUIRED

If required, by whom?

	


11. Are service providers monitored, inspected or supervised to ensure that they are following appropriate processes with clients and achieving required service delivery outcomes?

(  Yes                    (  No
If YES, what is the mechanism used to monitor, inspect or supervise?

	


12. Are service providers bound by a code of conduct or a code of ethics?

(  Yes                    (  No
If YES, what code?

	


13. Does your jurisdiction require that service provider staff receive any form of professional development and training on a regular basis?

(  Yes                    (  No
14. In your view, how effective is the current system in assuring quality standards for service delivery staff are monitored, met and/or corrected?

	


15. How could the current system be improved?

	


PART C:  Service Outcomes:

16. Do you require reports on the quality service results/outcomes of your services?

(  Yes                    (  No
If NO, go to question 21

If YES, what outcomes do you require be reported?
	


17. What is done with the results?

	


18. How satisfied are you with the outcomes you report on?

	


19. Is there a required process that clients be regularly consulted on their satisfaction with and experience of the services?

(  Yes                    (  No
If YES, what is done with the results?

	


20. How would you like the area of reporting on service delivery results/outcomes for career and employment services to be improved?
	


21. If No to Question 16:

How do you ensure that appropriate service outcomes are being achieved?

	


Part D:  Other Comments:

We would welcome any other comments/observations/concerns you have about Quality Service Standards in Career and Employment Services.

What additional comments would you like to add?

	


APpendix c – Key informants

The author expresses appreciation to the following key informants who gave generously of their time, information and insights:

Steve Atkinson

Manager, Services Delivery

Pacific Community Resources Society

British Columbia

Lisa M Rawlings Bird

Executive Director

Yukon Council on Disability

Yukon

Adele Colhon

YMCA

Manager, National Programs

Post-Secondary Access Partnerships

Ontario

Jon Fairweather 

Counselling Consultant

New Brunswick Post-Secondary Education, Training and Labour

New Brunswick

Sue Forrester

Manager

Program Design

Employment Ontario

Ontario

Ron Gallamore

Manager

Employment and Labour Market Services 
Vancouver Island
British Columbia

Marcy Girard, Bev Parker, Judith MacDonald
Senior Managers

Edmonton and NE Regions, Community and Business Services

 Alberta

Tannis Goddard

Founder and President, 

Training Innovations, B.C. 

British Columbia

Jan Kot

Director

Career and Employment Services

Ministry of Advanced Education and Employment

Saskatchewan

Judy Lawrence

Program Consultant

EAS

Nova Scotia

Jean Metrapolit

Manager

Employment Services

Yukon

Doug Preston

Executive Director, 

North Island Employment Foundations Society, B.C. 

British Columbia

Norma Strachan, CEO; Leslie Patton; Denise Lloyd 

ASPECT (Association of Service Providers for Employability and Training) 

British Columbia

Susan Soikie

Jewish Vocational Services Toronto (JVS Toronto)

Director of Quality and Customer Services
Career Services

JVS Toronto

Matt Wood

Executive Director

First Works

Ontario
APPENDIX D – GERMANY

Model for Quality Assurance in the Vocational Guidance and Counselling Service in the German PES – 15 selected quality standards (out of 60) 
Model for Quality Assurance in the Vocational Guidance and Counselling Service in the German PES – 15 selected quality standards (out of 60)

	Quality 
Dimension
	Indicator
	Standard


	Type of 
Measurement

	1. Input
	· Certified GP*)
      (level of education/training, 
      continuous training,
      supervision)


· Certified provider (org.)

      (according to management
      process, leadership, etc.)


· Ratio GP to Client



· Accessibility according to
clients needs (Telephone,:
E-Mail/face-to-face






· IT-Support; sufficient

Provision of Hard- and
software; comprehensive service hours

  
	· Min. 90 % of GP
accredited


· Each provider or
service unit is 
certified separately

· For example:
1 : 100 

· Mind. 90 % of Contacts are successful;

· Comprehensive 
service offer in schools, HE-Inst.,
labour agency)

· All GP have 
access to IT tools

· All clients have access
to Career Information
tools


	· Auditing
Process 

· Auditing

      Process

· Statistical
monitoring

· Statistical monitoring




· Statistical monitoring



	2. Process


	· Customer satisfaction with guidance intervention: 
(different dimensions: accessibility, competence, friendliness, etc.)

· Customer satisfaction with accompanying service: e.g. career information medial, career fairs, seminars, workshops


· Cooperating partners‘
satisfaction 

· Waiting for service/
interview/ intervention


	· 90 % of customers
are satisfied

· 90 % of customers 
are satisfied



· 90 % of partner organisations are satisfied with cooperation 


· Individual clients: 
max. 2 weeks
Employers:
max. 1 day


	· Surveys

· Surveys

· Surveys 

· Monitoring; Surveys


*) GP = Guidance Practitioner

	Quality
dimension
	Indicator
	Standard


	Type of
measuring

	3. Output
    quality

   
	· Successful matching
on training market


Ratio of Integration
into training Market 

· Client satisfaction with
knowledge building and increase of ability for decision making

· GP gave support for
realization of career choice;
Action plan 
Agreement on next steps



	· Min. 95 % of offered
apprenticeships
are filled

· Min. 95 % of all
applicants took up
apprenticeship training
or labour market scheme


· Min.90 % of clients
are satisfied



· 100% of career interventions are
documented

· 70 % of clients had a concrete agreement
with GP on next steps
and action plan

	· Monitoring

· Survey

· Analysis of
data files


	4. Outcome/

    Impact
	Unemployment ratio
after vocational education
or training

· Drop-out ratio

· from apprenticeship 

· from labour market
training schemes

· inflow into long-term unemployment among
under 25year olds
	· Reduction of inflow
into unemployment

· max 10 %

· max 10 %


· reduction according
to target agreement


	· Unemployment statistics

· statistics

· Unemployment statistics


Example for the use of a Balanced Score Card with selected Indicators to monitor Quality Standard Achievement in the Vocational Guidance and Counselling Service for Young people 

in Local Labour Agencies
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Source: Bundesagentur für Arbeit, Projektgruppe Berufsberatung/Hochschularbeit; Abschlussbericht, Nürnberg 2003
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