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The study of EKEP “International systems for quality assurance in Guidance services” was carried out in June 2007 in the context of the project “Development of EKEP” which was financed by the Operational Program of Education and Initial Vocational Training (EPEAEK II) of the Hellenic Ministry of Education. 

The study  consists of 4 parts.
The first part refers briefly to the most important international quality management systems like ISO 9000etc.
 The second part describes the most well known quality assurance systems for career guidance like the 1) Matrix quality standard for information advice and guidance services 2) The Canadian Blueprint for life/work Designs etc.

The third part deals with the systems developed for the quality assurance of various public sector services in Greece for example the system for the evaluation of the continuous education and training centers of the Ministry of Employment etc.

Finally the fourth and the most important part proposes a model system suitable for quality assurance in  guidance services of Greece. After a reasonable period of pilot application, the system could be used for the initial and continuous evaluation of Greek guidance services. 

Description of the model system
The Greek model system for quality assurance in guidance services consists of:
6 groups of benchmarks

and 33 benchmarks

The six groups are:

1. Leadership with 4 benchmarks

2. Organizing – planning with 8 benchmarks

3. Guidance practitioners – human  resources with 8 benchmarks

4. Client satisfaction with 4 benchmarks
5. Delivery of services with 7 benchmarks

6. Premises and equipment with 4 benchmarks
1- st group of benchmarks: Leadership
	BENCHMARKS
	QUALITY INDICATORS
	DOCUMENTS OF PROOF – PIECES OF EVIDENCE

	The mission, aims and objectives (including those for specific groups of users), target groups and policy of the Service are fully and clearly described to potential users.
Users should clearly and quickly understand the nature of the service.
(This benchmark actually abides by the principle of “transparency” see Cedefop “Improving lifelong guidance policies and systems. Using common European reference tools, section 2”

	It should be a Statement of Service covering:
· mission statement

· statement  of aims and objectives

· what each group of users should expect from the Service

· the principles of guidance provision met by the Service (e.g. details of the confidentiality and equality practices)

· information on the methodology used and the competences of the staff delivering the guidance services

· information for the user regarding their entitlement

The Service should consider different Statements of Service, for example one for parents, another for employers etc.


	The Statement – description of Service could be incorporated into:

· promotional material (either printed or electronic available on the website)

· presidential decree of the establishing of the Service

· articles (memorandum) of association

· informational booklets, leaflets etc.

The evaluators, quality assurance committee etc should look for these pieces of evidence


	QUALITY ATTRIBUTES: Every Service should provide a full description – Statement of Entitlement including: The mission of the Service, why the Service was established, in which context? Its target groups? Are people from non traditional backgrounds included? What is the policy of the Service on quality assurance?, procedures for registering complaints, codes of practice, referral practices, systems for the assessment and professional development of the practitioners, systems for investigating client needs etc. The full description of the Service should be made freely available to users in printed form, on the internet or verbally.


	1.2. 
The Service cooperates with all relevant agencies – Services both national and international in order to achieve its aims.
	There should be a network of Services relevant  to guidance e.g.:
· guidance  services 

· social services

· educational institutions 

· parents associations

· enterprises

The cooperation of the Service with the above agencies and its participation to the network must be mentioned in the Statement of Service.
	Documents of proof could be:
· Statement of Service

· memorandum of understanding

· written agreements

· agendas, minutes of meetings /congresses  
· referral records



	The Service should promote working  relationships with relevant agencies. Included in the Statement of Service is information assuring the user that the Service is aware of all relevant agencies and cooperates harmoniously with them ensuring there are no conflicts between them.


	1.3.a

The Service has a specific policy for the effective management of information
	The Service should have a concrete mechanism for the collection, processing, recording, revision and evaluation of information.

This mechanism is based on specific procedures and methodologies. It takes account of all the principles of information provision (relevant, accurate etc.), of the needs for information of all citizens (including persons with special needs etc).


	· description of the mechanism

· databases

· surveys of citizen’s needs for information

· archives

· records of referrals to other information sources

· forms filled after every information – giving interview



	1.3.b

The policy  for the management of information is implemented (put into practice)
	
	

	The wide range of information sources and the need for accurate, current and inclusive information provision make necessary the existence of a concrete mechanism of information management.


	1.4.
The Service has a specific policy for the use of new technologies.
	There should be a concrete mechanism for the introduction and development of new technologies both in management and delivery of the Service.
	· description of the mechanism

· receipts from the procurement of computers, data projectors, pc programs (hardware and software) etc.

	Every modern guidance Service should provide its services using a range of new technologies. This means it should have a specific mechanism for the effective use of these technologies. For example an ICT policy could help achieving most aims of the Service  e.g. , promotion of the Service, delivery of the service to people with disabilities, communication with people in key target groups, public opinion surveys etc.




2-nd group of benchmarks: Organizing – planning
	BENCHMARKS
	QUALITY INDICATORS
	DOCUMENTS OF PROOF – PIECES OF EVIDENCE

	2.1.

The Service is accredited for the offering of guidance services.
	The Service should have followed all legal procedures necessary for accreditation and gaining license.
	· license  to practice guidance

· presidential decree

· documents of accreditation
· articles of association



	On condition that there is a national legislation obliging the Service to be accredited in order to offer guidance services, the Service should follow all necessary procedures for the accreditation and gaining license. 



	2.2.

The Service is organized  and managed in a way that ensures effective use of resources and attainment of objectives. 
	There should be a sound internal management structure based on the principles of modern management.
	· organogram (organization chart)

· articles of association

· by – law 



	The Service should have made management arrangements to ensure that its objectives are attained.



	2.3.

The Service is planning and programming its activities against its aims and objectives.
	System of annual and long – term planning with set out quantitative and qualitative aims.
	· business plan

· annual planning with quantitative and qualitative aims

· action plan 

· long – term  plan



	The Service follows a process of operational planning, it plans its activities against its aims and objectives. The planning could be short – term, medium – term or long – term and it should be accompanied by quantitative and qualitative indicators ensuring the attainment of the objectives.



	2.4.

The Service monitors and evaluates its operation and efficiency. 
	There should be a system of monitoring and evaluation of   the efficiency of the Service. The implementation of plans should be monitored and reviewed at least every four months.   
 
	· written  description of the system

· monitoring forms

	The existence of a planning system is not enough. The implementation of plans should be monitored and reviewed in order to ensure that objectives are attained. That’s why the Service should have a system of self – assessment evaluating its operation and efficiency with emphasis in the guidance services it provides. The description of the system should include the methodology of self – assessment, the way of drawing conclusions and of using them in order to further develop the Service.
The Service should take user and staff evaluation of activities into account.



	2.5.a

The service has a quality management system, like ISO  9001 etc. in order to apply generic standards and to ensure desirable characteristics of services.


	There should be a concrete mechanism for the implementation of Quality  Management System with quality manager, criteria, procedures etc.
	· Quality System Certificate of Conformity

	2.5.b 

The service implements a QMS.


	
	

	It is important for guidance Services to check that their services measure up to the specifications of a relevant standard. Guidance services require testing for conformity with specifications or compliance with codes of practice before they can be put on practice.



	2.6.a

The Service cares for the continuous development and improvement of its staff. 
	There should be a mechanism to ensure the on – going professional development and continuous improvement of the staff. It could include:

· training seminars organized by the Service itself 
· allocation of funds for the participation of the staff to training programs organized by other agencies 
supportive mechanism (coaching – mentoring for employees with limited or with no professional experience)
	· written  description of the mechanism

· staff development plan

· staff training needs analysis

· annual reviews

· appraisals

	2.6.b

The mechanism for the continuous development of the staff is put into practice.
	
	

	Guidance staff needs to be continuously supported to develop their professional, personal skills and knowledge and to effectively measure their performance. The Service should have plan a mechanism for the continuous development of its staff.



	2.7.

The Service motivates and empowers its human resources. 
	There should be a system for staff motivation, which should offer incentives to the staff. For example: 
· members of the staff could involve in drawing up of policies, in taking decisions and in evaluating the Service

· The staff should be regularly informed on matters of their responsibility 

· There should be a continuous cooperation of the Staff with the Management. The latest should give all the necessary feedback to the staff.


	· Description of the system

· Minutes of meetings

· Agendas

Testimonials from the participation of the staff to meetings, work teams etc

	Staff motivation is a very important factor in accomplishing the aims and targets of a guidance Service. The Service should have plan a system for creating and offering incentives to its staff. This way staff will be satisfied with its work and will work towards personal development.



	2.8.a

The Service evaluates its staff regularly.
	There should be an appraisal system of guidance counselors and the rest of the staff complete with methodology, tools and terms of application


	· written description of the system
· relevant printed material (forms, questionnaires etc)

	Assessment of the work of guidance personnel is essential for service improvement. The Service should evaluate its staff at least annually, giving them feedback necessary for improvement. The Service should evaluate staff competence in practice, when practitioners actually do the job.




3- rd group of benchmarks: Guidance practitioners – human  resources
	BENCHMARKS
	QUALITY INDICATORS
	DOCUMENTS OF PROOF – PIECES OF EVIDENCE

	3.1.

The Service needs to ensure that its practitioners have the competence needed to perform the guidance tasks they are called on to undertake. 
	There should be a selection procedure which ensures that the staff has the qualifications and experience needed to perform its tasks, according to existent legislation. There should be a suitable proportion of:

· counselors with specialized degrees (tertiary education)

· counselors with seminary training (duration in hours is mentioned)
· counselors with relevant experience (gained by paid, non-paid, voluntary jobs, internships etc)

Professional experience could refer to:

· Organization of career guidance centers

· Guidance provision to various population groups (pupils, students, people from disadvantaged groups etc)

· Planning of actions aiming at the connection of education – training with the labour market (career days) 

· Planning and management of programs relevant to guidance 

	· academic  titles

· portfolio

· job certificates

· letters of introduction

· volunteer work certificates

· publications

· insurance certificates 

	Staff competence is the cornerstone of quality assurance in guidance, a key to the successful delivery of guidance services. Both formal and informal qualifications gained from training and professional experience should be evaluated. An appraisal system is not enough. Services need to define what “competence” means for them and their staff.



	3.2.

Guidance counselors need to have additional skills, supportive to their work. 
	selection procedure which ensures that the staff has additional skills supportive to their work. Additional skills include:

· speaking at least one foreign language 

· pc    skills

· personal skills 

· special skills for supporting disadvantaged  people and people with disabilities (knowledge of Braille) 

	· foreign  language certificates

· pc     skills certificates

· special skills certificates e.g. Braille certificate etc  

	Educational qualifications and experience are not enough for delivering guidance services to all citizens. Staff need to have additional skills e.g. skills for supporting people with disabilities. Personal skills are also needed e.g. ability to work under pressure, problem solving ability, decision making skills etc. The increase in the use and range of new technologies means that staff need to have multiple ICT skills.



	3.3.
The tasks and responsibilities of guidance counselors (and staff in general) correspond to their qualifications and experience.


	mechanism which ensures that Guidance counselors (and staff) are placed in positions according to their academic qualifications, personal skills and level of specialization. 
	· organogram

· elements that prove the tasks and responsibilities of staff

	This characteristic is connected with existent legislation and emphasizes the fact that the tasks undertaken by counselors and staff should not be contrary to their qualifications and experience. Such lack of correspondence should mean that citizens do not receive high quality services even if the service employs competent staff.



	3.4.

Counselors are accredited for the offering of guidance services.
	The Service should follow all necessary procedures for accrediting practitioners according to operative accreditation framework.
	documents that prove the accreditation of counselors and staff 

e.g. record certificates, licences etc.

	The guidance counselors and staff of the service are accredited according to existent national legislation for offering guidance services. Some of them should be additionally accredited for working with different client groups such as immigrants, disabled,                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                       offenders and ex – offenders, native minorities etc. 
                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                     

	3.5.

 Counselors themselves take the responsibility for their continuous professional development 
	Mechanism which ensures that Counselors themselves take the responsibility for their continuous professional development. Counselors should be encouraged to:

· take the opportunities offered by the Service for continuous training

· inform the Service about their training needs and discuss ways for covering them
· have the initiative in organizing their training outside the framework of their organization


	documents that prove the participation of staff to training programs and activities 

	In the era of lifelong learning counselors themselves should take the responsibility for their continuous professional development mainly by gaining additional qualifications, experience and skills.



	3.6.

The Service employs necessary suitable auxiliary staff.
	Auxiliary  staff according the mission of the Service includes:

· executive and managerial staff

· financial staff

· technical staff 
· information executives 

                                                      
	· organogram

· documents that prove the number and qualifications of auxiliary staff



	Depending on it’s size and mission the Service should employ auxiliary staff, necessary for the effective delivery of services.




4-th group of benchmarks: Client satisfaction                                               
	BENCHMARKS
	QUALITY INDICATORS
	DOCUMENTS OF PROOF – PIECES OF EVIDENCE

	4.1.a

The Service has designed a system for investigating citizen needs.
	System for investigating client needs which could include:

· client need surveys, questionnaires etc

· communicating with mainstream citizens by mail, e-mail and by word of mouth

· collecting information from persons connected to the target group (e.g. parents, teachers, members of clubs)

The system takes into account the different needs of the two sexes as well as the needs of disadvantaged social groups

	· questionnaires

· correspondence

· documents that prove that public opinion surveys have been conducted etc.



	4.1.b

The system for investigating citizen needs is implemented (put into practice). 
	
	

	Services should ensure that what is on offer is what clients need. They must answer the basic question “What do they want from you?” Identifying and then offering services needed by the citizen is the most important tool for widening participation.



	4.2.

The Service delivers services appropriate to meet the needs of different target groups accessing it.


	There should be a mechanism that makes systematic use of the findings from client need surveys.
The mechanism includes actions directly proportional to these findings 
	description of the mechanism

	Exploring the needs of people accessing the service is not enough. The service should plan and deliver services directly proportional to such findings.



	4.3.

The Service provides sufficient information about the services it delivers to each target group.


	There should be a system suitable for informing citizens of all available services with the use of appropriate printed or electronic material adapted to the specific target groups.

The principles of equality of opportunity and accessibility to information are met


	· description of the system

· printed or electronic informative material

	The Service should give all target groups information about available services.



	4.4.a

The Service must ensure that users are regularly consulted on their satisfaction with the service.


	· System for investigating client satisfaction by the services provided and the staff 

· Mechanism for making use of client feedback

The mechanism could include:

· client satisfaction surveys

· follow up activities

· forms for evaluating the provided services 


	· feedback forms

· questionnaires

· correspondence

· documents that prove that surveys have been conducted etc.

· forms filled after every visit to the service



	4.4.b

The system for investigating client satisfaction is implemented.


	
	

	Investigating citizen needs is not enough. The service should research citizens’ expectations. The level of citizen’s satisfaction is crucial for improving the service. Making use of clients’ feedback is a very important tool for investigating client satisfaction.




5-th group of benchmarks: Delivery of services
	BENCHMARKS
	QUALITY INDICATORS
	DOCUMENTS OF PROOF – PIECES OF EVIDENCE

	5.1.

The Service should think how it can best promote itself as a support mechanism encouraging citizens to use the Service. This includes promoting the Service to specific target groups (disadvantaged people, people with disabilities, immigrants etc.).

	marketing strategy that maps out the aims and objectives of marketing the Service, together with the variety of promotional activities during the year that will meet those aims and objectives. This is reviewed annually and revised if necessary.
	· marketing plan 
· promotional material both in print and on the internet

	The Service should have planned a marketing strategy aimed at attracting citizens from all its target groups. Indentifying people not using the Service should be the first step of this strategy. The marketing strategy needs to lover what is essential to those using the Service. It should  include the aims, methodology and means of promotion. The Service should think how can promotional material best be distributed to potential users of its services.


	5.2.
The Service should observe the rules of the Code of Practice for guidance services.
	System of checking the observance of the Code of Practice. The code of Practice should include rules on:

· moral obligations towards the client (confidentiality, impartiality, equal opportunities, right of the citizen to be referred)

· attitudes towards colleagues
· attitudes towards other Services

· personal obligations of counselors.


	· description of the system
· printed code of Practice

	The Service should abide by the Code of Practice (either national or international) and the principles of guidance provision. This includes professional ethics for the delivery of services to special target groups (disadvantaged people etc.).


	5.3.
The service uses appropriate guidance methods relevant to the purpose and the target groups for which they are used.
	System of monitoring and evaluation that ensures the appropriateness of methods, techniques and means of guidance provision used by the Service e.g.:

· individual counseling 

· group counseling 
· interview

· psychometric tests etc.


	· description of the methodology
· forms filled after every visit to the service

· feedback forms

	The Service should have describe the methodology used for the effective delivery of its services as well as a system of checking if the desirable guidance methods are  actually used on practice.


	5.4.
The Service provides information using appropriate methods, materials and equipment
	There should be a system (of monitoring and evaluation) which ensures that citizens are able to access and use information in a manner that is appropriate to their needs.

	· library
· databases

· websites

· videos

· CDs

· tapes

· printed material (booklets, brochures etc.)



	The service should make information available using a range of technologies and appropriate methods. There should be a simple procedure to enable students with disabilities to use the information. The service should hold information in a range of formats and media.


	5.5.
The Service uses appropriate equipment, tools and materials in guidance provision (e.g. psychometric tools, educational material etc.).
	system of monitoring and evaluation that ensures the appropriateness of tools and materials used in guidance provision.
	· description of the system
· receipts from the procurement of psychometric tools

· minutes of meetings (scientific committees etc.)

	The appropriateness of guidance methods is not enough. The service should check the appropriateness of its tools also.



	5.6.
The guidance provided by the service assist citizens to develop the ability to manage their learning and work through all their lives.


	System of monitoring and evaluation that ensures that guidance provided helps citizens to develop career management skills. Appropriate methods and materials are necessary. 
The skills that should be developed are:

· personal characteristics review skills

· collection and evaluation of information skills

· decision making skills

· continuous learning planning skills 

· job search skills (drafting of cv,  presentation skills etc)

assertiveness

	· printed and electronic material


	Career management skills are very important in planning and managing learning and career paths and the transitions there in. Such skills are: job – seeking skills, decision – making skills, information – collection skills etc.


	5.7.
The service refers its clients, when necessary to other services better placed to support them.
	internal and external referral system. Citizens should be able to access other information sources and guidance services if required.
	· description of the system
· records of referral

	Sometimes additional guidance assistance is required. Whenever other services or colleagues are better able to meet specific citizens΄needs, citizens should be referred to them. Referral is a key process in ensuring citizens’ needs are being met.




6 th group of benchmarks: Premises and equipment
	BENCHMARKS
	QUALITY INDICATORS
	DOCUMENTS OF PROOF – PIECES OF EVIDENCE

	6.1.

Premises, their location and layout are in conformity with existent legislation 

	There should be a system of evaluation which ensures the appropriateness of premises.
	· inspection of the building (on the spot)

	6.2.

The Service has  accommodation and equipment that is appropriate for the delivery of guidance services and consistent with existent legislation.


	There should be a system of evaluation which ensures the appropriateness of accommodation.
	· inspection of accommodation (on the spot)

· drawings

	Delivery of guidance services require special accommodation. For instance there should be a reasonable amount of privacy available to ensure the confidentiality of guidance interviews.



	6.3.

Equipment should be appropriate and sufficient both for staff and service users.
	There should be a system of evaluation which ensures the appropriateness of equipment. Equipment should be: 

· sufficient to deliver the stated service

· effectively maintained so that it meets health and safety requirements and remains useable

· appropriate for the target groups of the service.

Training in the use of any equipment should be made available for staff and service users.


	· inspection of equipment (on the spot) e.g. How accessible are the desks and library shelving to citizens with disabilities?

· receipts from the procurement of equipment

	The service should use appropriate equipment in the delivery of guidance services. It should also provide training and support to staff and citizens in the use of the equipment.

	6.4.

There exist favorable conditions so that all citizens have equal access to the Service.
	There should be a system of evaluation which ensures that all citizens including people with disabilities are able to use the services. Access for people with disabilities is easy according to existent legislation.

	· Statement of Service (see benchmark 1.1.)

· inspection of premises

	The Service should create favourable conditions that ensure the accessibility of all citizens.




1

