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Executive Summary

The Scottish Enterprise Renfrewshire (SER) contract with Renfrewshire Careers Partnership (RCPL) to provide adult guidance services is coming to an end, and in preparation for Careers Scotland, Matrix Management Consultancy has been commissioned to review the service and determine learning points for SER and RCPL.  

RCPL was found to have made a successful transition from being part of SER as RE-Direct to joining the careers service, thus gaining the advantages of working with the careers company, while continuing to provide adult guidance services.  This service has long been seen as important to the area and the innovative, flexible and powerful methods to help adults has grown and strengthened, although there are specific and important issues that should be addressed.

The service is well received and respected by customers with survey results approaching the very satisfied level, with 75% also recommending the service to others.  While impact is difficult to determine, it can be said that it was very real for most customers and life changing for some.  

However with a small percentage of adults from the local population being affected, it could not be said that the overall impact was large.  There is a discussion of impacts in sections 3.7 and 7.3.

The service was found to be additional with no other public or private organisations providing the same service. In terms of multipliers, lack of data and evidence on jobs created meant this could not be pursued in detail - measures of skill development and focus/motivation were considered to be valid however, and these were positive. There is no formula to determine value for money, but SER (and client) value was evident. For employers this was less so, for example RCPL’s employer redundancy interventions. Views were expressed as to how the service might be improved.

The difficulty of making a greater impact with limited resources is a constant pressure on the service although a number of learning points were explored with RCPL staff, partner organisations, and best practice from other areas:

· greater flexibility and urgency – to take calculated risks to do more while not overly raising expectations

· more developmental approach - to harness staff capabilities, enthusiasm and ‘downtimes’

· improved links to partners – pro-actively setting the agenda

· the use of private sector methods – monitoring efficiency, measuring service impact, building existing (well developed) links

· better marketing, networking, influencing – using the methods other areas have developed

These issues have been discussed with the service and the intention is to involve staff in the creation of action points as Careers Scotland’s implementation proceeds.

SCOTTISH ENTERPRISE RENFREWSHIRE

ADULT GUIDANCE REVIEW

Report

1
INTRODUCTION – SETTING THE SCENE

1.1 The Review

This report completes an interim evaluation of the adult guidance service in Renfrewshire - the Renfrewshire Careers Partnership (RCPL) - undertaken by Matrix Management Consultancy in consultation with partner organisations, clients of the adult guidance service (employers and individuals) and the service itself.  

The current three-year contract ends in April 2002 and with the onset of Careers Scotland, and Scottish Enterprise Renfrewshire wishes to:

· review progress to date, as well as impact

· ensure learning points are taken from local practice (as well as a review of best practice elsewhere)

· ensure adult guidance services in the area are well prepared and able to meet the needs of the local economy, as part of SER’s objectives

We would like to thank all those who helped with the review - to acknowledge their belief in what the service has achieved, their concern that the local area has a real need for this type of service and their desire that any improvements are made where possible.

Interviews and a survey of opinion were conducted with those who provide, those who assist and those who receive the service in addition to regular consultation with Scottish Enterprise Renfrewshire.  In addition, best practice meetings were held with other organisations in the public and private sector who could assist with learning points for Renfrewshire.  The following sample participated in the review:

Partner organisations 


7

Clients – questionnaires


36

Other guidance services 


3

Private Sector companies


3

Companies – redundancy


4

Companies – other



8

1.2 Background

The adult guidance service was originally a separate unit formed by Scottish Enterprise Renfrewshire as an adult orientated approach was seen as an important strand for SER’s services in Renfrewshire.  ‘Re-Direct’ was created and operated successfully as part of SER.  It was noted for its close links to employers (the benefits of the SER approach), high profile marketing and good local visibility, ‘high tech’ (for the time), modern central location and the quality and distinctiveness of its services.  It was seen to be ahead of any other LEC initiatives and it was significant in helping many adults retrain and achieve their career aspirations.

In April 1999 the service was separated from Scottish Enterprise Renfrewshire to be joined with the mainstream career service with the adult service maintained as a Scottish Enterprise Renfrewshire contract under RCPL.  It was then able to provide more of a seamless service to young people and adults, with the aim of using economies of scale to provide a more geographically dispersed service and to better link with educational and community establishments.

The service was transferred successfully and it is the ‘fruits of this labour’ that are now being reviewed, approaching the end of the third year.

The review also takes place during a period of substantial and significant change for the Careers Service in Scotland, and the operation within Renfrewshire will also be affected.  Following various Parliamentary reviews, Careers Scotland is due to commence operations formally in April 2002.  Our review has had to recognise that many changes will take place anyway as the new organisation gathers momentum.  No information has been made available as yet concerning the details of these changes, with the exception of suggested structural shape.  We have therefore taken the approach of highlighting key learning points from our review and suggesting that for Renfrewshire, these are the points which Careers Scotland might wish to consider additionally.

1.3
The Service

RCPL has been contracted to provide three levels of service to clients over 18:

Level 1 has been an information service, with the intention of providing group workshops for particular topics as well.

Level 2 has provided pre-entry guidance to Training for Work (TfW).  RCPL has also intended within the last year to provide an extended assessment for those with special needs or requiring additional support.

Level 3 has delivered more in-depth support of various forms e.g.  CV preparation and careers planning.

The service has also provided support to clients and employers in redundancy situations through PACE and has aimed to carry out training needs analysis for local firms.  RCPL also has an Investors in People contract from SER which is separate from this review.

The next section of the report provides a numerical assessment of performance against objectives and is followed by a review of learning points gathered during the review, divided into an Employers’ Review, Other Organisation Review and Best Practice.  Thereafter the next section covers overall strengths and weaknesses followed by implications for Careers Scotland, conclusions and recommendations.

2 PERFORMANCE AGAINST OBJECTIVES

The objectives and targets set down by SER for RCPL have been clear and concise.  They have essentially been quantitative, contract related, and we can comment on performance accordingly.

2.1
1999 – 2000


	
	Numerical targets

	Interventions
	Target
	Actual
	Variance

	S-I-T

	  780

	  336
	  - 444

	Level 1
	2249

	1107
	- 1142

	Level 2 – TfW
	1200

	1139
	    - 61

	Level 2 – non TfW
	  499

	    40
	  - 459

	Level 3
	  675

	1522

	 + 847

	Total

	5403

	4144
	- 1259

	
	
	
	

	
	Financial targets (£)

	Interventions
	Target
	Actual
	Variance

	S-I-T
	  15,600
	    6,720
	  - 8,880

	Level 1
	  89,960
	  44,280
	- 45,680

	Level 2 – TfW
	  78,000
	  74,035
	  - 3,965

	Level 2 – non TfW
	  32,435
	    2,600
	- 29,835

	Level 3
	  54,000
	121,760
	+ 67,760

	Total
	249,395
	228,795
	- 20,600


Overall performance was well below targets, with only level 3 interventions being substantially above target.  The overall effect was a shortfall of £20,600 in revenue claimed against budget.

2.2
2000 - 2001 


	
	Numerical targets

	Interventions
	Target
	Actual
	Variance

	Level 1
	1300

	1186
	- 114

	Level 2 –

short interview
	  880

	1085
	+ 205

	Level 2 – extended assessment
	  224
	      0
	- 224

	Level 3
	1328
	1407
	 + 79

	Total

	3732
	3678

	  - 54

	
	
	
	

	
	Financial targets (£)

	Interventions
	Target
	Actual
	Variance

	Level 1
	52,000
	47,440
	   - 4,560

	Level 2 – short interview
	57,200
	70,525
	+ 13,325

	Level 2 – extended assessment
	33,600
	    0
	- 33,600

	Level 3
	106,240
	112,560
	 + 6,320

	Total

	249,040
	230,525
	- 18,515


Level 2 short interviews and Level 3 performance were therefore higher than targeted, but this was offset by lower performance against target for Level 1, and the fact that extended assessments did not get off the ground.  Financially this meant RCPL were not able to take the full budget allocation from SER.  The shortfall was of a similar amount to the previous year, though total interventions deficit against target was much reduced.

2.3
2001 – 2002 to the end of October 2001

	
	Numerical targets

	Interventions
	Target
	Actual
	Variance

	Level 1
	  569
	  887
	+ 318

	Level 2 – 45 min.  interview
	  513
	  513
	       0

	Level 2 – TfW actions
	  659
	      0
	- 659

	Level 3
	  817
	1065
	+ 248

	Total

	2558
	2465

	   - 93

	
	
	
	

	
	
	
	

	
	Financial targets (£)

	Level 1
	  22,760
	35,480
	+ 12,720

	Level 2 – 45 min.  interview
	  33,345
	 33,345
	      0

	Level 2 – TfW actions
	  48,417
	      0
	- 48,417

	Level 3
	  65,360
	  85,200
	+ 19,840

	Total

	169,882
	154,025
	- 15,857


SER has provided RCPL with a new contract from November 2001 until the end of March 2002 which includes new categories, and a shift towards the inclusion of more workshops for TfW clients.  This mirrors the extended assessment, which has not happened to date.  

Performance against targets this year so far is again up for level 3, stable against plan for level 2 45 minute interviews, and for the first time in 3 years ahead of target for level 1.  If RCPL can finally change and develop its practices to achieve contract requirements under level 2, it will be performing at all levels.

2.4
Summary
The costs per intervention (as per SER contracts) have not changed much over the three years, showing that the core contract costs are in control:

 

1999-2000    £55.21

2000-2001    £62.68

2001-2002    £62.48

 

We didn't have data to compare with other areas which is a level of analysis that Careers Scotland may well address.  

These figures are known to RCPL and SER, and if the overall targets and costs were not being met then action would have already been taken!  

The issues for this review is how to better provide this service, what areas could be added and how effective the service is achieving what it does – the learning points discovered during the review seek to provide these answers.

3
Client Review

3.1
Survey of Opinion

In early November, a confidential questionnaire was posted to 417 recipients of the Adult Careers Guidance services.  The sample was random, but selected from clients who had received guidance 1 month, 4 months and 7 months previously, from each of the three Local Authority areas, and from level 1, 2 and 3 categories.  The questionnaire is included in the appendix.  An incentive in the form of a prize draw for gift vouchers was offered.

A total of 36 replies were received, an 8.6% response.  The breakdown according to levels 1-3 was as follows:


Sent
Replies


%

Level 1



145


6


4.1

Level 2



133


12


9.0

Level 3



139


18


12.9

Clearly there was a much better response from those who had received more of a service from RCP.

Responses according to age and whether employed or not were reasonably spread:

Age Group
Employed
Unemployed
Total

18-30




3


2


5

31-40




5


9


14

41-50




5


6


11


51+




3


3


6

Total




16


20


36

3.2
Analysis of Response

The analysis is split into:

3.3
Support Received

3.4
Views on services provided

3.5
Client Ratings

3.6
Specific Questions

3.7
Client Results

3.8
Summary

3.3
Support Received

Most clients had received support directly from Careers offices rather than through a company redundancy programme.  Only 7 of the 36 had been through the latter route.  The bulk of the responses were from the Paisley area, and most clients had been seen in Paisley, with Johnstone receiving a few mentions.

Perhaps contradicting the figures indicating the level of support supplied, as per the RCP data, the clients believed for the most part they had received ‘information mainly’ (level 1) rather than pre-entry to Training for Work, or more in-depth support (levels 2 & 3).  23 of the 36 respondents put themselves in level 1 category, 12 mentioned level 2 and 8 people in level 3.  Some ticked more than one level.  Only 8 of the 36 indicated that they had received support more than once.

When asked which specific part of the service they were interested in, a variety of answers were given.  Most often mentioned were:

Training for Work

7

Training


6

Changing careers

3

Job assistance 

3

Careers and training
2

Careers


2

FE/HE



2

CV support


2

Training funds

2

3.4
Views on services provided

Clients’ overall scoring on satisfied needs indicated a favourable view of the services provided.


Score



No.  of respondents


(1-5)







Extremely satisfied

5




6

Very satisfied

4



         15

Reasonably happy

3




9

Quite disappointed

2




4

Very disappointed

1




2

As an overall rating 1-5, this would average at 3.5

A large range of comments were posted to support the ratings given.  A sample of these is below, mainly positive, with a few less positive ones in italics.

1. ‘Quick and good information provided’

2. ‘Lots of information & advice’ 

3. ‘Good support & motivation’

4. ‘Good CV – professional’

5. ‘Provided confirmation regarding opportunities’

6. ‘Rude & nasty’

7. ‘Started training and then taken off’

8. ‘Nice, patient, helpful’

9. ‘Very friendly & helpful staff’

10. ‘Courtesy of staff’

11. ‘Financial help’

12. ‘Very helpful staff ‘

13. ‘Available, helpful, polite, informative’

14. ‘Not tied into ensuring training places available’

15. ‘Amicable’

16. ‘Quick response’

17. ‘Impressive professionalism.  From enquiry to interview’

18. ‘Very helpful & informative’

19. ‘Computer evaluation – unsuitable employment suggested’

20. ‘Happy energetic optimistic staff that seemed genuinely interested in my situation’

21. ‘Waiting time for appointment, and between appointment and receiving information was a problem’
3.5
Client Ratings

Clients were asked to rate RCPL on a number of specific measures.  The responses to these are as follows (not all were completed):

	
	Numbers

	
	Excellent 

(4)
	Very Good

(3)
	Good 

(2)
	Poor

(1)
	Score Overall 

(1-4)

	Awareness & promotion of Service
	5
	6
	14
	9
	2.20

	Ease of access
	2
	13
	17
	4
	2.36

	Ease of making appointment
	5
	13
	11
	5
	2.53

	Waiting time for appointment
	7
	5
	11
	8
	2.36

	Speed of response
	11
	11
	6
	5
	2.85

	Understanding/responsive to needs
	5
	14
	8
	6
	2.54

	Advisors’ knowledge
	7
	10
	16
	3
	2.58

	Range of info/services
	7
	6
	12
	7
	2.40

	Connections with training/ job opportunities
	4
	4
	10
	7
	2.20

	Follow-up support
	4
	4
	5
	9
	2.14


The rankings for these show lower scores than the overall 3.5 out of 5 reported earlier.  The equivalent score out of 4 would be 2.8.

Scores were higher overall for speed of response (receiving information, dealing with needs) followed by advisors knowledge and ease of making an appointment.  This suggests good personal skills from the advisors in dealing with clients calling in by phone, and when seen.

Lowest ratings were received for follow-up support, connections with job/training opportunities and awareness/promotion of service.  Points for concern here are that the service is not well enough known, that not enough follow-up support is offered, that clients may not be aware of its availability, and that they may be looking for a fuller service which includes more proactive links to live jobs and training.

Other areas like ease of access, waiting times for appointment and range of information/services offered might also be thought capable of improvement.  The final point perhaps confirms the comment above about a fuller service being available, while ease of access and waiting times are obviously not rated as highly as they might be.

3.6
Specific Questions

Clients were asked a number of specific questions about the service.

*
With regard to how they were first made aware, around 45% mentioned the Job Centre, with a variety of other sources mentioned, such as their ‘one’ advisers, the phone book, and word of mouth.

*
Most clients thought they could be made more aware of the services offered by greater publicity, and of those who specified how, suggestions included more publicity in public buildings and Job Centres.  One novel suggestion was publicity through the schools for parents.

*
For most respondents, location of the service had not been an issue.

*
Most had not used any IT packages, of those that had, most were happy with the ease of using these.  It was perhaps implicit in the responses, explicit in one, that not all had been offered the opportunity to access IT - based services.  

· We asked how the quality of the service could have been improved, and many answers were given.  These included:

1. better co-ordination & resources

2. had to wait 2 weeks

3. had to wait 3 weeks

4. job suitability info sheets not relevant

5. more options, questionnaires and career suitability testing
6. adviser not prepared following initial call

7. staff knowledge on information desired

8. friendlier staff for nervous clients

9. be more positive re.  strengths

10. no follow up ECDL

and positively – 

1. couldn’t be improved

2. nothing to suggest so far

3. very impressed

· We asked specifically what other types of information, support or service clients would have liked to receive at the same location.  Responses included:

1. ‘more course information’

2. ‘University course information’

3. ‘ECDL follow on’

4. ‘FE information on really good courses’

5. ‘Time ran out and no follow up offered’

6. ‘More information on vocational courses’

7. ‘Job vacancies’

· We queried whether connections from Adult Careers onto suitable job/training opportunities might have been better.  Comments included:

1. ‘more information on courses and getting onto them’

2. ‘not so far’

3. ‘no ‘

4. ‘make job/training databank available’

5. ‘yes, made more evident’

6. ‘vocational courses information needed’

7. ‘better guidance relative to available employment’

8. ‘more handholding in process’

3.7
Client Results

In terms of what clients saw as the positive results for them, from having used the services, albeit there were other factors contributing to outcomes, responses were:

Employment




3

Skills Development



12

Increased focus and motivation

14

Other





3

The emphasis on increased focus and motivation is interesting, and though not allied to a job outcome, remains a valid outcome when considering research which has been done on Learning Outcomes (Killeen & Kidd 1991).  Outcomes are notoriously difficult to pin down and quantify.  Developing individuals’ self-belief in their capacity to take decisions and act on them, developing their self-appraisal skills and knowledge, and developing their knowledge about the options open to them will lead to better training demand and better jobs.  

One of the frustrations highlighted in the opinion survey was that there was simply not enough good quality, higher-level training opportunities locally.  This is perhaps outwith the direct scope of this review, but nonetheless an important issue if expectations and standards in the guidance area are being raised – the quality of training must also be there.  The same point applies to job opportunities, the linkage to which has already been mentioned as a weakness.  Better information on opportunities is essential to provide a rounded client service.

Comments on results for clients included:

1. ‘Receipt of information on training quickly’

2. ‘Getting interviews’

3. ‘Increasing self-awareness of life skills’

4. ‘CV development’

5. ‘Feeling positive about prospects’

6. ‘Useless and pessimistic compared with Benefits Agency’

7. ‘Now training for work’

8. ‘Returned to College’

9. ‘Always found a job myself ‘

We finally asked overall what clients thought were the strongest and weakest points about the service, and whether they would recommend it to friends.  In terms of strengths, these included:

1. ‘career guidance & HE information’

2. ‘good advice on career options’ 

3. ‘free service’

4. ‘links to training programmes’

5. ‘useful information and staff ability’

6. ‘speed, approachable, helpful’

7. ‘in-depth knowledge’

8. ‘staff quality’

9. ‘professional support’

10. ‘ease of access’

11. ‘helpful and wide choice of options’

12. ‘understanding of needs’

13. ‘information available’

14. ‘help with CV’s’

15. ‘bank of information’

16. ‘gives direction to you’

17. ‘opportunity to discuss options’

18. ‘direction, focus and moral support’

19. ‘1 to 1’

20. ‘knowledge of information’

21. ‘positive guidance on career choices’

22. ‘speed of response’

Main weaknesses were:

1. ‘no aftercare’ 

2. ‘publicity lacking’

3. ‘better guidance required’

4. ‘waiting for appointment ‘

5. ‘not enough useful information ‘

6. ‘not positive enough’ 

7. ‘interview facilities could be better‘

8. ‘education providers’ quality’

9. ‘more engineering/construction specialists required’

10. ‘not aware of its existence’

11. ‘not sure about services provided’

12. ‘could assist in job search’

13. ‘need to keep up to date with courses’

There are clearly then a number of areas for attention, areas which have been highlighted through some of the other questions as well.

When asked if clients would recommend it to friends, 27 said yes (75%), 6 said no (16%), and 3 said possibly (9%).

Additional comments included:

1. ‘Very impressed with Johnstone and went out of way to help’

2. ‘Good place to start, but after that?’

3. ‘More professional support and help needed’

4. ‘Considering re-using even though in work now’

5. ‘Very helpful and will use it again if need to’

6. ‘Treated very well and reassured’

7. ‘’Keep up the good work’

8. ‘Would have liked more help’

9. ‘Great service a lot of older people unaware of’

10. ‘Very pleased with help given’

11. ‘Only went as part of TfW programme’

12. ‘Helpful on phone, easy access, offered interview, encouraged to call back if needed to’

In addition to the postal survey of opinion, we also offered an incentive for clients to attend focus groups in Paisley, Greenock and Barrhead.  Unfortunately due to lack of response, none of these went ahead.

In June – September 2000, RCPL carried out a survey of clients’ satisfaction with the CV service provided.  Of 177 clients surveyed, 80 replied, a 44% return.  The response content was very positive.

3.8
Summary

Although providing a limited number of responses, the survey of opinion has nonetheless helped us to form a picture of the main strengths and weaknesses of RCP’s adult guidance services.  The responses returned were fully completed and additional comments were freely offered which has helped in the assessment.

On a scale of 1-5 for overall satisfaction on needs being satisfied, RCP scored 3.5, somewhere between reasonably happy and very satisfied.  This is positive, with the suggestion that with improvements, it could be even better.  Fifteen of the 36 respondents, the highest number for any category, were very satisfied.  The next highest was 9, for reasonably happy, followed by 6 for extremely satisfied.

More specific scores against a range of questions/issues recorded on a scale of 1-4 showed overall lower scores.  The 3.5 score translates into 2.8 on a scale of 1-4.  Only one specific score, speed of response scored higher than this, the average being 2.4.

Above average therefore were speed of response, advisors’ knowledge, understanding/responsive to needs, and ease of making an appointment.

Nearer average were ease of access, waiting times for appointment and range of information/services.

Below average were follow-up support, connections with job & training opportunities, and awareness /promotion of service.

These scores suggest on the one hand good personal skills in dealing with clients on the phone and face-to-face, while the weaker areas are fairly self-explanatory.

Generally clients very positive that the support provided had helped them with skills development and helped them to increase their focus and motivation.

Various suggestions were offered by respondents on how to improve the service. Included in these responses was a clear desire for more and better information and links to real job and training opportunities, including higher level openings.  A number of specific weaknesses were also mentioned, including a few related to the relevance of the information and services offered.  These issues are developed through the report.

4
EMPLOYER REVIEW

4.1
Introduction

Advisors’ work with companies can be grouped into at least three categories: 

4.2
gaining market intelligence and creating links with them

4.3
providing consultancy and job development advice

4.4
providing redundancy and related ‘emergency’ services.

4.2 Intelligence

… company liaison concerning current and future vacancies

Several advisors were active in regularly contacting the main (and some smaller) employers in their area while for others there was limited time to do so between their appointments’ schedule.  For all advisors this was a secondary activity and they were aware that their knowledge of the local situation could be stronger but in the absence of any more active strategy to gain this information, it was accepted by them that it was unlikely to improve.  The service has been effective in spreading out from the centralised Re-Direct format to guidance and other organisations’ offices but it has been less good at building the potential information that is available to them.

Recommendations: This should be given a higher priority and an independent focus rather than an extra activity and a report format should be created for each area to summarise local employer and employment trends and issues.  This would use already available labour market information with additional sections on projections on job vacancies, skill shortages and employer concerns.  Such a report would:

· provide the information for a fuller all age guidance service

· encourage one person in each area to ‘own’ the report and the information in it

· compensate for the time taken to complete it as it should allow a better service to be provided

· encourage better relationships with employers

4.3 Consultancy

… offering training, careers and Investors in People assistance to companies with life long learning and staff development agendas

This was limited to an NHS pilot and previous ad hoc assistance.  Advisors would like to develop their skills in the area and feel that their input would be beneficial to employers.  However there has not been the opportunity to build this service, again recognised as an area which has potential for development by RCPL.

Recommendation: This type of work could be an important means of building the service but without a strategy and time to develop it then it is unlikely to grow.  Most development work with other organisations has been with public sector bodies (such as schools and community initiatives) and while these offer a ‘good return’ in providing numbers of potential clients, there could also be benefits from a pro-active employer consultancy service.  

There are quieter ‘down periods’ such as Christmas when staff are pleased if works arises to ‘keep them going’ and this is the time to develop this new service.  This type of service is likely to be part of Careers Scotland but Renfrewshire should assist this development by building on the work they have already completed in this area.

4.4 Redundancy

… this service helps companies deal with downsizing and re-structuring by linking with other public and private sector agencies to guide them through the process and assist employees re-train and seek new employment

This was the most active of the employer services with several high profile redundancies and other smaller scale re-structurings requiring an immediate, sympathetic and professional approach – in very demanding circumstances.  This service was found to be:

Plusses - many examples of excellent service were found:

· linkages to Scottish Enterprise Renfrewshire were seamless and immediate with the SER advisor usually providing the on-going assistance then bringing in the Adult Guidance Service at the appropriate point

· response times and ability to meet demand was excellent with the service appreciating the employer’s situation and rapidly and creatively organising a service to suit

· individual careers staff rose to the challenge and were generally perceived to be both enthusiastic and very well organised – one person in particular rose to the challenge in one company and was seen to excel

· linkages to the Employment Service and training organisations was good

· regular contact with employers (in most cases) allowed monitoring of the service and maintenance of good relationships

· input to shop floor staff was solid and obviously built on considerable experience of dealing with this client group – although the distinction was made with the capability of private sector companies in dealing with managerial staff

· special needs staff were particularly well catered for and the concern and care shown was excellent

· the guidance was valued by staff - although of course this varied but the person who became a Fork Lift Instructor would have no doubts about the benefits of the service

· it was seen as vital by employers to help them through the trauma of the situation

Negatives - while employers recognised and accepted that resources were limited they also thought that there could have been:

· more use of different delivery mechanisms, i.e.  workshops to ‘get through’ the workload faster – the 1 to 1 interview was too often seen as the only approach which would have taken 2 years to complete one redundancy situation

· the use of workshops has increased as the service has leaned from earlier redundancy projects but not all staff were considered by employers to be fully capable of, and confident in, running them – an issue of training

· earlier linkages to the Adult Guidance Service would have helped get the redundancy service started quicker but employers did not know of their existence or the services they could offer

· greater urgency and flexibility in using guidance staff by increasing their number of appointments per day, using ‘down time’ (e.g.  cancelled interviews) by undertaking lower level support work rather than self study (which is the norm in Adult Guidance Services), e.g.  follow up of previous interviews, making further appointments, project work and liasing with the employer

· some staff were seen as more ‘academic’, less practical and not as business orientated as private sector staff – and overall it was thought they did not stretch themselves and create as imaginative solutions as might have been possible

· there was limited follow through of results with the result often being the interview itself rather than new employment or training

Recommendations: The service was seen as very effective and useful and to build on this, recommendations concentrate around 2 areas, A) guidance issues and B) the general approach:

A)
Guidance issues

· closer and earlier links to large or cyclical employers who are likely to need to redundancy services would both help this service but could also help to strengthen the companies – the private sector maintains contact with employers even when they are not immediately required – there are low cost means of doing so, e.g.  newsletters

· follow-up and measurement of outputs (e.g.  jobs) rather than inputs (e.g.  interviews) is becoming the norm in industry and the careers services’ lack of such measures was the more stark for this – setting targets for different redundancy situations and sampling of outcomes need not be very time consuming although it would require a different mindset

· self development during downtime seemed a luxury to employers and while laudable in many ways for employees it was not seen to be appropriate in the circumstances – it should either be discussed with employers in advance or changed

· using briefings/workshops/written materials as an aid or substitute for parts of the 1 to 1s interviews would speed up the process rather than taking the interview as a fixed element – the use of targets would also highlight this issue

B)
General Approach

· the differences in the public versus the private sector approach was noted by several companies as both were being used simultaneously and while the Adult Guidance Service’s strong professional foundation and range of knowledge was appreciated, there were concerns about flexibility, style and workrate – these should be addressed through greater customer training, improved employer briefings explaining what staff do, or more deep seated changes.

· the variability in staff was accepted by employers but there was less acceptance that issues themselves were not tackled with the sense of urgency that a company would apply – assessment of staff, feedback and follow-up action (positive and negative) and (non professional) training for staff – these were seen be neglected and not to be the norm.
4.5
Summary

In summary, there are many positives in this employer service and the expertise that has been built up (often due to companies unfortunate circumstances) can be refined and improved with limited additional resources, albeit with some effort and fresh thinking.

5
OTHER ORGANISATION REVIEW

5.1
Outplacement Companies

Outplacement companies operate in overlapping markets with guidance services and while there may be some rivalry in individual situations, there was an understanding of the guidance role and a desire to help them improve.  There was a recognition that Adult Guidance Services in general (i.e., not only Renfrewshire) lack resources but that they could do more to help themselves.  The following comments were made about the service generally with additional specific reference to RCPL:

Plusses

· the service works successfully with the private sector on individual situations as it is ‘all hands to the pump’ – emergencies are handled well

· they may be better positioned helping small organisations cope with redundancies rather than the large companies who can better afford to pay – although self-interest was noted here!

· the resources available to help companies – information, access to other public bodies, the in-depth experience are all of immense help to companies

Negatives

· they are not pro-active as they could be – outwith emergencies they are rarely seen to be supporting companies

· there is a tendency to an overly bureaucratic style with too many decision making layers – or staff themselves are not able to make decisions

· it was thought unlikely that guidance services monitor front end services against support work with the private sector considering itself to have far fewer overheads with more productive work per person, and per the cost invested

· the ‘guidance viewpoint’ informs their thinking which is rather purist and academic

· the focus is the person and getting them a job – not companies, their interests or the overall individual situation

· their success measures are unclear – they appear to be able to only offer guidance advice with little regard to whether it works or not
Recommendations - Renfrewshire was seen to one of the most flexible and responsive organisations in working with private sector companies.  There was thought to be little protecting of their own ‘turf’ with a willingness to provide whatever was necessary to help a company through a difficult situation.  The private sector is eager to build links with the public sector in line with other Governmental partnership arrangements and there is the opportunity for Renfrewshire to be part of this.  

Learning other lessons from the private sector would also be recommended – in particular measuring ‘productive’ against support work and comparing with the private sector.

5.2
Community Education

Community Education are involved in both youth and adult learning, and have 4 new IT based learning centres, e.g.  in Community Education Centres.  Adult education workers have regular contact with careers advisors – there are 8/9 FT adult education workers in Renfrewshire.

Community Education (Renfrewshire) has a very positive view of RCPL, and values the good personal networks of the Adult Guidance Manager and the Adult Guidance Advisor, neither of who have any hesitation to assist.  There is a feeling of real willingness to support, even when over-stretched.

They would welcome adult careers guidance locally on a regular basis, though not permanently, and feel RCPL could be promoting themselves heavier.  An acknowledged difficulty is that some target groups don’t know they need this support so some publicity could be over their heads.  Effective marketing would therefore be done better by outreach work, asking people about their skills, and not just providing information and advice.  It would be better if both sets of workers did this together – it happens but not as frequently as it might.  RCPL could maybe take more of the initiative.

Comm. Education felt the keys to successful careers advice are having staff time, with motivated staff who can give the right level of support to clients.  Local contact is important, as are good links (e.g. the Adult Guidance Network) – this helps because everyone knows what the others are doing and does away with mistrust (which was present in the early days).  It provides a basis for mutual support and referrals.

Recommendations: Overall RCPL is considered highly, but perhaps needs a push to be more proactive with local partners.

5.3
Paisley Partnership

The Paisley Partnership (PP) used to provide Adult Guidance but less so now.  There is 1 dedicated advisor now and 3 in support.  PP believes it has an image of being more out in the communities compared to RCPL.  The Paisley High St location has been successful.  

PP is quite concerned with inclusion issues and feels more needs to be done as far as RCPL is concerned.  There is a bigger role for RCPL to play in getting out there and working with partners e.g.  PP, ES, Councils and to look at priorities e.g.  inclusivity age groups.

They believe RCPL needs to be more proactive in seeing clients, and more flexible e.g.  not being willing to go certain places out of hours e.g.  after 6pm – there is a perception of snobbery attached and the feeling that ‘we don’t get paid for extra hours’ - but neither do PP staff, and ‘we’re not going out to Foxbar or Glenburn and waste time if someone doesn’t appear’.  They are also felt to be inflexible at times e.g.  someone arrived 10 minutes late for appointment at PP and the advisor refused to see him.

Compared to RCPL, there is a feeling that Re-Direct had a ‘better name’, but that RCPL doesn’t have the same clout, and may even be less professional, with the suggestion that perhaps a freshening of people is required.  PP feels that RCPL is insular at the moment, but Careers Scotland will help pull things together.  

RCPL could utilise the projects run by PP – The Adult Guidance Manager has done this to some extent but more of the staff could be more proactive.  PP still thinks the perception is that a career is for young people.

PP is unhappy about waiting times quoted sometimes from RCP who state that ‘we’re a victim of our own success’.  This been an issue at PP – who feel 3 days should be the maximum waiting time for an appointment - certainly 2 weeks is too long.  At one time it was 4-5 weeks at High St, but less now.

PP is concerned about the links between careers guidance and jobs and training – it could be better for everyone but who has all the information?  This isn’t clear.  This issue needs to be addressed as Careers Scotland’s plans are formulated.

Recommendations: a number of specific improvements have been noted – these should be considered by RCPL.

5.4
Employment Service

With the local manager having had experience of Adult Careers elsewhere, the view is that it is better in Renfrewshire than Dumfries & Galloway or Ayrshire, with the number of years experience they’ve had being clear.  Systems are in place to help delivery and links are better with the LEC.  It is seen as working closely with PACE.  The people are seen as experienced with a track record.  Even the job title ‘advisors’ differentiated them from an ‘officers’ culture.

The Employment Service (ES) has contracts with RCPL on the Gateway part of New Deal + events/days.  Sometimes RCPL are slow in responding to ES/Ministerial demands – probably due to other priorities on their time, but the scene is continually changing, and ES needs a quick response from others.

There is an intermediary agreement for each to refer to the other regarding vacancies but don’t do this well for over 18’s.  Under 18, careers get copies of all vacancies, with employer’s agreement sought.  ES has appointed an Accounts Manager and a Business Development team to do a newsletter for staff re. general vacancies, to be copied to adult careers advisers.

Job cards exist no longer – Job Points kiosks have taken over, and all the information is also on the Work Train website.  There is scope for putting Job Points into supermarkets.  Careers Offices might be a good location after the kiosks are introduced into the Benefits Agency, currently the priority.  Since November, all vacancies are to be handled by a call centre, nationally.

There is no reason why careers guidance could not happen in ES or BA offices, or through access to an internet site.  This has been done at Compaq but clients need help to do this.  The ES is moving to the ‘Job Centre Plus’ model, merging ES and front line BA – Inverclyde is the pilot for this.

ES believes the ingredients of a good adults careers guidance service are an awareness of the labour market, adults feeling comfortable (differentiated from under 18’s), access to jobs (links to ES and other agencies e.g. recruitment agencies), local access e.g.  being more present - say just off the High St.  It should also have more flexible hours of opening, and open in the evenings and Saturdays.  This would help it to cater for job changers.

Previous experience in D&G meant that due to rurality, the service needed to be out in local communities – better outreach is seen to be required and to be positive, linking better with local organisations, and tuning into their objectives and requirements.  Some people within the ES are just not aware of RCPL’s activities.

RCPL is felt to do very useful work at jobs fairs – providing occupational guidance and helping to motivate people.  Adults do gravitate towards them at the fairs (a sign of latent demand?).

Recommendations: Different views and philosophies are evident and while Careers Scotland will address these, RCPL should consider how it can improve its interface locally with the Employment Service.

5.5
Paisley University Careers Service

Dealing with a range of enquiries, some are dealt with by this service, but referrals are also made, mainly to RCPL, Colleges and Community Education.  The University feels discontinuing students would benefit from RCPL, also previous graduates of more than 3 years who currently fall outwith University support.

One issue is that RCPL doesn’t have information on vacancies e.g. graduate level vacancies.  These are at the University, so there is a live question of how to share resources.  There are only 2 advisors at the University and information sharing is critical.  RCPL might not have all the contacts for the courses as well.

Material content is variable in quality - they are always searching for better packages.  The University feels that the strengths of RCPL are that it is forward thinking, advisors are approachable, friendly, and themselves receptive to training.  They co-operate at events, are very involved in the community and willing to share information.  In fact no weaknesses were highlighted!

Labour market intelligence is an issue, and for the University how this can be keyed into its database, important because it gives access to SME’s.  A University - wide database is coming, which will help to provide more customer focus for the University which presently provides various services to SME’s – including placements and research work at moment via Placements, and IRO (Innovation & Research Office).

They feel the maximum waiting time should be 2 weeks, and introduce more group work e.g. CV’s and interview skills.  There is definitely a need to tap into hidden employment opportunity market – guidance to clients should be impartial yes (not necessarily connected to jobs) but also needs to be realistic (connected to jobs!)

Recommendations: RCPL already recognises that links to FE and HE need to be improved, to improve referrals and to share information, not only with the University but with Reid Kerr and James Watt Colleges.  Advisors are now in post in the colleges and so joint arrangements are proceeding.  There is a foundation of trust and respect to build these links.

5.6
Summary

Other organisations have their history and agendas and these must be taken into account when gathering comments from one organisation about another.  However there was a range of balanced comment and while there are positive views about RCPL, there are also learning points which should be reviewed.

6
BEST PRACTICE – OTHER GUIDANCE SERVICES

6.1
Introduction

Other guidance services were aware of the strengths and reputation of Renfrewshire although they may have had little direct experience or knowledge of what had been achieved.  Likewise, Renfrewshire staff have few dealings with other services and indeed the degree of joint working and learning between services was far less than would be expected.  

This is one of the reasons Careers Scotland has been established to address this concern but unless a developmental approach is adopted in Renfrewshire to give a purpose to this linkage, then the benefits of learning from each other will not be gained.  Recommendations for Renfrewshire are made later in this section.

Other services were reluctant to ‘boast’ of their achievements and rightly emphasised that what works in their area, may not elsewhere.  They were willing to suggest some ‘themes’ which have a coherence for them and to offer these as ideas which could be adopted and developed to suit local circumstances.  

They were also less inclined to be enthusiastic about their own achievements and engage in a discussion of the best means to improve as they were in the hiatus affecting all careers services with the onset of Careers Scotland.  While they welcomed many aspects of Careers Scotland in giving the service consistency, resources and profile, there was an uncertainty about whether their past achievements and the best practices adopted would be continued.  

The following themes emerged:
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6.2
Marketing

Different methods of marketing the service were explored, ranging from high street visibility, working through partner bodies and using their profile not the guidance service to access client groups.  There is no fixed answer to whether the high street or another approach is best – although the supporters of each strongly advocate their chosen one!

What is essential is that the chosen approach is consistent, thought through and appropriately resourced.  Fife has a range of high street shops, each in a near central location, modern/well presented and maintained to a high standard.  Therefore this is a coherent approach which has been thought through and applied consistently.  

In the Grampian area the Network efforts are devoted to marketing through, working with and funding others to the exclusion of organising anything directly themselves.  This they do with great efforts and liase with Grampian Careers on their (one) shop front.

In the Forth Valley area, Careers Central believes their emphasis on marketing and promotion is part of their distinctiveness.  They have a marketing advisor in post, paid through income from commercial work with companies.  Awareness of the service is heightened for example by bus advertising.  

Networking with other groups is also seen as a crucial part of the service’s promotion, with partners having trust and confidence in recommending each other.  Joint leaflets are an example of this, for example ILA’s/Careers Guidance.  Marketing of course covers more than promotion.  One of the weaknesses of RCPL is its assessment within the marketplace of clients’ perceptions of the services provided.  

One survey assessing the CV service has been done, but nothing beyond this.  Careers Central have done regular outcome surveys, doing follow-ups with questionnaires, telephone, focus groups and customer care follow-ups.  Having the time and resource to do this is essential.

Recommendations: We would expect that marketing and promotion will be covered within Careers Scotland’s action plans.  To date this has been one of RCPL’s main weaknesses.  There was also meant to be a co-ordinated marketing effort with partner organisations within the network, but this has not materialised.  Fear of not being able to cope is in our view not a valid reason for holding back on making more people aware of the service.  Working with other organisations, there needs to be more promotion through different methods and in different places, in tune with others’ efforts.  There also needs to be regular follow up with clients.  There may be a need for a resource to handle this marketing activity under Careers Scotland, connecting other marketing activities at the same time, and appointment of this resource reporting to the Regional Manager should be considered.

6.3
Networks

Successful adult services were those that applied great energy to networking and building links with other organisations in their area.  This was partly due to these services' high level of enthusiasm resulting in higher all-round effort, but more importantly they had specifically recognised the value of networking.  Beyond that commitment they were not always able to pinpoint exactly what was the most effective part of their strategy – however it consisted of:

· initiating programmes where Careers had little scope to impact directly

· leveraging additional funds and matched resources from others

· offering resources that other bodies valued but had little cost to a careers service, e.g.  premises, information resources etc

· participating in local initiatives and being available to help when required – and building up a stock of goodwill

· linking through parent organisations, e.g.  Fife through the council officers as their leverage can be used to open doors (linkages in Renfrewshire to Scottish Enterprise Renfrewshire were much less strong)

· agreeing what partners’ priorities were and the appropriate style of delivery, and delivering these – e.g.  in Forth Valley where a customer first ethos was felt to prevail.

· linking with other institutions for online careers planning e.g.  at Stirling University

· (as mentioned already under marketing), having an effective network to promote and help get feedback on services provided

Recommendations: While Renfrewshire accept the need to network they have not been able to adopt the time necessary to carry it out.  Senior level resources are limited and this is an area which could be delegated to staff:

· make one person responsible for linking, attending and reporting on all related organisations – their champion in the service

· encourage new links to be made by making this a development goal for staff – a staff member in each area office now has this responsibility

· link into Scottish Enterprise Renfrewshire to be part of their set-up – nominally easier to do with Careers Scotland, but it will not happen to any great extent unless it is a priority and the right person carries it out

· in terms of culture, genuinely pushing towards making the organisation (and the support network) customer facing – this may be a challenge for Careers Scotland as it sets itself up, with the danger of a certain level of preoccupation with internal matters.  At this point in time we have no information to reassure that this will not be the case.  

· Ensure information is available and distributed under the Business Gateway to individuals and companies on RCPL’s services  

6.4
Influencing Role

The most successful adult careers services had a main figurehead of sufficient seniority with the level of authority who was significant in driving the organisation onwards – they were able to:

· interact with senior people from other organisations at a high enough level that decisions were made quickly

· provide leadership and inspiration to staff – and attract that scarce resource – newly qualified staff

· play a senior role in the parent organisation – not only to argue for resources but to help the parent organisation ensure its agenda supports adult careers

Recommendations: In Renfrewshire adult careers is headed up by two main people and they should review how best to divide the responsibility for influencing.  The more senior person, the Chief Executive has the more senior and visible role but his role extends across all careers services while the dedicated senior person –the Adult Guidance Manager has a very high internal workload.  Again the Careers Scotland structure will impact this but it is for the local management to influence how this is applied.

6.5
Staff Recruitment

RCPL was thought to be an over reliant on the recruitment of traditional staff with conventional guidance qualifications.  New Directions in Dundee place far more weight on personal skills - people centred, listening, flexible, friendly and impartial.  While qualifications are important Dundee find it overly restrictive to not even consider candidates without the qualifications.

Recommendation: Contact should be made with Dundee to review the possible benefits of their recruitment policy – and how they have overcome the qualifications issue.

6.6 Overall Recommendations

From the overall recommendations for learning from best practice, the conclusion is that there should be more means to build a developmental focus.  This will increase the external inputs and gain learning points from other guidance services, all of which can be neglected due to work pressures, a low desire to improve or because they have never been tried.  To encourage a learning approach in Renfrewshire the following methods would be of great assistance:

· individual advisors should be tasked with seeking one improvement idea which they can identify in the Scottish careers community to implement it with little additional resource or difficulty in Renfrewshire – go for easy hits first then undertake a more structured and far reaching approach

· use the Scottish Careers structure to build links with the other services in the new regional area by offering to host joint sessions, identify issues of common concerns that only one area need address for all to adopt, 

· build one area of expertise (perhaps one that was highlighted in this review) and spread that amongst other regions – not only will Renfrewshire become better in this aspect helping others, it will start a process of change as other areas reciprocate

· work much more proactively with employers, offering employee development as a positive motivator for staff.  Training Needs Analyses were planned for RCPL but have not happened – unlike in Forth Valley for example, in conjunction with Falkirk College.  Lessons could be learned from Careers Central which seems to be very active, also having had direct contracts with companies retracting, separate from PACE, and competing with private concerns, responding rapidly when needed.  RCPL needs to have advisors with business experience to do this credibly.

7.
OUTPUTS AND IMPACTS – STRENGTHS AND WEAKNESSES

7.1
Strength - Community and Educational Links

Community partnerships, educational initiatives and urban regeneration teams etc are all useful ‘sources’ of adult guidance clients.  The service has largely been effective in responding to these groups and is seen as a core member to call on in creating a local team and impacting the issue in question.  

Many staff in many situations (but not all as has been noted) are seen as helpful, willing to work at short notice with un-social hours and very capable of understanding the issues and how they can impact them.  They are seen by partners as enthusiastic and organised, able to engage the relevant client group without using jargon and good with ideas.

The service has been less effective in initiating projects and gathering partners to join them.  The exception is Chief Executive, who, from the time of his appointment, has networked, created new linkages and used his authority (and seniority) to forge partnerships.  Given the limited time available amongst the Chief Executive’s other duties these have not been large but they are a first step.  The core adult guidance team has not had the resources, outlook or priority to do likewise.

The initiatives from James Watt College are a local exemplar in building new clients (to become the number one college in Scotland) and gaining fresh funds (from Europe).  Adult guidance has been effective in responding to one of their initiatives but they have not created anything like it.

Recommendation: The leverage to be gained through working through and with others can be remarkable and should become a core task – the following learning points are proposed:

· build on the current ‘can do’ approach by offering to ‘do it’ for others

· make developing external initiatives a key task for someone in the team – either a senior member (following the RCPL Chief Executive’s approach) or appoint a specialist person to do so (the James Watt approach)

· shadow James Watt and try something similar

· give certain guidance staff (volunteers?) the challenge of initiating something new

· more proactive work with groups and organisations in the community would be seen as helpful, including having a greater presence there, and extending flexibility to cope with local needs.

7.2
Strength - Economies of scale

Combining with mainstream advisors has developed reasonably well with mainstream advisors standing in for adult.  They seem to understand the needs of the adult client group, e.g. their less straightforward needs and history, the importance of emotional and family issues, higher expectations and their more fixed views.  

Additional training of mainstream advisors is taking place and so it should improve further.  There has of course been some dilution of the adult service when they undertake mainstream activities, supervise trainee staff and manage local offices but this was not a great issue.  All this helps towards having a wider pool of advisors able to work with under 18’s and over 18’s, providing flexibility, and also different ideas and experiences coming into the pool.   

The un-attractive offices in local Councils or Benefit Agency office locations were more of a problem with as these were often not attractive to adult clients.  More attention to adult needs (and more resources) would have improved this.  

Recommendation: This should be addressed urgently as part of Careers Scotland.

7.3
Strength - Client Perceptions

The survey of opinion returned generally positive scoring and comments.  Speed of response, ease of making an appointment and the advisors’ knowledge were felt to be the main strengths of RCPL, i.e. skills revolving around how well the clients were treated when they called and when they visited.  Most positive outcomes were registered for clients gaining increased focus and motivation, followed by skills development, well ahead of the support actually leading to a job.  

There is an important point that comes out of this with regard to evaluation, and the desire by SE and the Scottish Executive to increase the employment rate across Scotland.  This point is confirmed by research work on measuring positive outcomes from careers guidance.  The relatively low return for finding a suitable job does not necessarily mean that RCPL is failing in its objectives, though better performance in some of the lower scoring attributes would also help towards this.  The increase in motivation and positive outcomes in terms of further training are steps towards the final objective.  More time and better tracking would help RCPL find out if clients were then moving into better jobs, more sustainable, better paid, more rewarding etc, but this takes time to filter through, and needs resource and attention.  

Recommendations: While there are positive findings, this is not to say that RCPL cannot be faulted for its lower scored areas which relate to these points.  The lowest ratings were for follow-up support and contact, not having enough connections and information on job and training opportunities, as well as the awareness/promotion issue.  These issues need to be addressed.

7.4
Strength - Staff Morale and Sense of Purpose       

The sense of belief in the service in Renfrewshire and the ability of adult guidance to work well together to provide an excellent service was very noted amongst staff, and again clear from the clients’ specific comments.  The enthusiasm from the top of the organisation spread throughout and although premises were often cramped, IT limited, their role under-estimated by partners, training and job opportunities for their clients limited and another employer had announced redundancies, there was a purposefulness about doing what was necessary.

Recommendation: This very positive finding should be communicated to staff as while there are other areas to improve – which could perhaps be seen as criticism – it essential that this ‘good news’ is passed on.

7.5
Area for Development - Marketing

This was a strength in the earlier Re-Direct era (£18k budget) but in joining the Careers Service the ethos was one of public service and responding to client needs – not using valuable resources seeking out clients and building the profile of the organisation.  No marketing budget was set and the benefits of the previous approach seem to have been completely lost.  Staff themselves are aware of this loss but have not been able to rectify it.

More recently adult guidance management have seen the need to move the balance again and have as an objective the creation of a marketing plan.  This has not as yet been achieved and given the views of employers on the lack of visibility, the views of other guidance services and Careers Scotland focus on all-age guidance, this is a priority.

One reason for not creating the plan has been a concern in the service that they will be faced with a demand which they can’t fulfil – that interview waiting times will increase, staff will be swamped, too much time would be taken with dealing with initial enquiries and core services would suffer.  This has also meant that there has been little drive to create a high street presence or some other approach – or even to consider the best means to ensure they increase their marketing reach.

Recommendations: 
· the need to create good offices in the right locations – to be address by Careers Scotland?

· the need for a local brand was felt amongst staff – but again is on hold because of Careers Scotland – although the role of a local brand as per Re-Direct should not be lost entirely

· as there is still scepticism amongst mainstream staff about the role of marketing (and this is likely to extend into Careers Scotland), the Re-Direct model could be made into a case study for the benefit of the wider network.  Practice elsewhere as already highlighted should also be taken into account.

· this would lead to the creation of a marketing plan which would include an advertising/promotional budget, attendance at key events, organising local activities in conjunction with partners, a networking plan for distribution of materials, promotion of extensions to local service e.g.  through CLIPS and advisors having a local presence.

7.6
Area for Development - Evaluation

A common problem for guidance services is the difficulty in determining results and the time it would take to even gain the most basic information.  Renfrewshire accepts that it has not done much in this area apart from:

· a review of client assessments of the benefits they gained from the CV service (very positive)

· some telephone follow-up with employers (not all) on ‘how the service has gone’

· feedback taken through the Careers partnership

‘Happy sheets’ have been designed for clients to complete at the end of an interview to give some immediate feedback but it was found these had not been introduced in some area offices.  The reasons being given are the time required for this would restrict the client’s time for guidance and the belief (partly justified) that they would give limited information.

Other services have tried to tackle this issue – with some success (Fife and Forth Valley) and the reason seems to be that if a developmental approach is taken to improve the service the information needed to do so is valued and sought out.  Renfrewshire’s concern is to meet the Scottish Enterprise Renfrewshire contract with a competent approach and this has been of a sufficient priority that going beyond this to evaluate and develop an improved service has taken second place.  

There was certainly a concern that an effective and customer friendly service be provided but when possibilities of improvement or new or improved ways of working were explored with the careers team there was a lack of a sense of urgency in considering them – let alone having thought of them themselves.  This came over as a cultural approach of ‘we really know best’, while done for professional reasons, is in danger of blocking new ideas and experiment.   

Recommendations: No doubt Careers Scotland will introduce new quality improvement measures but Renfrewshire could ensure it performs this field by:

· (in common with the best developmental thought), giving each member of staff at least one developmental project to improve the service – given the weakness in the evaluation area this should be one priority – to develop usable techniques which staff will believe in and use

· introducing regular client assessment surveys and post service telephone calls as part of a follow up service

7.7
Area for Development - Pushing the Boundaries
The issue of a lack of a sense of urgency and taking risks arose several times, e.g.  the use of downtime at employers’ sites.  This also arose when adults who had made appointments at the careers service did not show up.  The issue was what do about the lost time.  The view was that there was plenty for staff to do – paperwork etc.  

The possibility of ‘overbooking’ to ensure no lost time and to lower waiting times was suggested but because of the danger of this not working – (people being kept waiting, increased pressure on staff), it was rejected.  With the clever use of time and resources any overbooking could be coped with by asking clients to complete preliminary documentation/self analyses etc and they would not be aware of any problem.  They would have been seen more quickly and the service would have been more effective – albeit at a risk of it going wrong – massive overbooking however is not being suggested.

Under this category we could also include the call for implementation of new ways of working with e-guidance.  This will be part of Careers Scotland’s plans, and should help with demand, assuming there are skills available on site to assist clients, and assuming that on-line or CD ROM material is up to date and valuable.

Recommendations: try measures to increase effectiveness that may go wrong – try, measure and amend them:

· try limited overbooking at one office and review benefits and problems

· ask each member of staff to create one different way of doing something that has a risk associated with it – and try it, e.g.  changing 1 to 1 inputs into a workshop format to save time while maintaining quality - lessons can be taken from the training world

· explore revenue generating ideas – these certainly have risks – and are probably being neglected at present – James Watt College charge for various services and they raised the possibility of the careers service charging for higher level advice, e.g.  development opportunities for managers

· progress with implementation of e-guidance plans (CLIPS etc.) ensuring quality control of support staff and materials.

7.8
Area for Development - Labour Market Intelligence

The point arose regularly about the lack of good labour market intelligence, or in plain speak how skills could be matched to local job opportunities.  This is likely to be addressed by SER and Future Skills Scotland, along with developments by Employment Services and the University.

Recommendations: this needs to be pulled together, and an agreement made as to what can be made available, in what form to careers advisors, allowing them to better link their clients with realistic training and job opportunities.

7.9
Summary

A number of these issues were already known to RCPL and they were discussed during the review.  Of course it is easy to criticise and ignore resource constraints, but these learning points are all the more urgent because there was a level of awareness that they needed to be addressed.

8.
CAREERS SCOTLAND – IMPLICATIONS AND COMMENT

8.1
Introduction

As previously mentioned, this review has taken place at the same time as the changes towards Careers Scotland have been put in motion.  Notably, the appointment of The Chief Executive as Regional Manager has been seen as very positive, and to an extent must confirm the direction RCPL had laid out in their strategy for all age guidance was in line with new thinking.  We therefore acknowledge that many of our comments receive attention as part of the strategy document, for example:

· developing community based careers guidance

· altering service levels to become core, filtered and intensive

· improving access through ICT points

· training intermediaries e.g.  in libraries

· providing services to employers

Progress towards implementation of this strategy has so far been patchy.

The most recent strategy implementation report of October 2001 records the following progress to meet the objectives of RCPL’s all age guidance strategy.:

1. in terms of the strategic and operational framework, an adult careers guidance strategic group has been established, the adult guidance network has been aligned within RCPL and the SER contract renegotiated.  Draft operational and marketing plans are being revised (though we believe nothing for marketing has yet been produced), and performance indicators are also being revised.

2. towards the objective of providing community- based careers guidance, a service level model has been developed with Renfrewshire Learning Alliance, and outreach locations are being identified with partners.  Community work co-ordinators have been selected from adult careers advisers in each local authority area.  Training and multi-skilling of up to 12 careers advisers is underway (though this will not in itself lead to community based guidance)

3. RCPL wishes to provide more effective client needs assessment, and a new TfW extended assessment model has been piloted and implemented in Barrhead and Johnstone careers offices.  Psychometric testing has been introduced for New Deal clients aged 18-24 as part of the induction process.

4. the move towards a web-enabled advice and information service has always been an important part of RCPL’s new objectives.  However this has not progressed much beyond a CLIPS prototype being prepared for Reid Kerr’s e-guidance project, and the sites for CLIPS still being discussed with partners.

5. the strategy recognises that much more needs to be done with employers and employees in terms of offering guidance services.  PACE work has continued, and there have been some discussions with Argyll and Clyde Health Board for careers guidance and job search support.  Otherwise progress is limited, though RCPL will point to IiP and Kick Start as examples of their actions.

6. in order to improve the skills of intermediaries, training has started for Renfrewshire library staff.

8.2
Careers Scotland - Key Focus

Many people, including those within RCPL have, as yet, little or no information on what Careers Scotland will be doing in detailed terms.  Most people seemed positive about the improvements which could come out of the new organisation.  The main concerns, which are partly our own concerns, are around ensuring that client focus becomes the culture of the organisation, rather than reinforcing any functional, inward looking attitudes which are often associated with public bodies.  

Though one of the objectives of Careers Scotland is to take customer need as the key focus, the suggested structure for the organisation looks functional, but we have not really had the opportunity as yet to debate this and the plans for improved client focus with anyone.

On the other hand this structure also clearly recognises some key priorities and is aligning resource to these, and these are areas where there has been an issue to date, e.g.  services to employers and inclusion initiatives.  The Development Managers’ roles are also make the right noises, but we still sense something of a functional ethos prevailing, at least in the Careers Scotland interim paper on organisation structure, which we highlight because of the ‘dangers’ inherent.

Recommendations: We would hope that the results of this review could be taken on board by Careers Scotland nationally and in Renfrewshire, specifically the points made throughout the report.  

9.
CONCLUSION AND RECOMMENDATIONS

9.1
Conclusion

The early days of RCPL saw the organisation doing what it could to provide adult guidance services with limited resource.  More recently the expectations have risen; there is a sense of requiring greater sophistication and smarter thinking, as additional resources have been injected from the Scottish Executive.  Plans have been made within the RCPL strategy as to how to improve the service and meet developing objectives, including inclusiveness, local reach, greater impact, electronic delivery and others.

RCPL has in the main a positive image with its clients, and through years of experience as an organisation, with experienced staff, has provided core services which are probably amongst the best in the country.  When it is speaking to its clients it is very client focused.

It has done this however at a cost, not financially, but in terms of some of the actions and approaches which are more forward looking, proactive and imaginative.  These would be actions which would demonstrate that RCPL was more self-challenging, wanting to explore new ways of doing things, less afraid to take risks even on a controlled basis.  

Specific issues have arisen with regard to the public’s awareness of the services offered, the lack of penetration to the employer market (a conscious decision), and at times the level of responsiveness to new circumstances – the responsiveness to regular daily operations was one of the strengths.  

There have not been enough interactions with the clients after the event in terms of individual follow-up, or broader canvassing of satisfaction levels or needs unmet.  The intended co-ordinated marketing plan has not been achieved.  There is a fear of the untapped market.

Part of this problem overall may be the focus primarily on achieving the numbers within the SER contracts.  The relationship is there with SER however to discuss different ways to do this, and at the same time stretch into new ways of working.  

It is important that new contracts or ways of working recognise quantitative and qualitative objectives, and that these spread across the range of objectives held, including improving local reach and penetration, local networking, and contacts with employers.  Tying contracts down too hard and too specifically (inflexibly) on direct number outputs can have an undesired effect.  Somehow this needs to be recognised, though there will undoubtedly be pressures to perform and to report on numbers.

9.2
Additionally, Multipliers and Value for Money

Taking account of private sector outplacement companies' comments on the unique service that Careers companies offer, and the lack of other services doing what RCPL do, it is possible to state that the service is additional.  Confusion or competing public services never arose as an issue.

 

In terms of multipliers, this would be a calculation turning cost per output into broader economic impact, e.g. this would normally be about jobs where standard multiplying factors are applied to expenditure and jobs created.  This review did not have access to data or evidence on jobs created, and given the nature of the service, the measures of outputs concerning skill development and focus/motivation, were considered to be the valid outputs to concentrate on. 

With measurable changes in individuals' career choices, there was no real data to support an evaluation of this - generally all this is a point for RCPL/Careers Scotland to consider for future evaluations.

There is no set formula to say whether something is Value for money or not, but given what looks like a reasonable cost per intervention, and the clients' perceptions, it appears to be overall reasonable VfM for the clients and for SER.  It would be more problematic to state the same about SER getting VfM from RCPL's company interventions given the comments from employers about the improvements that could be made. Comparative data from other career organisations would help VfM calculations

These issues have been discussed with SER and RCPL and while it is recognised that these economic indicators are difficult to determine, it may be necessary to follow up the review with a more intensively longitudinal study to arrive at conclusive answers.  This could be an input to the Careers Scotland development process.

9.3
Recommendations

RCPL managers and staff have been very open to the review process and were engaged in the developing findings.  While some of the findings could be interpreted in different ways and while some of the recommendations might not meet with complete agreement, there is the belief amongst the review team that RCPL, together with SER, will review this report and take action where appropriate to improve the service.

RCPL’s own strategy document contains an appendix of performance indicators which could be developed in line with the recommendations in this report.  The local service could then transfer this structure to the new Careers Scotland regional set-up and be in a stronger position itself and also help the new national careers service.

Appendix

RENFREWSHIRE ADULT CAREERS GUIDANCE

Confidential Survey of Opinion

General information

Town/area in which you live:
____________________________________________________

Name:
________________________________________________________________

Age:
__________

Employed or Unemployed:   ________________________


Would you also be willing to join a group discussion on the Adult Careers service – if so where (please tick):








Paisley
Greenock
Barrhead

(16th Nov
(15th Nov
(19th Nov


10.30 am
10.30 am
2 pm




Paisley Careers Office, Unit 6/7
Careers Office Library
McCready Community Centre


Ground Floor, Abbeymill Business Centre)
20 Laird Street, Greenock)
Water Road, Barrhead)

If you can attend any of the focus groups please come along at the stated time above.

A
Support received
1.
When and where did you first receive guidance from Adult Careers?

When:

__________________________________________________________



Where:

__________________________________________________________

2.
When and where did you last receive guidance, if different from above?

When:

__________________________________________________________



Where:

__________________________________________________________

3.
Did you receive support under a large company redundancy programme? 



Yes 





No

4.
In terms of the main support provided, was this (please tick):


a) information mainly


b) pre-entry to ‘Training for Work’


c) more in-depth support (e.g.  career planning)

5. Did you receive guidance support more than once?



Yes 





No

6.
Which specific part of the service were you mainly interested in?


_____________________________________________________________________________

B:
Your views on the services provided
1.
In terms of your own needs, overall how satisfied were you with the service received?

a) extremely satisfied

b) very satisfied

c) reasonably happy

d) quite disappointed

e) very disappointed

2.
What were the main things about the service that makes you give this response?


_____________________________________________________________________________


_____________________________________________________________________________

3.
Specifically, we’d like to ask your views on a number of different points.  Please answer how you rate each of the following –

	
	EXCELLENT
	VERY GOOD
	GOOD
	POOR
	N/A

	Awareness & promotion of service
	
	
	
	
	

	Ease of access
	
	
	
	
	

	Ease of making appointment
	
	
	
	
	

	Waiting time for appointment
	
	
	
	
	


	
	EXCELLENT
	VERY GOOD
	GOOD
	POOR
	N/A

	Speed of response (e.g.  receiving information, dealing with your needs)
	
	
	
	
	

	Understanding and responsiveness to your specific needs
	
	
	
	
	

	Advisors’ knowledge
	
	
	
	
	

	Range of info.  or services provided
	
	
	
	
	

	Connections with job or training opportunities
	
	
	
	
	

	Follow up support
	
	
	
	
	


4. How were you first made aware of the Adult Careers service?


_____________________________________________________________________________


_____________________________________________________________________________

5. Do they need to be making potential users like yourself more aware - if so how?


_____________________________________________________________________________


_____________________________________________________________________________

6.
If location of the service was an issue for you, how could it be improved?


_____________________________________________________________________________


_____________________________________________________________________________

7.
Did you utilise any of the IT packages? If so, were they easy to use?


_____________________________________________________________________________


_____________________________________________________________________________

8.
How could the quality of service have been improved?


_____________________________________________________________________________


_____________________________________________________________________________

9.
Were there other types of information, support or service you would like to have received at the same location?


_____________________________________________________________________________


_____________________________________________________________________________

10. Are there ways in which connections from Adult Careers onto suitable job/training opportunities might have been better?


_____________________________________________________________________________


_____________________________________________________________________________

11.
Have there been positive results for you, due at least partly to the Careers support (please tick):


Employment





Skills Development


Focus and motivation


Other (please specify)


Comments:
_____________________________________________________________________________


_____________________________________________________________________________

Finally, overall

1.
What do you think is the strongest point about the Adult Careers Service?


_____________________________________________________________________________


_____________________________________________________________________________

2.
What do you think is the main weakness?


_____________________________________________________________________________


_____________________________________________________________________________

3.
Would you recommend it to friends?


_____________________________________________________________________________


_____________________________________________________________________________

Please add any additional comments

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

Thanks for taking the time to complete this survey.  Your responses will be dealt with confidentially.

Please return in the envelope provided before 9th November.  Your name will go into the prize draw, and if you come to a discussion group, you will have the chance of winning an additional prize.
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