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	GUIDELINES FOR QUALITY ASSURANCE 

IN PUBLIC AND PRIVATE EMPLOYMENT SERVICES

Draft 20 December 2006




Chapter 1 – Introduction to Quality Assurance systems: Principles and Concepts for a Manual

1.1.Perspectives and objectives 

The Project “PUBLIC AND PRIVATE SERVICES: TOWARDS A QUALITY ASSURANCE SYSTEM”, was promoted by the European Commission in 2005 and managed by the Ministry of Labour and Social Security - Directorate General of Labour Market (Italy), in co-operation with Belgium, Bulgaria, Czech Republic, Hungary, Romania, Slovak Republic, Italia Lavoro (technical Agency of the Italian Ministry of Labour), and with the Italian Regions Emilia-Romagna and Lombardy. 

The project envisages explicitly as final result the definition of “guidelines for the employment services’ quality”, in order to develop a coherent series of indicators and methods to which the participants in the project can adapt their actions and choices in contexts where public and private employment services coexist and operate in the same market.

Meetings and exchanges have been realized along the past 12 months:  they represent real and effective actions of benchmarking and the research on ‘Best Practices’ realized in the Transnational Project has its origin in the application of the Quality Systems methodology. 

The process has been complex and experimental. In participatory workshops, partners and staff experts were able to  contribute very widely to initial design. 

Project partners have decided to collect and report on the identified Best Practices which have been launched or already carried out in their respective contexts, to encourage their transferability and speed up the improvement process of their own quality strategies and integrated quality management, both for public and private employment services under their jurisdiction or action.

According to the agreement signed on the occasion of the partnership, it has been unanimously agreed to produce the present paper, which we can call a Manual to a certain extent, and to supply, in the examination of the Best Practices, an integrated strategy containing all the successful elements of the quality systems implementation, besides guidelines for the most applicable and transferable harmonization of the employment services’ quality in each respective country, according to the European Union policy in this field.

Actually, EU has not yet established definite directives or rules on this matter: as usually, it prefers the “bottom up” approach, encouraging local (national or regional) experimentations and tests,  benchmarking between member states and their relevant institutions and organizations, the “discovery methodology” which rises from the social and institutional creativity and/or innovation of players: in fact, the “change” required in the employment services design, organization, management and delivery is impressive.

Since the Commission's “White Paper on Growth, Competitiveness, and Employment: The Challenges and Ways Forward into the 21st Century”, COM(93), 5 December 1993, the perception of the deep breakthrough with respect to the past employment strategies and the traditional forms of job creation and employment services organization was clear and unequivocal. Moreover, the scenario was shaped day by day, in very rapid processes, by the new forms of economy, value  creation (and job thereby), social and civil organization, enterprises and institutions re-engineering: net economy, knowledge economy, well-being and happiness economy, economy of the experiences, access era, information and network society, global-local paradoxes, sustainable development model, bottom up and decentralization strategies, the increasing role of the third sector, the e-government programs, the new governance styles, the demand of more ethic guarantee both in the production and consumption behaviours and business transactions or interactions. 

These concepts are only some of the features which are forging the present millennium.

Employment creation, as part of the value creation, is involved in this global and rapid “mutation”: the “end of the work” has been proclaimed and traditional forms of  labour market functioning and management are obsolete.

The interpretation of the present evolution is necessarily multi-facet and manifold: the “vision” is changed, the value table is deeply modified, the relationship between citizens and their service providers (public and private) is more and more client-centred. People tend more and more to refuse the bureaucracy “one-up/one down”, inaccuracy, parasitism, lack of attention and care. Customers are often unsatisfied with the quality and value of the services that they receive: delayed deliveries, rude and incompetent personnel, uncomfortable premises, service hours according to the employees needs and interests not to those of the customers and beneficiaries, complicated procedures with many steps from one office to another, stand in line everywhere. 

Luckily, there are also services providers who are able to please (even delight) their clients: no matter if public or private. The idea (a myth) that service privatization implies necessarily an improvement of quality is false. 

To ensure quality in the services’ sector means almost automatically to improve the society, the economy and the well-being in general as a whole. 

Services are an increasingly important part of economies. According to the OECD (2005) ‘market services’ accounted for 50% of total OECD value added in 2000, with public services accounting for an additional 20%. As innovation is considered one of the key drivers of economic growth, there has been increasing interest in studying and measuring innovation in the services sector. Quality is one of the most important factors of innovation: we have just in this new paradigm the possibility to integrate the high tech competitive advantages together with the “high touch” (or contact) competitive advantages. 

1.2.The main results of the benchmarking programme 

In view of the final meeting for the conclusion of the program, project partners decided to define more precisely the guidelines for the quality of the employment services, even if the different countries have many different systems.

It is not important that the employment services organization is public or private, more public than private or more private than public or a mixture of both: the paradigm of quality is applicable in any case and, once applied, the efficiency and the effectiveness can be comparable in competition or consistent in co-operation or competent in compliance.

In other words, it is not necessary to wait that all the European countries have the same or similar system or the same or similar balance public-private of their employment services’ system: they can stay different in means, but similar and homogenous in the vision, strategy and practices. A public system which is well organized through quality, client centred and oriented to continual improvement, could be more effective than a private employment services organization without any quality policy.

In order to realize an overall and complete overview of the state of art (norms and best practices) in the field of quality assurance schemes actually adopted by PES-PRES in Partner Countries, all partners were asked to describe the characteristics of their services’ delivery and public-private relationship in the field of employment services.

To this aim all project partners prepared a country report with the following key elements or topics:

1. Legal Framework For Quality Assurance In The Public Services: description of present situation with particular referral to the norms created to promote integration between public and private employment services and main practices adopted ;

2. Authorization Systems For Private Service Providers: description of present situation concerning the specific services for final customers (i.e. job matching, vocational training, etc.) that are subject to authorization, included use of quality indicators;

3. Outsourcing Of Services Which Are Not Subject To Authorization: description of general framework and of specific services outsourced, with particular concern to minimum quality standards required;

4. Presentation Of Case Studies And / Or Good Practices: description of examples showing criticalities and solutions adopted;
5. Possible Development Of Present Situation In Each Country: strategic vision and approach towards a quality framework in the public/private system, which can help define “core criteria” and “subsidiary criteria”, in order to build a common frame of reference for the different PES-PRES systems.
To highlight main critical issues in quality assurance systems, all papers prepared by project partners were analysed during the previous months and were worked out in a Compared Transnational Research, which pointed out analogies and differences in the various legal frameworks, and in the practical examples of public-private relationships in  the labour market. 

The International Workshop that was organised in Brussels on June 15-16 2006 envisaged the participation of all partners’ representatives and also representatives of the private sector, in order to present and discuss a first draft of the Transnational Research and to define key issues to be included in the guidelines for Quality Assurance System in the PES-PRES relationship. 

The Workshop was helpful to stimulate discussion on several issues that emerged from the various Country Reports and to promote mutual learning on the complex area of public and private relationship for employment services.

Key elements were taken from Country reports, in order to build a synoptic picture that could allow for comparison among the various Authorization Systems for Job Mediation in partners countries, for example.
A very important part of the Transnational Research includes a benchmarking of best practices for mutual learning, which is a key topic in all European activities. In fact one chapter of the Transnational Research is devoted to description of good practices in Partner Countries, concerning the standards of quality in the public-private relationships. 

The debate should contribute, in fact, to find a common set of indicators that represent the basis for PES-PRES quality system. For example the British public agency for employment Jobcentre Plus, sets in its own paper “Official Main Targets 2005/6” a very detailed list of indicators, both qualitative and quantitative, to measure their level of service:

1) the JOB ENTRY target: helping people into work

2) the MONETARY VALUE of FRAUD and ERROR target: cutting fraud and preventing error

3) the EMPLOYER OUTCOME target: helping employers to recruit

4) the CUSTOMER SERVICE target: helping all our customers 

5) the BUSINESS Delivery target: doing the right thing at the right time

6) the UNIT COST target: efficient delivery of services

The main aspects that were pointed out in the first version of the Transnational Research came out from the study of different systems in partner Countries Belgium, Bulgaria, Czech Republic, Italy, Hungary, Romania and Slovak Republic. 

The first evidence from the comparison is that all partner Countries have overcome public monopoly of employment services, but they proceed in an open order towards the common objective to optimize labour market especially through the co-operation between private and public operators. 

In fact, the employment system is enriched by the presence of private actors, but the relationship between public and private may vary in each country. In particular the comparison brings up that in some cases they co-operate and somewhere else they compete. There are also examples in which the PRES integrate public employment services (PES). 

A second aspect that rises from this analysis is that the PES-PRES relationship constitutes a new field of the economy, which opens new topics and constitutes a specific ‘branch' of social sciences. 

Thirdly, from the comparison between the different approaches in the roles of public-private services, it is remarkable that there is a strong historical and ideological “colouring” in each Country. The relevant comment on this issue is the perspective that the developing private sector is becoming the new frontier, where both the new and the old system are confronting each other, and which are influenced by Cultures, Languages and Values. 

However, there are some common elements in the various countries, despite the “cultural” differences that were just mentioned:

1. Strong necessity of specialization and timeliness in the services supplied,

2. Resistance and suspect (from the PES side) towards subjects who make “profit”,

3. Passivity and irrelevance towards some new services that are more “modern”.

In all partner countries the law does not forbid co-operation between private and public, but rather sets the framework for its promotion in all cases, even if specific forms of co-operation are not prescribed in detail. So the picture that comes out of this synoptic table is that public and private operators are rather working parallel on the labour market, and not competing nor co-operating. 

Concerning roles to be played on the labour market by public and private actors, generally speaking the public services play a role of coordinator and controller on the work of labour agencies, whereas both private and public services contribute to the collection and analysis of labour market data. 

Also from analysis of Country Reports it is possible to say that in general the PES seem to pay greater attention to unemployed as their main clients and not to employers or other companies that help people into work (i.e. public/private service providers), thus failing to support integration of services. One example is the concept of employability, and the related services that concur to improve workers’ and jobseekers’ chances to find and retain work. In all country reports employability is mentioned as a goal for services rendered to clients, which should include “career guidance”, “training” and “introduction to work” as components in a path of integrated services. However, in the description of partners roles, only “career guidance” is considered a specialised service typical of Public Employment Services directed to job seekers, and little attention is paid to the fact that other operators (public and private) are asked to play their role in this field, delivering services in the other segments of an integrated path, thus contributing to the development of a concrete Life long learning strategy, defined in the European Strategy for Employment. 

Finally, the PES don’t show a great acknowledgement of their role as driving force for economic development at national level.

Additionally, it seems quite general the “impression” that all these relations between Public and Private Employment Services are more focused on the “perception” of the reciprocal status than on the “problem solving” of the same content.

Nevertheless, the “liberalisation” has somewhat favoured the birth of so many actors, that they exceed in the effort to be “visible” more than to collaborate with each others, exploiting the social desirableness of the activity for their brand.

Concerning quality in services, it is common in all country reports that Quality parameters/indicators are set out ex ante with respect to the release of proper authorization or licence. Authorization is released upon respect of some norms established to guarantee organization of the labour market.  Despite the use of in itinere controls monitoring of results ex post is less widespread in all countries surveyed. As a whole, we could say that the system is still little inclined to measure the effects of the undertaken actions.

The goal for all countries participating in the project should be that of improving their monitoring systems, so that they become capable to monitor with more precision: 

· Service delivery processes

· Results obtained by each operator
An overall assessment of aspects emerged from the different country reports lead to a first set of conclusions:

1. First of all, it is necessary to define more precisely and with more courage what is co-operation between public and private services all about, and to promote awareness of that concept ; 

2. It is also necessary to promote a set of common competences between operators in order to bring them to co-operate with each other on common and consistent  basis and add value to their partnership ; 

3. It is furthermore necessary to define what outputs are to be measured and what indicators to base measurement on ; 

4. A greater attention should be paid to employers’ needs; 

5. Another important aspect that was underlined is the need to integrate public and private services from career guidance to outplacement, according to the concept of employability as a whole.

In the debate that followed the presentation of main results of research, all partners added clarifications, explanations and comments on their own systems. 

In Belgium FOREM is closely linked with private service providers, mainly for the delivery of services for disadvantaged jobseekers. Forem is very careful to assess private providers’ results, and this represents a guarantee of quality. FOREM was awarded a prize last year for its contribution to the good functioning of the labour market.

The French strategy in this field consists of a very competitive public service to help workers and enterprises to reach a more efficient job matching through a less expensive and faster service. ANPE has concluded agreements with many private companies such as recruitment/employment agencies. Regarding the qualitative aspect, the local agencies are authorised by a certification body. The law on social cohesion of 2005 has decreed the opening towards social partners of the PES and PRES agencies. ANPE remains the central operator in the labour market. Its functions include the services for the unemployed and for employers, the organization of subcontracting production and partnerships creation, and the implementation of policies.

ANPE is developing its alliance strategy mainly under 4 areas: partnership, outsourcing, pilot programmes and large accounts.

Under the first area, ANPE plays a role of main player together with other “peer” actors, which have a specific knowledge of issues related to target groups, for example “Mission Locales” to help young people to work, and “Cap Emploi” for disabled people.

In the second type of relation, ANPE is asking private providers to deliver services under a service chart, to guarantee results: almost 2.7 million people were helped into work this way. Mr Bel reports that subcontracting in 2005 amounted to 528 million euros and concerned 4000 employees. For the quality control of private providers, there is an obligation of results and adequate means.

With the third type of intervention ANPE is launching different pilots, in order to test the efficacy of public-private partnership in new areas: for example ANPE together with UNEDIC (responsible for payment of social security) have charged private providers such as Adecco and Manpower, to follow up unemployed who have made subsidy claims and help them into work again. The experimental program with private companies has been carried out based on the principle that the unemployed must re-enter the labour market a.s.a.p. before they fall into long-term unemployment. The program foresees:

- shared "tableau de bord" 

- statistics based on the analysis of groups and duration of unemployment

- regular follow up in the field 

- survey with unemployed, customer concern and the related opinions 

The parameters must be adapted to objectives in order to improve globally the system. For example, ANPE is responsible for unemployed registration and the relevant follow-through process: as foreseen by the Labour Code, ANPE controls the list of unemployed people and the management and realization of their vocational career. Other controls come formally from the Ministry of Labour, but in practice also from ANPE and the Unemployed Insurance System in an integrated way that include also data processing.

Finally, the Large Account system allows ANPE to sign agreements with large companies usually for recruitment purposes, for example Carrefour, which receives candidates for free, whereas at the same time it is possible for someone who would not have been hired otherwise to find a job (market transparency, fight against treatment disparities, discriminations, etc). Notably these agreements are made mainly with temporary work agencies. 

The examples offered by various kinds of partnerships underline the need for more and more accurate partnerships, because they have to be more operational and more structured, they have to be based on the satisfaction rate, the cost of the service, etc, which are all useful elements to measure the quality of the service.

In other partner countries that are represented in the project, partnerships between private and public sectors only started recently. In some countries there is no specific regulation in this field. In Romania, for example, the public agency for employment was created seven years ago, and almost at the same time private providers were allowed to operate in the labour market. So the relationship has to be developed, considering that not much can be done by acting alone. One of the key issues is actually to find out a way for public and private sector to cooperate in order to ensure a better quality of service. However, the guiding role for public employment service should remain a constant element in the relationship development. The quality issue can be seen under different perspectives: on the one hand, competitiveness should be increased in a transparent way, on the other hand, certification, both for public and private employment agencies, can contribute to the standardization of service delivery. The National Agency for Employment of Romania, for example, achieved the ISO Uni 9000-2000 certification in year 2005. 

Also cooperation with social partners such as trade unions, local authorities, and associations play a key role in the quality of partnership, but more needs to be done along with improvement of relationship with private providers. 
1.3.Presentation of Good Practices 

Examples of good practices in the field of public-private relationship were important to stimulate debate on the intervention models that each country has developed so far. 

In Italy the decentralised system in employment services has produced solution that are relevant at regional and local level, but they contribute to the creation of intervention models that can be transferred also to other parts of the country. One example was offered by the presentation of the experience of job introduction of disabled people in the Province of Reggio Emilia, in Region Emilia Romagna. 

The province of Reggio Emilia can show evidence of good practice in the job introduction of disadvantaged groups and disabled through a public-private (social private cooperatives) relationship. The Italian Law n. 68/99 on the placement of the disabled foresees openly the collaboration between public and private sectors and this practice could be an example of service integration The pilot project aimed at the creation of Territorial Units (nuclei territoriali decentrati) that support disabled and disadvantaged people to get into the labour market. Partnership agreements have been concluded between public employment agencies (centri per l’impiego), ASL (Local Unit of the health system), the Municipality of Reggio Emilia, social services and consortia of social cooperatives. There are so far seven “territorial units” which involved six Public Employment Centres (CPI) but the pilot is supposed to be extended to the 45 municipalities which have competences in this field. 

Territorial units focus their interventions on multiple “disabilities”, i.e. people with severe handicaps, but also with low level of skills and knowledge that are at high risk to fall into poverty, as main target groups. Most of these persons depend already on social services or cooperatives. The service is available not only for the disabled but also for employers, since the territorial units offer general consultancy on issues related to hiring of disabled people, and other disadvantaged groups. Indeed the social factor has represented a key factor that has contributed to the success of this initiative: the social capital of this area is rich in terms of solidarity, social inclusion, participation in social life. 

Another practice presented concerned the PES-PRES relationship in Hungary, focused also on job introduction of disabled people.
In Hungary, PES are made by the National Employment Office, the Country Labour Centres, the Labour offices and the Regional Labour Development. Private job-brokerage agencies and the temporary work agencies operate in the labour market following specific guidelines. In particular this sort of agencies are supposed to take the lines established in Act on the PES (1991.IV.) and in the Hungarian Labour Code. However, this is just a licence system and it doesn’t have to be confused with accreditation. This also means that the Quality Assurance System is not defined. 

The PRES system and the different legal forms that are allowed in Hungary basically include temporary work agencies, private job brokerage agencies, private third sector agencies and last, a combination of them. Some figures and percentages about the number of private job brokerage agencies help to describe the situation: in 2004 43,8% of them were situated in Budapest while at the end of 2004 the Temporary work agencies in Hungary rose at 49% of private services, showing a growth of 14,3% compared with 2003. The private and public recruitment trends together are supported by statistics that show successful recruitment actions in 2005. 

The examples of good practices chosen regard partnership of public and private (non-profit) agencies for job introduction of disadvantaged people. 

The first example concerns “Motivation Foundation” and “Job Centre of Budapest” established in 1991 with the purpose to promote the integration of disabled people. The other practice described regards “Salva Vita Foundation” and “Job Centre of Budapest” set up in 1993 with the aim to support social inclusion of people with mental disabilities.

Concerning the results of these experiences, it was stressed out the PES and PRES cooperation has a different meaning in former socialist countries compared with the rest of UE. The crucial aspect of the difference relates to levels of transparency in the labour markets and to levels of trust between the partners operating in the respective labour markets. Higher levels of trust lead to more transparency, and that has a direct impact on the work of recruitment agencies. In a way, more vacancies are advertised in a transparent economy. Consequently, setting up a common framework for the quality assurance system of public agencies nationally and in various countries is a most demanding job. 

A practice was presented concerning the recruitment activity in the Slovak Republic. Recruitment from private agencies is a fee charged service, also for workers and jobseekers. 

The amount to be paid depends on the length of employment and monthly salary. 75% of employment was asked abroad even if the lack of foreign languages knowledge, qualification and flexibility to travel for work represents a huge problem for the mediation employment process. 

Temporary Work Agencies play a relevant role in recruitment in the Slovak Republic, focusing on unemployed and jobseekers as their main targets. 

In this activity there are different levels of cooperation, in particular with employers and trade unions. Employers consider TWA as a good opportunity because it is based on business contract. In the second case, the Agencies provide legal compensation for allowances, accommodation and pocket money, and this is important to establish a good relationship with trade unions. 

Regarding public administration the TWA required a more clear interpretation of legislation especially for the issue of the taxation of income in case of temporary employment abroad. 

Besides Temporary Work Agencies, there are the so called Agencies for Supported Employment. In this case cooperation with employers deals with employment of disabled people, creation of protected workplaces and help into work of long-term unemployed citizens. ASEs usually contact directly employers who are interested in hiring their clients. 

The experiences described above can show examples of what was defined as the development of parallel private – public activities, since they do not interact really, but rather act together in the same marketplace. 

The Workshop offered participants also the possibility to confront issues and address question to key players in the private sectors. In fact, a strong focus was made on the main factors which indicate the need for closer relations with the private employment services, particularly with presentation of experiences by private sector representatives, coming from Belgium and UK.

The experience of a private provider in Belgium was made on the example of TRACE!, a private provider which acts almost as a public company with social scope. In fact the company must provide support for the socio-professional job introduction for people in disadvantaged groups, for at least 80% of its activities. The priority of their intervention is given to under-qualified young people. The values that affect mostly their “social scope” can be summoned in the following: services to the public, proximity to citizens, delivery of services with social impact, respect for people, ethics and diversity.  In fact, TRACE is the only company certified on the three axes in Belgium: quality, security and ethics. 

TRACE! cooperates with the FOREM in order to carry out a comparison of the vision of the labour markets and the approach in job search, so that they build together a common approach for insertion pathways for unemployed. Finally the advantage of working together lays also in the data and information exchange. 

There is competition, but directed towards the acknowledgment of the added value of each other. 

There are essentially two ways of collaboration: 

1) Partnership, to respond to local needs, partnerships with local, social actors, ASBL (non profit companies), and Forem, in order to reach the best possible results at local level; to establish permanent contacts and focus on relevant “core business” in the labour markets.

2) Projects. National projects are useful to stimulate creativity, to develop personalised paths, to offer visibility to partners and to results, and finally to join financial means. 

The second experience of public – private partnership from the point of view of a private provider was offered by Adecco and JobCentre Plus in the UK. 

Jobcentre Plus, has a long-standing approach to work with private providers for the delivery of employment services. Jobcentre Plus Clients are mainly long-term unemployed, disadvantaged groups. Private providers are key actors also in the introduction to work of these categories of clients. For example in the recruiting sector, both JCP and recruiting companies have constant relations with employers,, because they have the same goal: to find suitable candidates for employers.

Adecco collaborates with Jobcentre Plus because the partnership can maximise effectiveness. The factor of adaptation to the change is a key element to be kept in mind. In fact some figures and data about the labour market situation can be best provided by the public sector, and their analysis can help private providers improve their strategies. 

These are some of the main elements that characterise the UK labour market:

· There is a shrinking pool of talent / labour to draw 
from.

· The United Kingdom has an ageing population.

· There are large numbers of inactive workers in UK.  

· There is a need to understand individual needs of both sides in the partnership.

· Private sector recruiters (e.g. Adecco) engage most employers - They can fill gaps (vacancies) at every level (the advertising campaign of Adecco is proposed through internet, announcements, etc...)

Indeed the aging of the population affects the profile of the candidates and consequently the strategy must be adapted to the changes. Private (for profit) and public sector (economic and social) objectives can be mutually beneficial. But that ‘benefit’ needs to extend beyond young, qualified, prime aged customers for one key reason: demography. So public and private bodies need to start attracting other groups into the labour market.

In the words of Adecco representative: “It makes good business sense (from private sector perspective) and good social / economic sense (from public sector perspective) to work together”. 

Finally, good cooperation is also a matter of "perception": the collaboration between Adecco and Jobcentre Plus is based on common objectives and goals, especially regarding funds and financing, but the confidence that can be earned in a day, must be retained more days.

JCP has published a report on partnership with private recruiters for hard to help categories. Among the main findings Jobcentre Plus voted open communication (82%) and understanding each other’s objectives (75%) as important in creating successful partnerships with recruitment agencies, very much higher than the importance of service level agreements (which are however not compulsory in the definition of public private partnership agreement).

Even if Italian Universities are not considered private providers, they are special actors in the field of “employment agencies” for their role in job mediation. In fact the Italian labour market reform include (public and private) Universities as “special mediators”  with the obligation to be connected with the National Labour Exchange system (Borsa Continua Nazionale del Lavoro). The example that was described during the Workshop concerned the University of Turin, with its enlarged responsibilities and activities, besides those that are normally performed of education, vocational guidance, in order to strengthen the University’s role in supporting people to adapt to a more flexible and dynamic labour market. In particular, Universities are asked to develop stronger relationships with the labour opportunities that are offered to their students.

1.4. The indicators of quality proposed by the benchmarking programme

In the Seminar of 15-16 June 2006, the two working groups agreed on the following areas of intervention that help define quality indicators in the public-private relationship:

Working group 1

· degree of clarity, evidence, and relevance  of organization’s strategy (mission)

· degree of coherence and adequacy of mission to the program, project, action.

· degree of capability to deliver required services

· degree of evidence of operators’ skills 

· degree of consistency of the tangible and intangible resources concerned and consequent capability therein

· degree of commitment and corporate social responsibility for the programmes proposed

· degree of evidence of the customer satisfaction achieved

· degree of innovation, creativity and problem solving

· degree of versatility towards different target groups, especially with disadvantaged people

· degree to provide competitive advantages to the programmes (e.g. costs effectiveness, image, positioning, etc.)

· degree of the outcomes achieved in the domain of the program or action.

Working group 2

· degree of transparency of information delivery towards clients (eg advertising, publicity, etc)

· degree of pro-activity towards clients

· degree of trust in the organization

· degree of coherence between mission (finalisation) and programs/actions

· degree of personalization of services according to needs of different target groups (both job seekers and employers

The examples examined on the type of quality in services but also in partnership, in relation to ethics and to the Corporate Social Responsibility, are very important and they helped experts to focus their work after the Workshop. 

An encouragement must be drawn from these meetings and seminars, in order to proceed with a certain confidence to the definition of guidelines for quality assurance and use common tools to design and adapt a “manual” of quality to the actual situation of each country.

1.5. Benchmarking as strategy for continual improvement :

The most important tool to implement a strategy for improvement is the benchmarking. However, we have some considerations to do on this subject and draw the attention of the experts to the limitations of the benchmarking programs.

We could summarize these limitations to the following aspects :

· Relativity

· Transferability

· Reversibility

Usually we define the services for their features of intangibility, heterogeneity (or variability), perishability of the output, simultaneity of production and consumption, but not enough the features of relativity and reversibility.

The relativity is implied in the concept of benchmarking: however we must consider a supplementary aspect of the relativity, that is the differences of the services performances in the perception of the beneficiaries, not only in their delivery processes and in the benchmark or standard therein. 

The same consideration should be made for the “transferability”: it is easier to transfer processes concerning the production of the industry than the processes of the services, because of the elements of creativity or other skills which cannot be reproduced out of their milieu or social capital. 

Moreover, the “relativity” is also diachronic: some benchmarks of services quality were much better in the past than in the present, like the postal service efficiency of the ancient Romans, which was the best practice until the XX century. The layers of the houses and the thermal services are other examples of the benchmarks not yet overcome. Till now. We live under the “myth of the contemporaneity “: on the contrary, every nation (even every “man”) has its own pace in its own historic processes. The harmonization should be a co-operative path, not a draconian nightmare.

As far as the “reversibility” is concerned, the examples just quoted are eloquent: we can have a society, an organization, an institution, a state, a corporation etc, that are excellent providers of the services now but not after a certain period. Reversibility and instability are embedded. We are forcing now the comparison of the services quality providers in Europe: but the methodological approach cannot ignore how many differences  there are and how much we must adopt the so called “diversity management” (according to the different cultures and values’ tables, also within our countries, because of the massive immigration).

According to the empirical applications of many programs for services’ quality improvement, there are three elements of the quality requirements that are usually weak: the responsibility of the managers (Deming said that more than 90% of the errors and not conform outputs of the organizations are the result of bad management and weak strategic thinking), the poor empowerment of human resources, the poor attention to the voice of clients.

1.6.Services and the social capital

Service quality has a close connection with social capital quality: we experience “services” daily, from the State, being the organisation that ensures the citizens’ rights as equal in front of the constitution and legislation, to the local institutions, firms, schools, banks, insurance companies, enterprises, shops, hotels & resorts etc. All these experiences form the immense “pedagogical province” which generates the social capital of a community, a region, a state, even a union of states like the European Union or the Council of Europe or the World Bank, the United Nations etc. If the service quality is poor or does not exist, the quality of the social capital should also be low or not existing at all.

Actions concerning service quality are urgent nowadays, to ensure the vitality and regeneration of the social capital and its “inclusive” energy and action. 

According to the World Bank definition social capital is "the institutions, relationships, and norms that shape the quality and quantity of a society’s social interactions (World Bank, 2000)",especially through the “trust” indicators. Social capital is explicitly relational. It cannot be produced by individuals acting in isolation from one another. In sum, social capital reflects the value of cooperative social activity. 

Families, communities and nations differ in their endowments of social capital. In some, the social networks that give rise to social capital are dense and efficiently organized. In others, levels of quality are low and the stock of social capital is meagre. Recent theory suggests that communities possessing relatively high levels of social capital will experience higher levels of economic performance and social welfare (other things being equal). 

1.7.The new trends of customers’ requirements in the modern society

New customers’ requirements are reflecting the four most important incoming effects of the new millennium:

· “spider-man” anthropology, as active citizens co-make or co-produce services and self-generate connections, if motivated and involved

· The new expectations of the client becoming “guest” in welcoming stage where he/she “experiences” what expected 

· The new economy of the well-being and happiness as new “welfare/workfare” paradigm in the next decades

· The new ethic of quality as commitment to really acknowledge citizens as stakeholders involved in democracy and its institutions.

Spider-man Anthropology: it is the metaphor of the human being who is able to “generate” on its own the “connections” he/she needs, beyond the traditional social, political, cultural and economic contexts (family, local community, local and national institutions, even national citizenships). Its features are: huge mobility and nomadism, not only for tourism, but also for work purposes or simply  for human rights  achievement (most part of immigrants are rather looking for respect of rights than money or jobs). Each person is craving to fulfil his/her own “state”, his own nation, his own citizenship: web is there to facilitate this attempt and satisfy, at least in a virtual way, this wish. It may become feasible to live at the same time two, three or more cultural identities (cosmopolitism and multiculturalism): the access era makes visible and attractive the “opportunities” to be caught or the rights to be enjoyed everywhere they appear possible according to the inner capabilities. The comparison between the different nations, their levels or degrees of life satisfaction and well-being, is nowadays very easy, through a lot of communication means (television and internet above all). Most part of present jobseekers are born within the access era and their “genetic” inspiration is to navigate in the web and use it as a channel for every connection that they need. A sort of new huge womb, where they can perform their behaviours and look for their “services” as specific transaction of utility and opportunity: our society is in rapid transition and passes from the economy of commodities production (until 18th century), to industrial goods and items (until the Eighties of the 20th century), from the economy founded on service delivery (from the eighties up to now), to the economy founded on the production of experiences and relations, i.e. the production for the human being himself (well-being society and sustainable models of life). 

The “guest’s” expectations. The needs and expectations of the client are the object of quality policy: nevertheless, the patterns of the expectations are changing. The consumers of the “Au bonheur des dames” by Emile Zola meantime became “clients” (the marketing wave of the Eighties), later they became “prosumers” (Toffler) and finally “guests” (Pine & Gilmore). Psychology and expectations of someone, who perceives himself as a “guest” are much more refined and higher than those of a person who perceives himself as a consumer or user. Therefore, people expect “services” to be delivered with the same responsiveness expected by a guest, no matter if the provider is a trade centre, a store, a resort, a carrier, a fitness centre, a concert hall or a job centre. Many of the features of the hospitality and the show industries are used by almost all services providers, to excite “emotions” and personal or inter-personal experiences: the transaction is a stage, the script is customized, people become “players and actors”, the stakeholders are the audience and their satisfaction analysis is required to evaluate the effectiveness, the congruity and the costs-benefit equation of the performances. The experts speak about “dramaturgy of service delivery “(C. Lovelock).

Happiness and well-being economy: Domestic policy currently focuses heavily on economic outcomes, although economic indicators omit, and even mislead about, much of what society values. We show that economic indicators have many shortcomings, and that measures of well-being point to important conclusions that are not apparent from economic indicators alone. For example, although economic output has risen steeply over the past decades, there has been no rise in life satisfaction during this period, and there has been a substantial increase in depression and distrust: it is the paradox of the happiness in economics. We argue that economic indicators were extremely important in the early stages of economic development, when the fulfilment of basic needs was the main issue. As societies grow wealthy, however, differences in well-being are less frequently due to income, and are more frequently due to other factors, such as social relationships and job satisfaction. Important non economic predictors of the average levels of well-being of societies include social capital, democratic governance, and human rights. In the workplace, non economic factors influence work satisfaction and profitability. It is therefore important that organizations, as well as nations, monitor the well-being of workers, and take steps to improve it. Supportive, positive social relationships are necessary for well-being. There are data suggesting that well-being leads to good social relationships and it does not merely derives from them. In addition, experimental evidence indicates that people suffer when they are ostracized from groups or have poor group relationships. The fact that strong social relationships are critical to well-being has many policy implications. For instance, corporations should carefully consider relocating employees because doing so can sever friendships and therefore be detrimental to well-being. To set up and carry out the employment services without considering this new approach, is far from “quality”. 

The new ethic of quality and its connection with new welfare/workfare purposes: One of the most innovative approaches of modern society, is the “social accounting and auditing”, as a way of measuring and reporting on an organisation's social and ethical performance. An organisation which takes on an audit makes itself accountable to its stakeholders and commits itself to following the audits recommendations. This is the reason why in the present Manual for quality in employment services we have introduced also the ethic and social accountability systems (e.g. CSR - Corporate Social Responsibility), together with the quality systems: ethic is the most consistent implementation of quality, because quality certification (e.g. ISO 9000) is insufficient to ensure the accountability of the organization, if the “moral feelings” ( just to use the expression of the fathers of modern democracy and capitalism, Adam Smith, Stuart Mill and others) do not enable the commitment and responsibility to be steady and internalized. Even economics is interested to introduce, after the ROI index (Return On Investment), also the SROI index (Social Return On Investment): in the case of the employment services, this approach is a “compulsory expectation”, according to Max Weber’s theory. 

In the field of government spending, the developed SROI tool might allow, for example, a department to assess the full extent of the costs and savings created by introducing an increased crime prevention strategy compared with the costs of dealing with crime, or investment in the public employment services compared with expenditure on traditional assistance of the unemployed people (regardless of the “psychological” and existential costs, which are not easily measurable). This is the reason why many experts ( e.g. Robert Solow, Nobel Prize of Economics in 1986), in the Self-Sufficiency Projects promoted by the Canadian Government, studied the advantages of the so called fair workfare with respect to the traditional welfare. To have a job is strongly connected with the self-esteem and the perception of an active role to play in the society, because we live in a society where the respect for ourselves, so as the respect for the others, are associated to a job, so that “even rich people simulate to work” – said Solow ironically. The most relevant indicator for ethic quality of the public services is the degree of participation, decentralization, and professionalism. There is a more fundamental reason for civic engagement, however – the renewal of the democratic state. The travails of public services are not simply a product of poor management, inadequate funding or the wrong political party. There is a systemic issue involved – the role and extent of the state itself. It produces services that are less than universal and effective, so that people no longer see themselves as part of a collective functioning. Nevertheless, new forms of social contract have not been easy to establish. Without a sound foundation – the consent and participation of those at whom they are aimed, for example – they can simply appear coercive or neglectful. Direct involvement by people in the services provided by society would refresh the public realm, rebuild commitment to wider society and re-engage them as citizens: from users to partners, testifying to the enormous potential of engaging users of public services directly in the public services they use. In what Edgar Cahn, a US pioneer of public participation, describes as “co-production”, users are affirmed as partners: they have their own skills and value.

INTANGIBLE VALUES 

NOT EVERYTHING THAT COUNTS CAN BE COUNTED AND 
NOT EVERYTHING THAT CAN BE COUNTED COUNTS 
Albert Einstein 

	NOTE N.1 :  Why are employment services organizations asked to change ? 


Many people are in trouble, because of the rapid obsolescence of the organizations and institutions: the change is permanent, structures innovation (both public and private) is steady, many public and private organizations and institutions seem to be late with regard to the needs and expectations of citizens, consumers, clients, etc. 

The reason for this can be simply cleared through 3 images or diagrams concerning the relation between time and innovation in the last two centuries.

Figure n. 1 : In human history the innovation curve is slowly increasing for a long time and it suddenly speeds up in  a very short time.
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Figure n. 2 : The gap between the curve of innovation and the curve of organization establishes an increasing distance between human beings’ consciousness (and their needs and expectations) and the corresponding response of organizations and institutions, in spite of the fact that they run parallel. This implies that institutions and organizations seem to be close to citizens or consumers or clients, but in fact their relationship becomes more and more dissatisfactory. The trend, in absence of new solutions, is endless. 
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1975 : the turnabout of the acceleration with net economy


Figure n.3:  People have two choices in the middle of the paradox of change and innovation (globalization included). The first one is to stop change and innovation, to constrain one’s consciousness (needs, expectations, vision, experiences etc) to conform with the delay of the institutions or organizations, through repressive or manipulating actions (the “Big Brother” nightmare of the literature or the “small sergeants” of the farces & fictions) or to innovate the institutions and organizations to the new forms of governance (client-centred, participatory, networking etc.), which are able to overcome the gap through continuous improvement, increasing flexibility and customized delivery of goods and services. Decentralization, e-government, quality systems, sustainability policies, web market, access of many to many etc. are the attempts to fill in the gap.  And the employment services don’t escape from this new scenario, either.
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� � This interpretation of the present form of economic facts is due to the famous text of Pine and Gilmore, American economists, who interpretate the market as a “stage” where costumers become “guests” and consumers enjoy “experiences” and emotions (Pine B.J.- Gilmore J.H. (2000), The Experience Economy. Work is Theatre & Every Business a Stage, Harvard  Business School Press, Boston). 
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