Chapter 3 – The Quality Manual and guidelines towards the Employment Services quality: tools to be used. 

3.1.Introduction
The tool proposed is the architecture of a Quality Manual, with all the basic components and conceptual frameworks to be implemented in a quality system focused on the “specific” mission of the institutions and organizations concerned (public and private).

Therefore, the Manual proposed has the following characteristics:

1.1. It encompasses all the three perspectives that the Chapter 2 has taken into account for an effective and tailored creation of a quality achievement in the private and public employment services delivery:

· The Quality management of each “internal” organization involved in this field, considering the “excellence” as the final benchmark to be achieved, with the specific differences and requirements of the private and public organizations (from this point of view the differences are very few: quality systems can be applied to all types of organization, regardless their mission, because both have the same product, i.e. “services”, and a mission quite similar, i.e. “public“ lato sensu).The guidelines are applied for the development of quality management within one’s own responsibility areas;
· The Ethic Quality, as core and central profile of this type of “services delivery”, taking into account the target groups and beneficiaries of the service offered: they deal with one of the basic human rights and needs and they act as interface between intangible values of the well-being and the tangible values of the labour market, a very critical zone where the failure of a delivery is coinciding with the failure of “existences” in itself, not only the failure of a consumption or a travel or a meal ;

· The Co-operation and Networking quality, as strategy of a real, effective partnership between all the organizations involved in the employment services : the end of the public monopole in this field  is due to the too rapid changes and innovation of the society and the insufficiencies and delays of the usual institutions devoted to this service must be only fulfilled by  the creation of efficient and effective partnerships between all the actors and players, in order to ensure a large “web” of supporting structures, personnel, competencies, along the new requirements of the globalization and the new expectations of the job seekers. 

1.2. It includes a series of “indicators” to be used by employment services organizations, involving everyone in the process and applying the basic architecture of the manual proposed to the different situations in the countries: the “harmonization” between European countries involved in the programme should be more focused on the methodologies than on other aspects of the services delivery, as already underlined in chapter 1. Questions like: more public or more private? More competition or co-operation between public and private employment services? and other similar “technicalities” are completely misleading our philosophy.

1.3. It represents a platform for a creative exercise for the staff: a Manual cannot fit anyway the real profile of organizations, if it comes through a top down process. Each organization is invited to “create” (to design, to test, to apply gradually, to check, to review etc.) its own “manual”: training activities, workshops, briefings, meetings, assemblies, assessment sessions could be used for such a creative work.

3.2. Quality statements, indicators and the evaluation methodology

A Manual serves to document all the activities and processes adopted to implement the quality management of the organization in all its parts :

· Quality policy statement: The first documentation to be exposed and explicitly confirmed, communicated and shared by all the people concerned, is the statement of the Management for unconditioned commitment for quality. The Manual opens with such a statement.

· Indicators: they are useful to offer a professional answer to the question: how do customers measure services? How do organizations measure customer satisfaction?

· Evaluation: the two sides of the same problem (the supplier and the client) meet their common evaluation frame in the indicators. 

Normally they are composed in clusters (groups of indicators concerning the same area of behaviors) and each cluster can be considered a “key factor “ of quality.

Then, all the clusters should be detailed with specific “indicators” (traits of the behaviors): they form integrated groups of the most meaningful elements or components of the factors or clusters, which show their multiform features to permit a careful analysis of the quality processes and the way they are perceived by the auditing activities and finally by the customers. They permit the evaluation, mostly of qualitative type, with reference to the quality of objective evidence, consistency, effectiveness, usefulness etc. that an indicator implies, to be considered operational. The result coming from service delivery’s indicators, offers an analytical methodology to establish a comparative relationship between customers’ expectations and the actual performance, selecting the right quality measures and indicators, using the right assessment instrument, involving the right stakeholders. Moreover it is very useful to do a benchmarking evaluation between different actors or players in the same system. Quality measures have to be made operational with quality indicators.

Once the indicators are selected and applied, the measurement in quality systems is normally made with a Likert scale like this : 

0
(no evidence at all of the indicator)

1
(some traces of objective evidence of the indicator ,but largely insufficient) 

2
(modest objective evidence, without sufficient precision and accuracy )

3 
(good objective evidence of the indicator, with small gaps)

4 
(excellent objective evidence of the indicator and available to be considered  as best practice)   
The definition of a set of quality measures is only a first step in the process of quality measurement. 

Typically, quality indicators are categorised as quantitative versus qualitative and subjective versus objective. 

Subjective quality indicators can always be quantified. They are usually based on some type of survey which measures the reactions or expectations of a group of respondents. Objective quality indicators, however, cannot always be convincingly quantified. For example, it may be hard to construct an objective quantitative indicator measuring the comfort of waiting rooms in public agencies. Even though quantitative indicators such as the room temperature, the number of seats and the size of the waiting area may give some hints about the basic conditions of the waiting room, more qualitative information on its cleanliness, level of noise, availability of more private areas, decorative state, and ‘atmosphere’ would be much more useful in allowing service providers to decide whether it embodied the appropriate quality level. Ideally, a sound set of quality indicators should include both quantitative and qualitative indicators.

In order for measurement to be meaningful, it is often suggested that performance indicators have to fulfil the criteria we have already exposed in the Chapter 2 (Approach to the quality and the features of the services offer).

3.3.  The core dimensions of quality

There are five dimensions:

· Tangibles: structures, equipment, personnel and communication tools, safety ;

· Reliability: competence, dependability, accountability, loyalty, honesty, protection of data ;

· Empathy: courtesy, high touch atmosphere, capacity to listen and understand the job seeker and his/her needs and expectations

· Communication: interpersonal communication (either verbal or not verbal), assertive relationship,

· Responsiveness: effectiveness, on time offers and proposals, accessibility.

Since the search for such ideal dimensions is rather time-consuming and also requires experience and knowledge regarding which indicators support the purpose of an organisation, ready “off the peg” performance measurement systems have become quite popular in the private as well as in the public sector (with some time lag).

Many of these systems include a set of quality indicators which may be used to measure different dimensions of quality. Nevertheless, the arguments above suggest the need for caution in this area. Many aspects of quality can and should be measured, both by objective and subjective measures and by quantitative and qualitative data. However, we should not get trapped by the illusion that any of such sets of measures captures the essence of quality – they only provide a partial picture.

The basic objectives and structure of several of these quality assessment systems have been described briefly - the ISO 9000 series, citizen’s charters and quality excellence models. All of these instruments have become widespread and often used for the wrong purpose. 

A critical assessment of their limitations must be considered as well.

3.4. The Manual architecture :

All the considerations above exposed, meet their goal to become operational and effective within the logical framework of the Manual. A Manual is not the definite solution for quality assurance: it is paving the way towards quality. 

QUALITY MANUAL

CONTENTS:

SECTION A :

QUALITY ASSURANCE WITHIN THE EMPLOYMENT SERVICE ORGANIZATION

SECTION B :

THE ETHIC QUALITY

SECTION C :

THE CO-OPERATION AND NETWORKING QUALITY BETWEEN PES AND PRES

SECTION A : 

QUALITY ASSURANCE WITHIN THE EMPLOYMENT SERVICE ORGANIZATION

A. MANAGEMENT RESPONSIBILITY 

A.0. Quality Policy 

Statement: Management of the employment services organization shall provide evidence of its commitment to the development and implementation of the quality system and continually improving its effectiveness.

Indicators:

· to have a good preliminary knowledge of the quality system

· to know the policies concerning the quality management and the pertinence of the decisions to be undertaken therein

· to establish a policy statement, according to the mission strategy of the organizations: corporate goals are clearly defined and communicated to all staff

· to motivate all the members of the organization about the importance of meeting customer as well as statutory and regulatory requirements

· to conduct management review

· to ensure the availability of resources

Questions  for self-auditing:

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence ?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices: Have you some references and sources  to be documented on the best practices about this cluster of quality indicators ? 

EXERCISE N.1 :

Example of objective evidence of the indicator: “to establish a policy statement, according to the mission strategy of the organization”
CORPORATE MISSION STATEMENT

As specialists in the employment services delivery, our mission is to be recognised as an organization which operates according to quality requirements, wherever it is located, and which is providing all the services it is able to supply. We will strive to satisfy the needs and aspirations of our customers to find solutions according to our customers’ needs and expectations. We will provide a consistent quality and a uniquely customized, personalised style of service, thereby achieving customer loyalty. 
(For PRES: we aim to achieve a fair and reasonable profit to ensure growth and prosperity for the organization and for the benefits of its people).. 

We recognise the importance of a safe, healthy work environment, and promote strongly, personal development and training, thereby offering opportunities in career advancement. We promote participation by everyone in what we do, and support and recognise each individual’s contribution.

Whilst striving at all times for the highest standards of efficiency, we will also promote and nurture good relationships with all co-workers. The rewards reaped, through personal and job satisfaction, and a sense of achievement by all, will engender a loyalty to and identity with the organization.

We aim to communicate effectively and motivate all team members so that they will portray our unique professional style to our customers.

To achieve this we require total involvement in, commitment to, and understanding of quality excellence by everyone in the organization
Standards and systems adopted reflect our commitment to quality. Our quality policy is based on a number of fundamental principles:

· the continuous development of people.

· the continuous measurement of Quality achievement

· the continuous review and improvement of system.

Date________________                 

Signed by the Board of Directors (or CEO) 

A.1. Responsibility, authority and communication :

Statement: Management of the employment services organization shall ensure that responsibilities, authorities and duties are defined and communicated within the organization.

Indicators:

· General and specific responsibilities are defined for all personnel whose functions are bearing on service/product quality and the quality system.

· A Group Quality Co-ordinator is responsible for the co-ordination of the Quality System across the organization

· Appropriate communication processes are established within the organization 

· Communication takes place regarding the effectiveness of the quality system and its application in the daily activities and operations

· An organisational chart showing structure, job description, responsibilities, duties and reporting relationships  is visible, accessible to everyone (especially to the stakeholders) and widely circulated throughout the organisation   

· There is a direct relationship between responsibility and accountability throughout the organisation

· Individual responsibilities for quality activities are documented for each of the services provided by the organization 

· The internal value chain of the services delivery is well focused and object of systematic review and monitoring to ensure an integrated quality offer of all passages from one point to another

· A flow diagram is established and continually updated for the internal chain of services delivery

· An inter-functional matrix is used to define a project management methodology



Questions  for self-auditing:

For each indicator try, please, to answer the question : “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on best practices: Have you some references and sources to be documented on best practices about this cluster of quality indicators ?

A.2. Management review :

Statement : Management of the employment services organization shall review the organization quality system, at planned intervals, to ensure it is continuously suitable, adequate and effective.  

Indicators :

· To assess opportunities for improvement and the need for changes to the quality management system, including the quality policy and quality objectives

· To evaluate the information on results of auditing actions (internal/external) and the non conformities of services and/or of processes

· To consider carefully customers’ feedback  and improvements of the services provided related to customer’s requirements

· To introduce preventive or corrective actions

· To communicate recommendations to the staff through personal and inter-personal briefings and written reports

Questions  for self-auditing :

For each indicator try, please, to answer the question : “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices: Have you some references and sources to be documented on best practices about this cluster of quality indicators ?

A.3. Quality of strategy and strategic behaviours

Statement : Management of the employment services organization has a clear, up to date and competent strategy of the organization ( public or private ) , according to a deep knowledge of the normative, economic, social and cultural scenario, especially related to the labour market

Indicators :

· compliance of the management and employment services delivery with the legislation and normative framework concerning the mission of the organization (International charters and European Union directives included)

· pro-active ability to do proposals and improve the legislation framework and norms concerning the employment services, especially on the PES/PRES co-operation through a defined specificity

· competent use of data on the labour market trends, changes and needs as “system client”, both at local  and national/international level for their pertinence of the decisions to be undertaken in effective employment services delivery

· Availability, traceability and degree of the up-to-date statistics on the labour market and the features of the target groups of the services (age, origin , competencies, location, impact of the employment crisis, career obsolescence….)

· Relations with all the social, economic, cultural, educational and institutional actor , especially those who play the role of stakeholders of the organization, are systematic

· There is a unit for the “marketing “ strategy and/or the external relations development

· A steady networking with the stakeholders, other organizations (public and private) with similar mission

Questions for self-auditing:

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this quality cluster of indicators ?

B. RESOURCE MANAGEMENT  

B.0. Provision of resources:

Statement: Management of the employment services organization shall determine and provide the resources needed for the appropriate and competitive offer. Organization must ensure that adequate resources are provided to enhance customer satisfaction, to implement the required processes and to improve them.

Indicators:

· To assess opportunities for improvement and the need for changes to the quality management system, including the quality policy and quality objectives

· To evaluate the information on results of auditing actions (internal/external) and the non conformities of services and/or of processes

· To consider carefully customers’ feedback and improvement of provided services according to customer’s requirements

· To introduce preventive or corrective actions

· To communicate recommendations to the staff through personal and inter-personal briefings and written reports

Questions  for self-auditing:

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this cluster of quality indicators?

B.1. Human Resources:

Statement: Personnel, whose work performance will affect service quality, shall be competent on the basis of appropriate education, training, skills and experiences.

Indicators :

· To plan and determine the necessary skills for personnel performing work affecting service quality

· To provide training or undertake other actions to satisfy the competencies needed and expected

· To evaluate the effectiveness of the actions undertaken

· To ensure that employment services’ personnel is aware of the relevance and importance of their activities for the fundamental job seekers’ rights 

· To create and document the personal port-folio of personnel empowerment  
· To manage human resources with motivating leadership and high contact 

· To involve everyone in quality management and in processes

· Employees are appraised on quality

· Recruitment takes place on the basis of appropriate education, training, skills and competencies: all recruitment systems based on references rather than competencies are to be avoided

· To ensure that organizational atmosphere is positive and facilitates work performance
· Regular meeting are held between management and staff 

· The leadership style can be described as  participative/consultative  

· The quality groups have been formed and trained in problem solving techniques and meeting procedures 

· Quality groups meet regularly in accordance with the agreed schedule

· There is evidence of improved productivity

· There is evidence of reduced turn over 

· There is evidence of reduced absenteeism
· There is evidence of improved management/staff relations

· There is evidence of more effective teamwork

· There is evidence of less direct supervision
· There is evidence of increased job satisfaction (employee as “internal” client)

· Personnel plays a role in the decision making process

Questions  for self-auditing :

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices: Have you some references and sources to be documented on the best practices about this cluster of quality indicators?

B.2. Infrastructure and technical/technological  resources & facilities:

Statement: Management of employment services organization shall determine, supply and maintain the infrastructure, technical/technological resources and facilities needed to achieve conformity to services requirements.

Indicators:

· To ensure a location and a state of the building that meets the accessibility needs of both employees and customers

· To ensure that the state of the building meets the safety and accessibility needs, especially for the disabled people or other weak target groups of customers

· To plan workplaces and workstations with the associated utilities

· To plan workplaces and workstations with the appropriate conditions (space, light, heating, connections…)

· All the applicable technologies are adopted to help staff performances

· The work environment is positive and conform with the eco-audit guidelines

· To ensure that all the Health Regulations are respected
Questions  for self-auditing:

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this cluster of quality indicators ?

C. EMPLOYMENT SERVICES DESIGN AND DELIVERY  
C.1. Employment services’ planning and designing:

Statement: Management shall plan, design and develop all processes needed for employment services offer and delivery. Planning and designing shall be consistent with the requirements of the other processes of the quality management system and, if the case, when submitted to the survey of the public authorities, for the specificity of this services, shall be conform and consistent with the normative frame and rules (European, national and local)  of this type of services.

Indicators :

· To ensure the organization “capacity”  to design and develop the employment services offer according to customers’ and the stakeholders’ requirements (field research)

· To set up and carry out the processes, competencies, resources (both human and technical) needed for the delivery of quality services 

· To determine the necessary survey and pilot testing on the services planned and designed before their delivery, to prevent errors and review the designed processes

· To modify and innovate the offer according with the labour market changes or the economic, social and cultural context in general and according with priorities established by the European or national and regional bodies

· To detect professional profiles required by the labour market and do provisional programmes accordingly
· To be pro-active and to use creativity for the customers’ emerging needs of the “client system”

· To be available to introduce tailored and flexible combinations of service offer, taking into account immigration flows, multicultural context, diversity management, strong mobility, tele-work, etc

· There is congruity between labour market needs analysis and the offer proposed
· Relationship between those responsible of designing and the staff responsible of the services delivery is positive and permanent 

· The organization is able to do service design and proposals on demand

· To document and record what customers want as component of the co-makership processes of services

· The offer is differentiated according to the different types of clients/customer 

· Employees know exactly and on time all the characteristic and differentiation of the offer

· Operational problems have been identified and classified and specific problems have been prioritised and targeted for elimination 

Questions  for self-auditing :

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this cluster of quality indicators ?

C.2. Employment services delivery and customer related processes

Statement : Management of the employment services organization shall determine, provide and carry out the employment services delivery, according to the quality requirements in the processes and interactions with customers.

Indicators :

· To determine and implement effective strategies and operations to communicate with customers in relation to services delivered
· To manage every customer feedback, including customer complaints

· To do careful analysis of requirements specified by customers, also for post-delivery and follow up activities 

· To ensure that the relations of the employees with the customers have a good degree of empathy

· To ensure that the communication and transactions styles of the employees with customers are assertive 

· The information contents and the promises are honest, true and realistic in all the promotion and advertising materials

· The use of mass media, the participation in fairs, conventions, congresses etc is consistent with the mission strategies, also for the “institutional marketing and communication” (for the public employment services)

· The information on the employment services is complete 

· Web communication and information is user friendly, clear and customer tailored

· The creation of on line networks, forums, many to many communication systems etc. are consistent with the mission strategy of the employment services

· Information is provided concerning organization location (how to reach it), transport, parking etc. 
· The architectural barriers of the building are removed

· The internal display of offices and workstations are clear and easy to identify

· The front desk is particularly and carefully disposed with employees who have the skills and abilities needed to manage the welcoming process
· The communication styles of the organization contribute to the customers’ self-esteem 

· The communication tools in general contribute to a  better corporate image

Questions  for self-auditing :

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this quality cluster of indicators ?

D. VERIFICATION, VALIDATION, DOCUMENTATION AND MONITORING OF THE EMPLOYMENT SERVICES DELIVERY  

D.1. Verification, validation and documentation of service delivery

Statement : Management of the employment services organization shall establish and implement the inspection or other auditing activities necessary to ensure that service delivery and offer meet specific customers’ needs and expectations.

Indicators :

· There are specific and tested (validated) forms for monitoring and measuring the quality of the delivery processes of the services

· To establish forms of internal auditing at planned intervals to determine whether the quality management system conforms to the planned objectives and benchmarks or standards

· There are specific and tested (validated) methods to monitor and measure the impact or results of services on customers

· There is a good management of the lines and process flows, to avoid time waste for customers

· The organization promotes circulation of data, information, periodical reports about the services delivered, the quantity and quality of the results achieved, the impact or effects of the activities on the social context and on the labour market

· The monitoring and evaluation/verification activities are documented, saved and traceable

· Preventive and corrective actions are made to eliminate the non conformances and to ensure the continuous improvement, according to the Total Quality Management principles

· Criteria, scope, frequency of the audit and audit methods are defined
· Auditors should have adequate competence to perform audits

· Those responsible for managing non-conformances decide on actions to be taken and  implemented in a diligent manner 

Questions  for self-auditing :

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this cluster of quality indicators ?

D.2.Customer satisfaction 

Statement: The organization shall monitor information related to customer perception as to whether the organization has met customer requirements and expectations

Indicators :

· To determine the methods to obtain and use customer satisfaction and customer perception about the employment services supplied

· Systematic forms for customer satisfaction analysis are delivered and their results are carefully examined and communicated to the staff 

· This feedback is an input for management review meetings with staff and focus groups with customers

· A continuous improvement is adopted according to the data and outputs of customer satisfaction analyses

· Nonconformities are under steady review 

Questions  for self-auditing :

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence?”
	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this cluster of quality indicators ?

SECTION B :

THE ETHIC QUALITY

CORPORATE SOCIAL RESPONSIBILITY 
IN THE EMPLOYMENT SERVICES DELIVERY

MAKING EUROPE A POLE OF EXCELLENCE ON CSR

Corporate social responsibility (CSR) is a concept whereby companies integrate social and environmental concerns in their business operations and in their interaction with their stakeholders on a voluntary basis. It is about enterprises deciding to go beyond minimum legal requirements and obligations stemming from collective agreements in order to address societal needs. Through CSR, enterprises of all sizes, in cooperation with their stakeholders, can help to reconcile economic, social and environmental ambitions. As such, CSR has become an increasingly important concept both globally and within the EU, and is part of the debate about globalisation, competitiveness and sustainability. In Europe, the promotion of CSR reflects the need to defend common values and increase the sense of solidarity and cohesion.

(Commission of the European Communities: Implementing the partnership for growth and jobs: making Europe a pole of excellence on Corporate Social Responsibility. Communication from the Commission to the European Parliament, the Council and the European Economic and  Social Committee, Brussels, 22.3.2006, COM(2006)136 final

E.0. Policy quality of employment services according to Corporate Social Responsibility: vision and strategy 

Statement: The revised Lisbon strategy promotes growth and jobs in a fully consistent manner with sustainable development, which remains an overarching long term goal for the European Union. Enterprises, as the motor for economic growth, job creation, and innovation, are key actors in delivering the Lisbon and the sustainable development objectives. 

Europe needs enterprises that provide products and services that add value for society and deploy entrepreneurial spirit and creativity towards value and employment creation. However, Europe does not need just business but socially responsible business that takes its share of responsibility for the state of European affairs. In its contribution to the March 2005 Spring Council, the Commission recognised that CSR  “can play a key role in contributing to sustainable development while enhancing Europe’s innovative potential and competitiveness”. In the Social Agenda, the Commission announced that it would present initiatives, in co-operation with Member States and stakeholders, to further enhance the development and transparency of CSR. In the revised Sustainable Development Strategy, the Commission called “ on the business leaders and other European key stakeholders to engage in urgent reflection with political leaders on the medium- and long-term policies needed for sustainability and propose ambitious business responses which go beyond existing minimum legal requirements ”.

Therefore,Corporate social responsability means to behave in ethic and honest way, beyond the simple respect of the laws.
Indicators: 

CSR practices are not a panacea and cannot be expected to deliver these outcomes on their own. They are not a substitute for public policy, but they can contribute to a number of public policy objectives, such as:

· more integrated labour markets and higher levels of social inclusion, as enterprises actively seek to recruit more people from disadvantaged groups;

· investment in skills development, life-long learning and employability, which are needed to remain competitive in the global knowledge economy and to cope with the ageing of the working population in Europe;

· improvements in public health, as a result of voluntary initiatives by enterprises in areas such as the marketing and labelling of food and non-toxic chemicals;

· better innovation performance, especially with regard to innovations that address societal problems, as a result of more intensive interaction with external stakeholders and the creation of working environments more conducive to innovation;

· a more rational use of natural resources and reduced levels of pollution, notably thanks to investments in eco-innovation and to the voluntary adoption of environmental management systems and labelling;

· a more positive image of business and entrepreneurs in society, potentially helping to cultivate more favourable attitudes towards entrepreneurship;

· greater respect for human rights, environmental protection and core labour standards, especially in developing countries;

· poverty reduction and progress towards the Millennium Development Goals.

Questions  for self-auditing :

For each indicator try, please, to answer the question: “ In which degree do I believe that this indicator has objective evidence in the vision and strategy (table of values) of my organization ?

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this cluster of quality indicators ?

E.1. Employment services planning and designing according to the Corporate Social Responsibility: activities and priorities

Statement: Management of the employment services organization shall determine, provide and carry out the employment services delivery, according to the CSR requirements in the processes and interactions with customers, society and environment

Indicators :

· To build customers’ trust through sincerity, enthusiasm, and creativity in all corporate (or institutional, for public employment services) endeavours

· To strive for total innovation from a global perspective by conducting a mission rich in originality.

· To conduct fair and open business operations while acknowledging social responsibilities and aspiring for harmony with global environment.

· To create a positive working environment by maximizing individual talents and strengths as a team

· To enhance corporate standing and promote the continual development of the organization through the exploration of new possibilities
· To foster innovation and entrepreneurship in sustainable technologies, products and services which address societal needs

· To help SMEs to flourish and grow

· To assist enterprises to integrate social and environmental considerations in their business operations, especially those in the supply chain of our organization or in network or in partenrship with our organization

· To improve and develop skills for employability, especially for the disadvantaged people

· To contribute to local development programmes as active stakeholders of the territorial pacts, integrated territorial projects, industrial clusters and districts, agenda 21, and other local co-operation forms for development

· To improve response to diversity and to the challenge of equal opportunities, taking into account the demographic changes alongside the rapid aging of the European population

· To improve working conditions, also in cooperation with the stakeholdes or the enterprises in partnership

· To enhance pro-active dialogue and engagement with all relevant stakeholders

· To operate outside the borders of the European Union in a socially responsible way like companies do inside the European Union

Questions  for self-auditing :

For each indicator try, please, to answer the question: “In which degree do I believe that this indicator has objective evidence in the planning and designing of employment services”?

	
	0
	1
	2
	3
	4


References and proofs on the best practices : Have you some references and sources  to be documented on the best practices about this social responsibility indicators ?

E.2.Employment services tools according to the Corporate Social Responsibility :

Statement: Management of the employment services organization shall adopt the appropriate tools, in order to implement the organizational processes according to the CSR guidelines.

Indicators :

· To create  a positive work environment with adoption of the Social Accountability 8000 

· To make a “Social Balance” every year following the Social AccauntAbility 1000 guidelines

· To use for the customer guarantee and rights the “Services’ Charter”

· To determine an internal code of behaviours with customers, stakeholders and those accountable for networks and partnerships actions and programmes

· To elaborate a “values compass or table” as benchmark for the “ethic” vision of the organization in the society

Questions  for self-auditing:

For each indicator try, please, to answer the question: In which degree do I believe that these tools for ethic priorities have objective evidence in the organisation of the employment services ?

	
	0
	1
	2
	3
	4


References and proofs on the best practices: Have you some references and sources  to be documented on the best practices about this social responsibility indicators?

EXERCISE N.1 :

Example of visual presentation of the “values compass or table” of the organization
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The indicators of the Corporate Social Resonsibility according to the Italian Ministry of Labour and Social Security are traceable in : http://www.welfare.gov.it/csr_cd/html/social_stat.html 

SECTION C :

CO-OPERATION AND NETWORKING QUALITY BETWEEN PES AND PRES

YOU ARE NOT OBLIGED TO DO IT: SURVIVING IS NOT A DUTY


[image: image1.png]



Competition and co-operation became the ying and the yang of the global market. The idea that a central government – like a huge mainframe – is the most important component of the policies system, is obsolete. The networking between cultural, social and professional organizations is becoming more and more important…What happens now is, basically, a change of the power models: from the state to the subjects, from the vertical to the horizontal, from the hierarchies to the networks, from the pyramids to the lens.
(free comment on the John Naisbitt considerations in: “The global paradox”)

K. Lewin : “The striving commitment of two or more subjects who work together for a common goal is more the the addition of their single efforts”

F. AGREEMENT ON VALUES, MISSIONS, STRATEGIES AND ROLES 
F.1. Agreement on the values to be respected and adopted in the private and public employment services policies: 

Statement: Co-operation and networking should be deeply founded and rooted on the same ground values about democracy, citizens’ rights fulfilment, solidarity and other values connected with work and employment policies.

Indicators:

· To introduce the same values in the mission strategies and organizational policies statements, in order to build a sound basis for co-operation between private and public employment services

· To share the “vision” related to work as one of the basic premises for full citizenship and social, economic and professional inclusion of people

· To adopt the quality assurance systems and ethic quality guidelines to make dialogue between all network actors comparable and consistent 
· To intensify use of benchmarking programmes and actions to test the common vision of values, common efficiency indicators of processes and common effectiveness indicators in the outcomes and expected results

· To experiment project management paths and pilot projects frequently, to prove and counter-prove co-operation feasibility in the short, medium and long term

· To develop forms of exchanges not only of the best practices but also of the personnel for temporary internships to optimise the collaborative actions

· To participate in all local development programmes and job creation projects, that are set up and carried out by local networks, like territorial pacts, integrated territorial projects, European structural funds applications, especially through the European Social Fund, employers and trade unions co-operation programmes in vocational training and career guidance.
Questions  for self-auditing :

For each indicator try, please, to answer the question: In which degree do I believe that this tool of ethic priorities has objective evidence in the organisation of the employment services?

	
	0
	1
	2
	3
	4


References and proofs on the best practices: Have you some references and sources to be documented on the best practices about this social responsibility indicators?

F.2. Agreement on the distinction of the functions and roles, of the reciprocal roles expectations.
Statement: A co-operation will be so effective and durable as the roles and the reciprocal roles expectations are clear, submitted to periodical review according to the changes of the labour market requirements and the evolution of the normative frame of reference.

· To introduce the same distinction adopted by the Quality System between the organizations which release the “accreditation” or “certification” and organizations which are accredited and certified: between the organizations which release the licensing and those which receive a formal licensing to provide employment services 

· To reckon the role of the “public employment services” in the accreditation of the private actors and auditing and inspection for the conformities to the norms and legislation

· Every interest conflict between accreditation bodies and executive bodies should be carefully avoided

· To establish the reciprocal role expectations clearly and in progress and to distinguish them in compulsory, preferential and optional ones without commixture 

· To focus all the efforts on the contents and objectives of the relation and co-operation and not on the status and social desirability, visibility and reputation 

· To recognize explicitly (e.g. in the reports or other objective evidence) the contribution of the partners in the action proposed, in the results achieved, in the success obtained

· To recognise the project leadership of the “public employment services” in the creation and development of networks and partnerships, according to the employment policies priorities

· To reckon an appropriate rotation of the project leadership in all the programmes and actions concerning all the services provided, except for the specific roles of the public services and authorities above mentioned

Questions  for self-auditing:

For each indicator try, please, to answer the question: In which degree do I believe that this tool of ethic priorities has objective evidence in the organisation of the employment services?
	
	0
	1
	2
	3
	4


References and proofs on the best practices: Have you some references and sources  to be documented on the best practices about this social responsibility indicators ?

F.3. Agreement on service delivery of the reciprocal supply chain and appraisal of value chain performed:

· To establish agreements for a mutual auditing action of second part when applicable for the qualitative measurement and evaluation of the effective value produced for each other to implement and/or improve the employment services delivery to the customer

· To be able to enlarge in all flexible possible forms the networks and partnerships, involving all the stakeholders, to join better or more rapidly (on time) the customer (job seekers) needs and expectations

· A long-term relationship between the partners and the knots of the network is characterized by teamwork, mutual confidence, and common goals regarding customer satisfaction.
· The supplier implements quality assurance processes and auditing at first level (internal) to limit or eliminate incoming inspection in the second part 
· To create common ICT platforms and databases and to favour all the opportunities offered by the information and net technologies to ensure a permanent on line inter-connection, availability and access

· To devote all efforts to create systems inter-operability to set up an integrated management of labour demand and supply matching
· Each partner becomes supplier of the others and dispose the interactions processes so that costs are lowered and offer is improved
· The recruitment and selection of network members is made according to the consistency and congruity of the quality of the services provided and the efficiency, responsiveness and competence of the performances
· Quality of network’s communication strategies as a whole and channels or tools used for information to the customer (e.g. advertising campaigns, fairs, meetings, etc.)
· Advertising and diffusion of the information in appropriate places (e.g. info-points, web portals etc.)
· The existence of One-stop-shops for services for special target groups (e.g. immigrants, disable people etc.)
Questions  for self-auditing :

For each indicator try, please, to answer the question: In which degree do I believe that this tool of ethic priorities has objective evidence in the organisation of the employment services ?

	
	0
	1
	2
	3
	4


References and proofs on the best practices: Have you some references and sources to be documented on the best practices about this social responsibility indicators ?

F.4. Evaluation of the quality traits of the interactions “rituals” and patterns :

	
	0
	1
	2
	3
	4

	Reciprocity
	
	
	
	
	

	Cohesion
	
	
	
	
	

	Consistency
	
	
	
	
	

	Complementary support
	
	
	
	
	

	Integration/System paradigm
	
	
	
	
	

	Durability
	
	
	
	
	

	Loyalty/trust
	
	
	
	
	

	Value sharing/vision
	
	
	
	
	

	Dependability/confidence
	
	
	
	
	

	Diversity management/complexity management
	
	
	
	
	

	Customer oriented management
	
	
	
	
	

	* other traits …………………………………………
	
	
	
	
	


* To be completed by each organization according to the networks agreements 

Final degree (Mean) :
	0 – 1 = 
	very weak partnership and network (neither capability nor positioning in the competitive system)

	> 1 to 2 =
	modest partnership and network (sufficient capability and poor positioning in the competitive system)

	> 2 to 3 =
	good partnership and network (positive capability and good positioning in the competitive system)

	> 3 to 4 =
	excellent partnership and network (great capability and high positioning in the competitive system)


References and proofs on the best practices: The governance models concerning the employment services and employment policies actions have been steady adopted by the  European Union since the beginning of the nineties (from the White Book by Delors to the Lisbon Summit), with positive impacts on the problem solving approach of the policies concerned.

Therefore, all the positive experiences on this field could suggest and consolidate good practices, especially for the adoption of the bottom up methodologies and the respect of the subsidiarity principle. That’s the original and winning asset of the European Union positioning in the competitive system of the globalization, as integrated philosophy between the market and the welfare, the centralized and decentralized powers, inclusion policies and value creation.

RULE N.1 TO ESTABLISH AN AGREEMENT :

TO AGREE TO AGREE

3.5. Conclusions:

The present guidelines for employment services quality assurance are only the methodology for starting up: methodology means “ “, that is “to look for the truth on the road”. 

Such a “manual” does not exist in literature yet: all the partners involved in this programme are asked to continue their creative work and to “shape” this guidelines according to their own reality, institutional and social conditions, the different stage where they are, without “copy” or “imitate” the others countries, but looking for the “harmonization” in the diversity: integration is a result of a “process” (generally slow and gradual): paving a way to integration becomes possible only through the “subjective” key of behaviours and attitudes above mentioned.

The governance style of the European Union requires this multi-facet approach: there is no country nor region, nor population who has perceived the process of “unification” as something imposed.

The new Europe considers the cultural differences as an asset: the delay of some aspects concerning the institutional or economic or social organizations of the member states should not be considered as something to be erased, but to be changed gradually and through dialogue, benchmarking, work in progress etc. Europe becomes the great lab where all can be citizens of the world and the integration policies are coherent with its identity and mission.  

A SWARM OF BEES, A UNIQUE FLIGHT
Ortega y Gasset

The same paradigm inspires also the team work of the different European networks, like the present project, the different networks of the employment services providers (public and private) in each country, the organizational atmosphere of team spirit within every single provider: a style which is specific and typical of our millennium.
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