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REPORT SUMMARY

CHAPTER 1
| NTRODUCTION

The research was commissoned by the Scottish Office in 1997 to map Careers Sarvice
(CS) provison across Scotland and consder its effectiveness after a period of magor
change to its organisation and management.

The research defined effectiveness in terms of the extent to which provison met dients
needs rather than whether Careers Service Companies (CSCs) were operating effectively
within their exigting resources.

The research was focused on the core work of the Carears Service and aimed to consider
how wdl provison met the needs of young people employers and Traning
Organisations.

At the beginning of the research, most Careers Service Companies were in their third year
of operaion following ther move out of locd authority (LA) control and into a
partnership modd, with the key partners being LAs and Loca Enterprise Companies
(LECs). During the period of the research, LA reorganisation took place, resulting in 9 of
the 17 Careers Service Companies operating in partnership with more than one LA.

Company Boards had been set up, and some initid difficulties dedt with by the issue of
“Governance, Openness and Accountability — Guidelines for Careers Service
Companies’ (SOEID, 1998).

CHAPTER 2
METHODOLOGY

National documentation and datistics were reviewed and interviews conducted with key
informants.

All Careers Service Companies in Scotland were involved in the first stage of the research
which included collection of documents and datistics from each Careers Service
Company, completion of a Careers Service Company profile and interviews with Heads
of Service (HoS) and Careers Advisers (CA).

On the basis of the data from al the Careers Service Companies, a typology of Careers
Searvice Companies was developed which characterised each Careers Service Company in
relation to a number of features.

The typology of Careers Service Companies was used to sdlect five that represented the
variety of approaches and provison across the Scottish Careers Service for further, in-
depth study. Although developed for research purposes, the typology has another possible
function as a management tool for Careers Service Companies.

A programme of interviews was caried out in the five Careers Service Companies with a
range of Careers Service Company dtaff; school staff; and Careers Service Board, LEC,
LA, and Education Business Partnership (EBP) representatives.

Three surveys were conducted in the case study Careers Service Companies. Pupils in $4,
S5 and S6 in 10 schools were surveyed about their opinion and experience of the Careers
Service and contacted again a year later. The responses from S6 pupils were excluded

7
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from the andyses because of the very wide variation in response rates across the schools.
A second survey covered 300 employers in the five Careers Service Companies. The third
survey was of 60 Training Organisations.

CHAPTER 3
ROLE AND FUNCTIONS OF THE CAREERS SERVICE IN
SCOTLAND

Functions and core client groups

The document “ A Guidance Framework for Careers Service Companies’ (SOEID, 1998)
sets out the key aims of the Careers Service: “The key am of the Careers Service is to
contribute to the increesing achievement and prosperity of individuds, their communities
and the economy and in doing o, to promote equaity of opportunity.

The core client group, to whom a service must be offered, includes:

* individuds in full-time education and those in part-time educdion if preparing for
employment (higher education students are excluded);

= 16 and 17 year olds who have left education; individuds of al ages with disabilities,
parents and guardians,

= employersand training providers, and

= educationd inditutions.

A sarvice may be offered to young people up to the age of 24 (New Ded group) and to

other adults seeking careers guidance and information.

Careers Service role as atransition service

The Caears Savice is essntidly a trangtion sarvice. Career development research
shows that trangitions occur as a result of two types of prompts.

One type of prompt arises from how the education and training sysem and the labour
market operate and can be termed “ externaly prompted transitions”.

The second type of trangtions arise from aspects that are persond to each individud and
related to their paticular stage of career development and aso to the wider persond
circumstances of their life. These can be termed “ persondly prompted transtions’.

Most people will experience a combination of both types of trangtion but Careers Service
Companies tend to focus on externdly prompted transtions.

For many young people the trangtion period extends beyond the first trangtion after
school but Careers Service support is focused primarily on initid trangtions at the
expense of continuing trangtions.

The balance of Careers Service work

The Careers Service's work was geared towards school pupils and, to some extent, the
young unemployed with less work done with young people in work and training and with
gudents in further education. This is a result of policy direction from centrd government,
resource limitations and a focus on short-term decisons and adjustments.
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Scottish Executive used Careers Service Business and Development Targets to encourage
partticular priorities in Careers Sevice Compay work. Careers Service Company
managers took varying approaches to using the targets as management tools to change the
balance of practitioners work in line with company and Scottish Executive targets.

Policy context and conflicting demands on the Careers Service

The Carears Service is expected to hep ddiver various government priorities but they are
sometimes contradictory and not matched to existing resources. The result is conflicting
demands and expectations of the Careers Service.

Conflicting demands included:

= radng clients aspirations vs heping them adapt to the demands of the loca labour
market; being advocates for disadvantaged young people vs meeting the needs of
employersfor good quality candidates;

= reducing the number of unemployed and meeting the Guarantee vs offering employers
awide choice of candidates,

= offering animpartid service vs promoting the vaue of vocationd qudifications, and

= deveoping an enhanced role in economic development vs delivering socid outcomes.

There are issues about who makes decisons about what the Careers Service should be
doing. In particular, what is the balance between the role of Careers Service Boards and
the Scottish Executive (on behdf of the Miniger for Enterprise and Lifdong Learning) in
doing s0?

The exisence of a core contract has implications for the stated role of Careers Service
Boards and their decison-making in their communities. There are issues about the role of
alimited company that provides a statutory service.

Conditional status of the Careers Service

The Carears Service has extendve respongbilities but very little accompanying power. It
has duties placed on it but must work through and with others to fulfil them. What are the
implications of a satutory service that cannot require anything of anybody?

To meet its Satutory duties, Careers Sarvice Company staff may need to chdlenge the
decisons and operations of a school, a college, an employer, a Training Organisation or a
patner organision but to function effectivdly for its clients the Careers Service
Company has to rely on co-operation from these organisations. The result can be variaion
in provison for young people, not based on young people€'s needs but on the nature of the
Careers Service s relationships with others.

CHAPTER 4
THE IMPACT OF THE CHANGED MANAGEMENT OF
THE CAREERS SERVICE IN SCOTLAND

Impact of the changed management of the Careers Service

While dl Careers Services had experienced a degree of change as a result of the setting
up of the new companies, around a third had made radica changes.
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Both managers and daff in Careers Service Companies were in the main podtive about
the changes, citing improved datus in the eyes of employers, Training Organisaions and
education authorities. They vaued the greaster financid autonomy, less bureaucracy and
the capacity to respond more quickly.

Many of the Caears Sevice's partner organisations noted its increased busness
orientation and its contribution to economic development.

Negative aspects of the changes included: the financid responshility of budgeting; and,
in some cases, less conaultation with Saff due to a fore-shortened decision-meking
process. How may staff be adequately consulted in a business environment?

As Heads of Service (especidly in larger Companies) became more focused on business
development, they increesingly had to rely on practitioners and middle managers to
provide intelligence on client need and the likely effect of policy options for practice.

Careers Service Boards

The initid focus of Careers Service Boards was on finance. Staffing, quality assurance,
Careers Service Company profile and partnerships were other areas of concern.

There was vaiation in the extent to which daff thought that Careers Service Boards
contributed to Company development and were supportive of the Head of Service. Where
problems arose they were due to persondity difficulties, conflict of interest and interna
Board relationships.

Boards were viewed as ineffective when members did not lay asde other agendas, were
uninformed or suggested mgor changes of policy on the basis of anecdotd evidence, or
did not understand the limitations arising from the need to meet the core contract.

Boards could contribute through agpplying financid rigour to proposds and through
ragng the profile of the Careers Service Company in the wider community. Another
pogitive effect of having a Board was that it required the Head of Service to have a clear
focus when developing and presenting policy.

The mgority of practitioners involved in this research fet the Board to be remote. Some
Careers Service Companies kept the relationship between the Board and staff dstant, but
the trend was to promote contacts between Board members and daff. What is an
gopropriate level of involvement between Boards and Carears Service gaff, and how can
effective relationships be devel oped?

Boards varied in the extent to which they had worked through the implications of being
drategic rather than operationd. At the mid-point of our research, around a third of
Boards were clearly drategic, with afurther half equally strategic and operationd.

Boards defined their strategic role in relation to the development of the Careers Service
Company as a business and viewed the direction of the Careers Service Company as a
careers guidance service as an operational matter. How much does it matter whether
Heads of Service and Boards see careers guidance priorities as operationa and not
drategic?

Funding

10

The research identified three types of Carears Service Company funding: core funding,
enhanced core funding and non-core funding. Core funding is money to ddiver the core
contract to core dients enhanced core funding is extend additiond funding which
enhances the service to core clients, and non-core funding is externd additiona funding
which provides a service to non-core clients.
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All Careers Service Companies had both core and enhanced funding, and most had some
non-core funding. But Companies varied in the importance they gave to the different
sources of funding and the way in which they applied the funding to saffing.

Careers Service Companies and their partners were concerned to ensure that the service to
the core client group was not damaged through over-extending Careers Service
Companies resources through time-consuming bids and initiatives.

Both enhanced and non-core funding were short-teem and vulnerable to changes in
priorities by other organisstions. What are the implications for the core work of a
datutory serviceif the additiona funding used for this purpose cannot be guaranteed?

The use of enhanced funding for core clients was not evenly distributed across Scotland,
resulting in varidion in the levd of sarvice to dients There are, therefore, implications
for the entitlement of clientsto careers sarvices.

Additiond funding is often subject to particular conditions that can inhibit an integrated
approach to clients or prevent the Careers Service from meeting the needs of clients.

The principle of compstition for externd funding could bring the Careers Service into
direct competition with agencies with which it was meant to work in partnership.

Virtudly dal Caeers Service Companies viewed the Generd Aggregated Expenditure
(GAE) formula as ingppropriate.

There is a discrepancy between what the rdevant Act requires of the Careers Service and
the funding received for core clients (paticularly with respect to further education
gudents). At the very leadt, the funding formula should match the core client group or the
core client group should be changed.

Changing relationships with the Scottish Executive
The Scottish Executive rdationship with Careers Service Companies in Scotland was a
positive one based on partnership and flexibility.
The negative Sde of this flexibility was that sometimes Scottish Executive saff did not
give clear direction based on the actuad requirements of Company status.

The role of Scottish Executive daff as externa auditors for the Careers Service for the
Scottish Qudity Management System (SQMS), dlowed them to use the external audit as
adevelopment tool and as away of focusing the Careers Service on certain priorities.

Centrd support for research and professona publications from the Scottish Executive
was missing, in contrast to the support given by DfEE.

Changing relationships with the Local Authority (LA)

The new arrangements had created a greater distance between the Careers Service and
education departments, but had aso broadened its links to other departmentsin LAS.

Decisonr-making was speedier in most Carears Service Companies outwith the control of
education departments. Ring fencing of budgets protected Careers Service Companies
from locd authority cutbacks. Most Careers Sarvice Company daff and managers were
happy to be out of the direct control of LAs.

LA reorganisation meant that Careers Service Companes had to develop new
relaionships with their new authority/ authorities.

In a time of financid dringency, some LAs were keegping development funding for their
own gaff and services, viewing the Careers Service as no longer their own service,

11
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The locd authority brings a public service ethos, a determination to safeguard the service
to schools and afocus on socid and community outcomes to the Careers Service Board.

Changing relationships with the Local Enterprise Company (LEC)

LECs were one hdf of the partnership in Careers Service Boards. The research noted
increased funding from the LEC for specific projects, and as the Careers Service
successfully completed such work, the relaionship became closer with links to a wider
range of LEC departments.

LECs had generdly come to see the Careers Service Company as a key ddivery arm for
their strategic objectives.

But some LECs were frustrated that the Careers Service Company did not appear to share
a dmilar drategic vison: these LECs had a more dynamic view of the possble
contribution of Careers Service Companies to economic and skills development than did
their Careers Service Companies.

The developing rdationship between the two organisations was contributing to significant
progressin the provison of LMI to clients.

Rdationships with LEC training managers and local representatives showed a degree of
variation, to alarge extent dependent on personaity and expectations.

Other partnerships

Across Careers Service Companies, relaionships with the Employment Services were
good, and had improved with the Careers Service' s involvement with the New Dedl.

In a smal number of Careers Service Companies, the Careers Service and Education
Business Partnerships (EBPs) were part of the same organisation but were separate in
most. Relationships were being devel oped according to loca circumstances.

Confusion in respongbilities and roles between Carears Service Companies and EBPs
does not help clients. What is the best modd of joint working for these two organisations,
operating together under the Education for Work banner?

CHAPTERDS
THE PuPILS PERSPECTIVE

The survey

The pupils perspective is based on our survey of a 50% sample of $4, S5 and S6 pupils
in 10 case study schools. S6 pupils have been excluded from andyses because of the low
response rate in some schools from this year group.

Pupils’ contact with the Careers Service

12

The mgority of $4 and S5 pupils had contact with the Careers Service dthough most
reported that they had not had contact when in he lower school. Whether or not pupils
had had contact at any stage varied across Careers Service Companies and, in some cases,
on the school attended. Do these differences reflect differences in pupil needs or are there
other reasons?
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SA pupils who were serious truants were less likdy to have contect; a chalenge for the
Careers Service is how to make contact with this group.

The likelihood of having contact with the Careers Service was not affected by pupils
atanment, but atanment did make a difference to the types of Careers Searvice inputs
that pupils experienced.

By far the most likely pupil contact with the Careers Service was the individud interview,
especidly in Sb. Is there a need for Careers Service Companies to adopt a greater variety
of approaches to meet the varying needs of pupils?

How might Higher Still affect the level and type of contact needed?

Extent of careers interviews

Around three-fifths of S4 and S5 pupils had an interview with the Careers Adviser (CA).
The likelihood of having an interview differed across Careers Service Companies and this
was not explained by differences in Careers Service Companies stated interview policies.
Aspects of the school-Careers Service relaionship may have a bearing on this.

A number of other factors each had a separate effect on the likdihood that a pupil would

have a Carears Adviser interview. There were some differences in the factors that affected
4 and S5 pupils.

For $A4 pupils, higher atanment, individud discusson with nonrguidance teachers, and
plans to leave school soon each increased the likedihood that they would have an
interview. Serious truancy and having no career ideas each decreased their chances.

For S5 pupils, having a podtive dtitude to school, an individud discusson with a
guidance teacher, an individua discusson with non-guidance teachers and the intention
to goply to FE each increased the likdihood of having an interview. The particular
Careers Service Company was the one factor that might decrease the likdlihood of an
interview.

The management of interviews

The mgority of pupils were satisfied that their interview had been a the right time for
them (S4: 61%; Sb: 75%). The probability that they would be satified with the timing of
their interview was not related to Careers Service Company interviewing palicy.

A number of factors each had a separate effect on the likeihood that pupils would think
that ther interview had been a the right time, for example higher leves of discusson
with parents about career plans had a podtive effect but careers education had a mixed
effect.

A consderable proportion of pupils who did not have an interview had not wanted one
(4: 43% and Sb: 58%). Those pupils who had not wanted an interview were more likely
not to have any ideas about their post school plans. It may be that some pupils do not
understand the purpose of a careers interview and think they cannot see the Careers
Adviser unlessthey have some career ideas to discuss.

Only a minority of those who had an interview knew what to expect from it. This and the
previous bullet point suggests that pupils need a better understanding of the purpose of
the careers interview and schools and the Careers Service might review their approaches
to this.

Over a hdf of 4 pupils who had not had an interview had either requested one but had
not had it, or had not understood enough about the interview system to make a request.
The same gpplied to around two fifths of S5s who had not had an interview.

13
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The reasons why pupils did not have an interview varied across Caears Service
Companies but also between year groups within the same Careers Service Company.

What scope is there for Careers Service Companies and schools to manage interview
requests differently to reduce waiting times and to keep pupils informed about waiting
times? It seems that dtrategies being used to inform pupils about the interview sysem are
not effective with some pupils.

There is demand for earlier timing of interviews in S4 and 5. Can Carears Sarvice
Companies accommodate this demand by revisng ther interview systems?

There is dso demand for interviews before 4. What input should the Careers Service
have in the lower school and how redidtic is it to expect Careers Service Companies to
mest this demand within current resources and priorities?

The effectiveness of interviews

14

Most pupils thought their careers interview had been useful. Among 4 pupils, there was
adight variation in opinion across Careers Service Companies.

A number of factors each increased the likdihood that pupils would find their career
interview useful. The mogt critica factor for both S4 and S5 pupils was whether their
careers interview had been a the right time. This underlines the importance of Careers
Searvice Companies doing as much as possble to ensure that pupils get an interview a the
time that they see as gppropriate to them.

The particular Careers Service Company made a difference to 4 pupils opinion of their
interview. In addition to the timing of ther interview, other factors each had a posgtive
effect on 4 pupils opinion:

» beng higher dtainers,

» having a pogtive opinion of their careers education;

= having higher levels of discussion of career plans with parents, and

= planning to gpply to FE.

For S5 pupils the sgnificant factors in addition to the timing of their interview were:

= having a pogtive atitude to schooal;

» having individud discussons with guidance teecher;

= having individua discussons with non-guidance teachers,

= greater frequency of careers education;

» having apogtive opinion of careers education; and

= intention to gpply to FE.

Discusson of their plans with their parents had a podtive impact on pupils view of ther
interview and reinforces the importance of Careers Service Companies supporting parents
in their guidance role.

Having individud discusson with teachers (especidly non-guidance teachers) had a
pogtive effect on pupils opinion of their careers interview: this points to the vaue of
schoals giving pupils as much opportunity as possible for this to happen.

Careers education appears to help pupils make the most of their careers interview. It was
the frequency of careers education classes rather than the amount of careers education
that made the difference. This has implications for how schools timetable careers
education.

Pupils were confident about the impartidity of the Careers Adviser and thought that the
Careers Adviser had explained their post school options and had helped to widen their
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idess. Around half said that they had not had their career ideas chdlenged by the Careers
Adviser. A subsgtantiad minority did not think they had been helped to relate their career
ideas to their persona characterigtics.

There were differences across the Careers Service Companies in pupils views about the
interview process and its outcomes for them. This variation raises questions about young
peopl€ s entitlement to a common minimum standard of guidance.

Those planning to enter FE or HE were more likely to think they had received reevant
information than those planning to enter the labour market. How can Carears Advisars
make better use of labour market information (LMI) in a careersinterview?

Carears Advisars seem to be consdered to be more effective in respect of some aspects of
the interview than others. Pupils opinion of the interview process and its effectiveness
varied across Careers Service Companies. Both findings point to the need for greater
atention to the monitoring of Careers Advisers guidance practice and to appropriate staff
development.

Pupils’ career ideas

A number of factors reduced the likelihood that pupils would have no idea about what to
do after leaving school. For both $4 and S5 pupils these included frequency of careers
education classes and dso discusson with parents for both. In addition, for S4 pupils,

individua discusson with PSE teachers and having an interview with the careers adviser
each had an effect.

Pupils career-related skills and knowledge

Severd factors each had a podtive impact on $4 pupils careers-rdated skills and
knowledge having had a high levd of careers education; finding careers education
ussful; having a high levd of individud discusson with guidance teachers having a
positive opinion of their interview with a careers adviser; and planning to do to college.

CHAPTER 6
THE CAREERS SERVICE WORK IN ScHooLS: CLIENT
CONTACT, SYSTEMSAND PRACTICE

Overview of careers advisers’ work in school

All of the school daff involved in the research believed the Careers Service performed an
essentid role and vaued its work in their schools. They generaly wanted an increase in
the Careers Adviser’ stime dlocation.

The patern of Careers Advisars (CA) work was smilar across al Careers Service
Companies. The bulk of therr time was devoted to scheduled interviews with S4-S6 pupils
dthough they were involved in other inputs such as drop-in sessons, talks and careers
evenings and in contributing to careers education programmes and in-service training.

Client contact systems

Definitions of the common models of school client contact systems (blanket, sdective
and sdf-referrd) vary across and within Careers Service Companies. There are dso
discrepancies between stated policies on contact systems and what happensin practice.

15
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In practice, dl Carears Service Companies in Scotland operated a mixture of the three
models and differences rdate to the particular mix of each modd.

Current models of client contact systems do not adequately encompass the complexities
of practice. It proved impossble to compare the effectiveness of the different client
contact systems. There is a need for careers guidance professonds to develop new
models of client contact.

The interview system

Most Careers Service Companies operated a system of diagnostic questionnaires which
gave pupils the opportunity to request an interview.

In around half of the Careers Service Companies, Careers Advisers thought that targets
had an impact on how they responded to pupils requests for interview.

The role of guidance daff in publicisng career Service providon, in identifying pupils for
interview and encouraging them to ask for an interview was critical, especidly where sdf
referrd operated in practice

Sdf-referral systems tended to be less popular with schools, Careers Advisers were
divided in ther opinion of the (demerits of sdf-referrd. A number of Careers Service
Companies that had an officid policy of sdf refera did not actudly operae one in
practice.

Interview programmes were generdly based around categories of pupils and ther
expected trangtions ey A leavers, HE gpplicants. Even in sdf-referrd systems interview
priorities tended to be set on this basis.

Although Careers Advisrs and guidance daff explaned the interview system, they
recognised that some pupils did not understand how the system operated, including how
to access an interview and about waiting times and interview priorities.

The management of interviews in dl types of dient contact systems was an issue
Waiting times for interviews varied consderably across schools and at different times of
the year. This is a critica issue dnce, as this research has indicated, having an interview
at theright timeis the most critica factor in determining whether pupilsfind it useful.

By the later stages of the research, some Careers Service Company managers were trying
to build more flexibility into the sysem.

How wedl schools prepared pupils for interview varied; Careers Advisars frequently
commented on the need to cover basc points about their role and the purpose of the
interview during the interview.

Group work
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Mogt group work undertaken in Careers Savice Companies was in the form of
presentations to large groups of pupils eg classes or year groups. More interactive
sessons with smdler groups of pupils were more limited; only a minority of Careers
Service Companies showed sgnificant development of this kind of approach.

There was little support among Careers Advisars or teachers that smdl group work might
replace interviews for certain pupils.

But a number of Careers Advisers thought that smal group work would be a vduable
addition to interviews, especidly as preparation for interview. Group work as an
interview review mechanism was less commonly mentioned.
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Tagets had had some effect in prompting group sessons dthough a condderable
proportion of careers advisers believed that ther targets for interviews redricted their
opportunity to undertake group work.

Some schools were unable or unwilling to organise groups of pupils, especidly smdl
groups, usualy because of timetable constraints and the demands of subject teaching.

Smal group sessons were generdly used to cover information on popular topics or as
interview preparation. Pogt interview group work to review pupilS progress was much
less common.

Careers education

The extent and nature of Careers Adviser involvement in careers educetion varied across
the Careers Service Companies but there was a genera trend for Careers Service
Company management to emphasse Careers Advisars role as consultants rather than as
deiverers of careers education. Not dl Caears Advisers were happy with this
development and schools commonly wanted some degree of ddivery of careers education
by Careers Advisers.

Careers Advisers knowledge of schools careers education programmes varied but few
were familiar enough with provison to be adle to plan ther inputs to fit in with pupils
careers education.

The respective roles of the Carears Sarvice and the Education Business Partnership (EBP)
varied condderably across Careers Service Companies, partly because of the high leves
of vaidion in the provison of EBPs themsdves across Scotland. An effective approach
could be seen where the Careers Service Company and the EBP planned developments
together and had complementary roles.

CHAPTER 7
THE CAREERS SERVICE WORK IN ScHooLS: CLIENT
GROUPS, ORGANISATION AND RELATIONSHIPS

The full school client group

The current variation in careers education provison in Scottish schools means that careers
education cannot replace the need for careers guidance nor is there evidence that careers
education can replace careers guidance.

The policy focus on induson has added to the debate about whether al pupils need
contact with the Careers Service. Some of our interviewees considered that academic
pupils had less need of contact and that the Careers Service should focus on the less
academic or disadvantaged. The evidence from this and other research, however, does not
support the view that academic pupils do not need or want careers guidance. There is dso
adanger that the needs of the middle attaining “ordinary” pupil may be overlooked.

Most Carears Service Companies were withdrawing from work with S2s but there was
condgderable demand from pupils and schools for involvement a this stage. Other
research has identified the importance of inputs in the lower school when pupils career
ideas are formed.

17
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Priorities and pupil needs

Most Careers Service Company staff supported the idea of al pupils having contact (and
preferably an interview) with the Careers Service but recognised that priorities have to be
set. Carears Service Companies have to reconcile available resources, pupil needs, school
demands and requirements on them arising from government policies.

The research found little evidence that priorities were st on the bass of the identified
needs of individud pupils teking into account their paticular sage of vocationd
meaturity.

Priorities were based on the percelved needs of categories of pupils and government
priorities and focused on externdly prompted trandtions with little account taken of
persondly prompted trangtions. Sdf-referral systems tended © respond to pupil demand
rather than identified pupil need. Identification of individud dient need was most likey
to happen as part of the guidance process when a client was interviewed.

There is a need for more systematic identification of individua pupil need than the
current diagnostic questionnaires that are typicdly used to establish the level and types of
careers guidance each pupil requires. It is likely that a range of drategies, not just the
interview, are necessary to meet the particular needs, learning styles and career maturity
of individuds. Issues rdating to the identification of need are discussed further in Chapter
12.

Current work is heavily based on the full vocaiond guidance interview and Careers
Advisers and teachers believed drongly that this is the “best” sort of input. But there is
evidence that various combinations of long and short interviews, group sessons and
planned individud use of information and guidance sysems are more effective in moving
clients forward in their career thinking.

The current system of Business Activity Targets that Careers Service Companies work to
is not gppropriate for an gpproach based on individua need.

Careers Sarvice Company managers generdly tried to ensure a amilar levd of Careers
Service input across schools with the level of service based largely on the school rall.
There was a common view that it was necessary to prevent a more demanding school
getting a higher level of Careers Service input than others were. However an issue is
whether some of the variation in school demands arise from differences in pupils needs
and are therefore judtifiable.

Careers Service Companies record their activity with the different year groups. They did
not collect and use information drategically to develop an understanding of which pupils
in each school had contacts with the Careers Service, and the triggers for contact, or to
gan a picture of those pupils with less or no contact. The computer systems coming into
operation in Careers Service Companies offer the potentid to develop such guidance
management information systems.

School-Careers Service link
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A common arangement was for the Careers Service to liase with a nominated member
of oaff, usudly a guidance teacher, about the organisation of interviews and other
Careers Service inputs on an everyday basis.

Careers Service Companies and schools generdly preferred the system of a single contact
person on the school daff because it is adminidrativey efficient but it could have the
effect of distancing the Careers Adviser from other members of the guidance team.
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The research showed that how the school-Careers Service link is structured is criticad to
the integration and profile of the Careers Adviser in the school and to widening the
ownership of careers education and guidance in the schoal.

Severd Carears Savice Companies had or were introducing Careers Education
Management Teams (CEMTS) to involve a wider range of school daff including a
member of senior management. CEMTs have the potentid to co-ordinate and integrate
CEG providgon and to link careers provison to school policy and development planning.

Service Level Agreements

All Carers Service Companies had a Service Levd Agreement (SLA) with each school
that sets out Careers Service input to the school and the responghilities on each sde. All
Careers Service Companies had annud or termly reviews of the SLA to monitor progress.

The SLA is the man vehicle for negotiating the forma relaionship between a school and
the Careers Service Company. Over the period of the research, it became more common
for senior management (on both sides) to be involved in SLA negotiations.

There was variaion across Carears Service Companies in how tightly SLAs were gpplied.
In around haf of the Careers Service Companies both Careers Advisers and school staff
believed SLAs redtricted the Careers Advisers flexibility to respond to school requests.

A high leve of prescription could arise because Careers Service Company managers saw
the SLA a a mechanism for managing resources and Careers Advisers workloads
epecidly within the context of a standdtill budget and to ensure equity of Careers Service
provision across schoals.

Most Careers Service Companies believed that in practice SLAs met Careers Service
needs rather than those of the school.

Schools were more likely to be proactive in usng the SLA to secure the provison they
wanted where senior management was committed to and recognised the importance of the
Careers Service and CEG.

The status of the Careers Service in school

Caears Sarvice Companies saw SLAs as hdpful in darifying the obligations of the
school as wdl as of the Careers Service and providing an opportunity to address
outstanding issues with the school in a context where the Careers Service had no rights of
access to schools, to reports on pupils or to involvement in the curriculum.

The Caears Service has a “conditiona” datus in schools and must negotiate and
persuade school gaff. In this Stuation, Careers Service daff were sometimes reluctant to
push issues with school's despite the opportunity provided by the SLA negotiations.

Careers Service managers in particular thought that Careers Advisers should be more
prepared to chalenge schools. However there is a clear tenson between this and how
schools judged the effectiveness of a Careers Adviser: a key indicator for them was that
the Careers Adviser fitsin with the needs of the school.

Longstanding difficulties such as Careers Service access to pupils, the provison of pupil
reports and accommodation for the Careers Adviser remaned live issues with some
schools.

Generdly a member of school SM had formd responghbility for Careers Service liaison.
Both Careers Advisars and guidance teachers saw their commitment and involvement at
gppropriate points as critica to the Careers Service profile and gatus in the school. We
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found that school SM commitment to and involvement with the Carears Sarvice and CEG
varied across schools.

Careers Service work was not generdly part of schools Development Plans but some
teachers and Careers Advisers felt that the Careers Service needed to link its work more
explicitly to schools development needs; this would help to raise the status of the Careers
Service in schools and promote its integration. The deveopment of socid inclusion
initiatives in schools may be one aea where Carears Service Companies could most
eadly reate their contributions to the achievement of the school’ s development aims.

The impact of the changed management of the Careers Service

Some school daff had not noticed any difference in the service to their school and to
pupils as a result of the re-organisation of the Careers Service while others attributed any
changes the paticular Careers Adviser attached to the school. But some did think that,
ovedl, the Caears Sevice had changed, developing a more business-like and
professiona approach.

School-Careers Service relationships
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It was dear that informd links and individua relationships were critical to a good school-
Careers Sarvice rdationship and that individuad teachers and careers advisers could have
a mgor impact on the Careers Service work in schools But while individuds are
extremely important, recognition of this should not lead to organisationd and <tructurd
factors being ignored.

The Careers Service-guidance team rdationship was seen both by school and by the
Careers Service as the key rdationship. In most Careers Service Companies the policy
was that Carears Advisars should attend guidance meetings regularly but this did not
adways happen in practice. However, Careers Advisars generaly had regular informa
contacts with their contacts in the guidance team careers. Schools commonly wanted
grester Carers Sarvice involvement with guidance and other teachers including the
provison of in-service training but the extent to which this hgppened was often limited by
the Careers Advisers time congraints.

Both guidance teachers and Careers Advisers identified the interest and commitment of
senior management in a school to careers educetion and guidance and the role of the
Careers Service as critica to an effective school- Careers Service relationship.

Continuity of Careers Advisr was seen by schools as critical to building up productive
relationships. A number of schools were unhgppy about a lack of continuity, usudly a
result of staff turnover iether than policy. However there were few examples of structured
induction programmes for Careers Advisers sarting work in anew school.

An edablished classfication of school-Careers Service relationships comprises three
models. “pardld provison”, “pyramidd provison’; and “the guidance community”. The
common school-Careers Service rdationship in Scottish Careers Service Companies
could be classfied as “pyramidd”. In this modd the careers interview is seen as the
culmination of the CEG process with the school and the Careers Service working fairly
separately towards it but with good exchange of information.

This classfication of the school-Careers Service reaionship is a useful bass from which
to anayse the complexity of the Careers Service work in schools which might be hepful
to Careers Service Companies when reviewing their role and relationshipsin schools.
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An effective Careers Adviser

Schools had congstent views about the characteristics of an effective Carears Adviser.
These included:

= flexibility and willingness to get involved beyond the letter of the SLA;

= the &bility to fit in with the needs and approach of the school and able to respond to
school requests without dways checking with their manager;

= a person who is approachable by pupils and teachers and able to build rgpport with
pupils;

» rdiable and

= wadl-informed about FE/HE and the labour market and keeps guidance staff up-to date
with such information.

Caears Service Company daff identified a number of skills necessary to effectiveness,
some of which were smilar to the schools view: communication skills, the ability to
relate to different types of young people and different types of schools, negotiating skills;
organisational  kills, keeping well informed about educationd developments as well as
caeas information; the ability to update skills and knowledge, and identifying and
passing on issues to Careers Service Company management.

CHAPTER 8
POST—SCHOOL SERVICES

Definitions of post-school clients

The post-schoal clients within the Careers Service core client group are:
= those who are unemployed,

= Skillseekerstrainees,

= SKillseekers employees, including Modern Apprentices,

= young workers (non-Skillseekers);

= dudentsin further educeation.

Overview of post-school client’ transitions

Many pogst-school clients move out of ther firs dedtination, or otherwise change career
direction or daus, within a year or two of leaving, some may make severa changes.
There are postive and negative reasons for these changes. The development of a young
person’s “career” is often not the linear progression that policy makers tend to expect.

The Carears Sarvice is often only aware of these changes if they impinge directly on the
sarvice's work, and the first destination statistics collected by Careers Service Companies

obvioudy do not track young peopl€'s subsequent trangtions. How might this best be
done?

Young people need careers guidance support a trandtions beyond the firs entry to an
opportunity. To what extent is this given? What are the resource implications of providing
such support?
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Careers Service work with unemployed clients

All Careers Service Companies used standard agpproaches to work with unemployed
clients, a minority of Careers Service Companies were dso involved in ggnificant leves
of innovative work, often dependent on funding support from the LEC. Staff showed high
levels of commitment to supporting young unemployed people.

The Careers Service's role with benefits created problems for gaff in working openly and
supportively  with young unemployed people. The Caears Servicgs role in policing
benefits needs to be removed or changed.

The relative responshilities of the careers adviser and the carears assstant for work with
unemployed clients was changing in many Careers Service Companies. There was dso
uncertainty about the importance (and practicaities) of ensuring continuity of the contact
person for unemployed young people How important is continuity of contact in this
gtuation?

Careers Service Companies had an increasing focus on outreach work. The posshbility of
complementary firs leve guidance links with other agencies and organisations working
with unemployed young people should be examined and developed.

Innovative approaches to identifying and working with (and through) each unemployed
young person’s informa support network are required.

Client contact systems for unemployed young people need to teke into account both
personaly prompted and externdly prompted trangtiors.

Carers guidance has a role to play in improving the Stuation of unemployed young
people. What is this specidist contribution, and how can specidist careers guidance
techniques be applied to the needs of unemployed young people. What is the baance
between meeting socid, persond and careers guidance needs of unemployed young

people?
There was little variation in how Careers Service Companies worked with unemployed
clients based on difference in loca labour markets To what extent should festures of the
loca labour maket be taken into account when designing interventions with young
people?
Job-finding sysems ae important for unemployed young people, but need to be

accompanied by continuing careers guidance support for these young people when they
areinwork or training. How are the resources to be found for this?

Work with young people entering, engaged in and completing
Skillseekers or Modern Apprenticeships
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The Careers Savice has responsbility for assessng young peoples Specid Training
Needs (STN). Careers Service Companies approach to this ranged from the use of the
caeas inteview to the management and ddivery of externdly funded assessment
systems.

The Careers Service was reported by Training Organisations as having a higher leve of
involvement with STN trainees (52% dways or usudly involved the Careers Service a
the mid-point review) than with mainsiream Skillseekers and Modern Apprentices once
they have entered training.

Traning Organisttions were uncertain whether the current level of Careers Service
Company involvement with young people in traning was gpproprigte. What is an
gopropriate levd of involvement of the Careers Service in the ongoing and pre-exit
guidance of young peoplein training, particularly those with STN?
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Referrds to the Careers Service of young people at risk of dropping out of training were
lower than might be expected. Of Training Organisations surveyed, 35% sad they
“never” and 24 % “occasiondly” involved the Careers Service when a trainee was at risk
of dropping ouit.

How are the resource implications of any mgor increase in involvement to be addressed?

The role of the Careers Service with young people once they have entered training needs
to be discussed and agreed with Training Organisations and LECs. Strategies need to be
adopted to ensure each organisation and its young people are aware of the Careers Service
role, for example, via Service Levd Agreements with Training Organisaions and through
young people’ s Skillseekers induction programme.

The extendgon of guidance support to both trainees and Training Organisations is likely to
drengthen the advocacy role of the Careers Service on behdf of wvulnerable and
disaffected clients seeking to enter training.

Work with young workers

Young workers are free to use the Careers Service but Careers Service Companies do not
activdly promote their services to this group. The opening hours of Careers Service
Companies can be apractica barrier to use by young workers.

The research dso reveded that most young people surveyed viewed the Careers Service
as the organisation to go to when they first left school but less so once they had been in
the labour market for sometime.

The Careers Service has few contacts with young workers, and policy guidance to Careers
Sarvice Companies reinforces afocus on initid trangtions,

Young people in work have continuing careers guidance needs, paticulaly in a more
complex labour market. Wha are the implications for the career development of young
workers if impartid careers guidance is not avalable to them? How may a continuing
service to young workers be resourced?

Work with further education students

In most Careers Service Companies, work with FE dudents is a margina activity
compared to school work despite the fact that they are a core client group. The careers
guidance needs of FE students need to be assessed and quantified.

There is a digunction between policy guidance and the funding formula for the Careers
Service (GAE). Resourcing and policy need to be more closely tied together.

Applicants to FE, unless dready in a core client group, can only access impartid careers
guidance through adult guidance provison.

Post-school clients’ view of the Careers Service

When young people in the five case-study Careers Service Companies were surveyed for
a second time, 40% of them had left school. Over a hdf of them had had contact with the
Carears Savice in ther first year after leaving school. Unemployed young people were
most likely to have had contact.

Post school clients thought the most important tasks for the Careers Service were: to be
good a advisng young people who were unsure about their future (ie focusng on the
careers guidance function of the Careers Service); to treat young people with respect; and
keep up to date with information on courses and jobs.
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Young people s expectations and opinion of the Careers Service varied by their status at
the time of the survey (ie whether they were in the labour market, a FE or a HE).
Careers Services need to look more closely at the needs and expectations of different
groups of young people, paticularly those of HE entrants who appear to have digtinct
views.

Young people were very postive that the Careers Service treats young people with
respect (83% dwaysusudly) and could be trusted with confidentid information (85%
adwaydusudly). This suggests that the rdationship between the Carears Service and its
young clientsis a positive one, based on respect and trust in certain key aress.

The Caears Services peformance in some aspects of guidance and information was
judged less positively by post school clients, especialy HE applicants and students.

CHAPTER 9
THE PLACEMENT SERVICE

The placement role and tensions in it

All Careers Service Companies provided, as was required of them, a vacancy-handing
sarvice for school leavers. This put the Careers Service into the centre of the tensons in
the loca |abour market.

Difficulties for the Careers Seavice include the mismaich between some young peopl€'s
agpirations and the availability of opportunities, the increased proportion of labour market
entrants who are not “job-ready” or “good cdibre’ as more young people continue in
education; and the government guarantee and the socid incluson agenda thet require the
Careers Service to try to find work or training for disadvantaged and unemployed young

people.

The placement sarvice is the point a which the needs of young people and of employers
and training providers meet. Under previous policy guidance, the young person was
Careers Sarviceg's “the client” but the most recent guidance aso defined employers and
training providers as its “clients’. Whose needs should a placement service serve? If there
is a conflict, whose get priority? This tendon is especidly clear where a Careers Service
Company sets up aspecidist employer unit.

The operation of the placement service
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The placement service was viewed by many Carears Service Company daff as a very
resource intendve activity that often had discouraging resultss some Careers Service
Companies noted unacceptably high levels of unfilled or withdrawn vacancies.

The extent of circulation of vacancies within Companies was variable. Most Carears
Service Companies had arangements for circulating vacancies within the trave-to-work
area and some Careers Service Companies systematically displayed vacancies in schools
and sometimes in colleges.

No Scottish-wide vacancy circulating system operated across Careers Service Companies.
There are drong arguments in favour of a national (Scottish or UK wide) sysem of
vacancy handling. Different approaches are possble and the development of IT sysems
islikely to be of benéfit here.
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The development of the placing service

A number of improvements are needed to make the placement service more effective.
These include rdidble computerised matching sysems a a Scottish levd (with a
commitment to resource continuing development); a single nationa system and draegy
for the collection and use of LMI; a review of the way in which vacancies and clients are
matched to better reflect changing skills and demands in the labour market; the incluson
of a wider range of young people registered with the Careers Service to provide genuine
choice to employers; and increased advocacy on behaf of disadvantaged clients.

Many of the young people who use the Careers Sarvice's placement service are likdy to
require continuing support to develop their employability skills and respond to the
increased demands made by aflexible labour market.

The provison of a placement service should be retained as a Careers Service function but
condderation should be given to the development of a two-tier placement service, one
operating according to market gpproaches and the other with built in support systems for
young people, employers and training organisations.

CHAPTER 10
EMPLOYER W ORK

The Careers Service role with employers

There are clear tendons in the Carears Sarvices role that impact on its work with
employers and training organisations and on its placement sarvice. It is impossible for the
Careers Service to satisfy the demands of employers for the best range of applicants and
to meet the government guarantee and the socid incluson agenda that requires it to find
work or training for unemployed young people some of whom have low levels of skills
and qudifications.

All Careers Service Companies recognised the vadue of employer work but the priority
that Careers Service Company managers gave to the policy on employer work was not
adways reflected in practice Careers Advisers in many Careers Service Companies
appeared more focused on the demands of school work schedules than on the Company’s
employer drategy.

Many Careers Service Companies acknowledged that employer work was an area that
needed condderable development. In addition to a recognition of its professond
importance, improvements in employer and labour market services were driven by
Caeers Service Boards, the LEC and the Scottish Executive guidance and funding
priorities.

Careers Sarvice Companies found it particularly difficult to work effectivdy with Smdll
and Medium Sized Enterprises (SMES) and to engage with employers who were non
users of the sarvice In the mgority of Careers Service Companies, drategies for
employer work were under review; evidence from this research could usefully contribute
to further review.

Significant developments could be seen in employer work across Scotland. Severd
Careers Service Companies had set up specidist employer units, and where this was done
sysematicdly and was well resourced, it had a podtive impact on vacancies and on
employers perceptions of the Careers Service.
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All Careers Sarvice Companies showed evidence of development in their employer work,
including new approaches to employer vidts, new ways of liasng and communiceting
with employers and offering employers an expanded range of services. Some of these
intiatives were externaly funded by the LEC or the Scottish Executive.

The employers’ perspective

300 employers were surveyed across the five case study Careers Service Companies. The
majority were users of the Careers Service. The response rate was 50%.

Employers contacts with, and awareness of, the Careers Service

Employers contact with the Careers Service was largely about recruitment. They had
limited contact with Caears Service Companies to provide information about ther
company and about labour market trends or to be updated by the Careers Service about
educationd developments and about local school leavers and the kind of jobs they were
interested in. The nature of employers contacts did not vary across the five Careers
Service Companies.

Employers were not aware of the wider Careers Service Company role beyond its
placement function. The Careers Sevice is required to keep employers awae of
developments in education and training and on supply and demand in the young person’s
labour market (Scottish Office, 1998) but only a minority were aware of its role in giving
companies information and advice on the school education sysem and qudifications and
on school leavers entering the labour market. Increesng employers awareness of thelr
wider roleis an aspect for development by Careers Service Companies.

The mgority of employers responded that they would use the Careers Service to recruit a
16-18 year old but that they would adso use other methods as well, especidly the Job
Centre and recommendations from existing employees. The Careers Service must prove
itsdf effective agang other methods of recruitment if they are to build up a good pool of
vacancies for ther clients.

Employers rated usng the Careers Service as the most effective method of recruitment;
the next most effective method, the Job Centre, was some way behind.

An expectation that the Careers Service would not have suitable applicants was the
commonest reason given by those companies that did not use the Careers Service for
recrutment. However, just over hdf of those who did use the Caears Service for
recruitment were pleased with the suitability of young people sent for interview.

Employers thought the Careers Service had changed over the past three years and become
more busness-like, more aware of what companies needed and had made more contacts
with companies. This gpplied across al five case study Careers Service Companies.

Most employers who had used the Careers Service would recommend it to other
employers, a mgority leted its speed of response and knowledge of young people as good
or vey good. Employers were somewhat less postive about the Careers Service's
understanding of their company’ s requirements (52%) and of their business sector (42%).

Employers' views of a useful and effective Careers Service Company
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How the Caeas Savice communicates with employers is important aspect of
effectiveness. Employers wanted to be linked to a known member of dtaff and for the
Careers Service Company to keep in regular telephone contact but were less likdy to
think that regular vists and malshots were an effective means of communication with
them.
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Employers judged the usefulness and effectiveness of the Careers Service paticularly in
terms of how wdl it peformed its placement role. They dso thought that advisng them
on grants and incentives to employ or tran young people were indicators of effective
work.

Employers were least likely to identify aspects related to the Carears Service role as a
“bridge between school and work” as useful. Most did not rate, for example, being given
information school leavers as a useful functions. But the high number of “not sure’
responses suggests that they were not rgecting the Careers Service's wider role but were
smply unaware of it.

If employers are not aware of (and accept) the wider information and advisory functions
of the Careers Service, then there is a mismatch between what the Carears Service is
expected to do by locd and nationa policy makers and how they judge its effectiveness
and what employers expect it to do and how they evauateit.

Employers responses showed some degree of recognition of the Careers Service's socid
incluson role but this contrasts with their views on the importance of being sent high
qudity gpplicants by Careers Service submissons. It confirms the tenson between the
Carears Service s socid inclusion role and the servicing of employers recruitment needs.

CHAPTER 11
TRAINING ORGANISATIONS

Overview

Although Carears Sarvices fdt that they generdly had good reationships with Training
Organisations, there were a number of sendtive areas, mainly relating to the exchange of
information on gpplicants, the referd of young people and a mismach between
opportunities and young people.

In the mgority of Careers Service Companies, a named member of daff liased with a
paticular Traning Organisation. The use of caeas office premises by Traning
Organisations for salection interviews was common.

Savice Levd Agreements were in place with Training Organisation Networks in a
number of Caears Savice Companies, SLAs with individud Training Organisations
were [ess common

Training Organisations’ perspectives

There was a 77% response rate to the questionnaire sent to Training Organisations in the
five cae dudy Careers Service Companies. The Training Organisations surveyed were
nearly equdly divided between those offering mangdream provison only and “dud
providers’ offering both mainstream and specid training needs provision .

Training Organisations occupancy levels had an impact on their views of the Careers
Sarvice's work; those with under-occupancy were more likey to be negative. This is
understandable snce leves of occupancy affect the financial success of Traning
Organisations and the Careers Service is their main source of referras of both mainstream
and STN young people.

Careers Service Companies could condgder taking extra steps to maintan good
relationships during periods of low occupancy.
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There is a need to be aware of occupancy levels when interpreting customer feedback
from Training Organisations.

Recruitment and selection of mainstream Skillseekers

Virtudly al of the maindream providers aways or usudly contacted the Careers Service
when recruiting for Skillseekers including Modern Apprentices. Most rated the Careers

Savice as very or farly important to their sdection and recruitment and were very or
farly stisfied with it.

Around two thirds of Training Organisations responded that they dways informed the
Careers Service whether they had taken on the young people submitted to them; those
with lower occupancy rates were less likely to say this. Interviews with Careers Service
Company gaff highlighted the communication of submisson results as more of a problem
than did the survey of Training Organisations.

Recruitment and selection of young people with Special Training Needs

The Careers Service was by far the main source of Training Organisations referras of
16-18 year olds with Specid Training Needs. Most used the Careers Service endorsement
form and had direct contact with Careers Service staff as part of their selection process.

Mogt Traning Organisaions were satisfied with Careers Service support for their
selection of young people, with amgority “very satisfied”.

Views of the effectiveness of Careers Services at the selection stage

At the sdection dage, a large mgority of Training Organisations rated the Careers
Sarvice as peforming very or farly wel in teems of the gppropriateness of young people

submitted, their knowledge of the young people and the briefing given about the Training
Organisations.

Training Organisations, especidly maingream providers, were less podtive about how
wdl the Careers Service passed on gppropriate background information on young people.
But it may be that the expectations of Training Organisations for as much information as
possible are in conflict with young peopl€'s dedire that the Careers Service respects their
confidentidlity.

Overall impression of the effectiveness of the Careers Service

28

Training Organisations overdl impresson of the Carears Service was generdly postive.
A large mgority rated the Careers Service as very good or good on most criteria
incuding knowledge of the education system, of young people, of the world of work, and
understanding of their particular requirements as a Training Organisation. They were least
positive about the suitability of young people sent for interview.

Mog Traning Organisations would recommend the Careers Service to another Training
Organisation but most dso thought there was room for improvement in the Careers
Service swork with Training Organisations.

There were some differences between dud providers and Training Organisations with
only mansream provison in ther perspectives on what conditutes effective Careers
Service practice.

When Training Organisations responses to what indicates an effective Careers Service
approach were compared with their experiences of what happened in practice, there was
vay little amilarity.
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CHAPTER 12
MANAGEMENT

Progress made by Careers Service Companies

There was evidence of podtive changes in the management of Caears Sevice
Companies prior to and during the period of the research. These included: the
development of sysems and policies, greater attention to resourcing and cost/benefits
andyses of activities, increased emphasis on qudity assurance; the development of client
evauations, a grester focus on daff review and development; and more atention to
marketing.

The impact of targets

Targets were set for a variety of activities. In some Careers Service Companies there were
differences between Heads of Service perceptions and those of praectitioners as to
whether gaff felt “target driven”.

Targets were gpplied more rigidly in some Careers Sarvice Companies than in others. In
a few, client need and demand had to fit into targets to be met. In most Careers Service
Companies, some or consderable flexibility existed.

The research found little evidence that targets had been quantified on the bass of
persondly prompted client need or on systematic assessment of the needs of categories of
cients. Targets were commonly formulated on the basis of the figures achieved the
previous yedr.

The balance of Careers Service work

The bdance of work in most Careers Service Companies was heavily towards school
work with employer work fitted in when possble. Careers Service Company daff,
especialy Heads of Service were conscious of the need to develop work with employers.

School work was predominately ddivered through the individud interview; some Heeds
of Service wanted to develop amore varied approach.

Staff appraisal, review and development

A minority of Careers Service Companies had a saff gppraisd system, the others had
daff review and development systems. SOMS and IIP were key influences on Careers
Service Companies development of both gppraisa and staff review systems.

Most practitioners were podtive about their appraisal or review sysem and noted an
increase in the amount of training they received.

There was evidence of dgnificant advances in forma saff development across Careers
Service Companies seen, for example, in the extent to which senior managers had
achieved management-related qualifications and support saff rlevant VQ qudifications.

The impact of review or gppraisd sysems on pactitioners work appeared to be related
to the way their Area Manager organised the process. It was dso difficult for Careers
Service Companies to balance Company and individuas needs.
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Quality assurance

All Careers Service Companies had or were aming to achieve SQMS and IIP so there
was little variation in how qudity assurance issues were handled across Careers Service
Companies.

Initial concerns aout SOMS and [IP had proved unfounded and the experience of
working towards gaining the awards had berefited Careers Service Companies in a
number of respects.

Neverthdess, having these two systems in place did not guarantee the qudity of the
careers guidance being provided by a Careers Service Company. The research identified
differences between policy and practice within Careers Service Companies, and pupils
regponses aso highlighted unexplained variation.

Staff accountability, monitoring and autonomy

Most Careers Service Company daff felt more accountable than in the past, in particular,
because of Budness Activity Targets but everyone was clear that the targets did not

assessthe quality of professiond practice.

Client evaluation had developed as pat of the SQOMS process but Careers Service
Companies recognised the limitations of client feedback as a way of assessng the qudity
and effectiveness of careers guidance. They recognised the need dso to monitor the work
of gaff and to encourage sdf evauation.

Carears Searvice Companies had adopted a number of drategies in respect of (sdf)
evduation of professional practice but there was considerable scope across most Careers
Service Companies to develop more systematic and comprehensive gpproaches. Those
with forma apprasd sysgems were more likdy to have structured approaches to the
evaudion of professiond practice.

Careers Sarvice daff vaued their autonomy and there was some feding among al levels
of Careers Sarvice daff that the increased emphasis on evauation and accountability was
a odds with this autonomy. This may patly explan the rductance of some middle
managers to push the evaluatiion of professond practice. It is possble, however, to be
more accountable without having less autonomy. Time and the lack of appropriate
methods to use were other reasons such evauation was limited.

Identification of need

The identification of need is fundamentd to the achievement of effective outcomes for
cdients and Careers Service Companies and their Boards were increasingly being
encouraged by the Scottish Executive to plan strategicdly onthe basis of identified need.

The process of the identification of need
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The research identified three stages to the identification of needs the recognition of
needs, the analyss of need; and the assessment of need linked to provision. Subsequently,
there needs to be areview to ensure that needs have been met.

This process can be used to identify the needs of individud dients and dso of particular
groups of clients.

“Recognition of need” is where there is a basic levd of identification which recognises a
presenting problem without analysing it.
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“Andyss of need’ refers to the andyss of the needs underlying the presenting problem;
this requires professond careers guidance skills.

“Assessment of need linked to provison” is the stage a which individua or group need is
related to careers guidance or other provison and a choice of interventions made or gaps
in provison identified.

An awareness of these three stages to the identification of need adlows Careers Service
Companies and others to assess Carears Service Companies approaches to identifying

client needs and is essentid if Carears Service Companies are to plan drategicaly on the
badis of identified need.

Theidentification of needsin practice

All Careers Service Companies showed some evidence of identification of need of both
individud dients of different client groups but there was little evidence of a systemdtic
and comprehensive approach encompassing al aspects of the process.

The firg stage “recognition of need” was most common and was done for most dlients.
The careers interview was the most usua occasion for the second stage, the “andysis of
need “ in regpect of individud clients. But whether this is done in practice depends on the
competence of the particular Careers Adviser; clients who do not have an interview do
not have this opportunity. Analyss of group needs through multi-agency consultations
had become more common but these might not focus sufficiently on careers guidance
needs.

Careers Service Companies used a number of gpproaches to identify needs but they ill
required to develop an ovedl drategy for identifying the needs of individuds and

groups.
The research identified a number of instances where the identification of need had led to
changes in Careers Service Company practice or to requests to other agencies for inputs.
There were dso examples of where the Careers Service Company had been a the
forefront of identifying the outstanding needs of particular client groups.

Patnership and networking was critical to identifying client needs, schools and LECs
were particularly important.

The Careers Service Board could use its own members to identify needs and employer
representatives were consdered paticularly vauable But Careers Service Board
members had varied levels of rdevant background knowledge and experience and few
were experienced in guidance issues or the identification of guidance needs. It is essentiad
that Board members recognise the need for dtrategy to be decided on the basis of a
systematic identification of need rather than personal experience.

Careers Service Company daff tended to question how far young people are adle to
identify their own needs and to use the Careers Service agppropriately. Some were
doubtful that employers knew enough about the Careers Service and trangtion issues to
recognise their needs or how the Careers Service might help them.

It is increesingly important that Careers Service Companies have communication
drategies that enable the information that practitioners have about client need to be fed
into the Careers Service Companies drategic planning.
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Communication and decision-making

Caears Sarvice Companies vaied in the priority given to internad communications in
policy and in practicee. A number of Careers Service Companies had adopted new
drategies for communicating with Saff.

The increased speed of decison-making could make it difficult for managers to keep Saff
as informed about developments as previoudy athough they recognised the importance
of doing so given the leve of continuing change.

More than half the Careers Service Companies characterised their process of deveoping
ideas about policy and practice as mainly “top-down” from managers via the Board with
subsequent discusson among daff. The others had a more mixed process with ideas
coming from al levels of 9.

The research evidence suggested that those Careers Service Companies that encouraged
and received ideas on policy and practice from dl grades of saff were aso those most
likely to be reflective in policy and practice.

Changed role and skills of staff

The role and skills of dl gaff were changing but the greatest changes were required of
Area Managers. This may be because of the key pogtion they occupy between senior
management and practitioners. Increesng demands were being made on them in respect
of networking, marketing, initisting developments and fund-raisng in ther area, and of
daff review and development. They had an increesangly criticd role in ensuring Strategic
policy and operationd issues informed each other and in explaining Careers Service
Company policy to saff.

Heads of Service had aso experienced consderable change and had had to develop
expetise in handling financid, legd, personnd and estate management matters especidly
in Careers Service Companies that were companies limited by guarantee.

Mogt change in Careers Service Companies was a the company level and concerned the
devdopment of a busness orientation with less change in reation to professond
guidance. This may explain the limited changes experienced by Careers Advisars, ther
man change was a gregter levd of accountability via targets. But Careers Advisers were
thought to need consderable skill development and attitude change to meet likdy future
demands on them.

Changes had taken place in the roles of careers assgants. In some Careers Service
Companies, their role had been extended to deliver group work to unemployed clients or
to provide placing services to pupils on school premises. A common trend was for
Careers Service Companies to give careers assstants greater responsibility, for example,
gving them a management role or becoming largey respongble for the offices work
with unemployed dients.

Variation within and across Careers Service Companies
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Pat of the research brief was to identify the extent of variaion across Careers Service
Companiesin Scotland.

Carears Service Company daff had different views as to whether variation in policy and
practice within their Careers Service Company was a negative feature, inevitable or a
positive fegture.
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The research was based on the view that variation in itsdf is neither good nor bad but
depends on whether it arises from the systematic identification of client need and ddivers
congstency of outcome for clients (rather than consstency of inputs).

There was little variation in the objectives of Careers Service Companies dthough they
vaied in ther emphass on particular points eg some had a grester focus on entry to
employment and economic outcomes for clients.

A common am was to maximise contact with dlients but this was gpproached in different
ways, for example, variation in the geogrgphicd didribution of offices and the extent of
face-to-face contact.

The mgority of Caears Service Companies had some or consderable variation in
delivery. Practitionersidentified a higher level of variation than did Heads of Service.

SQMS had resulted in the standardisation of some aspects of ddivery across dl client
groups. The completion of Action Plans was the aspect of professona work most likely
to be the subject of standardisation.

The gpproach of individud schools was thought by Careers Service Company dtaff to be
the main factor in variaion in school provison; Careers Service Company daff tended to
underestimate the impact of the Careers Adviser in the individua school.

Careers Service Company saff reported more variation in work with post-school clients
and the labour market than in their school work.

The research identified some variation based on client need. Other variation was a result
of ddiberae decisons to give responshility to specific offices or daff for particular
projects as a way of developing policy and professond practice within the context of an
overd|l company plan.

The research dso found varidtion arisng from individua staff’'s or areas preferred way
of working and to it the organisationa convenience of schools and Careers Service
Companies. In other cases there was alack of variation despite differencesin client need.

Guidance management information

Careers Service Companies are required to keep a record of their activities but they could
develop their use of datigics to gan a better understanding of the pattern of usage and
non-usage of its services to help them plan provison.

CHAPTER 13
EFFECTIVENESSOF THE CAREERS SERVICE

The research brief treated impact, utility and effectiveness as three separate measures but
we concluded that impact and utility are actually components of effectiveness.

The research conddered effectiveness in relation to the extent to which provison meets
clients needs rather than whether Careers Service Companies (CSC) were operating
effectivdy within their existing resources.

We defined effectiveness as “does the existence of the Careers Service make a postive
difference to clients and to the community”.

There are paticular issues in assessng the effectiveness of the Careers Service in
Scotland aisng from its conflicting objectives, limited control over its work and its
dependence on the work of other agencies for successful outcomes.
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Different gpproaches to assessing the effectiveness of a careers guidance sarvice ae
possble quantitative monitoring of activities, client and Stakeholder feedback; learning
outcomes measures, longitudina measures of impact; internd professond review; and
externd review. There are anumber of limitations or difficulties associated with each.

The sysematic identification of need is a pre-requiste to the development of effective
provison but, as discussed in Chapter 12, the research found little evidence of a
systematic approach.

The research found that the assessment of the effectiveness of the Careers Service in
Scotland was mainly through quantitetive measures of activity; SQMS and customer/
dakeholder feedback. There was limited internd review of professond practice. Severd
Carears Sarvice Companies had commissoned externd reviews, the impact of such
reviews was varied. Learning outcomes measures were rarely used.

These approaches are inadequate, they do not sufficiently assess the qudity of careers
guidance, and are not carried out on a common and systematic bass across Scotland.
Minimum standards of service to clients cannot be guaranteed.

The research has developed two approaches to assessing the effectiveness of the Careers
Service: one modd is “How Good is Our Careers Service At..” and the other is a set of
effectiveness descriptors covering the main areas of Careers Service work.

Both gpproaches are a an early stage of development and now require further work and
pilating in conjunction with Careers Service Companies.

In developing these two gpproaches, we have identified a number of key datributes of
effectiveness and these are listed in fulll.

CHAPTER 14
CAREERS GUIDANCE | SSUES

The careers guidance business

Carears Service Companies had developed condderably as businesses over the period of
the current contract, but, perhaps inevitably, had made fewer advances in careers
guidance practice and policy. There were some tensons between business and careers
guidance imperatives.

The use of targets to manage Saff activity often had the effect of driving careers guidance
practice. This sometimes boosted certain activities but it could aso limit the development
of arange of strategies for different groups.

An inclusive service
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The Carears Service is wdl placed to take forward the government’s socid justice agenda
but a truly inclusve careers guidance sarvice must meet the needs of al types of client
groups and those in dl post-school statuses.

The research has confirmed that young dients in different dtuations have identifigble
careers guidance needs. The Careers Service and its policy makers must retain a genuine
commitment to the full client group, one that is based on redistic resourcing.
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The distinct contribution of careers guidance

While recognising that young people need an integrated gpproach, more attention needs
to be given to the digtinct contribution that careers guidance can make to the support of

young people.

Careers Service Company staff need to focus on developing their role as careers guidance
professonds.

Carers guidance is potentidly powerful in chalenging sysems and in advocecy for
individuas and groups of clients This needs to be built on good careers guidance
management informetion and on a well-founded professond rationale to be credible to
individud clients and Caears Sevice Company patners. This needs further
development.

Supportive processes to careers guidance

Effective careers guidance requires good preparation and support through careers
education and careers information. The forthcoming Framework for Career Education in
Scotland will provide an opportunity for Careers Services and schools to develop
provision and integrate careers education into careers guidance.

Good qudity labour market, educational and careers information is aso essentid for
effective careers guidance. But the provison of informaion (while necessary) is not
aufficient by itsdf to change perceptions and aspirations, its links into careers guidance
are essentid.

Lifelong careers development

Carears Advisars and teachers need to integrate careers information into their practice.
Paticular attention needs to be given to ensuring practitioners have good pog-initid
labour market information.

Lifdong learning requires lifdong career deveopment but the current focus on initid
trangtions limits the practitioner’s understanding of podg-initid trandgtions and labour
markets.

One possble way of ensuring that young people's careers guidance takes account of the
redities of the adult labour market and adult career development is to involve the Careers
Servicein dl age, genericaly ddivered, careers guidance.

Working with partners

Firgd level careers guidance can be effectively ddivered through other professond
colleagues such as teachers, socid workers and community education staff, and Strategies
are needed to support this.

Young peoples decisons ae heavily influenced by a range of other individuds and
groups but the Careers Searvice's work with young people through these “dgnificant
others’ is currently limited, with most attention being given to parents. But to support
young people's career development effectively, the Careers Service needs to work with
individud dients through these influentid individuas and groups.
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Development challenges
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Some aspects of Careers Service Companies work can best be developed a a leve
beyond the individud company, and probably a nationd level. These aspects include
career and labour market information, marketing, and vacancy handling.

The vison of effective careers guidance arisng from this research is a broad one and
would require policy changes a a Scottish levd and some hift in perception from
Careers Service Company prectitioners and managers. It aso has obvious resource
implications.
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CHAPTER 1
INTRODUCTION

Introduction

This firg chapter gives an overview of the purpose of the research and provides an
introduction to the dtuation of the Careers Service in Scotland at that time. It dso clarifies
some key terms and briefly describes the structure of the report.

SUMMARY

The research was commissoned by the Scottish Office in 1997 to map Careers Sarvice
(CS) provison across Scotland and consder its effectiveness after a period of magor
change to its organisation and management.

The research defined effectiveness in terms of the extent to which provison met dients
needs rather than whether Careers Service Companies (CSCs) were operating effectively
within their exigting resources.

The research was focused on the core work of the Careers Service and aimed to consider
how wel provison met the needs of young people, employers and Training
Organisations.

At the beginning of the research, most Careers Service Companies were in their third year
of operation following ther move out of locd authority (LA) control and into a
partnership modd, with the key partners being LAs and Loca Enterprise Companies
(LECs). During the period of the research, LA reorganisation took place, resulting in 9 of
the 17 Careers Service Companies operating in partnership with more than one LA.

Company Boards had been set up, and some initid difficulties dedt with by the issue of
“Governance, Openness and Accountability — Guidelines for Careers Service
Companies’ (SOEID, 1998).

Background to the research

Careers education and guidance has been the focus of increesing attention over the past
decade as policymakers have identified its role as a contributor to the economic prosperity of
individuals, communities and society. Vocationd guidance has been recognised as a key
edement in Lifdong Learning and good qudity careers guidance and labour market
information is seen as necessty to the achievement of the government's education and
training targets (DfEE, 1998). The increased profile of careers education and guidance has
brought with it a critical focus on the work of careers guidance agencies, (and, in particular,
the work of the Careers Service, the key careers guidance agency for young people), and a
concern to evauate its effectiveness.

It was againg such generd interest in the effectiveness of careers guidance that this research
was commissoned by the then Scottish Office in 1997 to consder the effectiveness of
Careers Sarvices in Scotland.> But more specificaly, there was the feding that the time was

! During the period of the research, the Scottish Office became the Scottish Executive. For ease of

understanding, the term “Scottish Executive” is used throughout the report.
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right for such research in view of the extended period of change tha the Careers Service had
experienced as each locad service became a Careers Service Company and moved out of
direct locd authority control. The DfEE in England and Waes had sponsored a number of
dudies on the impact of the new management arrangements and on particular aspects of the
work of the Careers Service but little had been carried out in Scotland. (Examples of DfEE
funded studies include: the Careers Service work in school (Morris et d, 1995); the impact of
the new management arrangements (Morris and Stoney, 1996); group work (DfEE, 1997,
2000); and job broking (DfEE, 1996)). An earlier study of guidance in Scottish secondary
schools had included careers education and guidance within its scope but the work of the
Carears Sarvice was not the prime focus of this research nor did it congder management
aspects of the Careers Service (Howieson and Semple, 1996). Although taff in the Scottish
Executive regularly monitored Careers Service Companies business activity rates and held
annual discussons with dl the companies, a more detailed view of what was hagppening in the
Careers Service Companies had been difficult to come by. The move away from a traditiona
ingoection modd by the Careers Service Inspectors (CSls) which took them into al the
Careers Service Companies to one based on thematic reviews and consultancy had aso had
an impact in this respect.

The Scottish Executive felt therefore that it was timey to commission research on the Careers
Service in Scotland to condder its work and the impact of the changed management and
funding arrangements.

Aims of the research

The three key agpects of the brief for the study were:

To condder the effect of the changes in management and structure of the Careers Service
in Scotland following the move to companies

To identify the degree of variation in provison across the Scottish Careers Service
To review theimpact, utility and effectiveness of the Careers Service in Scotland

The brief specified that the study should identify the impact, utility and effectiveness of the
Carers Sarvice in its work. In our early consderations of the definitions of these terms, it
became clear that both impact and utility were subsets of effectiveness, and adthough the
concepts of utility and impact were borne in mind throughout the research, effectiveness is
the term used throughout this report.

The research defined effectiveness as the extent to which the work of the Careers Service met
clientS needs, rather than whether Carears Service Companies were working effectively
within exiging resources. Chapter 13 of this report consders definitions of effectiveness in
more detall.

The scope of the research

The research brief was redtricted to the core work of the Careers Service dthough we did
gather some evidence on enhanced core and non-core activities where relevant to our
understanding of the Companies core work. The brief covered the Careers Service's work
with employers and Training Organisations as well as with young people.
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It was agreed with the Scottish Executive that research about Careers Service work with
young people with specid needs would be a low priority in the sudy since this was being
covered by the Begttie Committee,

We would dso note that the research design as required by the brief meant that we were not
able to gather direct evidence from young unemployed people.

Towards the end of the research period, the Miniger for Enterprise and Lifdong Learning
asked that the Careers Service be reviewed, and a review group was set up for that purpose.
The researchers produced a report for the review group based on the findings of the research
to date and aso gave oral evidencetoit.

The situation of the Careers Service in Scotland

The decison by the previous politicd adminigtretion to change the management of Careers
Services in the UK was interpreted differently in Scotland than in England and Waes. Loca
Authorities and Local Enterprise Companies were invited to submit a bid to run their loca
Careers Service on a partnership basis if an acceptable bid could be submitted, the delivery
of a Carears Service would not be the subject of competitive tendering. In the mgority of
cases the partnership bids were accepted and the partnerships held together. In two cases
competitive tendering had resulted in a revised or new partnership bid being accepted, and
those Companies began operation one year |ater.

All the Careers Service Companies in Scotland, therefore, were working on a partnership
modd. When the research was commissioned, the Careers Service Companies were operating
on the fallowing modds:

Nine were Companies limited by guarantee, with charitable satus;

Two operated on a secondment modd whereby saff remained employees of the loca
authority and were seconded to the Careers Service Company; and

Sx were run on a sub-contract bass with the Company sub-contracting Careers Service
work to the locd authority. Staff remaned employees of the locad authority. All these
Careers Service Companies were located in the same locd authority region, subsequently
broken up in the re-organisation of locd authoritiess One of these Carears Service
Companies became a company limited by guarantee with chariteéble datus during the
period of the research.

At the beginning of the research 15 of the 17 Careers Service Companies in Scotland were in
ther third year of operation following their move out of locd authority control and into a
partnership modd. The other two Companies which had experienced competitive tendering
for the contract were in their second year.

The 17 Careers Service Companies were historicaly based on Regiond Council (or in the
case of the largest one, Divisond) boundaries and coterminous with them. Careers Service
Partnerships between locd authorities and loca enterprise companies were origindly set up
involving the Regiona Councils but a the beginning of the second year of Careers Service
Company contracts, loca authorities were reorganised. Consequently, dthough eight Careers
Sarvice Companies ill had only one locd authority to work with, the remainder had severd
locd authorities, with four the maximum.
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The document that governed the operation of the Careers Service in Scotland at the beginning
of the study was “Requirements and Guidance for Providers of Careers Services in Scotland”
(SOEID, 1993). A draft of the revised verson of this document had just been circulated and
the find draft, “A Guidance Framework for Careers Service Companies’, was issued h April
1998 (SOEID, 1998).

Company Boards had been st up, and some of the initid difficulties encountered by
companies and board members had been tackled through the publication of “Governance,
Openness and Accountability — Guiddines for Careers Service Companies’ (SOEID, 1998), a
document broadly welcomed by Heads of Service.

Some of the initidl anxieties that practitioners and Heads of Service had had about the change
of management of Careers Services had been eased by the experience of settling into contract
deivery. At the gart of our research, Companies took the view that there was ill sufficient
time available to them before the end of the contract period to dlow a broad focus on the
range and effectiveness of their work rather than the demands of re-contracting. It was,
therefore, a good time to seek views on the impact of the changes and the provison of
Careers Service work.

Terminology used in the research

We have standardised terms for Careers Service Company gaff, including where posts have
dightly different duties We have done so patly for ease of reading but aso to avoid using
terms which might identify Companies or individuas. We use the following terms:

“Head of Service to refer to Chief Executives, Principa Careers Officers etc;

“AreaManager” to refer to team leaders, customer services loca managers eic;

“Careers Assstant” to refer to employment assistants and placement advisers,

“Senior Careers Assigtant” to refer to office managersin loca offices;

“Careers Adviser” was generdly used.

Structure of the report

Chapter 2 describes the research methodology. Chapter 3 sets the scene and Chapters 4 - 14
form the body of the report. The structure of Chapters 3 - 12 is that we begin each with a
summary and issues section before going on to report and discuss the findings in detail.
Chapters 13 and 14 are more synoptic and focus on effectiveness and careers guidance issues.
Each of these chapters is written to be largey sdf-contained and so, where rlevant, will have
some reference to issues that are aso discussed in more detail in other chapters.

The gppendices contain examples of gpproaches to assessing effectiveness. They dso include
the main research instruments that we developed as part of the study. We have included them
gnce to do so is norma good practice in writing a research report but also because they may
be useful tools for Careers Service Companies to use or adapt for their own purposes.
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CHAPTER 2
METHODOLOGY

Introduction

Chapter 2 describes the range of data gathered, the criteria for choosing case study Careers
Service Companies (CSCs) and schools and the nature and sSize of samples in the surveys of
young clients, employers and Training Organisations. It aso notes response rates.

SUMMARY

= Nationd documentation and datistics were reviewed and interviews conducted with key
informants.

= All Careers Service Companies in Scotland were involved in the first stage of the research
which included collection of documents and datistics from each Careers Service
Company, completion of a Carears Service Company profile and interviews with Heads
of Service (HoS) and Careers Advisers (CA).

= On the bass of the data from al the Carears Service Companies, a typology of Careers
Service Companies was developed which characterised each Careers Service Company in
relation to a number of features.

= The typology of Carears Service Companies was used to select five that represented the
variety of gpproaches and provison across the Scottish Careers Service for further, in-
depth study. Although developed for research purposes, the typology has another possible
function as a management tool for Careers Service Companies.

= A programme of interviews was carried out in the five Careers Service Companies with a
range of Careers Service Company daf;?> school staff; and Careers Service Board, LEC,
LA, and Education Business Partnership (EBP) representatives.

= Three surveys were conducted in the case study Careers Service Companies. Pupils in &4,
S5 and S6 in 10 schools were surveyed about their opinion and experience of the Careers
Service and contacted again a year later. The responses from S6 pupils were excluded
from the anadyses because of the very wide variation in response rates across the schools.
A second survey covered 300 employers in the five Careers Service Companies. The third
survey was of 60 Training Organisations.

Description of methodology and activities

The methodology adopted was a reflection of the ams st out in the research specification,
the difficulties involved in the evduation of the Careers Service and the time and budget
avalable to the project. We wanted, for example, to have direct contact with a group of
unemployed young people but this was not possible within the budget for the project.

The ams specified for the project required a study that would provide an overview of careers
provison in Scotland (in relation to core work) but dso one that was sufficiently focused to
explore the nature of variation in approaches within and across Companies and to examine
the appropriateness and effectiveness of different methods and provison. Our research

2 We use the term ‘staff' to cover all grades of Careers Service Company personnel, including managers.
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drategy therefore combined two levels of sudy: work a a nationa level to map the forms
and types of Careers Service provison in Scotland followed by a second stage of more
intensive work in five Careers Service Companies. Within each of the case sudies we used
multiple sources of information on Careers Service provison. This enabled us to compare the
expectations and perceptions of the Careers Service held by clients, by stakeholders and by
Caears Savice daff a different levels and to compare views across different clients and
organisations. This gpproach aso alowed us to consder the changing relationships between
the Careers Service and other organisations.

Review of documentation and interviews with key informants

One of the firg activities of the project was a review of documentation prior to field work
with Companies. This review covered: centrdly-held records of busness activity datidtics,
Careers Service Company business devdopment plans, planning meetings between Careers
Service Companies and Scottish Executive gtaff; and Scottish Quality Management Systems
(SQMS) externd audit records. The review was supplemented by seven interviews with key
informants.

Mapping of Careers Service Companiesin Scotland

Each of the 17 Careers Service Companies in Scotland was asked to provide a range of loca
datistics, a profile of daffing, copies of quality and procedurd manuds, policy papers and
information about the educational, labour market and economic background to the area
These were andysed in preparation for interviews with Careers Service Company Staff.

Interviews were conducted with the Heads of Service of dl 17 Careers Service Companies.
Interviews were aso planned with a practitioner in each of the Companies. The criterion for
choosing a practitioner was to have someone with a number of years experience in careers
guidance who could spesk knowledgesbly about more than one loca area of the company or
compare it with another Careers Service Company. Interviews took place with practitioners
in 14 of the 17 Careers Service Companies. Of the remaining three Careers Service
Companies, two were smdl Careers Service Companies and this combined with <taff
absences due to illness or vacant posts meant that no practitioner was available for interview.
The third Careers Service Company was undergoing an internad review and the Head of
Savice thought that an interview with a practitioner as pat of this research would be
inappropriate a that point. In tota, 40 interviews were conducted in this stage of the research.
The interviews were extendve in ther scope and generdly lasted between two and four
hours.

The data from Careers Service Companies was andysed b form the most complete picture of
the Careers Service in Scotland a that time. We consdered presenting this data separately in
this report but agreed with our Advisory Committee that it would be better to integrate it into
the main thematic chapters of this report.

From this first stage of the research, we developed a typology of Careers Service Companies
in Scotland with which to conceptualise and describe the nature and variation across Careers
Service Companies in Scotland (see Appendix 4). These dimensions included such aspects
as.

Size, location and nature of geographicd areg;
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Company management modd;

Range of funding sources,

Company priorities,

Approaches to school and labour market work;
Reationships with partners and other organisations.

The typology enabled us to sdect five Careers Service Companies that represented the
variety of approaches and provison across the Careers Service in Scotland and these Careers
Sarvice Companies were invited to be involved in the next stage of the research as case
sudies.

While the typology was developed as a research tool it became clear that it might adso be
ussful as amanagement tool for salf-review by companies,

Case studies of Careers Service Companies

Meetings were hdd with managers in each of the case study Careers Service Companies to
choose one operationd area of the Company as a focus for the fidd work. This involved an
andyss of the varying festures of each aea of the Company in tems of provison,
approaches and saffing. Once the operationd area was chosen, a detailed review of the
features of each secondary school in the area was conducted to choose two schools within it.
The schools were chosen to provide a variety of catchment, attainment and post-school
degtinations, school/Careers Service rationships and client contact systems.

Programme of interviews

A progranme of interviews was then caried out in the five case sudy Careers Service
Companies. In each Careers Service Company, this involved interviews with:

the Head of Service;

the Area Manager;

the Careers Advisers for each of the two schools;

the Careers Adviser or Manager specidising in labour market work;

a Senior Careers Assgtant;

amember of the school management team in each of the two selected schools,

the careers co-ordinator in each of the two schoals,

the Chair of the Careers Service Company Board;

a LEC representative with knowledge of the Careers Service Board's operations or with a
functiond link to the Careers Service;

a loca authority representative with knowledge of the Careers Service Board's operations
or with afunctiond link to the Careers Service;

the Education Business Partnership (EBP) manager.
Survey of young people

We carried out a postal survey of a random 50% sample of $4, S5 and S6 pupils in the 10
sdected schools in the five case study Careers Service Companies. They were surveyed
twice; once in May 1998 and again in May 1999. Examples of the surveys are contained in
(Appendices 5 and 6). The surveys gathered information about:

young peopl€'s atainment;
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attitude to school;

truancy;

experience of careers education;

contact with the Careers Service;

stage of career thinking and career idess,

the extent of help from their parents; and aso

information about their parents including education and occupation.

The overdl response rate to the first survey was 54%. While there was some variation across
schools in the response rate of S4 and S5 pupils (which we were able to compensate for by
aoplying a weighting procedure) the differences were extremdy marked in respect of S6
pupils and we decided that we should exclude them from the andysis. The second survey had
aresponse rate of 58%.

Survey of employers

We carried out a postal/telephone survey of 300 employers across the five case study Careers
Service Companies (see Appendix 4). Employers were sdected from across the whole
Company and not restricted to one of its operationa areas as was the case with the survey of
young people. Since the research was concerned with the effectiveness of the Careers
Serviceg's work with employers, we sdected mainly employers who had had some contact
with the Careers Service and could comment on the bass of some experience. The five
Careers Service Companies provided details of employers who had used their services in the
past three years and dso detalls of a smal number of employers whom they defined as
potential but not actud users of the Careers Service (for example, because they recruited
under18s dthough they did not use the Careers Service to do s0). We sdlected 300 employers
from this to make up a sample that reflected the local opportunity structure in each Careers
Service Company.

The questionnaire covered:

employers awareness and use of the Careers Service;
their recruitment practices,

opinion of the Careers Service, and

views on young people.

In view of the typically poor response rate from employers to surveys, we adopted a dud
approach, offering them the option of completing the questionnaire and sending it back to us
or being surveyed by telephone. The final response rate was 50% (27% postd and 23%
tel ephone responses).

Survey of Training Organisations

The find survey was of Traning Organisations (see Appendix 5). The five case sudy
Caears Savice Companies identified the most ggnificat Traning Organisdions in ther
Company aea in tems of the extent of the provison of training for young people in ther
area. 60 Training Organisations were surveyed using the same dua pogtal/telephone gpproach
as with employers. Two thirds of the Training Organisations surveyed had more than 50
young people in training (in some cases well in excess of this) and in two Careers Service
Companies those surveyed were responsble for the large mgority of training places in the
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Company. We ensured that e Training Organisations selected represented a broad range of
occupational categories and that our sdection provided a mix of Skillseekers, Modern
Apprenticeship and Special Training Need (STN) provison. A 77% response raie was
achieved.
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CHAPTER 3

ROLE AND FUNCTIONS OF THE CAREERS SERVICE IN
SCOTLAND

Introduction

In this chapter we describe the main aspects of Careers Service work as laid down in centra
government guidance and in the rdevant Act. We dso identify a number of key issues arisng
from the nature of the Careers Servicegs role and functions in the education, training and
labour market sysems. Many of these issues are well known to those working in the field of
careers education and guidance, but they have emerged strongly from our research and, more
importantly, are critica to definitions and measures of effectiveness.

SUMMARY AND ISSUES

Functions and core client groups

The document “ A Guidance Framework for Careers Service Companies’ (SOEID, 1998)
sets out the key ams of the Careers Service “The key am of the Careers Service is to
contribute to the increesing achievement and prosperity of individuds, their communities
and the economy and in doing so, to promote equality of opportunity.

The core client group, to whom a service must be offered, includes:

* individuds in full-time education and those in part-time educdion if preparing for
employment (higher education students are excluded);

= 16 and 17 year olds who have left education; individuds of al ages with disabilities,
parents and guardians,

= employersand training providers, and

= educationd inditutions.

A sarvice may be offered to young people up to the age of 24 (New Ded group) and to

other adults seeking careers guidance and information.

Careers Service role as a transition service

The Caears Savice is essntidly a trandtion sarvice. Career development research
shows that trangitions occur as a result of two types of prompts.

One type of prompt arises from how the education and training sysem and the labour
market operate and can be termed “externally prompted transitions”.

The second type of trangtions arise from aspects that are persond to each individua and
related to their paticular stage of career development and dso to the wider persond
circumstances of their life. These can be termed “personaly prompted trangitions’.

Most people will experience a combination of both types of trangtion but Careers Service
Companies tend to focus on externaly prompted transtions.

For many young people the trandtion period extends beyond the firgt trandtion after
school but Careers Service support is focused primarily on initid trangtions at the
expense of continuing trangtions.
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The balance of Careers Service work

The Careers Service's work was geared towards school pupils and, to some extent, the
young unemployed with less work done with young people in work and training and with
Sudents in further education. This is a result of policy direction from centra governmernt,
resource limitations and a focus on short-term decisions and adjustments.

Scottish Executive used Careers Service Business and Development Targets to encourage
partticular priorities in Careers Service Company work. Careers Service Company
managers took varying gpproaches to using the targets as management tools to change the
balance of practitioners work in line with company and Scottish Executive targets.

Policy context and conflicting demands on the Careers Service

The Carears Sarvice is expected to help ddiver various government priorities but they are
sometimes contradictory and not matched to existing resources. The result is conflicting
demands and expectations of the Careers Service.

Conflicting demands included:

= radng clients aspirations vs heping them adapt to the demands of the loca labour
market; being advocates for disadvantaged young people vs meeting the needs of
employers for good quality candidates,

= reducing the number of unemployed and meeting the Guarantee vs offering employers
awide choice of candidates,

= Offering an impartid service vs promoting the vaue of vocationd qudifications, and

= deveoping an enhanced role in economic development vs delivering socid outcomes.

There are issues about who makes decisions about what the Careers Service should be
doing. In particular, what is the balance between the role of Careers Service Boards and
the Scottish Executive (on behdf of the Miniger for Enterprise and Lifdong Learning) in
doing 0?

The exisence of a core contract has implications for the stated role of Careers Service

Boards and their decison-making in their communities. There are issues about the role of
alimited company that provides a statutory service.

Conditional status of the Careers Service

The Carears Service has extensve responghilities but very little accompanying power. It
has duties placed on it but must work through and with others to fulfil them. What are the
implications of a gtatutory service that cannot require anything of anybody?

To meet its datutory duties, Careers Service Company staff may need to chdlenge the
decisons and operations of a school, a college, an employer, a Training Organisation or a
partner organisation but to function effectivdly for its clients the Careers Service
Company has to rely on co-operation from these organisations. The result can be variation
in provison for young people, not based on young people€'s needs but on the nature of the
Careers Service s relationships with others.

DIsSCUSSION

Functions and core client groups

The Employment and Training Act 1973, as amended by the Trade Union Reform and
Employment Rights Act 1993, places a duty on the Secretary of State for Scotland to secure
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the provison in Scotland of careers guidance and placing services for those undergoing
relevant education in schools and colleges. The Act dso gives the Secretary of State powers
to arange for the provison of such services for other people. These services should be
provided in accordance with guidance given by the Secretary of State. During the period of
the research, an updated document, “A Guidance Framework for Careers Service
Companies’ (SOEID, 1998) was produced which sets out the key aims of the Careers Service
as delivered through Careers Service Companies. This identified the key am of the Careers
Service:

“ to contribute to theincreasing achievement and prosperity of individuals, their communities

and the economy and in doing so to promote equality of opportunity. Thisisto be achieved by

the provision of effective and impartial information services, careersguidance and assstance

to enter appropriate education, training and employment.”

(“A Guidance Framework for Careers Service Companies”, SOEID, p.5: 1998)

Although the Careers Service was ill to be “a confidentid and impartia service centred on
individuds’, the new document changed its client groups. Previoudy, stakeholders such as
employers, Training Organisations, colleges and schools had been entitled to a service as part
of the “supportive processes’ to the Careers Service's work with young clients, but now with
the Guidance Framework they became clientsin their own right.

Under the Guidance Framework, clients are divided into those to whom a service must be
offered and those to whom it may be offered. The client group to whom a service must be
offered comprises:

Stautory dlients ie pupils and dudents of any age in full time education, and those
undergoing part time education in order to prepare them for employment a dl indtitutions
other than within the higher education sector;

16 and 17 year olds who have left education;
Individuads of any age with disghilities (incdluding learning disghilities);
Parents and guardians of individud dlients;
Employers and training providers, and
Educationd inditutions.
Those to whom a service may be offered covers:
Individuas up to and including age 24 (ie to match the New Ded categories); and
Other adults seeking careers guidance and information.

The Guidance Framework described the nature of the careers guidance and careers and labour
market information which dients could expect to receive, emphassng the need for
impartidity, accuracy and accesshility. The document dso covered the importance of
drategic partnerships with other organisations, funding arrangements and support for the
devdopment of career education. Incressed flexibility in ddivery arangements and in
funding sources was encouraged.

The Careers Service role as a transition service

The UK is one of a smdl number of countries which has a careers service that bridges
education and the labour market for those leaving education. More common is an education
based careers information and counsdling service where practitioners are based in schools or
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colleges adongsde a separate, community based service providing information on labour
market opportunities and vocationd guidance (Weatts et al, 1993; Bartlet and Rees, 2000).
The Careers Service in the UK is designed to encourage the development of career thinking
and career management skills during education in partnership with schools and to support the
subsequent entry into the labour market of new young entrants.

The Careers Service is the main agency for careers education and guidance for young people,
and it is expected to base its provison and delivery arrangements on identified need:

“ The new framework offers greater flexibility to careers service companiesin determining

local needs of clients and prioritising accordingly.”

(ibid, p.3: 1998)

What are the needs of young people in trangtion? What is it that prompts young people to
seek careers information and guidance, to change ther career idess, to teke action in
preparation for trandgtion? Career development research shows that trangitions in career
thinking occur as a result of two types of prompts. One type of prompt arises from how the
education and training system and the labour market operate. Some examples include:

Subject choicein &2, in S4/S5 and in S5/S6;

Results from internd or externd exams,

The impact of work experience on previoudy held career idess,

Stress in the lead up to SQA exams,

Coming close to leaving school or leaving a Skillseekers programme of training;
UCAS gpplication dates; and

College and employer/training organisation closing dates.

These may be termed “externdly prompted trangtions’ in career thinking. These often act on
groups of young people rather than on individuads and may be predicted, as they result from
known events. Consequently careers guidance activities can be anticipated and timetabled,
and many of them can be delivered to groups rather than to individuas.

The second type of prompt to trangtion arises from aspects that are persona to each
individua and related to their particular sage of career development and aso to the wider
personal circumstances of ther life. These may be termed “personaly prompted transitions’
in career thinking. These prompts act on individua young people they can rardy be
predicted, cannot be timetabled in advance and need to be dedt with individudly in most
cases. Persondly prompted trangitions might arise from the impeact of:

family circumstances. for example, a young person who has been lackadaiscad about
seeking work may be prompted by a parent’ s redundancy to take action;

persona behaviour: for example, a young person who has refused to consder a
Skillseekers training place may be prompted by an imminent court gppearance to seek an
interview for Skillseekers,

friends. for example, when other members of a close friendship group seem to have
sorted out their career idess,

the individud’'s sage of career devdopment: for example, an S3 pupil may become
anxious that s’he has no idea about what she will do in the future, or an S6 pupil who has
focused narrowly for a number of years on one career idea now experiences doubts;
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experience: for example, when a young person in work, training or FE discovers the work
or course to be so different from what was expected that a change of direction is
considered.

Most people will experience a combination of both types of prompt to trandtion in career
thinking, and these transitions in career thinking can be experienced across the whole of the
Careers Serviceg's core client group, not just those in schools. For some clients, personaly
and externdly prompted trangtions may occur at the same time, and can be supported
through one careers guidance intervention. For many they will occur a different times.
Careers guidance services that am to meet the needs of clients must encompass both types of
trangtions. We discuss client contact systems in detall in Chapter 6, but the evidence of our
research is that the Careers Service currently focuses its work more on externdly prompted
trangtions than personaly prompted ones, particularly in its work with school pupils.

A further issue is that of the continuing need for careers education and guidance. The redity
of young peopl€'s experiences is that, for many, the trangtion period extends beyond the first
trangtion after school. At present careers guidance support from the Careers Service is
focused primarily on initid trangtions at the expense of continuing trangitions.

The balance of Careers Service work

This emphasis on initid trandtions was reflected in the bdance of the Careers Service's
work, which was heavily focused on school pupils and, to some extent, the young
unemployed. Less work was done with other core clients such as young people in training
and work or students in further education. This was a result of policy direction from centra
government, resource limitations and a focus in practice on short-teem decisons and
adjusments. The importance given by many LECs to job readiness as an essentiad component
for new entrants to the labour market aso contributes to a focus on initia transtions. For a
more detailed discussion of initid and continuing trangtions, see Chapter 8.

The Scottish Executive used Careers Service business and development targets to encourage
particular priorities in Careers Service Company work. Careers Service Company managers
took varying approaches to using the targets to change the baance of practitioners work in
line with Careers Service Company and Scottish Executive targets. We note in Chapter 10
that work with employers was more of a priority for managers than it was for practitioners.
This may be because the needs of individud young clients seem more apparent and
immediate than those of employers. Careers Service Company managers used targets to
change priorities towards increased employer work, and this gpproach was aso used to
change the balance of work between school and post-school clients, between different year
groups of school pupils and between interview and group work approaches.

Policy context and conflicting demands on the Careers Service

The Carears Service is expected by centrd government to help ddiver various priorities but
these priorities are sometimes contradictory and not matched to existing resources. At the
same time Careers Service Boards are expected to identify and respond to loca needs; this
assumes that centrd government priorities and local needs match. The result is conflicting
demands and expectations of the Careers Service which impact on the effectiveness of the
Careers Sarvice. There are anumber of examples of these conflicting demands.
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Firgly, the Careers Service is one of the organisations expected to help raise the aspirations
of young people, to chalenge narrow, low and dereotypica expectations based on class,
gender, race and disability. The increased motivation to learning that can come from
appropriate careers guidance is expected to feed into improved educationa performance. The
Careers Sarvice is expected to contribute to the achievement of nationd education and
traning targets through raisng the aspirations of young people to higher achievement. Within
this, disaffected and disadvantaged young people, and those from dispirited communities are
a paticular focus of attention. However, young people€'s raised aspirations may not be
cgpable of being met by the opportunities in the loca labour market. A smal number of those
involved in our research suggested that the Careers Service would best serve young people’s
interests by encouraging them not to be over-ambitious (by adapting to what was available in
the locd labour market) and by discouraging choices that could not be met locally.

Secondly, Careers Services are expected to persuade and influence employers and training
organisations to teke on disadvantaged and disaffected young people. While both Training
Organisations and employers generdly recognised this as an appropriate role for the Careers
Service, employers demands were for high cdibre young applicants, and any dissatisfaction
they had with Careers Service Companies tended to centre around this issue.

Connected with this is the expectation that Careers Service Companies should help reduce the
numbers unemployed and give high priority to meeting the Guarantee of an appropriate post-
school  opportunity to young people The effect of giving this group first priority for
opportunities means that employers may not be offered a wide choice of candidates. In
addition, if Careers Service Companies dtrive to raise young peopl€’ s aspirations as expected,
this may have the effect of encouraging young people to remain in full time education, thus
limiting the numbers of well-motivated young people entering the labour market.

The provison of an impatid service versus the promotion of partticular opportunities or
routes to dlients is another example of conflicting demands. Government guidance to Careers
Service Companies recognises impartidity as absolutedy centrd to the Careers Service's
work, and this and other research shows the extent to which young people and their parents
support the need for the Careers Service to offer impartial guidance (Semple, 1994). Careers
guidance practitioners hold very srongly to impartidity as pat of ther professona integrity.
But occupationd and professonal groups are sometimes inclined to blame the Careers
Service (and schools) if young people do not choose to enter their area of work or have
misperceptions of it. More serioudy, LECs and centrd government expect the Careers
Service to be an advocate to schools, young people and parents of the work-based training
route, which does not have parity of esteem with academic routes in the eyes d many. It is
appropriate for careers advisers to broaden ideas and chadlenge such misperceptions, but to
what extent? When does “broadening ideas’ become “pushing one option too hard” for an
impartid guidance service?

Ladtly, the Careers Service is expected to develop an enhanced role in economic development
and aso ddiver socia outcomes as part of the socid incluson agenda

Effectiveness measures teke into account client satifaction and this is often based on
expectations. The view of stakeholders on the effectiveness of the Careers Service's work is
likey to be measured againgt ther own objectives rather than the Careers Service's. This
needs to be considered when measures of satisfaction are interpreted.
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There are issues about who makes decisions about what the Careers Service should be doing.
In particular, what is the baance between the role of Careers Service Boards and the Scottish
Executive (on behdf of the Miniger for Enterprise and Lifelong Learning)? The Scottish
Executive sets the overdl priorities and then it is up to the Boards to develop a Strategic plan
to ddiver them. To what extent should priorities be centraly determined, and to what extent
should they be open to locd variation? Does the use of centraly driven targets and funding
effectively set priorities and teke away decison-making from Careers Service Boards? This
becomes more likely in the context of funding limitations.

There are other questions about the role of a limited company that provides a datutory
savice. A number of Board members fdt that the core contract was so rigid that Boards
lacked any red power to make a difference in their area. On the other hand, some Board
members seemed prepared to make mgor changes in the service without a well-founded
rationele for doing so. In the context of a Statutory service the core contract is probably
necessary to ensure some degree of consistency across Scotland. But the existence of a core
contract has implications for the stated role of Careers Service Boards and for ther ability to
attract high cdibre individuals as Directors.

Conditional status of the Careers Service

While acknowledging the vaue of partnerships, the research suggests that the conditiona
datus of the Careers Service had an impact on the extent and quality of its work. As we noted
in Chepter 2, the Carers Sarvice has extensve responghilities but very little accompanying
power. It has duties placed on it but must work through and with others to fulfil them. One
Head of Service described the Situation in thisway:

“ The Careers Serviceisthe opposite of the harlot who has power without responsibility: the
Careers Service has responsibility without power.”

Wha are the implications of a stautory service that cannot require anything of anybody? To
meset its Statutory duties a Careers Service Company may need to chdlenge the decisons and
operations of its partners, for example:
Schools and colleges with poor careers education programmes or badly resourced careers
libraries,
Employers or Traning Organisations unwilling to condder goplicants from particular
backgrounds or locations, or reluctant to pay a reasonable wage or offer gppropriate
traning;
Schoolgcolleges and  employers/Training  Organistions  with  misperceptions  of  the
other’s provison;
The loca authority regarding policy on career education;
The LEC on the qudity of training provison.

However, the Careers Service needs the co-operation and flexibility of these organisations in
order to function effectively on behdf of its clients A school which feds itsdf criticised in
the Service Level Agreement discusson for its poor careers library may effectivdy limit
access by the careers adviser to times convenient to the school timetable. Employers and
traning organisations may place ther vacancies dsewhere, and LECs and Loca Authorities
may become rductant to fund Careers Service work. There is no basic minimum co-operation
that must be provided:
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“You can’t be too blunt with a school because we're guests in the school.”
Head of Service

Where the Carears Service's challenge makes the rdationship poorer, the service to young

people may suffer, with variation in provison for young people not based on young peopl€'s
needs but on the nature of the Careers Service s relationship with others.
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CHAPTER 4

THE IMPACT OF THE CHANGED MANAGEMENT OF THE
CAREERS SERVICE IN SCOTLAND

Introduction

Chapter 4 describes the impact of the changed management of the Careers Service on its staff
and on its rdationships with key patners. It looks a the effect of changing funding sources
and a the link between the Careers Service s funding and policy direction onitsrole.

SUMMARY AND ISSUES

Impact of the changed management of the Careers Service

While al Careers Services had experienced a degree of change as a result of the setting
up of the new companies, around a third had made radical changes.

Both managers and daff in Careers Service Companies were in the main positive about
the changes, citing improved datus in the eyes of employers, Training Organisations and
education authorities. They vaued the greater financid autonomy, less bureaucracy and
the capacity to respond more quickly.

Many of the Careers Service's partner organisations noted its increased business
orientation and its contribution to economic devel opment.

Negative aspects of the changes included: the financid responghility of budgeting; and,
in some cases, less conaultation with saff due to a fore-shortened decisionmeking
process. How may staff be adequately consulted in a business environment?

As Heads of Service (especidly in larger Companies) became more focused on business
development, they increesingly had to rely on practitioners and middle managers to
provide intelligence on client need and the likely effect of policy options for practice.

Careers Service Boards

The initid focus of Careers Service Boards was on finance. Staffing, quality assurance,
Careers Service Company profile and partnerships were other areas of concern.

There was varidion in the extent to which gaff thought that Careers Service Boards
contributed to Company development and were supportive of the Head of Service. Where
problems arose they were due to persondity difficulties, conflict of interes and internd
Board relationships.

Boards were viewed as ineffective when members did not lay aside other agendas, were
uninformed or suggested mgor changes of policy on the basis of anecdotd evidence, or
did not understand the limitations arising from the need to meet the core contract.

Boards could contribute through gpplying financia rigour to proposds and through
rasng the profile of the Carears Service Company in the wider community. Another
pogitive effect of having a Board was that it required the Head of Service to have a clear
focus when developing and presenting policy.

The mgority of practitioners involved in this research felt the Board to be remote. Some
Careers Service Companies kept the relationship between the Board and dtaff distant, but
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the trend was to promote contacts between Board members and aff. What is an

appropriate level of involvement between Boards and Careers Service staff, and how can
effective relationships be devel oped?

Boards varied in the extent to which they had worked through the implications of being
drategic rather than operationd. At the mid-point of our research, around a third of
Boards were clearly drategic, with afurther haf equally strategic and operationd.

Boards defined their strategic role in relation to the development of the Carears Service
Company as a business and viewed the direction of the Careers Service Company as a
careers guidance service as an operational matter. How much does it matter whether
Heads of Service and Boards see careers guidance priorities as operationd and not
drategic?

Funding

The research identified three types of Carears Sarvice Company funding: core funding,
enhanced core funding and nontcore funding. Core funding is money to ddiver the core
contract to core dients enhanced core funding is externd additiond funding which
enhances the sarvice to core clients, and non-core funding is externd additiona funding
which provides a service to non-core clients.

All Careers Service Companies had both core and enhanced funding, and most had some
non-core funding. But Companies varied in the importance they gave to the different
sources of funding and the way in which they applied the funding to saffing.

Carears Service Companies and their partners were concerned to ensure that the service to
the core dient group was not damaged through over-extending Careers Service
Companies resources through time-consuming bids and initiatives.

Both enhanced and non-core funding were short-teem and vulnerable to changes in
priorities by other organisstions. What ae the implications for the core work of a
gatutory serviceif the additiona funding used for this purpose cannot be guaranteed?

The use of enhanced funding for core clients was not evenly distributed across Scotland,
resulting in variation in the levd of sarvice to dients. There are, therefore, implications
for the entitlement of clientsto careers sarvices.

Additiond funding is often subject to particular conditions that can inhibit an integrated
approach to clients or prevent the Careers Service from meeting the needs of dlients.

The principle of competition for externd funding could bring the Careers Service into
direct competition with agencies with which it was meant to work in partnership.

Virtudly dl Careers Service Companies viewed the Generd Aggregated Expenditure
(GAE) formula as ingppropriate.

There is a discrepancy between what the rdevant Act requires of the Careers Service and
the funding received for core dlients (paticulaly with respect to further education
sudents). At the very leadt, the funding formula should match the core client group or the
core client group should be changed.

Changing relationships with the Scottish Executive
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The role of Scottish Executive daff as externa auditors for the Careers Service for the
Scottish Qudity Management System (SQMS), dlowed them to use the external audit as
adevelopment tool and as away of focusing the Careers Service on certain priorities.

Centra support for research and professond publications from the Scottish Executive
was missing, in contrast to the support given by DfEE.

Changing relationships with the Local Authority (LA)

The new arrangements had created a greater distance between the Careers Service and
education departments, but had aso broadened its links to other departmentsin LAS.

Decison-making was speedier in most Careers Service Companies outwith the control of
education departments. Ring fencing of budgets protected Careers Service Companies
from local authority cutbacks. Most Careers Service Company daff and managers were
happy to be out of the direct control of LAs.

LA reorganisation meant that Caears Service Companies had to develop new
rel ationships with their new authority/ authorities.

In a time of finahcid dringency, some LAs were kegping development funding for their
own staff and services, viewing the Careers Service as no longer their own service,

The locd authority brings a public service ethos, a determination to safeguard the service
to schools and a focus on socid and community outcomes to the Careers Service Board.

Changing relationships with the Local Enterprise Company (LEC)

LECs were one hdf of the partnership in Careers Service Boards. The research noted
increesed funding from the LEC for gpecific projects, and as the Careers Service
successfully completed such work, the rdationship became closer with links to a wider
range of LEC departments.

LECs had generdly come to see the Careers Service Company as a key ddivery arm for
their dtrategic objectives.

But some LECs were frustrated that the Careers Service Company did not appear to share
a dmilar draegic vison: these LECs had a more dynamic view of the possble

contribution of Careers Service Companies to economic and skills development than did
their Careers Service Companies.

The developing rdationship between the two organisations was contributing to significant
progressin the provision of LMI to clients.

Redationships with LEC training managers and locad representatives showed a degree of
variation, to alarge extent dependent on persondity and expectations.

Other partnerships

Across Careers Service Companies, rdationships with the Employment Services were
good, and had improved with the Careers Service s involvement with the New Dedl.

In a smdl number of Careers Sarvice Companies, the Carears Service and Education
Business Partnerships (EBPs) were part of the same organisation but were separate in
most. Relationships were being developed according to local circumstances.

Confudon in responghilities and roles between Careers Service Companies and EBPs
does not help clients. What is the best modd of joint working for these two organisations,
operating together under the Education for Work banner?
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FINDINGS AND DISCUSSION

Impact of the changed management of the Careers Service

The extent of re-organisation

The setting up of the new Companies to deliver the Scottish Executive contracts crested the
potentia to change structures and conditions.

We examined the evidence available to us and concluded that, while al Careers Service
Companies had obvioudy experienced a degree of change since the Companies were st up,
the degree of this change was variable. Just over a third of Careers Service Companies had
undergone (or were proposing) radical or consderable re-organisation (including sructurd
and gtaffing changes). The remainder had undergone minimal or limited change.

Perceptions of positive aspects of the new Careers Companies

The aspect that was most commonly noted by Careers Service Company gaff and dhers as a
beneficia consequence of the new arrangements was that the standing of the Careers Service
had improved in the eyes of employers, Training Organisations and locd authorities. The
Carers Service was seen as having more of a business orientation and its contribution to
economic development was more vaued.

“Having a commercial orientation helps the Careers Service to relate to the commercial
world”

Head of Service

Both Heads of Service and practitioners commented that it was now posshble to be more
proactive and developmental, and to have more autonomy:

“ The Careers Service is much more the master of its own destiny”
Careers Adviser

The capacity to respond more quickly to externd demands, to changing circumstances, to
personnel and staffing ssues and to the need to improve premises was noted and vaued. This
was linked to a view that, in most Companies, there was less bureaucracy and a smdler
number of levels of conaultation involved in decison-making. It was aso helped by the
adility to identify and control the Careers Company’s budget and financing separately, in
contrast to the previous dtuation where Careers Service financing had not been ring-fenced
from the education budget. Another postive aspect was the noticesble developments in
quaity assurance resulting from work towards the Scottish Quaity Management System (SE,
1995; SO, 1998) which had in turn benefited from, and contributed to, more systematic use of
customer feedback. Many Careers Service Companies had aso developed more sophisticated
corporate images. A podtive view of the impact of the changes was very much the most
common one.

Some Heads of Service and practitioners commented that there had been no particular impact
on the qudity of provison to dients This comment was commonly made to emphasise that
ealier fears a@out any potentiad negative impact of the changes on dients had proved
unfounded. We are not sure to what extent it is true to say that there had been no particular
impact on provison to cdients. As we will see later in this chapter when we examine the
extent of non-core work, we observed that core work with clients was enhanced across many
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Companies by non-core funding, some of which was unlikely to have come to the Careers
Service prior to the change of management. In conddering why respondents might
underestimate the extent of the impact on provison to clients we wondered whether this was
because many practitioners tended to be focused on school work whereas most of the
enhanced core work appeared to impact on post-school clients.

Prectitioners in  Companies whose management had disanced daff from some of the
discussions a Board level about company priorities were more likely to see the changes as
peripherd to the job of guidance. This distancing was usudly deliberate, often to protect staff
from anxieties that might be aroused during the sdtling-in period, to ensure commercia
confidentidity regarding possible developments or to kegp Board members away from too
great an involvement in operaional issues. However some distancing was unintended and
reflected a switch of managerid focus from service ddivery to the operation of the Board.
This switch of focus was something that most Careers Service respondents at dl levels
acknowledged.

“ (The Head of Service) is much more orientated to the Board than to the service now”
Careers Adviser

Perceptions of negative aspects of the new Careers Companies

The lead up to the change of management was seen as having been stressful, and Careers
Service respondents Hill showed some degree of uncertainty about the future. The capacity of
the Careers Service Company to act speedily in response to commercid time-scaes was
sometimes accompanied by a fore-shortened consultation process, which gave less
opportunity for saff to be involved in decisonrmaking. This could be criticd. Heads of
Searvice in larger Companies, as they became more focused on business development and
more distant from practice, increasingly needed to rely on practitioners and area managers b
provide intdligence on client need and implications for practice.

Heads of Service were well aware that one effect of the power to control budgets was their
respongbility for mistakes and that Companies would not be balled out by the locd authority
as had been a theoreticd posshility in the past. But some of the worst fears had not been
realised. An emerging problem was that expectations might be too high:
“In the past staff put up with poor conditions because they knew the council couldn’t change
things, but now there’s the expectation that the Careers Company can change things like

salary etc”
Head of Service

Careers Service Boards

The most obvious result of the changed management of the Careers Service was the setting
up of Careers Service Boards. For the mgority of Boards, the initid focus inevitably was on
finance, with daffing, company profile and partnerships following on. Many Boards had
taken an oveview of qudity assurance draegies, paticulaly focusng on customer
feedback.

Boards varied in the extent to which they had worked through the implications of being
drategic rather than operationd. Some were clearly aware that the Board was non-executive
while others were interested in reviewing operationd issues. Around a third of Boards could
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be seen to be clearly drategic in ther role, around a haf functioned usng mixed approaches
and the remainder could be seen as clearly operationa in their approach.

An issue that we identified throughout the research related to definitions of “drategic” and
“operationa” in a careers company whose business is the provison of careers guidance. “A
Guidance Framework for Careers Service Companies’ (SOEID, 1998) confirmed that:

“ Careers Service Company Boards have the responsibility for the strategic direction and
overall integrity of the company”
(“*A Guidance Framework for Careers Service Companies”, SOEID, p.10: 1998)

The role of the Board was to include setting priorities and agreeing budgets. But the drategic
setting of priorities in a business such as a Careers Company does need to take account of
careers guidance priorities. A scenario emerging from our evidence was that of the dSrategic
direction of a busness in contrast to the operationa direction of a careers guidance service.
Can, and should, Boards and Heads of Service see careers guidance priorities only as
operationa and not aso drategic? The following quotes illustrate a tenson of which Heads
of Service were avare:

“ The Board has an over-riding focus on finance with guidanceissues seen as operational”

“We have to be clear about the extent to which the Careers Serviceisabusiness... or isit
business-like?”

“How can you be business-orientated about social outcomes?”

Many Boards had had their teething problems and this was reflected in comments from our
respondents. In conddering the extent to which the Boards contributed to company
development and were seen as supportive of the Head of Service, we concluded that seven
Boards could be classfied as hepful, five as unhdpful and five as either neutrd in impact or
a different times helpful or unhdpful. Persondity difficulties, conflict of interest issues and
internd Board relationships were the most likely causes of problems experienced by Heads of
Service.

In most Companies, the Board met three or four times in a year. Decisons required urgently
in the interim period between meetings would normdly be discussed between the Board
Chair and the Head of Service, and “Chair's action” used to teke decisons forward if
necessary. The qudity of the relationship between the Chair and the Head of Service was,
therefore, critical.

The vaue of an effective Board was seen as.

requiring senior managers to have a clear focus when developing and presenting policy.
Board mesetings could be uncomfortable for Heads of Service but the chalenging nature
of the debate and the requirement to judtify proposas was valued. Some Heads of Service
found it easer than others to adjust to the different requirements of presenting proposas
to a Board (especialy costed proposals) compared with the gpproach taken to preparing
an item for discusson a an Education Committee;

aoplying financid rigour to proposas. This was seen as paticularly useful, though a
willingness to accept a degree of risk was dso hdpful;

rasing the profile of the Careers Service Company. This was a key way in which Boards
and their members had been effective;
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having a range of interests in Board members (especiadly when employers were involved)
hel ped the development of partnerships and broadened the focus of policy; and

providing strong support for the Head of Service through a committed Chair.

The effectiveness of Boards was limited when:

Board members were not able to lay asde other agendas and show a loydty to the
development of the Careers Service Company, a particular issue for LA and LEC officids
in some companies, and in some cases, for eected members;

Board members were uninformed, or suggested maor changes of policy on the basis of
anecdota evidence; and

Board members did not understand the limitations of the core contract on the drategic
decisonrmaking of the Careers Service Company, for example, where they thought that
careers sarvices could be withdrawn from school pupils and diverted el sewhere.

The vast mgority of practitioners whose views we gathered felt that the Board was remote
and that they knew little about its operation or interests. Heads of Service varied in the extent
to which they felt closer contact and knowledge between the Board and Careers Service
Company daff was desirable. One HOS, for example, did not want the Board to get too close
to practitioners in case it led to Board members ingppropriate involvement in operationd
issues while in contrast another HOS encouraged Board meetings in area careers centres. In
this latter Stuation, practitioners felt more in touch with the Board.

Funding

I ncome generation

Between the gtart of the contract period and the beginning of the research there had clearly
been an increase in the extent to which income was being generated by Careers Service
Companies. There were clear differences across Companies in the importance given to
income generation, ranging from the Careers Service Company where non-core work was
built into the Srategic plan to one whose Head of Service said, “We ve got enough to do with
core work!”. However, in a Stuation where a standdtill budget was expected, finding more
sources of funding was likely to increase in importance. Indeed “A Guidance Framework for
Careers Service Companies’ specificaly encourages this gpproach.

“ The Scottish Office encourages careers service companiesto pursue a policy of diversityin

funding...Careers service companies are encouraged to be innovative and enterprising in

revenue generation, particularly wherethiswill enhance the service to The Scottish Office

contract groups.”
(“A Guidance Framework for Careers Service Companies”, SOEID, p.10: 1998)

We defined the funding that Careers Service Companies were operating with in three ways.
Core funding: money from the Scottish Executive to deliver the core contract to core
clients,
Enhanced core funding: externd additiond funding which enhances the sarvice to core
clients
Non-core funding: externa additiond funding which provides a sarvice to non-core
clients.
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A further digtinction in relation to funding is the source of the enhanced or non-core funding.
We have defined these as.

Invited: when Careers Service Companies are invited to bid into a specific tranche of
money eg Chalenge Funding, or Adult Guidance Network funding;

Sourced: from partners such aslocal authorities and loca enterprise companies, and

Competitive and ectively sought: where Careers Service Companies compete for
contracts with other organisations eg for redundancy counselling.

All Careers Service Companies had both core and enhanced core funding and most had some
non-core funding in addition to that associated with Adult Guidance Network co-ordination.
But Careers Service Companies varied in the importance they gave to the different types of
funding and the different client groups. At a point haf way through their contracts, around a
third of the 17 Careers Service Companies put a high priority on getting a broad range of
funding and working with a wide range of dient groups, a smdl number were heavily
focused on core dlients with limited use of noncore funding and just over a hdf were
somewhere in between.

There was recognition that Careers Service Companies were “not-for-profit” organisations
and senior managers and Board members were concerned to ensure that the core contract
(and the service to the core client group) was not damaged through over-extending the
Company’s resources through time-consuming bids and initiatives. The impact of enhanced
funding was noticeable. This contributed to aspects such as:

improved services to schools such as the provison of labour market information, and the
development of careers education and guidance materials,

reviews of young people with Specid Training Needs (STN) in Skillseekers and pre-
assessment programmes,

support programmes for vulnerable young people leaving schooal;
activitiesin support of work experience; and
arange of developments in employer work.

Much of this funding was the result of changed reationships, particularly developments in
the Careers Service rdaionship with itslocal LEC.

Securing funding from a range of sources had severd benefits beyond the immediate
activities that were funded. It helped to market the Careers Service with other organisations
and could benefit both core work and other non-core activities:

“ It raisesthe profile of the Careers Service so that organisations funding non-coreworkare
more amenable to core Careers Service issues’
Head of Service

“ It (adult guidance) givesalocusin other areas, for example, adult guidance expertiseled
the Employment Service to get the Careers Service Company to lead on New Deal, and
there' s been a marked change in Employment Service's attitudes across all our work with
them.”

Head of Service

The new work and projects supported by additional funding could have postive effects on
gtaff morale and provide opportunities for staff devel opment:
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“ Hel psthe moral e of staff to see projects coming through, gives staff skillsthat are going to
be needed since projects tend to be in the forefront of development”
Head of Service

Some of the description of the value of non-core work made clear the switch in priorities that
had taken place in the thinking of some senior managers.

“Non-core projects can enhance careers work, but more importantly they enhance the
Company” (our emphasis)
Head of Service

The management of additional funding

There was a difference in how Carears Service Companies managed the funding, largdy
explaned by the sze of Company. Larger Companies with more money were more able to
dedicate a particular member of daff to a piece of funded work. However, small Companies,
egpecidly ones operding in a remote area with limited possbilities to recruit additiond
qudified gaff, were more likely to share the tasks required by extra funding across a number
of daff. There are management chalenges to be faced in both sysems. In the larger
Companies, there are dangers that staff become compartmentdised and the cross-fertilisation
of practice does not happen. Staff in smal Companies were more likely to vaue the broader
perspectives resulting from having enhanced or noncore funded work. However, with
smaler Companies, the extra funding could end up propping up the core work, so that Staff
posts became vulnerable.

For dl Careers Service Companies, the management of projects with different funding dates
and client groups was complex, and even more complex where the same client was being
acted on by severd projects with different funding.

“The systemis bureaucratically designed with particular cut off pointsand roledivisions...

it"s not going to be helped by different funding sources.”

Careers Adviser

Middle managers operding in locd aeas might want their saff to be untied from specific
projects o that they could be used more flexibly in the interests of clients but this would
make it difficult to identify the additiond vaue provided from the funding. Priorities could
often be in tenson, and effective sarvice ddivery to clients could be in conflict with the
funder’ s need for accountability.

Theimpact of competitive funding

As noted in Chapter 3, much Careers Service work depends on partnerships, in which there
could be natura tensons. However, an added complication to the relationship could develop
when a Caears Service Company was proactive in seeking enhanced or nortcore funding.
This could bring it into direct competition with some of its partners in bidding for the same
contract. There were daso difficulties if the patner and competitor in question was
represented on the Careers Service Board where possble drategies for generating income
were being discussed. This problem was most commonly raised with respect to FE colleges
and Education Business Partnerships (EBPs).
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Balance and nature of funding

There were a number of emerging issues linked to the new funding sources. Firdly, both
enhanced and non-core money appeared to be short term and vulnerable to changes in
priorities by other organisations. If ggnificant pats of the service to core clients were to
come to depend on enhanced core funding whose continuation could not be guaranteed, what
implications result for a datutory service? Secondly, it was dready clear that the use of
enhanced funding for core clients was not evenly distributed across Scotland, with resulting
vaiations in the leve of service provided to dients in different Careers Service Company
aress. There are implications for the entitlement of clients to careers services.

Thirdly, Careers Service Companies and their Boards were being asked to identify needs as a
basis for drategic policymaking: meeting some of these key needs was likely to depend on
enhanced core funding, particularly in the context of a standdtill budget.

Virtudly dl Careers Service Companies viewed the Generd Aggregated Expenditure (GAE)
formula as ingppropriate, dbet in different ways. They were modly unable to suggest an
dternative. One view was that because the GAE was based on the secondary school
population, it did not take account of the variation across Careers Service Companies in the
extent of work with post-school and especiadly unemployed dlients We dso noted the
discrepancy between what the relevant Act requires of the Careers Service and the funding
Companies receive for core clients. For example, the Act requires a careers service to be
offered to full-time and part-time voceationa <Sudents in further education, but the GAE
formula only takes account of the school population. The extent to which the Careers Service
can ddiver the gtatutory service required of them has to be questioned in such a Stuation. At
the very leadt, the funding formula should meatch the core client group (paticularly with
respect to services to FE students) or the core client group should be changed.

A change tha was minimd for some Carears Sarvice Companies and potentidly highly
resource-intensgve for others was the incluson of independent schools in the core dlient
group from the period of the new contracts Those Companies with a smal independent
sector were able from the beginning to offer a broadly equivdent service to that offered to
date schools. However, the dtuation was more difficult in other companies where the
potentid volume of work with the independent sector, if taken on without extra resourcing,
might serioudy damage the service to state schools.

Thefunding of Careers Serviceinvolvement in new policy initiatives

The Carers Service's cgpacity to become involved in new policy initiatives was sometimes
congrained by how the funding was organised. The key issue was whether funding came
directly to the Carears Service or if Companies had to bid to other organisations for money:
this could happen even where the importance of Careers Service involvement had been noted
in relevant policy documentation (eg on Socid Incluson). One Board member described
what was thought to be needed:
“ Some of the money that’ s now allocated to other organisations needsto be diverted to the
Careers Service Company if it's to perform the lead role that’s been talked of in some
policies (such as social inclusion and Lifelong Learning)”
It was even more difficult if the Careers Service had been missed out of policy documents
such as happened in the case of New Community Schools. The locus of the Careers Service
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in the Scottish community has become unclear. It is no longer a local authority service, nor is
it run by centrd government. Is it gill a public service, or is it a busness in competition with
others for funds? The omisson of the Careers Service from the proposas for New
Community Schools (which included a mgor eement on young people's trangtions out of
school) is an example of what happens when the Careers Service' s position is unclear.

Changing relationships with the Scottish Executive

The 1993 Trade Union Reform and Employment Rights Act removed from locd authorities
the statutory responshbility for providing a careers service. It became the responshility of the
redevant Government Minister. The role of Scottish Executive daff was to ensure that the
Caears Savice enabled the Miniger to fulfil his datutory duty. The relationship between
Careers Service Companies and the Scottish Executive had clearly changed.

The approach teken to developing the reationship between the Scottish Executive and the
new Carers Service Companies was to am for partnership and flexibility in the face of loca
diversty. This was in contras to the indstence by the Depatment of Education and
Employment in England on contract compliance and the Strict achievement of targets.

Less favourable comparisons with England were made over the issue of central support for
professond review and development. While the scde of operation was obvioudy different,
in contrast to the stream of research and professond development publications emerging
from DfEE, the Scottish Executive had published only a smal number of themdtic reviews to
support the development of careers education and guidance. The extent to which practice and
policy isinformed by research and evauation evidence is an issue to which we return later.

The Scottish Executive has higtoricdly vadued flexibility, negotiation and partnership rather
than enforcement through legidation. In the light of this it seemed unlikdy that the
aguments made by some Heads of Service and practitioners suggesting that  Scottish
legidation, smilar to that in England, might be adopted to require schools to provide support
to Careers Service Companies and to ddliver careers education programmes to pupils.

The Scottish Qudity Management System (SOMS), which used Scottish Executive daff as
externd auditors, approached the external audit as a development tool for Careers Service
Companies. It had the effect of moving the respongbility for evauation to Careers Service
Companies snce the externd audit checked on the findings of the company’s own internd
audit. The externd audit was dso used by the Scottish Executive as a vehicle to encourage
Carers Service Companies in the direction of key priorities such as work with employers,
labour market information and work with parents. The importance of SQMS as a mechanism
for the Scottish Executive to drive qudity issues and implement some of its agenda for the
Careers Service can be seen in the heavy focus given to SQMS.

The main tensons in the relationship between the Scottish Executive and Careers Service
Companies were connected with funding, in particular:

There were concerns from Careers Service Companies that the draft Guidance
Framework was extending the core client group to include 18 — 24 year olds without
providing any extra core funding.

The Generd Aggregated Expenditure (GAE) formula mentioned above was the bass of
Scottish Executive funding for Careers Service Companies. As we noted earlier, this
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educationd formula took account of deprivation and rurd difficulties but not independent
schools or Further Education colleges (both core client groups).

Severad Heads of Service and Board members suggested that it would not only be helpful for
the Scottish Executive to share business activity figures across the Scottish Careers Services
but dso to provide vehicles for exchange of good practice and open sharing of experiences.
However, it was clear a the beginning of our research that not al Careers Service Companies
would fed comfortable sharing “business secrets’, dthough this feding was eadng
throughout the period of the research, particularly after Careers Service Companies were
assured that compulsory competitive tendering would not gpply for the next contract.

Changing relationships with the Local Authority (LA)

Locd authorities had previoudy been responsble for providing a Careers Service and
Regiond Councils had been involved in the negatiation of the partnerships which were set up
to bid for the Scottish Executive contract. Some LAs had clearly been unhappy about the
remova of the Careers Service from their control, but in the case of sx Careers Service
Companies they had a continued involvement in the delivery of the sub-contract and in two
they seconded Careers Service daff to the Company. LAs were partners in Careers Service
Boards and dected members (and in some cases, particularly a an early stage, officids) were
Careers Service Company Board members. The large mgority of Careers Service Companies
were happy to be out of direct LA control for anumber of reasons:.

The Careers Service Companies were no longer tied to a narrower Education Department
agenda. In paticular, it was likdy to be esser to link into the LA’s economic
development drategy;

Decisonrmaking was thought to be gpeedier than under Education Department
management (this was not necessrily the case for every Company operating under the
sub- contract modd);

The Careers Service budget was now ring-fenced; and

The traditiona argument that better reaionships with schools would result from being
pat of the Education Depatment had proved to be wesk, particularly since devolved
school management had reduced the power of the LA over schools.

Disntangling the Careers Service from the Education Authority, and edimating the actud
costs of running a Carears Service proved a chdlenge for LAs. In some aress it was
suggested that the LA had under-estimated the cost of running a Careers Service. Since the
estimated figure was used by the Scottish Executive as an initid badsis for the funding of new
Carears Sarvice Companies, this could have the effect of making the initial budget of the new
Careers Service Company a serious under-estimate of what was required. It was thought that
this under-estimate by some locd authorities resulted from a combination of a reluctance to
recognise the full cost (snce this amount would be lopped off the education budget coming
from centrd government) and a genuine difficulty with the actud mechanics of pricing
services and premises.

Carears Service Companies had recognised the need to negotiate a new relationship with their
LAs. Some had taken particular care to embed the LA perspective at the earliest stage, while
others had focused more on the development of reaionships with new partners such as the
LEC. Locd authorities had also anticipated the implications of change in some cases:

66



The Effectiveness of Careers Services

“ From the authority perspective, it was critically important to get the structure right that
would deliver in schools..... retaining the public service ideal was really important”
LA representative

This reflects a common concern from the LA that the higtoricd priorities of the Careers

Searvice (school work and a public service ethos) might be logt if LA Board representatives
did not fight for it.

The fact that a locd Careers Service had adways had a good relaionship with its LA did not
mean tha continued development was not required. The need to work at reationships with
LAs became clear when re-organisgtion into unitary authorities took place. This frequently
resulted in well-informed LA personnel with experience of the Careers Service's operations
being moved outwith Education Depatments or retiring. LA re-organisation was a
complicating factor for those Companies that as a result had multiple LAs, each with ther
own politica priorities and economic and educationd development plans.

At a point hadf way through the contract, only a minority of the Careers Service Companies
could be sad to have a poor reationship with their LAs. The remaning Careers Service
Companies were equaly split between having agood or having a mixed relationship.

The task was to give LAs a sense of ownership of the new Careers Service Companies. This
would require the development of a new relationship. The chdlenges facing Careers Service
Companiesin their relationships with LAs included:

Working with the LA to secure funding. This support is essentid to develop bids to
European Union projects. However there were early sgns tha some Councils, in a time
of financia dringency, were trying to keep funding for ther own saff and services....
And the careers service was no longer their own service;

LAs were now smdler in dze rexulting in a loss of dmogt dl the specidist guidance
advisers who had worked closely with the Careers Service in the past to support working
rel ationships with schools;

Caears Service Companies who had traditiondly had a close rdationship with their
Education Department had noticed that the Careers Service was now a little later in
picking up issues from education because of the separation of the two organisations; and

Area Managers in Careers Service Companies with severa LAS in their area were now
the loca face of the Company to the authority. This made extra demands of individuas
and of the organisation. A Smilar dtuation gpplied where the Careers Service Company
had multiple LECsinitsarea.

Service Level Agreements were becoming more common with LAs, and in some cases the
Careers Service contributed to the Service Plan for the LA. However, while some LAs would
automaticdly involve the Caears Sevice Company in working groups, in regeneration
drategies and in invitations to tender for socid incluson funding, others would not think of
the Careers Service in this way. Strategies used by Careers Service Companies to develop
relaionships with LAs included:

The provison of Satistics as requested;

Regular meetings with Directors of Education or of Economic Planning;

Circulgtion of Careers Service Company documents widely, picking out examples of
ways in which the Careers Service Company was helping to meset the LAs objectives,

Provison of joint training and dissemination events, and
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Showing willingnessto provide free hdp in smdl ways before seeking funding.

As we discuss in the following section, Careers Service Companies were recelving increased
levels of funding from LECs which was usudly gregter than the amount coming from the LA.
This caused some anxiety on the part of LAS:

“1f the LEC use their money in this way, it could upset the balance of power between the
partners.”
LA representative

Perhaps many LAS do not see the need to fund the Careers Service as do LECs since the area
of Careers Service work of most concern to them - school work - is covered by centrd core
funding. Although some Careers Service Company daff mentioned discussons about the LA
funding extra work in schools, only in a smadl number of cases was there any serious
commitment to this. The exception was the funding of initiatives rdlated to socid indusion
such as “On Track”. Nor did most LAs appear to see the Careers Service as essentia as did
LECs to the ddivery of the their own drategic development plan. In most Companies, the
relationship between he two key partners, the LA and the LEC, was productive with respect
to ther joint role with the Careers Service. In some Careers Service Company aress,
historical levels of suspicion between the LA and the LEC, unconnected with Careers Service
issues, had first to be overcome.

Changing relationships with the Local Enterprise Company (LEC)

In contrast to prior relationships with the LA, those between the Careers Service Company
and the LEC had usudly been more digant. There were higtorica tensons based on the
extent to which careers guidance focused on the individua or on the labour market. There
had been partnership between the two organisations on the ddivery of training programmes
to maingream and Specid Training Needs (STN) young people, but this partnership had not
been wholly without its difficulties nor had the Careers Service Company and the LEC ever
been part of the same organisation. One of the effects of the new contract model was to bring
the LEC to the heart of the Careers Service' s operations.

Our observaion during the mapping exercise was of grester closeness between the two
organisations. We assessed relationships with LECs as poor in only a minority of Careers
Service Companies and equdly divided between good and mixed in the remander. Conflict
of interest issues relating to the role of some LEC officids on some Caears Sevice
Company Boards had certainly occurred, but these had either been resolved or were in the
process of resolution.

In addition to partnership activities in reation to Skillseekers and Modern Apprenticeships
there were many examples of increased funding support from LECs to Careers Service
Companiesinduding:

Education Business Partnerships being managed by Careers Service Companies,

Compact and work experience;

Collection, andyds and dissemination of labour market information to schools (through
careers education programmes and in-service training), parents and the community;

Pre-assessment services for young people with Specia Training Needs (STN);
Reviews of Skillseekerswith STN;
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Paying the costs of traning Careers Advisars in the use of psychometrics to asss
employers in ther recruitment or paying the codts of the test materias and licence for
their usein STN assessment work;

Joint marketing; and
Careers clubs for unemployed young people.

LECs appeared to vary in their choice of projects to fund. On the one hand a LEC might have
business development as its main focus and see little role in adult or careers guidance. On the
other, a LEC might see adut guidance as crucid and provide centrd support for the Adult
Guidance network.

Some LECs initidly thought that certain tasks, such as assessment of reviews of STN trainees
on Skillssekers or implementation of the Right to Time Off for Study legidation should be
accomplished from core funding. They consdered that the baance in the use of core funding
should move away from schools in order to meet the needs of the labour market. In contrast
with the LA which had traditionaly expected its needs for Greers Services to schools to be
fully met from the Careers Service budget, the LEC had seen its need for labour market
information within careers education and guidance and for services to employers, Training
Organisations and young entrants to the labour market not fully met because of the focus on
traditional school work. It is important to note that the clients that the LEC focuses on are
adso core dients. It is perhagps undersandable that the LEC should wish to limit the extent of
its funding to core work. However, a recognition of the redlities of the Careers Service budget
has meant tha most LECs have taken the decison to provide enhanced funding for STN
assessments and reviews.

It was clear that labour market information was an area of common interest between Careers
Service Companies and LECs across Scotland. We concluded that the developing relationship
between the two organisations, the push from the Scottish Executive towards the labour
market in its targets and Careers Service Companies own identification of this as a key issue
for cients had moved forward the provison of labour market information (especidly with a
locd focus) sgnificantly over this period.

The relationship between LECs and Careers Service Companies was expected to continue to
develop postively. LECs would, like LAS, be crucia partners for Careers Service Companies
in bids for money from Europe. As Careers Service Companies proved their expertise in LEC
funded projects, Careers Service Company staff expected increased joint working:
“The LEC hasgot reflected glory from how the Careers Service Company has delivered adult
guidance and is therefore using the Careers Service more. The LEC’s a facilitator not a

deliverer and the Careers Service Company can deliver for it”
Head of Service

“ Now we know the LEC better, there's more opportunity for joint ventures.”
Head of Service
In some Companies the LEC was identifying locd training needs to the Carears Service
Company, there was joint case work with young people covered by the guarantee of a
training place, and both organisations were actively looking together at problems faced by the
unemployed. Reationships with LEC traning managers and loca representatives showed a
degree of varidion, to a large extent dependent on personality and expectations. But a feature
of the changes over this period was the extent to which LEC departments other than those
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respongble for young peopl€'s training provison were increasngly engaging in debate and
development work with Careers Service Companies. These included depatments deding
with marketing, business gart-up and economic development.

When the only link between the Careers Service Company and the LEC had been about
traning provison for young people it was perhgps inevitable that the needs of the locd
economy and of school leaver entrants to the labour market would predominate. But closer
links by the Careers Service Company to the business development sde of the LEC and
broader involvement in skill development meant that LECs had been increasingly encouraged
to condder the needs of the broader Careers Service Company client group of potentiad FE
and HE gpplicants, for example, in reation to the need for LMI beyond the loca Iabour
market. Neverthdess some different perspectives remained, in particular, whether careers
guidance should be predominately focused on individud needs and wishes or should largely
reflect |abour market circumstances:

“ Guidance choices should be in tune with the local economy”
LEC representative

LECs and Caears Service Companies increasingly recognised a shared agenda. It was
suggested that the LEC involvement on the Careers Service Board let the Careers Service
Company Head of Service understand and contribute to LEC drategy. LECs found that their
work with the business community showed the need for the activities of the Carers Service.
And LECs were commonly keen to support information and advice services to parents and
teechers, as dgnificant influences on young peopl€'s decisons. The need for an integrated
labour market dtrategy was recognised by both, with even those who had moved furthest in
this respect acknowledging theat they were till very far avay from achieving it.

In many areas the LEC had come to see the Careers Service Company as a key ddivery arm
for its draegic objectives, including: communicating with schools especidly with respect to
labour market information; tightening up on the qudity of traning for young people and
communicating with employers. Sometimes the LEC had a more dynamic vison of the
Careers Sarvice srole than did the Careers Service itsdf:

“Links to Lifelong Learning are key. There's a need for a body of people charged with
protecting therights of the learner, who could provide independent infor mation, guidance
and advocacy. The Careers Service could bethe“ Citizen’s Advice Bureau” for thelearner
and be responsible for protecting the learner, communicating the learner’s needs to
education and training providers and putting quality standardsin place” .

LEC representative

There was no need to convince LEC respondents in our research of the vaue of the Careers
Sarvice the more common feding was that its potentid was not being fulfilled. Frustrations
exiged over the poor quality of Careers Service IT systems. There was adso concern over the
ability of Careers Service management to communicate key objectives down the line and
deliver what had been agreed at Board level or in LEC/Careers Service Company discussons
(dthough LEC representatives acknowledged they experienced exactly the same difficulty
within their own organisation). Where the Careers Service had moved to a Limited Company
modd, it was more likely that the Careers Service Company would be seen as a potentia
tenderer for contracts.

As LECs and Carears Service Companies moved more closdy together, they began to
recognise Smilaities in ther Stuation. Both had to work within conflicting expectations and
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priorities (an example of this for LECs was the tenson between encouraging business
development and ddivering on the socid incluson agenda). Both had responghilities put on
them by government, many of which could only be achieved through persuading and
influencing other organisations and individuals. And both were concerned about how thelr
performance might be farly measured in such a Stuation. We looked a developments in
measuring effectiveness in the Scottish Enterprise Network, and have used smilar underlying
principles in designing examples of effectiveness measures (see Chapter 13).

Other partnerships

Rdationships with the Employment Services were thought to be good across Scotland.
Regular liason had led to the Careers Service having a role in the provison of careers
guidance for the New Ded, and this had made the relationship closer. Careers Services felt
that their potential contribution had been acknowledged:

“ Employment Services have recognised the Careers Service' srolein guidance when they

supported the Careers Service aslead agency (against others) for guidance intheNew Desal

inour area.”

Head of Service

Some Carears Service Companies were usng Employment Services premises as cdler
dations where they had no locd office. Others had, or were planning, a Service Leve
Agreement with Employment Services.

Relationships with Education Busness Patnerships (EBPs) were more mixed. This was
partly explaned by the condderable variation in EBPs across Scotland, ranging from a smadl
EBP with a sngle part-time post to a large EBP facilitating several magor programmes. Some
areas had no EBP. In two Careers Service Company areas, the EBP and the Careers Service
Company were part of the same organisation. Relationships tended to be productive where
there had higtorically been a high level of effective schoolsindudry liason and where loca
authority re-organisation had not broken down existing EBPs to smdl authority leve.

There were clearly tensgons in some cases. One of the reasons for this was a lack of clarity in
the definition and focus of Education for Work. In practice, the early development of the
Education for Work agenda was based aound education/industry links, with some
involvement of enterprise activities, and much of this was accepted as the role of the EBP.
Subsequent developments swept up “careers education” under the Education for Work
banner, and this was an area of Carears Sarvice Company responshility in centra policy
guidance. In the absence of proper policy documentation and definitions of careers education,
there was room for confuson over te respective roles of the Careers Service Company and
the EBP. The forthcoming National Framework for Career Education in Scotland may hep.
Some suggested that the policy push to Careers Service Companies to become more involved
in income generation had encouraged minor turf wars (or a least skirmishes) in a smdl
number of areas. These became most noticedble a operational level. Difficulties occurred, for
example, over the practicdities of vidgts to employers in a loca area and over ligison with
schools, particularly over support for careers education programmes.

But tensons aso surfaced a a drategic levd. There are a number of differences between the
two organisations. Firdly, the Careers Service is a datutory service while the EBP is a
fadlitator. Secondly, dathough there is some variation in Careers Service provisSon across
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Scotland, the variation in EBP provison is much more extreme, leading to a lack of equdlity
in provison for young people. Thirdly, dl Careers Service Companies in Scotland are
managed on a patnership mode (with dl but two a the time of writing beng limited
companies with charitable status), while EBPs may be based with the LA or with the LEC.
The various EBPs have different roles and responshilities while the Careers Service is
broadly consstent. Relationships between a Careers Service Company and its (one or more)
EBP(s) had, therefore, consderable local variation.

The way forward in some Companies was a partnership agreement between the two
organisations. The use of the Careers Service Company/school Service Level Agreement
negotiations to embed EBP and Careers Service Company work together in the school was a
productive strategy. Where good relaionships existed, there had been success in getting joint
funding for development work on Education for Work materids in schools. Overlap in the
membership of EBP Boards and Carears Service Boards could be seen to be helpful with
each having the potentid to help the other to identify client, school, employer and community
needs.
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CHAPTER 5
THE PUPILS' PERSPECTIVE

Introduction

In this chapter we consder young people's experience and opinions of careers education and
guidance and of the Careers Service. As detailed in Chapter 2, we surveyed a 50% sample of
4, S5 and S6 pupils in 10 case study schools and, as noted there, we decided to exclude S6
pupils from the report because of the low response rate in some schools from this year group.
The survey examined the extent of Carears Service contact with pupils in school, the nature
of that contact and the extent to which it appears to meet pupil needs. We report in full on the
andyses that we carried out but recognise that some readers may not wish to read this level of
detail. We would refer them to the Implications sections in this chapter that draw out the key
points arising from the data.

SUMMARY AND ISSUES

The survey

The pupils perspective is based on our survey of a 50% sample of $4, S5 and S6 pupils
in 10 case study schools. S6 pupils have been excluded from andyses because of the low
response rate in some schools from this year group.

Pupils’ contact with the Careers Service

The mgority of $4 and S5 pupils had contact with the Careers Service dthough most
reported that they had not had contact when in the lower school. Whether or not pupils
had had contact at any stage varied across Careers Service Companies and, in some cases,
on the school attended. Do these differences reflect differences in pupil needs or are there
other reasons?

S pupils who were serious truants were less likdy to have contact; a chdlenge for the
Careers Service is how to make contact with this group.

The likelihood of having contact with the Careers Service was not affected by pupils
atanment, but atanment did make a difference to the types of Careers Service inputs
that pupils experienced.

By far the most likely pupil contact with the Careers Service was the individud interview,
especidly in Sb. Is there a need for Careers Service Companies to adopt a greater variety
of approaches to meet the varying needs of pupils?

How might Higher Still affect the level and type of contact needed?

Extent of careers interviews

Around three-fifths of S4 and S5 pupils had an interview with the Careers Adviser (CA).
The likelihood of having an interview differed across Carears Service Companies and this
was not explained by differences in Careers Service Companies stated interview policies.
Aspects of the school-Careers Service relaionship may have a bearing on this.
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A number of other factors each fad a separate effect on the likelihood that a pupil would
have a Careers Adviser interview. There were some differences in the factors that affected
4 and S5 pupils.

For $4 pupils, higher atanment, individud discusson with nonrguidance teachers, and
plans to leave school soon each incressed the likdihood that they would have an
interview. Serious truancy and having no career ideas each decreased their chances.

For S5 pupils, having a pogtive dtitude to school, an individud discusson with a
guidance teecher, an individud discusson with non-guidance teachers and the intention
to goply to FE each increased the likdihood of having an interview. The particular
Careers Searvice Company was the one factor that might decrease the likdlihood of an
interview.

The management of interviews
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The mgority of pupils were satisfied that their interview had been a the right time for
them ($4: 61%; Sb: 75%). The probability that they would be satisfied with the timing of
their interview was not related to Careers Service Company interviewing policy.

A number of factors each had a separate effect on the likelihood that pupils would think
that ther interview had been a the right time, for example higher leves of discusson
with parents about career plans had a pogtive effect but careers education had a mixed
effect.

A condderable proportion of pupils who did not have an interview had not wanted one
(4: 43% and Sb: 58%). Those pupils who had not wanted an interview were more likely
not to have any ideas about heir post school plans. It may be that some pupils do not
understand the purpose of a careers interview and think they cannot see the Careers
Adviser unlessthey have some career ideas to discuss.

Only a minority of those who had an interview knew what to expect from it. This and the
previous bullet point suggests that pupils need a better understanding of the purpose of
the careers interview and schools and the Careers Service might review their approaches
to this.

Over a hdf of $4 pupils who had not had an interview had ether requested one but had
not had it, or had not understood enough about the interview system to make a reques.
The same gpplied to around two fifths of S5swho had not had an interview.

The reasons why pupils did not have an inteview varied across Careers Service
Companies but aso between year groups within the same Careers Service Company.

What scope is there for Careers Service Companies and schools to manage interview
requests differently to reduce waiting times and to keep pupils informed about waiting
times? It seems tha drategies being used to inform pupils aout the interview sysem are
not effective with some pupils.

There is demand for earlier timing of interviews in $4 and Sb. Can Carears Service
Companies accommodate this demand by revisng thar interview systems?

There is dso demand for interviews before S4. What input should the Careers Service
have in the lower school and how redidtic is it to expect Careers Service Companies to
meet this demand within current resources and priorities?
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The effectiveness of interviews

Mogt pupils thought their careers interview had been useful. Among $4 pupils, there was
adight variation in opinion across Careers Service Companies.

A number of factors each increased the likeihood that pupils would find their career
interview useful. The mog critical factor for both S4 and S5 pupils was whether their
caears interview had been a the right time. This underlines the importance of Careers
Service Companies doing as much as possible to ensure that pupils get an interview a the
time that they see as gppropriate to them.

The particular Careers Service Company made a difference to 4 pupils opinion of ther
interview. In addition to the timing of ther interview, other factors each had a postive
effect on 4 pupils opinion:

= beng higher ataners,

» having a pogtive opinion of their careers education;

= having higher levels of discussion of career plans with parents; and

= planning to apply to FE.

For S5 pupils the significant factors in addition to the timing of their interview were:
» having a pogtive dtitude to school;

» having individud discussons with guidance teecher;

» having individud discussons with non-guidance teachers;

= greater frequency of careers education;

» having aposgitive opinion of careers education; and

* intention to gpply to FE.

Discusson of ther plans with ther parents had a podtive impact on pupils view of ther
interview and reinforces the importance of Careers Service Companies supporting parents
intheir guidance role.

Having individud discusson with teechers (especidly nonrguidance teachers) had a
postive effect on pupils opinion of ther careers interview: this points to the vaue of
schools giving pupils as much opportunity as possible for this to happen.

Careers education appears to help pupils make the most of their careers interview. It was
the frequency of careers education classes rather than the amount of careers educeation
thaa made the difference. This has implications for how schools timetable careers
educetion.

Pupils were confident about the impartidity of the Careers Adviser and thought that the
Careers Adviser had explained their post school options and had helped to widen their
ideas. Around hdf said that they had not had their career ideas chalenged by the Careers
Adviser. A subgtantiad minority did not think they had been helped to relate their career
ideas to their persona characterigtics.

There were differences across the Careers Service Companies in pupils views about the
interview process and its outcomes for them. This variation raises questions about young
peopl€ s entitlement to a common minimum standard of guidance.

Those planning to enter FE or HE were more likely to think they had received relevant
information then those planning to enter the labour market. How can Careers Advisars
make better use of labour market information (LMI) in a careersinterview?

Carears Advisars seem to be consdered to be more effective in respect of some aspects of
the interview than others. Pupils opinion of the interview process and its effectiveness
varied across Careers Service Companies. Both findings point to the need for greater
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atention to the monitoring of Careers Advisers guidance practice and to appropriate staff
development.

Pupils’ career ideas

= A number of factors reduced the likelihood that pupils would have no idea about what to
do after leaving school. For both $4 and S5 pupils these included frequency of careers
education classes and dso discusson with parents for both. In addition, for S4 pupils,
individua discusson with PSE teachers and having an interview with the careers adviser
each had an effect.

Pupils career-related skills and knowledge

Severd factors each had a podgtive impact on $4 pupils careers-reated skills and
knowledge having had a high leve of careers education; finding careers education
ussful; having a high levd of individud discusson with guidance teachers having a
positive opinion of their interview with a careers adviser; and planning to do to college.

FINDINGS AND DISCUSSION
Pupils’ contact with the Careers Service

Contact before 4

Although the main Careers Service client group in schools has generaly been seen as pupils
in $4 and above, Services have often had inputs before then, most commonly in 2, seeing
this sort of contact as a useful way of introducing the Careers Service to pupils. To consder
the question of early contacts with the Careers Service we asked 4 pupils what contact they
had had with the Careers Service before their 4" year. Under a half reported that they had had
none (46%, Table 5.1)3. Under a third (29%) had had contact via a class or group and around
afifth had made use of the drop-in sessions run by the Careers Service (21%).

The chances that a young person would have contact before S4 with the Careers Service
varied depending on the Careers Service Company (Table 5.2). If there is variation a Careers
Service Company leve then it follows there will be variation across the ten schools, the more
relevant question is whether there is a difference between the schools within the same Careers
Service Company. We found that the likelihood of contact with the Careers Service before $4
varied between the schools within dl the Careers Service Companies. This suggests that pre-
SA contact is not always a matter of Careers Service Company policy and may depend on the
wishes and circumgtances of individua schools and the particular interests of the Careers
Adviser. Neither attainment nor gender makes a difference to the chances of a pupil having
contact with the Careers Service before $4.

®The unweighted bases for all the analyses reported in this chapter are: 376 for S4 and 259 for S5.
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Table 5.1: Contact with the Careers Service before S4

%

no contact 46
drop-in session 21
longer interview 6
class/group 29
something else 3
No contact with Careers Service before S4 %
All 46
Ccsc1 49
Ccsc2 58
CSC3 42
CscC4 35
CSC5 46

%
All 46
School 1 52
School 2 33
School 3 38
School 4 51
School 5 72
School 6 -
School 7 43
School 8 27
School 9 58
School 10 45

Contact in S4

15% of pupils reported that they had had no contact with the Careers Service in 4 (Table
5.2). Around three-quarters of these pupils also had not had contact before 4 (75%).

Table 5.2: No contacts with the Careers Service

S4 pupils S5 pupils

% %
All 15 28
Csc1 16 32
Csc2 13 15
CSC3 26 31
CSC4 13 46
CSC5 10 14
All 15 28
School 1 30 21
School 2 24 40
School 3 14 15
School 4 7 14
School 5 14 14
School 6 8 22
School 7 8 47
School 8 16 45
School 9 23 25
School 10 11 39

* To ensure confidentiality, the numbering of the schools does not relate to the numbering of the Careers
Service Companies

The likelihood of having contact varied dightly by Careers Service Company. Fourth year
pupils in one Carears Service Company were most likely not to have had contact with the

7



The Effectiveness of Careers Services

Careers Service but levels of non-contact were smilar across the other services 4 pupils
chances of contact also differed depending on the particular school atended. Within three
Carers Service Companies, $4 pupils in one school were more likey not to have been in
touch with the Careers Service than in the other school.

We consdered whether truancy is pat of the explanation for pupils non-contact. Truancy
does not appear to be a reason for lack of contact before $4 but is a Sgnificant factor in non
contact in $4. Serious truants® were more likely to report non-contact than other pupils.

It is clear that 4 pupils main contacts with the Careers Service is through introductory talks
and interviews (Table 5.3). Group work on particular career topics is much more limited than
introductory talks. There were differences across the Careers Service Companies in pupils
chances of experiencing the various Careers Service inputs. For example, pupils in CSC5
were more likely to get an interview than esewhere those in CSC3 and CSC5 were less
likely to have an introductory tak athough those in CSC3 had a grester chance of a group
sesson. Within the same Careers Service there were dso differences in the likdihood of
pupils experiencing certain Careers Service Company inputs depending on the school. This
applied to two Careers Service Companies in relation to interviews, introductory talks and
group sessions and to three Careers Service Companies in respect of drop-in sessons (table
not shown).

Table 5.3: Contacts with the Careers Service

in S4 in S5

% %
no contact 15 28
any interviews 56 61
(1 interview 44 42
(more than 1 interview 13 19
introductory talk 52 27
group session 14 6
drop-in session 12 8
Sent to vacancies 2 6
received information 38 50

Contactin S5

Moving on from $4, what was the nature and extent of Careers Service Company provision in
S5? Towards the end of S5 a large mgority of pupils had contact with the Careers Service
(85%) and over haf had had contact in both $4 and S5 (56%). Over a quarter had only had
contact in one year (ie either 4 or S5). 15% of S5 pupils reported no contact at al with the
Caregrs Sarvice in ether S4 or Sb. Unlike $4s, truancy does not account for S5 pupils lack
of contact with the Careers Service. Given that we have defined contact to include most
careers Service inputs, would Careers Service Companies expect a higher level of reported
contact in both years? 1sa 15% leve of non-contact acceptable?

Under three-quarters of S5 pupils had contact with the Careers Service in S5 (28% no
contact, Table 5.2 therefore 72% contact). In S5 pupils in CSC2 and CSC5 were most likely
to have contact compared with the others and especialy CSCA.

* Defined as truanting for several days or weeks at a time.
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Pupils contact with the Careers Service in S5 is even more heavily focused on the one-to-one
interview than in $4 (Table 5.3). S5 pupils were less likely to have had an introductory tak,
and dightly less likely to have been in a group sesson and to have used a drop-in dinic then
4 pupils® The provision of information was more frequent in S5 than in S4. Overall, Careers
Service Company work with S5 pupils was less varied than with $4s.

As was the case in &4, in S5 the chance of experiencing most types of Careers Service
Company inputs varied across the Careers Service Companies. The only exception was the
likdihood of an S5 pupil being sent to vacancies which was a a smilar levd across the
Services. But the chances of experiencing other Careers Service Company provison in S5 did
vay (Table 54). CSC3, for example, stands out as having a higher level of group sessons
than other Careers Service Companies; CSC2 and CSC4 have a higher leve of follow-up
interviews. No S5 pupils reported attending drop-in sessons in CSC2 and the leve of
introductory talks is particularly low there. CSC5 has the highest leve of information sent or
given to pupils.

Table 5.4: Types of contact with the Careers Service by Careers Service Company

pupils in S4 pupils in S5

% %
Any interview
All 56 61
CscC1 43 55
Csc2 53 71
CSC3 43 64
Csc4 53 45
CSC5 80 74
Introductory talk
All 52 27
CscC1 64 38
Csc2 54 12
CSCs3 41 41
Csc4 51 30
CSC5 48 32
Group session
All 14 6
CscC1 22 7
Csc2 14 3
CSC3 24 20
Csc4 10 5
CSC5 3 5
Drop-in session
All 12 8
CscC1 10 2
Csc2 16 -
CSCs3 11 17
CSC4 8 11
CSC5 13 15
Received information
All 38 50
CscC1 33 40
Csc2 43 53
CSC3 27 62
Csc4 37 50
CSC5 47 81

> We are comparing Careers Service provision in S4 with Careers Service provision in S5 rather than the S4

experience of S5 pupils so the figures for S4 relate to all S4 pupils not only those who stayed on into S5.
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Differences between schools within the same Careers Service Company were evident. In two
Careers Service Companies, the likelihood of an S5 pupil having more than one interview
varied between the schools. Whether or not an S5 pupil received an introductory talk differed
between the schools to quite a large extent within al but CSC2 eg 12% and 71% in the two
schoolsin CSCL1 (table not shown).

Overdl, young men/maes are more likely to have attended a group sesson on a career topic
(m: 13% vs f: 4%, table not shown). This may be explaned by the type of topics often
covered in such sessons, that is, career aress traditionaly entered by men. A common
comment by the Careers Advisers and teachers we interviewed was that pupils till tended to
think in a stereotypica gendered way about careers.

Attanment made some difference to the likdihood of pupilS experiencing certain types of
input from the Careers Service. The chances of an S5 pupil having an interview did not vary
by atainment (measured by their Standard Grade results) but mid attainers were more likely
to have a subsequent interview(s) than low and high attainers. Low atainers were more likely
to have a group session and to be sent to vacancies than the others.

Implications for Careers Service Companies

These figures raise several questions. Firstly, what level and type of contact does each
Careers Service Company think is necessary before $4 and in $4 and S5? Careers Service
Companies are having to review their involvement in the lower school. Several of the case-
study services were withdrawing from their input in &2 (typically they had involvement in the
S subject choice process). Pupils chances of contact with the Careers Service varied
between schools within the same Careers Service. The critical question is whether this was
because of genuine differences in pupil needs in each school or whether it reflected the
particular circumstances of the school-Careers Service Company relationship in these
schools and the interests and preferences of the Careers Adviser concerned.

Secondly, contact in 4 was concentrated around two types of input (the introductory talk
and the interview) and became more focused on the interview in S5. There is discussion
currently about whether the Careers Service should be adopting a wider variety of inputs, in
particular, doing more group work. From these figures it would seem that there is
considerable scope for a greater variety in Careers Service Company work. Higher Sill may
make particular demands on Careers Service Company as pupils negotiate their way through
the range of pathways open to them, how can Careers Service Companies respond to this and
are current patterns of input appropriate? We discuss these points further in Chapter 6.

The extent of careers interviews

Interviewsin $4

Overdl, 56% of $S4 pupils reported having had one or more interviews with the Careers
Adviser; 44% had had one interview and 12% more than one (Table 5.5). The chances of
pupils having an interview varied across the Careers Service Companies, in particular, 4%
year pupils in CSC5 were much more likdy to have an inteview. There is no cdear
relationship with the stated policy on interviewing. The policy in three of the Careers Service
Companies is sdective and the other two have sdf-referrd policies. (For definitions of these
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terms see Chapter 6.) Although the service with the most selective approach had the highest
proportion of young people reporting an interview, the other two sdective systems have
much lower leves dmilar to those with sdf-referrd policies. This may reflect differences
between policy and practice that we outline in Chapter 6.

There are dso differences across Careers Service Companies in the chances of a 4™ year
pupil having more than one interview; this is mogt likdy in CSC3 and least likey in CSCA.
Again these differences do not appear to be related to stated policy on interviewing.

Table 5.5: Extent of pupil interviews by Careers Service

pupils in S4 Pupils in S5

% %
Any interview
All 56 61
Csc1 43 55
Ccsc2 53 71
CSC3 43 64
CSC4 53 45
CSC5 80 74
One interview
All 44 42
csc1 35 45
CcscC2 36 45
CSC3 25 50
CSsc4 50 31
CSC5 64 45
More than one interview
All 12 19
Csc1 8 10
Csc2 18 26
CSC3 18 14
CSsC4 2 14
CSC5 16 29

There is dso variation between schools within a Careers Service Company. In dl but one
Careers Service Company, there is sgnificant variation between the schools within a Careers
Service Company in the proportion of 4™ year pupils who had an interview. This applies to
the services with a selective interviewing policy and those with sdf-referral.

We used a logidic regresson modd to examine further the factors that have a bearing on
whether an S$4 pupil has an interview with the Careers Adviser® The advantage of this
gpproach is that we can condder the effect of one factor while taking other factors into
account, that is, to identify the independent effect of each factor. Table 5.6 shows the factors
that we conddered: Careers Service Company; gender; atainment; truancy; attitude to
school; careers education; discusson with parents, discusson with teachers, post-$4 plans,
and career maturity.

The modd confirms the variaion with respect to Careers Service Company (ie pupils in
CSC5 have a higher chances of interview) and by school even when other factors such as
attainment and truancy are taken into account. We found that gender was not important, girls
were no more likely than boys to have an interview. Attanment affected the chances of
pupils having an interview: the higher the attanment the more likedly a pupil was to have an

® We first analysed that data using a multi-level model but found that school was not a significant factor and so

used a logistic regression including CSC as one of the factors in the model.
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interview, teking the other factors into account. Serious truants were less likedy to have an
interview.

Nether the amount of careers education that pupils had experienced nor their opinion of it
had any effect on the likdihood of having an interview. The extent to which $S4 pupils
discussed their plans with their parents had no impact on their chances of having an interview
but individud discussons with teachers (other than guidance and PSE teachers) increased the
likelihood of doing so.

Table 5.6: Factors affecting chances of having an interview

S4 S5

School sig n/s
Careers service sig Sig
Gender n/s n/s
Attainment +sig n/s
Truancy -sig n/s
Attitude to school n/s +sig
Discussion with parents about plans n/s n/s
Individual discussion with guidance teacher n/s +sig
Individual discussion with PSE teacher n/s n/s
Individual discussion with other teacher +sig +sig
Extent of careers education n/s n/s
Extent of other careers activities (EIL) n/s n/s
Frequency of careers education classes n/s n/s
Opinion of S4 careers education classes n/s n/s

...if most useful n/s n/s

...if some useful n/s n/s

...iIf a few useful n/s n/s
Opinion of S5 careers education classes

...if most useful n/s n/s

...if some useful n/s n/s

...if a few useful n/s n/s
if apply to FE +sig +sig
if looking for job/training +sig n/s
if no career ideas -sig n/s
n/s = notsignificant n/a = notapplicable
+sig = of positive significance -sig = of negative significance

sig significance and may be positive or negative
Pupils who were planning to leave school (whether to enter the labour market or to go to FE)
were more likdy to have an interview, dl other factors being equa/hed congant. This

probably reflects priority being given to likely $4 leaversin interviewing systems.

An interesting result is that pupils who had no idea about their post school plans were less
likdy to have an interview. At fird sght this might seem an odd result, as these are young
people who ought to see the Careers Adviser. But it may be explained by young peopl€'s
understanding of the role of the Careers Adviser and the purpose of the careers interview.
Young people sometimes think they cannot go to the Careers Adviser unless they have some
ideas dready in mind that they can discuss. When we considered those young people who
sad that they had not had an interview because they “didn't want one’, we found they were
aso more likely not to have any ideas about their post school plans.

Interviewsin Sb

In S5, pupils chances of having an interview differed across the Careers Service Companies
(Table 5.5). This was most lkely to be the case in two Careers Service Companies and least
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likely in CSC4. Whether or not S5 pupils had one interview or more than one interview aso
differed according to the Careers Service.

As for HAs, we used a logidtic regression to investigate the separate effect of different factors
that might be expected to have an impact on whether or not pupils have a careers interview(s)
in 5.

Careers Service Company is a factor but not as important as for S4s. Gender does not have an
effect and, in contrast to $4, a pupil’s attainment does not affect whether or not she has an
interview. A generdly postive atitude to school increases the chances tha an S5 pupil will
have an interview. Once again, careers education does not have any effect nor does
discusson with parents about post S5 plans For S5 pupils, having individuad discussons
with a guidance teacher has a podtive effect and taking to other teachers dso has a separate,
additiona impact.

The large mgority of S5 pupils were planning to return to school for a sixth year and of those
leaving only 8% were intending to enter the labour market. A sSmilar proportion planned to
aoply to FE or HE. Those planning to go into FE were more likely to have an interview than
any of the others, whether they intended to stay on a school, look for work or training or go
into HE.

Implications for Careers Service Companies

Several questions arise from the data on interviews. Is this level of interviewing appropriate,
bearing in mind that it was the main source of contact with the Careers Service for these
pupils? How confident can Careers Service Companies be that it reflects pupil needs? The
variation across Careers Service Companies in 4" year pupils chances of an interview seems
unduly large for differences in pupil needs to be the only explanation. To what extent is this
variation due to pupil needs, to how well the school-Careers Service Company link was
operating in these schools, to pupils understanding of how the interviewing system operated
or how well the interviewing system was functioning?

Careers education had no effect on the chances of pupils having an interview. Individual
discussion with teachers seemed to be more important and this suggests that schools might
consider increasing the opportunity for pupils to have such discussions. The fact that 4
pupils who did not have any ideas about their post-school plans were less likely to have an
interview suggests that more needs to be done to explain the purpose of the careersinterview.
We return to these issuesin the next chapter.

The management of interviews

Reasons pupils did not have an interview with the Careers Adviser

Pupils who did not have an interview were asked the reasons for this Over two fifths of
fourth year pupils did not want an interview but wel over a hdf of them gave what might be
termed “negetive’ reasons for not having an interview: 19% had requested an interview but it
had not been arranged and 38% sad that they didn't know they could have one or didn't
know how to arrange one (Table 5.7). Careers Service Companies varied in the baance of
negative reasons. Requesting an interview but it not being aranged seemed more of a
problem for S4 pupils in two of the Careers Service Companies, in the other three Careers
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Service Companies pupils were more likely to say that they didn't know they could have an
interview or know how to arrange one.

Altogether 36% of S5 pupils had not had an interview with the Careers Adviser in $4 or Sb.
Of these pupils, nearly three fifths had not wanted an interview (58%, Table 5.6). Over a
quarter had requested one but it hadn’t been arranged (28%) and over a tenth did not know
enough about the interview system ie they did not know that they could have an interview or
how to arrange one (13%). As in $4, pupils responses vary by Careers Service Company. In
CSC1 a high proportion had requested an interview but it had not been arranged and this
Careers Service Company aso had the highest proportion of pupils who didn’t know about
the interview system.

In both $4 and S5 low attainers were more likely to give negative reasons and, in particular,
to be unsure about how the interview system operated.

Table 5.7: Pupils’ reasons for not having an interview

S4 S5

% %

Didn’t want one 43 58
Requested, not arranged 19 28
Didn’t know could have one 15 5
Didn't know how arrange one 23 8
Something else n/a 13
Requested, not arranged S4 S5
All 19 28
CscC1 25 46
Csc2 23 10
CSC3 19 31
Csc4 8 25
CSC5 14 29
Didn’t know could/how S4 S5
All 38 13
CscC1 25 28
Csc2 20 8
CSC3 64 8
Csc4 50 6
CSC5 58 13

I mplications for Careers Service Companies

The results highlight two issues. One is waiting time for interviews. In addition to the findings
from this survey, our case study interviews also highlighted the problem of managing
requests for interview, as we discuss in Chapter 6. The proportions of pupils who did not get
an interview after requesting one suggests that the management of interviews is an area that
schools and Careers Service Companies need to work o if pupil demand is to be met.
Another aspect is communication about waiting times and interview priorities to the pupils
concerned. Our interviews with Careers Advisers confirmed that this did not always happen.

A second issue is ensuring that pupils understand how the system operates. Earlier research
identified the problem of pupils lack of understanding of the mechanics of the interview
system (Howieson and Semple, 1996). The issue is not whether pupils have been informed
about the system — our interview data suggest that they have — but that current efforts to
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inform them are not wholly successful. The findings point to a need for schools and careers
companies to assess the effectiveness of their explanations to pupils.

Pupils’ opinion about the timing of their interview with the Careers Adviser

Three-fifths of S4 pupils who had had an interview with a Careers Adviser were satisfied that
it had happened a the right time. But a Szeable minority, two-fifths, were ether not sure
about the timing or thought that ther interview had been a the wrong time (Table 5.8).
Pupils stidaction with the timing of ther interview did not differ dgnificantly across
Careers Service Companies.

Table 5.8: Pupils who had a Careers Adviser interview: if satisfied with timing of interview

S4 S5
Yes 61 75
No 20 12
Not sure 19 12

We andysed the data usng a logigtic regresson model to consder further the factors relating
to satidaction with the timing of interviews with the Carears Adviser. (An initid multilevel
modd had shown school was not sgnificant). Table 59 summarises the effect of the various
factors that we conddered. It is worthwhile to note some of the factors that were not
ggnificant: atanment; truancy; generd atitude to school; and coming from a single parent
family.

Table 5.9: Factors affecting the chances of pupils’ interview with the Careers Adviser being
“at the right time” for them

S4 S5
School n/s n/s
Careers service n/s n/s
Gender n/s -sig if female
Attainment n/s n/s
Truancy n/s n/a
Attitude to school n/s n/s
Discussion with parents about plans +sig +sig
Individual discussion with guidance teacher n/s n/s
Individual discussion with PSE teacher n/s +sig
Individual discussion with other teacher n/s n/s
Extent of careers education -sig n/s
Extent of other careers activities (EIL) n/s n/s
Frequency of careers education classes n/s n/s
Opinion of S4 careers education classes n/s
...if most useful +sig
...if some useful +sig
...if a few useful +sig
Opinion of S5 careers education classes n/a n/s
...if most useful
...if some useful
...iIf a few useful
If apply to FE +sig +sig
If looking for job/training n/s n/s
If no career ideas n/s -Sig

The impact of careers education on pupils satisfaction with the timing of ther interview was
mixed. The data show that $4 pupils who had had a greater amount of careers education were
dightly less likdy to think their interview had been a the right time than those who had hed
more limited inputs. Pupils opinion of their careers education had an additiond effect. Those
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who had found their careers education useful (even a few sessons) were more likdy to think
that ther interview had been a the right time than those who were negative about the vaue
of their careers education (this is an independent effect over and above the extent of careers
education and the other factors in the modd). Discusson with parents had an effect, those
who had had a high level of discusson about their career ideas with their parents were more
likely to be satisfied with the timing of ther interview.

An even higher proportion of fifth year pupils who had had an interview were stisfied with
the timing of ther interview compared with those in fourth year (Table 5.8). Our further
andyss showed that the Careers Service or school concerned did not make a difference to the
chances of fifth year pupils stisfaction with the timing of ther interview (Table 5.9). Nor did
atanment make a difference. Gender did, girls were less likely to be satisfied with the timing
than were boys. Neither the extent nor the frequency of S5 pupilS careers education was
ggnificant. S5 pupils who had discussed their career ideass with a PSE teacher on their own
were more likey to be hgopy with the timing of ther interview and, independently of this,
discusson with parents aso increased the chances that pupils would think that their interview
had been at theright time.

In addition to the other factors examined, $4 and S5 pupils planning to leave school and go to
FE were more likdy to think their careers interview had been a the right time. Those pupils
who had no career ideas were less satidfied than those who had some idess, taking dl other
factorsinto account.

I mplications for Careers Service Companies

It is clear from the data that the different interviewing policies and practices across the five
career Services made no difference to the chances of pupils being satisfied with the timing of
their interview. It may be that that although Careers Service Companies have different
interviewing systems (both at the levels of policy and practice) there are also common
aspects to how the systems operate, for example, how interview priorities are set to enable
the Careers Adviser to spread his/her workload over the year, that mean that a substantial
minority of pupils are not interviewed at what is the appropriate time for them. This lack of
variation may also be related to how (well) the five Careers Service Companies identify pupil
need.

These findings underline the importance of parental involvement and is in line with other
research (Howieson and Semple, 1992; Semple, 1992, 1994, 1998).

For fifth year pupils the opportunity of discussing their plans with a PSE teacher on an
individual basis had a positive effect. Other research has also shown the benefit to pupils
decision making skills of individual discussions with teachers about their career plans
(NFER, 1996). It may also be the case that the PSE teachers encouraged pupils to have an
interview or intervene directly with the Careers Adviser to suggest that these pupils should
receive an interview quickly. Careers education had an effect only on $4 pupils' satisfaction
with the timing of their interview. Those who had had more careers education were less
happy about timing. It may be that having a higher level of careers education means that
pupils had thought more about their plans, had a greater desire for an interview and were
therefore more likely to be dissatisfied if the interview did not happen quickly. Pupils who
had no career ideas were less likely to be satisfied about timing, this may be related to their

86



The Effectiveness of Careers Services

individual degree of “readiness’ for an interview (that is to what we have referred to as
“ personally prompted” transitions).

Some demand for different interview timing of careersadviser interview

Although a mgority of pupils who had an interview were saisfied with the timing, a
ubstantia minority were not (39% of 4 pupils and 25% of Sbs). These pupils suggested
dternative timing of interviews . There is a congderable demand for earlier interviews among
both 4 and S5 pupils (Table 5.10). Wel over a third of $4 pupils would have liked an
interview in 2 and 46% ealier in $A4. Girls in paticular would have preferred interviews
ealier in 4" year.

Table 5.10: Alternative timing for interview* (pupils not satisfied with timing)

Interview better S4 pupils
In S2 37
In S3 18
Earlier in S4 46
Later in S4 20
After S4 21
Interview better S5 pupils
Before S5 39
Earlier in S5 42
After S5 19

* multiple response so percentages may sum to more than 100

The mgority of S5 pupils who were not sttisfied with ther interview timing wanted an
ealier interview, either before S5 or earlier in Sb. Only 15% wanted a later interview.

Implications for Careers Service Companies

These results raise two different issues. One concerns what the Careers Service input should
be in 2 and more generally in the early years of secondary school and we consider this in
more detail in Chapter 6. We have already noted earlier in this chapter that Careers Service
Companies are having to consider their work in & in the light of their resources and other
priorities but the survey indicates that there is considerable pupil demand for input at this
stage. As we report in Chapter 6, our interviews with school staff also identified demand for
Careers Service Company involvement in S2 and the importance of careers education and
guidance in the early years of secondary education is highlighted in other research (Munro
and Elsom, 2000).

A second issue is how to accommodate the desire for earlier interviews over 4-S6. Careers
Advisers obviously have to manage their interviews with all year groups over the school year
and, as we outline in the next chapter, we know from our interview with Careers Advisersand
teachers that priority is given to pupils who are soon to leave or have to complete UCAS
applications. Consequently 4 and S5 pupils who are staying on can sometimes be pushed
down the priority list for interview. But this raises issues about the management of interviews
and how well the interview system responds to individual needs as well as to system factors
such as when applications have to be completed.

There were also some pupils, especially fourth year pupils, who felt that their interview with
the Careers Adviser would have been better later, whether later in $4 or after 4 or 6.
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Again, this raises the question of how well the interviewing system responds to individual
need. It also poses questions about how well pupils understood the interview system, for
example, did they realise that they could decline an interview?

Limited preparation for Careers Adviser interview

Pupils ability to get the most from ther interview with a Careers Adviser depends partly on
how well they understand the purpose of the interview and the role of the Careers Adviser
and how far they have thought about themsdves and their ideas before the interview. The
Careers Service has a part in this preparation but schools have a mgor role to play (as do
parents).

A pupils were asked a number of questions about their preparation for interview. (S5 pupils
were not asked this question.) Around a third of $4 pupils fet they knew what to expect
before their careers interview (Table 5.11). A higher proportion around two thirds, knew who
the Careers Adviser was (65%). Well under a half reported discussing the careers interview in
PSE dass or with their Guidance Teacher. Three fifths of $4s were satisfied with the notice
they had been given of ther interview, an important factor in alowing pupils to think about
their interview.

Table 5.11: S4 pupils’ preparation for careers interview*

yes No not sure
% % %
Know what to expect from careers interview 34 50 16
Know who Careers Adviser was 65 32 3
Discuss careers interview in class/with guidance teacher 43 46 11
Get plenty of advice 60 35 5

* S5 pupils not asked this question

“Knowing what to expect” from a careers interview is the key question so we andysed this
further. Whether or not a fourth year pupil knew what to expect from ther interview did not
vary according to Careers Service Company but did vary between schools within three
Careers Service Companies. There is not, however, sgnificant variation in these schools in
extent to which pupils had discussed the careers interview in class or with a Guidance
Teacher which suggests that this is not the key factor in pupils awareness. This is supported
by the differences in awareness by atainment. High attaining $4 pupils were least likely to
have discussed ther interview in classGuidance Teacher but were more likely to say they
knew what to expect .

The figures suggest that schools need to do more, in partnership with the Careers Service, to
prepare pupils for interview. The draegy of discussng the interview in dass or with a
guidance teacher needs to be reviewed and additiona strategies might be considered.

Effectiveness of interviews

Pupils view of the usefulness of their careersinterview

A mgority of pupils in 4" @9 5™ \were positive dout the usefulness of their careers interview
(Table 5.12). Fourth years were most poditive, over two-thirds judged it as either “very” or
“quitealot” useful. S5 pupils opinion was dightly less positive than that of S4 pupils.
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Table 5.12: Was your careers interview useful

very quite a lot a little not at all
% % % %
S4 30 37 25 8
S5 20 40 31 9

The particular Careers Service Company made a difference to the opinion of S4 pupils, for
example, whether pupils were more likdy to find ther interview “very useful” rather than
quite useful as in CSC3. When we combined responses into the two categories of “postive”’
and “negative’” and compared them, we found no difference in pupils responses according
to the particular Careers Sarvice Company. Careers Service Company was not a sgnificant
factor at dl to the opinion of fifth year pupils.

Table 5.13 summarises the effect of the factors that we thought might have a bearing on the
likdihood of pupils finding their carers interview useful. The andyss consdered the effect
of each factor taking dl the other aspects into account, for example, it enabled us to see what
effect careers education adone had on the opinion of two pupils who are exactly the same in

every other respect.

The mogt dgnificant factor in the mode was the timing of pupils careers interview. Those
who judged that ther interview with the Careers Adviser had been a the right time were
more likely to rate it as useful than those unhappy about the timing.

Attanment made a difference to the probability of S4 pupils finding their interview useful;
the higher their attainment the more likely they were to do so. Attainment does not affect S5
pupils opinion. Nether truancy nor dtitude to school in generd made a difference to 4
pupils. Truancy was not sgnificant for fifth year pupils but if their atitude to school was
postive, they were more likely to find their careers interview useful than those who thought
school had been awaste of time.

The extent to which pupils in fourth year discussed their plans with ther parents had an
effect. The more discusson they reported, the more likely they were to find ther interview
useful. Individud discusson with guidance, PSE or other teachers did not affect S4s but for
5 pupils, if they had taked about their plans with a PSE teacher they had a greater
probability of having a podtive opinion of ther interview. If they had tadked to another
teacher this had a separate additional effect on the chances that their opinion would be
positive.

Although the amount of careers education that fourth and fifth year pupils had had did not
affect their opinion, for S5 pupils, the frequency of their classes made a difference. Those
who had had more frequent classes were more likely to think that their careers interview had
been useful. For both year groups, if their opinion of thelir careers education classes was
positive (compared with pupils who responded that none of the classes had been useful), then
there was a grester chance that they would find the careers interview useful. The effect was
greater for those who rated most or some of ther careers education classes as useful than
those who thought only a few of their classes had been ussful. This result is not just reflecting
the fact that some pupils are more postive about school activities generdly since atitude to
school is controlled for in the modd.

" Positive = “very” and “quite a lot” responses; negative = “a little” and “not at all” responses.
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Table 5.13: Factors affecting the probability of pupils thinking their careers interview was
useful

S4 S5
School n/s n/s
Careers Service sig n/s
Gender n/s n/s
Attainment +sig n/s
Truancy n/s n/a
Attitude to school n/s +sig
Single parent -sig +sig
Discussion with parents about plans +sig n/s
Individual discussion with guidance teacher n/s n/s
Individual discussion with PSE teacher n/s +sig
Individual discussion with other teacher n/s +sig
Extent of careers education n/s n/s
Extent of other careers activities (EIL) n/s n/s
Frequency of careers education classes n/s sig
Opinion of S4 careers education classes
...if most useful +sig +sig
...if some useful +sig +sig
...if a few useful +sig +sig
Opinion of S5 careers education classes
...if most useful n/a +sig

...iIf some useful
...if a few useful
Opinion of S6 careers education classes n/a n/a
...iIf most useful
...iIf some useful
...if a few useful

If apply to FE +sig +sig
If looking for job/training n/s n/s
If no career ideas n/s n/s
If had interview with careers advisor

If interview at right time +Sig +sig

Whether or not $4 and S5 pupils had any ideas about their post school plans did not impact
on their opinion of the careers interview; those who had no ideas were just as likdy to find
their interview useful. Compared to those 4 and S5 pupils who were planning to return to
school, there was a greater chance that those intending to go on to FE or HE would have a
positive opinion of ther interview. But those pupils planning to enter the labour market were
no more likely to have a podtive view of ther interview. As we will see later in this chapter,
pupils planning to enter the labour market were least well served in terms of information
giving in the interview which may have some bearing on thisfinding.

Implications for Careers Service Companies

The findings show the critical importance of timing of the careers interview. As we have
noted earlier in this chapter, pupils satisfaction with timing did not vary by Careers Service
Company. Thisis likely to be part of the reason why there was only limited variation across
Careers Service Company in respect of pupils opinion of their careersinterview.

Careers education appears to have a positive effect on helping young people make the most
of their interview. Both frequency and opinion of classes had separate positive effects. It is
the frequency of careers education rather than the total amount of careers education that a
pupil had experienced that makes the difference. This has implications for how schools
timetable careers education.

90



The Effectiveness of Careers Services

Individual discussion of their plans has an impact on pupils view of their interview. It may
be that the more opportunity they have had to discuss their plans, the more likely they are to
make best use of the interview and therefore to rate it as useful. We would repeat the point
already made that any support given to parents by the Careers Service would pay dividends.

Individual discussion with teachers is another aspect that is significant. On the whole, pupils
tend not to be dealt with on an individual basis in schools but as members of a class or
group. This research points to the value of enabling pupilsto have the opportunity to discuss
their plans with teachers on an individual basis. PSE and other teachers emerge as more
important in this respect than guidance teachers which suggests that the formal guidance
systemis not serving this function. This may be because the focus of guidance staff is more on
pastoral and behavioural matters than on careers guidance.

Pupils’ view of the interview process and outcomes

As we have seen, the mgority of pupils who had had an interview with a Careers Adviser
found it ussful but we wanted to examine in more detall the effectiveness of the interview for
pupils, both in terms of the interview process and dso the outcomes for them. The question of
what conditutes an effective interview is not a draghtforward one; among other reasons it
depends on the stage which individud pupils are a in their career development and thinking.
One way is to condder the effectiveness of an interview is to look at how the Careers Adviser
conducted the interview (the interview process) and dso to examine if the interview helped
pupils to “move on” in their thinking. We therefore asked a number of questions on both the
interview process and on its outcomes.

Table 5.14: Pupils’ view of the interview process

very quite a not at
much lot a bit a little all
Do you think the Careers Adviser...
...encouraged you to talk about yourself
S4 15 38 32 10 6
S5 16 40 31 10 4
...let you make up your own mind
S4 36 35 21 6 2
S5 23 44 23 6 5
...gave you honest advice and information
S4 51 34 11 3 1
S5 51 32 13 3 1

We asked pupils whether the Careers Adviser had encouraged them to tak about themselves
and if ghe had let them make up ther own mind. These are critica factors in the effective
conduct of any interview by a Careers Adviser. It is vital that a Careers Adviser can quickly
establish rgpport, build a rdationship with pupils, dlow them to tak about their ideas and
plans and support them in making a decison and teking ownership of ther own career
development. We aso asked pupils whether the information and advice given to them was
honest, that is, about their perception of the impartidity of the Careers Advisar. This is an
aspect that all Careers Advisars see as fundamentd to their role and one of the strengths of
the Careers Service but some Careers Advisers we interviewed expressed concern that some
pupils see them as “pushing Skillseekers’.
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Over haf of fourth and fifth year pupils fdt that the Careers Adviser had encouraged them to
talk about themsdlves to a consderable extent (53% and 56%: very much or quite a lot), only
a minority responded “a little’ or “not a dl” (Table 5.14). Focusing on those who had
responded “very much” and “quite a lot”, Careers Service Company did not make a
difference to 4 pupils responses but did in the case of fifth years (Table 5.15). S5 pupils in
two Careers Service Companies were less likely to be positive than pupils esawhere.

Around two thirds of pupils fdt the Careers Adviser had let them make up their own mind to
a condderable extent. 4 pupils were more likely to think so than S5 pupils. Considering the
“very much” and “quite a lot” responses, the Careers Service concerned made a difference to
pupils opinion in both year groups but the pattern varied across the years (Table 5.15).

Table 5.15: Pupils’ view of the interview process by Careers Service Company

Very and quite a lot responses S4 S5 S6
Encouraged you to talk about self

All - 56 42
Csc1 n/s 66 59
csc2 n/s 47 33
CSCs3 n/s 65 -
Csc4 n/s 49 28
CSC5 n/s 53 41
Let make up own mind

All 71 67 65
CscC1 67 70 71
Csc2 51 69 57
CSC3 73 40 -
Csc4 82 68 50
CSC5 74 74 74
Gave honest information and advice

All 85 83 86
Csc1 79 n/s 80
Csc2 80 n/s 71
CSC3 78 n/s -
Csc4 97 n/s 74
CSC5 84 n/s 71

Pupils generdly were confident about the impartidity of the Careers Servicee A large
mgority felt that they had received honest advice and information. Only around 5% of pupils
were negative about this. $4 pupils opinion varied across Careers Service Companies (Table
5.15). CSC4 stands out as having the highest proportion of $4 pupils who were positive.

Pupils were asked a number of questions to examine the outcomes of the interview for them.
Some of the questions were on aspects likely to have an impact on the chances of pupils
making progress in ther interview; other questions were about the information they received
ininterview.

We asked whether pupils fet that the Careers Adviser had explained the options available to
them after school. In both year groups, a large mgority felt that the Careers Adviser had done
0 (Table 5.16). Mogt pupils, therefore, judged ther interview as effective in providing them
with an overview of the possbilities available to them after school. The extent to which this
happened did not vary across Careers Service Companies for S4 pupils but did in respect of
fifth years ranging from 70% to 89% (Table 5.17).
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Table 5.16: Pupils’ view of the outcomes of their interview

Yes
S4 S5
explained options available to you after school 83 79
made you think about careers you hadn’t considered 65 62
accepted your career ideas without question 45 49
helped you decide on a plan for the future 47 46
helped you think about your strengths and weaknesses and career ideas 58 57

Table 5.17: Pupils’ view of the outcomes of their interview by Careers Service Company

Help think
Helped about
Explained Accepted decide on strengths,
post-school Think about  ideas without plan for weaknesses &
options other careers guestion future career ideas
S4
All - 65 45 - 58
Csc1 n/s n/s 49 n/s 73
CscC2 n/s n/s 41 n/s 65
CSC3 n/s n/s 24 n/s 59
CscC4 n/s n/s 63 n/s 39
CSC5 n/s n/s 45 n/s 57
S5
All 79 62 - 46 57
Csc1 89 n/s n/s 51 64
Ccsc2 79 n/s n/s 43 42
CSC3 80 n/s n/s 81 72
CscC4 70 n/s n/s 40 51
CSC5 77 n/s n/s 39 61

* numbers too small to include
n/s = not significant

Another question was whether pupils thought that the Careers Adviser had helped to widen
their ideas by making them think about careers they had not previoudy considered. Around
two thirds of $S4 and S5 pupils thought she had made them think about other careers (Table
5.16). There was no difference across Careers Service Companies in the extent to which
pupils fet the Careers Adviser had helped them to think about other careers.

We asked whether the Careers Adviser had accepted their ideas without question. The skill of
“chdlenging” in interview — asking pupils to explain the basis and rationde for ther ideass —
is a key <kill for a Careers Adviser dthough “chalenge’ may not be appropriate in every
interview. In $4 and S5 aound hdf of the pupils thought that the Careers Adviser had
accepted their ideas without question; over a third thought that they had been “challenged’.
Pupils answers suggest that Careers Advisrs were not chdlenging them enough and
requiring them to explain thar idees. We are aware that this is a difficult aspect of an
interview, if not handled well pupils can fed that the Careers Adviser is trying to “put them
off” ther idess. Nevertheless, it is essentid that, where appropriate, Careers Advisers ensure
that pupils reflect on their ideas properly.

Under hdf of pupils thought that the Careers Adviser had helped them decide on a plan for
the future. This varied consderably across Careers Service Companies for S5 pupils but not
for fourth years. In interpreting the answers to this question it is important to bear in mind
that making a plan for the future might not be an gppropriate outcome in some cases.
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Helping pupils to think about their strengths and weaknesses and career ideas could be seen
as the fundamentd outcome of a careers interview for pupils. Table 5.15 shows that a
mgority of pupils, but only a smdl one, thought that the Careers Adviser had helped them to
do © (58% and 57%). There were differences across Careers Service Companies for ether
year group (Table 5.17). CSC1 is above average in both years, overall CSC5 and CSC3 have
quite high responses.

Implications for Careers Service Companies

Pupils were most positive about the impartiality of the Careers Adviser; in addition around
two thirds thought that the Careers Adviser had been non-directive and let them make up
their own mind. Is this the sort of level of satisfaction that Careers Service Companies would
expect? Is the balance of talk in the interview appropriate or too much in favour of the
Careers Adviser? We recognise the difficulties. pupils may want a lot of information from the
Careers Adviser or the Careers Adviser may feel that s’he needs to go over certain ground
that should perhaps have already been covered in careers education which can skew the
relative inputs from the pupil and Careers Adviser.

Interviews seem to be most successful in covering the post school options available to pupils
and in widening their ideas. They appear to be less successful in helping pupils to think about
their strengths and weaknesses and their career ideas and, in particular, in encouraging
pupils to reflect properly on their career ideas and the rationale for them. How can Careers
Advisers do more to help pupils reflect on themselves and their career ideas? It would seem
that Careers Advisers could do more to challenge pupils although we recognise that this
might not be appropriate in every interview. But there may also be a tension here between
expecting Careers Advisersto do so and the pressures of client evaluation.

Appropriateness of information given in interview

A caeas inteview is concaned with much more than information giving but it is an
important part of it for some pupils. We asked those who had had an interview about the
information they had received on different types of opportunities and post-school options. We
included a "didn't want information” option to exclude those for whom this was not relevant
to ther interview. We might note that only aminority did not want information.

We conddered the information pupils received in reation to their future plans to seek some
indication of the extent to which the information given matched their needs.

We grouped $4 pupils into those planning to return to school for a fifth or sixth year and
subdivided this group on the basis of ther attainment; a second group of SA4s were those
intending to apply to a college course and the third those who planned to enter the labour
market (find a job or a training place). Table 518 shows the extent of each type of
information that the groups recaived in thelr interview.

Ovedl, fourth year pupils intending to return to school recelved more information about FE
and HE than about the labour market. The extent to which pupils returning to school received
information about college courses did not vary by their atanment but did so in rdation to
univeraty: high ataining pupils were mogt likdy to get information on univerdty courses.
High attainers were least likely to receive much information about the loca labour market but
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only a minority of mid ataining pupils did o, and low dtainers were even less likdy to do
0.

Table 5.18: Appropriateness of information-giving in interview

Received a lot or some information on:

Local non-local
College university training jobs/training
courses courses local jobs places places
% % % % %
Pupils’ plans
S4 pupils
...stay on at school 66 54 23 31 36
low attainment n/s 42 23 24 n/s
mid attainment n/s 44 35 44 n/s
high attainment n/s 69 10 20 n/s
...apply FE 87 22 40 47 50
...enter labour market* 80 26 43 59 37
S5 pupils
...stay to S6 78 72 17 30 30
...apply FE 89 8 52 45 37
...apply HE 50 71 - - -
...enter labour market* 59 54 42 71 36

* combination of "find ajob", "find ajob with training" and "get on Skillseekers"

A high proportion of 4" year pupils planing to go on to college reported receiving a
condgderable amount of information on college (87% "a lot/some’, Table 5.18) so it would
appear that the Careers Adviser was responding to their information needs. Just under a half
of these potentid FE gpplicants got information on locd traning which suggests that the
Careers Adviser was exploring this aternative option with them.

Those intending to enter the labour market appear to be the group least likdy to get
information about the options most relevant to them Although 59% got a lot/some
information about loca training opportunities, this leaves two-fifths who did not. They were
less likdy to get information on locd jobs than on training opportunities. Potentia [abour
market entrants were much more likey to get information on FE than they were to get
information on jobs and training places.

A high proportion of S5 pupils planning to stay on for a sixth year received information on
FE and HE but got much less information on the labour market, especidly the locd one. A
large mgority of pupils intending to go to FE got information on this sector and around half
of them d&aso got information on the locd Ilabour market. There was dso a high
correspondence between those planning to go to univerdty and recelving information on
univerdty courses. Those planning to enter the labour market were more likdy to get
information on locd training opportunities (71%) than loca jobs - consderably less than a
haf did s0 (43%). Over a third got information on nonloca jobs and traning, a Imilar
figure for those applying to FE and those continuing into S6.

Implications for Careers Service Companies

Pupils thinking about college or university were more likely to receive information about
their planned destinations than were pupils planning to look for work or training. One
guestion is whether there was too much focus in the interview on information-giving to FE
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and HE candidates rather than too little to labour market entrants. But a number of Careers
Advisers whom we interviewed felt that they were better at incorporating information about
educational opportunities than labour market information into their guidance interviews.
These results are in line with such comments and suggest that there is an issue about
ensuring that pupils who are planning to enter the labour market receive appropriate
information. How can Careers Advisers be better informed about labour market information
and be enabled to use it more effectively in their interviews?

In general, these findings on the interview process and outcomes, point to issues for Careers
Service Companies to consider about the monitoring of interviews and the evaluation of
professional practice. We discuss these further later in this report.

Pupils’ career ideas

We have seen that if pupils have no idea about what to do after school that this has an effect
on the likeihood that they will have an interview with the Careers Adviser (4 pupils) and,
for those who had an interview, on ther saisfaction with its timing (S5 only). We were
interested in exploring what might make a difference to the chances of pupils not having any
idess. We might note that we are not implying that, in itsdlf, this is a negaive sate. Equdly
we are not assuming that having an idea is automaticaly a more postive dtate to be in, those
who do have some ideas may be adrift in their plans. We are exploring the issue as a way to
gain some indght into the variety of pupil needs.

Table 5.19: Factors that reduce the chances that pupils will have no idea about what to do
after leaving school

S4 S5
School n/s n/s
Careers service n/s n/s
Gender +sig if female n/s
Attainment sig n/s
Truancy n/s n/a
Attitude to school n/s n/s
Discussion with parents about plans +sig +sig
Individual discussion with guidance teacher sig n/s
Individual discussion with PSE teacher +sig n/s
Individual discussion with other teacher n/s n/s
Extent of careers education n/s n/s
Extent of other careers activities (EIL) n/s -sig
Frequency of careers education classes
...high +sig n/s
...medium n/s n/s
Opinion of S4 careers education classes
...if most useful n/s +sig
...if some useful n/s +sig
...iIf a few useful n/s n/s
Opinion of S5 careers education classes n/a n/a

...if most useful
...if some useful
...if a few useful
Opinion of S6 careers education classes n/a n/a
...if most useful
...if some useful
...if a few useful
If had interview with careers advisor +sig n/s
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Usng the same moddling techniques as before we consdered a range of factors to see if they
had ay effect on the chances of pupils having some ideas about what they wanted to do after
leaving school (Table 5.19). Conddering $4 pupils, gender and attainment esch had a
separate effect; girls were more likely than boys to have some idess and the higher a pupil’'s
attainment the more likely they were to have an idea aout what to do after school. The
gregter the extent to which fourth year pupils had had discussons with their parents the more
this improved their chances of having an idea In addition, individud discusson with a
guidance teacher and taking to a PSE teacher each had a separate effect. Pupils who had
careers education classes frequently were more likely to have some ideas about their post
school plans. In addition to these factors having a careers interview aso improved ther
chances of having some idea.

Fewer factors made a difference to fifth year pupils. Discusson with parents again had a
postive effect and if they had found some or most of ther careers education classes in S5
useful. Having an interview with the careers adviser did not make any difference. It is adso
worth noting that atainment did not have an effect on the likeihood of S5 pupils having any
ideas about their post school plans.

I mplications

A number of the factors that we have already identified as important also emerge here:

discussion with parents and teachers and the frequency and opinion of careers education
apart from having a careersinterview. These are features that seem to help some pupils come
up with ideas about their future. Having an idea(s) is only the first step, pupils then have to
reflect on it and test it out but these findings may go some way to suggest strategies to adopt
with those pupils who have no ideas at all. Careers Service Companies and schools may wish
to consider strategies targeted specifically at pupils with no career ideas.

Pupils’ career-related skills and knowledge

Pupils were asked to assess their career-related skills and knowledge and for $4 pupils we
examined the factors that made a difference to this® Pupils gave their assessment of ther
decisonrmaking skills (eg if they felt ready to make a plan for the future); therr opportunity
awareness (eg how much they knew about courses, training and job opportunities); trandtion
kills (eg know how to complete an application form or letter) and sdf-awareness (eg know
the sorts of jobs or careers that might suit them). From this we then calculated a total score
for their knowledge and skills.

We consdered a wide range of factors that we thought might contribute towards pupils
career-related skills and knowledge. Neither school nor Careers Service made a difference to
pupils edimation of therr careers-related skills and knowledge. Having had work experience
did not have an impact, nor did ther opinion of their work experience ie whether they
thought it had been ussful. But the extent of the careers education a fourth year pupil had
received had a sgnificant impact — the greater the extent of careers education (classes) the
higher they estimated their careers-related skills and knowledge to be. Other EIL activities
did not make a difference to pupils estimation of their skills and knowledge. Over and above
the extent of careers education received, pupils opinion of it dso had an dfect. Pupils who
rated it useful had a higher skills and knowledge score than those who had judged ther

8 We used a multilevel model.
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careers education as not useful. Thus pupils opinion of careers education has an additiona
effect on top of whether they had attended careers education classes. The extent to which
pupils had had individua contact with their guidance teecher was related to a higher score,
taking into account al other factors in the modd. Whether or not a pupil had had an interview
with the Careers Adviser was not significant but pupils opinion of ther interview was those
who rated their careers interview as useful had a higher score on the career-related skills and
knowledge. Again this is taking account of other factors. We cannot be sure, however, of the
direction of the direction of the reaionship. Is it the case that having a good careers
interview (ie assessed by the pupil as useful) increases pupils careersrdaed skills and
knowledge or that those with a high level of skills and knowledge will get more out of the
interview and so rate it as useful? The extent to which pupils discussed their career ideas with
thelr parents was not sgnificant.

Pupils plans and career ideas both had an additiond separate impact. Pupils who had no idea
about what they warted to do after leaving school had a lower score on career-rdaed sKills
and knowledge. Is it the case that part of the reason they have no idea is that they lack
relevant skills and knowledge? An dternative explanation is that since they have no idess,
they lack the motivation to find out more. The find factor that had an independent effect was
pupils plans for after S4. Those who planned to go to college were more likdy to have a
higher score than those daying on or entering the labour market. One might suggest that
those about to leave school would be more motivated to find out information and to have
thought more about career-related issues. This does not account for the difference between
potentiad FE entrants and labour market entrants. It may reflect the focus of careers education
classes — a higher proportion of pupils reported finding out about courses at college than loca
job and locd training opportunities (68% vs 37% and 45%, table not shown).

Bdow we summarise the factors that contribute to the chances of $4 pupils having a higher
leve of career-related knowledge and kill.

Factors that had a positive effect on pupils’ career-related
knowledge and skills

having ahigher level of careers educetion;

having a positive opinion of careers education;

having contact with guidance teachers on an individua basis;
having a positive opinion of ther interview with a careers advisor;
planning to go to college.

Factors that had a negative effect
having no ideas about post-school plans.

Non-significant factors
gender;
atainment;
attitude to school;
truancy,
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EIL input (non careers education);

work experience;

part-time job;

if had an interview with a Careers Adviser;
total amount of contact with Careers Service;
level of parenta education;

parental occupation;

sngle parent family;

extent of hep from parents;

school attended;

Careers Service Company

I mplications

These findings show that careers education has an impact on pupils estimation of their
careers-related skills and knowledge. But both the extent and quality of the careers education
are critical to whether it has a positive impact or not. It is evident that joint work by schools
and Careers Service Companies to increase the extent of careers education and ensure that it
meets pupils needs would be time well spent.

The findings underline (again) the need for schools to consider how pupils access to
guidance teachers on an individual basis can be maximised and point to the need to ensure
that careers advisers are involved with the guidance team.

We would suggest on the basis of the results, along with the evidence from our interviews
with teachers and Careers Advisers, that the links between careers education and guidance
and EIL need to be strengthen.

Finally, we would suggest that the questions that we used (eg about pupils careers-related
skills and knowledge, their stage of career thinking) might be used, possibly in an adapted
form, by schools and CSCs to help identify and analyse the needs of individuals and of
groups of pupils. This could contribute to the development of careers education programmes
with aspects differentiated according to individuals' level of skill and knowledge and clarity
of career direction. The questions could also be adapted and used as a ore-interview tool to
allow Careers Advisers to make the most effective use of the contracting process (the point at
which the client's perceived needs and expectations and the conduct of the interview is
negotiated).
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CHAPTER 6

THE CAREERS SERVICE WORK IN SCHOOLS: CLIENT
CONTACT, SYSTEMS AND PRACTICE

Introduction

This chapter condders the work of the Careers Service with pupils in school. It dtarts by
discussing the different models of client contact systems operated by Caears Service
Companies and the issues that the research revealed, then goes on to describe the operation of
interview systems, group work and Careers Service role in careers education.

SUMMARY AND ISSUES

Overview of careers advisers’ work in school

All of the school daff involved in the research believed the Careers Service performed an
essentid role and valued its work in ther schools. They generdly wanted an incresse in
the Careers Adviser’ stime dlocation.

The pattern of Careers Advisars (CA) work was dmilar across al Careers Service
Companies. The bulk of their time was devoted to scheduled interviews with S4-S6 pupils
dthough they were involved in other inputs such as drop-in sessons, talks and careers
evenings and in contributing to careers education programmes and in-service traning.

Client contact systems

Definitions of the common modes of school dient contact sysems (blanket, sdective
and sdf-referrd) vay across and within Careers Service Companies. There are dso
discrepancies between stated policies on contact systems and what happensin practice.

In practice, all Careers Service Companies in Scotland operated a mixture of the three
models and differences rdate to the particular mix of each modd!.

Current moddls of client contact systems do not adequately encompass the complexities
of practice. It proved impossble to compare the effectiveness of the different client
contact systems. There is a need for careers guidance professonds to develop new
models of client contact.

The interview system

Most Careers Service Companies operated a sysem of diagnogtic questionnaires which
gave pupils the opportunity to request an interview.

In around half of the Careers Service Companies, Careers Advisers thought that targets
had an impact on how they responded to pupils requests for interview.

The role of guidance daff in publicdsng career Service provison, in identifying pupils for
interview and encouraging them to ask for an interview was critical, especidly where sdf
referrd operated in practice

Sdf-referrd  systems tended to be less popular with schools, Careers Advisers were
divided in ther opinion of the (demerits of sdf-referrd. A number of Careers Service
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Companies that had an officid policy of sdf referrd did not actudly operate one in
practice.

Interview programmes were generdly based around categories of pupils and ther
expected trangtions eg A leavers, HE applicants. Even in sdf-referrd sysems interview
priorities tended to be set on this basis.

Although Careers Advisars and guidance daff explaned the interview system, they
recognised that some pupils did not understand how the system operated, including how
to access an interview and about waiting times and interview priorities,

The management of interviews in dl types of dient contact sysems was an issue
Waiting times for interviews varied condderably across schools and at different times of
the year. This is a critical issue gnce, as this research has indicated, having an interview
a theright timeis the mogt critica factor in determining whether pupils find it useful.

By the later stages of the research, some Careers Service Company managers were trying
to build more flexibility into the sysem.

How wedl schools prepared pupils for interview varied; Careers Advisers frequently
commented on the need to cover basic points about their role and the purpose of the
interview during the interview.

Group work

Most group work underteken in Careers Service Companies was in the form of
presentations to large groups of pupils eg classes or year groups. More interactive
sessons with smdler groups of pupils were more limited; only a minority of Carears
Service Companies showed significant development of thiskind of approach.

There was little support among Careers Advisars or teachers that smdl group work might
replace interviews for certain pupils.

But a number of Careers Advisers thought that small group work would be a vauable
addition to interviews, especidly as preparation for interview. Group work as an
interview review mechanism was less commonly mentioned.

Tagets had had some effect in prompting group sessons dthough a condderable
proportion of careers advisers believed that their targets for interviews redtricted their
opportunity to undertake group work.

Some schools were unable or unwilling to organise groups of pupils, especidly smdl
groups, usualy because of timetable congtraints and the demands of subject teaching.

Smdl group sessons were generdly used to cover information on popular topics or as
interview preparation. Post interview group work to review pupils progress was much
less common.

Careers education
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The extent and nature of Careers Adviser involvement in careers educetion varied across
the Careers Searvice Companies but there was a generd trend for Careers Service
Company management to emphasise Carears Advisars role as consultants rather than as
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development and schools commonly wanted some degree of ddivery of careers education
by Careers Advisers.
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Careers Advisars knowledge of schools careers education programmes varied but few
were familiar enough with provison to be able to plan ther inputs to fit in with pupils
careers education.

The respective roles of the Careers Sarvice and the Education Business Partnership (EBP)
varied consderably across Careers Service Companies, partly because of the high leves
of variation in the provison of EBPs themsdves across Scotland. An effective gpproach
could be seen where the Carears Service Company and the EBP planned developments
together and had complementary roles.

FINDINGS AND DISCUSSION

Overview of Careers Advisers’ work in school

It is important to recognise that dl of the school gaff involved in the research believed that
the Careers Service (CS) prforms an essentid role and vaued its work in their schools. This
chapter should be read with this in mind. The most common change in Careers Service work
suggested by school staff was an increase in the Careers Adviser’ stime dlocation.

The pattern of Careers Advisers work in school was smilar across Careers Service
Companies in Scotland. In a number of Careers Service Companies, Careers Advisers were
involved in specid projects with particular groups of pupils and in the latter stages of the
research, many Careers Service Companies were paticipating in On Track programmes
which involved intensve work with smal groups of pupils identified as being a risk of early
leaving or under achieving. Nevertheless, Carears Advisars work in schools followed a farly
standard pattern.

The bulk of Careers Advisars time was devoted to scheduled interviews with $4, S5 and S6
pupils. Most dso offered drop-in sessons or dlinics a lunch-times or bresks in which pupils
could spesk to them without an gppointment. It was frequently noted that these clinics were
paticularly useful for S2 pupils who were not routindly included in the scheduled programme
of interviews. Introductory taks to $4 and usudly dso to S5 pupils were standard practice
and in a number of Careers Service Companies provided the opportunity for the Careers
Adviser to didribute screening forms/diagnostic questionnaires which were then used to set
interview priorities. Careers Advisers typicaly caried out a number of other types of
talks/group work to classes, year groups, or particular groups such as winter leavers or higher
education applicants. These taks might be on, for example, S2 subject choice, post-16
options;, Skillseekers, and HE and the UCAS process. Talks on Higher Still options to young
people and parents were becoming more common.

The extent and nature of Careers Advisars involvement in careers education varied across
Careers Service Companies dthough there was a generd move across Companies to
emphasise ther role as conaultants rather than as deliverers of careers education. Careers
Advisers dso paticipated in Future Needs Assessment meetings (for pupils with specid
educational needs) in schools and attended parents evenings a S2, 4, S5 and S6. They were
typicdly dso involved in a number of other activities such as option days and evenings as
well as careers conventions and careers evenings, and Industrid Awareness Days. They
might aso be involved in in-service training, usudly with guidance teechers.

All Careers Service Companies had a Service Leve Agreement (SLA) with each school that
st out the nature and extent of Careers Service input to the school throughout the year and
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their respective responghilities. On an every-day bass, a common arangement was for the
Carears Adviser to liaise with a nominated member of daff with respongbility for organisng
interviews and other Careers Service inputs.

Client contact systems

We were interested in the particular client contact system operated in schools by the Careers
Service Companies across Scotland to enable us to consder the relationship, if any, between
the type of contact systems and the effectiveness of school provison. When Heads of Service
and practitioners answered our questions about their client contact systems in school, most
responded in terms of the type of interview system rather than the total client contact system.
This response reflects the overwhelming importance of the careers interview compared with,
for example, group work as the delivery mechanism for careers guidance. The Careers
Service Companies which operated open access sysems were more likey to respond in
relation to the full range of client contacts. It was aso noticeable that few Careers Service
Company staff thought of client contact systemsin relation to post-school work.

Heads of Service and practitioners generdly responded in terms of the three commonly
recognised models of “blanket” “sdective’ and “sdf-referra/open access’ systems. Before
discussng dient contact systems further, we give an explanation of what we understand to be
the common view of these three models.

Models of client contact systems

1. Self referral/open access

The principle behind this gpproach is that a young person should seek a contact with the
Careers Sarvice a the point when he/she percaives the need. In this Stuation, an S1 pupil
who requests an interview, or asks to attend a group sesson on an occupational area, has
equal priority to an S6 leaver.

2. Selective

In a selective approach, the Careers Adviser (often in liaison with a guidance teacher or other
aopropriate member of the school daff) is respongble for prioritisng which school dlient
should have the services of the Careers Adviser, what this contact should be and a what time
it should be delivered. An example of this would be the Careers Adviser reading a client’s
background form and deciding that since this client appeared to be uncertain about career
direction and planned to leave school at the end of the sesson, that she should have afull
vocdiond guidance interview in the next month after the winter leavers had been
interviewed.

3. Blanket

This approach is to ensure that al school clients of a particular type get the same intervention
within a recognised period of time, eg thet dl $4 pupils get a short interview between January
and June.

We found it impossible to classfy the 17 Careers Service Companies according to the three
types of sysems (“blanket”, “sdlective’ and “sdf referral”) and as a result we were unable to
consider whether effectiveness was related to the type of client contact system in place. One
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problem was that the terminology used was clealy being interpreted differently. One
person's “sdf-referrd” was another person’s “sdlective’ system eg one Careers Adviser
defined the system as “sdf-referral” because a drop-in dinic sesson was avalable dthough
those being interviewed as pat of the man interviewing programme were sdected by the
Careers Adviser.

How school daff operated could aso have an impact on how the sysem functioned in
practice, for example, where a Careers Service Company had a sdf-referral system, teachers
in some schools who preferred the previous blanket system, ensured that al pupils completed
sf referra forms and the Careers Adviser ended up sfting through them to sdect pupils for
interview.

Another problem was the apparent difference in some Careers Service Companies between
gated policy and what actudly happened in practice eg “we call it selective, but it's really
blanket” . It was dso clear that Heads of Service and practitioners sometimes had different
views about the type of dient contact/interview sysem in place as we deail in the table
below.

Heads of Service were asked to identify their school client contact systems. Twelve stated
that the term “sdf referrd” was the most appropriate but practitioners from seven of these
Careers Service Companies did not describe the system as sdf-referra. Four Heads of
Sarvice defined their sysem as “sdective’ in contrast with practitioners in 9x Careers
Service Companies. In the remaining Careers Service Company, both the Head of Service
and the practitioner were in accord that the system was “blanket”. The table below records
the datements made by Heads of Service (or recorded in Careers Service Company
documentation) and by practitioners.

Table 6.1 Type of client contact system: views of Heads of Service and Careers Advisers

“self referral” “selective” “blanket”
HoS view 12 4 1
Practitioner view* 5 6 3

* three Careers Service Companies did not have a practitioner respondent

Findly, our evidence showed no Careers Service Company in Scotland operated any one of
the three gpproaches in its pure form. Work in schools was commonly based on a mix of
approaches with some very sgnificant differences in the baance of the approaches in use
These differences could vary by Careers Service Company, by school, by Careers Service
area within Careers Service Companies and/or by Careers Advisers. There was adso a
noticeably strong variation dependent on the client group. For example, a contact system
which put heavy emphasis on letting the young person choose whether to have a careers
interview or not (sef referad) might meke a careers interview compulsory for those who
confirmed they were soon to leave school for a labour market opportunity (blanket). In some
Careers Service Companies, al $4 got an interview (blanket) with S5 and S6 free to choose
(sdf referrd) or interviewed in priority order (selective). We could therefore define a fourth

type mixed.
4. Mixed

A mixed agpproach refers to a Stuation where client contact systems were a mixture of the
three types described above. An example would be where $4 interviews were primarily for
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leavers (selective), an atempt was made to give a least a short interview to dl S5 pupils
(blanket), and S6 pupils were expected to request an interview if they wanted one (self
referral). In fact, dl Careers Service Companies in Scotland operated mixed systems and the
differences across Companies relate to the extent and nature of the particular mixed gpproach.

We outline different types of mixed systems operating across Scotland in the next section.

Client contact systemsin Scottish Careers Service Companies

In conddering the differet mix of systems used across Careers Service Companies in
Scotland, we were able to identify four types of mixed systems and we describe them below.
In developing an dternative way to describe school client contact systems across Careers
Service Companies in Scotland, it is important to note that we are only trying to describe the
practice in schools rather than developing an dternative typology of client contact systems.

Mixed client contact systems: Group 1. Strongly self-referral with core blanket
elements and optional and variable levels of selective approach.

Elements of such a sysem would include:

Introductory talks (blanket) to adl $4, 5 and 6 pupils (selective, ie not S1,2 or 3) to
introduce the Careers Service and describe how, why and when to access the different
edements of the Careers Service Company menu in the school, most notably interview
dots. Written dstatements of entittement and the offered service are issued to dl and a
clear attempt is made to contact 100% of the pupil group (blanket). Pupils not in the
upper school (most notably S2) may (selective) have an introductory input from the
Careers Service.

Access to individua interviews (short or long, with or without an gppointment), group
sessions, vacancy boards, the careers library o careers-rdlaed ICT is by pupil request at
the time the pupil recognises the need (self referral) and across the school year.
Information sessions focused on each of the main post-school routes (eg Skillseekers, the
l[abour market, Modern Apprenticeships, college, universty) may be on offer: pupils may
optin (self referral) or be sent dong as suitable for attending the session (selective).

Pupil groups will be reminded of the menu of Careers Service interventions at different
points throughout the school year. This will normdly be focused on specific groups
identified by the Careers Adviser and/or the guidance teacher (selective). These might be
S5 pupils after the predim exams or any category of client thought not to be seeking
guidance when there might be a need (for example S6 leavers aming for the labour
market or S2 pupils at the point of Standard Grade subject choice).

We identified six Careers Service Companies where the stated policy or Head of Service's
perspective could be dlocated to this modd. From practitioners description of policy and
practice in these Careers Service Companies, we concluded that only two of the six Careers
Sarvice Companies were clearly operating in practice as described by the HOS or in
documentation. Two others would be classfied as drongly sdective and, in another, the
practice across the Careers Service Company and within school work had such high degrees
of variation that it could be classfied as mixed. The sxth Careers Service Company had no
practitioner respondent.

Mixed client contact systems: Group 2. Strongly selective with core blanket elements
and optional and variable levels of self referral approach.

Elements of such asystem include:
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An introductory tak (blanket) to the high priority dient groups ie 4, S5 and S6
(selective). A screening form is completed to alow the Careers Adviser and the school to
prioritise those for whom interviews will be aranged (selective). The priority sysem is
explaned to pupils a the introductory sesson and may be explaned to paents in
information leaflets and entittement Statements. Priority is given to those whose career
intentions do not gppear to match their subjects or ther likey attainment, those who show
high degrees of uncertainty with respect to career direction and are intending to leave
school within the current academic year, and those whose application dates gppear critica
(ie applications to universty). Those pupils likdy to use the placing/job broking service
of the Careers Service Company are aso likely to be given ahigh degree of priority.

The screening form commonly has a question asking pupils if they wish to have a careers
interview (self referral). Pupils who say “yes’ to this question may nonethdess be
identified as low priority (selective) for interview and may not receive one within the
current school yesr.

Access to individud vocationd guidance interviews is primaily on a priority system
(selective) but drop-in sessons where pupils can seek advice through a short interview
without an appointment are available (self referral).

Group sessons for pupils are planned around the priorities on screening forms and pupils
areidentified from these forms and asked to attend gppropriate group sessions (selective).

We identified ten Careers Service Companies where the stated policy or Head of Service's
perspective could be placed within this modd. As described above we asked practitioners to
describe policy in the Careers Service Company. On the basis of this evidence, we concluded
that five of the ten Careers Service Companies were clearly operating this way in practice,
two should be classfied as drongly blanket and one was classfied as mixed. Two Careers
Service Companies had no practitioner respondents.

Mixed client contact systems: Group 3. Strongly blanket with core self-referral
elements and optional and variable elements of selective approach.

Elements of such asysem include:

Interviews are organised for a whole year group: pupils do not have to request an
interview, it will be organised as amatter of course for them (blanket).

Within the interview programme, some pupils are given an ealier interview than others,
perhaps based on intended leaving date or post-school intention (selective).

Pupils can adso seek an earlier interview T they see the need or have access to a drop-in
careers clinic without appointment (self referral).

Group sessions on post-school routes are provided for selected pupils (selective).

We identified one Careers Service Company in which the stated policy or Head of Service's
perspective could be dlocated to this modd. The practitioner’s perspective was smilar. We
classfied two other Careers Service Companies as matching this model on the bass of
descriptions of practice.

Mixed client contact systems: Group 4. Varying levels of blanket, selective and self
referral elements

One Careers Service Company in practice gppeared to match the mixed model as described.
Usng this analyss, the overdl picture of Scottish Careers Service Companies can be seen in
Table 3.2.
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Table 6.2 Client contact systems among Careers Service Companies in Scotland

Strongly Strongly Strongly
Mixed client contact systems self referral selective blanket Mixed
HoS description of policy 6 10 1
Practitioner description of practice* 2 8 3 1

* three Careers Service Companies did not have a practitioner respondent

Developing new models of client contact

Philosophies and practices in school client contact sysems are the subject of lively debate
and grongly held convictions. Our research, however, suggest that an informed debate is
problematic because of the lack of common definitions and shared understandings of the
different contact systems, the discrepancies between dated policies and what happens in
prectice and the way in which gpproaches are frequently mixed in practice All of which
makes it difficult to have an informed discusson about the different types of client contact
sytems or to compare their effectiveness Yet fundamenta guidance issues underlie
decisons about client contact systems, for example, do al clients need to have contact with
the Careers Service; do they dl need an individud interview or, if not, what proportion are
likely to do so and a what point; are dients in a pogtion to identify their own guidance needs
and wha are the roles of Careers Advisars and guidance gtaff in this respect? The issues of
client contact sysems dso highlights tendons about where power and responsbility for
Careers Service drategy lies, for example, when the Careers Service § used as a delivery
mechanism for government policy (perhaps as identified by business targets), can a Carears
Service Company choose a system that dlows some of its client group to opt out of certain
inputs?

The common models of client contact systems - “blanket”, “sdective’ and “sef-referra/open
access’- are not hepful. They are inadegquate to encompass the complexities of practice, they
are not the subject of common understanding and do not provide a sufficient bass for Careers
Searvice Companies to discuss and plan thelr careers guidance provison. We would suggest
that there is a need for careers guidance professonds to develop new models of client
contact. Getting definitions of client contact systems right iS not an academic exercise but is
centrd to careers guidance, requiring Careers Service Companies to condder fundamentd
guestions about careers guidance.

Meaningful models of client contact systems that are understood and shared by management
and practitioners are dso necessary before it is possble to compare the effectiveness of
different contact systems. There is little research evidence available about the reative impact
of different client contact systems on clients vocationd development but we had hoped to
address the issue in this sudy. We had planned to classify the dlient contact systems in our
case dudy schools and relate this to effectiveness as perceived by pupils, teachers and
Carers Service Company daff. This proved impossible because we could not classfy the
client contact systems in a specific enough way because of the variaion between policy and
practice, the different understanding of the terminology, the variation in sysems between
schools in the same Careers Service Company and the way in which different gpproaches
might be taken to pupils in the same school eg a potentid 4 leaver compared with another
A pupil who planned to return for Sb. We concluded that athough our description of client
systemsis accurate, it is still too generd for this purpose.
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The interview system
In this section we turn to how the interview system operated in practice.

Getting an interview

Most Careers Service Companies across Scotland operated a system of diagnostic
questionnaires or screening forms to gather detalls of pupils school subjects, career interests
and intended leaving date and which usudly dso gave pupils the opportunity to request an
interview. These were usudly digtributed as part of presentations on the role of the Careers
Service Company, talks on post 16 options or other group work. In these Careers Service
Companies, pupils could dso request an interview outwith this sysem and both Careers
Advisars and teachers stressed that they tried hard to make sure pupils understood that they
could “interrupt” the set interview programme:
“They [ Careers Adviserg] try to emphasise that pupils can interrupt the system and ask for

an appointment when it seems urgent to them’
Area Manager

Some were unsure whether dl pupils did undersand this and in previous research, we found
that pupils were unclear about if and how they could interrupt the sysem (Howieson and
Semple, 1996).

During this research, it was evident that around haf of the Careers Advisers were clear that
targets for interviews and other work had an impact on how they responded to pupils
requests for interview.

In the Careers Service Companies that did not use diagnostic questionnaires, pupils could
complete an interview request form and the Carears Adviser worked to ensure pupils
awareness of the provison on offer through presentations, careers clinics, and a variety of
publicity:
“ Self-referral istriggered by induction talks at the beginning of the year, group work by the
Careers Advisersaspart of PSE, and where the Careers Adviser has been in the school for a

long time and is known”
Head of Service

Guidance daff played a key role in publiciang Caears Service provison, in identifying
pupils who needed an interview, in encouraging pupils to ask for an interview and in al types
of client contact or interview sysems. We saw in the previous chepter tha having an
individua discusson with a guidance teacher was one of the factors that increased the
likelihood that a youngster would have an interview. The role of guidance daff was seen as
particularly critical where s2if-referral systems operated in practice:

“ Self-referral depends on the school and guidance staff and their efficiency in sending,

referring, pushing people”

Head of Service

From our interviews across dl Careers Service Companies, it was aso clear that guidance
daff sometimes went further than just encouraging pupils to have an interview, to what one
Careers Adviser cdled “sdf-referra with a push’. One Careers Adviser described an extreme
example of this

“In some schools, for example, where guidance teachers remember the days of blanket
interviewing they hand out self-referral slipsto $4 pupilsand then | haveto sift through the
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self-referral slipsto decidewho to see. It’ svery difficult to break down this attitude among
some guidance staff although they’ ve had in-service on this.”
Careers Adviser

Sdf referral systems seemed to be less popular with schools:

“Theself-referral systemisoperating badly, young people don’t self-refer. Thestaff urgeand
tell themto self-refer. I’ d prefer a compul sory appointment for S4s because pupilsarebeing
missed out... it would be okay [with the pupils], particularly if they weretold it was part of
their PSE programme to find out what’s appropriate as a next step and that the careers
interview isakey part of this process. | wouldn’t support compulsory interviewsfor Sbsand
6s but would still want a good uptake at this stage.”

AHT

Some Careers Advisars in Careers Service Companies with a policy of sdf-referrd were
unsure about it:

“ Self referral can discriminate against the less confident young person. At school they are

guite good at encouraging young peopleto go for aninterview but I’ mstill a bit torn about

the interviewing system and wonder if it might be better for the client to be blanketed.”
Careers Adviser

“ Self-referral works better in the school where pupils are predominantly middle class and
aremorewilling to comeforward [and are not frightened of an interview, have good social
skillsand perhaps have met family and friends with different jobsand are used to discussing
ideas.]

In other schoolswhere there are more working class pupilsand they’ re more distant from
school and the teachers, it isalien territory and they are less used to discussing or being

asked by adults about their ideas about the future.”
Careers adviser

But other Careers Advisers thought that sdlf-referra was a more productive approach:

“ The ability of young peopleto handle a careersinterview improved when the Service moved
to self-referral. Previously the interview schedule was dragged out and was done
alphabetically. Now those who do refer can handle the interview” .

Careers Adviser

“ ...being moreclient centred it would seemto be a better option giving you more motivated
and interested young people to work with”
Careers Adviser

I nterview priorities

Interview programmes across Careers Service Companies were generaly based around
categories of pupils and their expected trangtions. It was common for interview programmes
to start with the expected S5 winter leavers, followed by HE applicants and then to move on
to those intending to leave a the end of the current sesson with perhgps priority given within
this group to those with apparent discrepancies in, for example, their grades and their career
intentions, and findly returning pupils Even where <Hf-referrd  operated in practice,
interview programmes tended to follow this type of pattern. This might be because of how the
Caears Adviser st interview priorities among those who requested an interview and/or
because of how presentations and other activities to encourage sdif referral were organised:

“ Careers Advisersdo publicity first to HE people and then to $4 leavers and from thiswill

get the natural referrals”
Area Manager
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Generdly priority was given to pupils who were soon to leave or have to complete UCAS or
other applications. Consequently 4 and S5 pupils who were staying on could sometimes be
pushed down the priority lig for interview. This raises issues about the management of
interviews and how well the interview sysem responds to individud needs as well as to
system factors such as when gpplications have to be completed.

Gengrdly, Carears Advisrs st interview schedules based on their own edtimation of
interview priorities, sometimes in discusson with guidance saff, even where a <df-referd
systemn did operate in practice:
“On my last interview day in the school there were sudden requests from 6 & S5 for
interview. | managed to see the S6s by rearranging some of the fourth years that had

requested aninterview but | didn’t seethefifth year s becausethey’ re coming back next year”
Careers Adviser

Although Careers Advisars and guidance dtaff explained the need to set priorities, they
acknowledged that pupils sometimes did not understand where they were on a priority list
and when they would get their interview. We would add that there is a more generd issue
about how wel informed pupils are about the mechanics of the interview system. As we saw
in Chapter 5, 38% d 4 pupils ether did not know they could have an interview or did not
know how to arange one. All of which would suggest that schools and Careers Service
Companies need to review the effectiveness of their information about access to the Carears
Adviser.

The management of interviews

In dl types of client contact systems, Careers Advisers had to manage their interviews over
the school year within a finite time dlocation. In dl types of interview systems but especidly
«df-referrd, the bunching of requests for interview a certain times of year put paticular
pressure on the management of the interview programme. A rush of interview requests might
be generated by other Careers Service inputs or arise from peer group influence or from
gpproaching deadlines or leaving dates, for example:

“it can be a problembecauseif theleader of the pack asks for aninterview everybody asks
for an interview so it happens in bursts. At one point X [ names Careers Adviser] had 50
requests for interviews and that is difficult to manage”

PT Guidance

“ certainly at UCASapplication times, work experience and the prelimresults, then demand
rises after this”
Area Manager

From Careers Service Company and school saff’s answers to our questions, it was clear that
across dl Carers Service Companies in Scotland waiting times for interview varied across
schools, even within the same Careers Service Company, and a different times of the year.
At one end of the spectrum, schools reported that pupils were generdly seen within a few
weeks after requesting an interview if necessary:
“ the Careers Adviser isvery flexible and responsive, the slowest response when someone has
asked for an interview has been three weeks but youngster s have al so been interviewed the

next day if they are a priority”
PT Guidance
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At the other end of the spectrum, a wait of up to five months for some pupils was quoted as
not unusud. We were unable to cdculate an average figure for waiting times snce the
necessary information to do so was not available from Careers Service Companies or schoals.

Among pupils in the case study Careers Service Companies who had got an interview, a
mgority thought that it had been a the right time for them (60 % of $4s and 75% of Sbs).
But there is dill the issue of those whose interview is ddayed. In earlier research, we
identified delays in pupils getting an interview after requesting one because of the way the
priority sysem worked and found that it was a source of dissatisfaction among pupils
(Howieson and Semple, 1996). In this research, we found that 19% of $4 and 28% of S5
pupils who had not had an interview had requested one but it had not been arranged. We
recognise that “requested” may mean different things to different people. A pupil who ticks a
box saying “Do you want a careers interview? may be dlocated a low priority for an
interview because of the Caears Adviser's assessment of the screening form. This
misunderstanding needs to be addressed.

The results of the pupils survey indicate the importance of pupils interview with the Careers
Adviser being a the “right time’ for them. This was the mog critica factor in pupilS opinion
of the usefulness of their interview.

We have dready made the point that the problem of long waiting times for interviews is
compounded when pupils are not kept informed about when their interview will take place:

“ther e’ sthe problem of waiting times. Onereason the system doesn’t work well isthat those

down the list think they’ ve been forgotten”

PT Guidance

In Careers Service Companies where sdf-referrd systems did operate, dl of those involved
acknowledged that waiting times of beyond three to four weeks defeated the object of sdf-
referra ie interviewing pupils at the point they see as appropriate.

A number of school daff commented postively on the efforts that the Careers Service
Company made to try and contact pupils who were poor attenders or nonattenders:

“He' s (the Careers Adviser) very keen and even visits young people at home or seesthemat

the careers officeif they'reill or school refusers’

PT guidance

Careers Service Companies are aware of the problem of poor attenders or truants and, as the
quote above illugtrates, they try to respond to it in various ways. When we andysed the data
from the pupils survey, we found that truancy was a dgnificant factor in explaning pupils
lack of contact with the Careers Service in fourth year. Other research has demonstrated not
only the negative impact of truancy on atanment but dso its continuing effect: truancy is a
factor in poor post-school outcomes (eg Biggart, 2000) so that it is vita that the Careers
Service edtablishes contact with these youngsters. Current initiatives, such as On-Track, that
a number of Careers Service Companies are involved in may be one way to address the
problem.

Careers Service Companies stated they were keen to be as accessible to pupils as possible and
a number reported changes to their system, sometimes in response to comments made as part
of dient evauation:

“We had done our own survey three years ago. Quite a lot of young people said it [their
careersinterview] wasn't at the right time. Because of thiswe changed our practice so asto
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be more accessible, for example, using drop-in clinics to combat the rigidities of the
interview system”
Area Manager

Careers Sarvice managers were keen to build more flexibility into the system for a variety of
reasons, including as a way of making better use of resources, for example, by mixing long
and short interviews in the same day and by interviewing different year groups a the same
time of year:

“We' retrying to makeinterview schedules more flexible, for example, why could the Careers

Officer [sic] notinterview $4, S5 and S6 all inthe one day? Previously it used to be S5 from

November to December”
Area Manager

Pupil preparation for interview

Preparation of pupils for their careers interview by schools appeared to be reatively limited
and it dso varied across schools. On the whole, most Careers Advisers thought that the
mgority of pupils whom they interviewved were unclear about the purpose of the interview
and about the role of a Careers Adviser and might aso lack a basc knowledge of post-16
opportunities. We saw in Chapter 5 that only around a third of $4 pupils who had had an
interview reported that they had known what to expect dthough a higher proportion (43%)
had discussed the careers interview in class or with their guidance teecher. It is dso the case
that most of them would have been given or sent leaflets by the Careers Adviser explaining
the Careers Adviser role, describing what happens a a careers interview and the sorts of
things that they should think about before ther interview. Most Careers Service Companies
use such ledflets and some have packs on preparing for a vocationa guidance interview.
Apart from how much preparation takes place, whether by schools or by the Careers Service
Company, the key issue is whether or not it is effective:

“ Because youngsters' level of awarenessis so low, last year | asked x [ PT guidance] if |
could look over the PSD programme to see if they

were actually covering some of the issues. The PSD programme did include options
awareness. | don’t know whether the methodology might have been wrong or if it simply
wasn’'t goingin.”

Careers Adviser

A mgority of Careers Advisers thought that they had to spend vauable interview time

covering basc points about what would happen in the interview and doing what was
sometimes described as a“mini careers education programme’:

“1’ve commented to the school that young people sometimes come to the interview not
knowing what it’s going to be about so | have to run through the same framework each
time...”

“1 end up giving alot of careersinformation in interview rather than doing guidance. It’ snot
just that young people are not clued up about the labour market, they also have a poor level
of awareness about opportunitiesin FE. They' re maybe aware of a course but they really
don’t have much of a clue about the different level of cour ses, the entrancerequirementsand
the personal qualitiesthat are required. Even fairly academic S5 and S6 pupils might not
know about entry requirements for degrees.”

Careers Adviser

Apart from the school and the Careers Service doing more to ensure that pupils are aware of
the purpose of a vocationa guidance interview and have sufficient careers-related knowledge
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and are able to get the most out of a careers interview, a number of Careers Advisers thought
that more group work with pupils prior to ther interview would be a productive strategy and
we discuss thisin the next section.

Group Work

When we asked about group work, most teachers and Careers Advisers referred to talks by
Caers Advisars. We think it is useful, however, to diginguish between taks and group
work. By talks we mean presentations by the Careers Adviser to large groups of pupils (class
sze or the whole year group) where there is limited active involvement of pupils. By group
work we mean more interactive sessons with groups smdler than normd class sze or year
group on a targeted bass. Group work in this sense was limited in most Careers Service
Companies. The results of the pupil survey in the case sudy Careers Service Companies
reflect this, with very smdl numbers of pupils reporting participation in a group sesson (14%
of SAsand 6% of S5s).

In practice, the sze of group the Careers Adviser was expected to handle could vary from a
full year group of more than 100 to a smdl group of hdf a dozen, and this required both
flexiblity and a high skill level from the Careers Adviser. Most Careers Advisars recognised
the limitations of sessonswith large groups of pupils:

“ The sort of option talksto big classes where there' sa wide range of youngstersinvolved is

not really that useful other than as a way to get your face known.”
Careers Adviser

Some Careers Service Companies had prepared central packs of materials to support staff, but
severd suggested tha more Saff development on handling group work was needed by

Careers Advisers. A number of teechers were dso criticd of Careers Advisars ability to
handle group work.

The most common types of smal group work were subject choice sessions with S2 pupils
and on specific topics such as post-school options, occupational groups, interviewing skills,
debriefing of work experience and labour market information.

Four Careers Service Companies showed evidence of having undertaken dSgnificant
development of group work in schools.

“In S3 nothing was happening in terms of Careers Education so | offered to do a session. |
used Microdoor s print-outs of 15 common jobs, which youngstersthen used in groupsto turn
in to posters and give feedback to the class, this was devel oping teamwork skills, access
information and presentations to large groups.”

Careers Adviser

We found little support among Careers Advisars or teachers for the idea that smal group
work might replace interviews for certain pupils. As we described earlier in this chapter,
Careers Advisars and teachers generdly believed that al pupils were entitled to an interview
and that the individud interview was the “best” form of input. Careers Service Company
managers were more likey to think that smal group work might replace interviews, if only in
a limited way ie for some pupils & some stages. This was part of the developing view among
managers over the period of the research, that Careers Service Companies need to develop
more varied gpproaches, including small group work as wel as different sorts of interview.
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However, a number of Careers Advisers believed that smal group work could be used as an
effective supplement to interviews in severd respects. Young people who had had a group
sesson with the Careers Adviser before the careers interview were thought to make more
progress in the interview. Group sessons aso enabled the Careers Adviser to cover certain
information more efficiently with a group rather than having to repeat it & a number of
interviews

“1f | could get the six or seven interviewees together in the morning and go over the purpose

of the interview it would be better.”
Careers Adviser

“ It would be good, for example, to take all my nursery nurse interviewees together in the
mor ning to do a group session. Thiswould include an introduction and a class exer cisetoget
themto ook at entry and personal qualities necessary and maybe get them thinking whether
or not they might be quite so suited asthey thought and therefore the interview could explore
alternatives. This would help to maintain my enthusiasm” .

Careers Adviser

Group work dfter interviews was less commonly mentioned but a number of Careers
Advisers thought thet this would be a useful drategy to check the extent to which individua
action plans had been acted on and generdly review pupils progress after ther interview.
One Caears Adviser likened it to the sort of customer care programme that many
organisations have. Another benefit of post interview sessons that was identified was its role
as an evaduation tool since it would enable the Careers Adviser to assess the effectiveness of
the interview.

Targets had had some effect in promoting group work as Careers Advisers began to actively
seek ways of meeting the Careers Service Company’s targets for group work in ways that
might be useful for schools and pupils.

“| started to draw back from 2 and S3 work substituting it with $4 leaver group work. | had
to do thissincel had targetsto meet although | couldn’t say thisto the school and hopefully
the 4 group work was meeting a real need.”

Careers Adviser

Neverthdess, a condderable number of Careers Advisers thought that ther interview targets
restricted their opportunity to undertake group work.

“I"msureif | suggested some group work on a pilot basisthat x [ Area Manager] would be

agreeable so long as | still achieved my interview targets in the 40 days allocated to my

school work. But my interview targets are set on the basis of what is achievablein 40 days’
Careers Adviser

“ Most peoplefeel the same and would like to do more group work but arebogged downin 9
interviewsaday...I'dliketo build in moreflexibility for group work, perhaps for diagnostic
groups to identify those needing help or giving some group work on occupational areas”

Careers Adviser

While many of our respondents supported the view that more use should be made of group
work, it was suggested that some schools found it difficult, or were unwilling, to organise
group work sessons for the Careers Adviser (especidly if the group of pupils was smdl in
9ze) because of time-tabling condrants and unwillingness to lose time from subject
teaching:
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“ X [names Careers Adviser] and her predecessor havetried to organise their availability

and I've tried to organise teaching time to ensure that they're [pupils]available at the

appropriatetime, but both departments and parents want to protect subject teaching time.”
PT Guidance

Where schools did not have much time-tabled PSE or socid education time, then the
organisation of groups was even more difficult:
“ The problem would be thelogistics of group work for the school ... schools are very busy
places and the Career Serviceissometimes marginal toit. A problemin Xisthere snoreal

PSE so it’s not possible to access pupils through this asit isin many other schools’
Careers Adviser

We would suggest that access to groups could be more difficult to negotiate if Careers
Advisers did not offer a professond rationae as the key reason. Where “efficient use of
time’ was the main réaionae then there is a tenson between the Careers Service need to
make best use of its time and the school’ s need for efficient use of teaching time.

Careers education

The extent and nature of Careers Advisars involvement in the design and delivery of careers
education varied across Careers Service Companies and dso across schools within the same
Careers Service Company:

“ Careers Adviser involvement in careers education varies mainly by school although their

involvement does have to follow the Company policy on careers education”

Area Manager

The differences across schools in the extent of careers education provison and the different
expectations of schools of the Careers Service both contributed to the differences in Careers
Advisers involvement.

The generd trend across Careers Service Companies was for Careers Service Company
management to emphasise the Careers Adviser’s role as a consultant rather than being
directly involved in ddivering inputs. Increesingly Carears Sarvice Companies were offering
consultancy services on careers education programmes, training on computer packages or on
labour market changes or careers education materids jointly designed with teachers. The
Scottish  Office funded initiative, Carears Educetion Teschers Initistive, was used in
conjunction with locd authorities to deliver joint training for Careers Service and school
daff. A number of teechers commented postively on the increase in the amount of joint
traning.
The rationale for this appeared to be based on the need to prioritise resources (that ddivery of
careers educdtion is not the most effective use of Careers Advisars time) rather than a view
that it was an ingppropriate activity:
“ | would expect careers advisersto be aware of what is happening in the school’ scareers
education provision, to make themsel ves available as consultants to discuss things, but their
involvement in delivery would be limited because of resources. Ideally, however, I'd like
careersadvisersto do abit morein delivery terms...Both guidance staff and careersadvisers
agree that it is sometimes useful for a careers adviser to do a part of careers education,
youngsters appreciate a different face, and fromthe careers service point of view, it raises

their profile in the school”
Area Manager
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Schools commonly wanted the Careers Adviser to do some delivery of careers education and
a subgtantid proportion of Careers Advisers whom we interviewed were unhappy with the
trend to redtrict their direct role in the delivery of careers educetion:

“1 don’t really like the way Careers Education involvement is going much moretowards a

consultative role than helping in delivery. | personally like to be more hands-on.”
PT Guidance

and

“1 would like to use the Careers Service more in social education and working with
youngstersinthe careerslibrary. Social education teachersdoing careerseducation have no
training in it... I’d like to see a slot with the careers officer working with groups of
youngsters but there is no time from the Careers Service point of view”

PT Guidance

There were some early dgns that the socid incduson agenda might reverse this trend away
from ddivery, paticulaly with respect to early intervention initigtives and to programmes
like “On Track” and “Trandtion Teams’ which may require condderable investment of time
from Careers Advisers. In addition, the introduction of careers education programmes such as
“The Red Game’ with different ages of pupils is likely to increese a Careers Advisr’s
involvement with a school, perhgps most commonly in partnership or associate-ship mode
(Edwards et al, 1999). This might involve planning and evauation and/or direct ddivery of
particular gppropriate inputs.

There were few examples of the Careers Adviser being used to help evauate careers
education. This may wel be an aea for devdopment, paticularly through the use of
evidence from the skills and perceptions demonstrated in careersinterviews.

A few respondents made the point that the role of the Careers Service in careers education
had to be consdered in reation to the wider government agenda of “Educetion for Work”,
one part of which has increasingly been seen as careers education.

“| feel that careers advisors will lose out if they withdraw from Careers Education and |
would question how the Education for Work agenda will beachievedif they do so. Itwon’t be
if they [ Scottish Executive] expect it to be delivered by teachers’

EBP Manager

The extent to which Carears Advisars were familiar with their schools careers education
programme varied from those who had a reasonable overview of the various inputs that
pupils would experience through to those - alarge minority - who did not:

“When I’ minterviewing a youngster I’ d generally know what they are getting but wouldn’t

necessarily know when they get it”
Careers Adviser

and

“1”mnot absol utely sure of the content of careers education...l’ mso busy interviewing that
I’m not always aware of what’ s going on”
Careers Adviser
Getting up-to-date copies of schools careers education programmes seemed to be an issue in
many schools (a dtuation replicated in other research and training courses in which the
researchers have been involved):
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“ 1" ve been asking for copies of the careers education programme to be attached with the

Service Level Agreement, but not many school s have given us copies of the careerseducation

programme yet.”

Area Manager

Few were familiar enough with provison to be able to plan ther inputs to fit in with pupils
carers education. Also, as the following quote highlights, the ability of Careers Advisars to
integrate their provison with schools careers education is not only dependent on ther
awareness of the programme but aso on its qudity. One Careers Adviser was in a postion to
contrast the gtuation in his current school with that in a previous schoal:

“| have a copy of the careerseducation programmebut I’ mnot involved init. In X[ namesan
English Careers Service] | had the careers education programme and knew exactly who was
getting what and when and | slotted in my own group work accordingly to articulate with
that. In the school there, the careers education programme was very tightly scheduled so |
knew exactly when things were happening.”

Careers Adviser

It may not be coincidentd that he was referring to his experience in an English Careers
Service Company and school. As we have noted earlier, in contrast with Scotland, there have
been for a number of years targets in England and Wales for careers education and guidance
a key dages of the Nationd Curriculum and learning outcomes for careers education from 5
18 (Howieson and Semple, 1999).

The respective roles of the Careers Service and the Education Business Partnership (EBP) in
careers education and in education industry activities varied condderably across Careers
Service Companies. This largely reflected the high degree of variaion in EBPs themsdves
across Scotland in terms of how they are condtituted and managed, their levels of gaffing and
their particular emphases. In two areas the EBP work was managed by the Careers Service
Company. In others the organisations functioned separately.

An effective approach could be seen where the Careers Service Company and the EBP
planned developments together and had complementary roles, for example, the EBP
providing money and staff to start df new work in schools and the Careers Service Company
helping schools to embed provison through incorporating new devdopments in SLA
negotistions. One EBP Manager described a number of the EBP's programmes and
commented:

“The Career Service figures in all of these, for example, by inputting up-to-date |abour

mar ket information and following up in school with interviews.”

EBP Manager

There was condderable potentiad for confuson and overlgp between Careers Service
Companies and EBPs. This was not heped by the changing nature of the definition of what
was covered by Education for Work. Initidly policy satements were clearly focused on what
might be termed “education/industry links’ and very soon afterwards “enterpriss’ was
included. When the term “and careers education” was increasingly added, disagreements on
roles and responshilities became more gpparent. Policy datements did not define the
respective responghbilities of the Careers Service and the EBP so that relationships had to be
negotiated localy. Particular difficulties arose where both organisations took a proactive
gpproach to generating and developing work. In some cases loca agreements between the
Careers Service Company and the EBP were worked out:
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“The agreement arose from a confusion of the roles which was evident among Board
members of both organisations, as well as confusion among other agencies and indeed
among EBP and Careers Service staff.”

EBP Manager

We have noted earlier that Careers Education Management Teams in schools in severd
Carears Sarvice Companies were including EBP representatives in discussons in an attempt
to apply a patnership agreement at the level of locd ddivery to pupils and teechers in
schools. While this might work well where an EBP had a number of <aff, it would be
impossible to copy this approach where an EBP with only one part-time member of gaff.

While the overlap between the two organisations was perhaps most gpparent in the delivery
of Education for Work to schools, there were dso some difficulties with respect to
approaches to employers.
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CHAPTER 7/

THE CAREERS SERVICE WORK IN SCHOOLS: CLIENT
GROUPS, ORGANISATION AND RELATIONSHIPS

Introduction

The previous chapter focused on the Careers Sarvicg's direct involvement with pupils in
school. This chapter looks more widdy a its role in school and discusses issues about the
nature and needs of its client group, its satus in schools, its links and relaionships with
schoals, and what congtitutes an effective Careers Adviser in the context of school work.

SUMMARY AND ISSUES

The full school client group

The current variaion in careers education provison in Scottish schools means that careers
education cannot replace the need for careers guidance nor is there evidence that careers
education can replace careers guidance.

The policy focus on incluson has added to the debate about whether dl pupils need
contact with the Careers Service. Some of our interviewees consdered that academic
pupils had less need of contact and that the Careers Service should focus on the less
academic or disadvantaged. The evidence from this and other research, however, does not
support the view that academic pupils do not need or want careers guidance. There is dso
adanger that the needs of the middle attaining “ordinary” pupil may be overlooked.

Mogt Carears Service Companies were withdrawing from work with S2s but there was
condgderable demand from pupils and schools for involvement a this stage. Other
research has identified the importance of inputs in the lower school when pupils career
idess are formed.

Priorities and pupil needs

Most Careers Service Company staff supported the idea of al pupils having contact (and
preferably an interview) with the Careers Service but recognised that priorities have to be
set. Careers Service Companies have to reconcile available resources, pupil needs, school
demands and requirements on them arising from government policies.

The research found little evidence that priorities were set on the basis of the identified
needs of individud pupils taking into account their paticular dage of vocationd
meaturity.

Priorities were based on the percelved needs of categories of pupils and government
priorities and focused on externdly prompted trangtions with little account taken of
persondly prompted trangtions. Sef-referrd systems tended to respond to pupil demand
rather than identified pupil need. Identification of individud cdlient need was mogs likey
to happen as part of the guidance process when a client was interviewed.

There is a need for more sysematic identification of individud pupil need then the
current diagnogtic questionnaires that are typicaly used to establish the level and types of
careers guidance each pupil requires. It is likely that a range of drategies, not just the
interview, are necessty to meet the paticular needs, learning dyles and career maturity

121



The Effectiveness of Careers Services

of individuds. Issues rdating to the identification of need are discussed further in Chapter
12.

Current work is heavily based on the full vocationd guidance interview and Careers
Advisars and teachers believed srongly that this is the “best” sort of input. But there is
evidence that various combinations of long and short interviews, group sessons and
planned individua use of information and guidance sysems are more effective in moving
clients forward in their career thinking.

The current system of Business Activity Targets that Careers Service Companies work to
is not gppropriate for an gpproach based on individua need.

Carears Service Company managers generdly tried to ensure a Smilar level of Careers
Sarvice input across schools with the level of service based largely on the school rall.
There was a common view that it was necessary to prevent a more demanding school
getting a higher levd of Carears Service input than others were. However an issue is
whether some of the variation in school demands arise from differences in pupils needs
and are therefore justifiable.

Careers Sarvice Companies record their activity with the different year groups. They did
not collect and use information drategicdly to develop an understanding of which pupils
in each school had contacts with the Careers Service, and the triggers for contact, or to
gan a picture of those pupils with less or no contact. The computer sysems coming into
operation in Careers Service Companies offer the potentia to develop such guidance
management information systems.

School-Careers Service link

A common arangement was for the Careers Service to liase with a nominated member
of daff, usudly a guidance teacher, about the organisation of interviews and other
Careers Service inputs on an everyday basis.

Careers Service Companies and schools generdly preferred the system of a single contact
person on the school daff because it is adminidrativdy efficient but it could have the
effect of distancing the Careers Adviser from other members of the guidance team.

The research showed that how the school-Careers Service link is structured is critica to
the integration and profile of the Careers Advisr in the school and to widening the
ownership of careers education and guidance in the schoal.

Severd Careers Service Companies had or were introducing Careers Education
Management Teams (CEMTS) to involve a wider range of school daff including a
member of senior management. CEMTs have the potentid to co-ordinate and integrate
CEG provison and to link careers provision to school policy and development planning.

Service Level Agreements
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All Careers Service Companies had a Service Level Agreement (SLA) with each school
that sets out Careers Service input to the school and the responshilities on each sde. All
Careers Service Companies had annud or termly reviews of the SLA to monitor progress.

The SLA is the main vehide for negotiating the formal relaionship between a school and
the Careers Service Company. Over the period of the research, it became more common
for senior management (on both sides) to beinvolved in SLA negotiations.

There was variation across Careers Service Companies in how ghtly SLAs were applied.
In around haf of the Careers Service Companies both Careers Advisers and school gtaff
believed SLAsredtricted the Careers Advisers flexibility to respond to school requests.
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A high level of prescription could arise because Careers Service Company managers saw
the SLA as a mechanism for managing resources and Careers Advisers workloads
epecidly within the context of a standdtill budget and to ensure equity of Careers Service
provision across schools.

Most Careers Service Companies believed that in practice SLAs met Careers Service
needs rather than those of the school.

Schools were more likdy to be proactive in usng the SLA to secure the provison they
wanted where senior management was committed to and recognised the importance of the
Careers Service and CEG.

The status of the Careers Service in school

Caears Sarvice Companies saw SLAs as hdpful in darifying the obligations of the
school as wdl as of the Careers Service and providing an opportunity to address
outstanding ssues with the school in a context where the Careers Service had no rights of
access to schools, to reports on pupils or to involvement in the curriculum.

The Caears Service has a “conditiona” satus in schools and must negotiate and
persuade school staff. In this Stuation, Careers Service dtaff were sometimes reluctant to
push issues with school's despite the opportunity provided by the SLA negotiations.

Careers Service managers in particular thought that Careers Advisers should be more
prepared to chalenge schools. However there is a clear tenson between this and how
schools judged the effectiveness of a Careers Adviser: a key indicator for them was that
the Careers Adviser fitsin with the needs of the school.

Longstanding difficulties such as Carears Service access to pupils, the provison of pupil
reports and accommodation for the Careers Advisr remaned live issues with some
schools.

Generdly a member of school SM had formd respongbility for Careers Service liaison.
Both Careers Advisers and guidance teachers saw ther commitment and involvement at
gppropriate points as critica to the Careers Service profile and satus in the school. We
found that school SM commitment to and involvement with the Carears Service and CEG
varied across schools.

Carears Sarvice work was not generdly part of schools Development Plans but some
teachers and Careers Advisers felt that the Careers Service needed to link its work more
explicitly to schools development needs; this would help to raise the status of the Careers
Sarvice in schools and promote its integration. The development of socid incluson
initigtives in schools may be one area where Carears Service Companies could most
eadly relae their contributions to the achievement of the school’ s development aims.

The impact of the changed management of the Careers Service

Some school daff had not noticed any difference in the service to their school and to
pupils as a result of the re-organisation of the Careers Service while others attributed any
changes the particular Careers Adviser attached to the school. But some did think that,
oveadl, the Caears Service had changed, developing a more businesslike and
professiona approach.

School-Careers Service relationships

It was clear that informd links and individua rdationships were criticad to a good school-
Careers Service relaionship and that individual teschers and careers advisers could have
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a mgor impact on the Caears Service work in schools. But while individuds are
extremely important, recognition of this should not lead to organisstiona and structurd
factors being ignored.

The Careers Service-guidance team rdationship was seen both by school and by the
Carears Savice as the key rdationship. In most Careers Service Companies the policy
was that Careers Advisars should atend guidance meetings regularly but this did not
dways happen in practice. However, Careers Advisars generdly had regular informal
contacts with their contacts in the guidance team careers. Schools commonly wanted
greater Carears Service involvement with guidance and other teachers including the
provison of in-service traning but the extent to which this hgppened was often limited by
the Careers Advisers time congraints.

Both guidance teachers and Careers Advisers identified the interest and commitment of
senior management in a school to careers education and guidance and the role of the
Careers Service as critical to an effective school-Careers Service relationship.

Continuity of Careers Adviser was seen by schools as criticad to building up productive
rdaionships. A number of schools were unhgppy about a lack of continuity, usudly a
result of staff turnover rather than policy. However there were few examples of structured
induction programmes for Careers Advisers starting work in anew schooal.

An edablished cdlasdfication of school-Careers Service rdationships comprises three
models. “pardle provison®, “pyramidd provison”; and “the guidance community”. The
common school-Careers Service rdationship in Scottish Careers Service Companies
could be classfied as “pyramidd”. In this modd the careers interview is seen as the
culmination of the CEG process with the school and the Carears Service working farly
separately towards it but with good exchange of information.

This dasdfication of the school-Careers Service rdationship is a useful basis from which
to andyse the complexity of the Careers Service work in schools which might be helpful
to Careers Service Companies when reviewing their role and relaionshipsin schools.

An effective Careers Adviser
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Schools had consgtent views about the characteristics of an effective Careers Adviser.

These included:

» flexibility and willingness to get involved beyond the letter of the SLA;

= the ability to fit in with the needs and approach of the school and able to respond to
school requests without dways checking with their manager;

= a person who is approachable by pupils and teachers and able to build rapport with
pupils;

» rdiable and

= wadl-informed about FE/HE and the labour market and keeps guidance daff up-to date
with such information.

Caears Service Company daff identified a number of skills necessary to effectiveness,
some of which were smilar to the schools view: communication skills the ability to
relate to different types of young people and different types of schools, negotiating skills,
organisational  skills, keeping well informed about educetiona developments as well as
caears information; the ability to update skills and knowledge, and identifying and
passing on issues to Careers Service Company management.
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FINDINGS AND DISCUSSION

The full school client group

The question whether dl pupils need contact with the Careers Service is one that arises from
the results from our survey, our interviews with Careers Service Company, school and other
stakeholders aswdl as from consderation of client contact systems.

| s careers education enough?

An argument that is sometimes advanced is that contact might not be necessary where pupils
have comprehensve and progressve careers education and easy access to careers
information, including ICT programmes. Research evidence suggedts that careers education is
an essentia preparation for effective use of careers guidance (Watts et al, 1996). Our survey
of pupils showed that regular careers education contributed to their career-related knowledge
and underganding and to the chances that pupils would find ther interview with a careers
adviser useful. But we are not aware of any research that shows tha careers education can
replace careers guidance. In practical terms, careers education in Scottish schools is not well
enough developed to mean that some clients do not need to use the Careers Service. Our
research shows a subgtantid inequality of careers educetion provison for young people
across schools. As we have noted, in Scotland there are currently no targets or learning
outcomes st for careers education and guidance as is the case in England and Wales
(Howieson and Semple, 1999).

A lage mgority of $4 pupils in our survey reported having careers education classes (84%)
but the frequency of these classes varied across Careers Service Companies, and between
schools within Careers Service Companies and pupils opinion of its vaue dso differed
across schools. Both school staff and Careers Advisars whom we interviewed thought that
careers education was patchy in extent and variable in qudity, and a number contrasted its
margina position in Scotland compared with England:
* Careers Education varies from school to school. Most probably have something in placefor
S1-$4, but there’ svariation especially for S5 and even more so for S6. Part of the problemis
that thereareno rulesin Scotland about Careers Education, schools are not obliged to do
anything and there’ s not the same money put into it asin England... some schools only pay

lip serviceto it now. There’'s a huge variation in how committed schools are”
Area Manager

The research carried out as pat of the development of a National Framework for Careers
Education in Scotland found smilar variation (Semple, 1999).

Careers Service Company role with academic pupils

Opinion varied among Careers Service daff but, on baance, the view was that dl pupils
should have contact with the Careers Service and preferably should have an interview.
However, while the genera view among the Carears Service was that dl pupils should have
contect, the Careers Service has adways had to decide on prioritiess which pupils should
receive which sorts of inputs and when. Here matters become more difficult with the need to
reconcile avalable resources, pupil needs, school demands and government policy and
priorities.
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A number of interviewees expressed the view that academic pupils had less need of contact
with the Carears Service which should, therefore, focus its activities on the less academic or
disadvantaged pupil especialy when resources are limited:
“1f the Company is only getting X amount to pay for X careers advisers then they cannot
service everyone...should schools with a high proportion of youngsters going into higher

education get as much input as those with a higher percentage of poor souls?”
CSC Board Chair

This was suggested particularly by Careers Service Boad membes and dso by some
teachers and a few Careers Service Company daff. Such “re-focusng” of Careers Service
work has been happening in England as a consequence of the way in which the Government’s
socid incluson agenda is being tackled there. While it is the case that some pupils have less
in the way of family resources to support them in ther trandtions eg youngsters with
unemployed parents (Howieson and Semple, 1992) there is no evidence that academic pupils
are more vocationdly mature, have a higher level of decison-making skills or have less need
of careers guidance than other pupils. In our survey, academic pupils were no more likely to
be sure about their career ideas than other pupils, and were just as likely to express a need for
careers guidance. A number of Careers Advisers described the needs of academic pupils for
Careers Service Company input and a few of our interviews also raised the issue of drop-out
from Higher Education which, of course, has a consderable economic cost to society, apart
from the persond cot to the individud.

“ Academic pupils certainly need more than just information, some don’t have a clue what

they want to do or may get less good grades than expected.. .they need to be guided through

the pathways, calmed down - some are very stressed about the future when they’ re under so

much pressure from school and their parents’
Careers Adviser

and

“fromwhat | have seen HE applicants are more likely to drop out now or not cope with it
..it"sa combination of struggling to make the break fromhome and possibly financial issues”
CSC Board Chair
It was common for those who felt that the Careers Service should re-direct its attention from
academic pupils to suggest that school staff were able to take care of academic pupils because
they were familiar with information about higher education. Indeed, this is the current
position in England where many Careers Service Companies are focusing on pupils at risk of
not achieving their learning targets and school daff are being expected to meet the needs of
other pupils. Whether school staff have the ability and time to do so has Hill to be established
but, in any case, it is based on the view tha academic pupils only need careers information
and do not aso need careers guidance.

Input in the early stages of secondary education

There is the issue of what levd and type of contact is necessary a the different stages of
secondary school. The Guidance for Providers of a Carers Service changed the datus of
work with S2 pupils who were no longer classfied as a key dient group and incressingly
circumgtances have meant that Careers Service Companies have had to review their work in
. A number of Caeers Service Companies were withdrawing from, or reducing ther
involvement in the S2 subject choice process. This might be for severd reasons. the need to
focus resources on the upper school and/or to re-focus resource on socid incluson initiatives
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(some of which might include contact in S3 but only with certain pupils identified as needing
early additional support). There is the argument that Careers Service input at the S2 option
choice stage is a hangover from the time when this was a critical choice for young people but
that snce the Nationa Curricular Framework it is not such a crucid trangtion point and so
Carers Service Company involvement is less necessary. Nevertheless, few Careers Advisers
reported less demand from schools, or pupils and their parents, indeed Careers Advisers
frequently commented that S2 pupils were heavy users of drop-in sessons a the time of
option choice.

We know from this and other research that there is a demand from pupils, their parents, and
schools for Careers Service involvement lower down the secondary school, especidly in S2.
However, a substantiadl magority of pupils we surveyed (46%) in the case study Careers
Service Companies, reported that they had not had contact with the Careers Service before
SA. Demand is not the same as need but other research evidence does suggest a need for
Carers Service Companies input in the early stages of secondary school. This evidence
shows the extent to which pupils attitudes (often Stereotypical) to different career aress are
formed a or before this early stage: these can be chdlenged at this point but are not easly
shifted later (Munro and Elsom, 2000). Indeed the increasing interest in developing careers
work in primary schools illugtrates recognition of the importance of early inputs. This is
evident in the forthcoming National Framework for Career Education in Scotland (LT
Scotland, forthcoming) which will cover young people from the age of 3 up to 18. It is likey
to provide an opportunity for Careers Services and EBPs to asss primary schools in
developing world of work exploration activities. It is clear, however, that responding to the
potentia needs and demand in the lower secondary school and in primary school would have
magjor resource implications for Careers Service Companies.

Priorities and pupil needs

Under the Guidance Framework for Careers Service Companies (SOEID, 1998) pupils have
an entittement to the opportunity of an interview at some point between $4-S6 stage. Within
HA-FB, Caeas Savice Companies have generdly given more emphass to working with
particular year groups. During the research we saw changes in the year groups concerned. At
the beginning of the project Careers Service Companies were giving more attention to work
with S5 rather than S4 pupils reflecting the priorities they had been asked to follow by the
Scottish Executive. During the period of the research, Careers Service Companies were then
expected to focus on specific types of pupils lower down the school in response to the socid
incluson agenda. A later change of emphass came with the requirement for the Careers
Searvice to do more with 4 as a result of the implementation of Higher Still and the guidance
needs associated with the new range of units, courses and group awards it introduced.

All Carears Service Companies had Business Activity Targets for the number of full and
short interviews and group sessons with $4, S5 and S6 pupils. Careers Service Companies
themsdves st provisond targets which were then discussed with the Scottish Executive and
either accepted or re-negotiated. Careers Service Companies varied in the extent to which
these targets were seen as flexible and whether they were alocated to Careers Advisers on an
individud basis (this is something we discuss further in Chapter 12). Here we are concerned
amply with the fact that Careers Service Companies work on the basis of projections about
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the numbers of pupils in each year group that they expect to have contact with, and the type
of contact that thiswill be.

Individual pupil need

Where does pupil need and, in particular, individua need come into dl of this? So far our
discusson has been in terms of the Careers Service's role with specific year groups, types of
young people and government priorities. This reflects how virtudly dl of our interviewees
talked about the work of the Careers Service and how its priorities might be set. We found
litle evidence that Careers Sarvice Companies, including those with a sdif-referrd system,®
based their drategic planning on the identified needs of individuad pupils, taking into account
ther paticular dage of vocationd maturity and “persondly prompted trangtions’ as wel as
“externdly prompted ones’. It is important to note tha while sdf-refera sysems would
seem to be a way to respond to pupil needs, it is more accurate to say that they respond to
pupil demand and this might not be the same as their needs.

We have discussed the different sorts of trangtions esewhere in this report. We note that the
Carers Service's focus is on externdly prompted trangtions, that is those that have arisen
from how the education, training system and the labour market operate eg when leaving deates
occur, when gpplications must be made to FE or HE or when entry dates to opportunities
occur. We dso note that this focus has arisen in pat from the guidance given to Careers
Service Companies by the Scottish Executive, and the expectations of stakeholders. When we
asked about pupil needs, Careers Service Company staff (and teachers) responded in terms of
categories of pupils eg summer leavers, UCAS gpplicants. Less attention is given to
“persondly prompted trangtions’, that is those that arise from aspects that are persond to
each individua related to their particular stage of career development and aso to the wider
persond circumgtances of ther life. But clients readiness for careers guidance and ther
ability to move forward will depend on whether careers guidance happens a a time that not
only looks gppropriate from an obvious externd trandtion point but a a time relevant to ther
persond transition stage.

Responding to the needs of individua clients appears a laudable am and one that few
disagree with; Careers Service Company dtaff frequently articulated such an am to us. But
the redity is more complicaed and thinking about client needs rases some fundamenta
guidance issues about responghbility, autonomy and control that we noted earlier in this
chapter. Are dlients, for example, seen as capable of identifying their own careers guidance
needs, and what is the appropriate role of Careers Advisers?

“ Client satisfaction surveys are one way to do it (ieidentify needs) but you can’t really ask
employers and 16 year olds what their needs are.”
Head of Service

“ Adolescents may be too immature to identify their own need” .
Head of Service

Can clients be dlowed not to participate in certain inputs where these form part of a strategy
to meat government policy initistives?

° Thisis irrespective of whose definition of self-referral is used ie HOS, practitioner or our estimation.
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The evidence from schools and Careers Service Companies aso suggests that some careers
education and guidance activity is undertaken not to meet the identified needs of individua
pupils in the first ingance but to serve the needs of the school and the Careers Service
Company. For example, schools need pupils to make choices about subjects at particular
times and both school and Careers Service Company input is organised to support this
process and to ensure that timetabling goes smoothly. Schools may want the Careers Service
to cary out certain activities eg blanket interviewing of S6 pupils, not because they have
identified particular needs among these pupils but because there is a demand from their
parents and to do so will avoid complaints from them. They may want the Careers Service to
interview dl $4 pupils as a way of encouraging some pupils not to return to school for a fifth
yedr:
“a lot of young people are staying on inappropriately because no-one is pushing the

availability of jobs to them”
AHT

A number of Carears Service Company dstaff recognised that a school’s needs were not
necessarily the same as the needs of their pupils, as one Area manager commented:

“ Service Level Agreements help toidentify school needsthough not particularly pupil needs’
Area Manager

Careers Advisars may organise interviews with certain pupils to ensure they meet the Careers
Service Company’s targets on interviews. Similarly they might choose not to offer much in
the way of group work to pupils because their prefered way of working is to carry out
individud interviews whether or not this is the best way to meet clients needs or because
they need to be seen to do the “right thing”.

“ 1 don’t always think that youngster s benefit fromtheinterview. I1t’ smore a case of what the
careers advisor needs to cover, for example, | know that if | was being assessed on the
interview | would have to cover certain points.”

Careers Adviser

As we discuss in Chapter 12, the impact of targets on Careers Service Companies response
to client need was an issue that concerned many Careers Service Company doaff and

Companies were aware of the need to monitor how targets were affecting priorities and the
balance of work.

Targets, self- referral and pupil need

Some of our interviewees thought that the idea of targets was & odds with the principle of
sdf-referrd. We would suggest that this is not the key issue. Sdf-referrd enables pupils to
seek contact with the Careers Adviser when they fed it is gppropriate and for some this may
mean that their needs are being met. But it does not ensure that al pupilS needs are identified
and responded to. Without a systematic review of pupil needs and the existence of supporting
processes (such as high qudity careers education) sdf-referrd sysems ae likdy just to
respond to the fdt needs or demands of certain pupils. This was a point made by a smdl
number of school and Careers Service Company daff. We would suggest sdf-referrd is an
goproach to giving pupils some choice rather than, by itsdf, the means of meeting ther
careers guidance needs. Firdly, Careers Service Companies need a systematic approach to
identifying pupils needs and following this, need to resolve basc ssues such as the extent of
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choice that pupils can have. Sdf-referrd is a way to give pupils some choice about if, and
when, to participate in careers guidance activities.

We would suggest that the system of Business Activity Tagets as they are currently
constructed are not appropriate to the approach of careers guidance based on individual need.
As we have noted earlier, targets are set largely on the bass of precedence and in response to
government priorities that may or may not be congruent with individuad needs. As we have
also discussed, the Careers Service is subject to conflicting demands and this is one example.

| dentification of need

The identification of careers guidance needs is not smple and requires resources to develop
and implement appropriate methods but equdly the provison of guidance inputs to pupils
who do not need them or are not ready for them, is a waste of resources. It was common for
both Careers Service Company and school gaff to talk about young people who had not had
aninterview asfdling or dipping “through the net™:

“There will always be those who fall through the net so it’ s difficult to tell if there’s unmet
needs out there”

Area Manager

It seemed that in some cases, in the absence of a comprehendve system to identify pupils
careers guidance needs, interviewing was done to make sure that young people who needed
help were getting it.

When we asked Careers Service Company staff how pupils needs were identified, a number
of gpproaches were mentioned: client evauations and feedback; diagnostic questionnaires,
professond judgements (usudly based on past experience); identification of certain pupils
by guidance da&ff; and referras from parents, usudly a parents nights. While dl of these are
vauable, they do not form a comprehensve and systematic approach. Careers Service
Companies have made congderable progress in developing client evauations, but while they
are vauable activities, they are mainly concerned with the users of the Careers Service and
tend to focus on pupils opinion or satisfaction with the guidance they have recelved rather
than the direct identification of needs. Nonusers are not routindy contacted athough a
number of Careers Service Companies have made attempts to investigate the views of non
users.

Carers Service Companies commonly use diagnogtic questionnaires as a way of screening
pupils and identifying needs but most staff who used them were critical of their effectiveness.
they are frequently given out a the beginning of an academic sesson and rapidly become
out-of-date; and they were limited in their scope. There is now consderable interest and work
being done on deveoping ingruments to assess individuds guidance needs and ther
readiness for careers-decison-meking and in developing modes of practice for providers of
careers guidance (for example, Sampson et al, 1999). It is important to emphasise that we are
not advocating some mechanigtic gpplication of assessment ingruments. As Sampson et al
dress, judgements about clients needs and the appropriate type and level of input should not
amply be based on ther score in an assessment indrument but should involve interaction and
negotiation with the individud. Developments in this area are likely to offer Careers Service
Companies practical ways forward on the identification of individual need. One aspect that it
is important to note is that a number of exigting approaches to identification of need might be
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described as based more on what might be caled “socid”, “persond”, or “educationa”
guidance needs rather than “careers’ guidance needs. We discuss the identification of need
across dl dlient groupsin more detail in Chapter 12.

Our survey of pupils identified the extent and paitern of pupils contact and non-contact with
the Careers Service in each Careers Service Company. Careers Service Companies
themsdves are required to keep a variety of datidics, for example, details of their activity
with the different year groups in school such as the number of vocationd interviews with 4,
S5 and S6 pupils and the number of repeat interviews. Frequently, however, when we asked
gaff in Careers Service Companies across Scotland, for example, what percentage of a
particular year group had been interviewed or which types of pupils had a second interview,
they did not have this sort of information avalable Careers Service Companies did not
collect and use information drategicdly to develop an understanding of which pupils in each
school had contacts with the Careers Service Company, the triggers for this contact, or to
gan a picture of those pupils who had less or no contact. Our survey of pupils in the case-
sudy Careers Service Companies reveded some interesting differences in the extent and
nature of contact between schools in the same Careers Service Company. Other work done by
one of the researchers through in-service training with schools in 15 of the 17 Careers Service
Companies confirms the generd and ongoing nature of these variations. Much of this sort of
data coud be rdatively easly collected by Careers Service Companies and would be
vauable both in monitoring and evaduating their activities and in heping to identify needs.
The computer systems coming into operaion in a leest some Carears Service Companies
should make it easier to develop guidance management information systems.

Towards the end of the research, a number of Careers Service Companies were giving more
dtention to usng informaion draegicdly, for example, conddeing how dedination
datistics might be used to identify needs and usng post code information about pupils and
post school clients to identify those from deprived aress.

A varied approach

We argued in the previous section that the Careers Service does have a role with al young
people but we would suggest that the precise role is likely to vary depending on the clients
paticular needs, their levels of careers education, particular learning styles and individud
career maturity. In this dtuation a range of drategies, not only the one-to-one interview, is
necessary (Howieson et al, 2000). Such a flexible but targeted approach needs to be based on
the sort of systematic identification of need we have been discussng.

Caers Savice Company managers generdly tried to ensure a gmilar levd of Careers
Searvice Company input across schools in ther area with the level of service based largely on
the school roll (ie the number of Careers Advisars and the number of days per week
cdculated on the school roll). This gpproach was based on a strong view that the Careers
Service needed to be equitable in how it allocated its services. It was aso seen as necessary to
guard againg more “demanding” schools getting a higher level of service from the Careers
Service Company than other schools. Clearly, the principle of equity is an important one but
it may be the case that variation in schools demands of the Carears Service arise from
differences in pupil needs and could therefore be argued as judtifiable. We would suggest that
while equity is one factor to be considered in determining Careers Service input across
schools, individua school and pupil needs are other factors that should dso be taken into
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account. Once again we come back to the issue of systematic identification of pupil need.
Certainly any Careers Service Company that varies its input across schools is likely to atract
criticism unless it can demondrate that the variation is a response to clearly identified
differencesin need.

Careers Advisers school work was heavily based around the individud vocationd guidance
interview and the large mgority of Careers Advisars and teachers believed strongly that this
was the “best” sort of input and that to offer another type of input to some pupils would be to
short change the younggter:

“ The one-to-one interview is unigue, sometimesthe careersadviser isthefirst personto sit
down with the youngster, really to listen to them and treat them as an adult”
Careers Adviser

The vocational guidance interview was typicdly seen as the gpogee of the careers education
and guidance process that a pupil had experienced. However, there is evidence to suggest that
various combinations of long and short interviews, group sessons and planned individuad use
of carers information and guidance systems are more effective in moving dients forward in
ther career <ills and thinking (Morris et al, 1998). Although some Careers Service
Companies had higoricaly been interested in developing different drategies, during the
period of the research most Garears Service Companies were beginning to give more thought
to how to move away from an overwheming focus on the full vocationd guidance interview
to developing a more varied gpproach, for example, more use of short interviews or the use of
interest guides with feedback sessonsto groups of pupils:
“| don’t think the guidance process needs a full guidance interview, the Service needs to

work smarter and the idea of having short interviews has gone up the agenda”
Area Manager

Part of the rationde of senior management for such developments was to make best use of the
Company’s resources. As we argued earlier, Careers Service Companies need to ensure that
their resources are wel spent but we would dso re-emphasse tha the use of different
approaches and different levels of input should be based on the proper identification of
clients careers guidance needs. The following quote from one of our interviewees sums up
our argument:

“ Access to an individual Careers Adviser should always depend on the needs of the
individual. At the moment, we tend to make assumptions about who needs one-to-one
guidance but these are misplaced. I'm against classifying people on the basis of
qualifications, unemployment as to whether or not they need individual help...the service
does have to be rationed but there are various techniques that could be used to take the
pressur e off the adviser and make their time mor e focussed and valuable, for example, by
using technology in a mediated way. One aspect of any future strategy will be the use of
technology.”

LEC member of CSC Board

The school-Careers Service link

A nominated contact

The generd Careers Service view was that the school-Careers Service link worked best when
a sngle person had the remit for the day-to-day liason with the Careers Service, including
the organisation of interviews. This person needed to be supported by committed and
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informed members of senior management who were involved a appropriate points such as
resource alocation and the negotiation of the SLA:

“the key is having a good person there as the guidance contact and for that person to be
supported in the management team by someone who knows what they’re doing”
Careers Adviser

Conddering the case study schools, this modd was in evidence in certain respects: in dl but
one school the Careers Adviser linked to one member of staff who was responsible for the
organisation of the interview programme. With one exception the careers contact was a
guidance teacher. Within this there was some variation whether or not the Careers Service
contact (often caled the Careers Co-ordinator) had respongbility for al aspects of Careers
Service links and for CEG in the school, for example, other guidance teachers might have the
remit for the careers library or for careers education at different stages. In addition, it varied
whether work experience was handled within the guidance team and typicadly the EIL remit
was located esawhere in the school. These arrangements in the case study schools reflected
the generd pattern of school-Careers Service contact that we identified across Careers
Service Companiesin Scotland in the first part of the research.

From the Careers Service Company daff’'s point of view, having a sngle person as their main
contact was the mogt efficient way of organisng the interview programme, ensuring pupil
profiles were completed and arranging subgtitutes when interviewees were absent. In the
school where there was not a careers co-ordinator, the Careers Adviser had to liaise with
different teachers for different year groups, a time consuming and variable process as some
teachers were more efficient than others:

“My main contact for S5/6 is fine but useless at organising things so | ended up doing it

myself, like putting slipsin the folder in the office for S5 interviews. But my contact person

for $4 was great and arranged everything. “
Careers adviser

Nevertheless, there were some potentia disadvantages to the system of careers co-ordinator.
If a school did not have someone identified as the back-up careers contact, then arrangements
could bresk down if the careers contact was absent. There were examples of this happening in
two of the case study schools.

“It’ sall channelled through one person on the guidance team and if she’ s off sick, nothing
happens’
Area Manager

Another possible disadvantage is where the careers co-ordinator was seen as the exclusve
link with the Careers Service and as the person who “dedls with careers’. In this Stuation the
Careers Adviser can be distanced from other members of the guidance team and this can
inhibit them from building up relevant knowledge and from getting involved in careers work:

“1t’shelpful if there’ s a main person who takes responsibility for the link with the Careers
Service...whether or not the Careers Adviser isintegrated with the other members of the
guidance teamin this situation varies’
Area Manager
This scenaio was evident in severd of the case study schools where the interview
programme was well administered by the Careers Co-ordinator who had good links with the
Carears Adviser but where other guidance teachers were not involved and did not recognise
that they had a role to play in CEG. This was evident, for example, in the way that they
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would aways refer pupils with any sort of career-related query to the Co-ordinator athough
they were likely to know the young people concerned better and to have initia careers
guidance as part of their remit as a guidance teacher.

The evidence from the case study schools indicates that how the school-Careers Service link
is dructured is critical to widening the ownership of CEG in the school and to integration of
the Careers Adviser and the profile of the Careers Service in schools. Having a designated
member of gaff, usudly a guidance teacher, to organise interviews and other Careers Service
inputs is adminigtratively convenient for both the Careers Service and the school but it can
act as a barrier to the Careers Adviser establishing links with other members of the guidance
team. We adso wondered whether this adminigrative role was appropriate for a promoted
guidance teacher or whether it could be handled by adminigtretive staff thus freeing guidance
gaff’ stime for liaison with the Careers Adviser about pupils and for development work.

Careers education and management teams

A devdopment in Careers Service-school links over the period of the research was the
introduction of Careers Education Management Team (CEMT) in severd Careers Service
Companies. One Careers Service Company in Scotland had had CEMTs for a number of
years but the approach was attracting grester interest. CEMTSs typicdly bring together the
Careers Adviser, Careers Co-ordinator, AHT, school librarian, and increasingly the school
EIL co-ordinator and EBP representative. It was too early to assess the effectiveness of the
CEMTs in the areas where they were new developments but in principle, they offer the
potential to help co-ordinate and integrate careers education and guidance and link it to
school policy and development planning.

Service Level Agreements

The establishment of SLAS

The Service Level Agreement (SLA) between the school and the Careers Service is the key
process by which the Careers Service involvement in each school is determined. The SLA is
the main vehide for negotiating the forma reationship between a school and the Careers
Service Company. It sets out what the Careers Service will provide for the school, the
responghilities on each sde and the resources each will contribute. It is now an established
pat of the landscape and dl Careers Service Companies have introduced an annua or
sometimes termly or Sx monthly review of the SLA to monitor progress.

The potentid vaue of the SLA was seen as.
Providing arationae for Careers Service work, and firming up provison;
Integrating careers guidance with careers education;

Providing a vehicle for discussng areas needing devdopment in the school’s careers
educeation programme;

Providing a live, flexible and changing record of the reationship between the school and
the Careers Service Company careers provision.

Encouraging dl concerned to focus on making the best use of the limited resource
available from the careers service. In some ways the SLA was moving towards becoming
abusiness negotiation;
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Providing a document that could be reviewed jointly and separatdly a council and
Careers Service Company leve; and

Becoming a vehicle by which Careers Service Company policy and drategy could be
communicated to school management.

At the time of the fird dage of the research, those Careers Service Companies where the
negotiations were less forma (and mainly involved the careers adviser and guidance teecher),
were in the process of involving senior managers from schools and from the Careers Service
Company in a sructured way. In the next stage of the project, we found that in dl the case
study schools, senior gaff at the level of AHT at leest, were involved in SLA negatiations.

It was thought important to involve management since a great ded rested on the negotiations.
In the absence of legidation to formaise links between the school and the careers service (as
in England), the SLA negotiation carried the full weight of:

negotiating access to pupils,

ensuring the provison of school reports on pupils (and other exchanges of information on
pupils);

agreeing the number of days the careers adviser could dlocate to the schoal;

building the Careers Adviser’ s links with careers education;

agresing involvement in in-sarvice training;

setting priorities for the development of careers work in the school; and

negotiating accommodation for the Careers Adviser.

SLAs were aso perceived as more important with the move out of local authority control. In
this context, the Service Level Agreement was expected to carry a mgor responshility for
communicating Careers Service Company drategy and policy to schools and for persuading
and convincing schools to work with the Careers Service Company’s agenda. The increased
importance of SLAs was most noticesble in Careers Service Companies operating on the
limited company and secondment mode: those Careers Service Companies whose operations
were sub-contracted to the local authority were not quite so focused on this issue, though
they, too, were trying to make the SLA negotiations more effective.

Ownership of SLAs

The use made of the SLA in practice by the school was dso seen as important, in particular,
the extent to which others in the school (eg the guidance team as a whole and saff involved
in careers education and Education Industry Links) were aware of it. In a mgority of the case
sudy schools, Careers Advisers did not fed that the SLA was wel known, even amongst
guidance teachers, which limited its vaue:

“ The Assistant Head Teacher doesn’t give copies of the Service Level Agreement to guidance
staff, which makes me question the point of it. Most guidance teachersdidn’t know what | do
other than my interviewsin school, for example, they don’t really know about my post-school
work. If they got copies of the Service Level Agreement they would see this, at least
superficially”

Careers Adviser

The mgority of Scottish Careers Service Companies felt that SLAS in practice were designed
to meet a Careers Service rather than a school agenda. We assessed eight Careers Service
Companies as having Service Level Agreements that were primarily driven by the Careers
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Service Company agenda, Sx Carears Service Companies where negotiations of a limited
kind took place, and three Careers Service Companies where schools were likely to ke more
proactive in their negotiation role. A smilar pattern was evident in the case study schools
where school daff shared the view that SLAs are primaily for the benefit of the Carears
Service.

Schools were thought by Careers Service Companies to be quite accepting of Careers Service
provison. This was generdly the dtuation in most of the case study schools. We found that a
school was more likely to be proactive in usng the SLA to secure the Careers Service
provison they wanted where the AHT or another member of SMT was committed to and
recognised the importance of CEG:

“this school ismore likely to make demands and be proactive than many others...unusually
the Headteacher isvery involved in the Service Level Agreement negotiations which shows
that he’' s genuinely interested”

Area Manager

We found variation across Careers Service Companies in Scotland in how prescriptive SLAs
were, that is, how far the SLA determined the precise nature and extent of Careers Service
input to the school throughout the year. This was mirrored in the variation across the case
sudy Careers Service Companies. In three of the five Careers Service Companies, both
school saff and the Careers Advisers fdt that the SLA redricted the Careers Advisers
flexibility to respond to school requests:

“The SLA menu has formalised links with schools so the careers adviser’ sand the school’ s
freedomis limited”

Careers Adviser

but dso

“Within the constraints of the SLA, X [Careers Adviser] can adapt to the needs of the
school”
AHT

As we noted earlier, Careers Service Company managers were concerned to ensure equity in
Carears Sarvice input across schools, and a high level of prescription arose partly from the
way Careers Service Company management saw the SLA as a mechanism to achieve an
equitable level of service across schoals:

“The Service Level Agreement provides a baseline ... The Company also tries to ensure

consistency of approach and ensure minimum service and not to allow one school to get more

than another.”

Head of Service

A number of Careers Service Companies had introduced modd Service Level Agreements to
encourage company-wide developments across dl schools. Managers adso used SLAS as a
way to manage Careers Advisars workload; a common comment from Careers Advisers was
that they could easly spend dl their time in school if they responded to what the school was
aking them to do. The role of the SLA as a way to manage resources was paticularly
evident in the later stages of the research & a time when Careers Service Companies were
operating within a standdtill budget.
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Status of the Careers Service in school

We have discussed the conditional status of the Careers Service in Chapter 3, and the basis on
which the Careers Service must operate in the school context: no right of access to schools, to
reports on pupils or to involvement in the curriculum, including careers education. In this
context, a common view among Careers Service Companies, in particular among managers,
was that SLAs were hepful in darifying what the Careers Service would do and in setting
out the obligations of the school thus providing the basis for the Careers Service Company to
address outstanding issues. Neverthdess, while SLAs represent a move forward, they do not
change the conditiond datus of the Careers Service in schools. Careers Advisers and their
managers must still negotiate and persuade school steff.

It is important to note that we are not saying that schools do not support the role and
functions of the Careers Service or do not vaue its activities All the school saff whom we
interviewed vaued the Careers Savice and its role in providing informed and impartia
caeers information and guidance to pupils and in informing and supporting teechers.
Typicaly schools wanted more, not kss, of the Careers Service. The issue is that in practice,
the Carears Service cannot require anything of schools but has to rely on their flexibility and
co-operation and this can have an impact on their service to pupils.

The evidence from the case study schools shows that SLAs could and were being used as an
opportunity to raise and dedl with outstanding issues eg school reports, access to groups, the
management of the careers library. But it was adso clear that while the SLA provided an
opportunity for rasng issues Careers Service daff sometimes were reluctant to push an
issue

“ SLAs provide an opportunity to improve the school context but we don’t want to be too

high-handed”
Area Manager

And s0 the same issues might regppear on the SLA from year to year. Severd Careers
Service Company managers in the case study Careers Service Companies commented that the
sorts of issues that had been of concern 20 years ago (typicaly access to pupils, the provision

of school reports on time and accommodation for the Careers Adviser) remained problems
with some schools:

“ X'isaschool that has consistently failed to produce any confidential pupil assessments.
There's a long history of raising it with the school but making no progresson it.”
Area Manager

Generally, Careers Service Company managers felt that Careers Advisers needed to chalenge
the school’s expectations more. On the other hand, where issues were not handled sengtively,
school dtaff could fed that the Careers Service Company was using the SLA meeting Smply
as the chance to criticise and blame them. Both scenarios point to the need for Careers
Service Company staff to have high levels of negotiation skills

In Chapter 3 we discussed the conflicting demands on the Careers Service, its conditiona
datus and the changes to its client group which have made schools as wdl as pupils, ther
clients. All of which mean that for a Careers Adviser and/or a Careers Service Company to
chdlenge the decisons and operations of schools is a difficult and problematic activity. This
is illugtrated in the way that schools (dso the Careers Service Company’s client) judged the
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effectiveness of a Careers Adviser. We found that a key indicator of effectiveness for them
was that a Careers Adviser fitted into the needs of the school.

I mproving the status of the Careers Service in schools

The profile and status of the Careers Service in a school was seen by both Careers Advisers
and quidance teechers as highly dependent on the commitment and involvement &
appropriate tmes of a member of the senior management team (SMT) in the schoal. In dl of
the case dudy schools a member of the SMT (usudly an Assigtant Headteacher, less
commonly a Depute Headteacher) had the forma responshility for Careers Service liaison
dthough in one schoal this had been devolved to the Careers Co-ordinator. The extent of the
AHT/DHT’s commitment to and involvement in CEG and with the Careers Service varied.
We would summarise the SMT commitment and involvement as limited in two schools,
committed but with limited day-to-day involvement in four schools, and committed and
directly involved on a regular basis in the remaning four schools. The extent of day-to-day
involvement of senior management seemed to be less important in developing careers
education and guidance in the school than their visble commitment to it. Being seen to be
committed to careers education and guidance was the critical factor.

Some teachers and Careers Advisers noted that a way for the Careers Service to raise its
datus in a school was to demondrate that its activities would help the school achieve its ams
and contribute to its development plans. Careers Service work was not generdly part of
schools forma Development Plans and Careers Advisers were usudly not aware of them.
Teachers and Careers Advisars who commented on this thought that if Careers Service
Companies linked their activities more explicitly to development planning that this would be
away both to enhance their status and also would promote integratiort

“ The Car eers service makes a big contribution (to the Development Plan) but I’ mnot sure
it’ srecognised. The management of the school needsto recognisethis...If the headteachers
could have this pointed out to them centrally, that the Career s Service could contributeto the
school Devel opment Plan that would bereally helpful and would raise the importance of the
Careers Service in the school.”

PT Guidance

“There is no specific part of the school Development Plan linked to careers, although
aspiration raising is so key that that thisis an overlap area...the Careers Service needsto
link much more to the development needs of the school.”

AHT

The development of socid incluson initigtives in schools may be one area where Careers
Service Companies could most eesly relae their contributions to the achievement of the
school’ s Development Plans.

The impact of the changed management of the Careers Service

Opinion was mixed among school staff about the impact of the changes to the management of
the Careers Service. Some had not noticed any difference:
“The Careers Serviceisvery responsiveto requests but thisisn’t the result of any changeto
the Company. I’ ve generally found the Careers Serviceto be very co-operative and flexible

within their constraints and easy to work with.”
AHT

and
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“Under both systemsthere’ s been a fair turnover of Careers Adviserswith big gaps which
have been filled with temporary staff. This has been a major problem for the school under
both systems’

PT Guidance

Others fet that any change was due to the particular Careers Adviser atached to the school
rather than the result of the new arrangements for the Careers Service:

“ Any differences I’ ve seen have depended on the individual Careers Adviser”
PT Guidance

Around haf of school staff who commented on this issue thought that the Careers Service
had improved. There was a genera view among these daff that the Careers Service had
developed a more professiona and business-like approach:

“ There' sa noticeabl e efficiency there now, for example, when | phonel get a better response
than before. They come in with their SLA, there’s a policy there now that’s visible”.
PT Guidance

The qudity of informaion given to pupils was another area that was percaved to have
improved:

“ Thereisalot moreeffort put into following them up now. The information they get arrives

quickly and isproduced in professional packaging and they get more documentation anditis

more tailored to the individual pupil” .

PT Guidance

In generd, the qudlity of careers guidance that pupils received was perceived to depend on
the qudities of the particular Careers Adviser rather than having been affected by the re-
organisationa changes to the Careers Service:

“ It does depend on theindividual Careers Adviser and thisis my concern, how youngsters

respond to the individual Careers Adviser”
AHT

Severd aff did note that the school’s Careers Adviser was now reviewing hisher work by
holding evaluation focus groups with pupils.

School-Careers Service relationships

Theroleof individuals

We have described the ways in which the school-Careers Service link operates in schools and
the development and functioning of Service Level Agreements. But what was very clear from
our interviews with both Careers Service Company and school daff is the importance of the
informa links and of individuas to the quality of school-Careers Service relationships:

“There' s both the formal and informal side to how the Careers Service gets on with the
school. There' stheformal structuresand then on theinformal side, there sthe personalities
involved and the fact that the peoplein certain schools go out of their way to work with the
Careers Service’

Area Manager

It was evident from interviews with both Careers Service Company and school daff
themsalves that particular individuas could make a consderable difference to the nature and
qudity of the school-Careers Service relaionship. We saw in severd of the case study
schools that a change of personnd could make a difference to how smoothly the mechanics
of the link worked and to the extent and range of the Careers Service Company’s input to the
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schools. In two schoals, for example, the gppointment of a new AHT with responghility for
the Careers Service had lead to considerable devel opments.

“1"m trying to expand what the Career Service does and make the Careers Service more
meaningful for youngsters in the school and involve the Careers Service more with the
school. | certainly want morefromthe Careers Service than just doinginterviews. I’ vebuilt x
[ Careers Adviser] into the guidance calendar for thefirst time, indeed the guidance calendar
itself is a new development.”

AHT

Similarly, there were examples of a new Careers Adviser having a consderable impact on the
school:

“ Aswell asintroductorytalks |’ ve al so done arange of groupsthat haven't been done before
in the school in terms of topic and methodology. I’ ve done group work with Sbs and S6s
about HE generally, including HN provision, because many are doing one or two Highers,
about social life, independent living and so on. And how to choose.”

Careers Adviser

Although the individuad and individud persondities are important and may be difficult to
influence, it is important that this does not lead to other factors that might develop the school-
Careers Sarvice relationship being ignored. As one Area Manager commented:

“X [Careers Adviser] has done very well in [X school] but has had to deal with
personalities...but also the structure there could be improved, sincethe PT in guidance has
other responsibilities than careers. There's a need to delegate and spread it round the
guidance staff and having enough guidance staff interested in careers.”

Area Manager

Relationship with the guidance team

Overdl, the Careers Adviser-guidance team relationship was seen both by schools and by the
Carears Sarvice as the key reationship in schools. Across dl Careers Service Companies the
Careers Service Company policy was that Careers Advisers should attend guidance meetings
regularly. In practice this did not dways happen; in over hdf of the case study schools the
Careers Adviser had not been able to attend guidance meetings over the previous session,
mainly because of time pressures. In one school the Careers Adviser was not given access to
the guidance meeting. Typicaly, the Careers Adviser would attend when there was a careers-
related item on the agenda or to update guidance teachers on new developments or to present
the degtination figures for the leavers from the schooal.

Gengrdly schools wanted grester Careers Service involvement with guidance and other
teechers. The guidance teachers and other school staff whom we interviewed frequently
expressed concern about keeping up-to-date with the rapid changes and developments in
education, training and employment and looked to the Careers Adviser to keep them
informed. There was a demand for the Careers Adviser to provide in-service training but the
extent to which this happened was often limited by the Careers Adviser’ s time congraints.

Another key member of the school daff for a number of Careers Advisers was the school
librarian, reflected in hisher incluson in Careers Education Management Teams. Librarians
could be helpful not only in respect of organising the careers library, introducing pupils to the
careers library and helping them to access careers information but aso in encouraging pupils
to ask for a careersinterview and in briefing the Careers Adviser about pupils:
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“| have a particularly good relationship with thelibrarians, there’ ve been two different ones
over my timeat [ X school]. I’ ve got excellent support from them, they give meinformation on
the youngsters informally and suggest to pupils that they see me.”

Careers Adviser

I mportance of continuity

School daff saw continuity of Careers Advisr in the school as criticd to building up
productive relationships.

“ Continuity is very important, it takes a wee while to build up the trust on both sides’
AHT

Heads of Service and Area Managers commented that staffing changes were the aspect that
most concerned Headteachers. Most staffing changes resulted from the secondment of the
school Careers Adviser to work on initiatives or projects that the Careers Service Company
had received funding for or because of maternity leave or illness rather than a policy of
moving Caears Advisrs around schools (dthough there were examples of this). The
secondment or movement of school Careers Advisers is one illudration of the impact of nort
core funding on the core work of the Careers Service. Apart from the impact on continuity of
daff, another effect was that schools tended to lose the more experienced Careers Advisers
snce it was usudly such Careers Advisers who moved into the specid initiatives.

We are not suggesting that staff turnover is purely negetive, as clearly there are postives in
teems of individud <aff development and the fresh ideas and approaches that a different
Careers Adviser might bring to a school. But we would suggest that both Careers Service
Companies and schools need to give more atention to minimisng the negetive effects of Staff
turnover. Staff in one school spoke postively about the efforts of Careers Service Company
management to offset some of the problems associated with high turnover:

“They put in two Careers Advisers so that if one changed there would always be somebody to
have some level of continuity”
AHT
Shared working in a school is one gpproach athough not dl schools liked having more than
one Careers Adviser to work; and Careers Advisers often preferred to have “their own
school” as anumber of Careers Advisers commented to us.

“Now I’'min X area and covering two schoolswith two other careersadvisers, | can't make
my own impression in any of the schools’

But there are other drategies such as sructured induction programmes for Careers Advisers
garting work in a new school that can adso be pursued. But we found little evidence of such
programmes in any of the Careers Service Companies in Scotland. This is a drategy that
Careers Service Companies and schools could deve op.

Models of school-Careers Service relationships

We andysed the nature of the school-Careers Service relationship in the case-study schools
usng a classfication developed in earlier resesarch on the Careers Service's work in school
(Morris et al, 1995). This research identified three models of the school-Careers Service
relationship: “pardld provison®, “pyramidd provison” and a “guidance community”. No
one relaionship conforms entirdy to any one of the three types but rather they represent a
continuum aong which each individua school-Careers Service relationship can be located.
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“Pardld provison®’ refers to a dtuation where there is minima interaction between the
school and the Careers Service Company. Careers education is the responshbility of teachers
and the Careers Service Company is not involved in it. Careers Service Company input is
resricted to the careers guidance interview and there is little exchange of information
between the Careers Adviser, careers or guidance teacher and the pupil. The Careers Adviser
gets minima information about pupils and the pupil recaves little information about the
purpose of the careersinterview.

In the “pardld provison” modd, the careers interview is seen as the culmindion of the
careers education and guidance process with the school and the Careers Service Company
working farly separately towards it but with good exchange of information. In this modd,
the Caears Service Company is often involved in providing some factud input to the
curriculum, support for the careers library and occasiona in-service for guidance teachers.
Information about pupils is passed on to the Careers Adviser before the interview and a
written note of the outcome of the nterview is passed back to the pupil and to the school but
rarely is used in any continuing careers education and guidance by the school. After the initid
interview with the Careers Adviser, further Careers Service Company interventions are
conducted on an individud basis with the pupil, in effect, becoming the persond client of the
Careers Service Company.

The modd of a “guidance community” involves the Careers Service Company (and other
agencies and individuds in the community) in curricllum planning and review and in making
a range of gppropriate inputs. In this modd, the careers interview is seen as pat of pupils
educative process and feedback from the interview informs future curriculum development. It
is where the different but complementary skills of school and Careers Service Company taff
are recognised and used appropriately.
These three models were based around a number of criteria

The perceived rdationship between the “educationa” and “guidance’ aspects of careers

practice,

The divigon of tasks between Careers Service Company and school staff;

The pattern of information flow between the Careers Service Company and the schooal;

The extent of feedback between the Careers Service Company and schoal;

The status of the careers guidance interview in the careers programme.

The NFER research found that the guidance community existed in only a minority of cases
but that a number classfied as “pyramidd” were working towards this broader approach. The
Sudy concluded that the “guidance community” model appeared to offer the best opportunity
for the Careers Service to “add vaue’ to careers education and guidance in schools and for
genuine partnership to be developed.

When we analysed the nature of the school-Careers Service relationship in the case-study
schools, we concluded that one school-Careers Service Company relaionship could be
classfied as “pardld provison”. In the other nine cases the modd was “pyramidd” but to
different degrees across the schools, for example, in three of them, the school-Careers Service
Company relationship was moving towards a “guidance community”. The NFER research
found that the type of reationship a Careers Service Company had with each of its schools
could vary and we found the same in this research: in dl of the case study Careers Service
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Companies, we concluded that there was a different modd of school-Careaers Service
Company relationshipsin each of the two case-study schools.

We have spent some time describing the NFER modds of school-Careers Service
relationships snce we think that they are a useful way to capture and make sense of the
complexity of the Careers Service Company work in schools. We used them in this research
to andyse the cae study Careers Service Companies practice and reationships in their
schools. We think that they would be a useful approach for Careers Service Companies
themsdlves to use when reviewing their role and rdationshipsin schoal.

An effective Careers Adviser

The school view

Schools had consistent views about the characteristics of an effective Careers Adviser. We
would note that we are reporting schools views, not necessarily suggesting that dl of the
characterigtics identified by them are gppropriate.

The ability to build rapport and get on well with different f/pes of pupils was seen as a basic
requirement:
“ An effective Careers Adviser needsto be the sort of per son kidswould go to and who gets
enthusiastic about all sorts of young people.”
PT Guidance
All the school daff whom we interviewed commented that they generdly checked on pupils
resctions to their careers interview, usudly on an informa bass, rather than by any organised
sysem of de-briefing or follow-up to the careers interview. They aso used the number of
pupils requesting a repeet interview as an indicator of the Careers Adviser’ s effectiveness:
“What do young people say? Arethey willing to go back to see the Careers Adviser again?”
AHT
Ancther characterigic of an effective Careers Advisr that a number of school daff
identified, was thet the Careers Adviser trested each pupil as an individud and that the
information and guidance given was talored to them:
“ Do they seemto treat them asindividuals, or do they all seemto get the same advice and
approach?”
AHT
Some commented on particular skills that a Careers Adviser needed to be effective. A
frequent comment related to the ability to handle group work, a skill that they fet not al
Careers Advisers had:
“Not all Careers Advisersare keen to speak to groups on their own but X [ namesCareers
Adviser] likes this, she has enough confidence and the kids respect her”
PT Guidance
In schools view, in addition to working wel with pupils, an effective Careers Adviser should
dso be accessble to and communicate eedly with daff, especialy guidance and PSE
teachers. Schools expected the Careers Adviser to be “the source of specidist knowledge”
about FE/HE and the labour market, to keep guidance staff up-to date with such information
and to provide wider links for the school:
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“ Be up-to-date, know computer programmes, to give teachers specialist advice on jobs, be
able to link to employers, colleges and universities on the school’ s behalf.”
AHT

Rdiability was an important aspect of effectiveness for schools. They saw an effective
Careers Adviser as someone who was well-organised and reliable, who turned up on time and
produced reports and information quickly:

“ [effectivenessisg] if they don't let us down, they get plans of action back to youngsters, and

copied to the school, they come in and do the talks” .
PT Guidance

“ An effective Careers Adviser should bereliable, turn up when she says shewill, not let us
down.”
AHT

Schools generdly wanted a Careers Adviser who would be flexible and prepared to get
involved beyond the letter of the SLA. This characteristic was graphicaly captured by one
Principd Teacher of Guidance when describing the school’s Careers Adviser whom he rated
asvery effective

“ She will go that extra mile and is prepared to bend over backwards to get involved”

Part of being flexible was the Careers Adviser's ability to respond to school requests without
aways checking with their manager:
“1t’snot very effectiveif they (ie Careers Advisers) have to keep checking back at the office

every time you ask them to do something, you can’t make arrangements.”
PT Guidance

Another aspect of an effective Careers Adviser identified by schools was the aility to fit in
with the needs and approach of the school and not make demands on the school for support.
This view relaes to the issues we discussed earlier about the conditional status of the Careers
Sarvice in schools, and the difficulty Careers Advisars can face if they chdlenge the school
rather than “fitting in”.

“ Should be there when the school needs them, flexible enough to help out when the school’ s

arrangements go wrong and not complain.”
AHT

“ An effective Careers Adviser should be a bit like a chameleon, able to adapt to the style of
different schools, whether formal or not.”
AHT

Some school staff looked at the overall gpproach:

“ Be available to individuals, to employers, to staff, to parents. To be able to advise on
careerseducation and social education, to be available at parents’ evenings, and availableto
outside agencies. Should prompt or remind schools about the need for particular inputs.”

AHT

“ An effective Careers Service will make sure the guidance given in interviews istied into
what’ s happening in social education, should be capabl e of joined-up thinking and be well
organised. And should have a strategy for working with pupils that is about more than
interviewing.”

PT Guidance

Wha was very evident from teachers comments, was the importance of the individua
Caregrs Adviser:
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“The key ingredient is the personality of the Careers Adviser. Mr X is approachable, the
other Careers Adviser who comesin on a part-time basishasn’t got theright personality.”
AHT

“It really depends on the quality of the Careers Adviser”
PT Guidance

This teacher and severd others noted the importance of the sdection stage in ensuring that
those entering the profession are suited to it:
“It all comes back to the initial selection of Careers Advisers’
PT Guidance

While the qudlities of the individua Careers Adviser are clearly criticd factors and there are
problems if someone has entered the professon who is unsuited to it, it is important not to
ignore other factors that can influence the peformance and effectiveness of individud
Careers Advisers. In particular, we would suggest that there is a need for Careers Service
Companies to give more atention to the issue of accountability and the monitoring of Careers
Advisers professond practice and not just their achievement of numericd targets. This is a
garting point to dedling with variation in effectiveness across Careers Advisers.

The Careers Service Company view

Caears Sarvice Company daff identified a smilar li of qudities of an effective Careers
Advisr which they thought applied across dl aspects of work, not just that with schools:
good communication and interpersond skills, the ability to rdate to different sorts of young
people and to vary the approach depending on the individua:

“ It boils down to having good communication skills, thisisthe basic requirement to be able
to talk to young people, get them to think about themselves and help empower them. “
Careers Adviser

“It’ sabout basic interpersonal skillsto formarelationship with the youngster, knowing how
to deal with theindividual youngsters, trying to read them and to respond to the particular
concerns and background that they bring with them”

Careers Adviser

“ .. .taking a different approach, depending on the youngster, for example, adapting your level
of language... The ability to develop an appropriate personais a key skill for a Careers
Adviser. “

Careers Adviser

Careers Advisars dso identified the need to relate well to school staff and to have good
organisationd skills to ensure that their work programme in school operated smoothly. Being
well informed about careers and labour market information and passng this on to pupils and
daff was another aspect of an effective Careers Adviser that was identified. This expertise in
caeers and labour market information was something that a number of Careers Advisers
identified as a particularly valuable contribution they could make:

“Part of my effectiveness with young people is to give correct factual and up-to-date
information which is not always what teachers give them”
Careers Adviser
Careers Advisers aso recognised that to be effective, they needed to keep up-to-date with
educational developments as wel as careersreaed information. The &bility to continudly
update ther <kills was identified as an increasngly important requirement for an effective
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Careers Adviser, for example, to develop computing skills. Careers Advisers put more
emphasis than did teachers on the need to have good negotiating skills.

Careers Service Company dtaff themsdaves, particularly Careers Advisers, tended to focus on
careers guidance processes and outcomes:

“ Effective if it widens young people’s options, helps them look at their strengths and
weaknesses, builds up their confidence, givesthem new ideas. It’ simportant to get the level
of guidance right, establish what they want and not make assumptions. It’ slegitimatefor the
young person still to be woolly in their ideas at the end of the interview.”

Careers Adviser

“ Another key factor would be that guidance should be available at the right time, when
clientswant it and when clients need it. But clients may not welcome guidanceor get it at the
wrong time for them.”

Careers Adviser

We have seen from pupil’s questionnaire responses that getting the timing right was of grest
importance in young peopl€ s perceptions of the effectiveness of the Careers Service swork.

We have discussed a other points in this report the need for Careers Service Companies
policy to be informed by practice and severd Careers Advisers picked up on this as an aspect
of effectiveness.

“ An effective Careers Adviser should be aware of issues to be passed on to the Area
Manager”
Careers Adviser

146



The Effectiveness of Careers Services

CHAPTER 8
POST—SCHOOL SERVICES

Introduction

In Chapter 8, we fird take an overview of post-school clients trangtions and then consider
Carears Sarvice Companies work with different post-school dient groups induding the
young unemployed, young people in training, young workers and FE dudents. We dso
consider post-school clients views on Careers Service Companies (CSCs). In this chapter we
use data from the mapping of al 17 companies, and the further data from the 5 case study
companies including survey data from Training Organisations and young people.

SUMMARY AND ISSUES

Definitions of post-school clients

The post-school clients within the Careers Service core client group are:
= those who are unemployed,

= Skillseekerstrainees,

= SKillseekers employees, including Modern Apprentices,

= young workers (non Skillseekers);

= dudentsin further educeation.

Overview of post-school client’ transitions

Many post-school clients move out of ther firs detination, or otherwise change career
direction or datus, within a year or two of leaving; some may make severd changes.
There are pogtive and negative reasons for these changes. The development of a young

person’s “career” is often not the linear progression that policy makers tend to expect.

The Careers Sarvice is often only aware of these changes if they impinge directly on the
sarvice's work, and the first detination gatistics collected by Careers Service Companies
obvioudy do not track young people’'s subsequent trandtions. How might this best be
done?

Young people need careers guidance support at trandtions beyond the firs entry to an
opportunity. To what extent is this given? What are the resource implications of providing
such support?

Careers Service work with unemployed clients

All Careers Service Companies used standard agpproaches to work with unemployed
cients, a minority of Careers Service Companies were dso involved in sgnificant levels
of innovative work, often dependent on funding support from the LEC. Staff showed high
levels of commitment to supporting young unemployed people.

The Careers Service's role with benefits created problems for staff in working openly and
supportively  with young unemployed people. The Caears Sarvices role in polidng
benefits needs to be removed or changed.
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The relative responshilities of the careers adviser and the carears assstant for work with
unemployed clients was changing in many Carears Searvice Companies. There was aso
uncertainty about the importance (and practicdities) of ensuring continuity of the contact
peson for unemployed young people How important is continuity of contact in this
gtuation?

Careers Service Companies had an increasing focus on outreach work. The posshility of
complementary first level guidance links with other agencies and organisations working
with unemployed young people should be examined and developed.

Innovative approaches to identifying and working with (and through) each unemployed
young person’sinforma support network are required.

Client contact systems for unemployed young people need to teke into account both
persondly prompted and externdly prompted transitions.

Carers guidance has a role to play in improving the Stuation of unemployed young
people. What is this specidist contribution, and how can specidist careers guidance
techniques be applied to the needs of unemployed young people. What is the baance
between meeting socid, persona and careers guidance needs of unemployed young

people?
There was little variation in how Careers Service Companies worked with unemployed
clients based on difference in loca labour markets. To what extent should festures of the
loca labour maket be taken into account when designing interventions with young
people?
Job-finding sysems ae important for unemployed young people, but need to be

accompanied by continuing careers guidance support for these young people when they
areinwork or training. How are the resources to be found for this?

Work with young people entering, engaged in and completing
Skillseekers or Modern Apprenticeships
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The Careers Savice has responsbility for assessng young peoples Specid Training
Needs (STN). Careers Service Companies approach to this ranged from the use of the
caegs interview to the management and deivery of externdly funded assessment
systems.

The Careers Service was reported by Training Organisations as having a higher leve of
involvement with STN trainees (52% dways or usudly involved the Careers Service a
the mid-point review) than with mainstreasm Skillseekers and Modern Apprentices once
they have entered training.

Traning Organisations were uncertan whether the current level of Carears Service
Company involvement with young people in traning was appropriste. What is an
gopropriate levd of involvement of the Careers Service in the ongoing and pre-exit
guidance of young peoplein training, particularly those with STN?

Referas to the Careers Service of young people at risk of dropping out of training were
lower than might be expected. Of Training Organisations surveyed, 35% sad they
“never” and 24 % “occasondly” involved the Careers Service when a trainee was at risk
of dropping out.

How are the resource implications of any mgor increase in involvement to be addressed?

The role of the Carears Service with young people once they have entered training needs
to be discussed and agreed with Training Organisations and LECs. Strategies need to be
adopted to ensure each organisation and its young people are aware of the Careers Service
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role, for example, via Service Leve Agreements with Training Organisations and through
young people' s Skillseekers induction programme.

The extenson of guidance support to both trainees and Training Organisations is likely to
drengthen the advocacy role of the Careers Service on behdf of vulnerable and
dissffected clients seeking to enter training.

Work with young workers

Young workers are free to use the Careers Service but Careers Service Companies do not
activdy promote their services to this group. The opening hours of Careers Service
Companies can be a practica barrier to use by young workers.

The research dso reveded that most young people surveyed viewed the Careers Service
as the organisation to go to when they firgt left school but less so once they had been in
the labour market for sometime.

The Careers Service has few contacts with young workers, and policy guidance to Careers
Service Companies reinforces afocus on initia trangtions.

Young people in work have continuing careers guidance needs, paticularly in a more
complex labour market. What are the implications for the career development of young
workers if impartia careers guidance is not avalable to them? How may a continuing
service to young workers be resourced?

Work with further education students

In mogt Caeas Savice Companies, work with FE gudents is a margina activity
compared to school work despite the fact that they are a core client group. The careers
guidance needs of FE students need to be assessed and quantified.

There is a digunction between policy guidance and the funding formula for the Carears
Service (GAE). Resourcing and policy need to be more closdly tied together.

Applicants to FE, unless dready in a core client group, can only access impartial careers
guidance through adult guidance provison.

Post-school clients’ view of the Careers Service

When young people in the five case-study Careers Service Companies were surveyed for
a second time, 40% of them had left school. Over a hdf of them had had contact with the
Caregrs Sarvice in ther firg year after leaving school. Unemployed young people were
most likely to have had contact.

Post school clients thought the most important tasks for the Careers Service were: to be
good a advisng young people who were unsure about ther future (ie focusng on the
careers guidance function of the Careers Service); to treat young people with respect; and
keep up to date with information on courses and jobs.

Young people's expectations and opinion of the Careers Service varied by their status at
the time of the survey (ie whether they were in the labour market, & FE or a HE).
Careers Services need to look more closely at the needs and expectations of different
groups of young people, paticularly those of HE entrants who appear to have digtinct
views.

Young people were very podtive that the Careers Service trests young people with
repect (83% dwaysusudly) and could be trusted with confidentid information (85%
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dwaysusudly). This suggeds that the rdationship between the Careers Service and its
young clientsis a positive one, based on respect and trust in certain key aress.

The Careers Serviceg's performance in some aspects of guidance and information was
judged less pogitively by post school clierts, especialy HE gpplicants and students.

FINDINGS AND DISCUSSION

Definitions of post-school clients

The Careers Sarvice's post schoal client group consigts of five groups of young people who
are defined as core clients:

those who are unemployed;

those who have entered a Skill seekers programme as trainees,

those who have entered Skillseekers as employees or Modern Apprentices;
young workers who have entered a job (not part of Skillseekers);
Sudentsin further education.

These are the core clients of Gareers Service Companies while the New Ded age group, 18-
24, is in the category of “clients to whom a savice may be offered” (Guidance
Arrangements, 1998). Students in Higher Education are not pat of the Careers Service
Company’s core client group and have specidist Careers Services available to them in their
inditutions athough Careers Service Companies will ded with young people dropping out of
Higher Education and returning to their home careers office for advice,

Overview of post-school clients’ transitions

Considerable movement of some young people across the categories of post-school
clients

There is condderable movement across these five categories by some dlients at different
points in the post-school period. A number of studies such as the Scottish School Leavers
Survey have demondrated the extent of young people's movement between Satuses in the
first few years after leaving school (Lynn & Courtenay, 1997; NCSR, 2000; Howieson et al,
2000). Although some will enter a post-school opportunity and stay there for a number of
years, others will have periods of temporay work, unemployment, training, not actively
seeking work, or in education. Some of these changes will be indigated by young people
while others will not be of ther choosng, for example the end of a temporary contract or
being paid off.

Careers Sarvice Company daff's awareness of the extent of this behaviour was limited by the
lack of systematic tracking of post-school clients. Current resources dlow (and the Scottish
Executive requires) “first dedtination” datitics to be completed. The data for this comes from
a 100% follow-up survey of al school leavers which is compiled within a few months after
leaving school. It is, however, a compilation of the firs known degtination after school.
Careers Service Company daff tended to become aware of movements beyond the firgt
degtination only when young people sought advice or vacancies from the careers office or
when they were required to register at the careers office to get benefit. Other young people
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moved in and out of opportunities without accessing the careers office or registering for
benefit and their changed Situation was not known to staff.

The nature of young people s career development and transitions

Possble reasons suggested to us by Careers Service Company daff for the apparently
haphazard pattern of post-school activity by some clients included:

lack of vocationd maturity and of a sense of direction;

lack of personal maturity (this has been exacerbated in the past two decades by young
people’s more prolonged transitions and grester financia dependence on their family);

lack of “job readiness’ (ie not having the skills and attitudes to access and keep work);

poor family, community or peer group support for entry into work, traning or further
education; and

lack of motivation and confidence.

These are dl negdive reasons and as such assume that movement between activities is a
problem but this behaviour can dso be concelved of in a more positive way:

some change of career plansisanormal part of the career development process,
the labour market requires new entrants to be flexible and mobile.

Much career development theory describes the ongoing nature of the career choice process
(Super, 1957; Gottfredson, 1981; Krumboltz, 1994). Whether conscioudy or unconscioudy,
young people review their career aspirations and values and the possible opportunities open
to them in the light of evidence and experiences gained during childhood and the teenage
years. Their career planning and perceptions change accordingly. In the earlier stages of this
development, family and community aspirations and experiences are extremely powerful, and
the media and school experiences aso have an impact. Education for Work programmes in
school, careers guidance from careers advisers and guidance teachers and part-time work
become influentid on individud career planning while young people are ill a secondary
school. But the impact of the actud experience of further and higher education, and of the
complexity of the world of work (much of which can only be undergood in ample terms
while dill a school) can change the career planning and sdf-perceptions of many young
people (Hodkinson et al, 1996; Bloomer & Hodkinson, 1999). It is hardly surprigng if a first
opportunity after school provides unexpected satisfactions or dissatisfactions leading to a
change of course, job or training place for some young people in the few months and years
after leaving school. Movement across opportunities (whether changes of course or subjects
a universty or college or of work or training places) could be seen as a norma pat of
adolescent career development for many young people. This could gpply whether the change
has been apparently under the control of the young person or enforced by others.

The actuad observable development of a young person’s “carer”, is often not the linear
progresson that some policymakers expect. There is often an assumption that if young people
receive “good” guidance, then they will make the “right” choice firg time (Hodkinson, 1997).
In addition, the speed of change and the extent of temporary and part-time working in the
labour market requires a degree of flexibility in career direction from new entrants and
experienced workers dike. For many young people, their career progression is non-linear and
this has implications for the effective ddivery of careers guidance sarvices, incduding the
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placing/job-broking service, especidly one such as the Careers Service (CS) that focuses on
the least experienced entrants to the labour market.

The Careers Service is usudly described as a trandtion service, primarily for young people.
At present careers guidance support from Careers Service Companies is focused primarily on
initid trangtions at the expense of continuing trandtions. This seems to be a result of policy
direction from centrd government, resource limitations and a focus in practice on short-term
decisons and adjusments. The importance given by many Locd Enterprise Companies
(LECs) to job readiness as an essential component for new entrants to the labour market also
contributes to a focus on initid trangtions. But, it is clear that for many young people the
trangtion period extends beyond the first trangtion after school and their careers do not
progressin thelogicd, linear way assumed by much policy.

Careers Service work with unemployed clients

Unemployed young people are a broad group and encompass. recent school leavers, those
who have completed an FE course or Skillseekers programme; young people who have been
in training, college or work but left before the end; and those who have been unemployed for
some months since leaving schoal.

The term “job-seeker” is sometimes used ingtead of “unemployed”, being thought to be more
politically acceptable. However it is not necessarily accurate. One of the frudrations
described by Careers Service Company taff dealing with unemployed young people was the
sgnificant minority who did not gppear to be serioudy looking for work but instead used the
Careers Service only as a route to the receipt of benefit. Nor are dl “job-seekers’
unemployed, some of those seeking a job are a school, college, in training provison or in an
exiging job. A further confusion is caused by the term “Job Seekers Allowance’ (JSA), a
benefit available for some young unemployed people seeking work.

We use the term “unemployed” young people to encompass those who have left school and
are not in work, training or post-school education. We discuss the job-finding sarvice in the
next chapter.

The research brief for this study did not include face-to-face work with post-school clients,
and as expected, the number of unemployed young people responding to the postd
questionnaire was too smdl to andyse as a separate category. This section on work with
unemployed young people is therefore based on our interview data but tries to compensate for
the lack of direct evidence from young unemployed people by drawing on evidence from
other studies conducted with them.

Range of Careers Service activities with unemployed young people

A number of Carears Service Companies were using computerised administration systems to
record and generate contacts with unemployed clients and this proved an efficient approach.

In assessing their work with unemployed young people, just under three-quarters of Careers
Service Companies in Scotland had activities which could be classfied as standard. By
standard we mean:

regular face-to-face or telephone reviews,
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megting the support requirements of the Job Seekers Allowance and Severe Hardship

payments,

focusing on the guarantee group;

submission to vacancies,

assessing and endorsing Specid Training Needs (STN);

assiging with the completion of application forms and preparation for sdection

interviews, and

working with other agencies to intervene in the labour market on behdf of young people.
A minority aso gave examples of occasond innovative projects with unemployed dlients.
Just over a quarter of Careers Service Companies ddlivered both the standard service and also
ggnificant amounts of innovative work. Innovetive approaches were often the result of co-
operation with LECs and other organisations and dependent on funding from them.
Approaches included:

Careers clubs for school leavers and job clubs for long term unemployed clients,
Work with homeless young people and travelling people;

Group work on job seeking skills, confidence building or other topics, often delivered by
careers assstants,

Specia projects for disaffected school leavers in co-operation with council education
departments;

Specidist assessment of young people with Specid Training Needs,

Taster programmes for young people waiting to take up a Skillseekers place;

Joint reviews with LEC daff of individua clients covered by the guarantee of an offer of
atraning place; and

More use of Job Centre premises as caller sations for review work.

There was an increasing focus on outreech work in most Careers Service Companies ie
working with young people in youth projects, with community education and in areas where

young people might gether.
Variation in approach to contact with unemployed young people

Approaches to reviewing the stuation of unemployed young people were smilar across most
Careers Service Companies in Scotland but did vary dgnificantly across offices within a
minority of Careers Service Companies. Some of this variation was due to the geography of
the company tha meant that offices in different locations used different methods of contact
and might vary the frequency of contacts.

All Careers Service Companies worked with unemployed young people on a generic basis (ie
Careers Advisers had both a school and an unemployed casdoad) dthough one Careers
Service Company was introducing a specidist post-school team and another had appointed
senior Careers Advisars to work with the unemployed in the office. The policy in a third of
Careers Service Companies had was that the same Careers Adviser who had guided the client
a school should have a continuing podt-school role. Another third of Careers Service
Companies alocated unemployed clients to the paired support of a named Careers Adviser
and Careers Assigtant.
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The importance to the dlient of continuity of contact by the same member of saff was a live
issue that raised both practicd and professona issues. Although continuity of contact was
commonly seen as more criticd in work with unemployed clients than with those in schodl,
there was no unanimity about this:

“Perhapsif their needs are met, the consistency of the person won’t matter”
Careers Adviser

Contact and access issues relating to unemployed young people were often difficult to
address in practice. In working with this easly discouraged group it was important to be able
to respond very quickly to unemployed young people cdling to the office. But if maintaning
continuity of contact with a paticular Careers Advisr was policy, this could sometimes
result in a delay in response, with perhaps another gppointment arranged which the young
person might miss. Speed of response was, therefore, sometimes in conflict with continuity of
contact. The gpproach which seemed to meet both the need for continuity and for speed of
response was paring a Careers Adviser with a Careers Assgtant (the latter would generaly
be present in the office) to be respongible for a specific group of clients.

I mpact of the Careers Service's benefitsrole

The mgority of those we inteviewed fdt that the “benefits policing” role of the Carears
Service with clients in recaipt of JSA and Severe Hardship payments hindered its support and
guidance function. On the one hand, careers staff were encouraging young people to spesk
honestly about their hopes, aspirations and experiences while on the other hand they were
being expected by the demands of the JSA and the Guarantee to put pressure on young clients
to take what might be seen by others as an acceptable opportunity:

“ Guidance goes out the window when young peopl e are for ced to take something they don’t
want” .
Careers Adviser

The skills of Careers Advisars and Careers Assdants dike were tested by this dtuation.
Some Careers Advisars took specid care to distance themsdves from support for the
enforcement role, explaining that this was a requirement forced on them by others. A
paticulaly difficult gStuation was where careers daff themsdves were sceptical about the
quaity or appropriateness of some of the available opportunities, especidly a times when the
number and type of opportunities were limited. They fdt their impartiaity compromised and
were uncomfortable supporting the requirement that young people should take any
gppropriate opportunity in order to continue to receive benefit. They contrasted their role with
dients in this gtuaion with their guidance role in school, which was based on the concept of
impartid, non-directive guidance and where pushing one particular opportunity would be
regarded as extremely poor professona practice. Many Careers Service Company saff aso
were of the view that young people pushed into an opportunity that they did not want would
be unlikdy to use the Careers Service in the future for help with career development.

Not least of the demands resulting from the Careers Service's role in the benefits system was
the time spent in cumbersome adminidration. The benefit regulations aso required clamants
to cdl into the careers office regularly to review ther employment Stuation which added to
workloads. It dso gave young people extra travel costs and made considerable demands on
ther time without there necessarily being any concrete result, in the sense of a job or training
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opportunity attractive to the young person. This too could add to the frudration of both
clients and Careers Service Company daff.

There was a minority view expressed that the Careers Service's benefits role should be
retained. Arguments for this included: firgly that some young people would not come to the
careers office otherwise, and would miss out on the help on offer; secondly that some young
people needed a “carrot and stick” approach to motivate them and it was necessary to keep
the “carrot” (a job or training opportunity with a wage or traning adlowance) in the same
hands as the “dtick” (the threat of remova of benefit); and thirdly that the Careers Service,
unlike other agencies that might take on this role, was on the young client’s sde, and could
mitigate some of the worst effects of the system.

The discomfort and tension in this enforcement role resulted in variation in the application of
the benefit rules. Bascdly, how “hard a ling’ should be teken with clients? There was
vaiaion between individud members of daff in the same office, with some being more
judgmenta than others about young people thought to be “playing the system”. Variation
could adso be seen between offices in the same Careers Service Company and between
Employment Services offices. This was especidly noticesble where more than one ES office
linked to the same careers office but applied the rules differently.

Some of our respondents who had ether worked closdly with, or previoudy been employed
by, locd employment initistives commented on the less forma, and possbly more effective,
goproach of these initigtives. While some of these differences related to a more relaxed
gpproach (eg that gave young people an informa base for refreshments), the most common
reeson given for the more attractive nature of these initiatives was ther lack of a benefits
enforcement role.

Respective roles of Careers Advisers and Careers Assistants

The baance of respongbilities between the Careers Adviser and the Careers Assgtant for
unemployed clients, especidly for those with complex problems, was an area under review in
many Careers Service Companies. This was usualy pat of a more generd review of the leve
of responshility that Careers Assgtants might be asked to take on. In one Careers Service
Company, the Senior Careers Assigtant in each aea had been re-graded and given
respongbility for work with the unemployed and for deputisng for the Area Manager. In
andl offices, especidly in rurd aess, Caears Assdants inevitably had consderable
responsbility for initid dedings with unemployed dients some of whom had complex
problems. An example of this was one area where 75% of the unemployed register was a one
point in receipt of Severe Hardship payments ie these young people were seen as sufficiently
esranged from the family home to be consdered to be living independently. In most offices,
Careers Assigants had the initial and most frequent contacts with unemployed clients.

In other Careers Service Companies Careers Assgtants were increasingly being encouraged
to provide group support to unemployed clients, to take responsbility for limited changes to
recommendations on client records and for resubmitting clients with Specid Training Needs
within the exising recommendation. In some cases the intention was to remove some of the
heavy volume of work from Careers Advisers, and in others resulted from the training of
Careers Assgtantsto SVQ leve 3 in Guidance, atechnician grade.
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Caears Assdants were aware of the limitations of what they could do for sgnificant
numbers of young unemployed people, for whom finding work was the least of ther
problems. Careers Service Company daff showed high levels of concern about the Stuation
of many of ther young unemployed dients and there was evidence of intendve persond
support being provided for a andl number of very vulnerable or difficult dients. Some of
thiswork was very resource-intensive and persondly demanding of staff.

Variation in local labour markets and the impact on work with unemployed young
people

The presence on the careers office register of a “hard core’ of young people who appeared to
be uninterested in opportunities was demanding on time, skills and morde of daff. At certan
points in the year, the unemployed regiser was low, with only a smdl pool of motivated
young people available to be sent to employers vacancies.

We were dle to see the impact of a labour market with a choice of vacancies and those with
few opportunities on the approach taken by the Caears Service to work with young
unemployed clients. In areas where young people had a choice of opportunities, Careers
Assstants needed to spend increased time helping clients assess their sKills, experiences and
aspirations and match these againg the choices avalable In this gtuation, saff were more
confident that clients would vaue the careers office's role, and fdt they had something good
to offer their young clients which would essly motivate them. In the opposte scenario, daff
were required to spend condderable periods of time motivaing young dients, whose
negetive view of the range and number of opportunities was actudly shared by careers staff.

The most common approach was to provide support to help unemployed clients develop job
search ills (ie filling in goplication forms, going for interviews etc). Even where this had
proved ineffective, (for example, where there was a low uptake of the offer of this support, or
where there was little evidence of it pogtively improving clients chances of entering an
opportunity) it was Hill likely to be the most frequent hep given. We would suggest that the
needs of young people in different labour markets need to be taken more into account in
designing practicd interventions with unemployed clients.

Staff suggested the need for new gpproaches, including:

Ealier interventions with dients before they became unemployed. The government's
socid incluson agenda was beginning to have an impact and initiatives to provide
support or a supportive programme to leavers while sill a school were developing. In at
leest one Company with a heavy commitment to post-school work the balance of work
was shifting towards school work to atempt to counteract disadvantage a an earlier
point;

Strategies to harness volunteer employers as mentors in providing encouragement and the
development of skills and confidence in young unemployed and disaffected clients; and

The need to devdop more efficient matching of unemployed clients and opportunities,
perhaps by adopting practices from the Employment Service or from private employment
agencies.

Therelevance of careers guidance to young unemployed people

In Chapters 5, 6 and 7 we considered issues about the nature, frequency and timing of Careers
Service Company contacts with school pupils. Can we ak the same questions about the
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savice to unemployed clients as to school pupils? We have dready looked at contact
arrangements but could ask:

Are contacts at the right time for unemployed clients?
Is the type and frequency of contact right for unemployed clients?
What are the expectations and needs of unemployed clients?

Are there sgnificat differences in the way the Careers Service does and should approach
unemployed clients compared with clientsin other Stuations?

Firdly we should beware of dereotyping unemployed clients. Some dlients will remain
unemployed for only a short time, some will learn vauable lessons and move on in career
development through a period of unemployment, and some will have persond reasons for
unemployment such as ill hedth, family crcumstances and pregnancy which are resolved
satifactorily. Others who might be classified as “lacking motivation to work” might be more
gopropriately classfied as “lacking motivation to do what society (or the government)
wants’. They may be much more strongly motivated to other behaviours, including work on
the black economy. Others again will have Specid Training Needs that redrict choice or
delay entry to the labour market.

The identification of cliet need mus, therefore, congder both persondly prompted
trangtions and career development and the externaly prompted transitions involved in being
unemployed.

It follows that “the right time’ for contacts with unemployed young people is likey to vary
with the individud. This will dso apply to the frequency and type of contact. Unemployed
young people, just like school pupils learn and develop ther thinking in individud ways, and
there will be points when they are more open to careers guidance than others. Some whose
unemployment is associated with uncertainty in career direction may need a series of
concentrated short face-to-face contacts with tasks to complete in between. Some whose
unemployment is associated with lack of confidence may need contact with the home that
may have the potentid to draw in family support. Others will benefit from group work which
istimed gppropriately (eg to prepare for an actual selection interview).

We were interested to note that when we asked Careers Advisars to talk about careers
guidance interviews, the great mgority talked about school interviews In discussing ther
interviews with unemployed young people, many described these as different from school
interviews and identified primarily persond and socid guidance needs or the importance of
finding a job or training place for them. One Board member aticulated a view that was not
uNCOMMON:

“1t’s middle class kids that need vocational guidance: unemployed kids need a job” .

This is a complex issue. It is, of course, the case that some young people have serious
persona and socid circumstances that are barriers to entry to work or training. Others will
have such limited horizons that they effectivdy excdlude themsdves from wha is actudly
avalable. Such young people require condderable support of a multi-agency nature before
they can take steps towards work or training. There are rea persond and socid needs that
have to be addressed and it is well known that young people will often share these needs with
an individud who is congenid to them, regardless of the actua skills or experience or job
titte of the ligtener. Careers daff pick up non-careers issues in this way, as other agency
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colleagues pick up carears issues. But it is important to consder what the specidist
contribution of a careers guidance service can be to young unemployed people, and to
develop that contribution

Careers education and guidance ams to supports individuas as they develop:
their understanding of themselves and their aspirations, of their skills and their potentid,;

their understanding of the way the world of education, training and work operates and of
possible opportunities within it;

their ability to weigh up possible ways of living, learning and working;
their ability to plan for and handle changes.

With these ams, it becomes clear tha careers education and guidance has an important
contribution to make to the dtuation of young unemployed people. We would suggest that
one of the development areas for work with unemployed young people is to consder ways in
which exising knowledge of careers guidance techniques and expertise is gpplied to ther
gtuation.

Working with other agencies

An important aspect of working with unemployed dlients is the reationship between the
Careers Service and other agencies. Thinking about the Careers Service work in school, we
can see that guidance teachers have what is effectivdy a first level careers guidance role with
pupils. The same approach could be gpplied to work with unemployed clients and negotiated
agreements with other agencies and organisations working with unemployed young people
may be the way forward. This approach would involve training the staff of other agencies to
provide firgd level careers guidance to individuds This might be complemented by smilar
arangements to train careers daff to handle firg level socid, hedth and persond issues (an
area where many of our careers daff respondents indicated a training need). We would
suggest that this approach is in tune with the conclusons of the Beditie report and more
gppropriate than the proposas for the new Persond Adviser role in the Connexions initiative
in England (Besttie 1999).

Not only is it gppropriate and productive to work with unemployed young people through
forma agencies, it is dso gppropricte to work with the informa network of support that
young unemployed people use. Other research in which we ae involved suggests that
parents, families, friends and girlfriendsboyfriends may dl be involved in different ways in
giving advice to a young peson faced with unemployment (Howieson et al, 2000).
Innovative approaches are needed to work with and through the “sgnificant others’ in a
young unemployed person’s life. This is not easy to do, given the need to respect the adult
datus of the young client.

Findly in this section, we return to the comment we quoted earlier about the mportance for
unemployed people of getting a job, a statement that we support in many respects. There is ho
question that the effects on financid security, mentd hedth and sdf esteem of getting a job
(perhaps even any job) can be consgderable, and we recognise the importance for the
individud of achieving that fird dage. But “fird dage’ is what it is. As young people who
have been unemployed take ther first steps into the labour market, they have the potentid to
learn a good ded about themsdves and their opportunities from that experience. We would
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ague that while an efficdent job-finding service is of great importance to young unemployed
people, we would suggest srongly tha there is a need for continuing careers guidance
support for these young people in the months and years following their entry into the labour
market. It is this continuing support for young workers thet is currently missng in the way
the Careers Service operates, aswe will see later in this chapter.

An effective Careers Service for unemployed young people

Using evidence gathered by Careers Service Companies themsdves, data from other research
and the views of our interview respondents, we have identified the following as key features
of effective Careers Service Company work with unemployed people:

A range of carears guidance techniques and drategies based on an identification of client
need which tekes into account both externadly prompted and persondly prompted
trangtion points;

Clarification of the different roles and respongbilities of S&ff;

Contacts that have a clear and understandable purpose and have practica outcomes for
clients,

Theremovd of apolicing role for benefit payment;

Good links to other agencies, acknowledging and developing a mutud first level guidance
role;

Innovetive approaches to work with young people through their family and friends;

Appropriate use of telephone contacts (eg to save clients unnecessary travel and to link
Careers Service work to home support where available);

Local outreach centres,

Efficient and transparent job-finding and submission systems;
Open displays of opportunities, well maintained and up to date;
As broad arange of opportunities on display as possible;

Use of modern techniques (including computers and videos) in information handling and
display; and

Good customer care (welcoming, lisening and friendly daff, aitractive premises, waiting
time kept to aminimum €tc).

Work with young people entering, engaged in and completing
Skillseekers or Modern Apprenticeships

In this section we review some of the data from the survey of Training Organisations (other
reported findings are in Chapter 11) and use the evidence of our interviews with Careers
Service Company gaff to illustrate and comment on the issues arising.

Pre-entry and assessment programmes for young people with Special Training
Needs

Pre-entry and assessment programmes for the entry of young people with Specid Training
Needs (STN) to Skillseekers were being developed during the period of the research. Careers
Service Companies varied between, on the one hand, using the Carears Adviser’s interview
as the main assessment measure and, on the other hand, managing externdly funded projects
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to provide a range of experiences and measures (including psychometric testing) which
would provide objective and systematic assessment. Young people on pre-Skillseekers
programmes run by other providers were commonly reviewed by Careers Service Company
daff prior to entry to Skillseekers provison.

Careers Service involvement with Skillseekers at the mid-term point

The Careers Service had mogt involvement in the mid term reviews of Skillseekers with
Specid Training Needs. Reviews of STN young people were occasondly conducted through
case conferences involving other agencies, but most commonly on a one-to-one basis. The
policy in a minority of Careers Service Companies was that the Careers Advisr who had
submitted the particular trainee should do the review but in mogt, the review was done by a
Careers Adviser specidly appointed for that purpose or by the Careers Adviser named as the
link officer for the Traning Organisstion in quedtion. Caears Service Companies
involvement was usudly funded by the LEC. This had been a bone of contention in some
Caregrs Service Companies where the LEC had initidly suggested that such reviews were
part of the Careers Service Company’s core work and therefore to be covered from core
funding.

Traning Organisations responses to the quedionnaire survey illudrate the variaion in
Careers Service Companies involvement with different groups of Skillseekers (Table 8.1).
Caears Savice daff were farly likdy to be involved in the mid-term reviews of trainees
with STN (52% *“dways or often”) but had a much more limited involvement with
maingtream Skillseekers and Modern Apprentices (always or often: 4% and 6% respectively).

Table 8.1 Careers Service involvement in the mid-term reviews of young people’s progress

Always Usually Occasionally Never (n)
Skillseekers 2 2 12 83 (41)
Modern Apprentices 3 3 6 88 (33)
STN trainees 38 14 17 31 (29)

Careers Service Company and LEC daff whom we interviewed reported a smilar picture.
Once on a Skillseekers programme, it was rare for a mainstream Skillseekers to have a review
contact by a Careers Service Company member of saff. There was usudly no further contact
between the young person and the Careers Service Company unless prompted by the Training
Organisation or another source (eg parent). Typicdly the next contact with the Careers
Service would be if the young person dropped out of Skillseekers or finished it without
anything elseto go to.

Nearly three quarters of Training Organisations thought that the Careers Service had the right
levd of involvement in the mid-term reviews of STN Skillseekers (72%, Table 8.2).
However, it might be quedtioned whether involvement a the leve reported (52%
“dwaydoften”) is gppropricte and we discuss this later. Training Organisations, however,
were not convinced that the level of mid term reviews of Skillseekers was correct. Just under
two-thirds responded ether “no” or “not sure’. Ther written comments in the questionnaire
help to illudtrate these figures:

“ Once young people arewith us, we do not really hear fromthe Careers Service. Only when
a young person is undergoing severe hardship do we hear from Careers.”
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“We would like more genuine flexibility in their approach. | think at times the Careers
Service is in a time warp with regards to innovation. They have too standardised an
approach to a young person’ s needs. We would definitely like more contact with the young
person’ scareersadviser during thetraining period. | was completely unawar e that there was
to be a continuing relationship with Careers once young people started. There hasbeen no
follow up on behalf of Careers ever to my knowledge unless we identified a problem.”

Table 8.2 Do you think this is the right level of involvement by CSC staff at the mid-term
review stage with...

Yes No Not sure (n)
...Skillseekers? 39 23 39 (39)
...Modern Apprentices? 38 22 41 32)
...STN trainees? 72 8 20 (25)

Careers Service Company daff recognised that continuing guidance contacts with non-STN
Skillseekers were limited and acknowledged that the main focus of work with manstream
Skillseekers and Modern Apprentices was a the submisson and placing stage. Careers
Sarvice daff suggested to us that their own role was to emphasse their potentid continuing
guidance support to young people when they were being submitted and accepted on to a
traning programme, and that Training Organisations could reinforce this in the induction
programme.

“ The main thing isthat young people know they can contact the careersadviser if they need
tO.”

Careers Adviser

We do not know to what extent Skillseekers are aware of this aspect of the Careers Service's
role.

Careers Service staff involvement in final reviews of Skillseekers

The quegtionnaire adso asked about Careers Service involvement with Skillseekers who were
coming to the end of ther programme and did not have another opportunity to go to
afterwards.

Their responses again highlight a difference between the Careers Service role with STN
Sillseekers and with other  Skillseekers. Almogt  two-thirds of Training Organisations
responded that the Careers Service was aways or often involved in the find review of
tranees with STN Skillseekers compared with well under a fifth of other Skillseekers
(awaydloften involved: STN 65%; mainstream Skillseekersl5%,; Modern Apprentices 14%,
Table 8.3).

Table 8.3 Careers Service staff involvement in the final reviews of young people completing
Skillseekers without another opportunity

Always Usually Occasionally Never (n)
Skillseekers 5 10 23 62 (36)
Modern Apprentices 7 7 20 67 (30)
STN trainees 46 19 12 23 (26)

Training Organisations involved in piloting the questionnaire suggested that one possible
reason for not referring Skillseekers or Modern Apprentices to the Careers Service at the end
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of their progranme was tha the job-finding sarvices of the Employment Service would be
more useful.

A mgority of Training Organisations thought that the Careers Service had the right leve of
involvement in find reviews of STN trainees (Table 84: 71% “yes’; 29% “no/not sure’).
They were less sure about its level of involvement with other Skillseekers and with Modern
Apprentices.

Table 8.4 Has the Careers Service the right level of involvement at the final review stage
with...

Yes No Not sure (n)
...Skillseekers? 50 28 22 (39)
...Modern Apprentices? 45 31 24 (29)
...STN trainees? 71 8 21 (24)

Careers Service involvement with Skillseekers needing support or
at risk of dropping out

The responses of Traning Organisations indicate tha the Careers Service had only limited
involvement with young people on Skillseekers who needed support or were in danger of
dropping out of training (Table 8.5). Just over a half responded that the Careers Service was
adways or usudly involved with young people who needed support. It was less likey to be
involved with those in danger of leaving their training programme early.

Table 8.5 Careers Service involvement with “at risk” Skillseekers

Always Usually Occasionally Never (n)

Is the Careers Service involved if any 13 38 20 29 (46)
young person needs support?

Is the Careers Service involved if a young 15 26 24 35 (41)
person is in danger of dropping out of
your training?

Mogt Carears Service Companies relied on Training Organisations to remind young people
that they could refer themselves to the Careers Adviser, but some Careers Service Company
daff fet that it was unredistic to expect them to do much of this Most Careers Service
Company doaff did, however, fed that it was important that Training Organisaions
understood the points a which a referrd back to the Careers Service Company was
aopropricte, and identified “young people being in need of support” and “in danger of
dropping out” as criticd referrd points. It is of concern that more than a third of Training
Organisations reported that they never involved the Careers Service Company if a young
person was in danger of dropping out. This means that in this Stuation the Careers Service
Company only became involved &fter the young person had dropped out and become
unemployed and had no chance to take preventative measures or ensure that the young person
considered aterndives to leaving the training programme.

Reported levels of Careers Service Company involvement when young people needed
support were not greetly higher, with just over a haf of Training Organisations reporting that
the Careers Service was dways or often involved if a young person was likely to drop out of
SKillseekers.
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Overall level of Careers Service Company involvement with Skillseekers and
Modern Apprentices

There is a need for Carears Service Companies to condder and discuss with Training
Organistions what is an appropriate level of involvement. There are different arguments. On
the one hand it could be argued that once young people are in training, unless they have
gpecid training needs, they should be trested as norma employees who would not have the
Careers Service checking on them (dthough we suggest later that the Careers Service's role
with young workers adso needs to be examined). A counter argument is that given levels of
non-completion of training and non-achievement of qudifications, then the Careers Service
has a role to play. We have seen how policy thinking about the Careers Service, especidly in
England, has increesingly emphasised its role in usng regular reviews to encourage pupils a
risk of under-achieving a school. This thinking could logicaly be gpplied to young people in
post-school training who are in danger of under achieving and/or dropping out. There are, of
course, resource implications of any increese in work with young people in traning that
would need to be addressed with LECs and others if a more drategic role in tackling non
completion of training and non-achievement of qudificaions is to be taken on by Carears
Service Company daff.

Although most Traning Organisttions were satisfied with the levd of Careers Service
Company involvement in STN mid-term reviews, we would suggest that the levels reported
are lower than might be expected (“aways/often involved” 52%, Table 8.1). Careers Services
provide the initid endorsement that specid training support is required, but it is less common
to review whether this needs to be continued. We would argue that the progress and career
development of young people with STN requires to be monitored and supported throughout
the period of training.

The 1998 Scottish Enterprise commissioned evauation of Skillseekers identified the area of
guidance and support of young people on Skillseekers as in need of development (PACEC,
1998). This view was endorsed in the consultation paper “Opportunities and Choices’
(Scottish Office, 1999) which noted:

“It [the evaluation] highlighted the number of young people who leave the programme
without completing the qualification—the * early leavers’ —and, moreimportantly, described
some of the characteristics of that group of young people who tend to:

Be uncertain about the job or training that they want;

Have a lower level of attainment (at entry) than those who stay on and complete the
programme;

Be less likely to have employed status;

Be more likely to have special training needs and/or to be working towards a qualification
below SVQ Il level;

Have more than one Skillseekers job or placement.

One of the most important issues for young peopl e themsel veswastheir perception that they
had not received sufficient or appropriateinitial guidance and support, followed by alack of
support during their training.”
(“Opportunities and Choices”, Scottish Office, 1999: Ch 2, para 2.17)
We would suggest that the incluson of “be uncertain about the job or training that they want”
as one of the characterigtics of early leavers from Skillseekers supports our view that careers
guidance, not just personad and sociad support, is necessary for, at least some, Skillseekers.
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Whose responghbility is it to ensure that Careers Service Company support is avalable & the
right time? One way for Careers Service Companies and Training Organisations to do so is
through Service Level Agreements between them. This requires to be supported by regular
renforcement of the referd points to the doaff of Traning Organisations. Some
repongbility must dso lie with young people. Induction and briefing should ensure that
young people are sufficiently aware that they can (and should) use the Careers Service when
they are in a training programme rather than only after they have left it and are back on the
unemployed register. However, young people's willingness to initiste a contact with the
Careers Searvice will depend on their previous rdationship with the service, including whether
they perceve themsdves to have been “forced” on to training and their recognition of the
Careers Service's post-school or adult role. Practical issues of how a young person in a full
time training programme can actudly see a Careers Adviser or vidt the Careers Office dso
need to be addressed

A find argument to be consgdered relates to the particular nature of the relationship between
Training Organisations and the Careers Service. It was suggested to us by Careers Service
Companies that Training Organisations had a different and closer reationship with the
Careers Service than do employers:

“ Therelationship between the Careers Service and training providersisdifferent fromthat
between the Careers Service and employers. There is a closer partnership with training
providers, they aretaking the training of young people a stage further. Thelink with training
providers is based on the fact that we are saying, ‘Perhaps that young person is not
necessarily the best person, but we want you to devel op the person’. Whereasfor employers
you are trying to say, ‘ These are the best young people’” .

Head of Service

If this modd of partnership is appropriate, what are the implications for the Careers Service?
It could be argued that the service should be working closdy with Training Organisations to
develop young peoples motivation and career aspirations. If Careers Advisers use ther
advocacy role to persuade Training Organisations to take on disadvantaged and disaffected
young people, perhaps they should offer grester support to Training Organisations through
active involvement in ongoing guidance. Such advocacy, too, may be more effective if
Training Organisations do not fed they are beng left to ded with the difficulties done,
epecidly since the financid costs of non-completing trainees or non-achieving trainees may
discourage Training Organisations from “taking a risk” a the sdection stage with some of the
poorest candidates.

Work with young workers

In comparison with the other demands on Careers Service time, guidance activities with
young workers had low priority in Careers Service Companies. We were able to identify only
one funded initiative that was desgned to hep young people stay in work, perhaps
responding to the debate on the devdopment of employability. Severd respondents
recognised the potentid vaue of this work, but resource issues kept its development low on
the agenda.

Previoudy, the Careers Service used to cary out the “Review of Progress of Young
Workers’. This activity involved contacting young workers within 3 to 9 months of ther

164



The Effectiveness of Careers Services

entry to employment and could involve an invitation to cal to the careers office for help on
one evening in the week when the office opened late. The purpose of this contact was:

to check if young people were happy in their work, if it was what they had expected and
if not, to give careers advice and register them for a change of job

to check if young people were recaiving training and if not to help them negotiate this
to review the careers guidance given and satisfaction with the Careers Service

to keep the careers adviser up-to-date on employment conditions and opportunities for
young peoplein the area

This activity had fdlen into disuse and was dropped from centra government guidance to
Careers Services. Young workers older than 16 or 17 are, under current guidance, outwith the
core client group and are clients to whom a service is optiona. Given that reduced numbers
of young people are leaving a 16, and that the first entry to work may be after 3" or 6" year
or an FE couse, few young workers can now be classfied as core clients. This confirms our
argument that policy guidance to the Careers Service reinforces a narow view of its
contribution as being focused only on initid trandtions. However, young people in work
have continuing careers guidance needs (Howieson et al, 1993).

The “Right to Time Off for Study” legidation introduced towards the end of the research has,
to date, had minimum uptake. The Careers Service's potentid role in encouraging the uptake
of traning by young employees and their employers has been recognised by Scottish
Enterprise and an agreement made to fund the Careers Service's work on an individua client
bass. The impact of this initiative on the Scottish Careers Service's work has been negligible
o far.

While the importance of helping young people in jobs without training must be recognised,
the broader needs of young people's career development suggest that the purposes of the
“Review of Progress of Young Workers’ noted above are as valid & ever, perhaps more so,
due to the increased complexity of the labour market. And review of young workers and their
experience is vauable from a qudity aspect, enabling Careers Service Company daff to
evduate the careers guidance these young people have received. Furthermore, contact with
young workers can contribute to daff development by increasng knowledge of the loca
labour market for young people.

Work with further education students

If the provison of services to young workers is a resource issue, provison for FE students,
another core client group, is even more s0. It was described by Heads of Service as.

“ A bottomless pit”
“There's an enormous potential demand”
“ 1t would seriously squeeze the school side if really taken up”

One Careers Service Company was heavily involved in provison to FE as pat of its core
input, and two were dgnificantly involved through the purchase by colleges of the time of
Carers Service Company daff. Of the remaining Careers Service Companies, we would
asess half as having some involvement with advisng FE dudents and hdf as having very
limited involvement. Particular problems were experienced where the Carears Service
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Company had a number of specidist colleges that attracted students from outwith its area but
who then became core clients of the Careers Service Company in whose area the college was
based.

Given that the GAE funding does not take into account the FE student population, there were
sgnificant resource issues for Careers Service Companies. The policy is to provide “reevant
sarvices for assging persons undergoing relevant education”; the Trade Union Reform and
Employment Rights Act 1993 made no digtinction between school and college students in
relation to “relevant education”. There was, as a result, condderable digunction between the
policy and the practice which effectivdy meant that work with college students was a
margina activity compared with school work in most Careers Service Companies.

To what extent does the limited service to FE matter, given there is now a trend for larger
colleges to appoint their own Careers Adviser within the college guidance team? This may
depend on the extent to which the Carears Adviser’s impartidity is compromised by being
pat of the inditution and the extent to which the college funds its guidance services. Some
suggested that improved articulation between FE and HE courses would lessen the need for
the Carears Service's input. However we would suggest that pre-entry and induction
guidance would become more rather than less important in this Stuation due to the extended
commitment the client is undertaking. While colleges have a dear respongbility for pre-entry
guidance, this would normdly be done by depatmentad <taff rather than the college careers
adviser. Where, then, is the FE applicant who may be embarking on an extended articulated
course of study to get impartid advice? Applicants to FE as such are not within the core
client group of the Careers Service Company, they may fdl into the category of core dlient
group at the gpplication stage but this would be only for other reasons, for example, if they
were unemployed.

Post-school clients’ views of the Careers Service

Our firg survey contacted young people while they were dl ill a school (in $4, S5 and S6).
When they were surveyed for a second time, a year laer, 40% of them had left and were in
various post school satuses. Table 8.6 shows the status of young people at the time of the
second survey. We would note that the Skillseekers category is predominately made up of
those with employed satus (including Modern Apprenticeships); less than one percent were
trainees. Only 2% of respondents were unemployed which means that, generally, we have not
been able to andyse the responses of unemployed young people as a separate category. For
some andyses, we have combined young people on Skillseekers, in work, self-employed and
unemployed into one category cdled “young people in the labour market”. The numbers in
the other two categories “looking after the family or home’ and “doing something dsg’ are
too small to andyse separately.

In the next sections we consder post school clients contacts with the Careers Service; thelr
views of the what is important for the Careers Service to do; and report on their opinion of
the Careers Service.
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Table 8.6 Status of young people at the second survey

% (n)
School 60 (892)
FE 11 (158)
HE 15 (217)
In labour market, of whom: 12 (175)
[Job] (6] (90)
[Skillseekers (employed and trainee status)] [4] (54)
[Unemployed] [2] (31)
Looking after family or home 0.4 (6)
Something else 2 (25)

Young people’ s contact with the Careers Service since leaving school

Young people were asked if they had had contact with the Careers Service since leaving
school and, if so, what types of contacts they had had. Table 8.7 shows that nearly a haf of
respondents reported that they had not had contact with the Careers Service after school
(46%). Whether or not young people had had contact varied consderably across the different
post school datuses, in particular, nearly three-quaters of those who were in higher
education a the time of the second survey had had no contact. It might have been expected
that most young people in higher education would have reported some contact (eg a
telephone cdl) since the Careers Service carries out a survey of first destinations of al school
leavers 3 to 6 months after leaving. However, because the purpose of this contact is primarily
seen as data collection for detination datigtics (rather than checking the progress of the
young person), this information may be gathered from a dmple questionnaire, from a
telephone contact with family members, from the school, or from client record data gathered
some months earlier as national exam results come out. We have refered earlier in this
chapter to the historical Careers Service role of “reviewing the progress of young workers’, a
task no longer undertaken. The limited use of this dedtination datistic contact is perhaps a
missed opportunity to remind HE sudents (and other post-school clients) about the role of
continuing careers guidance and to check the careers guidance given againgt client outcomes.

While a quater of young people who were in the labour market had had no post school
contact with the Careers Service, this varied depending on their particular labour market
datus. All of those who were unemployed had had some contact with the Careers Service
sance leaving school. Under a third of those on Skillseekers reported no contact (30%, Table
8.7). The Careers Service Company role in placing these young people into Skillseekers may
well have taken place prior to leaving school or they may have found their own opportunity.

Around a quarter of post school clients reported having one or more interviews with a
Careers Adviser since leaving school (26%, Table 8.7). Unemployed young people and those
in employment reported higher levels of Carears Adviser interview(s) than those in other
datuses. Unemployed young people dso had the greatest leve of contact with Careers
Assglants about vacancies or benefits. Altogether the table shows the focus of the Careers
Sarvice Company post school work on unemployed clients. This confirms what we say
elsawhere about the lack of careers guidance to most post-schoal clients.

Wdl ove two-fifths (45%) reported contacts using “distance agpproaches’ whereby
information was sent or phone cdls made to the home (some of these contacts may well have
been to gather firg-destination information). This type of outreach work is sometimes under-
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vaued, but can be very effective. An earlier piece of work by the researchers found that
parents particularly vaued phone cdls to ther children as it showed a continuing interest in
them, alowed parents to keep in buch with what was hgppening and gave them the potentia
to interveneif necessary (Semple, 1990).

Table 8.7 Post school clients’ contact with the Careers Service

All Labour Market
post-
school Labour Skill-
clients FE HE market Job seekers Unemp
No contact 46 25 72 25 41 30
One m'_terwew with a careers 15 18 12 16 16 19 11
adviser
More than one interview with
a careers adviser 11 4 ) 26 29 14 36
Group discussion 7 12 3 4 3 8
Interview with a careers
assistant 10 2 - 23 21 18 36
Phone call 19 7 7 41 28 53 57
Information sent 26 23 14 39 27 56 46
Other 4 9 1 5 6 5
(n) (581) (159) (217) (175) (89) (55) (31)

Percentages sum to more than 100 because respondents could tick more than one answer.

Post-school clients' perspective on the important things for the Careers Service to
do

The questionnaire asked al respondents for their opinion of the Careers Service, whatever
their levd of contact at school and dnce leaving. They were asked for their opinion of how
well the Careers Service performed in relation to a number of Saiements. They were then
asked to indicate from the lis what they thought were the three most important things for the
Careers Service to do, to give an indication of young peopl€'s expectations of the Careers
Service. We firg discuss what post school clients identified as the most important things for
the Carears Service to do since this provides the context in which to interpret their responses
about how well the Careers Service was performing in relation to the various activities.

For post school clients, in al gatuses, the most important thing for the Careers Service to do
is to be good at advising young people who are unsure about their future (45%, Table 8.8).
Thus respondents think that the careers guidance function is the most important aspect of the
Carers Service's work. Being good at advisng young people who are unsure about their
future was an expectation of the Careers Service held by those groups who might be assumed
to have made a vocationd decison through entering a job, training or a vocationd FE course
as those dill a school. While it may be argued that some may have answered the question on
the basis of what is important for al young people and not just themsdves, we can see from
their responses to other items that their answers gppear to be rdated to ther own current
datus. There is dso evidence from other research that confirms that young people post-school
may experience continuing uncertainty about their future (Howieson and Semple, 1992).

Treeting young people with respect emerged as the second most important thing for the
Careers Searvice to do (35%). Following this, keeping up-to-date with information about
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courses and information about jobs were the next most important aspects identified by post
school clients (24% and 21%, Table 8.8).

Table 8.8: The most important things for the Careers Service to do

Post-
school Labour
clients | FE HE market
Treats young people with respect? 35 40 33 33
Can be trusted to respect confidential information? 20 18 15 26
Speaks up on behalf of young people? 18 16 14 26
Good at advising young people going to university? 19 8 35 9
Good at advising young people going to college? 14 15 10 19
Good at advising young people looking for a job or training
after school? 17 ns ns ns
Good at advising young people who are unsure about their 45 49 50 34
future?
Good at helping and supporting unemployed young people? 19 20 12 26
Keeps up-to-date with information about jobs? 21 32 20 21
Keeps up-to-date with information about courses? 24 26 30 13
Good job or training vacancies for school leavers? 13 9 5 28
(n) (551) (159) (217) (175)

Being good a advisng young people who are unsure about ther future was the most
important aspect for dl categories of post school clients. But it is clear that respondents were
judging what was important based on their own experience - the level of importance given by
young people to al other aspects of the work of the Careers Service varied by their status.
Thus, “advisng young people going to univergty” was seen as more important by those in
higher education than by any other group of young people (35%, Table 8.8). Similarly, young
people in the labour market were more likey to rae as important than other groups. the
Careers Service in its advocacy role in spesking up for young people (25%); the ability to
trust the Careers Service to respect confidentid information (29%); and that the Careers
Service should have good vacancies (28%). They were less likely to rate: keeping up-to-date
about courses (13%) and being good a advisng young people who were unsure about thelr
future (37%), dthough this lagt item was 4ill the one mogt likely to be thought important by
young people on the labour market. While recognising there will be differences a individua
level, these figures give some indication of the expectations and perspectives of young people
in the labour market. It is interesting to note the comparaively high numbers giving a high
rating to “being able to trust the Careers Service to respect confidentia information” amongst
the labour market group. In consdering why this difference exidts, it may be that the Careers
Savices provison of informaion on young people under submisson to employers or
Traning Organisations (particularly those young people being endorsed as having Specid
Training Needs) may be more significant and gpparent to this group.

Post-school clients' opinion of the Careers Service

We now report on post school clients opinion of the Careers Service. Ther opinion of the
extent to which the Careers Service delivered on the various aspects of their work needs to be
conddered in the context of what they thought was important for the Careers Service to do.
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Respondents could answer: “yes, dways’, “yes, usudly”, “no, not aways’, “no, not a al”,
and “not sure” to each item in the question. We have combined the “yes, dways’ and “yes,
usudly” categories into one and smilarly the “no, not dways’ and “no, not a al” have been
combined.

As we noted above, heping young people who were unsure about their future was the most
important task identified for the Careers Service. Over a hdf of post school clients thought
that the Careers Service dwaysusudly did so (55%, Table 8.9). Young people who were in
HE were least likely to think that the Careers Service dways or usudly did this and dthough
there is a high levd of “not sure” responses from HE students, over a third responded “not
dways’ or “no, not a al” to this (37%, Table 8.9). The responses of HE students were
different from those of other respondents for most items, they are inclined to be more
negaive and, especidly, to give a higher levd of “not suré’ responses. This suggests that
more work needs to be done to examine the expectations and experiences of HE students and
the way in which the Careers Service works with them.

Table 8. 9: Young people’s opinion of the Careers Service: post school clients

Post-
Do you think the Careers Service... school Labour
clients FE HE market
...treats young people with Always/usually 83 91 78 82
respect? not always/ no 11 6 11 15
n/s 6 3 10 4
...can be trusted to respect Always/usually 85 90 83 79
confidential information? not always/ no 3 - 2 -
nis 13 10 15 14
...speaks up on behalf of young always/usually 55 60 42 69
people? not always/ no 20 20 21 19
n/s 25 20 38 13
...is good at advising young people always/usually 49 43 54 49
going to university? not always/ no 28 22 37 23
nis 22 35 10 28
...iIs good at advising young people always/usually 61 69 52 66
going to college? not always/ no 11 16 5 15
n/s 28 15 43 20
...Is good at advising young* always/usually 57 59 39 79
people looking for a job or not always/ no 10 8 8 14
training after school? n/s 33 33 53 7
...is good at advising young people always/usually 55 65 38 67
who are unsure about their not always/ no 26 21 36 17
future? nis 19 14 26 16
...is good at helping and supporting  always/usually 37 47 21 49
unemployed young people? not always/ no 13 5 12 20
n/s 51 48 67 32
...keeps up-to-date with information  always/usually 48 59 33 60
about jobs? not always/ no 19 16 19 20
n/s 33 25 48 20
...keeps up-to-date with information  always/usually 65 83 49 69
about courses? not always/ no 13 4 17 13
n/s 23 13 34 19
...has good job or training always/usually 37 45 20 49
vacancies for school leavers? not always/ no 12 8 6 24
nis 51 48 74 27
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It is interesting to compare FE and HE students responses. FE students responses were
generdly postive with a reativey low level of “not sure’ answers. A large mgority of those
in FE thought that the Careers Service aways or usudly was good a advisng young people
going to college (69%, Table 8.9). This compares with over a half of HE students who rated
the Careers Service as dways or usudly good a advisng young people going to universty
(54%, Table 8.9). FE students were dso more positive than HE students about the extent to
which the Careers Sarvice dwaysusudly kept up to date with information about courses.
(83% vs 49%, Table 8.9). It seems that FE students were more satisfied than HE students
with aspects of course information provision by the Careers Service.

With the exception of responses to the question about being good a advising young people
looking for jobsftraining and about keeping up to date with course information, the views of
those in the labour market are smilar with those in FE. These two groups seem to hold very
gmilar opinions of the Careers Service's performance.

As we saw above, treating young people with respect was an aspect judged by al groups as
important for the Careers Service to do. A large mgority of post school clients thought that
the Caears Service did do this in practice (83%, “dwaysusudly”). A dmilaly high
percentage fdt that the Careers Service could be trusted with confidentid information (85%,
“dwaysusudly”). Both of these responses suggest that the relationship between the Careers
Service and its young dientsis a positive one, based on respect and trust in certain key aress.

Around a hdf of respondents in the labour market thought that the Careers Service dways or
usualy had good job or training vacancies for school leavers. (49%, Table 8.9)

While there are a number of podtive results on other items, the Careers Service's
performance in reation to guidance and information aspects (particularly for HE applicants
and students) appear to need some development in the eyes of clients.
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CHAPTER 9
THE PLACEMENT SERVICE

Introduction

In this chapter we condder the Careers Service's placement service. We use evidence from
our interviews in Carears Service Companies (CSCs) across Scotland and the additiond
interviews in the five case sudy Careers Service Companies, our survey of employers ; and
we adso draw on the report “The Careers Service Performance Assessment Survey: Job
Broking” (DfEE, 1996), which is one of few other studies to consder this aspect of Careers
Service (CS) work dthough it did not cover Scotland.

SUMMARY AND ISSUES

The placement role and tensions in it

All Careers Service Companies provided, as was required of them, a vacancy-handing
sarvice for school leavers. This put the Careers Service into the centre of the tensions in
the local labour market.

Difficulties for the Careers Service include: the mismaich between some young people's
aspirations and the availability of opportunities; the increased proportion of labour market
entrants who are not “job-ready” or “good calibre’ as more young people continue in
education; and the government guarantee and the socia incluson agenda that require the
Careers Sarvice to try to find work or training for disadvantaged and unemployed young

people.

The placement service is the point a which the needs of young people and of employers
and traning providers meet. Under previous policy guidance, the young person was
Careers Searvice's “the client” but the most recent guidance aso defined employers and
training providers as its “clients’. Whaose needs shoud a placement service serve? If there
is a conflict, whose get priority? This tenson is especidly clear where a Carears Service
Company sets up a specidist employer unit.

The operation of the placement service

The placement service was viewed by many Careers Service Company daff as a very
resource intendve activity that often had discouraging resultss some Careers Service
Companies noted unacceptably high levels of unfilled or withdrawn vacancies.

The extent of crculation of vacancies within Companies was variable. Most Careers
Service Companies had arrangements for circulating vacancies within the trave-to-work
aea and some Caears Service Companies systematicaly displayed vacancies in schools
and sometimes in colleges.

No Scottishrwide vacancy circulating system operated across Careers Service Companies.
There are drong arguments in favour of a nationa (Scottish or UK wide) system of
vacancy handling. Different gpproaches are possible and the development of IT sysems
islikely to be of benefit here.
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The development of the placing service

A number of improvements are needed to make the placement service more effective.
These include rdidble computerised matching sysems a a Scottish levd (with a
commitment to resource continuing development); a single national system and Sraegy
for the collection and use of LMI; a review of the way in which vacancies and dlients are
matched to better reflect changing skills and demands in the labour market; the incluson
of a wider range of young people regstered with the Careers Service to provide genuine
choice to employers; and increased advocacy on behaf of disadvantaged clients.

Many of the young people who use the Careers Sarvice's placement service are likdy to
require continuing support to develop their employability skills and respond to the
increased demands made by aflexible labour market.

The provison of a placement service should be retained as a Careers Service function but
condderation should be given to the development of a two-tier placement service, one
operating according to market approaches and the other with built in support systems for
young people, employers and training organisations.

FINDINGS AND DISCUSSION

The placement role

All Careers Service Companies provided, as required of them, a vacancy handling system for
young people, employers and training organisaions. The generd view among Careers
Service Companies was that the Careers Sarvice had a critical role to play in the placement of
young people who were in the early stages of their entry to the labour market and that such
young people had need of the more personal support that the Careers Service could provide.
This was the view aticulated by the Association of Careers Service Companies in Scotland
(ACSCIS) inits submission to the Careers Review Committee (ACSCIS, 2000).

Some Careers Service Companies put their placing role as centrd to their work and future
development:

“Placing hereis seen as the main goal of the service: at least it gives us a measure of the
success rate.”
Head of Service

“ Our key aimisto improve vacancy handling.”
Head of Service

Mog saw their supportive placing function as essentid in order to help young people make a
smooth trangtion into the labour market.

A minority view was to wonder whether the New Deal modd might be appropriate:

“We' relooking at the Gateway model wher e the Careers Company does the guidance and
the Job Centre does the placing.”
Head of Service

Tensionsin therole

Offering a placing service put the Careers Service into the centre of the tensons in the loca
l[abour market. The mismatch between young people€'s sated aspirations and the availability
of opportunities in the labour market created a number of difficulties. Firgly, most Careers
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Service Companies reported higher numbers of service sector and administrative vacancies
and lower numbers of manud and craft vacancies than there were interested registrants.

Secondly, government education and training targets were reflected in young peopl€'s
increesed commitment to post-school learning. As more young people stayed on a school or
entered FE or HE in preference to the labour market, a higher proportion of labour market
entrants were not job-ready or would not be seen by employers and training organisations as
“good cdibre’ young people. Higher numbers of young people entering FE and HE in
preference to the labour market aso created a problem for the placing service:

“1t’ sdifficult for the Careers Serviceto fill vacancies when young people are going hell for
leather for higher education. At the bottom end there are a number of young people who are
hard to place but there is a very thin sandwich in between.”

Head of Service

It was a common view that the lack of parity of esteem between work-based training and
learning routes and education and traning routes in academic inditutions aso encouraged
“good calibre” young people and their familiesto opt for FE or HE after schoal.

A third point is that the placement service has been the point a which young peopl€'s needs
and the needs of employers and Training Organisations met. The traditiond Careers Service
Company view has been that the needs of the young client come firg, though qudified by
saying that these can only be served through giving employers and Training Organisations a
good service. Earlier policy guidance to Careers Services cdled the young person “the client”
with employers and Training Organisations part of the “supportive processes’. However the
most recent guidance aso cdls employers and Training Organisations “clients’. Whose needs
should a placement sarvice serve? If there is a conflict, whose get priority? This tenson is
especidly clear where a Careers Service Company sets up a specidist employer unit.

Lagly, a commitment to socid incluson means that the Careers Service has had to assst
even the mog difficult clients to find a niche in the labour market, and has had to give
priority to young people covered by the government guarantee of a training place. This may
mean that employers and Training Organisations are not getting the best available candidates
submitted to their vacancies.

The operation of the placement service

The placement service was viewed by many Caears Service Company dtaff as a very
reource intendve activity that often had discouraging results, with some aeas noting
unacceptably high levels of unfilled or withdrawn vacancies. Business activity figures for
1998-1999 for the Scottish Careers Services show 8,831 vacancies notified by employers
with 4,873 filled job vacancies. A number of mitigating factors need to be taken into account
in consdering the gpparently limited success rate of filling job vacancies.

The number and “cdibre’ of avalable young people registered for work varies depending on
how soon after a leaving date the employer notifies a vacancy. Also, we have seen that many
employers use a number of other methods of recruiting at the same time as notifying a
vacancy to the Careers Service. Laslly, employer and Training Organisation expectations of
young people may be unredidic.
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However, the figures confirm the dgnificance of Careers Service Company’s placing
activities for Training Organistions with admogt 14 thousand placings into training places
over the same period (13,966).

No Scottishwide vacancy circulating system currently operates within the Careers Service,
dthough a careers office might well phone the receiving careers office to seek labour market
information for a young person intending to move to another area. The extent of circulation
of vacancies within a Careers Service Company area was variable. Most Careers Service
Companies had arangements for circulating vacancies within the travd to work pattern
within the Careers Service Company area. Some Careers Service Companies systematicaly
displayed vacancies in schools (and in some cases colleges, especially where vacancies could
not be filled from those young people registered with the careers centre).

Where travel to work patterns crossed Careers Service Company geographical boundaries
there were resource implications for Careers Companies in handling employer contacts on
behdf of neighbouring Careers Service Companies.

Both pre-sdection to employers requirements and open display of vacancies could co-exist
in the same dtuation. Sometimes vacancies were displayed only when pre-sdection hed
faled to find suitable applicants. sometimes vacancies were displayed openly on principle,
with Careers Advisers and Careers Assstants prepared to ded with the guidance needs of a
young person asking to be submitted to an unsuitable vacancy. The limitations of IT might be
responsible for policy in this area, for example where the computer system could only search
on the young person’s firs choice of career opportunity. In this Stuation the client needed to
cdl to view a display board or telephone the careers centre to check on vacancies for other
career choices.

We did no extensve check of vacancies, but our observation of vacancies on display in
offices and our review of policy statements led us to conclude that some improvements were
needed in the qudity of information on vacancies on display to young people. Following a
more detailled review of vacancy information, DfEE's Performance Assessment Survey on
Job-Broking (1996) found:

“ The assessment suggests that the quality of vacancy descriptionsis unacceptable in many
Careers Services.... There is considerable evidence of failure to consider the vacancy
description from the clients' point of view.”

(“Performance Assessment Survey on Job-Broking”, DfEE, 1996: p.15)

It recommended that standards for vacancy information should be devel oped.

The Careers Service Company dtaff that we spoke to recognised that the Careers Service's
advocacy role in encouraging employers and Training Organisations to take on some of the
leest skilled and poorly motivated of young people would impact on how employers and
Training Organisations viewed the effectiveness of Careers Sarvice Companies in  ther
placing role. Loca client contact surveys by Careers Service Companies with employers and
Training Organisations confirmed this. There were practical tensons as a result, for example,
what should be the turn-around time for filling a vacancy? Young people whose households
had a telephone would be easer to contact, but those without a phone might miss an
opportunity: households without a phone are recognised as likely to include those suffering
from multiple deprivation, who are to be given priority under socid incluson drategies. We
need to make clear that these tensons have existed for many years. The Careers Service has
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adways been expected to show a commitment to disadvantaged young people, and its Staff
have tended to enter the Careers Service with a service/caring orientation:

“You' ve got to have a commitment and a personal interest in all young people’s futures’
Careers Assistant

“ What differentiates the Careers Service fromthe Job Centre and the school (in submitting
young peopl e for vacancies) isits advocacy role now being powerfully heard on behalf of
homel ess people”

Area Manager

A further complication was that in the past the Careers Service, as pat of the education
department of the loca authority, had an agreement in some areas that any vacancies notified
to schools by employers should be referred to the Careers Service. The bresking up of the old
authorities had meant a leest a weakening of this agreement. It may wel be the case that
employers go directly to schools because they do get a better sdection of young people: but
schools are less likely to submit and advocate on behdf of poorer candidates, and they have
no need to meet a guarantee. Sdection and placing is a complicated activity, with particular
chdlenges reaulting from working with teenagers, and complicated by legidation and
philosophy with regard to equa opportunities. Research suggests that forma channels, such
as the Caeas Savice and Employment Services, ae paticulaly important for
disadvantaged groups (notably members of ethnic minorities) and that those who enter ther
firg jobs through forma channds reman in them longer than those who do not (Killeen et al,
1992).

The development of the placing service

Theuseof IT

The use of IT in placing was a live issue. It had the potentid to provide flexible searching of
client databases for employers, and employer databases for clients. Virtudly dl Careers
Service Companies had used IT for adminigtration, but even where packages had the potentia
to do searches it was less common to use this aspect of its provison. This partly related to
difficulties Careers Service Companies had previoudy experienced in usng these and earlier
IT packages this had made them cautious about over-reliance on them in the key area of
placing. At the time of which we are spesking, al Careers Service Companies were in the
process of upgrading or changing or reviewing IT systems.

IT could aso be used to circulate vacancies. A number of Heads of Service spoke strongly in
favour of a naiond (Scottish or UK wide) sysem of vacancy handling. This might indude
the use of the Internet, usng the Employment Service's gpproach to vacancy handling or
developing a centrd approach to employers who had chains of outlets across a number of
Careers Service Companies.

A more sophigticated use of IT is one of a number of improvements needed to make the
placing sarvice more effective Manua rather than computerised matching of dlients to
vacancies is inefficient, limits the range of clients and opportunities that can be handled and
lacks trangparency to dients. It dso limits the range of search factors that can be included in
matching. In Chapter 8 we noted that job seekers might include the following:

recent schoal leavers;

long-term unemployed young people;
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pupils who have returned to school after S4 or S5 but would leave for an gppropriate
vacancy;

school pupils or FE students coming up to the end of the session, and available for work
shortly;

Skillseekers who have a trainee rather than an employee contract; and
young workers who are seeking a change of job.

It is extremdy difficult to do a thorough manua search of the records of such a wide group. It
is dso more complex to search on a young person’s second or third choice manudly. The
implications of manua meatching sysems may be that:

the records of young people on the “live’ regiser are searched firs when a vacancy
comes in (the needs of unemployed young people and the need to meet the Guarantee are
additiona pressures for this to happen). If sufficient possble gpplicants are identified at
this stage, the likdlihood of a broader search is lessened, and employers may not get the
best sdlection of gpplicants offered to them;

young people€'s registered choices may have to be limited, since a manud system cannot
cope. However, the need for flexibility in labour market choices is important, especidly
for new entrants who will be helped by having first, second and third choices,

methods of matching may be limited, with search factors consdered one after another
rather than being considered together;

ingbility to provide quick information to an employer conddering moving into an aea
about the interests and qudifications of a wide range of young people, or to negotiate
with credibility with an employer whose expectations could be shown to exceed what
young people could provide; and

less trangparency to young people and their parents. Where a highly desirable vacancy is
notified, and the Careers Service is asked to pre-sdect only a smal number of candidates,
daff are in a difficult pogtion if young people or their parents ask why they have not
been submitted? Computerised matching and search factors can often show a professond
objectivity that is convincing and reassuring. In generd, computerised matching is likey
to be a more objective first stage in pre-sdection.

Policy on matching appeared to be under-developed, and this could be of great importance.
Asthe DfEE Performance Assessment Survey on Job-Broking (1996) commented:

“ The policy on matching isimportant in ensuring equality of opportunity.”
(“Performance Assessment Survey on Job-Broking”, DfEE, 1996: p.23)

Labour market information and classifications

We became aware when seeking information on employers and training organisations from
our 5 case sudy Careers Service Companies that labour market data was classfied in
different ways in different Careers Services. This appears to goply across Scottish Careers
Services as a whole. We even found differences in cdassfications of client and opportunity
data amongst offices within the same Carears Sarvice Company. When definitions differ,
making sense of trends in employment and training, and categoriang the labour market
intentions of young people seeking work becomes difficult once the data is shared beyond the
immediate area or Careers Service Company. A unified system and strategy for the collection
and use of LMI is necessry, and this should have an IT base. This should aticulate with
Scottishrwide databases such as sysems being developed by Scottish Enterprise and
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Highlands and Idands Enterprise, and dso dlow appropriate exchange of information with
Employment Services databases.

Changing skills and demands in the labour market, and different definitions of work mean
that the way in which vacancies and clients are matched needs to be radicaly reviewed.
Classfications and descriptions of work used by individud clients, employers and careers
guidance practitioners may need to move beyond dependence on the notion of “occupation”
towards consdering transferable skills, core <ills and employability skills as pat of a
matching process (see “Congructs of Work Used in Career Guidance” (1998) by Hirsh, Kidd
and Wats for a detailed discusson of these issues). This is necessary for organisations that
match individuas with opportunities, but particularly so for those working with new entrants
into the labour market, where work experience and “hard skills’ are limited.

Some Careers Service Companies were beginning to look a measures of “soft sills’ in
young job seekers, manly with a view to usng these messures as pat of a supportive
guidance process that provided skill development where this was needed. Careers Service
Companies in many aress had dready been involved in supporting the development of
employability skills in school pupils and leavers through work with community and other
organisations. Nevertheess, many of the young people who seek to use the Careers Service's
placement service to enter the labour market are likey to require continuing support to
develop their employability skills

Thefuture of the placing service

In condgdering the future of the placing service, we reviewed the evidence from our research
on whether the Careers Service should retain this function. On the one hand, our view was
that the placing service was the Carears Service function that was most wesk in comparison
with others. Some of this was the result of conflicting loydties between providing a service to
employers and Training Organisations and providing it to young people. Some was the result
of lack of sysemdic invesment a a naiona levd. And while condderable professond
commitment was shown to working with needy young people, we consdered that the placing
service as awhole was less likely to be the subject of professiondly-grounded review.

On the other hand, young people in the labour-market clearly trusted the Careers Service to
keep information confidentid, to spesk up for young people and to treat young people with
regpect. It was particularly important in the placing of young people with Specid Training
Needs into training, and was well regarded by employers and Training Organisations for its
knowledge of young people. The DfEE's Performance Assessment Survey of Job-Broking
(1996) found:

“ Most opportunity providerswho used the job-broking service perceivethe Careers Service

to be an effective recruitment route for young people.”

(“Performance Assessment Survey on Job-Broking”, DfEE, 1996: p.9)

Our own work found the Careers Service well ahead of the Job Centre in the numbers usng it
to recruit young people into the labour market. The same DfEE report sought a direct
comparison with other methods of recruitment and found that the other sources of young
people were rated less effective than the Careers Service: the Job Centre was rated as less
effective by 46%, loca press by 33%, word of mouth by 23% and schools/college by 47%.
Only 12% rated the Job Centre as more effective than the Careers Service. We highlight
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perceptions of the Job Centre system because it would ke the main contender for the role of a
public employment agency for young people. Ancther particular srength of the Careers
Service is its embedding in the school sysem from which young people come, and its
resulting links with school guidance systems. ldentification of young people who need early
interventions in placing can be made more easily.

The key aspects of an effective placing service of young people are:
trangparency and objectivity where possible;
support systems for those in need, including advocacy;
honesty and impartidity, which is broadly recognised by al dient groups;
links into school systems,

professonaly grounded matching systems, with flexibility based on the specific nature of
new entrants to the labour market;

high qudity exchange of information, to an agreed leve by dl parties,
appropriate use of IT systems for matching and |abour market information; and
a placing service which matches widely with young people or with opportunities.

It seems to us that some of the key relationship and support aspects are aready in place in the
Careers Service. Given the need for the continued development of employability sKills, the
increased demands made by a flexible labour market of its new entrants and the importance
of the Careers Service to Training Organisations, we would recommend that the provison of
a placement service should be retained as a Careers Service function. In addition to the
developments noted above, consderation should be given to the development of a two-tier
placement service in order to recognise the (sometimes different) needs of young people and
employers/Training Organisations. In this sysem, one levdl would operate a competitive
vacancy/young person matching service according to market gpproaches, and the other leve

would have built in support sysems for young people, employers and Training Organisations
dike.
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CHAPTER 10
EMPLOYER WORK

Introduction

In this chapter we describe the role the Careers Service (CS) has with employers and how this
is delivered in practice by Careers Service Companies (CSCs). In addition to reporting on the
data from Caeers Service Company and other daff, we use data from our survey of
employersto report on employers experiences and views of the Careers Service.

SUMMARY AND |ISSUES

The Careers Service role with employers

There are clear tensons in the Carears Savice's role that impact on its work with
employers and training organisations and on its placement sarvice. It is impossible for the
Carears Savice to satisfy the demands of employers for the best range of applicants and
to meet the government guarantee and the socid incluson agenda that requires it to find
work or training for unemployed young people some of whom have low levels of sKills
and qudifications.

All Careers Service Companies recognised the vaue of employer work but the priority
that Careers Service Company managers gave to the policy on employer work was not
aways reflected in practicee Careers Advisars in many Careers Service Companies
appeared more focused on the demands of school work schedules than on the Company’s
employer drategy.

Many Careers Sarvice Companies acknowledged that employer work was an area that
needed consderable development. In addition to a recognition of its professonad
importance, improvements in employer and labour market services were driven by
Caears Savice Boads, the LEC and the Scottish Executive guidance and funding
priorities.

Caears Sarvice Companies found it paticularly difficult to work effectivdly with Small
and Medium Sized Enterprises (SMES) and to engage with employers who were non
users of the sarvice. In the mgority of Carears Service Companies, drategies for
employer work were under review; evidence from this research could usefully contribute
to further review.

Significant developments could be seen in employer work across Scotland. Severd
Careers Service Companies had set up specidist employer units, and where this was done
sysematicdly and was well resourced, it had a podtive impact on vacancies and on
employers perceptions of the Careers Service.

All Careers Service Companies showed evidence of development in their employer work,
incduding new gpproaches to employer vidts new ways of liadng and communicating
with employers and offering employers an expanded range of services. Some of these
initiatives were externdly funded by the LEC or the Scottish Executive.

The employers’ perspective

300 employers were surveyed across the five case study Careers Service Companies. The
magjority were users of the Careers Service. The response rate was 50%.
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Employers’ contacts with, and awareness of, the Careers Service

Employers contact with the Careers Service was largely about recruitment. They had
limited contact with Careers Service Companies to provide information about ther
company and about labour market trends or to be updated by the Careers Service about
educational developments and about local school leavers and the kind of jobs they were
interested in. The nature of employers contacts did not vary across the five Careers
Service Companies.

Employers were not aware of the wider Careers Service Company role beyond its
placement function. The Careers Service is required to keep employers aware of
developments in education and training and on supply and demand in the young person’'s
labour market (Scottish Office, 1998) but only a minority were aware of its role in giving
companies information and advice on the school education system and qudifications and
on school leavers entering the labour market. Increasng employers awareness of ther
wider role is an aspect for development by Careers Service Companies.

The mgjority of employers responded that they would use the Careers Service to recruit a
16-18 year old but that they would dso use other methods as wel, especidly the Job
Centre and recommendations from existing employees. The Careers Service must prove
itself effective againg other methods of recruitment if they are to build up a good pool of
vacancies for ther clients.

Employers rated usng the Carears Service as the most effective method of recruitment;
the next mogt effective method, the Job Centre, was some way behind.

An expectation that the Careers Service would not have suitable applicants was the
commonest reason given by those companies that did not use the Careers Service for
recruitment. However, just over hadf of those who did use the Caeers Service for
recruitment were pleased with the suitability of young people sent for interview.

Employers thought the Carears Service had changed over the past three years and become
more business-like, more aware of what companies needed and had made more contacts
with companies. This gpplied across dl five case study Careers Service Companies.

Most employers who had used the Careers Service: would recommend it to other
employers, a mgjority rated its speed of response and knowledge of young people as good
or very good. Employers were somewhat less podtive about the Careers Service's
understanding of their company’ s requirements (52%) and of their business sector (42%).

Employers’ views of a useful and effective Careers Service Company
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How the Caears Savice communicates with employers is important aspect of
effectiveness. Employers wanted to be linked to a known member of daff and for the
Caears Service Company to keep in regular telephone contact but were less likey to
think that regular vigts and mailshots were an effective means of communication with
them.

Employers judged the usefulness and effectiveness of the Careers Service paticualy in
terms of how wdl it performed its placement role. They aso thought that advisng them
on grants and incentives to employ or tran young people were indicators of effective
work.

Employers were least likely to identify aspects related to the Careers Service role as a
“bridge between school and work” as useful. Mogt did not rate, for example, being given
information school leavers as a usgful functions. But the high number of “not sure’
responses suggests that they were not rgecting the Careers Service' s wider role but were
amply unaware of it.
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If employers are not aware of (and accept) the wider information and advisory functions
of the Careers Service, then there is a mismatch between what the Carers Service is
expected to do by locd and nationd policy makers and how they judge its effectiveness
and what employers expect it to do and how they evauateit.

Employers responses showed some degree of recognition of the Careers Service's socid
incluson role but this contrasts with their views on the importance of being sent high
quaity applicants by Carears Service submissons. It confirms the tenson between the
Careers Sarvice s socid inclusion role and the servicing of employers recruitment needs.

FINDINGS AND DISCUSSION

The Careers Service’s role with employers

The Carears Service has long had a role with employers but the nature of this role has been
redefined in recent years. Traditionaly, employers were seen firg and foremost as potentia
recruiters of the Careers Service's key client group - young people. This orientation was
reflected in earlier policy guidance in which the Careers Service client group was defined in
teems of three groups of young people. Work with employers came under “Supporting
Processes’, that to ensure clients (young people) received an efficient service, the Careers
Service should seek to work effectively with employers. A different focus is evident in the
“Guidance Framework for Careers Service Companies’ (SOEID, 1998) that replaced this
ealier guidance. In this employers, as wel as young people, are defined as a client group to
whom a service must be offered. At the same time the Scottish Executive has dso put more
emphasis on Careers Service work with employers in the targets agreed with each Careers
Service Company.

It is generdly accepted within the Careers Service that employer work has never had the
same priority as school work and this was certainly the view expressed in our interviews with
Careers Service Company daff. But it was dso evident to us thet Careers Service Companies
were trying to give employer work a higher profile and were condgdering and, in some cases,
implementing different drategies to take their employer work forward. But this refocusing of
the Careers Service role with employers s not straightforward when we consder the potentia
tenson that arises when employers are seen more as a client or market in their own right.
This was summed up by one Careers Adviser (CA):

“ Are we trying to help a disadvantaged youngster get a job or are we trying to send the
employer the best candidate for the job?”
Careers Adviser

There are clear tensons in the Careers Service's role that impact on its employer work (and
dso its work with Traning Organisgtions and its placement service). On the one hand,
employers want the best range of gpplicants submitted to them and Careers Service
Companies try to meet that expectation. On the other hand, the government guarantee and the
socid incluson agenda require Careers Service Companies to try to find work or training for
unemployed young people, some of whom lack the skills and atitudes that employers, and to
a cetan extent, Traning Organisaions, want. It is impossible for the Careers Service to
satidfy fully both sets of demands.
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| mportance given to employer work

All Careers Service Companies recognised the importance of employer work for a number of
reasons.

and

and

Helping Caeers Advisers to undersand loca industry and to use labour market
information in guidance;
Helping employers to understand the types of skills and attitudes held by young people

avalable a different times of the year, to undersand the education system and to plan
ahead to meet their own needs and to contribute to meeting young peopl€ s needs,

Providing credibility and informetion for Careers Advisers work in schools. To be able
to find an opportunity for a school leaver was thought to improve the credibility of the
Careers Adviser working with pupils, their parents and teachers.

Meeting a number of objectives for the Careers Service Company and its partners in one
activity.

“ Careersadvisers should do more with employers, if we don’t know mor e about jobs than
Occupations [a careers information handbook] what is the justification for a careers

adviser? A guidance teacher could doit!”
Careers Adviser

“One visit to an employer would gather information to support client need, get work
experience placesfor the database, hel p employersto accessinformation on Skill seekersand
refer if necessary to partnersthat are interested in economic development.”

Head of Service

“Employersareintrinsically interested in the kids since they are the future workfor ce but

they have to be cultivated, persuaded and encouraged to get involved.”

Careers Assistant

We have sad that dl Careers Service Companies recognised the importance of employer
work. We assessed the degree of importance given to employer work in three ways. Across
the 17 Careers Service Companies, we reviewed policy and practice documentation, andysed
interview responses from Heads of Service (paying particular atention to policy and funding
priorities) and assessed the priority given by practitioners to employer work from the
descriptions given by Careers Advisers of their day-to-day work and that of their colleagues.
We assessed the importance given to employer work across Careers Service Companies as.

Table 10.1 Degree of importance given to employer work

High Medium Low
Heads of Service 13 4
Careers Advisers* 5 4 5

* Three Careers Service Companies did not have a Careers Adviser respondent

We wondered whether those Careers Advisers who had ascribed a low priority to employer
work in practice were employed by Careers Service Companies who had appointed specialist
daff to work with employers. We found there was no reaionship of this kind. The table
confirms the view of severd Heads of Service that practitioners placed their priorities too
heavily on school work. Thiswas a chalenge for management:
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“We need the same professional development of links at the post-school stage as school” .
Head of Service
Many Carears Service Companies acknowledged that employer work was an area that needed
condderable development. In addition to a recognition of its professond importance,
improvements in employer and labor market services were driven by Careers Service
Boards (especidly where employers were Board members), the LEC and the Scottish
Executive (through policy guidance, budness planning, targets, Chdlenge Funding and
SQMS externa audits). Most Heads of Service chose to use targets to encourage a change in
the balance of Saff activities and to encourage a grester focus on employer work, while
others decided that a service to employers could be mogt effectively ddivered through
Specidig gaff or units.

Strategies for employers work

An analyss of Careers Service Companies current or proposed strategies for employer work
showed:

11 had a generic approach (al Careers Advisers did employer work);

2 were generic but with proposas for specidist employment saff or unit;
2 were generic and dso had specidist employer units,

1 was generic and dso had specidist Seff;

1 had amainly specidist gpproach.

Smaler Careers Service Companies, or those with a number of smal, widdy spread careers
centres, were more likely to be generic and to expect to remain that way. Some Careers
Service Companies had set up specidist employer units, and where this was done
systematicaly and was well resourced it had a pogtive impact on employers, on the number
of vacancies held and on employers' perceptions.

Varidion in practice within Companies was more likedy where the Company covered a wide
geographical area Snce the needs of loca labour markets could be very different. Smaller
Companies in rurd or idand Stuations were likely to be able to have a flexible approach. For
example, a discusson between a Careers Advisr and a loca employer might take place
when the employer was attending a parents evening in higher role as a parent. Sometimes
community networks could make up for poor contacts with employers in one Careers
Service Company where contacts with employers had suffered due to saff shortages, one
Carears Adviser commented:

“| personally feel very integrated with the community and the community services, ifthereis
aproblemit can be sorted out. Even although employer workin (thisarea) isnot good there
is somebody who will know something about each employer or will have a contact who will
know.”

Careers Adviser

A paticular chalenge for Careers Service Companies (and, it was suggested by a number of
Heads of Service, for the Scottish Executive in its role of issuing guidance to Careers Service
Companies) was to identify an employer drategy that encouraged useful contacts with Smdll
and Medium-szed Enterprises (SMEs). One Careers Service Company found that by

managing the contract to find placements in SMEs for undergraduates as part of their degree,
it was able to find arationae for work with small enterprises.
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Sgnificant developments in employer work could be seen across Scotland. All Careers
Service Companies reported on initiatives (some of which were externdly funded) in
employer work, including:

Adminigering and interpreting trade tests for employers or providing redundancy, pre-
retirement or employee development counsdlling;

A range of publicity and maketing activities including usng employers newdetters,
newspaper job spots, Chrissmas cards to locd employers in a rurd area, sponsoring a
Chamber of Commerce mailing, joint marketing with the LEC, and area managers joining
business clubs. In some Careers Service Companies, suggestions from employer members
of the board were particularly influentid in developing a marketing Strategy;

Strategies for employer visits based on specific needs such as:

» sectors identified as lacking in loca labour market information or as key targets for
loca economic development;

* individua dlient need eg, the types and locations of employers visted linked to the
needs of the young people on the unemployed register;

= gpecid needs careers gaff linked in specific ways to the employer strategy;

= the Education Department’s need to have Hedth and Safety assessments for work
experience.

Emphassng the importance of employer work by giving aea and senior managers

(indluding the Chief Executive) persond targets for work with indusiry and commerce.

I mportance of Local Labour Market I nformation (LLMI)

The research confirmed drong agreement across dl  stekeholders that |abour market
information was essentid to make careers guidance effective. Some respondents suggested
that Careers Advisars in practice got their labour market information more from vacancies
notified to the careers centre than from employer vists. But this gpproach is inadequate for,
a least, two reasons. The firs is that careers centres (typicaly for a public employment
agency) receive only a proportion of the vacancies open to young people, therefore the
picture presented is incomplete and may be atypica. Secondly, young people, their parents
and teachers need more than just information on current vacancies for school leavers. They
need a wider picture of the labour market, recent changes and likdly trends in it and dso
information on the range of opportunities available to young people when they have finished
afurther of higher education course.

However, while comprehensve labour market information is essentid, it is important to
recognise the limitations of what it can achieve. The views of parents family, friends the
wider community, the media and school daff will have an impact on most young people's
attitude to the labour market and the opportunities in it. We would suggest that informetion is
a necessxy but not sufficient condition for the changing of atitudes and expectations of the
labour market which are sometimes deeply ingrained in young people and their families (and
to a cetan extent in school saff). The impact of LMI on young people€'s decison making
can aso be limited. This view is supported by recent research funded by DfEE on “Improving
responsveness to the labour market among young people’ (Rolfe, 2000). In addition to
recommending the development of drategies to improve parents understanding of the labour
market, the author notes:

186



The Effectiveness of Careers Services

“ The resear ch suggests that knowledge of labour markets needsto be complemented by the

skills and confidence needed to use it in practice......Future LMI materials might include

exercises which involve searching for factual information in order to improve skills and
strengthen the link between knowledge and decision-making.”

(“Improving Responsiveness to the Labour Market Among

Young People”, Rolfe, 2000: p.4]

Challengesfor the future

There were a number of chdlenges facing Carears Service Companies in their employer
work. A fundamentad need was to develop greater clarity in the objectives of employer work.
A second issue was to become more pro-active with employers who were not usng the
Carears Savice. Thirdly, there was genuine uncertainty about how to work effectively with
SMEs, which were the vast mgority of companies for most Careers Service Companies.
Fourthly, the creation of a joint strategy for employer work with loca partner organisations,
especidly the LEC and the EBP, was essentid. And findly, the lack of nationa systems for
handling labour market information inhibited understanding of Scottish and regiond travel-
to-work patterns and labour markets.

The employers’ perspective

We surveyed 300 employers across the five case study Careers Service Companies. We
wanted to focus on the effectiveness of Careers Service Company work with employers so we
selected mainly employers who had had some contact with the Careers Service and so could
comment from the bass of some experience of it. We asked the five Carears Service
Companies to provide us with the details of employers who had used them in the past three
years. We dso asked for the detals of a smal number of employers whom they defined as
potential users of the Careers Service ie those who recruited under-18s athough they Fad not
used the Careers Service to do so.

The questionnaire covered: employers awareness and use of the Careers Service; recruitment
practices, opinion of the Careers Service, and views on young people. Employers could
choose to complete it and send it back to us or opt to go through the questions over the
telephone. The fina response rate was 50% (27% postal and 23% tel ephone responses).

According to the data provided to us by Careers Service Companies, 14% of the employers
included in the sample had not used the Careers Service but, in the survey, 18% reported no
contact with the Careers Service Company in their area over the past 3 years. The
discrepancy may be (partly) explaned if the Careers Service Companies had included
employers who had used them more than 3 years before. In dl analyses, we define non-users
as those employers who responded that they had not had contact with the Careers Service
over the past 3 years. The split of respondents is therefore: 82% users of the Careers Service
and 18% non users.

The mgjority of the 82% of employers who had used the Careers Service had had more than
one contact:

18% one contact;
35% 2-4 contacts,
29% 5 or more contacts
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The nature of the sample should be borne in mind when reading this section: the findings
relate largely to users of the Careers Service, the mgority of whom had been in touch with
the Careers Service more than once.

When we examined employers responses, we found that those with 2-4 contacts and those
with 5+ contacts gave very amilar answers but that those reporting no contact or only one
contact each had differing responses. We conducted most andyses, therefore, in relaion to
three groups. no contact; 1 contact; 2 or more contacts. In reporting on the results, we aso
make use of a smal number of questionnaire comments that illudtrate the tables. It should be
noted that some of the tables presented cover dl the employers surveyed but in other cases,
they relate to those who had used the Careers Service.

Employers’ contacts with, and awareness of, the Careers Service

Employers were most aware of the Careers Service's placement role. The large mgority
knew that the Careers Service provided applicants for interview and advertised job or training
vacancies (88% and 80%, Table 10.2). A smdler proportion, dthough gill a mgority, knew
that the Careers Service screened applicants (69%).

Table 10.2: Awareness of Careers Service provision

) ) ) ) does not not (n)
Do you know if the Careers Service provides the following provides provide sure
services?
% % %
Advertising job or training vacancies all employers 80 3 17 (109)
employers with CS contact 82 1 17 (91)
Providing applicants for interviews all employers 88 3 9 (109)
employers with CS contact 91 1 8 (92)
Screening applicants before interview all employers 69 5 27 (108)
employers with CS contact 72 4 23 (90)
Promoting links between companies and all employers 55 7 39 (108)
schools employers with CS contact 56 7 37 (91)
Giving companies information and advice all employers 34 11 53 (108)
on the school education system and employers with CS contact 32 11 57 (91)
qualifications
Informing companies about the number and  all employers 26 19 56 (108)
type of young people leaving school and  employers with CS contact 22 22 56 (91)
the sorts of jobs they are interested in
Explaining about government schemes all employers 62 6 33 (107)
such as Skillseekers and the New Deal  employers with CS contact 63 7 31 (91)
Giving companies information and advice all employers 42 10 48 (107)
about further education and training for ~ employers with CS contact 40 12 48 (90)
employees (eg college courses, SVQs)
Explaining about grants to employ or train all employers 44 10 45 (108)
young people employers with CS contact 45 9 46 (91)

The Careers Service is required to keep employers aware of developments in education and
training and on the supply and demand in the labour market (Scottish Office, 1998). It was
this sde of the Careers Service role where employers awareness was more limited. Although
aound two thirds of employers knew that the Careers Service gave information about
government schemes, they were much less aware of the Careers Service role in respect of
giving information and advice on the school sysem and qudifications, or about FE and about
traning for employees (Table 10.2). Awareness of the Carears Service's ability to provide
them with information about the number and type of school leavers and ther job interests
was particularly low at around a quarter of employers (26%). Two fifths of employers were
adso not aware that the Carears Service could give information on grants to employ or train
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young people (42%). The extent of employers uncertainty about the wider Careers Service
Company role is evident in the high levd of “not sure€’ responses to a number of items in
Table 10.2.

There are no differences across Careers Service Companies in employers awareness of the
range of services offered by the Careers Service.

How much contact employers had with the Careers Service made a difference only to their
levels of awareness of the Careers Service's placement role. Employers who had no contact
or only one contact were less likey to be aware that the Careers Service advertised
jobs/training vacancies or provided applicants for interview than employers with two or more
contacts. Employers with no contact were less likely to know tha the Careers Service could
screen gpplicants before interview than those with any leve of contact.

Employers contacts with the Careers Service were pre-dominantly concerned  with
recruitment and thelr awareness seems to be redtricted to this. Coming into contact with the
Careers Service Company for recruitment purposes does not appear to lead to a wider
gppreciation of what the Careers Service can offer them.

There is a clear message from these results about the need to publicise the wider Careers
Service Company role to al employers, including regular users, and extend their awareness
beyond its placing role. This quote from an employer questionnaire illudtrates the point:

“ | wasn't aware that the Careers Service could give information on grants etc, the only
contacts with themis when [our] company initiates it”

The lack of variation across the five Careers Service Companies indicates that the issue of
employers awareness is a common problem. In this case therefore, it might be productive to
think about a nationd as well as a locad dement to drategies to increase employers
awvaeness. We might note that in the group sesson we hed with employers to hep us
develop the questionnaire, they suggested that the Careers Service should develop a nationd
marketing Strategy to employers.

Employers mainly had contacts about recruitment

We saw in the previous section that employers awar eness of the Careers Service was largdy
confined to its placement role. Unsurprisngly ther contacts with the Careers Service
followed the same pattern. The large mgority of employers who used the Careers Service did
0 to advertise their job or traning vacancies and to provide them with gpplicants for
interview (both 83%, Table 10.3). These two services very much go together. Over 90% of
employers who used the Careers Service to advertise their vacancies adso used it to provide
goplicants to them. Although these two sarvices generdly came as a package, using the
Careers Service to screen gpplicants was much less common. Less than haf had used the
Carears Sarvice to screen gpplicants before interview (41%). Our findings are in line with
other research on employers and the Careers Service (Hillage and Wilson, 1992).

A minority of employers used the other services offered by the Careers Service. It might have
been expected that a higher proportion of employers would have reported contact with the
Carears Sarvice to find out about government training schemes. It may be that they were
dready getting this information from the Loca Enterprise Company (LEC) or from Traning
Organisations. Clearly, it would not be hepful for the Careers Service to duplicate
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information dready being provided by other organisations, being contacted by severd
agencies about the same area is a common complaint from employers. But are Careers
Service Companies sure this information is being given to employers?

Table 10.3: Nature of contact with Careers Service (employers with Careers Service
contact)

Yes No
What were your contacts about? Were they...
% %
...to advertise your job or training vacancies with the Careers Service? 83 17
...to provide applicants for interview? 83 18
...to screen applicants before interview? 41 59
...to discuss the range of services the Careers Service could provide for you? 29 71
...to provide the Careers Service with information about your company, the 31 69
jobs done and labour market trends?
...to discuss ways that your organisation could link with schools? 12 86
...to get updated information on the education system and qualifications? 5 95
...to find out about the number and type of young people leaving school and 14 86
the sorts of jobs they are interested in?
...to find out about government training schemes such as Skillseekers and the 37 63
New Deal?
...to get information and advice about further education and training for 16 84
employees (eg college courses, SVQs)?
...to find out about grants to employ or train young people? 21 80

(n=114)

We have noted the greater expectations of the Careers Service about their work on LMI. We
ae awvare tha LMI can be gathered in a vaiety of ways, not al involving direct contact by
the Careers Service Company with employers and aso that Greers Service Companies may
decide to target certain sectors of the labour market. Nevertheless, given that a mgority of
our sample of employers were recruiters of young people, it might have been expected that a
higher proportion than 31% would have had contact with the Careers Service to provide it
with information about their company, the jobs done and labour market trends. According to
employers, contacts between the Careers Service and employers were even less likdy to
involve the Careers Service providing information on education and traning and on the
nature of entrants to the labour market.

The type of contacts employers had with the Careers Service did not vary across the five
Careers Service Companies.

Nor was there much difference across Careers Service Companies according to employers
frequency of contact. The only variation was that those with one contact were more likely
than those with 2 or more contacts to have had had contact to discuss the range of services the
Careers Service could provide (46% vs 24%). Apat from this, employers with one contact
had much the same pattern of contact as those reporting 2+ contacts.

The role of the Carears Service in gathering LMI and informing employers about the
education and training system and about young people is seen as among the key functions
and aso the drengths of the Careers Searvice. This is encagpsulated in the way the Careers
Service is sometimes described as helping to bridge the trangtion/gap between school and
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work. But employers are not very aware of these functions and do not have much contact for
these reasons. A chdlenge for Careers Service Companies is how to move beyond a
placement role to carry out awider role with employers.

Employers were positive about the Careers Service as an effective method of
recruitment

Employers were asked how they would recruit a 16-18 year old. Given that the employers
surveyed were mainly users of the Careers Service and that their main contacts were about
recruitment, it is hardly surprisng that a mgority sad that they would use the Carears
Service to do s0 (70%, Table 10.4). The next most common method of recruitment was the
Job Centre.

Table 10.4: How employers would recruit a 16-18 year old

All*
%

Advert in local paper 38
Contact the Careers Service 70
Contact the Job Centre 66
Advertise Internal 36
Ask existing employees to recommend someone 58
Contact local schools 20
Contact local college 23
Contact local providers of Skillseekers training 35
Contact recruitment/employment agency 10 (n=141)
In addition to using Careers Service, would also %

advertise in local paper 40

contact Job Centre 69

advertise internally 36

ask existing employees 67

contact school 26

contact Skillseekers provider 41

contact recruitment agency 13 (n=141)
Most effective method %

contact Careers Service 35

contact Job Centre 18

advert in paper 14

contact Skillseekers provider

ask employees 6 (n=109)

Less than 5% thought any of the other methods were the most effective

* multiple response so percentages sum to more than 100

Wheat is of more interest is that al of those who would use the Careers Service would aso use
other methods as well. Virtudly dl of them sad that they would dso use the Job Centre or
ask exiging employees to recommend someone. Around 40% would dso advertise in locd
papers or contact local Skillseekers providers as well as using the Careers Service. Around a
quarter would approach schools directly in addition to using the Careers Service. Careers
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Service Companies clearly do not have a captive market in employers but must prove
themsdves effective agangt other methods of recruitment if they are to build up a good pool
of vacanciesto offer their clients.

Employers use of a number of other recruitment methods also means that when asked about
the rdative effectiveness of the various approaches, users of the Careers Service were in a
position to compare it with other methods that they had experienced. The Careers Service
emerged postively being seen as the most effective way of recruiting by the highest
proportion of employers (35%); the next most effective method, the Job Centre, was some
way behind with under a fifth of employers rating this as the most effective approach.
Employers written comments indicated two sorts of reasons for this postive response: the
Careers Sarvice' s contact with school and college leavers and saving employers’ time:

“ The Careers Service keepsin touch with local schoolsand know fromtheir recordswhois
available and their interest in jobs”

“ Because they interview, advise young people and screen suitable applicants so saving us
time. They also arrange interview dates.”

While remembering the nature of this sample of employers this is a podtive result for the
Careers Sarvice,

Reasons why some employers don’t use Careers Service Companiesto recruit

Although most employers who contacted the Careers Service did so for recruitment purposes,
40% of the employers surveyed had not used it to recruit in the past three years. Their reasons
were mainly negative and concerned lack of awareness of what the Careers Service might do
for them and a lack of confidence that the Careers Service would provide suitable candidates
or was the best method of recruitment (Table 10.5).

“Our contact with the Careers Service has been unsuccessful - they sent unsuitable
candidates”

Table 10.5: Reasons why employers had not recruited through the Careers Service in the
last three years* (all employers)

All

%
Do not recruit young people 14
Prefer other methods of recruitment 26
Didn't realise Careers Service could help fill vacancy 31
Didn’t know how to contact Careers Service 12
Didn’t think Careers Service could send me suitable applicants 18
The Careers Service has never contacted me 18

(n=144)

* multiple response so percentages sum to more than 100

Although these results reinforce the need to make more contacts with employers and increase
their awareness of what the Careers Service can do, they aso bring into focus the tensons we
have dready noted in the Careers Service's placing role: the need to help place disadvantaged
young people but dso to service the needs of employers for good quality candidates. It is
therefore not surprisng that a lack of suitable gpplicants was the reason given by nearly a
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fifth of employers who did not use the Carears Service for recruitment. This resction is
inevitable given the conflicting roles that the Careers Service is currently asked to perform.

Employers see a changein the Careers Service

Caears Service Companies had been trying to become more “business-like’ and to boost
their work with employers. Employers responses to questions about whether the Careers
Service had changed indicate that a least some thought it had. Focusing on those employers
who had been in touch with the Careers Service over the past three years, two fifths thought it
had become more busness-like; just under a third that it had made more contacts with their
company and over a quarter felt that it had become more aware of what companies needed
(Table 10.6).

A substantial proportion of respondents responded “don’t know”. As might be expected,
employers who had no or only one contact with the Careers Service were less likey to
respond that it had changed and more likely to say that they didn't know ie they were not
more negetive, they were smply unsure. These figures suggest that Careers Service Company
efforts to change and to increase their work with employers were having an impact and one
that was being noticed by employers. There was no variation across the Careers Service
Companies so this improvement would seem to be a common feature.

Table 10.6: Has the Careers Service changed over last three years (employers with Careers
Service contact)

Over the last three years, do you think that the Yes No Not sure (n)
Careers Service has... % % %

...become more business-like? 40 29 31 (88)
...made more contacts with your company? 32 54 15 (89)
...become more aware of what companies need? 29 31 39 (89)

No significant variation across Careers Service Companies

Most employers would recommend the Careers Service

Most employers would recommend the Careers Service to other employers. Well over two
thirds of employers who had used the Careers Service would recommend it (Table 10.7). The
likelihood of employers being prepared to recommend the Careers Service varied a little
across the Careers Service Companies. The main difference was between employers in CS2
and those in CS3 and CSb ie between the lowest and highest proportions of employers who
would recommend the Careers Service to other employers.

Table 10.7: If recommend Careers Service to others (employers with Careers Service
contact)

Yes No Not sure (n)
% % %
Employers with CS contact 70 14 16 (100)

Employers who had used the Careers Service were aso postive about various aspects of its
activities with a mgority responding “very good” or “good” to most items (Table 10.8).
Within this, more responded “good” than “very good’. The Careers Service's knowledge of
young people and speed of response was judged most postively with around three-quarters
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having a very good or good impresson of the Careers Service in these respects. Employers
were aso postive about the Careers Service's knowledge of the world of work and the
appropriateness of their information and advice. They were least pogtive about the Careers
Service's understanding of their company’s requirements and of their busness sector (52%
and 44%, “very good/good”).

The opinion of employers who had used the Careers Service varied across the Careers
Service Companiesin respect of three items:

knowledge of the world of work;
undergtanding of their business sector;
appropriateness of their information and advice.

The extent of employers contact with the Careers Service made a difference to ther
opinions. Those who had had no recent contact did not appear to have a poor opinion of the
Carears Savice, they were smply unsure. The data aso indicate that employers who had
only had one recent contact with the Careers Service were less postive about most aspects of
its work than those with two or more contacts. It is not surprising that employers with two
plus contects were more postive. If they had been dissatisfied with the Careers Service they
would not have used t more than once. What we cannot tell from the data is the reason why
those with one contact were less postive. Was it because they had less knowledge and
experience of what the Careers Service could do or because they had not been particularly
satidfied by the Careers Service in their one contact and had never used it again?

Table 10.8: Opinion of the Careers Service (employers with Careers Service contact)

Very Not very Not (n)

What is your overall impression of the Careers Service in good/ good/ sure

terms of the following? good poor

% % %

Knowledge of the world of work 62 14 25 (117)
Understanding of your business sector 44 33 23 (117)
Understanding of your company’s requirements 52 26 22 (118)
Speed of response 76 9 16 117)
Knowledge of young people 71 9 20 117)
Suitability of young people sent for interview 57 26 17 (116)
Knowledge of the education system 58 3 40 (118)
Appropriateness of their information and advice to you 60 17 23 (118)

Variation across Careers Service Companies on: understanding your business sector

Table 10.9: Could the Careers Service work with employers be improved?

Yes No Not sure (n)
% % %
All employers 64 5 31 (144)
Employers with CS contact 63 5 32 (116)

Neverthdess, dthough employers were pogtive about the Careers Service, under two-thirds
aso thought that there was room for improvement (Table 10.9). Whether employers had had
contact or not made very little difference to this view.
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Communicating effectively with employers

Careers Service Companies had been trying various draegies for communicating and
working with employers. We asked employers about this as part of the question on how they
judged the effectiveness of Careers Service work with them. A mgority fdt that Careers
Service Company daff keeping in regular telephone contact with them and being employers
being linked to a known member of the Carears Service indicated effective working (Table
10.10). The latter was referred to by a number of employersin their written comments.

“|1 don’t want to deal with a different contact at each point of contact”

“ [it would be better] to know a contact number for a person you can easily contact”

Table 10.10: Communicating effectively with employers (all employers)

Which of the following do you think shows that a Careers Not
Service is working effectively with employers? Yes No sure (n)
Careers Service staff visit employers regularly 40 31 29 (112)
Careers Service staff keep in regular telephone contact with

employers 58 21 22 (110)
Each employer links to one member of the Careers Service

known to him or her 57 1 26 (110)
The Careers Service does regular mailshots to employers 38 38 24 (109)

Employers rated linking to a dngle, known member of daff as one of the three mogt
important aspects of an effective Carears Service Company in terms of its work with
employers. Perhgpos surprisingly, only a minority (two-fifths) thought that regular vists to
employers by the Careers Service was an indicator of effective work; it seems that face-to-
face contact is not as important as regular telephone contact. Employers did not vaue
communication by regular mailshots. Only 38% saw this as effective working.

These results have severa messages for Careers Service Companies. the importance to
employers of having asingle known contact and of Carears Service Company daff keeping in
regular telephone contact with them; and that efforts to communicate with them by means of
mailshots are likely to be unappreciated.

Employers’ view of a useful and effective Careers Service Company

In consdering the Careers Service response to the needs of employers and their view of its
effectiveness in meeting thar needs, it is necessyty to condder how far employers
perceptions of the Careers Service matich its officia statutory respongbilities.

When we asked employers to say how useful they judged various aspects of Careers Service
work, they rated the aspects connected to the Careers Service's placement role as most
useful:  providing applicants for interview; advertisng job or traning vacancies, and
screening applicants (Table 10.11, 73%, 69% and 56%). The more contact employers had had
with the Careers Service, the more likely they were to judge its recruitment services as useful.
Jugt over ahdf thought explaining about government training schemes was a useful service.
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Table 10.11: How useful do you think the following services provided by the Careers Service
are? (all employers)

Useful Not Don’t
useful know
Advertising job or training vacancies 69 5 27
Providing applicants for interviews 73 7 20
Screening applicants before interview 56 14 30
Promoting links between your organisation and schools 37 9 55
Giving you information and advice on the education system 36 13 50
and qualifications
Informing you about the number and type of young people 32 21 47
leaving school and the sorts of jobs they are interested in
Explaining about government training schemes such as 52 11 38
Skillseekers and the New Deal
Giving you information and advice about further education 33 16 51
and training for employees (eg college courses, SVQs)
Explaining about grants to employ or train young people 42 11 48

(n=142)

Employers were least likely to judge aspects related to the Careers Service role as a “bridge
between school and work” as useful. Giving information about young people leaving school
and the sorts of jobs they are interested in; information on the education system; or promoting
links between your organisation and schools were rated as useful functions by only a third of
employers. The last aspect was the only one where there was any variation across the Careers
Service Companies. “Promoting links between your organisation and schools” was more
likely to be seen as a useful service by employers in CS2. Overdl, employers rating of the
usefulness of the various services offered by the Careers Service mirrors thelr awareness of
these services and their actual contacts with the Careers Service.

It was noticesble that only a smal proportion responded that any of the services listed were
not useful; they were much more likely to say that they didn't know. Employers were not
rgiecting the Careers Service' wider role, they were smply unaware of it.

A related question we asked employers was how they would judge that a Careers Service
Company was working effectivdy with them. (Table 10.12). Advice on grants emerged as
important, over two-thirds thought that the Careers Service advisng on grants to train or
employ young people showed it was working effectively with them. Aspects connected with
recruitment were noted by a mgority of employers and when asked to identify the features
that are mogt important in showing that the Careers Service was working effectively with
them, “submits young people of good caibreé’ and “the young people submitted meets the
employer’s specification” were the top two. (Table 10.12).

At the beginning of this chapter we noted the tenson between the Careers Service's socid
incluson role and the servicing of employers recruitment needs. Employers  responses
showed some degree of recognition of this wider socid incluson role. Well over haf thought
that the Careers Service reminding them about equa opportunities legidation was a mark of
effectiveness;, just under a hdf fdt that an effective Careers Service Company should try to
persuade employers to give a disadvantaged young person a chance of a job or training place.
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But this response is somewhat at odds with their other responses such as the desire for
candidates of “good calibre” and reasons for not using the Careers Service to recruit.

Table 10.12: An effective Careers Service (all employers)

Which of the following do you think shows that a Careers
Service is working effectively with employers? Yes No Not sure

Yong people submitted by the Careers Service for vacancies
; 61 8 32
are of good calibre

Young people submitted by the Careers Service for

vacancies meet the specification the employer has given 65 8 27
The Careers Service advises employers on the qualifications 59 16 o5
it is reasonable to expect from young applicants
The Careers Service advises employers on the personal 50 19 29
gualities it is reasonable to expect from young applicants
The Careers Service gives employers information about the
: 40 26 35
numbers and types of young people in the labour market
The Careers Service reminds employers about equal 58 24 18

opportunities legislation in employing young people

Careers Service staff try to persuade employers to give a
disadvantaged young person a chance of a job or a 49 14 37
training place

Careers Service staff advise employers on grants and

incentives to employ or train young people 68 9 23
(n=122)
Most important features Most important
%
Submits young people of good calibre 37
Young people submitted meet the specification 32
Advise on grants and incentives 13

All other items 7% or below

(n=90)

It is noticesble that only two-fifths of employers identified informaion from the Careers
Service on the number and types of young people in the labour market as an indication of
effective working with them. Nor had they seen it as a very usgful function of the Careers
Service. Yet the Careers Service as the intermediary between school and work and between
young people and employers would see this sort of function as an essentid part of their role.

These findings suggest that in thinking about employers needs, it is not amply the case that
the Careers Service has to try and raise employers awareness of some of their services. As
well as this, the Careers Service needs to hdp employers appreciate the vaue of these
Careers Service Company activities, for example, that it would be useful to employers to be
more aware of the youth labour market and that a better understanding of it this could
contribute to meeting their recruitment and skill needs. This “education” about needs is
perhaps something that the Careers Service Companies could undertake in co-operation with
LECs.

It is important that employers are not only aware of but also accept the wider information and
advisory functiors of the Carears Service. Otherwise there is a mismatch between what the
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Carers Service is trying to do and how employers are likely to judge it. There are aso
implications for the Careers Service's effectiveness. To take a current example, the Careers
Service has been given a key pat to play in putting the recent legidation on The Right to
Time Off for Study or Training into effect. To do so, employers need to recognise that the
Careers Sarvice has alegitimate involvement in this area.
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CHAPTER 11
TRAINING ORGANISATIONS

Introduction

The firg pat of this chapter discusses Careers Service Companies work with Training
Organisations. It is based on interviews with Careers Service Company dtaff and gives ther
perspective on the Carears Service's relationship with Training Organisations. The second
pat reports the findings of the survey of Traning Organisations which gives some indication
of Training Organisations views of the relationship.

SUMMARY AND |ISSUES

Overview

Although Caears Services fdt that they generdly had good rdaionships with Training
Organisations, there were a number of sendtive areas, mainly relating to the exchange of
information on gpplicants, the referrd of young people and a mismaich between
opportunities and young people.

In the myority of Careers Service Companies, a named member of gaff liaised with a
paticular Traning Organisation. The use of caears office premises by Traning
Organisations for selection interviews was common.

Savice Leve Agreements were in place with Training Organisation Networks in a
number of Caears Service Companiess SLAs with individua Traning Organisations
were less common

Training Organisations’ perspectives

There was a 77% response rate to the questionnaire sent to Training Organisations in the
five cae dudy Careers Service Companies. The Training Organisations surveyed were
nearly equdly divided between those offering mangream provison only and “dud
providers’ offering both mainstream and specid training needs provision .

Training Organisations occupancy levels had an impact on their views of the Carears
Serviceg's work; those with under-occupancy were more likdy to be negative. This is
undergandable dnce leveds of occupancy affect the financid success of Training
Organisations and the Careers Service is their main source of referrds of both mainstream
and STN young people.

Carears Service Companies could condder teking extra seps to maintain  good
rel ationships during periods of low occupancy.

There is a need to be aware of occupancy levels when interpreting customer feedback
from Training Organisations.

Recruitment and selection of mainstream Skillseekers

Virtudly dl of the mainstream providers dways or usudly contacted the Careers Service
when recruiting for Skillseekers including Modern Apprentices. Most rated the Careers
Sarvice as very or farly important to ther sdection and recruitment and were very or
farly stisfied with it.
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Around two thirds of Traning Organisations responded that they dways informed the
Careers Service whether they had taken on the young people submitted to them; those
with lower occupancy rates were less likely to say this. Interviews with Careers Service
Company gaff highlighted the communication of submission results as more of a problem
than did the survey of Training Organisations.

Recruitment and selection of young people with Special Training Needs

The Careers Service was by far the main source of Training Organisations referras of
16-18 year olds with Specid Training Needs. Most used the Careers Service endorsement
form and had direct contact with Careers Service staff as part of their salection process.

Mogt Traning Organisaions were sdatisfied with Careers Service support for their
selection of young people, with amgority “very satisfied”.

Views of the effectiveness of Careers Services at the selection stage

At the sdection dage, a large mgority of Training Organisations rated the Careers
Service as performing very or fairly wel in terms of the gppropriateness of young people
submitted, their knowledge of the young people and the briefing given about the Training
Organisations.

Training Organisations, especiadly mainsream providers, were less podtive about how
well the Careers Service passed on appropriate background information on young people.
But it may be that the expectations of Training Organisations for as much information as

possible are in conflict with young peopl€'s desire that the Careers Service respects their
confidentidity.

Overall impression of the effectiveness of the Careers Service
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Training Organisations overdl impresson of the Carears Service was generdly postive.
A large mgority rated the Careers Service as very good or good on most criteria
including knowledge of the education system, of yung people, of the world of work, and
understanding of their particular requirements as a Training Organisation. They were least
positive about the suitability of young people sent for interview.

Mog Training Organisations would recommend the Careers Service to another Training
Organisation but most dso thought there was room for improvement in the Careers
Service swork with Training Organisations.

There were some differences between dud providers and Training Organisations with

only mangream provison in their perspectives on what conditutes effective Careers
Service practice.

When Training Organisations responses to what indicates an effective Careers Service
approach were compared with their experiences of what happened in practice, there was
very little Smilarity.
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FINDINGS AND DISCUSSION

Overview

Careers Service linkswith Training Organisations

The most common mode of Carears Service Company links with Training Organisations was
that of the link Careers Adviser (occasondly a Careers Assstant). Where the Careers Service
Company dlocated alink member of aff, the duties of that post could include:

To discuss with Training Organisations the needs of young people submitted for vacant
places and to advocate on their behalf;

To provide informetion to other careers offices on the number of places available, the
nature of the traning and the dedinations of tranees from informatiion given by the
Traning Organisation;

To hdp in the preparation of Skillseekers information sheets suitable for young people;

To organise vidts by other Careers Service Company saff; and

To review trainees with specid training needs (STN).

As we have noted in Chapter 8, the review of STN trainees was not dways the duty of the
link Careers Adviser, being carried out instead by the Careers Adviser who had submitted the
client or a by speciaist member of staff funded for that purpose. The review of STN trainees
was thought to be a useful way of keeping in regular contact with the staff of Traning
Organisations which had STN provison. Where another organisation (for example a college)
had been successful in gaining the contract to do these reviews, this was thought to make the
relationship between the Careers Service and Training Organisations less strong.

The main focus of Careers Service Company work was on submisson and placing on the
training programme, with continuing guidance contacts with non-STN trainees limited.

There were many examples of Training Organisations conducting their sdection interviews a
the careers office. Apart from encouraging closer links, this Stuation alowed Careers Service
Company staff to persuade Training Providers to accept poorer applicants.

A few Caears Service Companies had Service Levd Agreements (SLAs) with Training
Organisations. Some others had an SLA with the Training Organisation network, but this was
thought to be of Ilimited effectiveness in percolding down to individud Traning
Organisttions. Careers Service Companies atended Training Organisation Forums on a
regular bass, particularly those that focused on provison for young people with STN.
However, they were thought to be of limited vaue as Training Organisations (some of whom
were in competition with each other) were sometimes unwilling to discuss issues openly.

Careers Servicerelationship with Training Organisations

Data from research interviews indicated that the great mgority of Careers Service Companies
felt that relationships were good or mostly good between Training Organisations and Careers
Service Companies. However, it was interesting, given the fact tha most Careers Service
Company daff described their overdl reaionship with ther Training Organisations as very
pogtive, that when asked to tak in more detall about the reationship, the vast mgority of
thelr comments were negative. Problems existed where some Training Organisations:
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Had unredlistic expectations of young people;

Failed to provide accurate information on who had attended and been accepted for places,
the number of places avalable, the VQ achievements of Skillseekers and their
destinations

Faled to refer to the careers office young people who were leaving the training
programme, during or & the end of the programme, without a opportunity to go to; and

Complained when the careers office notified a Skillseekers of a suitable job that was not
connected with the Training Organisation’s own provision.

A common and frudtrating problem for Careers Service Companies was trying to establish
whether gpparent vacancies with Training Organisaions actudly existed and were avalable.
It was common for LEC records to show higher numbers of vacancies than could be
identified on the ground.

Despite these difficulties, Careers Service Company daff thought the Careers Service hed
closer reationships with Training Organisations than with employers. Training Organisations
had smilar difficulties with their placement employers as those experienced by the Careers
Service with employers. These included: persuading placement employers to take on young
people with STN or with other difficulties; advisng placement employers on equd
opportunities and hedth and safety legidation; keeping up to date with the Stuation and
progress of trainees and employees while they were with placement employers, and other
forms of exchange of information. The mismaich between the opportunities avalable in the
labour market and the aspirations, confidence level and “polish” of young people was a mgor
chdlenge for both Training Organisations and Careers Service Companies dike.

Training Organisations’ perspective

For the survey of Training Organisations, the five case study Careers Service Companies
were asked to identify the Training Organisations that played the most dgnificant part in the
providon of traning for young people across ther Company. In sdecting Traning
Organisations, we chose as broad a range of occupationa categories as possible and ensured
that a mix of mangream Skillseekers, Modern Apprenticeships and STN provison was
included.

Sxty Traning Organisations were surveyed. In two Careers Service Companies this meant
that virtudly 100% of the localy based Training Organisations were included in the sample.
A 77% response rate was achieved, with rates varying from 58% to 100% across the Careers
Service Companies. In reporting on the results, we make use of written comments on the
questionnaire to illustrate some of the tables. We dso refer to the discussons we held with
four Training Organisations when designing the questionnaire.

Profile of Training Organisations

Two-thirds of Training Organisations had over 50 16-18 year olds in traning and the
remaining third had fewer than this The mgority, nearly two-thirds, offered training in two
or three occupationa categories, nearly a quarter covered four or more occupationa
categories and the remainder offered training in one category (16%). (Categories were
defined according to the Standard Occupational Classification (OPCS, 1980, 1990)).
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Traning Organisations in our sample were nearly equdly divided into “dud providers’
offering both maindream and specid training needs (STN) provison and those offering only
maindream provison. 46% were dud providers, recruiting both mandream (including
Modern Apprentices) and STN young people; 50% were mainstream only and the remaining
4% recruited only STN younggters.

During June-August (a period when consderable numbers of young people come on to the
regiger) the large mgority of Traning Organisaions had a mismatch of places and
gpplicants. 42% said they had more places than young people to fill them and 45% had more
young people wanting places than were available. The remainder had about equa number of
places and people (13%). In November — February the position changed a little with a dightly
higher percentage of Training Organisaions reporting more places than young people to fill
them (45%), equal numbers of places and young people (20%) and a smdler proportion with
more people than places (35%). Overdl, (ie a ether time points) 41% had more places, 46%
more people and 13% equa numbers. Our andyss showed that Training Organisations
occupancy levels had an impact on ther views of the Careers Service those with under-
occupancy were more likely to be negative. This is understandable, since levels of occupancy
affect the financid success of a Training Organisation, and the Careers Service was the man
source of referrals of both mainstream and STN young people.

Recruitment and selection for mainstream Skillseekers

The Caregs Service was Traning Organisations most common avenue for recruiting
maingream Skillseekers. 95% of Training Organisations reported that they dways or usudly
contacted the Careers Service when recruiting for Skillseekers, including Modern
Apprentices (Table 11.1). Other methods such as using placement employers, the Job Centre,
putting an advertisement in aloca paper and contacting schools dl came along way behind.

Table 11.1: Recruitment of mainstream Skillseekers

When recruiting a 16-18 year old for Always/usually Occasionally/never
Skillseekers (including Modern Apprentices),
what do you do? % %
Place an advert in the local paper 25 75
Contact the Careers Service 95 5
Contact the Job Centre 28 72
Contact schools 22 78
Contact colleges 11 89
Ask your placement employers to put forward

X 29 71

applicants known to them

Something else 25 75
(n=37)

When it came to sdection, Training Organisations relied on their own application form and
interviews. The large mgority adways or usudly used ther own gpplication form and aso
dways or usudly interviewed applicants (90% and 95%, Table 11.2). As wdl as interviewing
goplicants themsdves, mogt Traning Organisations sad that their placement employers
adways or usudly interviewed gpplicants (81%). Nearly two-fifths of Training Organisgtions
used the Careers Service to pre-select candidates (38%).

203



The Effectiveness of Careers Services

Table 11.2: The selection of mainstream Skillseekers

How do you choose a 16-18 year old for a Always/usually Occasionally/never
Skillseekers Place (including Modern

Apprentices)? % %
Careers Service pre-selection 38 62
Careers Service application form 21 79
Your organisation’s application form 90 10
Your organisation interviews them 95 5
Your placement employer interviews them 81 20
Selection test 51 49
School or college report 36 64
Other reference 27 73
National Record of Achievement 43 57
(n=37)

It is interesting to note that around haf of the Training Organisations reported that they
dways or usualy used sdection tests We wondered to what extent young people are
prepared for this in school or a the careers office? Less than haf of Training Organisations
generdly made use of a youngster's Nationd Record of Achievement (NRA) as part of ther
sdection process (43% “dways/usually”). This suggeds that, dthough usage of the NRA
(now Progress File) is growing, there is sill some way to go.

Table 11.3 shows tha the vast mgority of Training Organisations rated the Careers Service
as veay or farly important to ther recruitment and sdection for mansream Skillseekers
(96%). Within this under two-thirds rated the Careers Service as very important (61%0).
Traning Organisations that hed difficulties filling ther places were more likdy to respond
that the Careers Service had a very important role in recruitment (74% vs 47%). One
implication of this is that Training Organisations experiencing difficulties recruiting might be
more likdy to view the Careers Sarvice as having condderable responsbility for ther
difficulties. This suggests that special efforts may be needed at times of under-occupancy to
support and maintain a good working relaionship between the Careers Service and Training
Organisations.

Table 11.3: Importance of Careers Service role in recruitment and selection

How important is the Careers Service role in your recruitment and
selection for mainstream  Skillseekers (including  Modern %
Apprentices)?

Very important 61
Fairly important 35
Not very important

Not at all important
(n=43)

The mgority of Training Organisations were very or fairly satisfied with the Careers Service
support of their sdection and recruitment of youngsters to mainstream Skillseekers places
(82%, Table 11.4). Within this overdl satisfaction, more were farly than very satisfied (54%
vs 28%). Just under a fifth were “not very satisfied” but no Training Organisation expressed
totd dissatifaction.
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Table 11.4: Satisfaction with Careers Service role in recruitment and selection

How satisfied are you with the Careers Service support for your

selection and recruitment of mainstream Skillseekers (including %
Modern Apprentices)?

Very satisfied 28
Fairly satisfied 54
Not very satisfied 19
Not at all satisfied

(n=43)

Recruitment and selection of young people with special training needs

As might be expected, the Careers Service emerged as by far the main source of referrds of
16-18 year olds with specid traning needs. The large mgority of Training Organisaions
reported that they dways or usudly got referras from the Careers Service (74% and13%
Table 11.5). Other sources were much less important.

Table 11.5: The recruitment of young people with special training needs

From where do you get referrals of 16-18 year Always/usually Occasionally/never
olds with special training needs who require

extra support? % %

The Careers Service 87 13

The Job Centre 7 93

Schools or colleges 19 82

Social work department 6 94

Other training providers 6 94
Something else 20 80

(n=23)

In contragt with the recruitment of mainsream Skillseekers, the Careers Service was much
more likdy to be heavily involved a the sdection stage with Training Organisations
recruiting youngsters who required extra support (Table 11.6). Training Organisations
responses reflected the forma requirement for a youngster to be “endorsed” by the Careers
Savice as having specid training needs, but there was dso a high leve of direct contact
between Training Organisations and Caears Service Companies through  persond
discussons aout individud submissons (70%, Table 11.6). This indicates a subgtantia
exchange of information and the use of advocacy.

Over four-fifths of Traning Organisations reported that they dways or usudly used the
Careers Service endorsement form to help them decide to accept a young person on to their
programme (82%). Over half commonly used the Careers Service to pre-select candidates
(55%). Traning Organisations dso commonly interviewed the youngsters (90%) and
discussed a training plan with them (95%) but interviews with placement employers were less
frequently mentioned compared with mainstream Training Organisations responses.

It might be noted tha Training Organisations made less use of the NRA in sdecting young
people with STN.
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Table 11.6: The selection of young people with special training needs

How do you decide to accept a young person Always/usually Occasionally/never
\évrlghgf:ri(;]a;l?trammg needs to your % %
Careers Service pre-selection 55 45
Careers Service endorsement form 82 18
Personal discussion with Careers Service staff 70 30
Careers Service application form 23 77
Your own application form 72 28
School or college report 17 83
Personal discussion with school/college staff 17 83
Other reference 18 82
National Record of Achievement 12 88

Personal discussion with social work staff, if

: 43 58
young person has a social worker
Interview with your organisation 90 10
Interview with a possible placement employer 44 55
Personal discussion with the young person about 95 5
a negotiated action plan
Something else 67 33

(n=22)

As might be expected the Careers Service was seen as very important to Traning
Organisations who recruited young people with STN (Table 11.7).

Table 11.7: The role of Careers Service with STN recruitment and selection

How important is the Careers Service role in your recruitment and

selection of young people with special training needs who need extra %
support?

Very important 91
Fairly important 4
Not very important 4

Not at all important -
(n=23)

Table 11.8: Satisfaction with Careers Service role in recruitment and selection of young
people with special training needs

How satisfied are you with the Careers Service support for your selection and

recruitment of young people with special training needs who need extra %
support?

Very satisfied 59
Fairly satisfied 27
Not very satisfied 9

Not at all satisfied
(n=22)

Table 11.8 shows that most Training Organisations were satisfied with Careers Service
support  for ther sdection of young people with specid traning needs. Traning
Organisations expressed a higher leve of satisfaction with Careers Service support in relation
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to STN youngsters than those recruited to mainstream places (59% vs 28% “very” satisfied,
Tables 11.4 and 11.8).

Views of the effectiveness of Careers Services

Table 11.9 shows that, at the sdection stage (to both mainstream and STN places), a mgority
of Traning Organisttions rated the Carears Sarvice as doing very wdl or farly wel in a
number of aspects. These include: the appropriateness of the young people submitted; the
Caers Sarvice's knowledge of these young people the briefing given to them; and the
background information provided to Training Organisations (Table 11.9).

Table 11.9: Effectiveness of Careers Service at the selection stage

At the selection stage, how well do you think % % % not % not %
Careers Service staff ... very fairly very at all not
well well well well sure
...know the young people they send to you? 7 64 21 7 2
...brief young people on th(_e training and _ 12 61 19 9
opportunities your organisation can provide?
...give you appropriate background information 9 57 18 16
on the young people they send to you?
..send appropriate young people to you? 5 76 15 5

kn:44)

Training Organisations who had good occupancy levels were more likely to be postive about
the Careers Service's knowledge of young people submitted and the level of information
given about them than Training Organisations who had vacancies.

Some Training Organisations were content with the Careers Service' sinput:
“We continue to have good relationships about Skillseekers recruitment.”

However, within overdl figures, only a smdl proportion (varying between 5 and 11%)
thought that the Careers Service peformed “very well”, rather than “farly wel”. Some
comments from Training Organisations suggested that the Carears Service was being judged
by the behaviour of young people submitted to them:

“ Non-attendance at interviews continues to be a major problem”

“ A high percentage aren’t ready for the world of work. They are not fully awar e of what
employersarelooking for. The Skillseekers client group appearsto be less committed than
previously with less turning up for interview.”

While a mgority of Training Organisations were satisfied with background information on
the young people passed on to them, this was the aspect that they were least positive about —
over a third rated the Careers Service as not doing very well or a al wel on this. There were
some differences depending on the type of Traning Organisation. Those providing both
maindream and STN provison were more postive than those with maingtream provison
only and dmog a fifth of dud providers thought that the Careers Service did “very wdl” in
terms of providing background information (table not shown). Careers Services may give
paticular atention to briefing Training Organistions about youngsters with specid training
needs but it seems that many mangdream providers fdt that the information they receved
was inadequate.

“ 1f mor e information about the young person can be provided, it’ seasier to support them”
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“ A good service fromthe Careers Service, but it’ s mainly because we push for it. In our work
in support of disadvantaged young people we find them hel pful when we request infor mation.
They provide a minimal report.”

(With respect to STN young people) “ We need to receive infor mation sooner, more detailed,
with contacts for additional information. We often have to do a lot of needs analysis
ourselves.”

(We would note that we ae reporting the perspectives of Training Organisations, but
recognise that some of these need to be interpreted and perhaps challenged. The latter
comment illudrates this point. While the submitting organisation, in this case a Carears
Service Company, does need to recognise and anadyse need prior to submisson, placement
organisations aso cary a responghility for a work-based andyss of need a induction and
early sages of training.)

Carears Service Companies need to discuss and agree the level and type of information thet
maingtream providers seek, and to negotiate this within the context of young peopl€'s right to
confidentiaity. Chapter 8 showed the great importance young people give to the Careers
Savice mantaining confidentid information. Young people in the labour market (the group
most likey to be submitted to Training Organisations) were sgnificantly more likdy to rate
this as one of the most important things for the Careers Service to do than young people who
were in education.

Training Organisations overdl impresson of the Careers Service was generdly postive:
“ Our careers contacts are excellent, very helpful and committed.”

A large mgority rated the Careers Service as very good or good on most criteria (Table
11.10). The Careers Service was seen as knowledgeable about the education system and
about young people (87% and 85%). 80% considered the Careers Service's speed of response
to be very good or good. Around three-quarters rated their knowledge of the world of work as
very good or good. A higher proportion felt that the Careers Service understood the particular
requirements of their Training Organisation than their business sector(s) as a whole (81% vs
67%).

Table 11.10: Opinion of the effectiveness of the Careers Service

What is your overall impression of the % % % not % not %

Careers Service in terms of the following very good very at all not

criteria? good good good sure

Knowledge of the world of work 20 54 15 7 4

Understanding of your business sector 9 58 22 7 4

Understanding of your particular requirements 16 65 16 2

Speed of response 13 67 13 4 2

Suitability of young people sent for interview 7 54 37 2

Knowledge of the education system 35 52 4 1 7

Appropriateness of their advice and information o5 52 18 2 >
to you

Ability to give unbiased advice 22 57 11 4

Knowledge of young people 15 70 13

(n=46)

Traning Organisations were least podtive about the suitability of young people sent for
interview, with nearly two-fifths judging the Careers Service to be not very good or not at al
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good at this. Response did not vary by the sze of the Training Organisation or by the nature
of their provison. As we have noted ealier, Training Organisations occupancy level was
one factor which seemed to make a difference. Training Organisations who had vacant places
(at ether of the two time points we asked about) were less pogtive than other Training
Organisations about: the Careers Service's speed of response; suitability of young people sent
for interview; the Careers Service's knowledge of young people; and the appropriateness of
the advice and information from the Careers Service (table not shown).

The Training Organisations responses are encouraging and show that they rate the Careers
Sarvice highly. Condgdering how Careers Services could develop further, there is perhaps
scope to increase the proportion of “very good” responses. Overdl, Training Organisations
were least happy about the suitability of the young people sent for interview. This is a long-
danding issue between the Careers Service and Training Organisations. Is it partly about
better communication, or is it more about accepting that this is an on-going area of tenson,
with Training Organisations wanting to fill ther places and the Careers Service trying to
work with the young people they have, suitable or not? However, there may dso be an issue
about how the placement service is operated and the range of potentia clients that the Careers
Service has, as we discussed in Chapter 9.

Mogt Training Organisations would recommend the Careers Service to another Training
Organisation (79% - table not shown). This varied depending on whether the Training
Organisation had under-occupancy or not: those with vacancies were less likdy to say they
would recommend the Careers Service (56% vs 95%). Although most would recommend the
Careers Sarvice, a the same time, the large mgority aso thought that its work with Training
Organisations could be improved (93% - table not shown).

Training Organisaions thought that the Careers Service had developed over the last three
years (table not shown), becoming more flexible in its gpproach (51%); making more
contacts with them (49%) and becoming more aware of Training Organisations needs (37%).
Training Organisations with dua provison were more likely to think that the Careers Service
had changed in respect of flexibility and awareness than mainstream providers only. Training
Organisations who had occupancy problems were less likely to think that the Careers Service
had become more aware of ther needs over the last three years than other Training
Organisations. To what extent are these Training Organisations rationalisng ther difficulties
in filling their places by bdieving that the Carers Service is not sufficiently aware of their
needs - or isthisared issue?

Training Organisations views of effective Careers Service work in theory and
practice

In the survey, Training Organisations were asked to identify the activities that, in principle,
would show that the Careers Service was trying to work in an effective way with them. Table
1111 shows the extent to which Training Organisations thought the various activities listed
indicated this.

When asked to identify the three activities they thought were most important in $owing thet
the Careers Service was working effectivdy with them, Training Organisations sdected the
following:

submits young people of good calibre (35%);
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links to a named member of Careers Service staff (33%); and
briefs young people on the training and opportunities the organisation can provide (33%).

Wha mattered most to Training Organisations varied somewha depending on whether they
were dud providers or mansream only. Training Organisations who were dud providers
identified both regular visits and telephone contact as among the most important features in
Careers Service work with them. Dua providers aso gave more importance to the Careers
Service giving them information about the numbers and types of young people in the labour
market (48% dud providers vs 9% mainstream provison only).

Table 11.11: Activities related to effectiveness

Which of these activities indicates that the Careers Service is operating effectively, and which,
in your experience, does the Careers Service actually carry out in practice?

Indicates Carried Doesn’t
effective outin carry out Not

The Careers Service work practice in practice sure
Keeps in regular telephone contact with training

organisations 89 81 19 )
Gives training organisations information about the

numbers and types of young people in the labour 75 36 57 7

market
Briefs young people on the training and opportunities

the organisation can provide 8 5 24 27
Links each training organisation to a member of

Careers Service staff 68 47 47 7
Visits training organisations regularly 78 30 70 -
Submits young people of good calibre 69 36 47 17
Advises training organisations what qual!flcatlons itis 59 25 58 18

reasonable to expect from young applicants
Advises training organisations what personal qualities

it is reasonable to expect from young applicants 50 18 60 23
Reminds training organisations bout equal

opportunities legislation in employing young people 49 34 >4 12
Tries to persuade training organisations to give a

disadvantaged young person a chance of a job or a 71 56 24 20

training place
Helps training organisations find placement employers 51 5 73 23
(n=45)

When Traning Organisations responses to what indicated an effective gpproach were
compared with what happened in practice, there was little amilarity (Table 11.11). With the
exception of keeping in regular telephone contact, the Carears Service's practice (as reported
by the Training Organisaions) did not correspond to Training Organisations view of what
condituted an effective way of working with them. There were some big differences, for
example, aout vigting Traning Organisations regulaly, helping them find placement
employers and giving them information about young people in the labour market. There were
dso subgantid differences between theory and practice in the aspects rated as most
important.

Dud Traning Organisstions were more likedly to indicate that Careers Service practice
matched their expectations of effective working with them than were Training Organisaions
offering mainstream provison only. The differences in the responses of mainstream and dud
providers to wha the Careers Service did in practice reflect the nature of their particular
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client groups and the Careers Service's work with STN young people. But they may suggest
that the Careers Service should be in more regular contact with mainstream Training
Organisations and adopt more of an advocacy role with them.

The comparison of Training Organisations responses gives an indication of where the
Careers Service might focus attention. This is not to suggest that Training Organisations are
necessarily correct. It may be that Training Organisations picture of an effective approach to
them differs from that of the Carears Service. If 0, then this has to be discussed and a
compromise reached a locd levels. An understanding of the expectaions of dients such as
Training Organisations is an essentia component of measuring effectiveness,

As we describe in Chapter 13, we have developed a pen picture of “How Good is Our Careers
Service At Working with Training Organisgtions...” as an example of the “How Good is Our
Careers Service at..” agpproach to assessing the effectiveness of the Careers Service. The full
draft “pen picture’ is contained in Appendix 2.
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CHAPTER 12
MANAGEMENT

Introduction

Chapter 12 pulls together management aspects from earlier chapters and condders the
management tasks involved in ddivering an effective Careers Service. It condders such
issues as identification of need, ensuring qudity, developing gaff, communications and
decisiontmaking and the balance of Careers Service work.

SUMMARY AND |ISSUES

Progress made by Careers Service Companies

There was evidence of podtive changes in the management of Caears Sevice
Companies prior to and during the period of the research. These included: the
development of sysems and policies, greater attention to resourcing and cost/benefits
andyses of activities, increesed emphasis on quality assurance; the development of client
evauations, a greater focus on daff review and development; and more atention to
marketing.

The impact of targets

Targets were st for a variety of activities. In some Careers Service Companies there were
differences between Heads of Service perceptions and those of practitioners as to
whether gaff felt “target driven”.

Targets were gpplied more rigidly in some Careers Sarvice Companies than in others. In
a few, client need and demand had to fit into targets to be met. In most Careers Service
Companies, some or considerable flexibility existed.

The research found little evidence that targets had been quantified on the bass of
personaly prompted client need or on systematic assessment of the needs of categories of
cients. Targets were commonly formulated on the bads of the figures achieved the
previous yedr.

The balance of Careers Service work

The bdance of work in mogt Careers Service Companies was heavily towards school
work with employer work fitted in when possble. Careers Service Company daff,
especialy Heads of Service were conscious of the need to develop work with employers.

School work was predominatdly ddivered through the individud interview; some Heeds
of Service wanted to develop amore varied approach.

Staff appraisal, review and development

A minority of Careers Service Companies had a dtaff gppraisd system, the others had
daff review and development systems. SOMS and IIP were key influences on Careers
Service Companies development of both gppraisa and staff review systems.

Most practitioners were podtive about their appraisa or review sysem and noted an
increase in the amount of training they received.
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There was evidence of sgnificant advances in forma daff development across Carears
Service Companies seen, for example, in the extent to which senior managers had
achieved management-related qualifications and support saff rdlevant VQ qudifications.

The impact of review or appraisd sysems on practitioners work appeared to be related
to the way their Area Manager organised the process. It was aso difficult for Careers
Service Companies to balance Company and individuas needs.

Quality assurance

All Careers Service Companies had or were aiming to achieve SQMS and IIP so there
was little variation in how qudity assurance issues were handled across Careers Service
Companies.

Initial concerns aout SOMS and [IP had proved unfounded and the experience of
working towards ganing the awards had benefited Careers Service Companies in a
number of respects.

Neverthdess, having these two sysems in place did not guarantee the qudity of the
careers guidance being provided by a Careers Service Company. The research identified
differences between policy and practice within Careers Service Companies, and pupils
regponses aso highlighted unexplained variation.

Staff accountability, monitoring and autonomy

Most Careers Service Company daff felt more accountable than in the past, in particular,
because of Busness Activity Targets but everyone was clear that the targets did not
assess the qudity of professond practice.

Client evaluation had developed as pat of the SQOMS process but Careers Service
Companies recognised the limitations of client feedback as a way of assessang the qudity
and effectiveness of careers guidance. They recognised the need also to monitor the work
of gaff and to encourage sdf evauation.

Carears Searvice Companies had adopted a number of drategies in respect of (sdf)
evauation of professona practice but there was consderable scope across most Careers
Service Companies to develop more systematic and comprehensive approaches. Those
with forma apprasd sysems were more likdy to have structured approaches to the
evauation of professona practice.

Carears Service daff vaued ther autonomy and there was some feding among dl leves
of Careers Sarvice daff that the increased emphasis on evauation and accountability was
a odds with this attonomy. This may patly explan the reuctance of some middle
managers to push the evauation of professond practice. It is possble, however, to be
more accountable without having less autonomy. Time and the lack of appropriate
methods to use were other reasons such evaluation was limited.

Identification of need
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The process of the identification of need

The research identified three Stages to the identification of needs the recognition of
needs; the analysis of need; and the assessment of need linked to provision. Subsequently,
there needs to be areview to ensure that needs have been met.

This process can be used to identify the needs of individua clients and dso of particular
groups of clients.

“Recognition of need” is where there is a basic levd of identification which recognises a
presenting problem without analysing it.

“Anayss of need’ refers to the andyss of the needs underlying the presenting problem;
this requires professona careers guidance Kills.

“Assessment of need linked to provison” is the stage at which individua or group need is
related to careers guidance or other provison and a choice of interventions made or gaps
in provison identified.

An awareness of these three stages to the identification of need dlows Careers Service
Companies and others to assess Careers Service Companies agpproaches to identifying
client needs and is essentid if Careers Service Companies are to plan drategicadly on the
basis of identified need.

Theidentification of needsin practice

All Careers Service Companies showed some evidence of identification of need of both
individud dlients of different client groups but there was little evidence of a sysematic
and comprehensive approach encompassing al aspects of the process.

The firgt stage “recognition of need” was most common and was done for mogt clients.
The careers interview was the most usud occasion for the second stage, the “andyds of
need “ in repect of individud clients. But whether this is done in practice depends on the
competence of the particular Careers Adviser; clients who do not have an interview do
not have this opportunity. Andyss of group needs through multi-agency consultations
had become more common but these might not focus sufficiently on careers guidance
needs.

Careers Sarvice Companies used a number of gpproaches to identify needs but they ill
required to deveop an overal drategy for identifying the needs of individuds and
groups.

The research identified a number of ingances where the identification of need had led to
changes in Careers Service Company practice or to requests to other agencies for inputs.

There were dso examples of where the Careers Service Company had been at the
forefront of identifying the outstanding needs of particular client groups.

Partnership and networking was critica to identifying client needs, schools and LECs
were particularly important.

The Careers Service Board could use its own members to identify needs and employer
representatives were consdered paticularly vauable But Careers Service Board
members had varied levels of relevant background knowledge and experience and few
were experienced in guidance issues or the identification of guidance needs. It is essentid
that Board members recognise the need for dtrategy to be decided on the basis of a
systematic identification of need rather than persond experience.

Carers Sarvice Company daff tended to question how far young people are able to
identify their own needs and to use the Careers Service appropriately. Some were
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doubtful that employers knew enough about the Careers Service and trangtion issues to
recognise their needs or how the Careers Service might help them.

It is increesingly important that Careers Service Companies have communication
drategies that enable the information that practitioners have about client need to be fed
into the Careers Service Companies dtrategic planning.

Communication and decision-making

Caers Savice Companies varied in the priority given to internd communications in
policy and in practice. A number of Careers Service Companies had adopted new
drategies for communicating with aff.

The increased speed of decison-making could make it difficult for managers to keep Saff
as informed about developments as previoudy athough they recognised the importance
of doing S0 given thelevd of continuing change.

More than half the Careers Service Companies characterised their process of developing
ideas about policy and practice as mainly “top-down” from managers via the Board with
subsequent discusson among daff. The others had a more mixed process with ideas
coming from all levels of Sff.

The research evidence suggested that those Careers Service Companies that encouraged
and recelved ideas on policy and practice from dl grades of saff were dso those most
likely to be reflective in policy and practice.

Changed role and skills of staff

The role and <ills of dl daff were changing but the grestest changes were required of
Area Managers®® This may be because of the key position they occupy between senior
management and practitioners. Increasing demands were being made on them in respect
of networking, marketing, initisting devedopments and fund-raisng in ther area, and of
daff review and development. They had an increesingly critical role in ensuring drategic
policy and operationd issues informed each other and in explaning Careers Service
Company policy to staff.

Heads of Service had adso experienced consderable change and had had to develop
expertise in handling financid, legd, personnd and estate management matters especidly
in Careers Service Companies that were companies limited by guarantee.

Most change n Careers Service Companies was a the company level and concerned the
development of a budness orientation with less change in rdation to professond
guidance. This may explain the limited changes experienced by Careers Advisars, ther
main change was a greater level of accountability via targets. But Careers Advisers were
thought to need consderable skill development and atitude change to meet likey future
demands on them.

Changes had taken place in the roles of careers assgtants. In some Careers Service
Companies, their role had been extended to ddiver group work to unemployed clients or
to provide placing services to pupils on school premises. A common trend was for
Careers Service Companies to give careers assgtants greater responsibility, for example,
giving them a management role or becoming largdy responsble for the offices work
with unemployed dlients,

% Area managers had different titles across the Careers Service Companies, for ease we use the term area
manager for all in this type of management post.
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Variation within and across Careers Service Companies

Pat of the research brief was to identify the extent of variation across Careers Service
Companiesin Scotland.

Careers Service Company daff had different views as to whether variation in policy and
practice within their Careers Service Company was a negative feature, inevitable or a
positive fegture.

The research was based on the view that variaion in itsdf is neither good nor bad but
depends on whether it arises from the systematic identification of client need and ddivers
congstency of outcome for clients (rather than consistency of inputs).

There was little variation in the objectives of Careers Service Companies dthough they
vaied in ther emphass on particular points ey some had a greater focus on entry to
employment and economic outcomes for clients.

A common am was to maximise contact with clients but this was gpproached in different
ways, for example, variation in the geographicd didribution of offices and the extent of
face-to-face contact.

The mgority of Careers Service Companies had some or condderable variation in
delivery. Practitionersidentified ahigher level of variation than did Heads of Service.

SQMS had resaulted in the standardisation of some aspects of ddivery across dl client
groups. The completion of Action Plans was the aspect of professond work most likely
to be the subject of standardisation.

The gpproach of individua schools was thought by Careers Service Company daff to be
the main factor in variaion in school provison; Careers Service Company daff tended to
underestimate the impact of the Careers Adviser in the individua school.

Careers Service Company daff reported more variaion in work with post-school dients
and the labour market than in their school work.

The research identified some variation based on client need. Other variation was a result
of ddiberate decisons to give responshility to specific offices or daff for particular
projects as a way of developing policy and professona practice within the context of an
overdl company plan.

The research dso found variation arigng from individud aff's or aees preferred way
of working and to suit the organisational convenience of schools and Careers Service
Companies. In other cases there was alack of variation despite differencesin client need.

Guidance management information

Careers Service Companies are required to keep a record of ther activities but they could
develop their use of datidtics to gan a better undersganding of the pattern of usage and
norn-usage of its services to help them plan provison.

FINDINGS AND DISCUSSION

Progress made by Careers Service Companies

It was clear that, as seen in earlier chapters, there were a number of postive changes in the
management of Careers Service Companies up to and during the period of the research.
Theseincluded:

greater development of systems and clarification of policies,
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more attention to resourcing and increased cost/benefits anayses of activities,
more emphasis on quality assurance;

increesed development of partnership working, particularly with respect to seeking and
using joint resources,

the development of client evauations, primarily through questionnaires and focus groups,
agreater focus on gaff review and development; and

more attention to marketing.

The impact of targets in Careers Service Companies

Under the new contractud arrangements with the Scottish Executive in 1996, Carears
Services were required to produce targets and business activity measures. Previoudy Careers
Services had kept datistical records but had not been required to predict their activities nor to
st tagets for the various activities they planned to undertake. The introduction of targets
provided the Scottish Executive with more opportunity to influence the Companies work and
to monitor for contract compliance. Targets meant that Scottish Executive daff negotiating
busness and deveopment plans were in a podtion to encourage particular priorities in
Careers Service Companies work through the targets that were agreed, for example, by
negotiating increased targets for employer contacts or for group work compared with
interviewing. Targets were aso a way for the Scottish Executive to increase Carears Service
Companies accountability and to encourage them to develop further a systematic approach to
planning.

Careers Service Companies themsalves took different approaches to using the targets as
management tools to motivate and assess dtaff and to change the balance of practitioners
work in line with company and Scottish Executive priorities. Eight Caears Service
Companies operated targets at an area level only; five set individual targets for practitioners;
two dlowed Area Managers to decide whether individud targets were gppropriate; and in
three Careers Service Companies it was not practicable to distinguish between individud,
area and Company targets for core work because of the smdl sze of the Company. Targets
might be set for action plans interviews (different targets for different year groups of school
pupils were common), group work with school and post-school clients, employer work and
contact with parents. One Careers Service Company set practitioners individua targets for
employer work and area targets for schoolwork, illugtrating the use of targets as a daff
management tool to focus on certain aspects of the work.

In some Careers Service Companies there were discrepancies between Heads of Service' and
practitioners perceptions about whether staff were target driven. Heads of Service were more
likdy to perceve tagets as flexible guides to the Company’s activities while Careers
Advisers were more likely to see them as precise numerica targets that they had to achieve.
There was evidence that targets made things happen that might not otherwise have occurred:
group work sessons with school and unemployed clients were examples commonly given by
practitioners. But poorly managed targets could skew activity in ways tha were not helpful,
for example, group sessions undertaken to meet targets for group work rather than to respond
to an identified need. This could aso apply to interview targets.
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“ This Careers Service Company will follow monthly targetsfor 4 evenif it’ sout of step with
demand.”
Careers Adviser

The managers of other Careers Service Companies viewed targets in a more flexible and
devdopmentd light. They fdt that if they did not meet ther targets then the reasons for this
were something to be discussed with the Scottish Executive and lessons learned from it. Their
view was tha targets were not yet foolproof as predictors, that not meeting targets was a cue
to examine policy and practice and that a demand-led service would inevitably need to adjust
itstargets.

“1"mhappy with differences between profile and actual figures, it showswe’ ve got the ability

to respond to demand.”

Head of Service

Targets and their relationship to professond practice were a live issue, in particular, whether
targets for a certain levd of contact with different groups of pupils were a odds with sdf
referra  interviewing systems. Careers Service Companies were watching carefully to see
how targets would affect priorities and the balance of work:

“ Theintroduction of targets has changed things. The management trick isto ensure balance

in making sureyou'’ re providing the service needed by the clients and the government. The

trap to avoid is not to do work to meet the needs of the organisation instead of meeting the

needs of clients. Theintroduction of targets and contracts has made the pendulum swing the

other way” .
Head of Service

“Numerical targets do not constrain our ability to respond to need or react.”
Head of Service

While it was clear that targets were being used both by the Scottish Executive and by
Companies to emphasse certain priorities, there was little evidence to suggest that targets
were encouraging Careers Service Companies to do more to identify client need. Companies
targets had initidly been formulated on the bass of ther previous activity and in subsequent
years were based on the figures achieved in the previous year with some adjusments to
reflect current Scottish Executive and Company priorities. Companies approaches to target-
setting did not appear to take into account persondly prompted client need or to quantify on
the basis of a systematic assessment of the needs of different of clients.

The balance of work in Careers Service Companies

The badance of work in most Careers Service Companies was gill heavily towards school
work, with employer work fitted in when possible. Heads of Service and Careers Advisars
were conscious of the need to give a higher priority to employer work, and identified it as a
development task for companies. HOS generdly perceived the vaue to the Company in
increasing its work with employers, irrespective of the need to meet the Company’s targets in
this respect; but the view among Careers Advisers was more mixed. For some, thelr employer
work was driven by the need to achieve their targets, and they described their approach to
employer work as “blitzing to meet the targets’.

There were several issues in relaion to the balance of school work. School work was il
heavily delivered through the one-to-one interview rather than through more varied methods,
including group work. Some Heads of Service, especidly towards the end of the period of the
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research, wanted to encourage greater diversty of approaches and were beginning to
introduce changes (for example, the use of group feedback to computerised interest guides)
which might change the baance of work away from interviewing. Neverthdess, the srong
view among careers guidance practitioners and school saff was that dl pupils were entitled
to an interview and there were precticd difficulties in schools in trying to organise a wider
range of Careers Service inputs.

Companies dso had to grapple with the task of managing their input in schoals in the light of
changing priority group(s). At the outset of the research, Companies were refocusng ther
activities on S5 and S6 pupils in response to high staying-on rates but were then required to
focus on A4 as pat of the guidance entitement for Higher Stll. The deveoping socid
incluson agenda and associated ealy intervention  initigives  further  complicated
management decisons about the gppropriate stages of interventions by the Careers Service
and its deployment of resources.

Staff appraisal, review and development

In our review of the seventeen Careers Service Companies, we found that four Careers
Service Companies had appraisal systems in place. One of these included observation of
interviews for dl gaff who had an interviewing role. Another only gpplied to the Head of
Service and senior managers and included performance related pay. The other 13 Careers
Service Companies had doaff review and development systems in operation but were
consdering the development of agpprasd sysems. The move to agppraisal systems was a
standard recommendation of SQOMS externd audits across Careers Service Companies, and a
functioning saff review and development system was a condition of award for Investors in
People (IIP). All Careers Service Companies were aiming for SQOMS, therefore considerable
work had aready gone into the development of appropriate systems. Towards the end of the
research al Careers Service Companies had gained SQMS and amost al 11P.

The introduction of daff review and devdopment or agpprasd sysems were generdly
welcomed. Most Careers Service Company daff spoke positively about the system they had
in place, gppreciating the opportunity to have a focused review of ther work, ther
performance and their development needs. There was a generd view that the introduction of
formal review or gppraisad had led to an increase in training. However, some commented that
there was congderable sengtivity towards the introduction of gppraisal on the part of dSaff
unions.

The ability of the area manager to manage the process seemed to be critica in determining
the extent to which reviews had an impact on daff peformance. Where staff experienced
extended ddlays in the review process or perceived that the review focused on the needs of
the company to the excluson of ther individua needs or where the area manager had only
limited skills in identifying the traning needs of daff, then the vdue of the review was likdy
to be undermined.

Most Careers Service Companies were trying to match saff development and training
priorities with their business plan. Careers Service Company saff generdly accepted that the
Carears Service Company could not be expected to support individua development activities
that did not aso contribute to Company needs. Neverthdess, it was dealy difficult for
Carears Service Companies to work out the balance between meseting the Company’s needs
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and meeting individua needs, especidly as resources became increasingly tight under a
standtill budget.

There was clear evidence of dgnificant advances in forma daff development across Careers
Service Companies. By 1997 the large mgority of senior managers had dready attained
gudifications related to management such as IPD, MCI, Open College cetificaion in
personnel, accounting, marketing and area managers either held or were working towards a
management qudification. There was a subgtantid incresse in forma  qudifications among
support gaff, with Careers Assgants taking VQ leve 3 in guidance and Clericd Assgtants
achieving cusomer care qudifications a VQ level 2. The increased upteke of VQs was
accompanied in most Careers Service Companies by supervisory dtaff gaining the D32 and
33 standards to alow them to be interna assessors for VQs. Towards the end of the research
a number of Careers Service Companies had come together, with the support of the Scottish
Executive, to form the Scottish Guidance Consortium to support the development of
vocational qudifications for careers guidance. The intention was that dl Careers Service
Companies in Scotland would join the Consortium.

Quality assurance

There was little variation across Careers Service Companies in how qudity issues were
handled, mainly because, as noted above, al Careers Service Companies were trying to
achieve and keep SQMS and IIP awards. Although some Careers Service Companies had
been very involved in the devdopment of quaity sysems before the introduction of SQMS,
much of this had been taken over by preparation for the SQOMS assessment. Although there
had been some anxieties about the amount of paper work involved, the experience of working
towards both awards was thought to have benefited the Careers Service Company and only a
minority of staff had negetive views.

“ Both SQMSand I P are good, shows commitment to staff and to having sound systems and
structures to benefit young people and staff” .
Careers Adviser

“ SQMSand I P possession is seen asa guarantor that operational guidanceissuesare OK”
Head of Service

“ Systems are now a lot clearer and staff know a lot more about how the careers service
operates. Previously we knew very little about how the board operates or what should
happen. SQMSmeant statements of entitlement had to be produced. And it was useful when
your Area Manager didn’t havetimeto tell you what you should be doing, you could look in
the evidence folder to find out what you should be doing. You can find out what other
member s of staff should be doing, and how to do it.SQMS has br oken down boundaries of

expertise and hierarchy.”
Careers Adviser

Ladtly, the externa audit had a number of very positive aspects for staff morae:

“ Putting together the documentation for SQMShas hel ped to devel op a mor e professional
attitude and made staff reflect on what they’re doing. Staff realise they do a lot whereas
perhapsthey’ d not shouted enough about what they do compared with other Companies.”

Careers Adviser

Overdl, there was recognition that quaity was important:

“The company is moving gradually into a quality environment. In the last four years,
especially after the bid, quality’ s overtaken quantity in people’ s minds. Neverthel ess, we
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know quality only comesin after the Scottish Office and the Careers Company is satisfied on
the quantitative targets” .
Head of Service

SQMS and I1P have been of value to Carears Service Companies but is it the case that having
the two systems in operation is a guarantor that operational guidance issues are satisfactory?
Although mogt Careers Service Company daff thought SQMS and 1IP were vaduable, a
minority were more critica, especialy of the extent to which it took account of the qudity of
guidance given.

It is certainly true that evidence for the SQMS internd audit is gathered from client surveys,
and externd assessors consult client groups with a thoroughness that non-Careers Service
organisations have rady had to face. Neverthdess, respondents described marked
differences between policy and practice, and client feedback on its own is an inadequate
method of assessing the qudity of guidance.

Accountability, monitoring and autonomy

Careers Service Companies recognised that client evauation aone was not a sufficient means
of assessng the quality and effectiveness of their provison. They acknowledged the need to
monitor the work of staff and b encourage sdlf evduation in addition to seeking the views of
cients. All Careers Service Companies monitored the targets set for individud aff and/or
areas on a weekly, monthly or bi-monthly basis, depending on the Careers Service Company.
Steff fdt that they were more accountable for their work than in the past:

“ There' sagreater accountability, we have to complete statistics, monthly plannersand have
one-to one meetings with the area manager”
Careers Adviser

But while the monitoring of targets made staff more accountable for ther activities, dl of our
respondents fdt that targets primarily monitored the volume of daff activities and did not
asess the qudity of professona practice. There was, however, a great ded of uncertainty
about how to do so and concern among managers about the impact on staff. There was no
gngle common approach in use. The types of drategies evident across Careers Service
Companies included:

monitoring action plans. Sx Carears Service Companies noted that this was done. In dl
gx Careers Service Companies, the Area Managers were responsible, and in one there
was a0 peer assessment of action plans;

observation of interviews by managers. Sx Carears Service Companies ether currently
had this in operation or had done 50 in the padt. It was only systematicaly applied in one
Company, where it was done as pat of the gpprasd sysem. In the others it was
described as “rare’, “ occasional” , “ only if a problem” or “ only if the practitioner wants
it”. Nine Careers Service Companies had tried to encourage peer assessment of
interviews, but this was not hgppening sysematicaly in any of them;

«f review. Staff were expected to be respongble for reviewing their own work in dl
Carears Service Companies, but sdf review mechanisms were encouraged specificdly in
only five Careers Service Companies. In these Careers Service Companies, the Strategies
for sdf review included the use of the Vocationd Guidance Interview Checklig and the
comparison of individud client destinations with the careers guidance given; and

other approaches such as sampling client records (one CSC) or using a client expectation
guestionnaire (two CSCs).
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Caears Service Companies were generdly tentative about the monitoring of professiond
practice. In a number of Careers Service Companies schemes to do this had been introduced
but had been dlowed to fal into abeyance, and it was common to make saf review, peer
assessment or managerid assessment of interviews voluntary. This was partly a recognition
that many staff were anxious about this.

“ | feel subjected to assessment by peoplewho don’t have an alter native measureto judge me
and my activitiesby.. .I’'mnot sure, arethere many other professionsin the spotlight asmuch
as a careersadviser? We' re often being assessed on an individual basis on performancein
one interview. Maybe there’'s a case that there should be more of a balance in terms of
assessing careers advisers on a certain percentage of their work.”

Careers Adviser

There were also awxieties amongst managers about the impact on reationships in the office or
inasmal company of “ingpecting” colleague’ swork:

“Since our [evaluation questionnaire] responses are good across the board and I'm

generally satisfied with the quality of staff there’s no need to rock the boat by targeting

individuals in quality terms. The Careers Service's a team, maybe even a family.”

Head of Service

Hestation among senior and middle managers about the monitoring of professond practice
was aso related to a concern not to encroach unduly on the professond autonomy of teff,
especidly that of Careers Advisers.

“ Some Area Manager s are mortified at the thought of having to ook at their staff’ saction
plans’

Head of Service
For many Careers Advisars, autonomy in ther work was an essentid eement of the job. It
was not only an aspect they enjoyed but aso one which they percelved as necessary to enable
them to operate effectively and to meet the needs of clients. We might note that schools dso
regarded a high level of autonomy on the part of Careers Advisars as essentid to their ability
to work effectively.

“| feel | can adjust the service, it’s lovely to be trusted to do what’ s needed”
Careers Adviser

“We believein theindividual professional approach of the Careers Adviser and guidance
teacher, you need to play to the strengths of individuals’
Head of Service

However, it is important to make a digdinction between autonomy and accountability. We
have noted in previous research with guidance dtaff in schools that many tended to conflate
the concepts of accountability and autonomy and to think that in becoming more accountable
in their work, they would inevitably lose some of ther autonomy (Howieson and Semple,
1996). Similar views were expressed by a number of respondents in this research. We would
suggest that it is possble to increase staff accountability without decreasing autonomy, but to
achieve this it is necessary firdly to distinguish the two concepts and then to consder the
impact on staff autonomy of any measures introduced to make them more accountable.

Apat from the concerns outlined above, Careers Service Companies faced a basc difficulty
about which measures to use to assess the effectiveness of a careers interview. Action plans
were easier to monitor, as were client records, since standards had been developed localy by
Careers Sarvice Company staff for each of them.
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Identification of need

Identification of need is perhgps one of the mog difficult tasks facing management and
careers guidance practitioners but one that is fundamenta to the achievement of effective
outcomes for clients. Careers Service Companies and their Boards were increasingly being
encouraged by the Scottish Executive to plan drategicadly on the bass of sysematicdly
identified need.

The process of the identification of need

We looked first & what is meant by “identification of need’. Firdly, is demand the same as
need? How closdy is it linked to marketing? Respondents agreed that demand was some
indicator of need, but not sufficient in itsdlf, and that it was necessary to consider the needs of
those who were not demanding of services. Secondly, whose needs are being identified? In
this section we refer both to individuad dients and to groups of clients (by which we mean
“teenage parents’ or “gpplicants for universty” or “Training Organisations with STN
provison” or gmila). Thirdly, on the surface the meaning of “identification” may seem
obvious, but we suggest thet it may have three aspectsto it:

1. Recognition of need: a an individud levd it may be seen in daements such as “she
seems redly confused about whether to go to college or into training”, while a a group
level it might be “very few boys say they want to enter the service sector even though
that's where the jobs ar€’. In other words, there is a level of identification of need that is
about recognising a presenting problem without necessarily analysing it.

2. Analysis of need: a this point there is a subsequent andysis of the underlying needs. At
the individud leve it might become clear that the individud client (described above)
lacks persond or family experience of college and views traning provison with
suspicion. At a group leve, the young men (described above) might show poor
understanding of the loca labour market, lack of interpersond or communication skills or
traditiond family and peer aspiraions This is a levd of identification of need that
requires professond skills and (in the case of group need) may most appropriately be
identified in conjunction with other agencies or partners.

3. Assessment of need linked to provision: individud or group need is related to careers
guidance or other provison, and a choice of interventions made. If there is no suitable
provison, then this becomes part of advocacy or part of the Careers Service Company
development plan, perhaps in conjunction with other agencies or partners.

Subsequent to this there is a review to ensure that needs are met, and the process can dart
agan.
We now consider who might identify needs and how this might be done.

At the first stage for individud dients dients themsdves (paticulaly in a sdf-referrd
gystem), CS daff, guidance teachers and parentscarers are most likely to recognise career
needs. For groups of clients, school staff, EBP staff, other agencies and partners and Training
Organisations will recognise career needs. It is important to note that the recognition of need
is the firg prompt to action, and in the case of individud dients will lead to access to Careers
Service provison. This aso works in reverse, with Careers Service staff recognising, in ther
clients needs, those needs tha must be dedt with a second and third stages by other
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agenciedpartners (for example, homelessness or the need for educationd support). The
following practices are examples of ways in which the Careers Service recognises individua
career needs:

screening forms which set priorities for careersinterviews,
client forms requesting information or a contact;

referras from guidance or other teachers,

use of school reports;

referrds from Training Organisations or college S&ff;
referrals from parents/carers or other family members; and

referrds from other agencies such as social work.

Our andyss of screening forms suggests that a “matching modd” of career choice underpins
the recognition of career need. By that we mean that certain aspects of the client (for instance
likedy academic attainment or intended school leaving date) are matched againg the clients
career intentions (or sometimes the extent to which clients date their career ideass are
developed).

It could be argued that enquiry or dinic interviews (short interviews without appointment or
background information on the client) might be classfied as a first stage recognition of need.
But others might suggest that these interviews dlow assessment of career need. It perhaps
depends on the time avalable, the skills of the Careers Adviser and the communication level
and Hf-avareness of the dient. These short interviews will often operate according to a
matching modd, with more detalled probing of the match between individud factors and
career intention.

It is a the second stage, the analysis of need, that the skills of a careers guidance specidist
come mog into play. There is the opportunity to gain understanding of the individua dlient's
Stuation and of higher perceptions and influences. This can dlow anayss of, for example:

the client’ s stage of career development;

the client’s perceptions of the opportunity/structure;

the client’s decison making ills;

the dient’ strangtion kills,

the extent to which the client is supported in choices and trangtions by others (especidly

family); and

the range of influences on the dient’ s thinking.
Strategies to assess individud career need include a careers guidance interview, sdf report
measures on career <Kills, interest guides, computer programmes and (possbly in some
gtuations) group work. Opinion is divided on the extent to which group work can be used to
assess career need. We suggest that there is a need for Careers Service Company gaff to take
more account of other theories of career choice and development in addition to the matching
goproach such as the developmental, opportunity/structure, socid learning and community
interaction models. This wider perspective would adlow approaches to be more refined to the

needs of clients to help them manage the choice process. Assessment of the career needs of
groups of clients can be done through:
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the collation and andyds of, for example, screening forms, client request forms, referra
requests from school staff;

the use of ddidics such as detailed dedtination figures and loca economic and socid
data;

gructured reviews of need with other agencies/partners;

reviews of the evidence from case work by Careers Advisers, Careers Assigtants and CS
manager's;

reference to research and evauation evidence on client groups, and
client surveys (athough these sometimes identify demand rather than need).

At the third stage, the assessment of need linked to provision, different options are consdered
for individud and groups of dients For individud clients various drategies may be
considered, for example:

aone-off or series of contacts with careers guidance practitioners,

the extengion of the dlient’ s experience through visits or work experience;
an action plan for information search;

the use of more complex interest or gptitude guides,

drategies from counsdling or psychology disciplines (such as Persona  Construct
Psychology);

action plans for advocacy with or referra to other agencies; and
contacts with influentia family members

For groups of clients, an examination of provison againg career-related needs should take
place. Other needs may appropriately be discussed with other agencies/partners. Where
career-relaed needs cannot be met within existing provison, managers and policy-makers
review prioritiesin the attempt to re-direct resources or bid for new funding or staff.

It nay seem tha this discusson of the identification of career needs for individuas would lie
more appropriately within our chapter on careers guidance issues. However, we have placed
it here because one of the key tasks for management is to ensure both group and individua
career needs are identified, and that individua needs are reviewed to draw out common
elements such that resources are managed in the interests of dl clients.

Theidentification of needsin practice

In al Careers Service Companies we found some evidence of the identification of need of
both individud clients and groups of clients, and this identification was done by al grades of
daff. Before describing some examples of this, it is important to note that while there were
various ingances where client needs were identified, there was little evidence of a systematic
and comprehensive approach to the issue.

Our evidence suggests tha first stage recognition of career need was commonly done for
both individuds and groups of clients. Second stage analysis of individua career need was
usuadly done via careers interviews, and Careers Advisers most commonly described the
process in terms that resembled a matching modd. Andyss of group needs through multi-
agency consultations had become more common, particularly because of the policy
imperdive for socid incluson. However it was clear that socid, economic and educationd
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needs were more likely to be identified in these discussons than were career needs. We have
argued dsawhere in this report that career needs can both exist dongsde socia, economic
and educational needs and aso be present where these other needs do not exist. There is a
need to develop the Strategic identification of career needs.

We found a number of ingances where the identification of need had led to changes in
practice or to requests to other agencies for input. Careers Service Company saff had
recognised:

the needs of the less academic in high ataining schools;

the need for support outwith Skillseekers for homeless young people, those on drugs and
young offenders,

the particular support needs of certain groups of unemployed young people;
the needs of young peoplein care;

the needs of disaffected winter school leavers who were leaving school a a point where
the number of opportunities was low; and

the need for provison for the mogt able young people a the higher end of intdlectud

imparment.
This shows that Careers Service Companies were conscious of the needs of the most
vulnerable. But there were dso instances where Careers Service Companies identified needs
of other groups and were able to influence guidance interventions. Examples include a
recognition of the pressure on young people of the financid condraints that made “ getting
career choice right the first time” so desrable; and awareness that able young people should
be helped to examine work-based training routes by chalenging assumptions about higher
education.

As we have noted, Careers Service Companies sill required to develop an overall grategy for
identifying the needs of individuds and of different client groups. We saw in practice severd
examples of drategies in use but these were usudly on an ad hoc bass. Among the drategies
in place or being considered were:

consultation with the Education Business Partnership, education business groups and the
Chamber of Commerce network;

assessment of school leaver destination gatigtics;
assessment of the key features of the local 1abour market;

use of client post-codes to identify aspects of client group need arising from recognised
deprivetion;

condderation of the comments received as part of their complaints system;

inferring need from client upteke;

use of client feedback and surveys,

as=ssing the number of dlientsin aparticular satus, eg those dropping out of work; and
the professond judgement of staff.

Our andyss of Careers Service Company responses showed the criticad role played by
partnership and networking:
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“ Through our collaboration with other agencies, we get a picture of thecommunity tryingto
deliver services, and that can let usidentify young people who are not demanding but have
needs’

Head of Service

Schools identified the needs of individua pupils and (less commonly) groups of pupils to the
Careers Adviser. Some of our respondents thought that schools were more inclined to
recognise the needs of pupils who were unsuccessful rather than those who were successful ie
whose career plans needed review because of poorer than expected academic attainment
raher than higher than expected. However, dthough schools had a certan degree of
involvement in identifying the needs of particular pupils, only a few identified the guidance
needs of their pupils on a sysematic bass or fed this information into Service Leve
Agreement negotiations.

LECs in most areas helped to identify the skill needs of an area and provided information on
employment trends and skill shortages that could be used to identify priorities for employer
vidgts. There was potentid for LECs and the Careers Service Company to have a joint
advocacy role, for example, in seeking changesto loca public transport in arurd area.

The Careers Service Board could in theory use its own members to identify need. Employer
representatives were consdered particularly valuable. However there was a danger that the
identification of need could be based too much on persona experience:

“The Board haslittleto contribute, sometimes they bring anecdotes that may have the germ
of anidea” .
Head of Service

We return to a point made esewhere in this report of the criticad role practitioners and Area
Managers have to play in feeding inteligence on dlient needs and operaiond issues into the
drategic decison-making process. Some Boards and their members have more background
knowledge than others but few of them are experienced in guidance issues. Inteligence from
the fidd is essentid to inform drategic decison-making. It is increesingly important thet
Caers Service Companies have communication drategies that enable the information thet
practitioners have about client need to be fed into the Company’ s strategic planning.

A common response to our questions about the identification of need was to wonder to what
extent young people were capable of identifying their own needs? Careers Service Company
daff tended to question how far young people were able to identify their own needs and to
use the CS gppropriately as aresult.

“ Surveys are one approach, but you can'’t really ask young people what their needs are.”
Head of Service

“ Adolescents may be too immature to identify their own need.”
Head of Service

“Young peopl e could have a periodic check up likeamedical, it’ sthe only way to explain the
need for guidance to a young person who doesn’t know what they need or want in life.”
Head of Service

This question is a key aspect of the debate on client contact systems. To what extent can the
young dlient be trusted with control of the timing and nature of the Careers Service's input to
them? One of the reasons why Careers Service Companies were keen to develop work with

parents was parents potentid role in identifying their children's need for guidance. Over the
period of the research, computer guidance packages were being developed in England that
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would help individud dients identify their own needs and the type of help they needed and at
least one Scottish Careers Service Company was piloting this gpproach. While the technology
may become increesingly avalable to enable individuds to take more responshility for
identifying their own needs and their guidance requirements, the future use of such systems is
likdy to depend in pat on Caears Service Companies accepting that clients, especidly
young clients, are capable of doing so.

Asing employers and training providers what their needs were was thought to be more
appropriate than asking young people. Nevertheless, some Careers Service Companies were
unsure whether employers understood enough about the role of the Careers Service
Company, or were sufficiently aware of trandgtion issues to recognise their need and to ask
for the right support.

Communications, management and decision-making

We consdered the range and nature of the doaff communication dtrategies within the
seventeen Careers Service Companies and concluded that six Careers Service Companies put
a high priority on internd communications in their policy and that this was followed through
in practice. Nine put a medium priority in policy and it was reflected in practice, and the
remaning two put a medium priority on internal communications but in practice the priority
given to thiswas low.

Some examples of interna communication strategies included:
“managing change’ seminars and communication forums (sometimes organised by deff
raher than managers) which hdped aff anticipate and fed pat of the changes and
developments;
newdetters to saff;
weekly area mestings

setting up internd  Careers Service Company development groups on such topics as
information, marketing, equal opportunities, specia needs, parents etc;

senior managers spending increased time in area offices. As one Head of Service
commented:
“ At a time of change it’s important to keep people informed, there's a lot of room for
misinformation especially if things are sensitive.”

Where communications were poor, staff commented that:

“We're consulted too | ate, it’ slike bringing new projects out of the hat. | suppose X [ Head of
Service] doesn’'t want to worry us or get us too excited in case the project doesn’t come
through.”

As noted earlier the increased speed of decisonrmaking was thought to mitigate agangt
kesping gaff fully informed:

“Historically we're a consultative service, but the new model of the Careers Company is

forcing a pace of decision-making that doesn’t encourage consultation.”

Head of Service

Communications could be difficult in a Careers Service Company which covered a wide
geographical area, and where it would, therefore, be expensve and time-consuming to mest
more than once or twice a year. New developments in IT offered some measure of a solution
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to the problems of physca isolation, and many Carears Service Companies were keen to
encourage investment in the Internet.

One Careers Service Company dready had its own webdste, and another had noted significant
numbers of Emal contacts to the carears office from school clients. This was in an area
where schools were well equipped with IT for pupil use It was clear that the extent to which
the client group as a whole would use IT in careers work was very dependent on the extent of
technology available in the school or in the community. This is dearly an area where changes
may be expected farly rapidy as initigives to get computers into schools and community
venues kick in. There was congderable concern among Careers Service Companies about
how to keep up with developments, especidly because of the ongoing costs involved. Severd
Careers Service Companies thought that Internet and other IT developments were areas that
should be dedt with a a nationad level and that a national strategy should be developed for
the Careers Service.

It is not only the client who may be physcdly remote from the careers office. Two Careers
Service Companies dready had daff working from home or from a community base with
laptop computers and freephone facilities. The move towards fredance or sdf-employed
Careers Advisers might 4ill be in its infancy, but some Companies were thinking ahead, and
were aware of the management issues this might involve. In the meantime, as Careers Service
Companies increased the number of community based caler dtation Careers Advisers were
aready becoming more used to working individualy without afull office support system.

Decision-making and reflective policy and practice

We asked Heads of Service and practitioners to describe how development ideas were created
in the Company. Ten Carers Service Companies described the process as mostly “top-
down”, with proposals coming from managers via the Board, or occasondly from the Board
itsdf, followed by discusson with practitioners on the implications of the decison. Seven
Careers Service Companies described a mixed modd, with ideas coming from the full range
of daff as well as being generated a management or Board level. In the mixed mode there
were examples of drategies being piloted a area and practitioner level, and tried and tested
proposas being presented to the Board or senior managers for ratification. As might be
expected, no Careers Service Company operated mainly on a“bottom-up” approach.

We wanted to consder the management of professond careers guidance issues as wdl as of
business and drategic development aspects of Careers Service Companies. To do so we
developed a classfication of policy and practice from our observation of Careers Service
Companies, teking into account the extent to which Carears Service Companies were
reflective or unreflective in terns of their policy and practice. We defined these terms in the
following way:

reflective policy: grounded in theory and research and in the identification of need and the

evauation of practice; judified; flexible; related to needs and resources, integrated with
wider community Strategies.

reflective practice: consgdered; judified on the bass of regular review and evauation;
grounded in theory, policy and identified need; able to identify practical implications of
policy change and client response; able to feedback lessons from practice into policy.
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unreflective policy: mechanidic (eg in agpplication of Guidance Arrangements
framework); not grounded in theory, research, evaluation and practice.

unreflective practice: unexamined; automatic; routingg not linked to policy, theory,
research or evaluation; loosely linked to assessment of guidance needs.

The grid bdow gives an indication of our assessment of where the 17 Careers Service
Companies might be located on these dimensons a the time of our fieddwork. We would
emphasise that we would not be too rigid in our classfication of Careers Service Companies.
One obvious difficulty was that we had to make an assessment of practice through the Head
of Service's perspectives in the three Careers Service Companies which had no practitioner
respondent. Moreover, Careers Service Companies were changing as we worked with them
and mogt would be likely to change their position on the grid. These changes were likely to
move the mgority of Careers Service Companies towards the reflective policy and practice
segment. Our location of Careers Service Companies on the grid can only be tentative. But
we suggest that these two dimensions might be a useful sdf review tool for Careers Service
Companies to help ensure that professond careers guidance issues recelve appropriate
atention.

Classification of Careers Services Companies in relation to their
policy and practice

Reflective policy and reflective practice Reflective policy and unreflective practice
23
23
23 23
23 23 23
23 23
23 23
23 23
23 23
Unreflective policy and reflective practice Unreflective policy and unreflective practice
23 23
#& =CSC

We would make two observations on this grid. Firdly, it reflects our view tha the new
Careers Service Companies had developed condderably in business and drategic
development aspects, but less so in careers glidance issues. Secondly, we were interested to
note that the Companies we had classfied as having reflective policy and practice were
virtudly identicd with the Carears Service Companies which had the mixed mode
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(described above) for developing ideas in the Company. We are not sure which is the chicken
and which the egg, but reflective policy and practice gppears to exis dongsde proactive
policy development which is generated from both practitioners and senior managers (and
sometimes aso the Board).

Changed roles and skills of staff

We expected that the most noticesble impact of the changes on saff roles would be seen in
the post of Head of Service, and indeed many sgnificant changes had teken place a this
level. However, the post in which most respondents identified maor changes was that of
Area Manager. This may have been because Heads of Service, Careers Advisers and Careers
Assstants worked directly with area managers and all were therefore able to observe Area
Managers changes in respongbilities. But it may aso be because the greatest responghbility
for linking strategic and operationa issues seemed to lie a the leve of this podt.

We now describe the ways in which roles of staff and the skills required of them had changed
as a result d the changed management of the Careers Service. Some changes had occurred by
design, such as re-designation of job descriptions. others had emerged as different demands
had been made of staff and the Companies.

Heads of Service had had to develop expertise in handling financid, legd, personnd and
edate management matters, particularly in those Careers Service Companies that were
Companies limited by guarantee. Board members had been able to help to a certain extent
and some Careers Service Companies on the limited company model had appointed saff with
accountancy skills. Networking, marketing and customer care activities had become more
important, as had financid toughness, project planning, generd commerciad awareness and
bid-writing skills Each was thought to require further development. In smal Companies, the
gtuation of Heads of Service who carried a client casdoad was paticularly difficult, as they
had to cope with the changes required of Heads of Service, of Area Managers and of Careers
Advisers.

Area Managers were seen as being the key link between drategic and operationa issues, as
we have reported. Some Area Managers, whose Careers Service Companies dedt with more
than one locd authority, carried consderable respongbility for negotiating, networking,
marketing and identifying needs with their loca authority, though they did recelve a good
dedl of support from senior managersin this.

In Careers Service Companies where senior managers had protected middle management
from the most traumatic of the changes, it appeared that Area Managers were dower to make
the trangtion to the new demands. These increased demands on Area Managers included:

co-ordination of groups, managing a smal budget, fund-rasng (incduding identification
of possble revenue-earning activities), initiaive development and teking forward
identified needs,

managing vaiation within the aea while ensuring daff met the required targets,
particularly with respect to employer work;

developing acommercid attitude in S&ff;

daff review, identification of training needs and drategies to encourage Saff to apply
traning within the workplace;
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monitoring of gatistics and quality assurance; and

ensuring that drategic policy and operationad ddivery informed each other through the
identification of client and area need.

At the same time as these demands were being increasingly made of Area Managers, many
Careers Service Companies were “de-layering” ther organisation and removing the post of
Senior Careers Adviser, a post that had effectively functioned as a depute or back-up to the
AreaManager.

Careers Advisers were thought to have seen fewer changes in their work than had other
grades of daff. Becoming more accountable through having to meet targets was the most
noticegble difference. Some respondents also pointed to a culture change that was requiring
Careers Advisers to be more proactive in their work. However, it was Careers Advisers who
were thought to need mogt skill devdopment and attitude change. This perhaps reflects our
observetion that up to this point most change had happened a Company leve in the
development of a busness orientation, and that the changes had impacted least on
professional careers guidance issues.

The development needs of Careers Advisers included:
to develop a more conscious rationale for their professond work and to be able to justify
their activities on this bas's,
to develop assertiveness skills eg to say “no” to schools when necessary;
to work co-operativedly with schools in the design and review of careers education

provison, and to negotiate with school colleagues an appropriate role for the Careers
Adviser in careers education;

to be flexible enough in interpersond <Kkills to make formad presentations to other
agencies, to develop good working partnerships in informa dtuations, and to be able to
facilitate informal group work with the most vulnerable clients;

to identify the needs of individuas and groups of clients and appreciate ther role as the
key marketing link to the Careers Service Company on behdf of the client;

to review the impact of ther work in both quditaive and quantitetive terms and to
understand the implications of datistics,

to think drategicaly when reviewing their professond work; and

to devdop commercid awareness and keep ther eyes open for income-generating

opportunities.
We would suggest that the most effective Careers Advisers would have shown most of these
ills in the past. However, the particular emphass coming through in the research possbly
results from the redisation that poor professona practice is more exposed in Careers Service
Companies where dtaff review, targets and increased customer feedback are in place. The
effective Careers Adviser had dways been the “antennag” of the Careers Service, picking up
quickly on client need and on issues a the interface between education, training and work.
“A Guidance Framework” encouraged Careers Service Boards to set Strategic priorities based
on identified need and dl grades of daff needed to contribute to this. Our respondents
suggested that many Careers Advisers required training in order to be able to do this.

A new expectation for careers advisers was that they should have sufficient commercia
acumen to identify financid opportunities.
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It was clear that the move towards this more “business-like’ approach was seen by some
Carers Service Company daff, especidly Careers Advisers, as having deflected attention
from “guidance’ issues.

“ A weakness in the current situation is that we often talk about projects, plans etc when

really what we need to talk about are ethics, strategies, interviewing techniques and

professional issues.”

Careers Adviser

Changes had taken place in the roles of Careers Assistants. In some aress, their role had
been extended to deliver group work to unemployed clients or to provide placing services to
pupils on school premises. One Careers Service Company had given Careers Assgtants the
reponsbility for liason with employers and Training Organisdions, cregting a technician
grade of daff who would eventudly be qudified to VQ levd 3 in guidance. This left the
rationde for Careers Advisars labour market work based primarily on professona
development. Another Careers Service Company planned that Careers Assgants would take
over much of the routine work of Careers Advisers with unemployed young people.

One Careers Service Company had re-graded its Senior Careers Assdtants, changing their
role so that they deputised for Area Managers and were largey resporsible for the ared's
work with unemployed clients.

Development of ICT skills was likely to be needed across al Careers Service Company Staff.
This included the skills needed to access the Internet and to design web-dtes (or as a
minimum, an underganding of how information and advice might be conveyed usng this
medium).

Variation within and across Careers Service Companies

One of the key aspects of the research brief was to identify the extent of variation across
Careers Service Companies in Scotland. We have dready addressed a number of aspects of
vaiaion in previous chapters. In this section., we focus specificdly on vaiaions across
Careers Service Companies in philosophy, policy and professional practice and in tackling
management issues.

Careers Savice Company daff, both Heads of Service and practitioners, responded in
differing ways to our questions about variation in policy and practice within ther Careers
Service Company. Some were defensve, emphassing that they were working to eiminate
vaidions, to ensure dandardisation. Others, especidly those working in Careers Service
Companies that encompassed wide differences in communities, spoke of variaion as either
inevitable or commendable.

Our own view, which underpins our andyds in this section, is tha vaiation in itsdf is
neither good nor bad. The issue is whether it is appropriate or not. This depends on the extent
to which varidion is based on sysematic identification of client need and whether it deivers
condsency in the qudity of outcomes for clients, rather than being focused on the
congstency of inputs.

We found evidence of variation based on client need in a number of Stuations. In other
dtuations, vaiations were the result of a ddiberate policy to give different area offices the
respongbility for development work on a topic of interest to individuds and relevant to the
Company. In one Careers Service Company, for example, one area had particular interests in
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work with travelling people, another in work with adults, another with special needs and the
fourth with ICT. This was one way to ensure a level of autonomy that developed policy and
professond practice within the context of an overal company plan.

However, we dso found a lack of variation where client need was different. Some of this
variation appeared to arise from an individud member of saff's preferred way of working or
from how different areas within a Careers Service Company had decided to work. This
included the extent to which Careers Advisers in an area delivered the service through group
work, the priorities they chose for employer vidts or the particular approach they took to
school interviewing systems. Other variations seemed to be based on wha suited
organistional  convenience, most obviously of schools and Careers Service Companies
themsdlves, rather than the careers guidance needs of clients or client groups.

The varying geography of Scotland was a source of variation but the effect was not as
draghtforward as might be first expected. The mgority of Careers Service Companies had
rurd areas to cover dthough the problem was more significant for some who faced a mgor
chdlenge to ensure equadity of access across rural and idand aress. But it could not be
assumed that the delivery of services in an urban area was less complex: reaching clients in
peripherd housing edtates with high numbers of disaffected clients was equdly difficult. Nor
were rurd aeas exempt from having pockets of disaffection where physcd distance and
psychologicd isolation combined to create mgor difficulties for young people and those
advisng them. Each Careers Service Company could produce a convincing argument why
the specid problems of its area required extra funding and attention.

Variation in aims and philosophy across Careers Service Companies

Misson datements across Careers Service Companies in Scotland showed very few
differences in the stated aims and philosophies and so we were interested in trying to identify
the particular aspects that a Company might give priority to within its overdl misson
Satement.

To get a flavour of Companies priorities, we asked Heads of Service and Careers Advisers to
compare their own Careers Service Company with others. We were struck by the difficulty
that most found in doing this. With the possible exception of the idand services whose Heads
of Service could tak knowledgesbly about the differences in their own agpproaches,
respondents commented that they knew little about what other Companies were doing. Some
of ths was the result of commercid sengtivity resulting from the bid process, but
severalquestioned how they could know this since they thought no-one was in a postion to
“compare and contras” the Scottish Careers Service Companies. Previoudy the Careers
Service Ingpectors had been able to do so through the regular inspections they had carried
out. The Inspectors were now operating as externd auditors for SQMS but at this point not dl
Careers Service Companies had been through this process. There were aso thought to be
insufficient opportunities for policy and practice experiences to be exchanged. Severd
partnerships across Careers Service Companies had been formed, but these were the
exception rather than the rule. On the whole, Careers Service Companies worked in isolaion
from each other. It was perhaps inevitable that Careers Service Companies would be focused
quite closaly on their own operations a early stages of the contract period.
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When we andysed Company documentation, bid details, business activity rates and interview
responses, we were able to identify different emphases in philosophy or approach. It is
important to note that al companies had dmilar ams for example, dl liged “equd
opportunities’ as an am. However some Careers Service Companies put strong emphasis on
a particular point, for example, two Careers Service Companies had a particular focus on race
and specid needs isues within the overdl egua opportunities am. Smilaly, lifdong
learning was a key driver for one Careers Service Company, independent of the extent to
which the Company was involved in adult guidance. Another darified the key Company am
as.
“ To berecognised asthe key provider of guidanceinthisarea, that’ swhy we' ve appointed a

marketing manager.”
Head of Service

“The mission statement is about providing a service to everyone in x [hames the CSC],
Careers Services should be fully funded for all-age guidance.”
Head of Service

Other Careers Service Companies showed different emphases. Some were focused on entry
to employment and economic outcomes for young clients:

“Most people want a decent living and the Careers Service should be making a small
contribution to that.”
Head of Service

“ The basic thing isto help move young people into theright jobs and to help themto stay in
jobs’
Head of Service

Perhgps adightly different underlying philosophy was

“ Careers Advisers should be hel ping young people to get into something valuable for the
community that makes them contributing members of society.”
Careers Adviser

Another identifying festure of some Companies was an emphass on education/industry
ligson (and the work of the Education Business Partnership) as centrd to both practice and
policy in careers guidance.

A common am was to maximise contact with clients, but this was expressed (and met) in
different ways. For some Careers Service Companies, face to face contact was the most
obvious way:

“We're trying to maximise the number of staff in face to face contact with clients’
Head of Service

“Theideal is, of course, 100% penetration rate.”
Head of Service

Theindividud interview was the key method of delivery of vocationd guidance for many:

“Theindividual interview will still be strongly valued. If the Careers Service were to be a
totally private organisation it’ stheindividual interview clientswould pay for because they
want that personal support and advice. It’ s staggering how low the penetration rateisin X
[names another CSC]. If Careers Advisersare not thereto interview and give advice, what
are they there for? They are withholding the expertise of Careers Advisers from young
people.”

Careers Adviser
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Another view, at the other end of the spectrum on penetration rates and interviewing, was.

“Vocational development isa normal healthy process. If you have careers education, good
information and the chance of work experience you don’t necessarily need a one-to-one
input. If we don’t accept that then why are we doing what we are doing? The philosophy of x
[ names careers company] is that many don’t need a one-to-one interview” .

Head of Service

Maximisng contact outwith the school setting was tackled in contrasting ways by Careers
Service Companies who had put a paticular emphasis on this as a Company am. One
Company had increased the number of offices and cdler dations to bring staff as close to
customers as possible and to ensure that “ client contact is within their own communities” .
Two had centralised and reduced the number of offices, adding cdler dations, and in one
case a freephone line, to provide loca access.

There was little variation across Companies in what they foresaw as chalenges and future
development arees. Developments in adult guidance, in patnership with others, and in
information technology were commonly seen as important. Developments to increase
integration and partnerships with other Careers Service Companies and loca community
agencies were envisaged.

Variation in provision and practice within Careers Service Companies

Our andyds of internd variation suggests that the mgority of Careers Service Companies
had some or condderable varidion in ther ddivery (nine some five condderable). The
remaning three showed little variaion. Mog practitioners identified higher levels of
vaidion in ddivery than did Heads of Service.

The development of procedures and systems for SQMS had had the effect of standardisng
some aspects of ddivery across dl client groups. Standardisation between area teams was
favoured by managers in some Carears Service Companies because it dlowed gaff to be
more transferable across areas, made quality assurance and administration easier and stopped
too much energy being used on “reinventing the whed”. However, it was dso thought to
reduce fedlings of ownership and to make it more difficult to manage and motivate saff.

The completion of action plans was the aspect of professona work mogt likely to be the
subject of atempts at dandardisation. An aspect of variation that was commonly criticised
was where aress and individuds ignored the Careers Service Companies corporate house-
gyle when producing promotiona materid or in individua communications with dlients.

Variation in the service to schools

Most Careers Advisers reported variations in approaches to school work, comparing
themsalves to others, and their own work in one school to that in another, and they took a
manly podtive view of it. For some, vaidion was rdaed to their professond autonomy
which, as we discussed earlier, was viewed as essentid to respond b client need. In other
cases, variation arose from the individual Careers Adviser’sinterests and skills:

“The nature of what’s done in schools depends on who is doing it.”
Careers Adviser

Nevertheless, while the Careers Adviser’s persondity and gpproach might leed to variation in
work in individua schools, the school’s approach was thought by Careers Advisers to be a
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more dgnificant factor in explaining school level varigtion. Carears Sarvice Companies
input often varied across schools within their Company as a result of a number of factors
which might indude:

the levd of effidency of the school adminidration and guidance systems paticularly

concerning the practica organisation of interview and group sessons,

the extent, timing and qudity of careers education;

the avalability of ICT in schools for pupils and Saff;

changesin school gtaff year by year;

the location of the schoal;

the levd of formality in school reationships, and

the extent to which schools were proactive in their use of the Service Level Agreement to
initiate change.
Careers Advisars, in particular, tended to give condderable emphasis to the role of the
schools when accounting for variation. But we would suggest that they underestimated the
impact of the Careers Adviser in the individua school, especidly in simulaing gopropriate
demand for interviews and for other items on the Careers Service menu.

Although Education Departments had different policies and development plans, these were of
vay limited dgnificance compared to school level factors in explaining variaion in Careers
Service Company work across schools. Where a Careers Service Company worked with
multiple loca authorities, it was ther different policies on community and economic
development and on deprivation that caused vaiaion in Careers Service work rather than
their policies on education. This may perhagps be a sgn of the changing Careers Service-locdl
authority relaionship we noted earlier in the report.

Variation in the service to post school clients

We had expected that some aspects of the service to post-school dlients, such as the review of
Line 9 regidrants (ie those covered by the guarantee of training) and benefit-related issues,
would require to be standardised in order to link to other agencies. But variations in work
with post-school clients and the labour market were even more commonly reported than
variaions in work with schools. Careers Service Company Staff gppeared to have a different
atitude to variaion in post-school work than school work, being more critica of the former.
Variation in school work attracted less criticism, more an acceptance or kind of resignation
that this was the nature of school work.

Variaion in post-school work within Careers Service Companies included:

differences in the respective duties and responsibilities of Careers Assstants and Careers
Advisers in terms of work with vacancies and with the unemployed. Size of office was
one reason: in smdler offices there were less clearly demarcated duties.

differences in the extent of, and approach to, employer work. Reasons included the nature
and buoyancy of the locad labour market, the number of smal and medium szed
enterprises (SMEs) in the locdity; the trave-to-work pattern; and the Sze of the
unemployed regster.

different methods of contacting young people within the Careers Service Company area
on the unemployed regigter. The presence of rurd and outlying communities affected this.
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For example, more work was done by telephone when clients lived some distance from
the office, or where public transport was limited.

Guidance management information

All Careers Service Companies put a great ded of time and effort into recording their
activities but there is congderable scope to develop their use of this and dher data to gain a
better understanding of the pattern of usage and norrusage of its services, to identify needs
and to plan provison. This is wha we mean when we refer to “guidance management
information”. For example, guidance management information in relation to school work
might include data on:

the types of pupils who are using the Carears Service in relation to characteristics such as
gender, atainment and family background;

the types of pupils who ae not usng the Caears Service in relation to the same
characterigtics,

the factors that tend to trigger use of the Careers Service,

the types of pupils who get repest interviews,

the reasons for repest interviews,

the characteristics of individuas who opt to use different items on the Careers Service
menu; and

thetiming of sdf-referral and how this relates to pupil characteristics.

Careers Service Companies dready have some of this information. For example, the reasons
clients have repeat interviews will be noted in their records, but the information is often not
extracted and used more generdly to build up a picture of how and why dients are usng the
savice or to sysemdicdly identify who is not. Some background information on individuas,
epecidly of nontusers, would need to be collected from other sources. In the school context,
Carears Service Companies should be able to negotiate with schools to get information on dl
pupils which they can then use to monitor who has contact with the Careers Service and who
does not. In severa Careers Service Companies, the IT sysems being introduced would
enable them to handle this sort of data from schools We suggest thet, in addition to
adminidrative requirements, careers guidance management information requirements need to
be taken into account when sdlecting an appropriate I T system.
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CHAPTER 13
EFFECTIVENESS OF THE CAREERS SERVICE

Introduction

Throughout this report we have discussed various issues relating to the effectiveness of the
Careers Service but in this chapter we focus directly on effectiveness and how it might be
asessed. We dat by defining what we mean by an effective Careers Service and then
consider issues related to the role and Stuation of the Careers Service that need to be taken
into account when thinking about its effectiveness. We go on to outline the main gpproaches
to measuring effectiveness that are possble and discuss some of the limitations or difficulties
asociated with each. We then consider the current approaches that are currently being used
by the Careers Service and consder their adequecy. In the find section, we outline the
approaches that we have developed to measuring the effectiveness of the Careers Service as
part of this research.

It is important to note that we have described what congtitutes an effective Careers Service in
its ddivery of careers guidance and not how effective the Careers Service is within its
exiding resources. When we have commented in this report on aspects of deivery where
there is scope for development, we have noted where this is likdy to require additiona
resources.

SUMMARY AND ISSUES

The research brief treated impact, utility and effectiveness as three separate measures but
we concluded that impact and utility are actually components of effectiveness.

The research conddered effectiveness in relation to the extent to which provison meets
clients needs rather than whether Careers Service Companies (CSC) were operating
effectively within their existing resources

We defined effectiveness as “does the exisence of the Careers Service make a postive
difference to dients and to the community”.

There are paticular issues in assessng the effectiveness of the Careers Service in
Scotland arisng from its conflicting objectives, limited control over its work and its
dependence on the work of other agencies for successful outcomes.

Different gpproaches to assessing the effectiveness of a careers guidance sarvice are
possble quantitative monitoring of activities, client and Stakeholder feedback; learning
outcomes measures, longitudind measures of impact; interna professond review; and
externd review. There are anumber of limitations or difficulties associated with eech.

The sysematic identification of need is a pre-requiste to the development of effective
provison but, as discussed in Chapter 12, the research found little evidence of a
systematic approach.

The research found that the assessment of the effectiveness of the Careers Sevice in
Scotland was mainly through quantitative measures of activity; SQMS and customer/
sakeholder feedback. There was limited internal review of professond practice. Severd
Caers Service Companies had commissioned externa reviews, the impact of such
reviews was varied. Learning outcomes measures were rarely used.
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These approaches are inadequate, they do not sufficiently assess the qudity of careers
guidance, and are not carried out on a common and systematic bass across Scotland.
Minimum standards of service to clients cannot be guaranteed.

The research has developed two approaches to assessing the effectiveness of the Carears
Service: one modd is “How Good is Our Careers Service At..” and the other is a set of
effectiveness descriptors covering the main areas of Careers Service work.

Both approaches are a an early stage of development and now require further work and
piloting in conjunction with Careers Service Companies.

In developing these two gpproaches, we have identified a number of key datributes of
effectiveness and these are listed in fulll.

DI1SCUSSION

An effective Careers Service: a definition

The research brief for this project separated the aspects to be measured into three headings -
impact, utility and effectiveness - and in our first draft of measures we tried to define what
these might mean in practice. Our work on draft measures convinced us that both impact and
utility were, in fact, part of effectiveness.

We have defined effectiveness in terms of “ Does the existence of the Careers Service make a
positive difference to clients and to the community?’ This requires that:
Careers Service provison is based on identified career need;

Carers Sarvice provison hdps young people develop lifdong career management skills
and supports them in shorter-term career decision-making;

clients are able to make appropriate career decisons teking the labour market into
account, and are aware of, and able to assess the suitability of, educationa and training

opportunities;

clients ideas and practices are challenged,

there is ownership of decisons by dlients;

clients express areadiness to use the Careers Service in the future if appropriate;

the Careers Service acts at the interface between education and work to promote
information exchange, shares and chalenges perceptions and encourages the development
of practical partnerships across agencies, sectors and viewpoints.

For a Careers Service to achieve this effectiveness, its provison has to be appropriate and
others must be aware of it, able to accessiit, and willing to use it. We expand on this below.

Appropriate CS provision - at the correct level, at the appropriate time(s) for different
clients

Aspects of thisinclude:
the ability to respond flexibly to demand within an appropriate timescae;
clients perceive the Careers Service to be useful to them or to others,
other agencies perceive the Careers Service to be useful to them or others;
the nature of Careers Service work is appropriate to client needs and in line with nationa
requirements for the Careers Service;
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coverage is sufficient to meet demand;
careersinformation provison meets clients needs.

Clients’ and stakeholders’ awareness, access to and usage of Careers Service
provision

Aspects of thisinclude:

current and potentia clients, customers and relevant agencies are aware of the existence
of the Careers Service and itsrole and functions;

individuals and agencies gppropriately access or work with the Careers Service,
CSusgeis primarily dient-driven;
CSinterventions for advocacy effect change for clients and customers.

The effectiveness of the Careers Service: some issues

We recognise, as do dl those involved in the careers guidance field, how difficult a task it is
to measure the effectiveness of careers guidance and of Careers Service work. There are
issues, for example, about what is to be measured, what conditutes success, whether it is
possible to establish cause and effect and how to take account of other intervening factors. In
the next section we describe some of the possible approaches to measuring effectiveness and
the limitations or difficulties of each. But we dart in this section by consdering some specific
issuesin ng the effectiveness of the Careers Service.

As we have discussed in Chapter 3, the Careers Service has to work to conflicting agendas.
This cresies a fundamental problem in thinking about its effectiveness Which of the
(sometimes conflicting) objectives is it to be measured agang? We have dso noted the
different expectations of the Careers Service's various client groups a a number of points in
this report. There were clearly different perceptions of what was important amongst different
sakeholders and how they judged the effectiveness of Careers Service work. Some schooals,
for example, vaued the Careers Adviser who “fitted in” to the school system, and would ke
unlikely to view as effective a Careers Advisr who chdlenged the school’s system. Some
L EC representatives judged the Careers Service by its advocacy of the work-based route:

“ An effective Careers Servicewill... beimpartial but try to encourage young peopleto enter

employment with training in it.”

LEC representative

The exisence of overlapping and conflicting objectives for the Careers Service compromises
firdly, the ability of Careers Service Companies to work effectively and secondly, the design
of a sendble sysem of effectiveness measures. While it is possble to desgn vdid and
reliable measures for individua objectives, when taken as a whole some of the measures are
likely to be contradictory. We would therefore note that this gpplies to the approaches that we
have developed and which we discuss later in this chapter.

A second type of issue is that much of the Careers Service's work is not wholly within its
control. The Careers Service has to work in partnership with others. This raises two issues
firsly how is the specific effect of the Careers Service to be separated out and measured; and
secondly it means that the Careers Service is (at least partly) dependent for successful
measurable outcomes on the work of others, for example schoals.
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The effectiveness of Carears Service work is aso dependent on other factors outwith its
control such as locd labour market conditions and the circumstances of its client group.
Careers Service guidance to young people can be supported or undermined by the advice and
involvement of the informa network of advisers such as parents, family members, teechers
and othersinfluentia with each individud. As one Careers Adviser said:

“You can have the same quality of careers guidance given to two clients but have different
outcomes because one young person’ s got more home and school support than the other.”

Is it fair to judge the work of Careers Service Companies when so many factors are outwith
its control? A number of our interviewees made this point. However, there is another side to
this The truth is that, far or not, the Careers Service is dready measured informaly and
anecdotaly on this bass, and its image, impact and credibility affected: the Careers Service
has to work within the redities of the dtuation. Secondly, some interviewees made the point
that it was the Careers Service's job to persuade other partners to support its work, and it aso
was its job to work with young people in the context of their informa network of advisers. It
was, therefore, fair to judge the Careers Service in such away.

“ The reason a young person didn’t follow the Careers Service' s advice may be to do with

their degree of awareness or other influences... or it may bethe Careers Service' sfault for

not working enough with the other influences or for not explaining the expectations of the

labour market.”
Head of Service

General approaches to measuring the effectiveness of performance

A number of generd approaches can be identified which we outline below, consdering thar
advantages and disadvantages (eg see Killeen and Kidd, 1992; Killeen, 1996). We give a
brief overview and then describe each of them in more detail.

Quantitative monitoring of activities (or process measures) answers factud questions such
as “how mary people, of what kind, had which type of input, when and how often?’ This is
maost commonly a short-term measure, often gathered within afinancia or school yesr.

Client and stakeholder feedback (or customer satisfaction measures) seek to answer the
guestion: “how was it for you?’ Perceptions of the Careers Service's performance, are used
to get the views of users (or potentid users) of the Careers Service. This may be both a short-
term or long-term measure.

Learning outcomes measures operate primarily in the short-term. They try to identify gains in
knowledge and undergtanding or changes in behaviour within a short-term period (usudly no
longer than about a year, though usudly much shorter). They look for “harder” evidence than
“what clients say” about the impact of careers interventions. An example would be the issue
of a “before and after” questionnaire on knowledge and understanding of the local labour
market to those attending a group discussion on the subject.

Longitudinal measures of impact are obvioudy long-term, seeking to identify long-term
economic, socid and behavioura outcomes following careers education and guidance.

Internal professional review and external review. These could be ether long or short term,
but are characterised, in principle, by being better able to assess performance according to
professona or other standards.
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We now describe each of these gpproaches, outlining their positive and negetive features.

Quantitative monitoring of activities

Quantitative monitoring of work activities is one of the smplest approaches. Such
information can answer questions such as “how many, how often, when, who?’ It can
describe what happens to a certain extent, but not how well it hgppens. Measuring activity is
relatively easy but provides a measure of input rather than output or outcome,

Quantitative monitoring of work activities is a requirement of the Scottish Executive contract.

A quantitative measure of activity can be combined with funding information and result in a
unit cogt figure for example, the SE and Careers Service Companies currently use Efficiency
Indicators that provide unit costs for the various Careers Service activities. This approach,
however, is more a measure of efficiency than effectiveness. There are dso issues about
whether such an approach can be used to make comparisons across Careers Service
Companies. At its mogst badc it requires that gatistics be collected on a smilar basis, but we
are not confident that this is the case for some Careers Service datistics. Qne example is the
different way Careers Service Companies recorded work with core clients when that work
was resourced from non-core funding. Moreover, a vaid comparison depends on al aspects
related to the activity in question “being equd” ie the same sort of client group, the same sort
of locations and so on.

While quantitative monitoring has severd limitations as a way of directly measuring
effectiveness, it can provide vauable careers guidance management informetion that is
necessary to effective provison. It is vauable to collect information on, for example, how
many and what sort of clients have more than one interview, how many people sdf refer to
the Careers Service, which sort of individuals do so and when does this tend to happen and so
on? However, Careers Service Companies are not required to collect this type of information
about their activities and in our experience they rarely did so.

Client and stakeholder feedback

Client and stakeholder feedback is another gpproach to assessing the effectiveness of the
Carers Sarvice and one that has been widedy implemented in recent years. The Scottish
Executive issued guidance to Careers Service Companies in 1998 on measuring customer
satisfaction but did not specify a particular format for this. As part of SQMS audits client and
stakeholder feedback is sought, and Careers Service Boards have encouraged development in
thisarea

Customer feedback is typicaly sought via customer/client satisfaction surveys and focus
groups and offers a measure of clients perceptions of the appropriateness and vaue of the
service to their perceived needs.

However, while it is of the grestest importance to gether the views of users (and non-users) of
the service, there are a number of cautions that have to be borne in mind. Client expectations
and perceptions of the Careers Service's functions will have an impact on their response. For
example, clients who think a Careers Adviser should tell them what career would be best for
them or who do not expect their ideas or practices to be chalenged are likely to be more
negative about the Careers Service' s provision (Howieson et al, 2000).
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Apat from clients awareness and knowledge of the role of the Carears Service, ther
awareness of their own needs is another factor that can impact on the vdue of dient
feedback. Some may not be particularly aware of their careers guidance needs.

The mechanics of how client opinion is gathered are criticd. There is evidence that dlients
opinion of Careers Service activities is likely to be affected by how soon after the event their
opinion is sought: opinion is generdly more postive soon afterwards than after a number of
months. Obvioudy the questions asked of clients is a criticdl matter. In this research we have
seen the importance of asking specific questions on the different aspects of Careers Service
input in order to dicit anything more than supeficd daements on usgfulness and
helpfulness. The use of more detalled specific questions is particularly important if the resuts
are to be used to improve services.

Findly, it is often more difficult to obtain the views of nonusers of the Careers Service but
the views of these individuals can be particularly ussful.

L earning outcomes measures

Learning outcomes measures take a more short-term approach to assessng the effectiveness
of Careers Service inputs. They seek to ask what changes have happened in the client's
knowledge, ills, atitudes and behaviour as a result of Careers Service work. They may
include “before and after” measures of attitudes and perceptions linked to specific Careers
Sarvice interventions. Some of these may be locdly designed, while others may be produced
by research organisations. One example of the latter is the “Profile of Guidance Outcomes’
(POGO) (Morris et al, 1999) produced by NFER as a by-product of a range of careers
education and guidance research sudies. This is normed on young people, and a smadl
number of Careers Service Companies towards the end of our research were examining its
potentia as a measure of learning outcomes.

Other learning outcomes measures may be behaviourd. For example, do young people follow
through the recommendations of their careers action plan? Following information sessions by
a Careers Adviser, do young people apply a the appropriate time for opportunities, or do they
actualy use the careers computer or library as suggested?

Researchers have developed other instruments that have the potentid to measure changes in
perceptions and attitudes, such as career maturity tests. Another gpproach is using persond
characterisations (a technique developed as pat of Personal Construct Psychology) as a
guidance tool and possbly as a measure of individud change. There is some interest in this
amongst a number of practitioners and researchersin Scotland.

Longitudinal measures

Some measures of the economic and socid outcomes of careers guidance can only be taken
in the long term but this is not an easy task. There are a number of methodologicad difficulties
(Killeen et al, 1992; 1999).

demondtrating causdity between the Careers Service's input and the subsequent decisons
and behaviours of individuds,

the effects of careers guidance on economic outcomes are unlikely to be visble for some
time
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the longer the time that passes, the more other factors come into play and so there is a
need to control for other variables that might have affected individua’ s decisons,

if the purpose of careers guidance is to help individuds to darify their own gods and take

appropriate action, then it is difficult to find appropricte standardised criteria aganst
which to evaduate the outcomes, as individua goas will be different; and

controlled trids (which are the bet way of separating out effects from mere
consequences) are difficult to organise over longer periods as careers guidance cannot
indefinitely be withheld from a control group.

There may dso be a lack of redism about the extent of socid and economic effects that
might reasonably be expected from the current levels d interventions that the Careers Service
is able to meke with individuas. This lack of redlism was evident in some of our interviews

“ The economy will stand and fall by what goes on between people sears, and guidance can
help sort that out.”
LEC representative on CS Board

and

“ An effective Careers Service should be measured by the extent to which disaffected young
people get employment.”
Board Chair
Specidly designed longitudind studies of the effect of careers educetion and guidance are
rare, but those such as a 30 year study in the US of the relationship between the retention and
use of career skills and career satisfaction have produced definite findings (Jepsen, 1999).

In Britain exiding longitudind surveys such as the Youth Cohort Study (YCS) and the
Scottish School Leavers Survey (SSLS) can provide some data of vaue athough they were
not desgned to measure the impact of careers guidance interventions. They have been used to
andyse carers education and guidance issues, including the impact of careers education and
guidance (Howieson et al, 1993; Howieson & Croxford, 1996).

Longitudind sudies are expensve and generdly outwith the resources of Carears
Companies working aone, but one way forward may be to link Careers Service Companies
with researchers for properly funded extended studies. Another is to add appropriate
questions to exigting surveys such asthe SSLSto collect relevant data

As pat of this research we incorporated a longitudind eement by designing two sweeps of
the mhort of young people by having two contacts, with a year between the first and second
sweep. In the firg survey, we were able to identify careers skills outcomes relating to inputs
at stage one (as described in Chapter 5). But we were unable at the second survey to find any
ggnificant outcomes related to inputs a stage one and stage two. There ae likely to be
sveard explanations for this. The time-scde may have been too short, certainly it was too
short for most socia, economic or behaviourad outcomes to be apparent. The sample size
limited the andyss that was possble and we were not able to cary out some of the
moddling that we had planned because of the sample sze We dso found that even the
sophigticated modeling techniques that we used were not able to cope with the complexity of
the andysis that was sometimes required. It may aso be the case that the questions used were
not sufficent to identify outcomes. This experience illusrates some of the difficulties
involved in the design of longitudina studies.

247



The Effectiveness of Careers Services

I nternal professional review

Members of daff of al grades each have the potentid to reflect on practice and consder the
extent to which their own work and that of the service is effective. The individuad member of
daff operating as a “reflective practitioner” might use diaries, logs, and sdf-review exercises.
It was clear from our interviews with Careers Service Company saff that while most were
able to comment on aspects of effective practice some were more reflective than others. This
applied across dl grades of staff.

There will be increased pressure on practitioners to reflect on effectiveness if chartered status
is awarded to the Inditute of Careers Guidance. If this happens, careers guidance
practitioners would have to monitor the effectiveness of their own work more drictly as part
of the continuous professiona development required to retain their chartered status.

In addition to developing the individud's performance, reflection by individud members of
daff can dso be used in a sysematic way as pat of a Careers Sarvice Companies review
process. In this research we found that the use of practitioner reflection to inform policy and
practice at area or Careers Service Company level was not common.

Review of professond practice by colleagues and managers is another strand of internd
review gpproach such as the observation of practice and the professona review of records. A
line manager’s onrgoing review of the effectiveness of professond practice of dl members
of gaff isan extremdy important part of this process.

The typology of Careers Services was a tool developed to compare and contrast different
aspects of al seventeen Careers Service Companies in Scotland using the data gathered in the
firdg dage of the research. It was designed to identify five case study Careers Service
Companies that would illugrate the key features of Careers Service Companies in Scotland.
In consultations with the Association of Careers Service Companies in Scotland (ACSCIS) d
a mid-point in the research, it was suggested that this might be useful as a sdf-review and
development tool for Careers Service Companies. Thistypology is attached in Appendix 3.

Professona review can contribute an understanding of the actua context of the evidence and
an acknowledgement of the professond issues involved. It can, however, be vulnerable to a
charge of subjectivity. It can dso be difficult for saff who are acting as reviewers to be
critical (however congructively) of colleagues.

External review

Externa review of Careers Searvice activities is another gpproach to reviewing effectiveness.
Such reviews might be conducted by government bodies that have respongbility for the
Careers Service or by consultants or researchers. The latter may have been commissoned to
cary out the review by a Careers Service Company, by a government department or may
have other sources of funding, for example, from a research council. The extent to which
externa reviews can contribute to an assessment d effectiveness depends on ther remit, their
objectivity and the knowledge and skills of the individuds or organisaions carying out the
review. In our research we became aware that the Training Organisations involved in piloting
our survey were reluctant to be completdly open in ther criticisms of Caears Service
provison until they were assured that they could not be identified to the Careers Service
Company. This was because they depended heavily for their continuing financid viability on
the Careers Service's submissions of young people, and therefore they would not wish to say
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anything that might upset Carears Sarvice daff. In gdtuations such as this, externd review is
likely to achieve more accurate responses from stekeholders than internad Careers Service
review.

The Careers Sarvice itsdf is able to use most of these measures of performance, but cannot
do dal of them. Obvious exceptions are mogt longitudind measures and externd reviews.
However, even here Careers Service Companies could work in partnership with researchers
and externa evauators.

Current approaches to assessing effectiveness

We consdered a range of exigting approaches to measuring the effectiveness of the work of
the Careers Service. We first looked at the existing systems.

Quantitative measures were mainly gathered as part of the datistica evidence required to
monitor the delivery of the core contract. Business Activity satistics and related Efficiency
Indicators were collected. The School Leaver Destination Return (SLDR) was dso a
requirement for dl Careers Service Companies. In some areas, work on the SLDR had
been extended to include the collation of destinations by postcode to link to indices of
deprivation. The SLDR on its own is a blunt measure of effectiveness d Careers Service
work (as levels of unemployment may say more about the locd labour market and socia
issues than they do about Careers Service provison). It can give some indication of
impact. For example we saw that, following a joint initiative by school and CS dff,
levels of entry to FE from one school were raised to maich the average for the loca
authority. The greates potentid for the SLDR is, however, more likdy to lie in its
contribution to the identification of client need.

The Scottish Quality Monitoring System (SQMS) award is held by al Careers Service
Companies in Scotland. The audit ingruments incdlude a section specidly designed to
apply to the Careers Service SQMS uses quantitative measures, client and stakeholder
feedback and both interna and externd review to measure performance. SQMS focuses
manly on effective systems and an important part of the externd audit for the Careers
Savice is the gathering of customer/client evidence to confirm that effective sysems are
in place. While initidly anxious about the volume of work involved, Careers Service
Companies noted a number of very positive aspects.

“ SQMShel ped the wor k become mor e consi stent and focused acrosstheboard. .. and we can
use the SQMSevidencefolder to find out what we should be doing if the Area Manager isn’t
there.”

Careers Adviser

“If everyone in the Company disappeared, because of SQMS the operational guidance
systems are there for othersto run (provided they were trained, of course)”
Head of Service

Virtudly al Careers Service Companies at the time of the research dso hdd the Investors
in People (IIP) awad. This focuses on daff devedopment and links training into the
Company aims and policy.

“Both SQMSand I IP are good, they show a commitment to staff and to having sound systems
and structures in place to benefit young people and the staff.”
Careers Adviser

Customer/client feedback had been in increasing use in Carears Service Companies prior
to SQMS but the requirements of the internd and externd audit had made it compulsory
for dl Careers Service Companies. The Scottish Executive had provided some centra
support in training and templates for feedback, but there was 4ill a high degree of
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variation in how this was done, and in the gppropriateness d the instruments used to seek
customer/client feedback. Several Careers Service Companies had consulted focus groups
of customers/clients and stakeholders, but the most common gpproach was the use of
questionnaires.

Learning Outcomes measures were used datively rardy in the Careers Service. A few
Careers Service Companies had experimented with instruments such as “The Measure of
Guidance Impact’, a questionnaire designed for use with adults and now superseded for
young people by the “Profile of Guidance Outcomes’ described above. More common
was to use “home-grown” quizzes or questionnaires to check on the knowledge gained
from careers education and guidance, but only occasondly was a “before’ basdine
messure gathered as part of this.

We have referred in Chapter 12 to a reluctance to engage in internal professional review
of the skills of individua members of daff. We dso found little evidence of systemdtic
review of professond casework and of the Careers Service Company’s professiona
operations and development of its specialist careers guidance functions. The Careers
Service Company’s effectiveness as a busness was more likdy to be interndly reviewed
than its effectiveness in careers guidance.

A number of Careers Service Company boards commissoned externa consultants or
researchers to review performance and make recommendations under specific headings.
These included: work with employers, the provison of a placement services work with
unemployed young people; and careers guidance with clients in education. The impact of
such externd reviews appears to be varied, with examples where the recommendations
had not been followed up to any extent to others where the proposals were radicd and the
Careers Service Companies concerned were required to make mgor changesin ddivery.

Our research suggests that most of the performance messurement in practice in Careers
Service Companies were linked to SOMS and [IP. We have recognised in earlier chapters
that SQMS and IIP made sgnificant contributions to quality assurance in Careers Service
Companies. However, our research has suggested that there were a number of aspects of
Careers Service Companies work that were not being measured by either of these
goproaches, for example, the qudity of guidance in an interview or the extent to which a
particular input met identified needs. A somewhat extreme comment illustrates the point:
“You could be delivering crap careers guidance, but SQMSwill ensure you’ ve got effective

systemsin placeto doit: and [P will make sure you train staff well to deliver crap careers
guidance!”

This over-gtates the case, particularly with respect to SQMS, which puts so much weight on
externd client/customer evidence. However, it seems clear that something more is needed to
consider effectiveness in careers guidance. The evidence from this research (both our fied
work and the survey of young people) shows variation in provison across and within Careers
Service Companies. Guaranteed minimum standards are not in place for servicesto clients.

Our review suggests that:

Quantitetive measures ae currently gathered, but careers guidance management
information is lacking and requires development. Nor, given the differences in daa
collection referred to earlier, can Efficiency Indicators be trusted.

The collection of customer/ client and dsakeholder opinions by Careers Service
Companies can be observed to have made considerable progress over the period of the
research. However, we have seen from our surveys of the views of young people,
employers and Training Organisations that there requires to be a levd of detal and
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sophidtication in the desgn and interpretation of questionnare items if performance is to
be reviewed effectively using such techniques.

One of the most important aspects for deveopment is internd professond review.
Sysematic gpproaches to measuring the sandard of work of daff and the qudity of
careers guidance interventions are essentid. The professond reflection on practice which
should be pat of Continuous Professond Development needs to be srengthened. There
aso needs to be a change of atitude among Careers Service Company managers to
interna professond review, and an acceptance of ther roleinit.

While Careers Service Companies could reasonably be expected to make use of learning
outcome measures, perhaps the creation of them is not a role for Careers Service
Companies on their own. This is an area where those involved in externd review and the
research community might be able to join with skilled practitioners in the development of
abroader range of dtrategies to measure learning outcomes.

Lastly, we accessed existing and new research evidence on effectiveness in careers
guidance throughout the period of this research. However, it became gpparent to us that
few practitioners or managers in Careers Service Companies were using this evidence to
measuring qudity in careers guidance. This was mainly because they were not aware of
it. It is important that ways are found to link research on effectiveness with professond
practice.

Draft approaches to measuring effectiveness

The development of Performance Indicators or Effectiveness Measures was not part of the
brief for this research but the two approaches that we suggest emerged as we considered he
issue of effectiveness and reviewed the various methods available. Both approaches are a an
ealy stage of development and would need considerable work before they were usable,
particularly through field trids in partnership with Careers Companies.

We reviewed qudity measures such as Service Firg (previoudy cdled “Chartermark”™)
(Chartermark, 2000) and the Business Excellence Mode (BEM) (BEM, 2000). Some Careers
Service Companies and staff were atracted to Service First because of its service as opposed
to a business ethos. However, we considered that these either overlapped with SOMS and I1P
(1P, 2000) or were too genera and would require consderable adaptation to make them
appropriate to careers guidance.

This research has developed two possible approaches to evauating effectiveness. The first
arises from our review of the modd of sdf-evauation in schools in Scotland: “How Good Is
Our School a...” (SOEID, 1996). We concluded that this modd would provide a useful
approach to Careers Service evauation. The second approach is based on the same principles
as the modd being developed by Scottish Enterprise towards the end of our research. This
garts by asking the question: “What would a competitive Scotland look like?” It then audits
the nationd and locd gtuation agang this, setting short and long term targets for moving
towards this picture. The measurement of effectiveness would, therefore, be based on the
extent to which the Network has moved towards the conditions required for a competitive
Scotland. In designing the second of our gpproaches (Effectiveness Descriptors) we have
adopted the same principles.

While these two modes provide the basc gpproach, in developing them we have drawn
heavily on the way in which our interviewees defined and illusrated what impact, utility and
effectiveness might mean in careers guidance practicee We have used evidence from our

251



The Effectiveness of Careers Services

surveys of young people, employers and training organisations and we have utilised some of
the key findings from other research. They aso take account of the expectations that the
Scottish Executive have of the Careers Service as seen in Guidance Arrangements for Careers
Services (SOEID, 1998).

These two examples are to be found in the gppendices, but here we provide some background
to their development.

How Good is Our Careers Service At... We lig some of the possble aspects might be

considered:

How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..
How Good is Our Careers Service At..

carersinterviews

group work

working with school managers
working with employers

working with training organisations
addivering aplacing service
working with parents

working with unemployed young people
working with other agencies
working with key partners
working with FE colleges

How Good is Our Careers Service At.. working with young people in traning

How Good is Our Careers Service At.. working with young workers

This lig could extend further, and severd items might be split (for example, to consder the
different types of group work or to focus on different clients, for example young offenders).

We have fleshed out one of these “penpictures’ of effective working, that of “working with
traning organisations’, and this is atached in Appendix 2. In fleshing this out we made use
of the evidence from our interviews, our survey of Training Organisations and our knowledge
of other research evidence,

Descriptors of effectiveness. We used the Scottish Enterprise modd as the bass of the
effectiveness descriptors that we developed. We darted by consdering “What would an
effective Careers Service look like?” and have begun to draft descriptors in relation to a
number of areas of work. The principle is that Careers Service Companies would audit their
careers guidance performance againgt these descriptors of an effective Careers Service, st
targets that would move them further towards them and then measure themsdves (and be
measured) by the extent to which they had met these targets.

The draft descriptors of effectiveness that we began to work on cover:
1. Effective careerswork with individud clients.

2. Effective outcomes for individud clients.

3. Effective work with other clients and organisations.

4. Effective work with the opportunity structure.
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5. Effective drategic development.

6. Support for effective careers guidance processes. (This would be best designed in

conjunction with the forthcoming Nationd Framework for Career Educeation in Scotland.)

There dreft effectiveness descriptors in respect of 'Effective careers work with individua
dients and of 'Effective outcomes for individud clients may be referred to in Appendix 1.
There are, however, some key attributes of effectiveness which underpin these descriptors,
and we close this chapter by liging them.

The attributes of effectiveness

These include evidence that:

the Careers Searvice uses a range of professond grategies gppropriate to individuds and
to groups of dlients and that these are chosen on the bass of professona rationde
founded on the best evidence from research, theory and professona reflection and on
client need.

the Careers Service agppropriately chalenges limited or dtereotypicad views of individuds,
groups, organisations and those who are influentia with dlients.

advocacy ills are used on behdf of individuds and groups of clients and that these
interventions have practical outcomes.

Sarvice Levd Agreements are working documents, negotiated on the bass of a
professona rationde based on the best evidence from research, theory and professond
reflection, and grounded in identified client need.

guidance management informeation is systematicaly gathered and assessed by dl leves of
daff, and that the evidence of practice from dl d&ff is fed into draegic planning. This
guidance management information should include data on the extent of dient-driven
contact, of the extent and reasons for non-usage and of the extent of unmet need.

drategic planning is based on systemtic identification of careers guidance needs.

client satisfaction surveys indicate improvements in career-related skills, of reationships
founded on respect and understanding, of appropriate expectations of the Careers Service,
and of gppropriate timing and nature of interventions.

interventions with individua dients seek to work through the client's own network of
guidance support (such as family or friends) and through negotiaing firs level guidance
support or careers education for clients with other agencies.

nationad drategies for labour market information, vacancy handling, marketing, careers
information and staff development are being taken forward.

the Carears Searvice takes account of the redlity of young peopl€'s trangtion experiences,
works to support continuing trangtions and designs its interventions with clients to teke
account of persondly prompted trangtions as well as externdly prompted transitions.

careers guidance for young people takes into account the redities of adult career patterns,
the adult labour market and the need for lifelong career development.

the placement service is based on the best available technology, on the redities of work
and the labour market and on modds which take into account conflicting expectations of
different dients.
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individud members of daff take respongbility for ther own Continuous Professond

Development and tha professond peformance is monitored and supported by
appropriate managers.

the Careers Sarvice's role is built into devedopment planning of other organisations with
which it works, and that the management and dtaff of these organisations are aware of the
Caears Sarvice's full functions, of appropriate referra points and are involved in joint
daff development, initiatives and bids. This should be reciprocd.
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CHAPTER 14
CAREERS GUIDANCE ISSUES

Introduction

This chepter condders the man issues emeging from this ressarch for the future
development of effective careers guidance provided by the Careers Service. It is based on an
andyds of the data from dl stages of our research, including our review of other research and

policy papers.

SUMMARY AND |ISSUES

The careers guidance business

Careers Service Companies had developed considerably as businesses over the period of
the current contract, but, perhaps inevitably, had made fewer advances in careers
guidance practice and policy. There were some tensons between business and careers
guidance imperétives.

The use of targets to manage Saff activity often had the effect of driving careers guidance
practice. This sometimes boosted certain activities but it could dso limit the development
of arange of Strategies for different groups.

An inclusive service

The Careers Service is wdl placed to take forward the government’'s socid justice agenda
but a truly indusve careers guidance service must meet the needs of dl types of client
groups and those in al post-school statuses.

The ressarch has confirmed that young dients in different gStuations have identifiable
careers guidance needs. The Careers Service and its policy makers mugt retain a genuine
commitment to the full client group, one that is based on redigtic resourcing.

The distinct contribution of careers guidance

While recognisng that young people need an integrated gpproach, more atention needs
to be given to the digtinct contribution that careers guidance can make to the support of

young people.

Careers Service Company staff need to focus on developing their role as careers guidance
professonds.

Caears guidance is potentidly powerful in chdlenging sysems and in advocacy for
individuds and groups of clients This needs to be built on good careers guidance
management information and on a well-founded professiona retionale to be credible to
individud clients and Caears Sevice Company patners. This needs further
development.

Supportive processes to careers guidance

Effective careers guidance requires good preparation and support through careers
education and careers information. The forthcoming Framework for Career Education in

255



The Effectiveness of Careers Services

Scotland will provide an opportunity for Careers Services and schools to develop
provison and integrate careers education into careers guidance.

Good qudity labour market, educationd and careers information is aso essentid for
effective careers guidance. But the provison of information (while necessxy) is not
aufficient by itsdf to change perceptions and agpirations, its links into careers guidance
are essential.

Lifelong careers development

Careers Advisars and teachers need to integrate careers information into their practice.
Paticular atention needs to be given to ensuring practitioners have good post-initid
labour market informetion.

Lifdong learning requires lifdong career deveopment but the current focus on initid
trangtions limits the practitioner’s underdanding of pod-initid transtions and labour
markets.

One possihle way of ensuring that young people's careers guidance takes account of the
redlities of the adult labour market and adult career development is to involve the Careers
Servicein dl age, genericaly delivered, careers guidance.

Working with partners

Firgd level careers guidance can be effectivedly ddivered through other professond
colleagues such as teachers, socia workers and community education staff, and dtrategies
are needed to support this.

Young people's decigons are heavily influenced by a range of other individuds and
groups but the Careers Services work with young people through these “sgnificant
others’ is currently limited, with most attention being given to parents. But to support
young people's career development effectively, the Careers Service needs to work with
individud dlients through these influentia individuas and groups.

Development challenges

Some aspects of Careers Service Companies work can best be developed at a leve
beyond the individud company, and probably a nationa level. These aspects include
career and |labour market information, marketing, and vacancy handling.

The vison of effective careers guidance arisng from this research is a broad one and
would require policy changes a& a Scottish leve and some shift in perception from
Careers Service Company practitioners and managers. It adso has obvious resource
implications.

DIsSCUSSION

This careers guidance business: is the “guidance” or the
“business” more important?

We have reported on the consderable developments that happened in Careers Service
Companies as they took on board the requirements of a business and of a company. Greater
clarity in operationd systems, more atention to client evauation and a grester recognition of
accountability in busness had resulted. A substantia proportion of the employers and
Training Organisations we surveyed conddered that the Careers Service had become more
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busness-like over the period. Teachers were less likely to be aware of such changes, but
those who had noticed a difference commented positively.

It was noticegble (and perhaps inevitable) that when asked to describe the recent changes that
had occurred in the Careers Service, Heads of Service described business developments such
as those noted above. When pressed to describe how careers guidance had advanced over the
same period, many Heads of Service found this more difficult to answer. This may be partly
to do with their increased orientation towards the Board and their decreased link to practice.
However, in most Careers Service Companies, developments in careers guidance policy and
practice were less marked than busness developments. Any developments in careers
guidance were more likely to be driven by the priorities set for Chalenge Fund money than
the Careers Service Company’ s vision of careers guidance in their Company.

There were some tensons between business and careers guidance imperatives. For example,
Carears Service Companies had to deliver the core contract and meet the required targets. In
principle, if targets are based on systematicdly identified client need, then services may well
be designed and delivered to meet these needs. However, there was little evidence that targets
were based on much more than past measures of activities and on an estimate of how much
activity could reasonably be expected within the resources avalablee We have raised
concerns in previous chapters about the limited extent to which Scottish Executive guidance
to Careers Service Companies (the bass of the core contract) reflects the careers guidance
needs of the client group. Consequently there can be tensions between the careers guidance
needs of clients and the way in which a Careers Service is delivered in order to ensure
contract compliance.

Targets were used to help in the management of daff activity, and this often had the effect of
driving careers guidance practice. This was sometimes deliberate to encourage certain
activities that managers and/or the Scottish Executive wished to have higher priority, such as
work with employers, group work with pupils and the young unemployed and contact with
parents. But the need to achieve targets could dso limit the development of a range of
drategies for different groups. This might be the result of time limitaions where a
practitioner might decide that the time left in an academic sesson to work with a school had
to be spent on group work to meet targets, whether or not it was the most appropriate
gpproach. Targets could adso discourage some practitioners (sometimes dready less
committed to devdopmenta work) from criticdly reviewing the effectiveness of ther
practice, feding themselves to be measured primarily on the extent to which they met targets.

We would not wish to imply that the development of Careers Service Companies as effective
businesses is unimportant. We would suggest strongly that business development can go hand
in hand with developments in careers guidance policy and practice, but that careers guidance
needs should drive busness developments and not vice versa.

An inclusive Careers Service

The Caears Sarvice has higoricdly had an important role to play in supporting socidly
excluded young people and their families The Careers Sewvicegs placing role has the
potentia to redress some of the disadvantage that some young people face, for example, those
with a family background of unemployment or from an ethnic minority background who may
lack a network of contacts in the labour market. It has dways invested time and effort in
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equa opportunities and socid incluson issues, and is wdl placed to teke forward the
government’s socid incluson agenda. Indeed the desire to be of hep in this way is a very
common motivetion for the saff of the Careers Service.

However, the Careers Service has dso traditiondly had a broad client group. The Careers
Sarvice's links with schools have been different from those of other externd agencies. In
contragt to social work services and psychological services, the Careers Service's role is with
the full cohort of young people, putting it into asimilar Stugtion to that of school Saff.

A truly inclusve careers guidance sarvice must meet the needs of dl dient groups. This
research, and that of others, has shown that young people across the range of atainments,
aspirations and socia backgrounds have careers guidance needs. This applies even to such
vulnerable groups as young homeless people (Howieson et al, 1993). Nor should a focus on
the needs of disaffected young people take away services from the broad client group, who
aso have careers guidance needs. We fed this requires emphasis, as some Board members
have suggested to us, that high attaining pupils had less need of the Careers Service's input,
being more able to seek out information for themselves. Not only does this show a limited
view of what careers guidance is about, but it is not supported by the evidence of this and
other research. Recent research on the under-employment of graduates, for example, noted
that “Graduates generally perceived careers education and guidance provison for more able
school and college students as deficient and under-developed, athough there were examples
of good practice....The feedback from graduates reinforces the crucid importance of
ensuring that high-quality careers education and guidance provison is avalable for students
planning to enter HE” (Ford & Leeds Careers Guidance, 2000, p.4). They go on to point out
the benefits of ensuring that potentid students make wel-informed and carefully considered
HE and career decisons in order to reduce the risk of future graduate under-employment,
improve graduates chances of achieving persond fulfilment and improve the return on the
nation’sinvesment in HE.

What have been caled “ordinary pupils’ need careers guidance, too. There is a group of
young people who ae nether faling in education, nor achieving ther potentid ether; who
under-aspire but manage to find an opportunity in work, training or post-school education;
who do not cause trouble in school but are not grestly noticed for their achievements ether;
and who make minima use of careers guidance or school guidance services Some extra
investment of careers guidance time in ways appropriate for the individud could boost
education and training targets and raise aspiration amongst this group.

The Caears Sarvice and its policy makers mugt retan a genuine commitment to the full
client group and this should be a commitment that is based on redligtic resourcing.

This research has shown that young dients in different Stuations have identifiable careers
guidance needs, and this applies dso to the post-school group. The current Stuation is that
most young people who have entered the labour market have little continuing support in ther
career development from the Careers Service: neither policy nor resources encourage this.
Those young people who druggle with a firsg entry to work or training normaly have
condderable input from the Careers Service, paticularly if they ae within priority or
guarantee groups. In earlier chapters we have discussed the implications of the current focus
on initid trangtions a the expense of continuing trangtions. We would only add here that not
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only does this fal to meet young peoples needs, but it aso limits the practitioner's
understanding of post-initid trangtions and labour markets.

The distinct contribution of careers guidance

More attention needs to be given to the digtinct contribution that careers guidance can make
to the support of young people including those who are unemployed. While recognisng
young peopl€'s need for an integrated approach, there is a danger that socia, persona and
educationd support needs may be identified a the expense of vocational needs. Young
people who have supportive families, are socidly well adjusted and are achieving well a
school may aso have complex careers guidance needs, and it is important that these are not
overlooked. We found that systems were in place to ensure the early identification of young
people who needed extra support on entry into work but that these were likely to focus on
socid, personal and educationa needs. Neverthdess, it is recognised that a lack of vocationd
direction or vocational maturity can aso cause problems for young people entering work,
training or education post-school. Systems to identify young peopl€'s vocational needs were
commonly unsophisticated, usudly being based on a smple screening form. (We have
discussed the identification of need in condderable detall in Chapter 12). This is only one
aspect of specidist careers guidance skills. We condder that Careers Service Company daff
need to be encouraged to develop a stronger professona identity based on specidist careers
guidance ills.

Another example of the need to develop a professond rationae for practice can be seen in
the Careers Service's role in chalenging sysems and clients. Careers guidance is potentidly
powerful in chdlenging sysems and in advocacy for individuds and groups of dients. But
chdlenging systems is mogt effective when based on evidence of best practice, on research
and on theory: this ensures credibility with individuad dients and Careers Service Company
partners dike. To illudrate this, we now take two examples.

The fird concerns challenging an organisation’s practices. Careers Service Companies were
asked a one point to increase the amount of group work in schools. Providing access to
groups of pupils, especidly if they are not in class Sze groups, is not easy for schools given
the rigidity of many school timetables. In negotiating such access with schools, efficiency
was commonly used as a persuasve argument: that more group work would enable more
young people to have contact with the Careers Service, and that group work was a way of
meeting Careers Service targets. This has the result of putting the Careers Service's
convenience before the school’s convenience and was perceived as such by the schools. In
contrast, an argument based on professond rationde and research would instead focus on
effectiveness and the needs of the dients rather than the organisation. Such arguments could
include research evidence that a range of draegies is required for effective career
development; that some key aspects of career knowledge and understanding are best
delivered in a group setting; and that some young people make more progress in their career
thinking in agroup than in an interview.

The second relates to chdlenging the perceptions and aspirations of individud dients An
explanation of the professond rationde could make individud chalenge more
understandable and acceptable to the client. A pupil applying for HE might be told:
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“We know from research that large numbers of HE students wish they had thought more
about their choice of HE course while still at school. So I’'m now going to ask you some
sear ching questions to help you examine your own thinking and consider other options.”

Our interviews with Careers Service Company and school daff suggested that further
development of a professond rationae is required. One way of asssting this would be to
develop good guidance management information systems that monitored the usage (and nor:
usage) of careers services, for example, who has more than one careers interview, what
prompts them to this, what time of year is it likely that second interviews happen, wha are
the attainment levels, gender and aspiration levels of those who have more than one careers
interview and so on. Such information, when used in Service Levd Agreement negotiations,
would focus discusson on the needs of young people in an informed way, and dlow services
to be jointly designed to meet those needs. As we have dready noted in this report, we found
that the collection of such guidance management information by Careers Service Companies
was very limited.

Supportive processes to careers guidance

Effective careers guidance requires good preparation and support through careers education
and careers information. The forthcoming “Nationd Framework for Education for Work:
Career Education in Scotland” (LTS, forthcoming) will provide an opportunity for Careers
Services and schools to develop what is currently very uneven provison across Scotland. It
will provide a model for progresson and coherence in career education, and will cover young
people€'s education from age 3 — 18. While it will support the Careers Service's current
consultancy role in secondary schools, it is likely to create new demand from primary schools
for support in making career education outcomes more agpparent in the 5-14 curriculum.
Although many of the attitudes that limit career choice in the teenage years (for example,
class, race and gender dereotyping) are dready forming in the primary years, the Careers
Service has up to this point had no formd role a this stage in educetion. There will be
resource implications for Careers Services in supporting this potentidly vauable work in
primary schoals.

We must dress that good qudity labour market, educetional and careers informetion is aso
esentid  for  effective careers guidance. A number of Careers Service Companies had
goecidist information posts and most Careers Service Companies had locdly produced
information leeflets, sometimes funded with LEC support (paticularly if they featured
traning information). But most Carears Savice Companies and their daff fdt that many
young people took insufficient respongbility for researching labour market, educationd and
careersinformation sources even where good sources were available.

Some of our interviewees who were not directly involved in the provison of careers guidance
(for example, LEC daff) pinned high hopes on the provison of information to teechers,
parents and young people as a way of changing perceptions of the labour market and
improving the image of the work-based training route. However, while the provison of good
qudity information is essentid to the careers guidance process, it is a necessary but not
sufficient condition for changing attitudes and aspirations. Other research (Semple, 1994)
suggedts that this is a more complex task than the provison of information done. It is crucid
that careers advisers and teachers integrate it into their practice, and its links into careers
guidance ae essntid. This needs paticular development for clients seeking to enter the
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labour market, but for dl clients it is important that practitioners understand post-initid
labour markets, for example, graduate and adult, loca and global labour markets.

Lifelong career development and a generic model of adult guidance

Lifdong learning requires lifdong career development. In addition to developing the Careers
Service' s role with young people post-school, a lifdong learning perspective could be added
by increased involvement in adult guidance. One way to ensure that young people's careers
guidance takes account of the redities of the adult labour market and of adult career
devdopment is to involve the Carears Service in dl-age, genericdly delivered, careers
guidance. The Caears Savices that are currently sgnificantly involved in adult guidance
generdly use specidist daff or a specidist sarvice to do this A generic modd is mostly
confined to smaler Careers Service Companies where there is neither the volume of work nor
the funding to judtify a specidist pod.

Given that the mode of ddivery of adult guidance is a specidist one across the mgority of
Scotland, it is important to elaborate our reasons for supporting a generic approach. Firdly,
we condder that the decison has been made primarily for pragmatic reasons rather than a
professond rationale. It has suited funders and been more convenient for managers to ring-
fence adult careers guidance in this way. Secondly, dgnificant numbers of practitioners
consder that the body of knowledge they require differs ggnificantly between adult and
young dlients. We would argue that it is precisdy that body of knowledge of the adult labour
market that many practitioners working with young dients lack. Generic ddivery of dl age
carers guidance would help practitioners to understand pogt-initid trangtions, gain a longer-
term perspective on career development and understand the adult labour market and adult
career patterns, and would alow them to apply this understanding to careers guidance with

young people.

In many Careers Service Companies, the adult guidance service operated quite separately
from the core service, and in some cases the daff rardy met and were unlikely to exchange
professonal experiences. Staff deveopment from specidist to core Saff can improve
undergtanding of the adult labour market. Many adult careers guidance interviews can
themsdves provide traning by informing the Caears Advisr aout the skills and
experiences that the client has had in the labour market, demondrating the complexities of
routes beyond the initid trangtion. Such interviews can dso encourege a lifdong career
development perspective, a useful corrective to any short-term view of career decisions.

Many practitioners argue that the skills involved in giving careers guidance to young people
and to adults are different. However, their description of these skills shows a high degree of
overlap. Those completing the first stage of the Diploma in Careers Guidance have a certain
times gone in dmost equa numbers into core Careers Service work and into adult guidance,
with no gpparent difference in their ability to cope. The client groups, too, show important
aress of overlap. Both young people and adults (for example, women returners) may be initid
or inexperienced entrants to the labour market, or lack confidence in their entry to FE or HE.
Some adults in their 20s and 30s lack knowledge, understanding and career management
drategies just as some teenagers do. And both client groups may have to separate out
persond aspirations and va ues from the vaues and expectations of significant others.
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We would argue that generic dl-age careers guidance would raise the professond standard
of ddlivery of practitioners from both groups by broadening perspectives.

Generic ddivery of an dl-age service would dso encourage family-based guidance, with a
gngle practitioner able to provide services to both the individud client and to the clients
network of family and friends.

Working with partners

The evidence of this and other research indicates that young people’s decisons are heavily
influenced by a range of other individuds and groups. These may be defined in two ways.
Firg is the forma network, which may include teachers/lecturerstutors with a recognised
respongbility for guidance and others such as socia workers and community and youth
workers. Second is the informad network, such as paents/carers, families, friends,
neighbours, co-workers and fellow students, subject teachers, and supervisors in work,
traning or college dtudions. (Some supervisors in gructured training Stuations might be
gopropriately classfied as part of a formd network of guidance support, if that is part of their
recognised role.)

The redity of career decison-making is that those who wish to support young peopl€’'s career
devdopment effectivdy must dso work with individud dients through these influentid
individuas and groups.

The Careers Service dready works to a condderable extent with the formad network
described above. The research identified many examples of effective working such as links
with socid work gaff over individuad dients, joint projects with community educetion daff,
and involvement in Joint Assessment Teans for vulnerable young people. However, we aso
found some evidence of recent or current tensions between the Careers Service Company and
some more newly established locd employment and/or community development groups in
severd locdities.

The bass of much joint working had traditiondly been to ensure tha other partners
recognised client carer needs and initiated appropriate referrds, thus reinforcing
professona specidisms. However, severa factors may encourage the idea of usng members
of the forma network as “fird levd careers guidance providers’, in paticular the
implementation of the Bedttie report which has highlighted the importance of providing an
integrated service and the fact that young people will seek help on a range of issues from the
person with whom they have a rdationship, regardless of that person’s job title (Bedttie,
1999). Careers Services have experience of udng others for first leve guidance through the
role of guidance staff in schools, and we suggest that this approach is extended to work with
other agencies. Thiswould require reciproca approaches from other professiona groups.

Caers Sarvice Companies have mainly concentrated on parents in their work with the
informa network of guidance support, with some links established to subject teachers and
limited contact with other groups. This research has shown the importance for young people
of discussng their career ideas with parents. However, there is scope for the development of
more innovetive ways of working with parents and families, and work in a New Community
School Stuation may encourage this.
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Development challenges

A number of aspects of the Careers Service's work would benefit from a national perspective.
The research suggests that marketing of careers glidance and the Careers Service requires a
Scottisrwide drategy, supported by local campaigns. Secondly, information provision,
paticulaly of labour market information, requires nationa co-ordinaion and agreed
definitions.

A third area for a Scottish drategy is in respect of 1T developments This gpplies particularly
to web-ste development. IT has enormous potentia to provide information, careers education
and guidance packages and contacts and make careers guidance more accessible to client
groups.

The lack of a nationd vacancy-handling service was criticised by a number of our
interviewees. A nationd sysem might be linked to the Employment Service's network in
some way, or owned by the Careers Service or its partners. The critica need is for asystem
that will improve the gathering, assessng and circulation of vacancy information.

There is dso a strong argument in favour of co-ordinated training. One example of a nationa
level gpproach is in rddion to training with the establishment of a consortium to support VQ
training; this gppears to be an effective agpproach.

The vison of effective careers guidance arisng from this research is a broad one and would
require policy changes a a Scottish level and some shift in perceptions from Careers Service
Company practitioners and managers. It dso has obvious resource implications.
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APPENDIX 1
DRAFT EFFECTIVENESS DESCRIPTORS

Introduction

As part of our work on effectiveness we consdered the modd being developed by Scottish
Enterprise towards the end of our research. This starts by asking the question: “What would a
competitive Scotland look like?” It then audits the nationd and locd dtuation againg this,
setting short and long term targets for moving towards this picture. We consdered “What
would an effective Careers Service look like?” and have begun to develop a number of
effectiveness descriptors covering different aspects of CSCs work:

Effective careers work with individua clients.
Effective outcomes for individud dlients.

Effective work with other clients and organisations.
Effective work with the opportunity structure.
Effective Srategic developmen.

o g~ W NP

Support for effective careers guidance processes. (This would be best desgned in
conjunction with the forthcoming Nationd Framework for Career Educeation in Scotland.)

The principle is that Careers Sevice Companies would audit ther careers guidance
performance againgt these descriptors of an effective Careers Service, set targets that would
move them further towards them and then measure themselves (and be measured) by the
extent to which they had met these targets. In terms of the practicalities of use, we envisage
that aspects of several measures will be overtaken through one evauation activity eg a client
focus group, or an annua review by managers of work with other organisations, or periodic
professond review of the needs of specific client groups.

This gppendix contains examples of two draft effectiveness descriptors that we developed.
We would emphasise that they are very much a a draft sage. These and the other descriptors
need further development in conjunction with CSCs themselves.
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SECTION A. EFFECTIVE CAREERS WORK WITH INDIVIDUAL CLIENTS

Descriptors Elements Evidence from:

Al. Client awareness and use of Careers Service

a. Accurate awareness of role of = CS has a comprehensive strategy in place to | =
careers service by individual ensure clients are aware of its role and how to | =
clients access CS provision .

review of CSC policy and training documentation

review of leaflets produced by CSC for clients

review of publicity strategy with local media

review school/TO/college induction documents for clients
for description of CSC role and referral points

= Clients able to describe the key functions of the | =

guidance or evaluation interview;

careers service = questionnaire;
= guidance or evaluation group discussion;
= observations from other professionals
b. Accurate awareness of = Clients able to describe when and how to make | = guidance or evaluation interview;
appropriate personal points for use of the CSC in terms of own situation and | = questionnaire;
referral to the service needs = guidance or evaluation group discussion;

observations from other professionals

= Actual referrals show evidence of appropriate | =
reasons and timing =

review of client records

analysis of information from the monitoring system
professional reflection;

assessment by CSC management;

assessment by managers in relevant partner organisation
(eg school);

= Clients are able to describe the operation of the | =
careers service’s client contact systems, including | =
their own responsibility for ‘interrupting’ the system | =

review of client records
guidance or evaluation interview;
questionnaire;

when in need of guidance = guidance or evaluation group work;
= observations from other professionals
c. Appropriate client contact and = Systems are in place to remind clients of | = review of CSC documentation
non contact appropriate personal points for referral = records of discussions with colleagues from other

agencies/organisations

relevant timetable/running records of CSC staff activities
with other agencies/organisations

review of CSC and other agencies'/organisations’ notice-
boards, public displays/publications

270



The Effectiveness of Careers Services

Descriptors

Elements

Evidence from:

Extent to which client-driven contact in school,
college and careers office is appropriate

monitoring of the percentage of the client group who seek a
guidance or placement intervention, how they do so, their
reasons, at what stage and how frequently

review by CSC staff and other staff eg teachers, TO staff
monitoring of the numbers and circumstances of the
parents who refer children for guidance

Extent to which non-referral is appropriate

check of a sample of those not referring to identify whether
reasons for non-referral are appropriate, through focus
groups and contact with professional colleagues.

A2. Identification of individual cli

ent need

a. Comprehensive and systematic
identification of careers need by
the careers service

A comprehensive system for the identification of
career need of users and non users is in place

review policy documentation

review of guidance management statistics

review of records of strategic and operational decision-
making in the CSC

review of records of meetings between CSC and other
agencies/organisations

the careers adviser's identification of career need
reflects a clear understanding and application of
the variety of career choice theories and research
evidence

review of client records by CA and AM
observation of discussion of client need through shared
case studies by CAs and AM

interview strategies are in place which use aclient
pre-assessment of need, followed by a contracting
process to discuss careers guidance need at the
start of careers interviews;

observation of careers guidance interviews

review of client records

focus group evaluation of clients' experiences of careers
guidance

extent to which careers assistants and related CSC
staff recognise client career needs

discussion with Careers Assistants and related CS staff
review of client records
monitoring of referral systems

b. Appropriate identification of
own needs by clients and ability
to link these to provision

screening mechanisms are in place which explain
to individuals how to identify their career guidance
needs and how to link this to different aspects of
careers provision

review of purpose of systems (both paper and computer
based)

monitoring of level of usage

professional review of systems to identify career guidance
needs

review of careers education programmes in schools and
colleges to ensure advice on how individuals can identify
their own career guidance needs is included and to ensure
this input is at an appropriate time for the client group
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Descriptors

Elements

Evidence from:

Extent to which individual clients are able to
identify their own careers guidance needs and to
link these to different aspects of careers service
provision

client feedback

review by CSC staff of appropriateness of client self
identification and access to provision

joint review by CSC staff and other agency/ organisation
staff

feedback from parents and parent groups

C.

Accurate identification of client
career need by others

Extent of training and support to others who might
assist the careers service identify the career
guidance needs of individual clients

Review of content, frequency and use of in-
service/awareness raising sessions or leaflets on how to
identify career guidance needs of individuals with parents,
teachers (both guidance and subject), lecturers, training
organisations, employers and others eg ES, social work.

Extent to which the careers guidance needs of
individuals are identified accurately by others

monitoring formal school reports, informal contacts from
teachers, lecturers, parents, training organisations,
employers and others and reasons for referrals;

questioning the client in the careers interview

comparison of subsequent client records with description of
career guidance needs identified previously

Extent to which this information is communicated in
an appropriate form and at the appropriate time to
the careers service, and from the careers service
to others

formal school reports are available well ahead of a careers
guidance interview for school pupils;

informal reports are available ahead of a careers guidance
interview, and the use of this information is clarified;

the careers service gives feedback of a specific nature on
individuals (agreed with clients) to ensure appropriate
follow-up action is taken for clients by others, and to
encourage the support of others for the individual's next
step;

feedback of a general nature is given to help increase the
level of understanding by others of clients’ career guidance
needs.

d.

Accurate recognition of clients’
non career need by CSC

CSC staff's level of understanding of the role and
referral points of other agencies/organisations

observation of CSC staff
discussion with CSC staff

review through meetings with colleagues in other
agencies/organisations
= Extent of appropriate referral of CSC clients to numbers referred
other agencies to meet non career review of case records
needs/organisations review through meetings with colleagues in other

agencies/organisations

Extent to which clients are involved/in charge of,
and supported though the referral process

observation of the referral process
client feedback
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Descriptors

Elements

Evidence from:

Individual client satisfaction
with the careers service

A3.

Extent to which the individual client perceives the
careers service to be useful, helpful etc

client's stated assessment in person or in response to
survey, within both short and long timespan after careers
service contact;

= client statements to others (eg teachers, training
organisations, parents).
= Extent to which clients would recommend others to | = monitoring systems recording reasons for client-driven

use the careers service

contact including the extent to which it has resulted from
the recommendations of previous clients;
specific questions in surveys of individual clients.

Whether clients feel able and willing to access the
service in the future.

client perception evidence;

extent of self-referral for second or more contact;

the use of careers guidance services in the adult guidance
network by clients who have previously used the Careers
Service.

the use of Careers Service in FE by those who previously
used the service in school

A4. Careers Service
responsiveness to
individual clients

speed of response/extent of unmet demand

measurement of waiting times for interviews and extent of
communication with the client on waiting times;

time measurements of placing actions;

response time to take promised action on behalf of clients;
client feedback from individual interviews, group work,
group evaluation or survey

extent to which CSC provision is delivered at

appropriate time for clients

review of client records
client statements to others

extent to which CS provision is delivered flexibly

review of range of CSC provision available to clients to
choose

review of the range and nature of CSC provision against
research and theory eg learning styles; appropriate use of
career guidance interview (eg relative value of a series of
short interviews/group interviews)

level of, and reasons, for non attendance by clients

records of school interviews;

office diaries and records of appointments;

client record cards;

school review statistics;

employer/training organisation submission sheets.
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SECTION B. EFFECTIVE OUTCOMES FOR INDIVIDUAL CLIENTS

Descriptors

Elements

Evidence from:

B1. Effective delivery of careers
guidance for clients

274

= Extent to which guidance inputs are “owned” by
clients

assessment in individual interviews, follow-up work by
colleagues and surveys of client groups of the extent to
which action plans and interview processes are seen hy
the client to reflect the client's genuine position,
aspirations, etc;

comparison of audio or video recorded interviews with
client records and action plans indicate the extent to which
the interview conclusion has been reached taking account
of the client’s statements;

analysis of audio or video recorded interviews to measure
the “balance of talk” between careers staff and the client,
and the question styles used.

= Extent to which individual client's assumptions and
expectations about career choice are identified,
met and challenged (if appropriate)

analysis of extent and content of pre-careers interview
preparation in the careers education programme in a
school;

pre- and/or post-careers interview questionnaire or group
session;

questionnaire to client group to check expectations and
check whether met;

assessment during individual careers interview through
contracting re purpose and expectations and seeking
client feedback at end,;

evaluation interviews, telephone survey and group
discussions;

periodic follow-up discussions with colleagues or parents
where referral has come from them or been stimulated by
them.

= Extent to which client’s thinking is moved on by
contacts with the Careers Service

use of the Vocational Guidance Interview checklist, or
similar tools, for self review, peer review or managerial
review;,

recognised psychometric measures of guidance impact
and outcomes, with local norms established;

use of “before and after” measures linked to CSC
interventions;

periodic review of the extent to which clients follow up the
action points in an action plan;
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Descriptors

Elements

Evidence from:

client self-report measures used with individual and
groups of clients;

comparison of client and careers adviser perceptions of
the outcomes of a careers intervention;

extent to which a personal characterisation has become
more focused;

extent to which career thinking and skills can be
demonstrated in discussion with others or in observation
of specific behaviour.

B2. Successful outcomes for
clients

= Extent to which individual clients make appropriate
decisions.

observation by the client's careers adviser, by another
careers adviser, by careers managers or by teachers,
parents, colleges or training organisations of the extent to
which clients can explain the factors they took into
account in their decision and show understanding of:
the key features of the local and national labour
market and educational opportunities;
how to evaluate and take appropriate action to
implement their action plan;

the influences of others on their career-related actions.

= Whether young people enter an appropriate post-
school opportunity.

review of the progress of young people in work and FE by
questionnaire or phone call;

review of sample of HE entrants to assess
appropriateness of previous guidance given in relation to
course change;

comparison of young people’s destinations with CSC
records of the guidance given (not necessarily the
recommendation made). Particular focus on the level of
opportunity and the broad career grouping;

review of FE colleges’ data on retention and destinations.

= lLevel and type of drop-out or inappropriate
opportunity-changing.

the identification by CS staff, training organisations and
college staff of those dropping out of or changing an
opportunity over a 3 month period. Monitoring of stage
and reason for leaving. Identify CS involvement with
clients and whether opportunity change is appropriate
through client records.

= Level and duration of unemployment

review of records of unemployed clients to identify factors
that may have contributed to the period of unemployment.
Factors fed into the career guidance process for the future
and used for advocacy for individuals and groups of
clients.
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Descriptors

Elements

Evidence from:

= Level to which young people subsequently use the
career management skills they have learned from
careers education and guidance, and use the
careers guidance they have been given.

longitudinal studies;

evidence from later contact with clients if they access CSC
provision for adults.

evidence from school clients subsequently accessing FE
careers guidance

= Extent to which individual clients are helped to
maximise their uptake of training and education.

evidence available from the national studies such as
SSLS (analysed at local level where possible);

CSC is involved in the production of local education and
training targets;

comparisons of destination statistics from particular
schools and colleges over a period of years as the CSC
challenges particular assumptions about opportunities;
monitoring of involvement in such initiatives as “The Right
to Time Off for Study”.

B3. Extent of advocacy role on

behalf of individuals

= Level of advocacy on behalf of individual clients.

through periodic monitoring of:

- interventions on behalf of individual clients in school or
college eg to access particular subjects or work
experience or guidance support;
interventions on behalf of individual clients to influence
decisions by others on selection and recruitment,
access to opportunities, access to benefits or other
entitlements.
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APPENDIX 2

How GooD IS OUrR CAREERS SERVICE AT WORKING
WITH TRAINING ORGANISATIONS (DRAFT)

This gppendix contains an example of the “How Good is Our Careers Service at..” approach
to assessing the effectiveness of the Careers Sarvice. This gpproach arises from our review of
the modd of sdf-evduation in schools in Scotland: “How Good Is Our School at...”. We
concluded that this model would provide a useful gpproach to Careers Service evduation and
developed, as an example, the pen picture of “How Good is Our Careers Service At Working
with Training Organisations...” which gppears below.

Role and key functions

Role and key functions of the Careers Service are understood and can be described by the
man Traning Organisation contact, by key supervisory daff and by placement
employers.  Training Organisation internd  documentation, notice-boards and  externd
communications sgna Careers Servicerole.

Role and key functions of the Careers Service with respect to young people undergoing
training are understood and can be described by Skillseekers.

Role and key functions of the Careers Service with respect to young people undergoing
training are understood and can be described by parents'those who support Skillseekers.

Training Organisation oaff, Skillseekers and parents/supporters refer to the Careers
Service gppropriately.

Caears Savice daff, a different grades, understand and can describe (or locate in

reference texts) the role, respongbility, company requirements and business sector
requirements of the Training Organisation.

Young people under submisson understand and can describe the roles and key functions
of a Training Organisation.

The Traning Organisation refers placement employers to the Careers Service for
information and advice where gppropriate.

The Training Organisation main contact understands and explains to colleagues the ways
in which the Careers Service placing/job-broking service operates.

The Caears Savice contact updates the Training Organisation regularly on legidation
and benefit changes that affect the young job seeker or schoal leaver.

Communication strategy and relationships

There is a named Careers Service contact who vidts regularly, phones very regularly and,
when vigts, isrecognised by saff and identifiable to Skillseekers.

Purpose and frequency of contacts are negotiated and form part of a SLA between the
Training Organistion and the Careers Service. While the timing of contects is likdy to
relate to recruitment, sdection and progress matters, particular attention is given to the
maintenance of the reationship in times of potentid tensons. These points of potentia
tenson include periods of under-occupancy, times when priorities on the live regiser or
socid incluson issues are being addressed in placing, the period following a series of
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unsuccessful submissons or when the Careers Service is contacting current Skillseekers
to submit them to other employers.

Both organisations exist as busnesses with quality assurance and activity targets to mest,
and the impact of these (and of externdly set agendas) on the rdationship and on the
service to young people is understood, monitored and discussed (for example the effect of
multiple submissions of the same dient).

Work with Training Organisations is pat of an overal drategy for labour market work.
Labour market work uses the links with Training Organisation placement providers as an
opportunity to provide sarvices to employers in  conjunction with the Traning
Organisation and as amethod of gathering business sector LMI.

Training Organisations understand and acknowledge the Careers Service responsbility to
notify Skillseekers (including employees who have requested such services) of vacancies
which may advance ther career. Training Organisations explan and support this aspect
of the Careers Service role to placement employers.

Communication and relationships over recruitment and selection
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Written information held by the Careers Service on the opportunities avalable with the
Training Organisation is of good qudity, appropriate for the range of cdients and
unbiased. It includes detals of the sdection procedures (including examples of the type
of sdection tests in use) and the sdlection criteria; details of the vocationd qudifications
and placement opportunities in use and the dedtination datigtics for previous Skillseekers;
and a negotiated entitlement statement about the speed of response to submisson and the
nature of feedback.

The Training Organisation gives speedy and detailed responses to submissions to the
Carears Sarvice, and there is a shared understanding of their responghbility to give
feedback to the gpplicant in away that helps the development of employability skills.

Information given to the Training Organisation on young people being submitted for an
opportunity is negotiated with applicants and agreed. The naure and use of this
information is claified in the SLA between the Caears Service and the Traning
Organisation. The Training Organisation recognises the importance of anayss of need
before young people ae endorsed as having Specid Traning Needs. While the
communication to Training Organisations of background information on young people
with STN is essentid, the Careers Service aso recognises the need to provide negotiated
information on gpplicants to mainstream places.

Customer care strategies are used to discuss the Training Organisation’'s satisfaction with
the process and to feedback the Careers Service's views on the effectiveness of the
process.

The Carears Service uses advocacy drategies to support the gpplications of individuas
and groups of dients to opportunities with Training Organisations, or the adjustment of
traning provison to meet identified client needs, and these interventions are noted on
individua records and on Careers Service management records. The dsrategy for client
advocacy is hiilt on systematic identification of need, and its purpose and the approach to
be taken is daified in the SLA. It is underpinned by a public commitment to equd
opportunities issues.
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Involvement in reviews of the progress of Skillseekers

The Careers Service is involved in mid-term reviews of young people with STN, ether
through attendance a a case conference or through discussons with Skillseekers and
supervisors. The stage at which this review will be done is agreed when the young person
sarts on the programme and may be linked to a predicted time by which it is hoped the
young person may no longer need endorsement: this will be based on a joint assessment
of individuad need. Appropriagte points and mechanisms for involvement with mainstream
Skillseekers (based on an identification of need) are negotiated and clarified in the SLA.

Skillseekers completing a programme of training who are unlikey to have an gppropriate
follow-on opportunity are referred to the Careers Service in good time. The Careers
Service works closdy with the Employment Service in the support of such Skillseekers
and their Training Organisation.

The Training Organisation refers young people for Careers Service help for gppropriate
reasons and in good time, especidly where young people may be at risk of dropping out
or in need of support or vocationa guidance. Thisis part of the SLA.

The Training Organisation collates and passes on detalls of young people whose Satus
changes or who leave for another opportunity before the end of training. Dedtinaion
datistics for those completing the programme are passed to the Careers Service for use
with potential applicants and their parents.

Advice and information to Training Organisations

Careers Service daff provide regular opportunities to Training Organistion Saff to be
updated on relevant changes in the education system, on labour market informeation, on
young people€s occupationd aspirations, on school and college leaver dedtination
gdidics, on Saying-on rates in education, and on the skills experiences, qudifications
and qualities it is reasonable to expect from school-leavers. There is a particular focus on
the implications of these factors for recruitment to the Traning Organisation’s particular
opportunities and the Training Organisation is advised by the Careers Service contact
how to use this information effectively with its placement employers.

Where, as pat of the Careers Sarvice's employer strategy, companies are identified which
might be able to provide appropriate placement experience for a Skillseeker (including
Modern Apprentices) the Careers Service in conjunction with the LEC passes details to
gopropriate Training Organisations. The fact that the Careers Service cannot favour one
Training Organisation over ancther in the provison of this sort of intdligence is
discussed and clarified in the SLA. This activity is recorded.

Careers Sarvice gaff provide information on contacts and sources of funding to help the
Training Organisation support possible retention of Skillseekers by placement providers.
The extent to which placement employers use such information is identified by the
Training Organisation and passed to the Careers Service.

Evaluation and quality assurance

The Traning Organisaion's satidfaction with the service is reviewed a regular intervas,
paticular aspects knowledge of the world of work; understanding of the Traning
Organisation’s busness sector; undergtanding of the Training Organisation’s particular
requirements, speed of response  suitability of young people sent for interview;
knowledge of the education system; appropriateness of Careers Service advice and
information to Training Organisation; ability to give unbiased advice, and knowledge of
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young people. This is done centrdly or extendly to dlow honest responses from
Training Organisations.

Discussion of these agpects are included in the annua SLA discussions.

Links to research

Policy and practice in work with Training Organisations is based on the best available
research and development evidence. Carers Service daff who interact with Training
Organisations, especidly the named contect, refer to such evidence in SLA discussons
with the Training Organisation and at other gppropriate points.
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TYPOLOGY OF CAREERS SERVICES IN SCOTLAND

The Effectiveness of Careers Services

Typology of Careers Services. We developed the typology initidly as a tool to enable us to andyse the data gathered on the 17 CSCs in Scotland
in the first stage of the research. We usad it to identify five case sudy CSCs that would illugtrate the key features of the Careers Service in
Scotland.  In consultations with the Association of Careers Service Companies in Scotland (ACSCIS) a a mid-point in the research, it was
suggedted tha the typology might be useful as a sdf-review and development tool for CSCs. We believe that it does provide a useful tool for
CSCsin this respect but it should be remembered that it was not created for this purpose and it has had limited subsequent devel opment.

Section A. Context of CSC

Al. Contract Model

Company limited by guarantee: charitable Sub-contracted Secondment

A2. Geographical Factors

Island and rural Rural & small town City Mixed
A3. Size of staff

Small Small-medium Medium Large
A3.1 Core
A3.2 Non-core
A4. School leaving rates
S4 Winter S5 Summer S5 S6
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A5. Destination figures

Skillseekers Employment (non- FE HE Other Not known
Skillseekers)
AG6. Labour market
AB6.1 Level of youth unemployment Low Medium High

A6.2 Nature of labour market for
young people

Vacancies in only a limited range of
occupational areas

Vacancies in a reasonable range of
occupational areas

Vacancies in a wide range of

occupational areas

Section B. School Work

B1. Focus of school work*

S1-S3

S4

S5

S6

Full VGIs

Short interviews

Class work

Small group work

Information

Interest guides

Other

* can be completed by indicating balance of work for each year group on ascale eg 1-5
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B2. Interviewing (incl VGI and short interviews)

B2.1 interview philosophy Blanket Selective Self-referral Mixed

S4 S5 S6 S4 S5 S6 S4 S5 S6 S4 S5 S6

CSC management view
CA view

School view

B2.2 interview policy

CSC management view
CA view

School view

B2.3 Interview practice

CSC management view

CA view
School view
B2.4 Interview targets S4 S5 S6 Other
B2.5 Repeat interviews % S4s % S5s % S6 % other
B2.6 Penetration rates % S4s interviewed % S5s interviewed % S6 interviewed % other pupils interviewed
B2.7 Action plans as % of interviews % S4s %S5s %S6 % other % all
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B3. Type of group and class work in schools

Intro or option talks of standard type

Additional menu of inputs to careers

Group work varies & designed according to

education need
B3.1 Class size group work
B3.2 Small group work
B4. Careers education
Limited Some Extensive

B4.1 Careers Adviser's familiarity

with careers education in the
school

CSC management view

CA view

School view

B4.2 Preferred level of Careers

Adviser involvement in the design
of careers education in the school

CSC management view

CA view

School view

B4.3 Actual level of Careers Adviser

involvement in the design of
careers education in the school

CSC management view

CA view

School view
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B4.4 Preferred level of Careers
Adviser involvement in the delivery
of careers education in the school

CSC management view

CA view

School view

B4.5 Actual level of Careers Adviser

involvement in the delivery of
careers education in the school

CSC management view

CA view

School view

B5. Involvement of CSC in special initiatives in school

Limited

Some

Extensive

Careers Adviser's involvementin

special initiatives eg related to
social inclusion

CSC management view

CA view

School view

Section C. Work with Post-School Clients (Core)

C1. Post-school clients

C1.1 Work with unemployed Basic* (eg benefits related/JSA review)

basic and group work

basic and initiatives

* for definition of basic work see Chapter 8
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C1.2 Work with STN clients

Basic service (ie pre entry and pre exit

Basic service plus review if problems arise

Basic service and ongoing reviews

reviews)
Occasionally
Sometimes
Usually
C1.3 Nature of work with young Placing Response to problems Systematic review of progress

workers (inc Skillseekers)

C1l.4 Work with FE students

CSC makes limited input to FE

CSC makes some input to FE

CSC makes extensive input to FE

C1.5 Work with socially excluded
clients

Major level of work

Some work

Little work

Basic work

CS special initiatives

Other agency special initiatives

Joint special initiatives

Section D. Labour Market Work

D1. Employers

D1.1 Timing of contacts with
employers

Spasmodic

Focussed at certain points in

year

Equally through out year

D1.2 Organisation of CSC services
to employers

Generic only

Generic and specialist ie mixed

Mainly specialist

Specialist unit
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D1.3 Range of services to
employers

Mainly recruitment/ placing

Mainly recruitment/ placing and
advocacy

Recruitment/placing and
information/advisory

Recruitment/placing,
information/advisory and
advocacy

D1.4 Importance given to employer
work

Low importance

Medium importance

High importance

Senior management view

Careers adviser view

Careers assistant view

D1.5 Targets for employer work Individual Area CSC-wide
D2. Training Organisations
D2.1 Importance of Training Low Medium High

Organisations as providers of
opportunities in the CSC locality

D2.2 Organisation of CSC services
to Training Organisations

Any appropriate CSC staff

Named CSC staff member(s)

Specialist CSC staff

Assessment services/unit

D2.2.1 Mainstream providers

Selection and recruitment

Review and pre-exit

D2.2.2 STN providers

Selection and recruitment

Review and pre-exit
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D2.3 Extent of CSC involvement
with Skillseekers

Rarely

Sometimes

Usually

Always

D2.3.1 Involvement with STN
Skillseekers

Referral

Induction

On-going

Pre-exit

D2.4 Involvement with mainstream
Skillseekers

Rarely

Sometimes

Usually

Always

D2.4.1 Nature of CSC involvement
with

Reactivel/if problems

Proactive/planned

STN Skillseekers

Mainstream Skillseekers

D3. Vacancy handling

Rarely

Sometimes

Usually

Always

D3.1 Vacancy display

Vacancies displayed publicly in
careers office

Vacancies displayed publicly in
schools

Vacancies displayed publicly in
colleges

Vacancies displayed publicly in
TO premises

Vacancies displayed publicly in
community sites
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D3.2 Decision on clients to be Usually CSC staff select Mixed Clients usually free to apply for
submitted any vacancies
D3.3 Type of search Manual Mixed Computerised
D3.4 Range of search Rarely Sometimes Usually Always
Full live register
Sections of live register
School pupils included
FE students included
Skillseekers trainees included
Registered young workers/
employed Skillseekers included
D3.5 Generating vacancies Reactive Mixed Proactive

Policy: ~ Senior management view

Careers adviser view

Careers assistant view

Practice: Senior management view

Careers adviser view

Careers assistant view
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D3.6 Extent of policy on vacancy
handling

None

Area Office level

CSC level

Does policy/good practice guide
exist on:

Matching/searching priorities

Standards in vacancy information

Transfer of client information

Dissemination/display

Turnaround time

Complaints

D4. LMI

D4.1 Importance given to LMI

Low importance

medium importance

High importance

D4.2 Use of LMI

Limited use

Some use

Extensive use

In careers education

In careers guidance

In careers information

With employers and TOs

With parents

With school/college staff

D4.3 Funding for LMI

No

Yes

Accessed non-core funding for LMI
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D5. CSC and EIL

D5.1 Links to EBP

No EBP

Few/no links

Some links

Close links

EBP part of CSC

D5.2 Role in WEP

Little/no WEP involvement

No (or almost no) WEP

Not contracted but may
promote as part of
employer work

Contracted for placements

Total organisational
responsibility

D5.3 Importance of EIL in relation to
CSC aims

Not at all important

Not very important

Important

Section E. Characteristics of the CSC

E1l. Nature of policy and practice

E1.1 Policy Reactive €cccccccccccccccccccccccccce=) Proactive
Senior management view
Practitioner view

UnreﬂeCtive 6......0000000000000000000009 ReﬂeCtive
Senior management view
Practitioner view

E1.2 Practice Reactive Proactive

6...........................9

Senior management view

Practitioner view
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UnreﬂeCtive 6...........................9 ReﬂeCtive
Senior management view
Practitioner view
E2. Non-core work
E2.1 Importance given to non-core Not important Quite important Important
work
Board view
Senior management view
Practitioner view
E2.2 Attitude to non-core work Negative Neutral Positive
Board view
Senior management view
Practitioner view
E2.3 Extent of non-core work Low Medium High
Board view
Senior management view
Practitioner view
E3. IT
E3.1 Level of usage Limited use Some Significant use

Senior management view

Practitioner view
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E3.2 Importance given to IT Not important Quite important Important

Senior management view

Practitioner view

E4. Psychometric testing

Limited Some Extensive
Usage
Importance given to it
E5. Targets
Limited To some extent Extensively
E5.1 Extent CSC is target driven
Senior management view
Practitioner view
E5.2 Extent to which targets have
changed practice
Senior management view
Practitioner view
E6. Variation
E6.1 Extent officially encouraged Not encouraged (variation = inconsistency) | Some encouragement (eg according to school, Extensive encouragement
area factors)
E6.2 Extent in practice Limited Some Extensive
Area level
Practitioner level
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Section F. Management and organisation

F1. Extent of Company reorganisation

Limited reorganising

Some reorganising Extensive changes (not radical)

Radically reorganised (planned,
on-going or completed)

F2. Identification of need*

Recognition of need

Analysis of need

Analysis of need linked to provision

F2.1 Individual

F2.2 Group need

* see Chapter 12

F3. Accountability

F3.1 Client evaluation

F3.1.1 Coverage

Small sample

6...........................9

100%

Senior management view

Practitioner view

F3.1.2 Scope

One client group

Certain client groups

All client groups

Senior management view

Practitioner view

F3.1.3 Frequency

Infrequent

Sometimes

Regular

Senior management view

Practitioner view
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F3.2 Evaluation of professional
practice

F3.2.1 Frequency Infrequent Sometimes Regular
Senior management view
Practitioner view
F3.2.2 Extent Limited Some extensive
Senior management view
Practitioner view
F3.3 Targets Individual Combined

F4. Appraisal

No appraisal No appraisal (but

planned)

Vol appraisal (some
staff)

Vol appraisal (all staff)| Full, comp appraisal of | Full, comp appraisal of
some staff

all staff

F5. Staff development

Limited

Some

Extensive

F5.1 Link to CSC aims

F5.2 Range of staff covered

Section G. CSC Board

G1. Composition of Board

G1l.1 EA and LEC

% who are officials

% who are nominees

If vote or advise
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G1.2 Extent of other membership

FE External business (ie not LEC) Community

Others

G2. Focus of Board

G2.1 Strategic/operational role Heavily operational Mixed Heavily strategic
G2.2 Focus on core/non-core Very focused on core Mainly core Significant focus on non-core
G2.3 Attitude to non-core funding Negative Mixed Positive
G3. Board relationships
Negative Neutral Positive
G3.1 Relationship of Chair with HoS
HoS view
Chair view
G3.2 Relationship of Board with HoS
HoS view
Board/others view
G4. Contribution of Board
Sometimes unhelpful/negative impact Neutral Generally helpful/positive impact

G4.1 Helpfulness/impact
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G4.2 Overall value

Negative overall

Neutral Overall (-)

Positive overall

G4.3 If problems with the Board? Rarely/never Yes, in past Yes, currently
G4.4 Extent of problems Minor Some Major
Section H. Links with partners

H1. Links with LEC

H1.1 Quality of links Poor Mixed Good
H1.2 Extent of links Limited Some Extensive
H1.3 Extent of funding OR type of

links

H1.4 Contribution to LEC priorities Low Medium High
H2. Links with LA(S)

H2.1 Number Single Multiple
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H2.2 Quality of links Poor Mixed Good
H2.3 Extent of links Limited Some Extensive
H2.4 Contribution to Council Low Medium High
priorities
H2.5 Services in kind No Yes
H3. Relationships with local initiatives/agencies

Limited Some Extensive
H3.1 Extent
H3.2 Type
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APPENDIX 4
EMPLOYERS QUESTIONNAIRE
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APPENDIX 5
TRAINING ORGANISATION QUESTIONNAIRE
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APPENDIX 6
S4 QUESTIONNAIRE
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APPENDIX 7
S4 FoLLow-UP QUESTIONNAIRE
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