MANAGING THE SCHOOL GUIDANCE SERVICE
by Sr. Úna Collins
Context

Addressing the concept presumed in this theme ‘Managing the School Guidance Service’ challenges me to review the journey so many professional people are making in their understanding of the role and activities of the school guidance counsellor.  In my own initial study and training (Loyola University, Los Angeles, 1970’s) my understanding was that I would be providing a service, and doing this in a relatively ‘lone star’ position in the school!  Today a school guidance counsellor is a service manager i.e. managing the guidance service in the school, within a whole school responsibility, to provide “appropriate guidance” (Education Act ‘98).

Recent Developments

I believe that a number of recent developments have been responsible for a new way of 
envisaging the role, and a new way of delivering the service.

Firstly, to state the obvious, we are in a different world now!  The basic needs of our students remain the same, but the expression of them, the experience of them, and the criteria and strategies for meeting them, have changed.

Secondly, a 1997 survey of school principals found “The lack of or ad hoc nature of consultation, accountability and evaluation in relation to the guidance service emerged as an issue to be addressed in the perception of most principals.  With regard to consultation and planning it emerged that the planning process was by and large informal; no consultation in any structured sense underpinned the planning process ‘Principals’ Perceptions of the Guidance Service in Post Primary Schools’ NCGE 1997.

Thirdly, the Education Act 1998 (section 9) states that a school “shall use its available resources to....

(c) ensure that students have access to appropriate guidance to assist them in their educational and career choices.

(d) promote the moral, spiritual, social and personal development of students ... in consultation with their parents, having regard to the characteristic spirit of the school”.
The Inspectorate of the Department of Education and Science provided Guidelines on the implications of this Act, 1998 “Guidance provision is a whole school responsibility and should be developed and implemented in consultation with parents and students.  Equally, the school‘s guidance programme should draw on the expertise of the Guidance Counsellor and all relevant management and staff”.
Fourthly, the DES School Development Planning Initiative, 1999, and the School Guidance Review Pilot Project 1999/2000 co-ordinated by the NCGE, provides assistance for schools in identifying and planning responses to the changing needs of students.

Fifthly, the NCGE published Planning the School Guidance Programme, 2004, in the introduction to which the Minister, Noel Dempsey, states “Guidance planning is a whole-school activity and is an integral part of the School Development Plan”.
Paradigm Change

Recognising the challenges in the provision of ‘appropriate guidance’ and remembering that it is the school which, according to the Act, ‘shall use its available resources’ to provide this guidance, it seems logical to move to evaluation and planning of the guidance service within the whole school planning process, and to see these two activities as key strategies in effective management of the service.

To manage a service we have to THINK MANAGEMENT i.e. we, guidance counsellors, move from the ‘provision thinking’ model to a ‘management thinking’ model.  It is a new role.  In systems theory, we are reminded that ‘Role’ is related to the idea in the mind around which behaviour is organised.  The ‘idea in the mind’ about management differs from the idea of provision in that I am responsible, not for delivering all the aspects of the service, but for managing the school resources in such a way that all aspects are delivered.  Therefore, we need to evaluate and to plan, with colleagues, principal, management, parents and students.... these are the key resources!

Evaluation
Why Evaluate? “Planning to be real must be based on accurate data.  It is an essential requisite for a clear description which, in turn, is the base for policy and for planning.  It is a part of the collaborative process and engages those who are critically involved in the school” (Collins 1996).
Robert Bor in Counselling in Schools, 2002 says “To carry out a simple audit or an elaborate evaluation of a service being provided is the hallmark of a professional approach” and the NCGE outlines the importance of evaluating the guidance programme in Planning the School Guidance Programme, 2004,  pg. 18, 3.3.6.  
Evaluation of the guidance service within a whole school context presumes that there is a process engaged for all aspects of the school’s services and key deliverables, i.e. guidance is being evaluated within the school’s delivery, not an extra, not separate, not parallel.  The owning of whole school evaluation and the processing of it is a key strategy of good and healthy learning, and a requirement of good school management.
What do we evaluate? The guidance objectives and each of the activities (cf NCGE and IGC Guidelines).
Who evaluates? Principal and guidance counsellor with staff, parents and students, within the process for WHOLE SCHOOL EVALUATION AND PLANNING.

How to evaluate?  Each school will approach whole school planning in what it believes is an appropriate process.  For the guidance counsellor it is an opportunity to engage with colleagues in a new understanding of the role and of the activities of guidance.
It is the ‘HOW’ of evaluation that sometimes blocks the good intentions of actually doing an evaluation.  We need to remember that listening carefully to those who benefit from the guidance service does not imply that we have to - or ought to - meet all expectations.  It does mean that we will know what the expectations are, we can engage in consultation about them, and we can negotiate in a whole school context about meeting them.

Another block to engaging in evaluation is the daunting task of finding the time to engage in the process.  This, again, is a whole school task.  When evaluation and planning for guidance takes place within a whole school context, school management organises the time and the professional assistance needed.  The Inspectors of Guidance in the Department of Education and Science can be very helpful in advising on guidance evaluation and planning.






The following may help!......

Below are some strategies which may help with EVALUATION, and which I use in the Maynooth Guidance Counselling Programme 

A simple approach to evaluation in two steps:
1. Provide colleagues, parents and students with copies of the school guidance service values/mission statement, policy/ies and the previous year’s objectives.

2. Ask the questions:
· What is going well?   

· What needs to change or be added to the provision of guidance in this school? 





· How might the person responding to the questions assist in/help develop the school provision of guidance?

Other examples of Evaluation Strategies:

Example A - To be used for Evaluating each Activity 
The questions below could be presented to:

· the whole staff or the pastoral staff or a random group of staff members

and 

· the Principal or Deputy Principal and the Parents’ Council

or 

· a random group of parents and the Students’ Council

or 

· a random group of students (from each of junior, middle and senior classes).
Use either an Interview strategy or Questionnaire

1. What are your NEEDS/EXPECTATIONS with regard to the Guidance Activity of ____________
(Name the Activity being evaluated e.g. Guidance and Vocational Preparation)

2. Are these NEEDS/EXPECTATIONS being met at present in this school?

____________
3. What do you think would IMPROVE THE GUIDANCE SERVICE with regard to the _______________________ activity?

4. Do you see any way in which YOU MIGHT BE INVOLVED IN HELPING TO DEVELOP THE SERVICE in the delivery of __________________
Example B..... to be used in evaluating how the year’s Objectives are being delivered
EXAMPLES OF EVALUATION QUESTIONS FOR STAFF

N.B. Provide the staff with a copy of the SGS Objectives.
To staff members: It would be very helpful for the guidance service in this school if you would kindly help in this evaluation.  As a guidance counsellor I (we) am (are) very aware how involved you are in all aspects of the students’ education and development, and your comments and evaluation will enable me (us) to plan for the development of a better guidance service.

1. How well does the SGS meet its objectives?

Please tick one:
Very well _____
Well ____
Fairly well _____
Poorly _____

Comments and suggestions are welcome __________________________ ____________________________________________________________
2. Are we - as a whole staff - meeting the needs of those students who are disadvantaged within the school system? (this will include students who come from poor socio-economic background, those who have learning difficulties, those who are from minority cultures...)

Please tick one:
Very well _____
Well _____
Fairly well _____
Poorly _____

Comments and suggestions are welcome __________________________ ____________________________________________________________
3. Is there any aspect of the SGS in which you would like to engage, and/or to which you would like to make proposals for development?

N.B (This question presupposes that staff members are fully aware of the role of the Guidance Counsellor and of the activities of the service)._____________________________________________________
Name of Staff Member who is completing the evaluation_______________
EXAMPLES OF EVALUATION QUESTIONS FOR STUDENTS

This evaluation could be given to sixth year students.  Explain to the students that the School Guidance Service would appreciate their assistance as the guidance counsellor(s) try to improve the quality of the service.   

N.B  Provide the students with a copy of the SGS Objectives.
   

1. How well does the School Guidance Service meet its objectives?

Please tick one:
Very well _____
Well _____
Fairly well _____
Poorly _____

Comments and suggestions are welcome __________________________ ____________________________________________________________
2. What did you find most helpful in the School Guidance Service during your years in this school?

____________________________________________________________________________________________________________________________

3. Was there assistance or guidance which you would have expected and did not receive?

____________________________________________________________________________________________________________________________

4. Think about the incoming First Years to this school.  How can the School Guidance Service meet their needs?

____________________________________________________________________________________________________________________________

Any other comments and/or suggestions? _____________________________________________________________________________________________________________

Examples of objectives for the school guidance service include:
1. At the end of the school year students will have experienced:
· Group counselling or guidance in personal and social development through programmes such as SPHE, pastoral care etc

· Guidance in educational and personal learning management

· Vocational exploration and information through guidance modules offered as part of TYP, LCA, LCVP and the senior cycle programme etc.

2. Individual and/or group counselling will have been available for all students on request and/or referral.

3. Students will have access to information which is appropriate for their personal, educational and vocational development through the careers library, access to ICT resources, guest speakers etc.

4. Parents will have met with the school guidance counsellor at school parent meetings, at organised guidance meetings on request.

5. Students needs – with regard to the school guidance service will be evaluated, and in partnership with staff and the Principal/school management, planning for the service will be ongoing.  

Planning 
“The challenge is in the fact that healthy organisations (in this instance schools) plan by collaborative processes.  They aim to achieve clarity and ownership of vision and of values.  They develop goals and objectives, and they implement and build in the criteria and process for evaluation.  Thus they are developing a growing, learning culture within which continual improvement is the norm, and shared responsibility is the practice”.  (Collins 1996).
Whole school planning means that the guidance service engages with school staff, school management and with parents and students in evaluation and planning.  This means that the staff and management are committed to, and involved in, appropriate processes for planning.  The guidance counsellor, however, must also develop the annual plan for the service, provide this to the school, manage its evaluation, and be accountable for its delivery.  
Whole School Planning includes: 

· core values


· mission statement 


· evaluation
· policies 

· medium term goals (3 year plan) 


· objectives (for 1 year) 

· implementation
· evaluation.  

Successful outcomes require careful processing and involvement of all the interested parties in the school community.  Guidance evaluation and planning, within a whole school context, provides the guidance service with the support and the challenges of school management, of colleagues, students and parents which will enrich the service as it strives to meet the needs of the students.

Whole school evaluation is the natural partner of whole school planning, they are like the front and back of a hand!  Evaluation is essential to good planning and evaluation is essential when implementation has taken place.  Replanning follows regular evaluation.

IER (Implementation, Evaluation, Replanning) are critical to good management of the school and of the guidance service within the school.
Three Year Planning. It is advisable to have a broad plan which could be in place over a span of three years.  The annual plan or objectives for the year reflect the broader goals for three years.

Annual Planning for the SGS involves planning for each of the activities of the service.    As in whole school planning, evaluation becomes the norm in effective planning.  At the end of each year the SGS evaluates its implementation of the annual plan for the service. 

Monthly Planning.  Each month of the school year has many activities in common, but there are specific months that need to be highlighted for specific activities.

Daily Planning.  This implies good management of time, resources and of the unexpected!

The following may help!......

Below are some strategies which may help with PLANNING, and which I use in the Maynooth Guidance Counselling Programme.
A simple approach to Planning in five steps:

1. Following the evaluation process, provide the outcomes to all involved.

2. Process and provide a simple values/mission statement....outlining the values which are central to the guidance provision in the school.

3. Process and provide a simple outline of the policies for the provision of guidance.
4. Outline the objectives for the following academic year, and indicate when and how these objectives will be evaluated.

5. Situate the objectives within a broader plan for three years.

Examples of more detailed planning for four School Guidance Activities (more detail on guidance activities is available in Planning the School Guidance Programme, pg. 12-13).  
Activity (1) Counselling


(*Template may be applied to each activity)
“Counselling – helping students to explore their thoughts and feelings, and the choices open to them; giving care and support to students learning to cope with the many aspects of growing up.” (Planning the School Guidance Programme, pg. 12).

Step 1 CONTEXT QUESTIONS FOR THE SCHOOL GUIDANCE COUNSELLOR

· What is your understanding of the Education Act’s determination on the delivery of Counselling in Schools?

· Are you updated on the expectations which students, parents, staff and management have regarding the Counselling Service?
Step 2 EVALUATION... see examples above
Step 3  PLANNING
1. Number of students in the school?_________________________________
2. Number of Guidance Counsellors?______________________________
3. Number of Pastoral and other Resource staff?____________________
4. Other staff members involved or assisting in the delivery of Guidance in the school?___________________________________________________
5. Having evaluated the current practice do you intend to change the arrangements for the delivery of Counselling?_____________________

6. Identify the changes you will make: ___________________________
7. In drafting your Timetable how many hours per week do you intend to make available for:

PERSONAL COUNSELLING________________  GROUP COUNSELLING ___________
8. PRIORITISE Year Groups for Counselling:

___________
____________
___________
____________





9. Outline your REFERRAL SYSTEM FOR COUNSELLING

__________________________________________________________
10. List your immediate RESOURCE/REFERRAL sources for counselling:

______________________________________________

11. Make a brief POLICY STATEMENT... available for students, staff and parents.
12. List your OBJECTIVES for Counselling for the coming school year.
13. Draw up your plan (one year or three year), and present it to those to whom YOU ARE ACCOUNTABLE.
Activity (2) Guidance and Vocational Preparation
“Classroom Guidance Activities:  Providing classroom based learning experiences that are relevant to the objectives of the school guidance programme.  Such experiences may include information giving, information and communication technologies (ICT), skills development (e.g. planning, decision-making, study skills, communication, values clarification), and vocational preparation.” (ibid, pg. 22).

“Planning and Organising Workplace Learning: Schools need to make provision for work based or work simulation learning experiences relevant to the personal and social, educational and career learning objectives of the school guidance programme.  Such experiences include work experience, work shadowing, visits to workplaces, training centres and higher education institutes etc.”  (Ibid, pg. 22)

Note: There are many needs which a guidance plan must address including - Learning, Special and Multicultural needs. 
N.B. Many existing programmes are addressing what we call ‘guidance’ programmes including: 
PASTORAL CARE 

SOCIAL, PERSONAL AND HEALTH EDUCATION

RELATIONSHIPS AND SEXUALITY EDUCATION 

CIVIC, SOCIAL AND POLITICAL EDUCATION 

TRANSITION YEAR 

LEAVING CERT APPLIED 

LEAVING CERT. VOCATIONAL PROGRAMME

RELIGIOUS EDUCATION

OTHER MAINSTREAM SUBJECTS 

.
*SEE TEMPLATE FOR COUNSELLING FUNCTION, and APPLY, APPROPRIATELY, 

TO GUIDANCE. 
Activity (3) Information
“Information – providing students with objective and factual data on education and training opportunities, occupations, labour market information, entitlements etc.” (Ibid, pg. 12).
GOALS (using Baker):
To point out the importance of helping adolescents acquire and process accurate developmentally appropriate information and to identify the requisite competencies for providing that assistance.

AIM to:

· have a systematic organisation of information

· provide useful information via user compatible systems

· integrate information services with counselling, consulting and guidance 

· provide opportunities to process information successfully

*SEE TEMPLATE FOR COUNSELLING FUNCTION, and APPLY, APPROPRIATELY, 

TO INFORMATION

Activity (4) Assessment
“Assessment – helping students to obtain a better self-understanding through the use of psychometric tests and other inventories.” (Ibid, pg. 12).  
Baker claims that helping our students with personal decision making is the most legitimate use of assessment services in school counselling.

*SEE TEMPLATE FOR COUNSELLING FUNCTION, and APPLY, APPROPRIATELY, 

TO ASSESSMENT

Activity (5) Consultation

“Consultation with parents, school staff and students.” (Ibid, pg. 13).
Baker claims that consulting behaviours are based more on trial and error activities than on theory.  He continues “school counsellors work in schools, where the natural recipients of consulting services are students, teachers, administrators, parents and occasionally others in the school district.”  

*SEE TEMPLATE FOR COUNSELLING FUNCTION, and APPLY, APPROPRIATELY, 

TO CONSULTATION
Activity (6) Referral

“Referral – this includes two types of activity:

i) referral of an individual student by the guidance counsellor to other Professionals outside the school, e.g. The National Educational Psychological Service (NEPS);

ii) referral of an individual student to the guidance counsellor by teachers, Board of Management, school management, and parents.  The voluntary participation in counselling of the referred student must be respected by all concerned.” (ibid, pg. 12).

*SEE TEMPLATE FOR COUNSELLING FUNCTION, and APPLY, APPROPRIATELY, 

TO REFERRAL
Conclusion
The process for whole school evaluation and planning, and planning for guidance within that process, will be unique to each school   What will be common to all will be the value of enabling collaboration of all members in the school community in a process of reviewing its own core values, re-articulating these values, and developing its present and future appropriately.  

Reviewing the role and activities of the School Guidance Service (SGS), and of recent documents from the Department of Education and Science and NCGE, it is obvious that one or two staff members could not provide the service and meet all the needs of our young people in school today.   Evaluation and planning in a whole school context will inform all concerned about the role and the activities, will engage colleagues, parents and students in the provision, and will enable the professionally trained guidance counsellor to MANAGE the service, as well as deliver/provide those activities for which s/he is specifically trained.

Evaluation and planning are part of a process.  Dr. Tom McConalogue claims that ‘the process is the product’.  I believe that engaging with all members of the school community, being open and accountable about a core service in the school (Guidance Counselling), recognising that change can be life giving, involving all members of staff in the delivery of guidance..... will demand good management of people, of time and of resources.
‘The four critical factors are:

· Recognising that planning is a process, and the effects will be experienced by doing;
· Recognising that the normal school day experience for students and for teachers will, in the longer term, benefit from the process;
· Recognising that planning cannot happen without good management;
· Recognising that it is difficult to manage time for meetings.’  (Collins 1996).
The following are the values which inform my approach to guidance counselling evaluation and planning:
“School is about young people, their learning and their whole development. Their school years are their only chance for formal learning during adolescence. We can support each other in planning for the best possible school experience for these young people.  Let us be prepared to hear the young people, their parents and each other.  We, Guidance Counsellors, can be confident in our ability to manage change, and to begin again......” (Collins 1996).
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