MEMORANDUM

TO:

STATE WRC PARTNERS
FROM: 
SONDRA
RE:
A FRAMEWORK FOR ADDRESSING GOVERNANCE, MANAGEMENT, OPERATIONS, BUSINESS, AND MARKETING ISSUES 

In order to prepare us for making the many decisions we have to make in areas we all know to little about, I’ve prepared two overview charts.  

· One provides a timetable for the decisions we need to make in each key area.

· The other provides a framework for approaching those decisions.  

The Framework includes the following areas:

Column 1:
A definition of the key functions (according to Hale
 and the National Organization for Competency Assurance (NOCA)
 within the area for certification programs.

Column 2:
A set of guiding requirements for how we address the issue.  These are based on ISO 17024, the International Standards “for bodies operating certification of persons.”  

Whether or not we decide to go through ANSI or NOCA’s accreditation process, I think it’s important that we set up our processes and structures in conformity with these requirements.  It is an advantage that we can present to business as part of our marketing.  For these reason, I’ve been working closely with Roy Swift, head of ANSI’s Personnel Certification Division, to get his advice at various points in our process. 

Column 3: 
Additional Requirements/Considerations.  These are mostly considerations based on the particulars of our situation, although they also include recommendations from NOCA, NRFF/SSVP
, and Knapp International.
  
Column 4:
Decisions POC needs to make in the short term (between now and May, 2006) for successful transition from development to implementation stage of project.

Column 5:
Recommendations from me on priorities and process.

The emphasis in this Framework so far is on Governance and Management Issues.  I have included a description of the key functions in the technical area, just so you will be aware of what we have to pay attention to here.  But decisions in this area are a little farther down line.
I have also attached Policy Oversight Council Resolution III: WRC Certification System Design: Guiding Principles since these lay out the overriding principles that should guide our decisionmaking and be a touchstone for reviewing each decision.

The timeline chart breaks down the decisions by when they need to be made.

For each area, I will also provide more detailed information to support decision making, as we move through the time line.

Goals for Implementation of the Work Readiness Credential:

1. Ensure access to opportunities to prepare for and take the assessment for the diverse population of jobseekers and potential jobseekers who may seek to pass the WRC assessment and earn the credential. 
All aspects of the credential delivery system will be designed to ensure accessibility to members of the population(s) who will be targeted, including all demographic groups and persons with disabilities. 
2. Ensure that the credential has credibility with and value to employers by maintaining high standards and a commitment to continuous improvement.
The processes that are put in place must assure employers that the EFF Work Readiness Credential can be trusted to produce work ready applicants. These include processes for ensuring that: 

a. Delivery of the assessment will be reliable and secure;

b. The credentialing process will be fair and legally defensible so that employers can rely on it without fear of legal consequences; and 

c. The standard and the assessment on which the credential is based are updated periodically to ensure that they remain current.  

3. Support national portability by assuring consistency of administration across the country. 

The policies and procedures established for governance and administration must ensure the consistency of processes from state to state that, in turn, will ensure credibility and accountability across the country, enabling the credential to garner public recognition and national support. 

4. Be voluntary.
Use of the credential shall be voluntary for all parties, including employers, job seekers, and education and training vendors.

5. Be financially viable.

All aspects of the credential delivery system must be designed to maximize reasonableness of implementation costs for states and individual assessment sites.  
Issues to consider in determining vehicles for Governance, Management, and Technical Administration/Hosting of the Credential

	Area/Key Functions
	Guiding Requirements: ISO` 17024
	Additional Considerations
	What POC needs to do

(see Timeline for dates)
	Recommendation:

	Governance

· Make Policy decisions

· Rule on disputes

· Assess effectiveness of the program


	· Polices and procedures of the certification body and their admin shall be related to the criteria in which certification is sought, shall be fair and equitable, and shall comply with all applicable regulations. (4.1.1)

· Certification body shall define policies and procedures for granting, maintaining, renewing, expanding, reducing scope, suspending and withdrawing of certification. (4.1.2)

· Certification body shall confine its requirements, evaluation and decision on certification to those matter specifically related to the scope of the desired certification. 4.1.3)

· Evidence that the structure allows stakeholders to have input into the policies and principles of the certification system.

· Evidence that representation on governing board is balanced.

· Evidence of continuous evaluation, validity studies and rationale for eligibility reqs. 


	Governance Boards are best when they are small (10-12), but they need to represent all the key stakeholders.  In this case, Governance Board needs to include at least: representatives of state owners, employers of entry-level workers, at least one person who holds the credential; local WIBs, labor organizations, an organization like ANSI or NOCA, one or more experts on certification and assessment. 
	Clarify Scope and Purpose (Resolutions 1, IV)

Establish By-laws for Certification Program that address the following:

· What will be the responsibilities of the Governance Board?

· Who will be on the Governance Board?

· How will the Board operate?

· What policies will the POC set for granting, etc.?

· What procedures will be put in place in order to address changes in scope?

· What procedures will be put in place to address grievances?

Establish criteria for evaluating program.

Approve all administrative guidelines (Site Handbook, Candidate handbook, guidance for entity that administers credential).
	States/POC should establish several key committees to streamline work:

· A policies committee to work with Sondra on drafting, reviewing policies and procedures.

· A finance committee to oversee, help implement, and monitor funding plan.
· A management committee to head up the search for a new home.

· A marketing committee to work closely with CWP on marketing.

· An Assessment Committee to work on developing the RFP, reviewing proposals, making recommendations.

States will identify a lawyer to draft bylaws based on existing resolutions, decisions we make on Sept 8, and information from other certification bodies.

Sondra will work with other staff and Committee to develop drafts of policies, procedures, etc.
States/POC will approve bylaws, policies, etc.

POC needs to develop criteria for evaluation based on:

· What businesses want to know (predictive validity of credential)

· What states want to know (validity of the credential, output and outcome data on who is being served)

· What WIBS want to know (output and outcome data by demographic char, program, and assessment site).
 

	Area-Key Functions
	Guiding Requirements: ISO 17024 
	Additional Requirements/

Considerations
	What POC needs to do: (Short-term Concerns)
	Recommendation:

	Management

· Oversee implementation and maintenance of the program

· Counsel board on issues related to program

· Provide documentation and information related to effectiveness

· Identify and recommend solutions to problems identified

· Serve as the first point of contact for the program regarding appeals, etc. 
	Certification body must be a legal entity or part of a legal entity. 4.2.1
Certification body must be independent, impartial and ethical in its decision-making. 4.2.1
If certification body is part of another legal entity there need to be policies and procedures in place that distinguish between certification activities and other activities. 4.2.1
Certification body has sufficient financial support to ensure continued operation of program activities (4.24)

Certification body shall assure that the number/experience of staff/contractors is appropriate to responsibilities. (4.27)

Certification body shall have document control and internal audit and management review systems in place (4.4.3) 


	Certification body must be organization that states and other entities can legally “join”

Certification body must have source of funding for management and governance activities: at present the only resources we have identified are resources that come in from use of credential.  While these are theoretically sufficient for “running” the project and all activities, we have no start-up resources.  


	Identify entity that can meet ISO requirements and additional requirements to house certification body for 3-5 years, renewable.

Agree on budget for certification body (governance, management, marketing, assessment delivery).
Develop plan for how to fund certification body activities.  Possibilities include:

· New states and other entities that want to join certification body pay one-time fee equivalent to fees paid by development partners. 

· Negotiate with possible entities to “carry” initial costs until funding comes in. 

Approve plan for roll out of credential (developed by CWP) that includes:

· Branding – designation, logo

· Definition of Market(s)

· A launch strategy 

· A market penetration strategy 

· A communication strategy and materials 
	POC should seek to house the project within an existing organization that 

· states are already members of 

· has a mission that is congruent with housing a certification body

· sees the fit and the credential as a plus

· has credibility with business and the public workforce system

· has the ability to do business (accept grants or contracts) from states, businesses, the federal government, for-profit and not-for-profit entities.

· has the ability/ infrastructure to make and manage contracts/subcontracts.

· has the ability to work with states to implement rollout strategy (or can subcontract responsibilities)

· can provide administrative and organizational support functions for certification body staff (manager and assistant/recordkeeper).

· is fiscally stable.    

* Items in regular font are from POC’s criteria for a new home developed last summer.  Italicized items are new.  



	Area/Key Functions
	Guiding Requirements: ISO` 17024
	Additional Considerations
	What POC needs to do
	Recommendation:

	Technical Administration/Hosting of Credential, includes all the items listed below:


	Assurance that roles and responsibilities with subcontractors are clearly stated in agreements, and that conflict of interest and confidentiality reqs are adhered to. (4.5 -4.8)
	
	· Develop criteria for vendor for assessment delivery.

· Establish a committee to work with staff to prepare for, host, and decide a competitive process to select vendor in accordance with criteria.
· Carry out negotiations and approve contract with vendor. 
	States should establish a committee to work on this issue starting in October once the business plan is complete.

	Test delivery

· Configuration support/help desk for sites

· On line Test Delivery

· Scoring, Reporting and Analysis of Results
	How raters are selected, Qualifications of raters

Conflict of interest
	
	
	

	Fulfillment Services

· Online registration

· Process Applications

· Generate confirmation notices and admission tickets

· Manage database of candidate records

· Produce certificates

· Maintain secure registry of successful candidates

· Maintain registry of approved training sites for referral of candidates
	Confidentiality (4.7)
Security       (4.8)
Record Keeping (4.6)
	
	
	

	Maintenance

· Keep server whole

· Monitor system capacity against demand; expand capacity as needed

· Oversee security

· Regular backup of data


	
	
	
	

	Training Delivery

· For assessment sites

· For OLT raters
	
	
	
	

	Updating Standard and Assessment Modules/Items

· Review standard every 4 years

· Develop new assessment items for all tests to reflect standard review

· Expand item bank; develop alternative forms

· Conduct equating study for new forms. 
	
	
	
	


� Judith Hale (2000). Performance-based Certification: How to Design a Valid, Defensible, Cost-Effective Program. San Francisco: Jossey-Bass.





�  Anne H. Browning, Alan C. Bugbee, Jr., Meredith A Mullins (eds.) (1996) Certification: A NOCA Handbook. Washington DC: NOCA.


� As you know, I served on the Board for the SSVP (Assessment Committee) when the Customer Service Standards and Certification Exam were being developed.  Kathy Mannes and Mary Morehouse continue to advise based on their experience.


� Joan E. Knapp (1995), Designing Certification and Accreditation Programs.  Washington, DC: American Society of Association Executives.  Joan has agreed to serve as an informal advisor based on our past working relationship.  I’ll be meeting her on September 9 to discuss her recommendations on key issues. 


� from Policy Oversight Council Resolution III: WRC Certification System Design: Guiding Principles
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