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QA in EHEA

i S e

; Fy

s !

ol ?

3 EMBEDDING QUALITY CULTURE

{BE de SN S 1 IN HIGHER EDUCATION nu
: ™ 0 - N 3 7l

& | . o

o A Framewsck for Qualifeations of i P i ¢ IMPLEMENTAT e

s The Eurepean Highar Educatisn Area || e Y . | OF

sssssss

2000 2003 2005 2006

)

2008 2010 2015

3 ot A
s

_-- : Berlm

ENQA FR

EUROPEAN ASSOCIATION C o m m é’ n I U
FOR QUALITY ASSURANCE %
N

o,
B

E@E!ﬁ eqar‘//

Regsster for Higher Educe ation
EUROPEAN QUALITY
ASSURANCE FORUM i I

ESG
2015

bologna
IN HIGHER EDUCATION e pmcess

*i~

Sl
P

bologna

¢
process on

b 2 Loy

EUROPE

QA in HE
quality as added value

COMPARATIVE ANALYSIS OF THE -
ESG 2015 anp ESG 2005 = g




The future of QA in HE |

QA in HE

quality as added value

Scorecard indicator n°7: ESG-proof EQA

2015 2012
Report Report |
23 18
5 2 6
17 17
6 6
0 0
o - <] Notavailable
AD
ou .
O
O mr ) .
@ va i
& —
‘ - { iﬁ\\v\‘/\r A
b ; o™ Mjg
- é \:“X | _‘.' fﬁi E?\ “"’\\ :r‘“{f:'; Ei{_,‘j—-«
B RSN
: el | B B

Implemen’rohon report 2015, fig. 3.8, p. 98

Source BFUG questionnaire

QA in EHEA
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Map of EQAR registered QAAs (January 2018)

QA in HE

quality as added value

R www.egar.eu | 46 QAAs of 24 countries
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Scorecard indicator n°8: level of student
participation in EQA (2013/14)

: _ Report Report

14 1

@ ~
@ w

®u
@ mr
O va

<

quality as added value

QA in HE Implementation report 2015, fig. 3.12, p. 101

Source BFUG guestionnaire
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The future of QA in HE What is ‘quality’?

Q as concept of Q QM concept
“Exceptional”| externally recognised Q control with standards
as high class & benchmarking
excellence

“perfect or focus on process with  |TQM: process control &
consistent” everybody involved assessment

training & culture

“fit for Q is functional service satisfaction

purpose” customer requirements |frameworks & PDCA
provider's needs(mission)|strategic TQM

“value for accountability & change & Q competition

money” effectiveness against performance indicators
cost = efficiency audits

“transforming’l qualitative change enhancement by em-

QA in HE

quality as added value powered pOrTICIpOn.I.
. Harvey & Green ([993), Harvey (1999), Newton (2p07) quality culture
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Paradigm shift in concept of Q & QA(M)

early opinions NEW Views
Quality is absolute and fixed Q is relative & multi-
layered
One standard is dominant... QA has many aspects

& determined by the producer | Starfing point =
customers’ heeds

The final product is central... Service is vital

and should be inspected Q = result of processes

Quality requirements are fixed | Q requirements
change & raise

QA in HE

auely s odded valve Quality control by quality unit | Q = everybody's




New concepts of QA What is ‘quality’?
New definition of quality :

- Quality, as defined by its stakeholders (=
International (minima) standards and needs),
Is the added value between input and
output.

- Quality is the added value ...

- On institutional level between the mission of
the HEl and the results

- On programme level between the LOs of the
Incoming student and those achieved by
the outgoing student (again in relation to
what all stakeholders want and need).
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A

excellence
Q
U HE c
A-— ——————— - ar e» wp o> o= S e — | - e
L QF minimum standard/LO TEw
I HE a
T
Y

-Secon leavin
Dirk Van Damme (OECD)

Sﬁfyir;sljfded value EDUCATIONAL STRATEGIC CHOICE and REALITY
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If you wait for 3

<=4 —r>CQ

you 1l never get
anything done y

EDUCATIONAL STRATEGIC CHOICE and REALITY
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For a fair selection What is ‘quality’2
everybody has to take

the same exam: please
climb that tree

A
Q
U
AT _y
L (
|
.
v - .

Our Education System - -
“Everybody is a genius. But if you judge a fish by its
| ability to climb a tree, it will [ive its whole life
QA in HE believing that it is stupid.”

quality as added value

- Albert Einstein



hat is ‘quality’?

I The future of QA in HE |

QA in HE

quality as added value
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What is ‘QA’¢

transformation = value added

QA in HE

quality as added value
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What is ‘QA'2

infended LO
LO new students study programme achieved LO
mission strategy & policies results
° \
INPUT =53
\ transformation = value added l

use standards

influenced by

methodology

development phasg -
-t Internal Quality Assurance (IQA)

“QA is a management approach to focus on the quality of the
organisation and is based on participation of all stakeholders in order to
satisfy their expectations and aims as long as possible” (ISO)

QA in HE

quality as added value
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What is ‘QA'2

QA in HE

quality as added value

People
Services
Strategy

QA Models

Business Results

Processes,
Products &

People Results

Customer Results

I Society Results I

Learning, Creativity and Innovation

Partnerships &
Resources

EFQM 2012
The CAF Model
ENABLERS RESULT =
» =
—  3.People — —— 7.People Results —
6. Citizen/
1. Leadership 2 A0V & SProcesses:  — linGmieraninted— ) oeics
Planning Results Results
| | 4. Partnerships & M:;amuw
Resources ek |
-
INNOVATION AND LEARNING

Results 3
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QA methology & tools

PLAN for changes to || DO changes on 2 small

bring aboul improverent scale first fo trial them

Customer/supplier mapping

Flowcharting Small-group leadership shalls

Pareto analysis Experiment design

Brainstomming Conflict resolution

Nomdnal group technaoguae O-Job tradsing

Solution/Fault tree

Evaluation matnx

Cauge & Effect diagrams

ACT to get the CHECK to see if

greatestbenefit changes are working

from changes and to imvestizate
selecied processes

Process mapping Data checkshests

Process standardisation Graphical analysis

Controlled reference infonmation I Control charts

Formal trairing for standard procesges Fey performance mdicators

Deming’s PDCA-cycle

QA in HE
walveseddedvale L Tools to measure : quantitative & qualitative data, KPI (analysis), surveys (analysis),

AW @ consensus meetings...
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What is ‘QA'2

QA in HE

quality as added value

QA methology & tools

Customer _

“To achieve our
vision, how
shoukivwe
appearto our
customers?”

Financial

“To succeed
financially, how
should we

appear to our
shareholders?”

Objeclives

i

1

Vision

Strategy

!

Internal Business

Processes

‘TouMotr
shareholders
and customers,

what business

must

processes
we excel at?”

Learning and
Growth

“To achieve owur |

vision, how will
we sustain our

Objeclives

Iggela

abilty to

change and

mproye?”

Deming’s PDCA-cycle

. Tools to measure . quantitative & qualitative data, KPI (analysis), surveys (analysis),
4 consensus meetings...
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Standards & indicators

e Standard : a (kind of) description that describbes
how the organisation and its people should
develop and manage materials, products, services,
processes & systems in order to safisty the needs &
expectations of its stakeholders

e Threshold or excellence standardse

e Guideline : helps to explain how processes &
- procedures should/can help in order to meeft the

= . standard (good practice)
>
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e Indicator : breaks up standards info measurable and
appropriate units in order to measure how much the
organisation has achieved or is compliant with the
standards

¢ Indicators should give information on the
organisation’s performance as far as quality of Its
requirements are concerned and help the
organisation to improve its performance

e 3 functions of indicators : measure, signal &

QA in HE
quality as added value

communicate (internal & external)
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(sub-)categories of indicators
» Quantitative indicators with a number
» Qualitative indicators can’t be presented as a number

» Input indicators measure the situation at the starf of a process or the
amount of resources consumed during the generation of the outcome

» Process indicators represent the efficiency or productivity of the added
value during the process

» QOutput indicators reflect the outcome of results of the process activities

» Directional indicators indicate whether the organization is getting
beftfer

» Actionable indicators measure the organization’s confrol to effect
change

» (non-)Financial indicators (don’t) measure the finances of operations

QA in HE
T » Strategic indicators measure the realisation of strategic goals
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What is ‘QA’¢

QA in HE

quality as added value

(subi <, icators
Quantitative indicato ’ o
3
7

Qualitative indicatorsg p a number

Input indicators meas 5’ 4 /p,, ,  start of a process or the

amount of resources - » 7, eneration of the outcome
-;:;5‘_:_?;;: . 2 7

Process indicators ref ‘/7 @ =% productivity of the added

value during the prod

Output ess activities

R measure what you
irectio .
betfter value instead of

gl valuing only whatyou el
] can measure.

jetting

(non-)Fi pperations

Strateg Andy Hargreaves Is
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What is ‘QA’¢

Q(A) development phases

# management & processes

results

Q is result of individual commitment

Q is variable

Beginning or thinking in processes
systemartic approach

Q is result of start of

Organisation is managed
professionally taking into consideration
the existing and wanted quality culture

Q is guaranteed

Organisation & management are
systematically renewed

Q is continuously
improved with
iInnovation

Organisation is outward-oriented &

Q is recognized by
cfernals as excellent

strives fowards excellence e)

infernational example

QA in HE
quality as added value

Bollaert, L. (2014)
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Underlying principles & values
Enablers Results 3

People Results Business Results

ucts &

Sorvms
Strategy Customer Results

I Partnerships & I | Society Results I
Resources

Learning, Creativity and Innovation

CEOWA 1D
EFOM 2012

= |[eading with vision, inspiration and integrity by leaders acting as a role model for their
values and ethics (responsibility, people management...)

= Managing through structured and strategically aligned processes using fact-based
decision making

= |ntegrated system interconnecting all processes and measuring their performances;

= Trust in continuous improvement;
QA in HE

quality as added value

= Succeeding by people who are valued in a culture of empowerment for balanced
achievement of organisational and personal goals (democracy)
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Short story of Quallty Culture in Europe

EUA CASE STUDIES 2007

Exomining Q!

E oy
Xaminjng Quality Culture pgyy [} e

g o) part | — Qu |
e ’S A il 1 in Higher E P INTERNAL QUALITY ASSURANCE

b | in icipati

o SIS ", O rvey ; " i | IN HIGHER EDUCATION
i AD |
3
i £ EMBEDDING QUALITY CULTURE S -I- k \
e IN HIGHER EDUCATION e n S O e !

A SELECTION OF PAPERS FROM THE 19" EUROPEAN FORUM
FOR QUALITY ASSURANCE

b
8

 BE de |

QB{UIHy
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elements
| |
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ASSURACE PR | - Examining Quality Culture Part I11:

From self-reflection to enhancement
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¥
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¥ P i
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|. Context, scope, purposes and principles

“The ESG are based on the following four principles:

- Higher education institutions have primary responsibility for the quality
of their provision and its assurance;

\
i wesut

% Hel e € - Quality assurance responds fo the diversity of higher education systemes,
e institutions, programmes and students;

- Quality assurance supports the development of a quality culture;

- Quality assurance takes into account the needs and expectations of
students, all other stakeholders and society.”

Standard 1.1: Policy for QA, guideline

“It supports the development of quality culture in which all internal
WWw.Endad.cu stakeholders assume responsibility for quality and engage in quality
\V assurance at all levels of the instifution. In order to facilitate this, the policy
QA in HE has a formal status and is publicly available.”

quality as added value
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intended LO
LO new students study programme achieved LO
mission strategy & policies results

oy I

influenced by

development phas

. influence on
QANHE  development=

quality as added value

AaSES
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“A pafttern of shared basic
assumptions that the group learned
as it solved its problems of external
adaptation and internal infegration
that has worked and, therefore, o
be thought fo new members as the
way fo perceive, think, and feel in
relation fo those problems.”

QA in HE Schein (1985, 2004 3@ ed.), Organisational Culture and Leadership, San
quality as added value ik FanC|SCO, p 90




The future of QA in HE | What is ‘quality culture’'?

“A company is a culture. A group of people brought fogether
around a common set of values and beliefs. It’s not products or
services that bind a company together. It's not size and might
that make a company strong, it's the culture — the strong sense
of beliefs and values that everyone, from the CEO fto the
receptionist, all share.”

“We do better in cultures in which we are good fits. We do
beftter in places that reflect our own values and beliefs.”

“One culture is not better or worse than the other, they are just
QA in HE different.”

quality as added value

Simon Sinek (2009), Starf with Why, p. 89-90
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Elemenits of quality culture

Figure 3: Elements of quality culture (adapted from EUA 2006: 20 and EUA 2005: 18)

Quality Culture
Formal quality Quality commitment
assurance processes Cultural element
Communication Individual level: personal
Participation commitment to strive for
Tools and processes to Trust quality

define, measure, evaluate,

assure, and enhance quality Collective level: individual

attitudes and awareness
add up to culture

QA in HE
quality as added value
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Elemenits of quality culture

Figure 3: E

(-) Management involvement () | )

Type B /9

Professional Integrated
culture culture =

Type D "<+z+>':_ﬁf}

Formal quali
assurance pr

t

jonal
e for
Tools and pr
define, meas
assure, and ¢

. Type A -1 Type C (-/+j /
S s vidual
. e ness

(-) Staff involvemeht +)

~ Fatalistic Managerial
- culture culture

QA in HE
quality as added value
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What is ‘quality culture’?

— > ZAOmMm-dZ —

T—TowoamzZ=0

QA in HE

quality as added value

Reactive Quality Culture: sees quality as something that is
‘imposed’ from the outside environment and, thus, focuses on
individual aspects of quality and avoiding external threats;

Reproductive Quality Culture: typical of a ‘learning
organisation’ in which quality consciously is embedded in daily
operations;
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Quality Culture (existing & desired)

W
WO innovation
collective self-
orientation determination
system individu:«.ll
control specialisation o\
\¢\
Qb
(55
tradition ?‘LOQ

QA in HE
quality as added value

dr. Berings, Dries (2011)
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Collective Individual

Leadership
Communication

Participation
Collaboration

QA in HE

quality as added value

Heidelberg (2013)
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QA in HE

quality as added value

quality as result

QC QA | = presumable quality result
O + M + ++

M + O+ ++

O+ M - +

M + O - presumably + (variable)
O - M + presumably - (variable)
M - O + presumably - (variable)
O - M - =

M - O - -

O = overwhelming M = minor (strength)

Bollaert, L. (2014, 2018)

What is ‘quality culture’?
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» There always is a quality culture, just as there always
IS an organisational culture.

» There can be a positive or negative quality
(sub)culture.

» There is no one-to-one relationship between quality
culture, QA and the resulting/existing quality.

» The relationship between quality, quality culture
and QA is dialectic.

“A (positive) Quality Culture is that part of organisational
culture in which all stakeholders concerned engage for
the creation of quality and the ambifion of continuing

e enhancement through quality assurance.” Lucien

- Bollaert (2014)
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Basic Psychological Needs Motivation Teaching Best Practices
4 ™ ~ ™\ s 5
Autonomy Autonomous Instructional Clarity

o o \. v \. o
§ ™\ 4 N ' ™\

Competence - Introjected - Higher Order Learning
\ v % v o »
’ ~ ' n ~ \

Relatedness External Reflective & Integrative
\, . \ / 5 w
4 R

Collaborative Learning
. w

Fig. 1. Conceptual model of faculty motivation for teaching best practices.

Autonomous motivation has significant positive predictive effects on all 4
learning outcomes while other external types of motivation, such as rewards,
blame or punishment have little to no relationship with good teaching.

Based on Stupnisky’s self-determination theory: people can function optimally in
B o ME a given setting when their basic psychological needs are met.

quality as added value

Stupnisky, R.H. & BrckalLorenz, A. & Yuhas, B. & Guay, F. (2018), Faculty members’ motivation for
teaching and best practices, in Contemporary Education Psychology, vol. 53, April 2018, pp. 15-26
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"MY FIRST TASK WILL BE TO CHANGE
p YOUR BORING NUTRITION
AND HUNTING
STRATEGIES"

:
t
l

Aver the meectng ey resbiced e e tmaruger
telleved Tiven swone slaptiove difoulny

QA in HE After the meeting they realized the new manager

quality as added value

suffered from severe adaptive difficulty
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leadership vision & mission
stfrategy values
KPIs learning from failure
QA system [quality culture
PDCA [coaching
results | process \
threshold minimum standards ' confinuous striving for better
u quantative indicator qualitative indicator S
/ procedures 'engagement
stakeholders | co-creators T
QA unit 'service
technological tool ' creative constructive thinking
efficiency | effectiveness
controllers 'peers/critical friends
short-term knowledge & skills | fransversal competences
finances 'commitment
infrastructure | creative room
staff [feam
gﬁfyigsljfde i external inspection [appraisal approach
accreditation ' enhancement
EQAR [ENQA
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QA in HE

quality as added value
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results
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quality as added value

What is ‘quality culture’?

How Can One Create a Culture for Quality Enhancement?

Final Report

October 2016

Andrea Kottmann
Jeroen Huisman
Lisa Brockerhoff
Leon Cremonini
Jelle Mampaey

lclhle‘pls

Center for
Higher Education
Policy Studies

CHEGE
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M
Q)

2 21 A f mw MY o pen e de oy o M 3 FA 7% r‘?—\gﬂlf\'! A s Ew 5 P 2 " 9
How Can One Create a Culture for Quality Enhancement?
) 4

©

4 generic factors playing a role for (creating a) QC & quality enhancement:

v’ Effective leaders with commitment to implementing changes and
practise “blended leadership style” (combine managerial and academic
values and address the collective “walking the talk” = combine bottom-
up collegial inifiatives with a managerial vision) in order to establish a
baseline of shared values that defines high quality teaching and learning;

v' Resources that create time and space for academics, money may not
be the key, but reducing workloads, avoiding goal conflicts and offering
expertise;

v Communication going beyond leadership that creates a shared
language and a baseline of shared values defining high quality teaching
to talk about learning and teaching, and to share good practices;

v Recoghnition of teaching and learning activities (vis-a-vis research) with
QA in HE valuable instruments such as teaching awards, career paths, leadership
L roles and career paths on teaching and learning archievements
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SIMON SINEK

START WITH WHY

TN
LEADERS

EAT LAST

“These exceptional orgomzéhons o:ll hoveﬂ culfures in which the leaders
provide cover from above and the people look out for each ofher.”

(p. 8)

“Yet a good number of our educational institutions and tfraining
programs today are focused not on developing great leaders but on
QA in HE fraining effective managers.” (p. xi)

quality as added value
Simon Sinek (2013), Leaders Eaft Last
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Too often we associate transformational leadership with the
charismatic leader af the top of the organization who provides the
vision and everyone else just follows.

However, any kind of leadership effort of this type in foday’s fast-
paced, complex world really needs ‘distributed leadership’ —
leadership at all levels. That would mean input and consultation with
people inside and outside of the organization who have fresh
information and insights about customers, markets, new technologies,
competitive challenges and future trends, creating synergies among
people driving existing initiatives and those excited about creatfing
something new, and lefting others throughout the organization drive
change in their own part of the organization with simple rules guiding
alignment across initiatives. The world is too complex for a one-
guidance, safety, passion, and confainer to enable others fo lead and
act, while avoiding chaos.”

QA in HE
quality as added value

pony > Deborah Ancona, Professor of Management, MIT Sloan School of Management
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LOs & QA

infended LO
LO new students study programme achieved LO
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influenced by

development phas
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QANHE  development=

quality as added value
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The future of QA in HE | LOs & QA
Leoming outcomes : need Of Ccommaon Ionguage

on the basis of a common understanding
LO = statement of what a learner knows,

understands and is able to do on successful
completion of a learning process

Make of the LO things that are formulated by the stake-
holders concerned, passionately shared by the whole team and
shaping the teaching, learning and assessment practices & formats

accordingly |

QA in HE

quality as added value
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Standard |.2 : Design and Approval of Programmes

WWW.enga.eu

“(...) The programmes should be designed so
that they meet the objectives set for them,
iINncluding the intended learning outcomes. The
gualification resulting from a programme
should be clearly specified and
communicated, and refer 1o the correct level
of the national qualifications framework for

nigher education and, consequently to the

\¥

QA in HE

quality as added value

-ramework for Qualifications of the European
Higher Education Area.”
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LOs & QA

WWW.enga.eu

\¥

QA in HE

quality as added value

Standard 1.2 : Design and Approval of Programmes
Guidelines:

“Study programmes are at the core of the higher education institutions’
teaching mission. They provide students with both academic knowledge
and skills including those that are transferable, which may influence their
personal development and may be applied in their future careers.

Programmes

are designed with overall programme objectives that are in line with the
institutional strategy and have explicit intended learning outcomes;

are designed by involving students and other stakeholders in the work;
benefit from external expertise and reference points;

reflect the four purposes of higher education of the Council of Europe;
define the expected student workload, e.g. in ECTS; (...)"

[preparation for sustainable employment;
preparation for life as active citizens in democratic societies;
Personal development;

The development and maintenance, through teaching, learning and
research, of a broad, advanced knowledge base.

hitps://www.coe.int/t/da4/highereducation/PublicResponsibility/Explanatory
%20Memorandum%20public%20responsibility EN.asp |



https://www.coe.int/t/dg4/highereducation/PublicResponsibility/Explanatory Memorandum public responsibility_EN.asp
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global dimension

QA in HE

quality as added value
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MACRO

awards
MICRO

QA in HE

quality as added value

global dimension

LOs & QA

EQF (LLL)
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-

LO = a learner’s knowledge, skill and
competence CHANGE as a result of learning

= ‘LEARNING GAIN’

A

iput LO

input =2

OT

= Vui Ul

QUALITY
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- Aem 5
A iri HE underlying principles

quality as added value
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LO = a learner’s knowledge, skill and
competence CHANGE as a result of learning
= '‘LEARNING GAIN’

- APPLICATION

WHAT ARE YOUR e
COMPETENCES? COMPETENCES,
WALLS. BUT SKILLS!

23-3/1063 |

QA in HE

quality as added value
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QA & Vvision, mission and strategy

= Standard |.1:

WWW.enga.eu

\¥

QA in HE

quality as added value

“Institutions should have a policy for
QA that is made public and forms
part of their strategic management.
Intfernal stakeholders should
develop and implement this policy
through appropriate structures and
processes, while involving external
stakeholders.”
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Published institutional strategies for continuous enhancement
__Inthe past 5 years 2013/14

' s Al B 2550%

76-99 % <25%

50-75 % D None

X[OH -

Not available

$AD
@
.Li
£ MT
5% VA
Jodi e &
A in HE . :
= Implementation report 2015, fig. 3.1, p. 89

Source BFUG questionnaire
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The future of QA in HE | QA & vision, mission and strateqgy

SIART

HOW GREAT LEADERS INSPIRE
EVERYONE TO TAKE ACTION

THE

GLOBAL

BESTSELLER

SIMON SINEK

START WITH THE QUESTION “WHY ?”
THEN ASK “HOW ?”

QA in HE
quality as added vcl'ue S FINALLY ASK “WHAT ?"

— Simon Sinek (2009)
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“You have to earn trust by communicating and
demonstrating that you share the same values
and beliefs.

You have fo falk about your WHY and prove it
with WHAT you do.

Again, a WHY is just a belief. HOWs are the
actions we take to reaqlize that belief, and
WHATs are the results of those actions. When all
three are in balance, trust is bullt and value is
perceived.”

QA in HE
B e Simon Sinek (2009), p. 84-85
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Why = The Purpose

What is your cause? What do you believe?

How = The Process
Specific actions taken to realize the Why.

H O w What = The Result
What do you do? The result of Why. Proof.

QA in HE
quality as added value

g
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= \Why do we need quality (assurance)
managemente

»\Why do we want qualitye

= \Why are we in (higher) education?¢
=»\Why do we want a better society?
»Why do we need a befter worlde
=»Why do we want a better lifee

Ay mizicin »Why do we existe What is the added
Bt value we provide to life on the worlde




Look critically to the global context
with your external & internal stakeholders

Renew your vision

You cannot have a learning
organisation without a
shared vision...A shared
———————— vision provides a compassto
keep learning on course
when stress develops.

Peter Senge

QAINHE = [ —S—
qualityasaddedvalve === ——————————-—-—-—-—-—-—- - - —-—- - - - -TT--— oo oooooooommm e
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Look crifically to the
with your external &

global context
internal stakeholders

Renew your vision

from outside to inside
stakeholders

Use a SWOT looking
Engage all your

QA in HE

quality as added value




New concepts of QA QA & vision, mission and strateqgy

from vision to mission

vision mission
« WHY do we existe WHERE do we want to be¢
WHY should we exist in | HOW you will get theree¢

the (desired) future

* the FUTURE purposes PRIMARY purposes &

& values objectives related to your
STAKEHOLDERS' needs &
desires

* Where do we AIM What do we DO¢
to be?¢ What makes us differente

QA in HE

quality as added value
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from vision to mission

vision Mmission
* Answers the WHY<e & WHATe | Answers the HOW?¢
» Deals only with the FUTURE Deals with PRESENT leading to
the FUTURE

Answers WHEN? (10 vy) Answers WHEN? (5 y)

» Should be INSPIRING Lists the broad GOALS

» For the leadership, all staff & | Prime audience is the
potential clients leadership & stakeholders

* Tells what you stand for in Ties back to stakeholders’
the FUTURE (10 y) needs & desires

QAInHE - WHERE do we want to go toe | WHAT do we do todaye
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desired future vision = answer to the question ‘whye’

fo want

Why?e

at is our addea
value?

What do we want
mission mission

future needed achievable future

Which means do
we need?¢

How will we do ite

\/ fo be able

fo need

QA in HE

quality as added value
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quality as added value

global context
internal stakeholders

Look crifically to the
with your external &

Renew your vision

from outside to inside
stakeholders

Use a SWOT looking
Engage all your

Identify your existing | _ THOWT? ., | organisational (Q)C
ldentify your wished 'e We going 1o redliize our mission: organisational QC
is our mission in Q of HE?

Engage all your externa internal stakeholders

Use SMART quantitative&
Communicate top-down &

qualitative KPIs & indicators
bottom-up

(re)design your organisatio
Create independent facili-

its governance &structures
tating QA units
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QA & Vvision, mission and strategy

QA in HE

quality as added value

SWOT analysis

Strengths
. (areas you do well or advantages
of your organization)

Positive factors

Negative factors

{
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QA & Vvision, mission and strategy

Tuture

from vision & mission to (strategic) policy

QA in HE

quality as added value

e

\¥

DN
: HOW A
do we want to deadl
L with our situation@ y
|
: HOW A
do we want to deadl
L with ourselves? y
|
" VALUES, BELIEFS & |
CULTURE

J

-/Flos our\l
sifuation &

culture
changed?
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global context
internal stakeholders

Look crifically to the
with your external &

Renew your vision

from outside to inside
stakeholders

Use a SWOT looking
Engage all your

Identify your existing | _ THOWT? ., | organisational (Q)C
ldentify your wished 'e We going 1o redliize our mission: organisational QC
is our mission in Q of HE?

Engage all your externa internal stakeholders

Use SMART quantitative&
Communicate top-down &

qualitative KPIs & indicators
bottom-up

(re)design your organisatio
Create independent facili-

its governance &structures
tating QA units



Look critically Py % context
with your exter arvar HP's Meg Whitman stakeholders
on Creating a

® Sense of Urgency
40 The Big Idea
Embracing Agile
Darrell K. Rigby, Jeff Sutherland,

and Hirotaka Takeuchi

________________ 80 Spotlight
Hedge Your
Strategic Bets

Revi
Use a SWOT eVIew Gonens Suslc r:wo Acklal fyer Jtside to inside

Engage all y« | keholders

---------------- HOW TO
dently your w REALLY 4

Engage all your ext LEARN FROM

———————————————— FAILU RF g

Use SMART quantitc

ational (Q)C
ational QC
rnal stakeholders

five KPIs & indicators

Communicate top- -up

T
(re)design your org—[ = PAGE 88 srnance &structures
Create independe QA UnNits

QA in HE
quality as added valuve =0 ——————————— T~~~ 77
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global context
internal stakeholders

Look crifically to the
with your external &

Renew your vision

from outside to inside
stakeholders

Use a SWOT looking
Engage all your

Identify your existing HOWe organisational (Q)C

|ldentify your wished NS 11 gleing e ElES OLI WSO organisational QC

ission i f HE? .
Engage all your ex’remown'r‘@o/ internal stakeholders

Use SMART quantitative&
Communicate top-down &

qualitative KPIs & indicators
bottom-up

its governance &structures
tating QA units

(re)design your organisatio
Create independent facili-

QA in HE
quality as added value
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The future of QA in HE | How to measure quality?

Is the objective precise and well-defined?e | .

s it clear? | Specific .S
Can everybody understand ite : :
How will the individual know when the task
has been completed?

How will that be judged?
What evidence is needed to confirm ite

s the objective achievable? : :
Is it within their capabillitiese | Action-related, A
Are there sufficient resources? | |

s it possible for the individual(s) to performe

Measurable

| |
| |
How sensible is the objective in the current | Realistic 'R
Does it fite : :
~— s there a deadline? Is it feasible fo meete | |
ey os added oo Are there review dates? ' Time-related | T
B e is” s it appropriate to undertake the work now?! :




The future of QA in HE | How to measure qualitye

Specific: state exactly what you want to accomplish (Why, Who,
What, Where)

Measurable: how will you demonstrate and evaluate the extent
to which the goal has been met?

Achievable: formulate challenging goals within the ability to
achieve the outcome. What is the action-oriented verb?

Relevant: How does the goal tie into your key responsibilitiese
How is it aligned to objectivese

Time-bound: Set one or more target dates, the ‘by when' to )
| guide your goal to successful and fimely completion (include
A e deadlines, dates and frequency) )

ceaega




The future of QA in HE | How to measure qualitye

Standards & indicators

e Standard : a (kind of) description that describbes
how the organisation and its people should
develop and manage materials, products, services,
processes & systems in order to safisty the needs &
expectations of its stakeholders

e Threshold or excellence standardse

e Guideline : helps to explain how processes &
o procedures should/can help in order fo meet the
w standard (good practice)




The future of QA in HE | How to measure qualitye

e Indicator : breaks up standards info measurable and
appropriate units in order to measure how much the
organisation has achieved or is compliant with the
standards

¢ Indicators should give information on the
organisation’s performance as far as quality of Its
requirements are concerned and help the
organisation to improve its performance

e 3 functions of indicators : measure, signal &

QA in HE
quality as added value

communicate (internal & external)
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v Admission v Financial Aid
v Advancement v Graduation Measures
v  Alumni v Grants & Research
: v L
v Athletics IoCl
, , v Ofther
v" Business connections ,
. v Peer comiparisons
omiQUNIty connections :
Y v Retentigh
v Course meas v Satisfattion
v Connectio Strategic planning
educational institutions — STUWgemen’r
v Employee v Student sucCess
v" Enrollment v Technology
. v Facilities
QA in HE
quality as odded yalue Ballard, J. Paul (2013), Measuring Performance Excellence:
- - Key Performance Indicators for Institutions Accepted into the Academic Quality Improvement

Program (AQIP),Western Michigan University dissertation
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QA in HE

quality as added value

Building KPI Tree

Ist level
Total score of HEI

2Nndlevel

The criteria (e.g. teaching & learning |
research

3rd level
The rating scale
contains KPIs related to each criteria, and its rafing

scale

Suryadi, Kadarsah (2007), “Key Performance Indicators Measurement Model Based
on Analytic Hierarchy Process and Trend-Comparative Dimension in Higher
Education Institution”, Bandung Institute of Technology, Chile
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KPIs are performance
Indicators to measure
the realisation of an

- organization’s particular

- = qctivity or strategic goall.

e
=R e
e e
- TR
e

QA in HE

quality as added value




The future of QA in HE | How to measure qualitye

(sub-)categories of indicators

> Quantitative indicators with a number

» Qualitative indicators can’t be presented as a number

» Input indicators measure the situation at the starf of a process or the
amount of resources consumed during the generation of the outcome

» Process indicators represent the efficiency or productivity of the added
value during the process

» Qutput indicators reflect the outcome of results of the process activities

» Directional indicators indicate whether the organization is gettfing
better

» Actionable indicators measure the organization’s confrol to effect

QA in HE » (non-)Financial indicators (don't) measure the finances of operations

quality as added value

» Strategic indicators measure the realisation of strategic goals
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Why do we measure ?
v To understand

v To monitor

v To manage

QA in HE
quality as added value

v To improve
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(sub-)categories of indicators

% ne university must have a strategy \
v'The strategy must be franslated into policy
T

ne policy should be translated into goals or purpose
statements
v The realisation of the goals should be measured by
KPIs
v KPIs should be crucial to achieving your goal = KEY
v KPIs should be well-defined and quantifiable
v KPIs should tell the (degree of) achieving your goadl
D
D

v KPIs should reveal our strenghts & weaknesses
v KPIs should help us to decide what needs to be

changed
%DB should be communicated internally & ex’rema”y/
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(sub-)categories of indicators

% Ne Univers
The strateg

v
ST

s measure what you
VT value instead of

W valuing only what you
s can measure.

D
D
PlS s
D
D

o s Andy Hargreaves

s should

changed <
&(DB should ‘ex’rema”y/
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QA in HE

quality as added value

By setting new
measurable goals
. having learnt from
Improving through measu he provious
measurement

By setting goals
measurable
through KPIs

Quality
Improvement

By measuring
the realisation
using KPIs
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e Metric Tide

QA in HE

quality as added value
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How to measure quality?e

QA in HE

quality as added value

KPIs and melrics

Metrics are nationally imposed quantitave indicators that
are supposed to indicate the degree of quality or of
performance of a HEl

They are mostly linked to policies on subsidy from the
state/government

Sometimes linked with risk-based approach in national
EQA

Do not take into account the differences in mission,
stfrategy, resources, locations, etc of HE




The future of How to measure quality?e

v Begin each outcome with an active
verb after a phrase like On successful
completion of this
programme/module/ course...
stfudents should be able fo...

)~ v Avoid ambiguous or unclear verbs like
| fo know, tfo understand, to learn, to be
familiar with, to be exposed fo, to
appreciate, efc.

v The learning outcome should be
observable and measurable

v Be sure all the LOs fit within the aims
and content of the programme/HEl’s
strategic LO/National and International
Qualifications Frameworks

v Make use of the range of levels of
Bloom's Taxonomy

QA in HE

her Education Authority
NATIONAL DEVELOPMENT PLAN An tUdaras um Ard-Oideachas




PSYCHOMOTOR DOMAIN: BI y 'I'
Co-ordination of brain & nnm s axnnnmv

muscular activity

Produce new or original work
e Design, assemble, construct, conjecture, develop, formulate, author, investigate

Justify a stand or decision
eva I u ate appraise, argue, defend, judge, select, support, value, critique, weigh

' A h Draw connections among ideas
| a n a 'yze ‘ differentiate, organize, relate, compare, contrast, distinguish, examine,

experiment, question, test

Use information in new situations

execute, implement, solve, use, demonstrate, interpret, operate,
schedule, sketch

Explain ideas or concepts
classify, describe, discuss, explain, identify, locate, recognize,
report, select, translate

Recall facts and basic concepts
define, duplicate, list, memorize, repeat, state




AFFECTIVEDC ECTS Users’ Guide
Value issues |

5. Characteri
4. Organisatic
3. Valuing

2. Responding
1. Receiving

= LO = statements of what the individual
knows, understands and is able to do on
completion of a learning process.

= LOs are attributed to individual
educational components and to
programmes at a whole.

Programme LOs

v should adequately reflect the context,
level, scope and content of the
programme

v have to be mutually consistent

v have to be succinct and not too
detailed

v have to be linked with appropriate
learning activities, assessment methods
and assessment criteria

v have to be achievable within the
specified workload

v The achievement of LOs has to be
assessed through procedures based on

clear and transparent criteria.
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Standard 1.2 :

Design and Approval of Programmes

“(...) The programmes should be designed so that
they meet the objectives set for them, including
the intended learning outcomes. {(...)"

Guideline 1.3 :

WWW.enga.eu

\¥

QA in HE

quality as added value

Student-centred learning, teaching and
assessment

“(...) The assessment allows students to
demonstrate the extent to which the intended
learning outcomes have been achieved. (...)"



The future of QA in HE | How to measure quality?
necessary congruence between LO, learning & assessment

LO T & L forms assessment
cognitive lecture end of course exam
Demonstrate tutorials multiple choice
Knowledge ] ]
Comprehension discussions | essays/papers
Application .
Analysis laboratory | practical assessment
Synthesis fieldwork
_________ Evaluation I
affective clinical work | clinical practice

Integration of seminar presentafion

beliefs, ideas & peer group | project work

attitudes
presentation| co- or peer- &
- psychomotor overall assessment
quality as added value Acq uisition of
pr | physical skills Kennedy (2007)
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Good practices LOs & assessment

Assessment and
Demonstration of
Achieved Learning
Outcomes:

Recommendations
and Good Practices

Februari 2016

hitps://www.nvao.net/system/files/pdf/Proaramme%20with%20Cas
QA in HE e%20Studies-Presenters-List%200f%20Participants.pdf

quality as added value
https:.//www.nvao.net/peer_learning_event
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How to measure quality?e

QA in HE

quality as added value

Make of the LO living things
that are formulated by the
stakeholders, shared by the
whole team and shape the
teaching, learning and
assessment forms !

course design & QA

|ldentify aims & objectives

Write LOs using guidelines

Develop a teaching & learning
strategy
to enable students to achieve the
LOs

Design assessment method fo test
If LOs have been achieved

If necessary modify module
content &
Assessment in light of feedback




The future of QA in HE | How to measure quality?e

THE TUNING DYNAMIC QUALITY
DEVELOPMENT CIRCLE

TA i Tuning
Definition of degree Identification of Edticational Structires

profile l : resources in Europe

‘Programme design definition of
learning outcomes/competences

Evaluation
and
improvement :
(on the basis - Programme quality
Make of the of feed-back Shhanciment
that are fori | and feed
stakeholdel forward) ,
whole team

teaching, le —g-

QA in HE sl Selection of tipes of Selection of teaching and

quality as added value , assessement : Iearmng approaches

Construction
of curricula:

content and

-structure

g o
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By sefting new
measurable goals
having learnt from

the previous
measurement

By setting
infended LOs

By setting goals
measurable
through KPIs ' , | By setting new
ef® intended LOs better
to all stakeholders

Quality
Improvement

By measuring A
o |\
QA in HE the realisation

By assessing the
achievement of
the infended LOs

quality as added value

using KPIs
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Quality
Improvement

S’}wir;s'jfd . EQA: external review with recommendations on
uaiti ed value . . oy e

& external standards up to official recognition by
accreditation
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Responsibility

Active Learning

Collaboration

Vision/Mission

QA in HE

quality as added value
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Andy Hargreaves’ 4™ Way - As described by David Truss: http://pairadimes.davidtruss.com/the-4th-w
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Conclusion: ready for a change®?

QA in HE

quality as added value

/

dimensions of quality & QA
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Responsibility

Active Learning

Collaboration

Vision/Mission

QA in HE

quality as added value
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Andy Hargreaves’ 4™ Way - As described by David Truss: http://pairadimes.davidtruss.com/the-4th-w
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UNIQUE INSTITUTIONS

it ———— e

ONE SIZE DOES

NOT FIT ALL

QA in HE

quality as added value
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in need of a new generation of QA?

Center for American Progress | (&
V == e, g
R 1 Level descriptor:
ADDITION/ 9" : o ol ‘F AWARD ‘significantly above
PROVIDEF expectations’ and/or
EMPLOYMENT & EARNINGS (d) EVIDENCE TLEVEL 4 ‘compelling evidence of
(DLHE / HMRC data match) excellence’
RETENTION/CONTINUATION :
(from performance indicators) COMMON ~ {FAWARD Level descriptor
—P METRICS unspecified, but should
STUDENT SATISFACTION (c) MODULE { TLEVEL3 ‘differentiate’
(derived from NSS)
ADDITIONAL METRICS...
(to be added in due course) CONDITION :‘F AWARD Level descriptor
TESTS unspecified, but should
(b)(WP; CMA; G T LEVEL 2 ‘differentiate’
_________
R T ‘F AWARD . , .
QUALITY By Ben Miller, David Bergeron, and Carmel Martin October 2016 Level descrlptor: basellne

ASSURANC

quality assured’
(a) REVIEW TLEVEL1

WWW.AMERICANPROGRESS.ORG
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A new generation of qualitative HE(Is) & QA

v Develop a new vision & mission asking the questions WHY ¢
with all your stakeholders

v Translate your mission into a strategy with annual action
plans and communicative KPIs

v Use quantitative as well as qualitative KPIls and underlying
indicators

v Incorporate the measure of the realisation of the strategy
iNnfo TQM

v But never forget to focus on the cenftral processes and
actors as well as their quality culture(s) with all the
stakeholders

A e v" AND LEARN FROM YOUR FAILURES & ERRORS IN ORDER TO
IMPROVE
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A new generation of qualitative HE(Is) & QA

“Learn Irom the mistakes o1 othexs.
You can never live long enough (0
make them all yoursell.”
- (roucho Marx

(US Slapstick Comedian/ Film star) ~

QA in HE

quality as added value

/  http:/ispiritual-artwork.org/
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Measuring with wisdom

v Knowing what needs to be measured is just
the first step ...

v finding the right way to do so is the next.

v Deciding what needs to be measured is
something of a science;

v deciding how to measure remains an art.

v Organizations often construct complex
mechanisms for calculating a metric, when,

e IN Many cases, a far simpler one would

quality as added value o S U ffi C e .
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THANKS

DEAR COLLEAGUES, | HAVE GOOD NEWS: :’J"':;E?":;RN?M
OUR INTEGRAL ORGANISATION WILL R Wy THAT WAS ALSO
CHANGE INTO A HYBRID MATRIX ' MY INTENTION

FORMATION

\ SAYING

QA in HE
quality as added value
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THANKS

APPLICATION

THUS | CREATE A
MY REALSTRENGTH IS || - OH NO! | TRANSLATE DISRUPTIVE
STRATEGIC e STRATEGIES INTO N EXT! ALIGNMENT
OFTEN TELL BULLSHIT? ;

COMMUNICATION DIFFERENT POSITIONS FOR THROUGH A HIGH

EACH STAKEHOLDER i END CONTENT

QA in HE
quality as added value




