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Foreword

In the past few years, an increasing number of Universities of Higher Professional Education (hogescholen) have shown an interest in the model of the European Foundation for Quality Management and are making use of the ‘Method for Improving the Quality of Higher Education based on the EFQM Model’ of the HBO Expert Group, occasionally in combination with the INK Management Model
 for the public sector. English, Flemish, Spanish, Czech, Latvian, German and Vietnamese versions of the method have now been published. 

On the one hand, the new developments in the use of the NNK Management Model in Universities of Higher Professional Education were the direct impulse for the publication of this new version. It harmonizes better with the INK Management Model, particularly in the identification of the subcriteria. We acknowledge that the INK is the author of this model and we express our gratitude for this. However, new developments in higher education accreditation were the primary reason to publish this new version.

Institutes for Higher Education use this ‘Method for Improving the Quality of Higher Education based on the EFQM Model’ to work on total quality management. Staff members assess the stage in which their organization is situated in terms of nine criteria: leadership, policy and strategy, people management, resources, management of processes, customer satisfaction, people satisfaction, impact on society, and business results. At different levels in the organization and in the context of either internal or external quality management, this method can be used to make a self-diagnosis and to formulate points for improvement. The method allows the organization to make thorough preparations for an investigation and consultation by an external audit team or visitation committee (in the context of accreditation).

Those involved in institutes of Higher Professional Education are positive about their experiences with the 'Method for Improving the Quality of Higher Education based on the EFQM Model'. Many people have provided feedback that has helped us enormously. Here, we can mention the Audit and Control Department of the Hogeschool Zuid, participants in the audit courses at the Hogeschool Arnhem and Nijmegen, and, of course, our colleagues at the higher education institutions where we ourselves work. With their assistance, we have managed to produce a fourth (Dutch) version of the method which we believe harmonizes better with the requirements of the growing group of users. We thank all those who have given feedback which has enabled us to implement improvements. After all, continuous improvement is only possible in this manner. Finally, we express our gratitude to George Hall for his excellent translation into the queen’s English.
It gives the members of the HBO Expert Group great pleasure to offer this new version of the method. We wish you much success in its application.

The HBO Expert Group

Groningen, Eindhoven; April 2006
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1.
Introduction

The fourth version of the Method for Improving the Quality of Higher Education based on the EFQM Model differs on a number of points in comparison to the third version (April 1996). Nevertheless, the intention of the fourth version has remained the same.

The main difference concerns the harmonization with the INK and with the NVAO framework.

Our method now specifies more clearly the relationship between our subcriteria and those of the INK. As a consequence, the use of both models, at various levels in the organization, has become easier.

In the past year, the implications of the NVAO framework for quality assurance in higher education began to become evident. The new law on accreditation came into force in August 2002. The Nederlandse-Vlaamse Accreditatie Organisatie, NVAO (Dutch-Flemish Accreditation Organization) was subsequently set up. Advanced education is expected to work systematically on quality assurance and to guarantee quality (stage 3 of EFQM). An internal quality system is becoming increasingly important. This fourth version clarifies in several ways the connections between EFQM and the framework of accreditation and between audit and visitation. At the same time, this means that the method has been updated and fulfils present-day demands. 

In the scoring, we have returned to the 5 stages as set down in the second version. In the third version, we honoured the wishes of users by linking the division into five stages with a ten-point scale to allow users to introduce more refinement. In this fourth version we apply these stages in a recognizable way, making them applicable for those who specify more subtle distinctions in terms such as ‘stage 1 moving toward stage 2’.

The overlap in concepts has been further restricted, while consistency in describing the stages has been enhanced. The user possibilities and procedures modules have been extended.

The HBO Expert Group

2.
The basic model

2.1 Future situation, inspiration, co-operation and structure: the excellent organization


People work with models, otherwise the models do not work.

Inquisitive, good, wanting to be better – this attitude forms the basis of the EFQM model.

Key questions here are: is the organization, are we, am I willing to learn, to improve, to innovate? What inspires us, you and me? The EFQM model furnishes structure and something to hold on to in the complexity of an organization. At the same time, vision and a precise ‘imagination’ are needed. One has to have a view of the ‘Big Picture’ while also being concrete.

If properly used, the EFQM model can combine structure, facts, system and grip (a clear view of the organization) with the inspiration, ownership, optimism, and creativity needed for the difficult small-step work.
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In real-life practice, one tends to approach the system one-sidedly, to approach it from a logical analytical angle and to rely on research techniques and results. However, working in an optimum manner with EFQM requires a certain conduct, attitude and culture from the organization. The following change is often required:

	From
	To

	We are on the receiving end. The Governors want it.
	How can we improve ourselves and secure what we have already achieved?

Magic!

	
	

	We want quick solutions and average is good enough!
	We want to be unique, to excel!

Our imagination is the limit!


To realize an inspiring, effective and efficient quality assurance system, a balanced approach will have to be taken with three components of quality assurance: the technical component, the leadership component, and the behavioural component.
  

Quality assurance means using techniques (surveys, core figures, fishbone diagrams, and Pareto).

But quality assurance also means leadership, management contracts organizing a Planning and Control cycle. However, the leader cannot do everything alone and neither can the individual member of staff, group or department. Without ‘followers’ who also shape the vision, and develop and display inspiration, there can be no leader. On the other hand, it is the case that regardless of how well an individual member of staff, a group of teachers or a quality assurance department may perform, the effect will be rather minimal if you compare it to a co-operative situation based on shared viewpoints, agreement and inspiration. Quality assurance thus means a change in behaviour for everyone in the organization.

 The HBO Expert Group has opted for the model developed by the European Foundation for Quality Management (EFQM). The model has been developed by the Netherlands Institute for Quality (Instituut Nederlandse Kwaliteit) in two publications: the Guide to Self-Evaluation (Gids voor Zelfevaluatie) and the Guide to Positioning and Improvement (Handleiding Positiebepaling en Verbeteren), both being special versions for education. This choice was made not only because the model is very easy to understand and use, but also because it is more complete than other models. In addition, the Expert Group felt that it is important to create and maintain a link with existing initiatives and developments in trade and industry, in both the Dutch and European business sectors. These developments and initiatives are aimed at encouraging organizations to apply total quality management principles and to stimulate them to seek continuous quality improvement.

The HBO Expert Group felt it was necessary to produce a version that was more specifically aimed at the special requirements of Higher Education, in order to increase the usefulness (and acceptation) of the model. At the same time, a number of recent insights from the field of business studies have been added and all criteria named in the basic model have been made suitable for use in educational organizations and, in terms of their contents, have been geared towards study programmes in Higher Education.

2.2
Underlying concepts of the EFQM model

Because the model is an aid to people and people work on a basis of concepts, images and values, we shall briefly discuss the underlying concepts of the EFQM model. The basic model borrows a great deal of its merit from its working as a conceptual model
 that is applicable to all organizations regardless of their size, structure or the sector in which they operate. It is a framework that does not prescribe which stage ought to be achieved by an organization or the manner in which an organization ought to develop or organize itself. However, the EFQM model, like any other model, is not value-free. For this reason we explain the underlying concepts and dimensions. Eight fundamental concepts lie at the foundation of this model.

Result-orientation
The organization wishes to excel, and realizes that it will have to generate added value and reach a balance in fulfilling the expectations of the various interested parties (professional field, staff, students, contributing schools, society, government). The organization has a transparent working method aimed at consistently achieving this added value and balance, both now and in the future.

Customer-orientation

The customer is the person who ultimately assesses the quality of the product and services. The final results as a market share, the percentage of graduates with a job at an appropriate level, become more convincing if there is a clear orientation to the requirements of present and potential customers.

Leadership
A good leader listens to his or her surroundings, motivates others, and brings clarity and uniformity to the targets of the organization. He or she is a role model and creates an environment in which people can function and perform optimally. The key terms are: continuity in interpretation and orientation, innovation, entrepreneurship, and creativity.

Management on the basis of processes and facts

Organizations function better if one has a view of all coherent activities and processes, communicates them to interested parties, and co-ordinates them systematically. Decisions on current and planned activities and improvements or innovations are based on reliable information. Managing on the basis of processes and facts implies the operationalization of targets, systematic measurement of results and process indicators.

Development and involvement of members of staff

Getting the best out of people in the organization is largely determined by shared values and by a culture of reliability and empowerment in which the involvement of each staff member is stimulated, along with co-operation and creativity. Bureaucratic structures are largely demolished.

Continuous learning, innovation and improvement: a Learning Organization

In addition to knowledge management and the sharing and exchange of knowledge, the generation of a culture of Continuous Learning, Innovation and Improvement is emphasized.

External orientation and partnerships

The staff members look beyond their borders and those of their own organization. They perceive developments, they compare themselves with and learn from others and from other organizations. Entering into partnerships in which development/innovation is collectively tackled and knowledge is shared represents an important and far-reaching step.

Social responsibility

The long-term interests of an organization and the people working there are best served by an ‘ethical’ approach in which the organization more than fulfils the expectations and legal minimum demands of society. Concepts such as ‘values’, ‘social accountability’, ‘ethical’, and ‘durable’ are associated with this aspect.

2.3 From underlying concepts to the model: components, learning cycle, and core issues
Explanation of the basic model
In the EFQM model,
 the organization is divided into nine criteria (see the figure below) that are subdivided into two sections: the Organizational section (1-5) and the Business Results section (6-9). Each of the nine criteria is divided into a number of aspects. The organizational criteria form the preconditions for effective, efficient and inspired work and good results. The position of an educational institution can be determined for each of these criteria.


(PLAN)
(DO)
(CHECK)

                                                              (ACT) 

The learning cycle of the organization

A characteristic feature of the model is the strong connection of the organizational criteria to the results. The aims and effectiveness of plans and actions must be demonstrated by the results achieved. The ‘Learning, Improvement and Innovation’ arrow articulates an essential element of the model: the total model is actually a learning cycle for organizations. As a consequence, it can be regarded as a dynamic model. The heart of the basic model is therefore: learning. In quality assurance, one often refers to the PDCA cycle (Plan-Do-Check-Act) to which the names of Shewhart and especially Deming are linked. This learning cycle forms the core of the model and shapes the eight underlying concepts.

                  [image: image2.png]ACT PLAN

Revise Plan and
approaches and develop

their applications | the Policy

and determine the Approaches
the required

results

CHECK [2]e]

Assess the Apply

approaches and
their
implementation
(results and
processes)

Elaborate the
Policy, Distribute
it, and Implement it




Plan: determine the approach: determine the direction, choose the strategy of approach, specify the goals, plan the implementation. Question: are the various activities based on well-underpinned, adequate and well-communicated plans?

Do: elaborate the approach, distribute and implement it. This stage includes the allocation of people, resources, and the implementation of the work. Question: are these plans being carried out properly?

Check: assess your approach: measure whether or not the specified goals have been realized (results and processes). Question: are measurements being taken to check if the plans have been well implemented? Is this being done in a valid and reliable manner?

Act: analyse the measurements, review new external (social) developments/trends, and make lasting improvements. Question: if the evaluation indicates that the plans are not being properly implemented, are there improvement plans, can they be implemented? 

In real-life practice, staff members, teams and departments regularly apply this cycle but probably they are not always equally consciously, systematically, and with regard to other members of staff and departments. By applying the cycle consistently and at all levels and by writing down the procedures developed for this purpose, you gradually develop a quality assurance system in conjunction with your colleagues.
 Every few years you redetermine your position to examine whether or not your system of working has improved. In other words: whether or not you are doing what the students demand: planning, implementing, justifying, and reflecting. In that sense, the application of the EFQM model and the report of an EFQM inspection / determination of position are the same as learning from students and assessing by means of their portfolio.

2.4 Explanation of the stages: what do you examine in real-life practice?

In the Method for Improving the Quality of Higher Education based on the EFQM Model, the nine criteria and their components have been worked out in five developmental stages.
 These developmental stages indicate a growth path or, in other words, a direction for improvement, from stage 1 to stage 5, in which each stage implies the preceding developmental stage.

A score in stage 1 does not mean that the educational organization provides study programmes of poor quality; it indicates rather that the organization is capable of growing through the other four developmental stages, through which there is an increase in the guarantee of quality provision. 

Stage 5 within the model is reached when:

· The PDCA cycle is applied in all activities at all levels – by the governors and at the level of each separate study module, in the education and in staff policy, accommodation, timetable, etc.

· These cycles form a coherent whole. People and departments and the organization and the environment do not work independently of one another.

Within EFQM, this situation is expressed by the terms ‘breadth’ and ‘depth’ (see section 4.1). In addition, the quality of the approach, the ‘underpinning’ or solidity also plays an important role.

Dimensions

The Method for Improving the Quality of Higher Education uses the following five dimensions in its scoring procedure:

· Orientation: this is the degree to which the organization has an external outlook (from internal to external), which is partly linked to external participation and partnership.

· Participation: this is the degree to which staff members, supplying schools, and the professional field are involved with decision making; the support base (from individual to society).

· Policy making: from facet policy to systematic policy making in all areas (width and depth) and from short-term to long-term policy, from policy with shallow depth to policy with maximum depth.

· Documentation of agreements: from informal, non-recorded agreements and arrangements to the adjustment, improvement, establishment and communication of processes/procedures).

· Improvement: from ad-hoc problem solving to anticipating developments and from isolated measurements to demonstrable improvements.

The developmental stages have been designated in accordance with the classification made by the Netherlands Institute for Quality (Instituut Nederlandse Kwaliteit) and have been categorized as being activity-oriented, process-oriented, system-oriented, chain-oriented, and oriented towards total quality management.

Example: Five stages in which an educational organization may find itself.

As defined and described above, the five stages may not be very recognisable to an educational organization. This section attempts to show what a department that is currently at a certain stage may look like. It is important to realize that the educational organization itself chooses the stage or combination of stages that fits it best. 

The five dimensions underlie each stage: orientation, participation, policy, documentation and improvement. A detailed description of these dimensions in the five stages is given in Appendix 1.

Stage 1: Activity-oriented
In stage 1, the working methods and culture are highly informal. The organizational policy is aimed at facilitating teacher activities and, in a way, at leaving the teachers to do their job. The recording of agreements is regarded as having only limited relevance. Decisions are typically made on an ad-hoc basis and aimed at the short term. The sum of the competences of the individual teachers comprises the total vision of the organization on the profession and the education. Objectives have been formulated for each subject, and it is primarily the teacher who guides the student through the subject on the basis of an individual vision on the substantiation of his profession.
If quality is evaluated at all, this is mainly the responsibility of the individual teacher. The following of external developments and the introduction of these is largely a matter or the individual teacher.

Stage 2: Process-oriented

Typical for an educational organization in this stage is that the autonomy of the teachers has been reduced because they have to attune their work to that of their colleagues. This also means that they should consult each other about what they do in their modules. Besides the substance, the educational process also receives the attention it deserves (learning to teach, supervising learning processes).

Groups of teachers and auxiliary staff have a collective vision on the profession and the education. 

There is mention of a short-term policy, often poorly underpinned, which is recorded in an annual plan. The contours of a policy cycle are beginning to appear at programme level. The policy is oriented to a few aspects of the organization. Attention is devoted to the coherence between education, facilities, and supporting processes. Parts of a (working) evaluation system as present.


Stage 3: System-oriented
The involvement of staff and students in the curriculum and in the organization increase visibly. The autonomy of the teacher has been further reduced because he or she functions almost entirely as a member of the educational team that is jointly responsible for the curriculum. The programme unit functions as a knowledge centre for the whole educational institution.

Typical for an educational organization in stage 3 is that, apart from the subject matter and the educational process, supporting processes receive the attention they require. The learning process of the students, staff and the organizational components has now become the starting point of the education and the organization. 

The PDCA circle has been closed and is fully realized for all aspects of the organization: education and support across the entire front. Moreover, the aspects and the cycles are interrelated. Study ability and ‘minor quality’ are core concepts in this stage.

The study course management - a team whose tasks include management, educational development, teaching activities, research, and providing services to third parties - manages teaching teams on the basis of shared agreements. A medium-term policy has been developed for the entire organization. 

Measurable goals related to the policy have been formulated, and convincing evidence that activities are being carried out in accordance with directives and procedures is presented.

The general orientation shifts from internal to external and is directed towards the market and the profession. A quality assurance system is operational and most performance indicators have been carefully defined and are actually applied. The organization is responsible for quality improvement.

Stage 4: Chain-oriented


External orientation is especially characteristic of stage 4. There is a general attitude of ‘looking outward’, inquisitiveness, a desire to learn, and comparison with others, even beyond the national borders. The teacher plays an important role in the relationship between the programme and the external world and can be held accountable for this. 

The external orientation is broadly embedded in the organization. There are structural contacts with the supplying schools and with representatives from the professional field (including partnerships).
 The programme organization informs itself comprehensively of the activities of its competitors and attunes its own policy to this, by means of benchmarking. A positive trend with regard to comparable organizations can be demonstrated.

There is an integral quality assurance system that leads to continuous improvement (stage 3). Due to the fact that the organization is situated in stage 3, the results of external orientation are genuinely translated into the programme. Interested parties are intensively involved in all stages of the PDCA cycle.

The educational department is also opened up as a knowledge centre for use outside the home institution, particularly for the professional field. It engages in market-oriented activities which produce a visible ‘spin-off’ for the regular study programmes, as in the form of projects, for example, for which the professional field is the customer. At universities, scientific research has the same effect.

In the structuring of, and task allocation within, the organization, the management deliberates continually on which tasks the organization wishes to perform itself and which services will be hired in. Activities and objectives are visibly related to the strategic and medium-term policy. Procedures and guidelines at interfaces are applied throughout the organization and are formulated in conjunction with the relevant representatives from the professional field.

There is a demonstrable general positive trend in the results in comparison to similar organizations.


Stage 5: Total quality management
	


Educational organizations in this stage are innovative in all areas. The organizations do not follow trends but rather initiate objectives with regard to the professional field and other interested parties. Being enterprising and continuously introducing improvement are features that are anchored in all layers of the organization and have become second nature to the members of staff, as it were. The organization recognizes its role in society (involving durability, the relation with the direct environment, for example). Where this is relevant, society actively participates in the development of the organization.

External developments are central to policy development. Scenarios for the future and trend analyses help to determine the policy and this policy is implemented. Throughout the organization, activities are carried out in accordance with procedures and guidelines. Apart from those with a direct interest (customers, suppliers), other interested parties are also involved in the formulation of procedures and directives.

A complete quality management system is firmly embedded in the organization. The performance indicators show a positive trend. The organization systematically compares itself to excellent organizations. It is comparable to the best organizations in the (international) sector. The organization fulfils a model role.
 
3.
Working with the method: step-by-step plan, determination of position, and scoring

The EFQM model offers a tried and trusted structure for determining an organization’s position – which is also referred to as ‘internal audit’ or ‘self-assessment’. In this determination of position, the management, teachers, supporting services and students examine the quality management within (a part of) an organization. The outcome indicates the stage at which the organization currently finds itself in terms of quality, and forms the impulse for the generation of improvement plans.
 

What one should always keep in mind is that this concerns a self-evaluation, a self-assessment aimed at a process of continuous improvement and not an external check or a justification of one’s activities to the Inspectorate of the Ministry of Education or a visitation committee. The essential nature of a ‘self-assessment’ remains intact, even if one asks external auditors to use this method to make an assessment.

The determination of position is carried out by a group of staff members who are well acquainted with the procedures within the educational department or faculty. As a consequence, the results of the investigation give a true picture of the state of things within the department. This is a positive element in creating a broad support base. In principle, all layers of the department are involved in the scoring. This primarily concerns the management and a sample of the educational staff and the auxiliary staff. If necessary, a part can be scored by students, members of the programme committee, for example.

If a relatively small number of staff do the scoring, the work can be done quickly and – provided it is a good sample – a good determination of position can be realized. However, in that case, more attention will have to be devoted to explaining and discussing the scores and trying to reach consensus (the consensus sittings).

The advantage of using a (large) sample from all layers is that mutual exchanges and adjustment of ideas take place. In this way, communication, participation and involvement are favourably influenced. This also produces future benefit.

It is important that, whatever else happens, each part is filled in by people who have experience or knowledge of the relevant criterion within the organization.

In the abbreviated version, only the management does the scoring and that is the basis for the policy to be developed. Working properly with the method requires expert supervision and training in the application of the EFQM model. This is particularly applicable on the very first occasion. If you wish to use it, please contact one of the members of the HBO Expert Group. We shall now briefly explain the five steps of the method.  The standard version
 will be outlined first, and then the abbreviated version.

3.1 The standard version

The standard version has 5 steps

Step 1
Preparation

-
Determine the organizational unit that is to be assessed. One occasionally refers to the ‘organizational  level’, such as the section, department/unit, faculty or college.

-
Define as precisely as possible a number of key concepts, such as ‘management’, ‘executive’, ‘organization’.

-
Determine what will happen with the results.

-
Plan the communication around the determination of position (who, when, what, how).

-
Determine who is to evaluate which criterion.

-
Train the person who co-ordinates the determination of position.

-
Prepare the staff who are to participate in the determination of position (explanation, meeting for instruction).

Step 2
Scoring the method

The individual members of staff (or a representative sample) read the entire method thoroughly and assess all criteria and constituent aspects to determine the stage in which the organization currently finds itself. Each participant fills in the score on his/her own, there are no mutual consultations.

Step 3
The consensus meeting: determining the position

The members of staff inventory and discuss the differences in the individual scores at a consensus meeting. The aim is to seek consensus on the strength of argument, not to reach an average or to accept the stage that was most scored. Appendix 2.2 contains a competence profile for a consensus leader (Observation form for the auditor).

Step 4
Improvement

As soon as there is a view of the total score, the organization can orient itself to possible measures for improvement.

-
The formulation and prioritization of a limited number of attainable improvement measures.

-
The regular policy cycle. Include the priorities in the (short, medium and long-term) policy of the organizational unit and in the planning and control cycle.

Step 5
The (external) audit team (optional)

-
Analysis of documents

The organization sends material, such as policy documents, to an audit team consisting of external experts. The outcomes of the consensus meeting need not be sent. The audit team studies the written documentation and information and assesses the stage in which the organizational unit is currently situated.

· Visit of the audit team to the institution.

The audit team visits the institution and holds discussions with individual members of staff and students or a representative sample of these. The discussions are held in line with an agenda; the discussion partners have different functions in the organization.

A feedback report containing the final results is then formulated. This report contains very concise recommendations. The organizational unit can use this report for the formulation and prioritization of the improvement measures. If necessary, external experts are involved in the process in the form of a workshop.

3.2 
The abbreviated version

Of course, the organizational unit can also opt for an abbreviated version: self-evaluation and audit. This procedure has two steps.

Step 1
A self-evaluation committee of an organizational unit (such as the management and experts in various sections) analyse the written documentation and information themselves and record their findings in a self-evaluation report. This report can be supplemented with comments by external experts.

Step 2
If required, this step can be followed by an oral audit by the team of external experts who hold discussions with various officials in the organization as well as with students. The audit team formulates a report that can also be used for external purposes. If necessary, this step is prepared by internal auditors during a pre-audit.

4.
Scoring
4.1
Scoring the organizational criteria

Determining the stage of your organizational unit should be done in the same manner for all organizational aspects. The developmental stages are listed from left to right on the horizontal axis. The constituent aspects of the criterion under investigation are given on the vertical axis. For ‘Management of Processes’, for example, these aspects are ‘Professional profile, educational end terms, and vision on education (specifications)’, ‘Curriculum’, ‘Study modules’, and so on. Each cell of the matrix (i.e. the intersection of a stage and a constituent aspect) contains a short description of the particular aspect that is characteristic for an organization in that stage. These descriptions are given by way of example and do not cover all dimensions that should be considered when scoring. It is therefore highly necessary that the scorer also consider the underlying dimensions or aspects that should be taken into consideration (see also Appendix 1).

It is essential that the scorer have insight into the progression of the descriptions in the cells for each developmental stage. Apart from stage 1, each description of a higher stage implies the descriptions of the lower stages. In other words, one cannot assign a score for a higher stage if not all requirements for the lower stages preceding it have been satisfied. A practical example: your study course satisfies all requirements for stage 2 of ‘Curriculum’ and no requirements for stage 3, but it does meet some requirements for stage 4. In this case, it is wrong to assign a score of 4. The correct score is stage 2. A ‘hole’ in a row of the matrix is therefore not possible! However, it is important to mention realized elements from stage 4 — for example in an evaluation report — for purposes of achieving consensus, diagnostic reasons, and establishing priorities.

How to score
The scoring should be done for each constituent aspect of each criterion, in the following manner:

1.
Read the descriptions in the cells of the matrix for the criterion you are dealing with (from left to right);

2.
The extent to which your organizational unit satisfies each characteristic determines whether you continue reading, until you encounter a stage which your organizational unit does not satisfy wholly or partially;

3.
Determine the ‘highest’ stage for each aspect. Above the description of the stages the numbers 1 to 5 are printed. If the organizational unit has all the characteristics of a particular aspect, assign that number. If it has only one or only some of the characteristics, it is ‘moving from stage 1 to stage 2’, for example.

Tips

We wish to present 4 tips that can help you with the scoring:

1. Do not assign a high score too lightly!

2. The dimensions are more important than the texts in the matrices.

3. Breadth and depth are the important dimensions.

4. The quality of the approach is essential.

Do not assign a high score too lightly!

This method is an instrument for self-evaluation. It is therefore useless — and may even be harmful — to assign a higher score than is justified by the current state of affairs. In the end, inflating one’s position will have a negative effect. It is counterproductive to a continuous process of improvement and learning.

Always ask yourself ‘Could I really convince an outsider that this is true?’ The description of the stage and those in the cells do not mention this consideration all the time, but it is essential that it be kept in mind constantly when assigning the scores for the various stages. When scoring, you should always assume that the situation reflected by your score should be demonstrable to a relative outsider. Be critical; ask for ‘proof’, an example. At ‘Improvement’ in the overview, you can read ‘Knowledge and experience about some aspects of the educational and supporting processes are gathered, documented, and used for steering and improving these processes.’ This sentence should really be read as follows: ‘It can be shown that knowledge and experience…’ As teacher or manager you should always ask yourself ‘If someone were to ask me to ‘prove’ this assertion, can I deliver such proof or should he or she just take my word for it?’

The text in each cell is intended to give you an idea of what is meant. It is not a systematic overview of all five dimensions. Individual scores may be transferred to the report instruments described in Chapter 5.

The dimensions are more important than the texts in the matrices

It is extremely important that you not only read the descriptions in the cells when scoring, but that you also have a thorough insight into the table of Appendix 1. If you read the descriptions for each stage from the top of the table to the bottom, this will give you a good picture of an organization in that particular stage. How an organizational unit may be improved for a particular dimension may be understood by reading the descriptions for each dimension from left to right.

Breadth and depth are the important dimensions

Stage 5 within the model is achieved when:

· The PDCA cycle is applied in all activities at all levels; by the Board of Governors and on the level of the individual discipline, in the education and in the staff policy, accommodation, timetabling, etc.

· These cycles form a coherent whole. People and departments and the organization and the environment do not operate at cross purposes.

Within EFQM, this situation is expressed by the terms ‘breadth’ and ‘depth’. How broad and how deep are the policy and strategy and the intended improvements? A starting point of the model is that the realization of sufficient breadth and depth strongly enhances the chance of realizing the required results now and in the future. Breadth refers to the number of organizational aspects and the number of types of units (horizontal) covered. Is an approach being taken as the starting point by all units (faculties, departments, supporting services, etc.) and applied and measured? Depth refers to the extent to which the model is actually used by departments and staff in a vertical section through the organization. How strong is the relationship between a policy memo issued by the Board of Governors and the behaviour of teachers or staff of the technical services unit?

The quality of the approach is essential

The key question in the scoring process is: ‘Is the approach well founded?’ In other words: are evaluation data and environmental information explicitly used with new policy or with a new approach? Is there enough thought and craftsmanship behind the approach? Are the core processes well chosen and described? Is the approach being systematically elaborated and implemented? Are the options in the way in which the approach is elaborated or implemented well thought out? Is the choice of constituent aspects well founded, are they measurable and related to objectives? Is the learning circle closed? Is the evaluation or the measuring system well thought out? Have people based their improvement proposals on measurements? Are the measurements reliable and valid? Has the measuring system itself been assessed and revised?

4.2
Scoring the result criteria

In filling in the result sheets, you determine by means of the matrices the extent to which the interested parties in the organization or organizational unit are satisfied with the current state of affairs. This concerns the customer system (students, professional field, government), the staff, society at large, and the financiers.

An example of the matrix for the ‘People Satisfaction’ criterion is displayed below. Each result area matrix has the same structure.

	7. People satisfaction
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management



	General Description of the Stages

People satisfaction with:
	Data are available on the people satisfaction.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives, and this comparison has been documented. 

An explicit decision has been taken on the basis of the results of this comparison.
	The data have been compared to those of fellow organizations, and this comparison has been documented.

An explicit decision has been taken on the basis of the results of this comparison.


	The results have been compared to those of excellent organizations both at home and abroad, and this comparison has been documented.

An explicit decision has been taken on the basis of the results of this comparison.



	Leadership
	
	
	
	
	

	Policy and strategy
	
	
	
	
	

	People management
	
	
	
	
	

	Resources
	
	
	
	
	

	Management of processes
	
	
	
	
	


You will see that, in the result areas, the stages are identical, but the matrix deviates from the organizational areas. There is no text in the cells. One short description is provided in the Table, which refers to all the subsequently listed indicators and, where relevant, to the indicators chosen by your organization(al unit). The stages are described below. However, there is great similarity to the scoring process in the organizational areas.

A number of constituent aspects have been included in the first column of the matrix. In each result area, you can also add the indicators that you apply in your organization(al unit). Examples of this are presented in the text preceding the matrix. 

The constituent aspects are scored on five stages that have been placed in a logical order of sequence in the top row of each matrix. We shall describe the significance of the stages.

1.
Data

You need data to determine your position in the result area. Only factual material can indicate which results you have achieved. The compilation of the necessary information does require preparation, but it will subsequently enable a quick response to the ensuing questions. If you do not possess any (or have only incomplete) factual material for the constituent aspect in question – thus, with a score of 0 or ‘moving towards 1” – you will not be able to fill in the other 4 stages. Thus, data (of sufficient quality) must be available on one or more indicators for each constituent aspect.

2.
Trend data available 

Data are available on trends. In addition, the current trend has been analysed and the results of this analysis have been documented. If there are no trend data available, you will have a score of 1; you will not be able to score this stage or any higher stages. If trend data are available, but have not all been analysed and/or documented as yet, you will have a score of ‘moving towards 2’, and you will not be able to score in the higher stages. You will score 2 when the trend data are available and these have been analysed and documented. You can then move on to score the following stage.

3.
Comparison to your objectives

The data have been compared to the objectives and the result of this comparison has been documented. An explicit decision has been taken on the basis of the result. You will have a score of 2 when the data have not compared to the objectives. When the results have been compared to the objectives, but the result of this comparison has not been documented and/or no explicit decision has been taken, you will have a score of ‘moving towards 3’. You will score 3 when you fulfil all the demands of this stage. 

4.
Comparison to fellow organizations

You have compared your data to those of fellow organizations. The result of this comparison has been documented. An explicit decision has been taken on the basis of the results. You will have a score of 3 when data have not been compared to those of fellow organizations. When the data have been compared, but the result of this comparison has not been documented and/or no explicit decision has been taken, you will have a score of ‘moving toward 4’. You only score 4 when you have fulfilled all the demands of this stage.

5.
Comparison to excellent organizations

You have compared your results to those of excellent organizations both at home and abroad. The result of this comparison has been documented. An explicit decision has been taken on the basis of the results. You score 4 when data have not been compared to those of excellent organizations. When the data have been compared but the results of this comparison have not been documented and/or no explicit decision has been taken, you score ‘moving towards 5’.

4.3
Determining the position

When scoring, proceed as follows: 

 0.  The organization selects its constituent aspects.

1. You allocate a score for each constituent aspect. First check the constituent aspect in question at the left-hand side of the sheet. 
If your organization/ organizational unit completely satisfies the demands of the stage, proceed to the next stage until you reach a stage in which not all the requirements are met. If that is not the case, begin scoring the next constituent aspect. Then enter your score for that constituent aspect on the scoresheet.

2. In this way, determine the highest score for each constituent aspect that your organization/ organizational unit has chosen.

Here, too, you should be cautious about scoring all too easily in a higher category! On the other hand, you don’t have to find fault with everything. It is a method for self-evaluation – views that are too positive or too negative are counterproductive.

Example

In the example matrix of the ‘People satisfaction’ result area, shown in section 5.7, examine the constituent aspect ‘People satisfaction with Leadership’.  Then examine whether or not you have sufficient data on this topic. Whether or not this is ‘sufficient’ is a matter that you will have to decide yourself. In any case, data must be available on at least one indicator for each constituent aspect. With respect to the ‘People satisfaction with Leadership’ constituent aspect, data must be available on indicators such as ‘style of leadership’ and/or ‘exemplary behaviour’ and/or ‘involvement and support’, etc. If you believe that there are sufficient data, fill in a score of 1. If you only think that this is partly true, fill in ‘moving towards 1’. This may be because data are only available on 1 of the 2 indicators that you find important, or you may consider the quality of the data to be mediocre because, for example, they are outdated.

If there are no data available at all, enter a 0 and proceed to score the next constituent aspect.

Only if you have filled in stage 1 do you move on to stage 2: trend data. If you think that there are no trend data on one of the chosen indicators within the constituent aspect, do not enter a score. The score on this constituent aspect remains 1. If there are trend data on at least one indicator and the trend data have not been analysed and/or the results of this analysis have not been documented, enter ‘moving towards 2’. If trend data are available on all the chosen indicators and these data have been analysed and documented, you can enter a 2.

Only if you have filled in a score of 2 can you move on to stage 3: comparison to the objectives.

You repeat the same conceptual moves: are the scores on the indicator(s) related to the objectives? If this is not at all the case, you do not score at all. The score on this constituent aspect remains 2. If you think that comparison takes place systematically, score 3. 

In practice, you can carry out checks yourself as to, for example, whether or not the results of a staff questionnaire on ‘satisfaction with the leadership’ are compared to the previously determined objectives.

You apply the same method to the remaining stages.

Note: even if an organization chooses only one indicator on a particular constituent aspect, it may still be able to reach stage 5: there are trend data, these data can be compared to objectives, to fellow organizations and to excellent organizations. In addition, all the data have been analysed and documented.

Each participant enters the scores on a score sheet as shown below:

Table 3

	Stage
	Stage 1
	Stage 2
	Stage 3
	Stage 4
	Stage 5
	Consensus

	7. People satisfaction
	
	
	
	
	
	

	7.1 People satisfaction

     with Leadership
	
	
	X
	
	
	

	7.2. People satisfaction with Policy and strategy
	
	X
	
	
	
	

	Etc.
	
	
	
	
	
	


Then, the scores of all participants are filled in for all the stages in a summary, as described in section 3.1. In the example given here, 29 staff members have used the method to enter scores.

Table 4

	Stage
	Stage 1
	Stage 2
	Stage 3
	Stage 4
	Stage 5
	Consensus

	7. People satisfaction


	
	
	
	
	
	

	7.1. People satisfaction with leadership
	0
	2
	1
	20
	6
	

	7.2. People satisfaction with Policy and strategy
	2
	2
	1
	18
	6
	

	Etc.
	
	
	
	
	
	


Appendix 5 presents various reporting instruments that can be used to record consensus scores. 
5
The method

5.1
Criterion 1
Leadership


The Leadership criterion indicates how the management at the investigated level of the organization displays leadership in behaviour and decision-making. The core elements here are values, vision, sense of purpose, participation, and determination of goals. Depending on the level where the method is applied, ‘management’ may be read as course co-ordinator, section manager, department head, or faculty director. In the case of the entire organization — for which the method of the Netherlands Institute for Quality (INK) is more suitable — ‘management’ refers to the Executive Board. The organization should decide in advance what it regards as ‘management’. See also Appendix 2.

In accordance with the INK model, the following aspects have been distinguished:

1. Direction. In our outline, direction means that the management specifies the direction in which the organization is going by means of values, mission and vision on the future, and by formulating priorities. The management also displays personal commitment.

2. Structure. In order to allow the above-mentioned values, mission and vision to become reality, we require structure, to a greater or smaller extent, in order to observe, value and support quality. 

3. Performance. The management subsequently demonstrates how the work ought to be performed. It does not shrink from discussing its own performance. This concerns the extent to which the management reflects on its own actions, is open to feedback on its actions, and attaches consequences to the results. The management must also act consistently is external settings.

	1. Leadership
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Direction

1. Values, mission and vision 
	· The management* has individual and implicit standards and values.

· The mission is implicit.

· Individually, the management has a vision on the future of educational programmes and services.
	· Management communicates about its own standards and values, mission*, and vision of the future.

· These have been made explicit in one or more documents.

· The values and norms, mission, and vision of the future have been translated into measurable strategies.
	· The values and norms, mission, and vision of the future have been discussed in the context of a policy cycle*.

· There is a support base among students and staff for the values and norms, mission, and vision.
	· The values and norms,  mission and vision on the future form the basis for the internal and external activities. 

· Stakeholders, such as, for example, students, schools supplying inflow and the professional field, are involved in the development and updating of the vision.

· The vision indicates where the organization sees itself on the medium term in relation to the stakeholders. 

· Collective values and norms form the binding agent in the chain.
	· The vision contains a clear scenario for the future, which demonstrates the place and influence of the organization. 

· The vision shows that the organization anticipates developments in society, such as socially responsible entrepreneurship.

· The vision mentions that the organization compares itself to excellent organizations*.



	Structure

2. Personal commitment 
	· The management is involved if things go wrong.
	· The management is involved in process control and works actively on the solution to problems.
	· The management formulates a limited number of top priorities and adheres to them.


	· The management makes personal contact with all stakeholders.
	· Continuous learning and innovation determine the success of the organization and the management.

	Performance

3. Observing, valuing and supporting quality
	· Craftsmanship is allocated scope and trust.

· The management holds the staff primarily responsible for complaints and problems.

· The management determines what is to be improved and how this is done, and has some appreciation of staff initiatives aimed at quality improvement.
	· The attention of the management is directed toward the internal processes.

· Workgroups and improvement teams advance proposals mainly at execution level.

· On request, the management offers support in initiatives aimed at realizing quality improvement, and appreciates successful initiatives.
	· The management focuses on all aspects of the organization (the processes and systems around educational programmes and services).

· The management regards itself as responsible for the realization of quality improvement.

· The management makes time, money, expertise and manpower available for quality improvement.

 
	· The relationships with stakeholders such as students, supplying schools, and the professional field lead to effective and efficient achievement of the objectives.

· The management actively steers the quality improvement process within the jointly agreed policy on the basis of internal and external information.
	· Maximum scope for one’s own initiatives is offered in all layers of the organization.

· The demonstrable observation and steering of improvements by the management, as a component of the continuous process, is oriented to the social position and objectives of the organization.


* Management:
Who or what constitutes ‘management’ should be defined before the method is used (see also Appendix 2.1, step 1). The term may refer to an individual, a management team, etc.

* Mission
Articulation by an organization on its raison d’être, who it is, what it does, and what its characteristic features are in comparison to similar organisations.

* Policy cycle:
A coherent set of activities which determines the translation of the vision into concrete short-term and longer-term activities and which clearly belong


together in terms of sequencing and time planning.

* Excellent organizations: 
Organizations that engage in similar activities and are perceived by the outside world as belonging to the best in their field.

5.2
Criterion 2
Policy and Strategy






The Policy and Strategy criterion concerns the objectives and the strategic plans used to realize these objectives. Policy and strategy are the starting point for the way the University of Higher Professional Education is managed and for improvements in this area. The policy concerns various aspects of the organization. Some are explicitly addressed in this model, such as, for example, staff policy, resource management policy, and the policy for educational development. Other policy areas concern the students, special interest groups, internationalization, emancipation, and so on. If an organization makes policy choices and has selected target areas, these should be explicitly dealt with in criteria 6, 7, 8, and 9 of this method (the result criteria).

In accordance with the INK management model, the following aspects have been distinguished:

1. Orientation: In our description, we are concerned with researching and gathering data for the policy, the strategy and the extent to which one mirrors oneself on the performance of fellow organizations. In addition, we are also concerned with the documentation of policy plans (and other documents) in which objectives have been formulated, translated into operational subprocesses, and the extent to which the policy plan devotes attention to quality improvement.

2. Creation: policy development and the extent to which staff, students, and external stakeholders are involved in policy development.

	2. Policy and Strategy
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Orientation

1. Research and collection of data
	· Data are gathered and analysed on the basis of internal and external complaints or incidents.
	· Data are gathered and analysed on the basis of bottlenecks in the working process.

· The data merely concern one’s own organization or a component of it. 

· These data are reliable.
	· As part of the policy cycle, it is assessed whether goals have been achieved, should be adjusted, or reformulated to achieve a higher attainment level.

· Information referring to policy is systematically gathered.

· Policy plans are a component of the planning cycle oriented toward the medium term.  Evaluation and adjustment on the basis of reliable and valid data are components of this cycle.
	· Information originating from contacts that members of staff maintain with stakeholders is systematically introduced into the policy cycle.

· Policy and strategy are assessed and adjusted on the basis of trend analyses of competitors, the wishes of students, government, profession field, and supplying schools.

· In the development of policy, trends in education and profession are systematically analysed and processed.

· In the evaluation process, benchmarking* is used wherever possible.
	· In the evaluation of policy, the social function and the realization of goals at that level are also examined.

· The organization applies benchmarking in relation to excellent organizations, and uses it in the analysis of policy.

	2. Documentation
	· Policy is recorded in a document if there is a reason to do so.
	· The policy is documented at aspect level. 

· Links are established between some parts of the policy.


	· Policy plans exist at various levels. These plans are aligned to one another.

· Policy has been translated into measurable objectives.


	· The policy plans pay detailed attention to the relationships with stakeholders (students, government, professional field, and schools supplying inflow).

· The plans indicate that there is a relationship with a previous policy cycle.
	· Policy plans also include social aspects and explicitly mention the role of the organization in society.

· The documents show that the organization’s policy cycle is a continuous, well-balanced process.

	Creation

3. Policy development
	· The policy is developed by management in a top-down fashion.

· Policy development takes place on the basis of ad hoc responses to signals.
	· The policy is developed by management, with occasional contributions made by staff members.

· Goals derived from policy are almost solely oriented to the implementation and organization of the education, and have a general character.

· Due to the fact that education has an annual cycle for implementation and organization, policy also has an annual scope.
	· The policy is developed within the organization on the basis of consultations between management and staff.

· The organization has a structure that allows proposals for policy development from within the organization to become part of the policy cycle.

· There are elaborated objectives and performance indicators.
	· Information obtained from external stakeholders is directly absorbed into policy development.

· As part of the policy development, trends concerning the education and the profession are analysed and incorporated in the cycle.


	· Work is performed on the basis of a future scenario in which thee organization places itself  in a social context.

· In the development of policy, the organization assumes an anticipatory attitude in which it demonstrates the role in society it wants to fulfil.


* Benchmarking:        A comparison between organizations on specific points, carried out to learn from other organizations.
5.3
Criterion 3
People Management


The People Management criterion refers both to the quantitative aspect of staff planning and to the quality of staff policy in all its facets. It concerns the way in which the organization deploys, stimulates and values its members of staff in its aim to realize its policy goals.

In line with the INK management model, the following aspects have been distinguished:

1. Organizing: the way in which the organization harmonizes its people management to strategy and policy, the required organizational structure, the core processes, and external developments.


2. Investment: the way in which the organization determines the needs for knowledge and skills with reference to the future, and ensures the embedding and availability of this knowledge and skills.


3. Respect: the way in which the organization and individual managers approach their colleagues, and stimulate, acknowledge and value their involvement.



	3. People Management
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Organizing

1. Staff planning*


	· Staff planning* occurs at the moment there is a direct reason for it

· Task differentiation* has been defined.
	· Staff planning is still mainly determined by short-term policy, but there is a certain amount of structuring with regard to, for example, the deployment of staff (based on task load norms, the desired quantity and quality).

· There is a staff plan*.
	· Staff planning is based on organizational objectives.

· Indicators for staff planning have been formulated.

· Staff planning is approached systematically.


	· Staff planning is linked to medium-term strategy.

· Staff planning is attuned to external stakeholders.
	· Staff planning is totally in line with the long-term strategy and the quality objectives.

· Strategic objectives and tasks are clearly structurally related.

	Organizing

2. Feedback, assessment and remuneration
	· Salary/ remuneration is based on wage agreements negotiated with the trade unions.

· Feedback is occasionally given.
	· There is a system for staff counselling aimed at feedback about direct tasks.

· (Annual) wage increases are based on established systems.
	· There is a system of assessment and remuneration (partly) based on the formulated tasks and desired end results, which have been jointly agreed upon by the staff member and his or her direct superior.

· The assessment and remuneration system is related to the objectives of the organization and the desired quality improvements.

· The progress of results are recorded and evaluated throughout the year.
	· During the performance period, the progress is recorded and evaluated by means of standard norms.

· Staff, either individually or in teams, evaluate their own performance with 360-degree feedback; external stakeholders are also involved in this process.
	· The assessment and remuneration system is actively applied on the basis of realized tasks and performance norms, in which there is also appreciation of team performance.



	3. Staff counselling, training and development
	· Staff counselling, training and development are dependent on individual initiatives.

· Plans for guidance and development a primarily restricted to the legal minimum or oriented to the short term. The practical usefulness for those involved  is the most important criterion for accreditation by the management.
	· There is a budget for staff counselling, training and development.

· A staff plan records how the competences of staff (in terms of content, didactics, and organization) can be further developed towards the organizational objectives.


	· The organization guarantees the required competences of staff by checking systematically and periodically who is entitled to which facilities; existing and desired qualities are taken into account.

· There is a systematic policy oriented to the realization of organizational and individual objectives. Policy is regularly evaluated using standard norms.
	· The guidance and development of staff are compared to those of fellow organizations.

· Evaluation also takes place concerning whether or not newly developed qualities are actually being applied.
	· The policy anticipates developments both in society and in the profession.

· Indicators show positive trends in comparison to similar organizations. The effects have a positive influence on employee satisfaction and the business results.


* Staff plan:
The planning of all activities required to achieve a proper inflow, mobility, and outflow of staff members in the organization.

* Task differentiation: 
Distinguishing various activities (tasks) and assigning these to individuals.

* Function differentiation:
Making distinctions between various functions within the organization. A function is defined as a set of systematic activities rewarded with a particular remuneration.

* Performance indicator:
A number that reflects a characteristic of a particular phenomenon. An indicator always expresses the relationship between two statistics, i.e. it is a ratio.
5.4
Criterion 4
Resources management


The Resources criterion indicates how the organization uses the available resources in its strategy and policy to implement its activities effectively and efficiently, and to ensure that the resources genuinely add value to the core business.

In line with the INK management model, the following aspects have been be distinguished:

1. Money: the way in which the organization obtains, allocates, uses, and manages financial resources in order to continually improve the value of the processes.


2. Knowledge and technology: the way in which management information is handled; the way in which the necessary knowledge and experience are absorbed, developed, distributed, applied and secured (by means of a professorate, for example); the way in which technology is used.


3. Material resources and services: the way in which material resources are deployed to maximize the added value of the organization’s own processes, as well as the chain processes.


	4. Resources 
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Money

1. Financial resources
	· Funds are allocated according to a fixed formula based on some indicators.

· These indicators are based on data from the past.
	· Besides funds being allocated according to a fixed formula based on indicators, resources are also assigned on the basis of short-term policy options.

· Funds spent can be traced back to organizational units or projects.
	· Financial steering is based on indicators for each cost specification, ranging from university level down to department and project level.

· Financial monitoring takes place and the performance of each organizational unit is evaluated and discussed with those directly involved.


	· Funds are allocated on the basis of the value added to the entire organization in the long term by the organizational unit or the project in question.

· The organization has a positive score for its financial policy in comparison to similar organizations.

· There is a system for financial steering and monitoring in the long term.
	· The organization compares its results to those of excellent organizations and displays positive scores in comparison with these.

	Knowledge and technology

2. Knowledge and experience
	· The knowledge and experience of staff members concerning their specialist subjects, teaching methods, and other issues relevant to the organization are only occasionally documented.
	· The knowledge and experience acquired are systematically documented and made available.
	· The knowledge and experience acquired are systematically documented in accordance with guidelines and disseminated within the organization, in order to achieve generalisation and completeness and increase opportunities for application.


	· The documented knowledge and experience are systematically applied to achieve improvements in the entire organization, the professional field, and similar organizations.

	· External developments also serve as a leitmotiv for continuous improvement of the gathering and application of up-to-date knowledge and experience.

	Material resources and services

3. Material resources (including accommoda-tion)
	· Material resources including accommodation are chosen on an ad-hoc basis.

· Suppliers of material resources are chiefly selected on the basis of experiential data.
	· Material resources (including accommodation) and services are chosen on the basis of the short-term policy.

· Material resources are inspected and their quality and quantity are compared to requirements that have been formulated in advance.
	· There is a medium-term policy (inventory plan, accommodation plan) with regard to material resources (including accommodation) and services.

· Students and staff are involved in the policy governing material resources (including accommodation) and services.

· Where necessary, staff members are trained to make optimum use of equipment and supporting material.
	· Besides students and staff, external stakeholders and suppliers are involved in the policy governing material resources (including accommodation) and services.

· Suppliers are consulted about the prevention of recurring problems and also about new developments.

· The management of equipment and supporting material is improved by exchanging information with similar organizations. 


	· The frequent exchange of information with the regular suppliers is aimed at continuous improvement.

· The management of equipment and supporting material is optimised by exchanging information with excellent organizations.

· Improvements are demonstrably realized.


5.5
Criterion 5
Management of Processes


In this section we deviate from the INK management model.

The following aspects have been distinguished within the Management of Processes within an educational organization:

1.
The education development process

2.
The implementation of the education

3.
Supporting processes.

In many organizations in Higher Education, activities paid for by external funding or market-oriented tasks (the development and execution of research and consultancy) also belong to the primary process. Appendix 3.1 contains a separate matrix for these activities.

The supporting processes partly belong to Resources and partly to People Management. This section discusses these supporting processes. They are directly linked to the implementation and development of education under the heading ‘design of the learning environment’.

For the services for which these services are primary processes, we have added a separate matrix in Appendix 3.2.

The development and implementation of education concern long-term programmes (regular higher professional education) as well as post-graduate courses and refresher courses.

We can divide the processes into the following process steps:

Development of education
0.
inquiring into the wishes and demands of stakeholders (internal analysis/ evaluation and external analysis), features of the input, and social developments;


1.
formulating the professional profile, the educational end terms, and the educational vision (the specifications);


2.
constructing the intramural and extramural curricula;


3.
designing the study components;


4.
designing assessment;
Supporting processes
5.
designing the learning environment.

Implementation of education
6.
study activities;


7.
teacher activities;


8.
monitoring educational development and implementation.

0. Inquiry
The first step in the process of educational development is the collection and interpretation of data in order to obtain a good picture of the wishes and demands an educational organization has to fulfil. Subsequently, a responsible committee or co-ordinator is appointed to monitor the process of educational development (step 1). Based on these internal and external data, specifications can be drawn up (step 2) to which the product of the educational organization – the study programme – should conform. This concerns an enquiry into the wishes and demands of the stakeholders, i.e. the professional field, the government and the students (current and future students and graduates), the quantity and quality of the influx, and developments in society. The analysis is concerned, for example, with information that has been obtained from the government regarding the legal framework and material preconditions, information from (potential) students with respect to the initial level and the wishes regarding studyability (Memo by Wijnand et al.), and information from the professional field (including graduates) with regard to the subjects to be studied, trends, and the professional profile. The analysis results in a professional profile, a legal framework, a list of strong and weak points, opportunities for and threats to the organization, the initial level of the students, and so on. Although this is called the first step, it will not be included in the matrix on the following pages.

The internal and external analyses are described under Management of Resources (constituent aspect 1, ‘Information’) and under criteria 6, 7, 8 and 9.

1. Formulating the professional profile, the competences, and the educational vision (the specifications)
The internal and external analyses provide the basis for the formulation of the specifications, which the curriculum should meet. We distinguish three kinds of specifications:

a) Specifications originating from the vision on the profession.
The programme committee (syllabus or curriculum committee) gives substance to the professional profile by formulating end terms that conform to the national guidelines.
b) Specifications originating from the vision on education.
An educational model is chosen that incorporates the structure, the phasing and planning, the demands on studyability, including the norms for study load, group sizes, and teacher allocation. The initial level of the students is operationalized. The model is visibly derived from a vision on the education.
c) Specifications originating from the vision on innovation.
In stage 5 in particular, we expect specifications in the field of vocational and educational innovation: which innovations is the organization hoping to achieve?

An evaluation is carried out to learn whether these specifications are in accordance with the internal and external analyses. The organization is concerned with society and is pro-active. The curriculum is formulated on the basis of this type of specifications. When formulating the specifications, the organization defines what it regards as ‘Higher Education level’.

2. Constructing the curriculum
Based on the vision on the profession and the education, a blueprint for the intramural and extramural curricula is generated. This consists of a framework with modules that have a logical coherence. At the same time, a description is drawn up of the educational objectives, credit points, method of examination, and the maximum allocation of teaching staff for each module/ curriculum component. These descriptions are recorded in the Curriculum and Examination Regulations (in Dutch: ‘OER’).

3. Designing the study modules
Teachers are designated to teach the modules/ study components in accordance with the guidelines set down in the syllabus and the OER. They select the appropriate teaching methods. The result is documented, in course manuals, for example.

4.
Designing assessment
The implementation of the study programme is concluded by administering some kind of assessment for (one or more) modules. This assessment includes final theses and final research projects. The quality of the assessment is monitored, by documenting the quality criteria and the principles underlying test content and assessment procedures in an explicit assessment policy, or by establishing an assessment committee, for example.

5.
Designing the learning environment
Subsequently, the organization provides an adequate learning environment, with good timetables and sufficient facilities (e.g. rooms, computers, multimedia centre), so that the students’ learning process may be optimal. This also concerns the monitoring of the ‘small quality’, which determines to a very large extent the quality judgement of the student-as-customer.

6. Study activities
Students learn. They must eventually achieve the end terms. This learning process may be monitored strictly or loosely, and may take place within or outside the organization.

7. Teacher activities
The teacher facilitates the student’s learning process. The teacher acts in accordance with the educational functions: motivating students, adapting to their initial level, clarifying the educational and study objectives, and creating the learning environment. The teacher provides the students with opportunities to orient themselves and to practise, and also gives feedback. In practice, this may consist of lecturing and leading seminars, for example, but also helping individual students to master the subject. This aspect, therefore, concerns both the execution of the study components and their content.

8.
Monitoring
A group of people within the organization is responsible for evaluating whether the study components are adequately designed and organized, and for their improvement if necessary. The modules, as described in the prospectuses, are checked to see if they have been designed and organized in accordance with, among other things, the Curriculum and Examination Regulations (OER). If this is the case, the modules are approved for implementation. Monitoring ensures the coherence and integrated nature of the curriculum.


















	5. Management of Processes

Educational development
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	1. Professional image*, competences *, and vision on education*

(specifications)


	· The individual teacher has a personal vision on the profession, taking into account the professional competences.
	· Groups of teachers have a collective vision on the profession and the education, and use this to formulate (parts of) the curriculum*.

· End terms have been formulated that are used in the education provided by the teaching teams.
	· The organization has described a systematic process to generate, evaluate, and adjust a joint vision on the profession and the education.

· End terms have been formulated and assessed jointly with other organizations on a national scale, and are used for the purpose of educational development. Students are involved in the formulation of end terms via the student council and/or programme committee.

· Data from the external analysis have been used to formulate the vision.


	· The organization has a vision on the profession and the education, which is shared by representatives of the professional field and which exerts influence on the curriculum, study modules* and the execution of the curriculum.

· The specifications have been formulated partly on the basis of knowledge provided by the schools supplying inflow.

· The specifications are assessed internationally (by fellow institutions abroad or the international professional field).
	· The vision on the profession and the education are embedded in a vision on society.

· The organization is innovative and pro-active and, in conjunction with the professional field, aims at achieving innovations in the profession and the education.

	2. Curriculum*
	· Curriculum development is dependent on the wishes of the individual teacher and the available staff.
	· The curriculum has been developed on the basis of material that has been gathered by groups of teachers in accordance with a joint plan.
	· The organization works methodically on curriculum development. The vision on the profession and the education has been assimilated in the curriculum.

· The curriculum has a demonstrable cohesion.

· Students are involved in the organization and development of the curriculum via the student council and/or programme committee.
	· Representatives of the students and the professional field are involved in the evaluation of the curriculum in the light of the vision on the profession and the education.

· The curriculum is discussed with schools supplying inflow and compared to that of similar organizations.

· On the basis of the reactions of the government, the professional field, schools supplying inflow, and students, the curriculum is demonstrably improved.


	· The organization is accountable to society for its curriculum.

· Taking into account developments in society, the curriculum is continuously compared to that of excellent organizations, and demonstrable improvements are manifest over a number of years.


* Professional image:
Vision on the profession and the (international) professional field for which the students are educated.

* Competences:
Collection of skills, attitudes and underlying knowledge elements that allow someone to perform tasks that are part of professional practice.

* Vision on education:
Vision on learning and education.

* Curriculum:
Syllabus for a programme that describes the objectives, content and organization of a study programme.  (DOZ-3)

	5. Management of Processes

Educational development
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	3. Study modules
	· The individual teacher determines the objectives, content and, in principle, also the organization of the study modules.
	· The objectives, content, and organization of the study modules are collectively determined and programmed by groups of teachers.
	· The objectives or behavioural indicators of study modules are derived from the end terms. The organization systematically determines the content and organization of the study modules on the basis of the specifications formulated in the curriculum.

Study modules are described in programme manuals*. Quality criteria for study modules have been formulated. Representatives of the students are involved with curriculum development, for example as proofreaders.
	· Students are involved in test projects for evaluating programme manuals.

· The professional field is selectively but structurally asked to comment on study components.

· The schools supplying inflow are taken into consideration. Demonstrable improvements are made, based on their opinions.

· Study modules are compared to those of competitors.
	· Demonstrable improvements in study modules can be identified over a number of years. They are compared to those of excellent organizations.

	4. Design of assessment*
	· The individual teacher determines the content and type of assessment used.
	· The content and type of assessment are determined jointly by the teachers.

· The organization has documented its assessment policy. Directives for assessment have been formulated.
	· There is a quality control system for assessment activities with respect to their validity, reliability, efficiency, and consistency as these relate to the curriculum specifications.

· Assessment is continuously improved on the basis of the evaluations.


	· Evaluation activities are compared to those of competitors.

· The professional field is involved in the design of the assessment and in its quality management.
	· It can be demonstrated that measures are actually taken as a result of the evaluations of tests.

· Assessment shows high quality in comparison to excellent organizations over a number of years.


* Course manuals:
Descriptions of student activities as laid down in module books, block books, etc.

* Assessment:
Examination of the mastery of an educational unit or part of this. This includes all kinds of oral and written exams besides general evaluation.

	5. Management of Processes

Supporting processes
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	5. Designing the learning environment*

(supporting services)
	· The learning environment is designed on the basis of the vision on education of the individual teachers and the available resources.

· Complaints are dealt with on an ad-hoc basis.
	· The learning environment is designed on the basis of the vision on education of the teaching staff and the available resources, as well as the specific choices concerning the curriculum design, such as, for example, group size, rooms, resources, and study counselling*. 


	· The learning environment is designed on the basis of specifications in the curriculum. There is a study schedule*. 

· The feasibility for both teachers and students is taken into account in the planning.

· The results of evaluations of the learning environment (‘small quality’) are demonstrably used for continuous optimisation.


	· Where relevant, representatives of students, the professional field and schools supplying inflow are involved in the optimisation of the learning environment. 


	· In comparison to excellent organizations, improvements of the learning environment can be demonstrated over a number of years.


	6. Student and teacher activities*


	· The activities are carried out on the basis of ideas of individual teachers.
	· The activities are carried out after consultations with groups of teachers.
	· The activities are carried out in accordance with the specifications in the curriculum and are aimed at promoting the students’ learning process. Students are asked to provide ideas for improvement. 

· The activities have been documented and aim at creating an optimum learning environment.

· Teachers make systematic use of peer review*.


	· The judgements of students, representatives of the professional field, and schools supplying inflow are systematically used to adjust the activities. 

· The results are compared to those in similar organizations.
	· Improvements in the activities, made on the basis of systematic inquiries among students, the professional field and schools supplying inflow, can be demonstrated over a number of years.

	7. Monitoring *
	· The individual teacher monitors his or her ‘own’ study modules. In terms of adequate programming.
	· Monitoring in terms of adequate programming of the study modules and improvements take place at the initiative of a group of teachers.
	· The organization has a system (product groups, course committee) to monitor study modules, as well as the extent to which they satisfy the specifications, and to implement improvements.

· The students are involved in this process, at least via the student council and/or programme committee.


	· Representatives of the students, the professional field, and the schools supplying inflow are involved in the monitoring and improvement of study modules.

· Improvement activities are visible, based on monitoring.
	· Over a number of years, improvements in quality based on monitoring can be demonstrated and compared to excellent organizations.


* Learning environment:
All staffing and material means used to realize the educational setting (guidance/coaching, timetables, programme manuals, software, accommodation, media centre, classrooms, etc.); 'small quality'.

* Study counselling:
Counselling of students during their course of study.

* Study schedule:
Timetable in which all student activities are recorded and marked out in time, per study period, preferably each week.

* Performance indicators:
Qualitative and quantitative empirical data that describe the functioning of, and achievements made in, (aspects of) the organization.

* Studyability:
         The absence of obstacles preventing students performing their study tasks (e.g. by shortage of possibilities to take exams, no replacement of ill teachers etc.)

* Student activities:
The ways in which students work with the learning content within the educational setting, in so far as these activities are directed at achieving the learning objectives. (DOZ-4)

* Contact hours:
The time teachers and students meet one another within a study module.

* Independent study time:
The time students work on their own — i.e. without a teacher present — within a study module.

* Study load:
The total time a student is active within a study module (independent study plus contact hours).

* Study tasks:
Coherent sets of student activities as part of a study module.

* Teacher activities:
The ways in which teachers work with the learning content within the educational setting, in so far as these activities are directed at achieving the learning objectives.

* Peer review:
Forms of assessment conducted by colleagues.
* Monitoring:
Examination of the study modules to check if they fulfil the specifications (vision on professional and education, demands of studyability, etc.) before the study modules come into force. Also called ‘supervision’. 

5.6
Criterion 6 

Customer satisfaction

5.6a
Criterion 6a

Student satisfaction


In this result area, the issue is to establish the extent to which the organization fulfils the expectations of the direct consumers of education, the students.

To choose the criteria and indicators, you can make use of the organization area and the constituent aspects described there. The following constituent aspects are presented in the matrix: student appreciation of professional profile/ educational end terms, curriculum, study modules, the extent of the study load, assessment, learning environment, study career counselling, public information, and the provision of information relevant to the study course in particular.

Examples of indicators that can be applied to measure the satisfaction of students with constituent aspects are presented below:

Data on satisfaction with:

· the study load, the extent of the study load of each component, per stage

· attunement to the previous education (HAVO, VWO, MBO, HBO)

· assessment

· the coherence in the curriculum

· professional orientation

· national and international mobility after obtaining the Bachelor’s degree

· complaints registration and regulation 

· timetable

· provision of information

· the buildings

· formal and informal student participation

· student amenities

· (mandatory) study recommendations

· accessibility of teachers, counsellors

· traineeship in terms of content, preparation, guidance 

· the open day, the information brochure 

· educational content

· working methods

· study materials

· computer facilities

· mentorship, student counselling, pastoral care

Other indicators:

· the number of complaints

· the number of students that participate in official decision-making bodies

· the number of students that make use of specific student amenities

· the number of students that make use of (specific) com​puter facilities, media library, etc.
Accreditation prescribes a student survey covering:

· Orientation of the educational programme to the profession; topicality of the programme

· Orientation of the educational programme to real-life practice

· Attunement of the programme to the end terms

· Coherence of the content within the educational programme

· Studyability (without obstacles)

· Attunement to the previous education

· Assessment methods used, their level, and feedback on results

· Qualifications of the teachers (in terms of content, didactics and organizational qualities)

· Study career guidance (specifically in the propaedeutic stage) and provision of information

· Public information

· Timetables

· Complaints registration and regulation

· Drop-out

	6a. Customer (student) satisfaction
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management

	General description of the stages

Student satisfaction with:
	Data are available on the students’ satisfaction.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives and the results of this comparison have been documented. 

An explicit decision has been taken on the basis of the results.
	The data have been compared to those of fellow organizations, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.


	The results have been compared to those of excellent organizations both at home and abroad, and the results of this comparison have been documented.

An explicit decision is taken on the basis of the results.



	Public information
	
	
	
	
	

	Provision of information
	
	
	
	
	

	Internationalization
	
	
	
	
	

	
	
	
	
	
	

	Study of other indicators:
	
	
	
	
	

	Number of complaints
	
	
	
	
	

	
	
	
	
	
	

	With regard to accreditation, survey among students on: 
	
	
	
	
	

	Topicality of the educational programme
	
	
	
	
	

	Orientation of the educational programme to real-life practice


	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5.6b
Criterion 6b
Professional field’s satisfaction


This result area is directed towards the question involving the extent to which the organization fulfils the customers’ expectations of the graduates (the government is one of the actors in the field of professional activity for the teacher training courses). The graduates themselves can be regarded as a separate customer group within this category.

For the choice of the criteria from which you can obtain indicators, you can make use of the organization area and the constituent aspects described there. The following criteria/ constituent aspects are presented in the matrix: professional profile / educational qualifications, curriculum, extramural curriculum, policy and strategy, market-oriented tasks, commitment, graduates’ satisfaction with the curriculum.

Examples of indicators to measure the professional field’s satisfaction, in terms of the criteria/ constituent aspects, are presented below.

Data on satisfaction with:

· the quality of the graduates

· the quantitative inflow on the labour market

· the quality of trainees

· guidance during traineeships

· evaluation of traineeships and graduate assignments

· the degree of involvement in the study programme (for example, in projects, as assessor, visiting lectureship, traineeship and graduation assignments)

· the degree of involvement in the programme via the professional field committee

· the influence on the professional profile, end terms, and curriculum

· the involvement of alumni in the study programme

· the provision of refresher and follow-up courses

· price-quality-delivery time of market-oriented tasks

· the policy executed in relation to the professional field (kind of contacts, relations with the occupational field, (shared) responsibility

· content and level of the study course.

Other indicators:

· the number of prizes or scholarships bestowed by the professional field

· sponsoring by the professional field

· the percentage of graduates that are members of an alumni association

· market share of market-oriented tasks

· the number of trainee or graduate assignments

· the number of co-operative projects with the professional field.

Accreditation prescribes a survey among graduates on:

· The topicality of the educational programme
· The orientation of the educational programme to real-life practice

· Attunement of the programme to the end terms

· Coherence of the content within the educational programme

· Studyability (without obstacles)

· Assessment methods used, their level, and feedback on results.

	6b Professional field satisfaction
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management

	General description of the stages

Professional field’s satisfaction with:
	Data are available on the professional field’s satisfaction.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives and the results of this comparison have been documented. 

An explicit decision has been taken on the basis of the results.
	The data have been compared to those of fellow organizations, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.


	The results have been compared to those of excellent organizations both at home and abroad, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.



	Policy and strategy 
	
	
	
	
	

	Market-oriented tasks
	
	
	
	
	

	
	
	
	
	
	

	Research on other indicators:
	
	
	
	
	

	Number of work placement assignments
	
	
	
	
	

	
	
	
	
	
	

	With regard to accreditation, survey among graduates on:
	
	
	
	
	

	Topicality of the educational programme
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5.6c
Criterion 6c
Government satisfaction


This result area is directed towards the question concerning the extent to which the organization fulfils the expectations of the government, particularly those of the Higher Education Inspectorate from the Ministry of Education. In choosing the criteria from which you can borrow indicators, you can make use of the organization areas and the constituent aspects described there. The matrix displays the following constituent aspects: 

· Satisfaction of the Nederlands Vlaams Accreditatie Organisatie (NVAO) with the qualitative and quantitative aspects of the programme;

· Satisfaction of the Higher Education inspection body with the execution of the legal requirements;

· Satisfaction of the Higher Education inspection body with aspects of the quality of the education.

Examples of indicators to measure the government’s satisfaction are presented below. Each organization chooses the  indicators it finds relevant.

Satisfaction data on:

· the calibration points of the NVAO

· accountability with regard to subsidies

· accountability with regard to financial policy and management

· accountability with regard to the contents of the annual report of the university of higher professional education.

Other indicators:

· satisfaction of other Ministries with the qualitative aspects of the study course (such as co-operation with developing countries, projects involving Eastern-Europe, product innovation in co-operation with the business sector, for example);

· satisfaction of other governmental instances with qualitative aspects of the study course (such as the provision of extra training in schools for secondary education and primary education, [applied] research for municipal/ provincial departments).

	6c Customer satisfaction (government)
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management

	General description of the stages


	Data are available on the government’s satisfaction.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives and the results of this comparison have been documented. 

An explicit decision has been taken on the basis of the results.
	The data have been compared to those of fellow organizations, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.


	The results have been compared to those of excellent organizations both at home and abroad, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.



	Satisfaction of the NVAO with the qualitative and quantitative aspects of the programme 


	
	
	
	
	

	Satisfaction of the Higher Education Inspectorate with the execution of the legal requirements 


	
	
	
	
	

	Satisfaction of the Higher Education Inspectorate with aspects of the quality of the programme. 


	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5.7
Criterion 7
People satisfaction


This result area is concerned with People Satisfaction as an internal customer category. A division can be made within this internal customer category between various categories among the staff, such as between teachers and auxiliary staff, for instance.

To choose the criteria, you can make use of the organization areas and the constituent aspects described there. The following criteria are presented in the matrix: Leadership, Policy and strategy, People management, Resources, and Management of processes.

Examples of indicators for measuring People Satisfaction with the criteria are presented below:

Satisfaction data on:

· recruitment and selection of staff

· responsibilities of the function and work load

· system of assessment and remuneration

· scheduled regular discussions on work and work load / feedback from the management

· secondary and tertiary labour conditions

· working conditions / legal health precautions

· possibilities for advance of expertise

· possibilities for internal and external co-operation

· provision of information

· supporting services (facilitating services, administra​tive services, system management)

· computer facilities

· formal and informal participation

· involvement in (financial) policy, quality policy, (long-term) planning

· complaints registration and regulation

Other standards:

· sick leave rates

· absentee percentages

· percentage of the funding for training

· number of performance appraisal interviews

· number of internal complaints

Accreditation prescribes a survey among the staff on:

· Qualifications of the teachers

· Adequacy of the accommodation and the material facilities

· Study guidance and provision of information.

	7. People satisfaction
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management

	General description of the stages

People satisfaction with:
	Data are available on the satisfaction of the staff.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives and the results of this comparison have been documented. 

An explicit decision has been taken on the basis of the results.
	The data have been compared to those of fellow organizations, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.


	The results have been compared to those of excellent organizations both at home and abroad, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.



	Leadership
	
	
	
	
	

	Policy and strategy
	
	
	
	
	

	People management
	
	
	
	
	

	Resources
	
	
	
	
	

	Management of processes
	
	
	
	
	

	
	
	
	
	
	

	Research on other indicators:
	
	
	
	
	

	Sick leave rates
	
	
	
	
	

	
	
	
	
	
	

	With regard to accreditation, survey among graduates on:
	
	
	
	
	

	Adequacy of the accommodation and material  facilities
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5.8
Criterion 8
Impact on society


This result area concerns the satisfaction of people and social organizations that do not belong to the direct customer system of the organization. It concerns the vision on the activities of your organization that do not issue from the primary process but which are oriented towards a broader social context. Similar terms for such activities are ‘Corporate Responsibility’ or ‘sustainable higher education’.

Possible criteria can be taken from the organization areas of Policy and strategy, People management, and Resources. The issue concerns the coherence of the 4 Ps: Principles, People, Planet, and Profit.

The matrix presents the following constituent aspects:

Principles:


The basic values on which an organization operates


Vision on the social functioning of students in higher professional education

Profit:


The allocation of financial resources

People:


Knowledge transfer and creation


Support of social cultural activities 


International North-South activities

Planet:


Environmental aspects

Examples of indicators for measuring the impact on society are presented below. Each organization chooses the indicators it finds relevant.

Evaluation data on:

· the formulated vision on the societal functioning of graduates from Higher Professional Education

· participation in or support of specific social-cultural activities

· participation in or support of sport, charity or volunteer organizations

· environmental policy and implementation of this

· performance of the sustainability audit (such as AISHE for example)

· international North-South activities

· local community: making knowledge and resources available; contribution to social/club life

Other standards:

· % energy saving

· % waste reduction 

· % of staff that give (unpaid) lectures or training 

· % of employees from ethnic minorities 

· % of women in management functions

· extent to which buildings are made available

· number or percentage of positive reports in the press

· number of environment-friendly products

· extent to which facilities and amenities (such as library or media library, sport amenities, laboratory, refreshment areas, for example) are made available

· the number of projects in which voluntary participation occurs

· reports by the Inspectorate

	8. Impact on society
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management

	General description of the stages

Impact on society with regard to:
	Data are available on the impact on society.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives and the results of this comparison have been documented. 

An explicit decision has been taken on the basis of the results.
	The data have been compared to those of fellow organizations, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.


	The results have been compared to those of excellent organizations both at home and abroad, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.



	Principles: values and norms


	
	
	
	
	

	Principles: vision on the societal functioning of students in Higher Professional Education
	
	
	
	
	

	Profit: allocation of financial resources
	
	
	
	
	

	People: knowledge transfer and creation
	
	
	
	
	

	People: local community: support of social-cultural activities
	
	
	
	
	

	People: International North-South activities
	
	
	
	
	

	People: social quality
	
	
	
	
	

	Planet: environmental aspects
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5.9
Criterion 9
Business results

5.9a
Criterion 9a
Financial business results 


This result area concerns the financial results of your organization. The possible criteria can be taken from the organization areas and the Higher Professional Education funding system. The following constituent aspects are mentioned in the matrix: financial result of the entire organization, financial result of the educational unit, financial result of contract activities. You yourself must choose the criteria that are important to you in relation to the aims of your organization/ organizational unit.

Examples of indicators used to measure the financial results are presented below. Some indicators are only applicable at the general level of the Higher Professional Education institution, whereas others can also be applied to the study course or unit level. 

· solvability

-
relation between own capital/ capital owned by others



-
own capital as a % of the total balance



-
own capital as a % of the yield



-
own capital per student

· liquidity (current ratio)

· efficiency ratio (gross margin, nett result, return on sales, return on equity)

· cash flow 

· yield per student 

· costs per student 

· yield per fte 

· costs per fte

· margin per student 
· margin per fte 

· efficiency ratio of contract activities / external-funding activities

· total costs per realized study credit

· material costs per realized study credit

· staff costs per realized study credit

· total costs per funded student

· material costs per funded student

· staff costs per funded student

· application of subsidies

	9a Financial business results
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management

	General description of the stages


	Data are available.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives and the results of this comparison have been documented. 

An explicit decision has been taken on the basis of the results.
	The data have been compared to those of fellow organizations, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.


	The results have been compared to those of excellent organizations both at home and abroad, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.



	Financial result of the entire institution
	
	
	
	
	

	Financial result of the study department/ organizational unit
	
	
	
	
	

	Financial result of contract activities
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


5.9b 
Criterion 9b
Operational business results


The operational results concern the non-financial results of your organization. They refer to the efficiency and effectiveness of the execution of tasks within your organization.

The possible criteria can be borrowed from the organizational area. The following constituent aspects are mentioned in the matrix: numbers of enrolled students, inflow, throughput, outflow, business operation, innovation, staff and external assessments. 

Examples of indicators used to measure the operational results in terms of the criteria are presented below. Each organization chooses the indicators it regards as relevant. Mention is made of the (performance) indicators that have to be furnished in the self-evaluation report in the framework of accreditation.

Enrolled students

(
total number of enrolled students (full-time, part-time and dual*)

(split into target

(
market share of enrolled students (regional, national)

groups where

(
total number of non-funded students

appropriate)

(
weighted average number of enrolled students in calendar year




(
division according to gender

Inflow


(
number of students entering foundation course (ft, pt, and dual)

(split into target

(
ed. qualifications of inflow into foundation course (absolute and in 





percentages)

groups where

(
total number of inflowing students (ft, pt and dual) 
appropriate)

(
market share of inflow (regional, national)




(
division of inflow into gender, age, domestic/ foreign

Throughput

(
drop-out (according to study course; absolute and percentage)

(split into target

(
average study duration of drop-outs (per year and cohort) 
groups where

(
foundation course efficiency ratio

appropriate)

(
main programme efficiency ratio




(
year efficiency ratio (if the study course can be clearly perceived in year cohorts).




(
standardized versus realized study load (= study rate)




(
% students satisfied with provision of education, organization, learning environment, etc.





(keep in mind the broad student questionnaire, and curriculum questionnaires)




(
% students satisfied with individual study components

Outflow


(
study course efficiency ratio

(split into target

(
total number of graduates (according to pre-qualifications; ft, pt and dual)

groups where

(
average study duration of graduates (according to pre-qualifications; ft, pt and dual)

appropriate)

(
percentage unemployed (regional/ national) after .... months




(
function level after.... months




(
% students satisfied with (functionality of) the study programme




(
% employers satisfied with competencies of graduates




(
drop-out percentage

Business operation

(
study course demand factor




(
efficiency ratio measurement
·  costs of failure




(
student/ staff ratios (teaching, auxiliary and total staff)




(
investments (grounds and buildings; inventory + apparatus)




(
accommodation:
-
average number of functional square metres in use







-
accommodation costs per functional sq.metre







-
functional sq. metre per student

Innovation

(
number of new study programmes




(
number of renewed study courses/ study years/ study components




(
% turnover generated by new products/ services




(
number of workdays and amount of funds budgeted/ realized for renewal of the study course




(
results of measuring learning capacity (making use of knowledge stocks, organizational learning cycle)




(
satisfaction with the result of innovations and projects on the part of professional field, teachers, students, government, etc.

Staff


(
number of staff members (teaching and auxiliary staff; absolute and in fte)

(split into target

(
nature of employment (regular, temporary)

groups where

(
direct staff costs (teacher and auxiliary staff, interim management, 

appropriate)


temps, visiting lecturers)




(
average staff costs (teacher and auxiliary staff)




(
age distribution




(
share of wage costs of flexible staff




(
% staff departed




(
% staff appointed




(
% sick leave rates




(
% training costs




Also specifically for the visitation: 




(
teaching staff (incl. management) in numbers and in terms of fte




(
fte/ student ratio




(
ratio male/female




(
ratio full-time staff/part-time staff




(
duration of appointment 




(
jobs vacant

External assessment
(
visitations



(
audits

Indicators with reference to accreditation

Inflow, Outflow, enrolled, staff
	PROGRAMME X
	1999
	2000
	2001
	2002
	2003
	2004

	Total number of enrolled students
	
	
	
	
	
	

	Total number of teachers*
	
	
	
	
	
	

	Size of teaching staff in FTE
	
	
	
	
	
	

	Student / FTE ratio
	
	
	
	
	
	

	Sick leave of staff
	
	
	
	
	
	

	Inflow into foundation course, first entrance into of higher professional education
	
	
	
	
	
	

	Total number of incoming students: programme inflow
	
	
	
	
	
	

	Total number of successful students
	
	
	
	
	
	

	Number of successful ‘first-entrance’ students in foundation course
	
	
	
	
	
	

	Average study duration of successful students, in years
	
	
	
	
	
	

	Number of drop-outs
	
	
	
	
	
	

	Average study duration of drop-outs, in years
	
	
	
	
	
	


Educational yield of the programme, in percentages of the inflow into the foundation course of students first entering higher professional education (inflow cohorts)
	
	1999
	2000
	2001
	2002
	2003
	2004

	Diploma gained after 1 year
	
	
	
	
	
	

	Diploma gained after 2 years
	
	
	
	
	
	

	Diploma gained after 3 years
	
	
	
	
	
	

	Diploma gained after 4 years
	
	
	
	
	
	

	Diploma gained after 5 years
	
	
	
	
	
	

	Diploma gained after 6 years
	
	
	
	
	
	


Drop-out in percentages of the inflow into the foundation course of students first entering higher professional education (inflow cohorts)
	
	1999
	2000
	2001
	2002
	2003
	2004

	Percentage drop-out after 1 years
	
	
	
	
	
	

	Percentage drop-out after 2 years
	
	
	
	
	
	

	Percentage drop-out after 3 years
	
	
	
	
	
	

	Percentage drop-out after 4 years
	
	
	
	
	
	

	Percentage drop-out after 5 years
	
	
	
	
	
	

	Percentage drop-out after 6 years
	
	
	
	
	
	


	9b Operational results
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total quality management

	General description of the stages


	Data are available.
	Trend data are available. 

The trend data have been analysed and documented. 


	The data have been compared to the objectives and the results of this comparison have been documented. 

An explicit decision has been taken on the basis of the results.
	The data have been compared to those of fellow organizations, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.


	The results have been compared to those of excellent organizations both at home and abroad, and the results of this comparison have been documented.

An explicit decision has been taken on the basis of the results.



	Enrolled students
	
	
	
	
	

	Inflow
	
	
	
	
	

	Throughput
	
	
	
	
	

	Outflow
	
	
	
	
	

	Business operation
	
	
	
	
	

	Innovation
	
	
	
	
	

	Staff
	
	
	
	
	

	External assessment
	
	
	
	
	

	
	
	
	
	
	

	Indicators on the basis of accreditation:
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


Appendix 1

Dimensions for the division into stages

	Stage

Dimension
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Orientation
	Internal

The organization has a strong internal orientation.

The emphasis is on the individual and the education he or she provides. The organization and execution of the education is almost exclusively the responsibility of the individual teacher.

Educational activities and teaching, the conveyance of knowledge, are the central issues.

The teachers are primarily specialists in their fields.

There is little explicit insight into the students’ learning process.

Little systematic attention is paid to the management of processes.


	Internal

The emphasis is on the team and the educational organization.

Besides the education (and its product) and the specialist field, the control of the educational process is now also a central issue.

Improvements are implemented on the basis of measurements and knowledge of the processes. The implementation of improvements still mainly takes place in problem areas.


	Internal

The emphasis is on all aspects of the organization.

The total organization is controlled, including the supporting departments.

The student’s learning process is the central issue. Thought and action are based on the curriculum/ the study course as a whole.
	External

The organization views itself as a chain between the supplying schools and the professional field.

The organization continuously anticipates the desires and requirements of its customers and visibly provides an added value to the solution of problems or the improvement of the customer’s situation.
	External

External developments are the central issue. Developments are anticipated, including those that concern customers.

The vision and the policy are formulated with a view to the organization’s accountability to society.

The organization focuses on adapting to, and contributing to, innovations in the professional field.

Data are systematically compared with those in excellent organizations at home and abroad.


	Stage

Dimension
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Participation
	The orientation is strongly individual.

The professionals within the organization have a high degree of autonomy.

The working methods and the culture are highly informal.

General support for the policy of the organization is almost entirely dependent on the motivation and commitment of individuals.
	The orientation towards the educational organization/ the team visibly increases.

Co-operation between colleagues increases.

Assuming responsibility for policy is no longer a matter of individual decision-making. Increasingly, this becomes the responsibility of the teaching team or the unit/ department.
	Exchanges of knowledge and expertise take place at least at unit or departmental level.

The commitment of employees and students visibly increases. This commitment is demonstrably stimulated by management, but is also based on intrinsic motivation.

The management leads the organization on the basis of arguments referring to the contents of the education.
	Maximum use is made of the knowledge and capabilities available in the organization in relation to suppliers, customers, interested parties, commissioning agents etc., in order to satisfy the customer/ interested parties.

In conjunction with these groups, the most effective distribution of tasks is worked out and win-win situations are pursued and realized.

Knowledge and expertise are exchanged on an organization-wide level between persons within the organization, with the professional field, and with competitors.

The participation and commitment of the professional field visibly increase.


	The vision and policy of the organization are formulated with a view to the organization’s accountability to society.

Whenever relevant, society actively participates in the development of the vision and the policy.

Data are systematically compared to those of excellent organizations at home and abroad.


	Stage

Dimension
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Policy
	The organization has virtually no real, practical policy.

There is only the individual vision of each staff member on learning, education, and the professional field.

Any ‘policy’ that does exist is limited to single aspects and is of a short-term nature.

Decisions are typically made on an ad hoc basis.


	The policy is clearly short-term (1 year).

The contours of a policy cycle are beginning to appear at the level of the educational organization or the unit/ department.

The policy is still strongly directed towards one or only a few aspects of the organization.
	A formulated and agreed quality policy is operational. This policy is also characterised by:

—
The medium term (3-5 years);

—
Its integral nature. It encompasses the entire organization, including the supporting departments.

Measurable goals have been formulated. These goals are demonstrably related to the policy.


	The medium-term policy is carried out.

Activities and objectives are visibly related to the strategic and medium-term policies.

Customers and interested parties are involved in the formulation and realization of the policy.

The organization systematically compares its data with those of similar organizations.
	External developments are central in policy development and quality improvement.

The long-term policy is carried out systematically.

The policy encompasses all aspects of the organization and relevant social issues.

Scenarios for the future and trend analyses help to determine the policy.

Data are systematically compared to those of excellent organizations at home and abroad.


	Stage

Dimension
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Documentation
	There are virtually no directives and procedures.

Most agreements are oral agreements.
	There are more unequivocal directives and procedures at product level.

Procedures are becoming more unequivocal and transparent.

Recording and documenting demonstrably take place.

Parts of the educational process have been defined and documented.
	Actions are carried out in accordance with established directives and procedures. Convincing evidence can be furnished.
	Procedures and directives are formulated on an organization-wide basis in conjunction with interested parties and students.

Actions are carried out in conformity with procedures and directives.

If necessary, the procedures and directives are improved.
	Actions are carried out throughout the organization in accordance with procedures and directives.

Apart from the professional field, other interested parties are also involved in the drafting of procedures. In this process, the documentation and the regulations are included.

Data are systematically compared to those of excellent organizations at home and abroad. The results of such comparisons are documented.




	Stage

Dimension
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Improvement
	The emphasis is mainly on ad hoc problem solving.

Actions are primarily based on individual complaints or isolated incidents.

Quality management is strongly directed towards the individual product (lesson, module, component of the educational programme). It is also strongly dependent on the commitment of individual professionals.

Lessons or components of the educational programme are occasionally evaluated.

There is no or hardly any registration and control of knowledge and experience.
	Parts of an evaluation system are operational. Knowledge and experience about some aspects of the educational and supporting processes are gathered, documented, and used for steering and improving these processes.

Increasingly, quality management is directed towards the primary process.

Trend analyses are carried out.

Improvement activities are documented in an activity plan for the coming year.

Increasingly, the responsibility for improvements rests with the team.

There is considerable leeway for innovative ideas.


	A quality management system is operational. A beginning has been made with careful definition and control in terms of performance indicators.

The organization as a whole is responsible for quality improvement.

There is coherence in the improvement activities. The PDCA cycle is completed in its entirety.
	An integrated, operational and concretely elaborated quality management system is operational.

This system leads to continuous improvement.

Interested parties are intensely involved in all relevant stages.
	The organization anticipates developments, also those involving its customers.

Trend analyses of both the professional field and society as a whole are carried out.

A complete quality management system is firmly embedded within the organization.

The performance indicators show a positive trend.

Data are systematically compared to those of excellent organizations at home and abroad.


Appendix 2
Comprehensive step-by-step plan to determine an organization’s position

Appendix 2.1
The standard version of determining position

The standard version of determining position has 5 steps.

Step 1 
Preliminary preparation
Determine which organizational unit is to be evaluated

If you have decided to perform a self-evaluation, first determine which organization unit this will concern. Are you going to evaluate one programme, a department with several programmes, or the entire faculty?

One particular remark ought to be made here. There is often no integral management in the lower echelons of the organization. A programme or unit generally does not have full authority over all nine criteria. However, the application of the model presupposes sufficient integral authority. In contrast, (parts of) the Resources Management and People Management have often been regulated at faculty or institution level.

You can cope with this problem by allowing the adjoining higher management level to fill in certain modules. The score that one then obtains is not exactly a score for that unit with that management, but rather a score on the unit embedded in a larger organizational structure.

It makes little difference for the score in one of the stages but it does have an influence on the interpretation of the aspect of leadership and the possibility of the management to impose measures. The advantage of this solution is that it becomes very clear where the tasks and responsibilities lie, what the real situation is or how it is experienced. It is an excellent mean of communication.

Definition of key concepts

For the users, it is essential to know which organizational level one is referring to when one talks of ‘the management’ or ‘the organization’. These are undefined terms that frequently occur in the descriptions in the matrices. Of course, it is self-evident that one ought to be thinking of the same people or organizational unit.

When talking about ‘the management’, we refer to those who have direct linear competency in an organizational with regard to those who are scoring the method. In other words, who holds the job performance interviews? If there is a ‘unit’ of three programmes with a single unit manager and three directors of studies in which only the unit manager has linear competency, the organizational level is regarded as the unit. ‘The manager’ is the unit manager and not the unit manager in conjunction with the directors of studies. This always applies unless there are very good reasons why the director of studies should be seen as the manager. On the other hand, there may be a management team with joint responsibility. Such structures ought to be wholeheartedly agreed upon.

Communication

Determine how, with whom, and what you wish to communicate with regard to the performance of the audit. You ought to devote much attention to this matter!

Who evaluates the criteria ?

The aim is to obtain the clearest possible picture of the organization.

Due to the coherence between the nine criteria, all the criteria are always evaluated. The question remains as to whether you want to have all the staff score the method in order to obtain this picture, or do you prefer a well-argumented sample?

We recommend all representatives of all layers and sections to evaluate all the criteria. As a result, you will obtain not only a view of the perceptions of various groups of interested parties but you will also enhance the merit of the model. Due to the interaction and exchange during the consensus meetings, the chance of creating a support base, a single conceptual framework, and creative capacity will be considerably enlarged.

You should ensure that the staff who are to score the method have sufficient knowledge and experience in all criteria. Take into consideration the (policy on) criteria such as Resources Management or People Management. Student representatives can score Customer (student) Satisfaction, for example. Student members of programme committees can also score (parts of) Process Management. This increases the reality content of the scores.

Determine what you are going to do with the results of the self-evaluation and prepare the interested parties for the results

Determine how you are going to inform the interested parties about the event. For those who are going to fill in the method, you should organize an instruction meeting. The goal of the self-evaluation (internal and external motives) is discussed, as well as the follow-on process. You ought to devote much attention to the conceptual framework and the Method. Be sure to handle the following points:

- The diagnostic character of the Method
- The integral nature of the EFQM model

- The process quality instead of the (product) quality of the education itself. Indicate where one can place 
  the (criteria for) product quality or subject-related quality in the model.

Although the model has been wholly written for teachers and those involved in education, you should not underestimate the knowledge and experience necessary to fill in the method. Filling in the scores requires a different way of examining one’s own education and one’s own educational organization. Expert support is certainly recommended for the first times that one uses the Method. In all cases, an unbiased discussion leader with knowledge of the instrument is needed.

During the instruction sessions, you should place the emphasis on the underlying dimensions (see Appendix 1) on which one scores and on the fact that one can determine oneself which stage one prefers.

Step 2.
The evaluation: scoring the Method
The staff members carefully read the entire Method and assess the stage in which the organizational unit currently finds itself, for each criterion and each constituent aspect. The scoring may be done individually or in groups under the leadership of an expert in case some things are not clear. This latter option is recommended if the group does not have experience with filling in the method. However, each respondent should give his or her personal score! An individual score sheet is used for the scoring (see Appendix 5.3). 

	Stage
	Stage 1
	Stage 2
	Stage 3
	 Stage 4
	Stage 5

	Leadership 
	
	
	
	
	

	1.
Values, mission, vision
	
	
	X
	
	

	2.
Personal commitment 
	X
	
	
	
	

	3.
Recognising, appreciating and supporting quality
	
	X
	
	
	

	4.
External actions
	
	X
	
	
	

	5.
Reflection and improvement
	X
	
	
	
	


You should explain that one is allowed to write down, on a separate sheet, arguments that may form the basis for the scores, or examples that come to mind. This is important for the discussion of the scores in the so-called ‘consensus meetings’.
Step 3.
The consensus meeting: determining the position
The purpose of the consensus meeting is to examine the scores given and to discuss the differences between the individual scores. The goal is to reach consensus based on the strength of the arguments provided. Thus, one does not settle for the average of the scores or the stage that has the highest score. The exchange of perspectives from different layers increases the chance of reliable solutions, as well as creative solutions for the measures to be taken later.

Expert guidance is required in the consensus meeting.

Before the consensus meeting begins, a summary of the individual scores for each criterion and constituent aspect should be made. This may be done by recording the frequency of each score in the score sheet (see Appendix 5.3). 
	Stage
	Stage 1
	Stage 2
	Stage 3
	 Stage 4
	Stage 5
	Consensus

	Leadership (n = 29)
	
	
	
	
	
	

	1.
Values, mission, vision
	3
	12
	13
	1
	0
	3

	2.
Personal commitment 
	4
	21
	4
	0
	0
	2

	3.
Recognising, appreciating and supporting quality
	2
	19
	6
	2
	0
	3

	4.
External actions
	15
	8
	5
	1
	0
	2

	5.
Reflection and improvement
	14
	13
	2
	0
	0
	1


A bar chart or line chart, with a separate bar or line, preferably in different colours, for each of the groups involved (management, course leaders, teachers, supporting staff, students) may also provide much insight.

Tips

Experience has shown that the following strategy provides good results. Begin by discussing the Management of Processes criterion, since the participants will be most familiar with this aspect. It is also the aspect that is closest to one's heart. 

If causes or effects for a particular score are mentioned during the meeting, point out to which criterion this cause or effect belongs, and continue with the meeting. This will increase the participants’ insight into the model as well as their organization. Management of Processes, for example, has a link with Customer Satisfaction, People Management with People Satisfaction, Leadership with Impact on Society, Resources with Financial Results, and Policy and Strategy with Operational Results.

It is essential that staff members be allowed to express their motives for assigning a particular score to a particular category. Start the discussion, for example, with the people who assigned the modal scores (that is ‘Stage 2’ in the ‘Personal Commitment’ indicator above). Subsequently, those who have given other scores should join in and contribute their arguments. Pay attention to possible systematic differences between scores given by subgroups, such as, for example, management, full-time and part-time teachers, those that teach core subjects and those that teach subsidiary or auxiliary subjects, and managers at lower and higher levels.

The result is a detailed analysis of the strong and weak points of the part of the organization involved. We recommend that this analysis also be visualised, for example, in the form of a profile diagram (see Appendix 5.1) or a spider’s web model (see Appendix 5.2), and that a brief self-evaluation report be written. Such a report may provide direct input for the selection and prioritisation of improvement objectives (step 4) or input for a visitation (audit) (step 5). The results of this visitation (audit) will, in turn, provide input for the formulation and prioritization of improvement objectives.

Step 4.
Working towards improvement
Prioritizing improvement objectives

The danger of an integral analysis of an entire organizational unit is that it may throw up many items for improvement. This may lead to a certain degree of scepticism or pessimism, or a desire to tackle all items at once. It is necessary, therefore, to establish priorities. It is important that an organization make an analysis of the interconnections between its strong and weak points and the coherence between the improvement activities for the various criteria. The EFQM model is a good tool for making such an analysis. The results achieved (check) should form the basis for the formulation of improvement activities within the various areas of the organization (act). The essential advantage of such a list of possible improvement activities is that it enables one to establish priorities on a sound basis. 

These priorities may be set in various ways. Either management decides which items will be dealt with, or the selection may be based on deliberations between the parties involved. One could, for example, devise a ‘voting procedure’ that gives everyone the right to give points for no more than 3 improvement activities. When establishing priorities, one should also try to maintain an adequate balance between items that may be tackled at (very) short notice and items that should be dealt with in the longer term.

Regular policy cycle

Subsequently, the organization should incorporate the priorities in the (short, medium, and long-term) policies of the organizational unit and in the planning and control cycle. If the selected priorities are to be effective, it is essential that they be included in the regular policy cycle, i.e. in action plans. If this is not done, the good intentions will often come to nothing.

This concludes the internal process. If the organization desires an external check or analysis, it may call in an audit team.

Step 5. The audit team
To an increasing degree, institutions are introducing an external audit system. Here, we shall describe a possible procedure based on that of the Hanzehogeschool Groningen.

The procedure runs as follows:

















Internal Quality Assessment Protocol at Hanze University Groningen

According to the policy of Hanze University Groningen, all internal quality assessments are conducted using the EFQM model. Although throughout this document we refer to study programme departments, this should also be taken to mean support departments, Staff Offices, or an entire School or Academy. As the accreditation system has a six-year cycle, internal quality assessments should take place once every three years. The outset of the self-assessment stage is a suitable moment to analyse the internal organization. The EFQM model is suitable for conducting an analysis at department, study programme, or School level. The preference at Hanze University Groningen for the appointment of assessors at study programme level relates to the preparations for visitations and accreditation, which are a legal requirement for study programmes included in the Central Register of Higher Education Study Programmes (CROHO). After the internal quality assessment has been completed, the Executive Board and the Dean inquire at management meetings into the agreements made on improvement areas after consensus meetings and internal quality assessments in the same way as they inquire into progress made with the action plan after a visitation. In a progress memorandum issued two years later, the study programme department reports on progress made in terms of the EFQM model and Netherlands-Flemish Accreditation Organization (NVAO) frameworks. The second internal quality assessment can be held two years after the visitation, at which time the progress memorandum can also be evaluated.

Contact with the department

The OZ-IKZ expertise centre contacts the Team Leader / Dean of the organizational unit concerned for an intake meeting on phasing the process. For practical reasons, the study programme Team Leader, the staff member responsible for quality assurance or the OZ account manager should be present at this meeting. Departments also appoint a management assistant or a secretary to keep the diary, process documentation, show people around and co-ordinate matters after the quality assessment team has been appointed. After the initial contact has been made, the chairperson of the internal quality assessment team arranges an initial meeting with the Team Leader and the Dean. The different roles and expectations are discussed and clarified at this stage. Matching supply and demand is important: what does the study programme need, what is the actual situation and what possible adjustments need to be made in the approach or in the schedule?

Agreements are made on the approach, the submission document and the specific requirements for the site visit (internal quality assessment interviews within the department). The assessment criteria outlined in the fourth version of EFQM (2004) are more closely linked to accreditation. The study programme department can supplement these assessment criteria with its own. We expect that departments will gradually improve their competence in doing this, considering that they already have experience in formulating critical success factors. A draft timetable is prepared and an initial inventory is made of performance indicators and documents. In making an inventory of documents the 'visitation list' and examples from other assessments are used. The department organizes a room and facilities for the site visit.

Instruments

The EFQM model is used to assess the study programmes. It is possible to use the same model for the support departments and Staff Offices, although this would then require the use of a separate matrix for support departments in addition to using the INK version for the public sector, supplemented where necessary with a customer or employee satisfaction survey.

Internal quality assessment process

The Staff Office of OZ-IKZ must first agree on dates for the training session, the consensus meeting and the site visit for the internal quality assessment. In practice, the consensus meeting usually takes place on a standard study day. The training session is held three weeks before the consensus meeting and the internal quality assessment follows four weeks after the consensus meeting. The training session takes one hour; six to eight hours are planned in for the consensus meeting. A report is made of the consensus meeting. The feedback report is agreed four weeks after the site visit at a meeting which takes one-and-a-half to two hours.


Who exactly fills in the score for the study programme? Who gives the training and chairs the consensus meeting? The agreement states that the Team Leader for the study programme is responsible for the organization of the internal quality assessment process within the study programme department. The Team Leader invites someone to give the training, to act as chairperson of the consensus meeting and to write the report. A number of assessors have been trained to fill the role of consensus meeting chairperson. Staff Office – OSZ issues a Personnel Adjustment Form (endorsed by a MT member of the department) for 20 hours for the assessor concerned for the training session, the consensus meeting and the internal quality assessment report. One hundred hours (40 for the chairperson and 30 for each team member) are allocated through a Personnel Adjustment Form authorizing a deployment adjustment, unless the employee has indicated, in consultation with his/her manager, to have a preference and scope to extend the number of hours he or she works. OZ-IKZ appoints an internal quality assessment team and hands over the contact with the study programme department/School to the chairperson.

Training session

The consensus meeting chairperson gives a training session on the EFQM model, the method applied and its application in higher education. One hour during a standard meeting is sufficient for this. Staff members individually score all sub-criteria and note their argumentation. It is useful to make agreements on terms and definitions during the training session. Examples of these are Team Leaders / Dean, organization level, professional field and branches. Agreements on submission dates should be made.

Consensus meeting

One week before the consensus meeting the study programme department makes an overview of the scores for the consensus meeting. The results are gent to the consensus meeting chairperson. Discussion of the scores is based on the degree of concentration or variation in the scores in the five stages of EFQM.

	Stage
	1
	2
	3
	4
	5
	Remarks

	1.1 Vision on quality
	3
	7
	12
	1
	
	

	1.2 personal commitment to continuous improvement
	10
	9
	4
	
	
	


The above results will lead to a discussion on sub-criteria 1.1 that particularly relates to the argumentation for stages 2 and 3; in relation to sub-criteria 1.2, consensus will be sought in relation to stages 1 and 2. It is useful if staff members verbally put forward their own argumentation for their scores. The exchange of arguments is usually illuminating for a department. Finally, the participants are asked to prioritize a number of areas for attention and a number of sub-criteria. The meeting examines whether consensus can be reached based on all the views. The consensus meeting chairperson writes up a report on the consensus meeting. The department can use this consensus meeting report to inform other interviewees of the Internal Quality Assessment Team, such as the people from the professional field, students and external colleagues, and the Executive Board. These people also need to know which documents were examined by the internal quality assessment team because questions will be posed during the site visit interviews based on these documents.

Documents

The department decides on the documents to be submitted. The documents must be provided to the internal quality assessment team (in triplicate) 15 working days in advance. The internal quality assessment team makes an initial evaluation based on the documents. The internal quality assessment team requests additional information in the interviews held during the site visit. It can therefore occur that some sub-categories are not raised because it is possible to conduct a proper internal quality assessment based on the documentation provided. The following is an example of a documentation list:

· Current Teaching and Examination Regulations.

· Description of curriculum (prospectus).

· The latest information brochure.

· Departmental policy documents which show, both in terms of quality and quantity, how shape has been given to the study programme over the past few years and an indication of future policy.

· Visitation reports and reports by the Education Inspectorate, as well as summaries and/or interpretations of these report.

· Recent education assessment reports.

· A selection of the course material.

· Information on the internal quality assurance system.

· Performance indicators on educational output, staffing and finance.

· Information on the structure of the study programme and its position within Hanze University Groningen.

· Staff policy.

· Financial policy.

The internal quality assessment team may request additional documentation or may request access to documents. The department can also extract information from research material at Hanze University level such as employee satisfaction surveys and the employers' survey, the SSA survey (Association for Student Activities) or external surveys such as the HPE monitor or the Guide to Higher Education Courses (Keuzegids). The most important aspect of this is the interpretation of the scores by the department and the formulation of an action plan. In our experience, it works well to grant the internal quality assurance team access to documentation two to three days prior to the site visit. You can also arrange for a course handbook to circulate among the members of the internal quality assessment team.

Site visit schedule

The consensus meeting chairperson timetables interviews of 30 minutes with a 15-minute break between each interview for consultations among the internal quality assessment team. The internal quality assessment team determines the questions for each interview in advance and decides, in consultative meetings, whether the answers indeed give sufficient content and argumentation for the scores or if further questions need to be put in a later interview. Information gained from the documents and the interviews must substantiate the score and the argumentation.

When planning the site visit and preparing the timetable we advise to start with a meeting with the Dean or the Executive Board member. If either the Dean or the Executive Board member is unavailable, we would advise changing the date for the site visit. We also advise immediately making an appointment (one-and-a-half to two hours) with the Dean for three to four weeks after the site visit to present the feedback report.

Interviewees

The schedule for the internal quality assessment starts with a meeting with the manager – Dean or Team Leader – on leadership, policy and strategy, and results. The interview schedule for the rest of the internal quality assessment is less fixed and more variants are possible. In principle, this meeting is followed by an interview with the Study Programme Co-ordinator and/or the Quality Assurance Committee. Agree during this initial meeting who is to be interviewed, the account manager at OZ for example. The internal quality assurance team no longer interviews the personnel or financial controllers, but discusses this material in a second meeting with the Dean or Team Leader. This is because Deans / Team Leaders are the line managers for staffing and finance, and are responsible for the cohesion of the required services and policy. Supplementary documents from the support departments may give answers to possible questions in advance. The internal quality assessment team also interviews an Executive Board member, because the Executive Board forms the management tier above the School.

It is relatively easy to find a group of six lecturers and a group of six students. Preferably, these groups should be representative of the department subject to the internal quality assessment. A guided tour of the department should provide insight into: the building; the reception of students and clients, both by telephone and in person; the level of service at the shop; the student records; rooms and workspaces for independent study and project-based learning; lecturers' offices; the multimedia library; IT; HELO; computer and photocopying facilities; and the practical workshops and labs. This guided tour can be similar to the guided tours given on Open Days. We suggest using students as tour guides. In this way, they can take the opportunity to talk to the internal quality assessment team about their affinity with the study programme and the role they play in quality assurance and educational innovation.

The internal quality assessment team will wish to speak to representatives from the professional field (or members of the Professional Field Advisory Committee). The reason for this is to determine the value the professional field and society places in the study programme, the quality of the relationship management and the level of external orientation achieved. Departments may consider it inappropriate to request professional field contacts to attend Hanze University Groningen on the day of the site visit for a thirty-minute interview with the internal quality assessment team. An alternative here would be to give the internal quality assessment team the option of speaking to professional field representatives by phone, although this would deprive the team of communicating with a panel of professional field representatives. If the internal quality assessment team is not given the opportunity to speak to representatives from the professional field and if documentation in respect to this aspect is not made available, it will not be possible to obtain a score for this criterion. Generally speaking, the quality assessment score and the assessment report give a more accurate picture when the department provides good-quality documentation and sufficient interviewees.

Finally, the internal quality assessment team will speak to the MT on additional issues, and, if deemed necessary in relation to urgent matters, for example, it will provide some initial feedback on the internal quality assessment. Five days before the feedback meeting, a copy of the draft quality assessment report is emailed to the Team Leader for the study programme, the Dean and the Executive Board member. In this way, they are given the opportunity to submit factual inaccuracies to the chairperson so that a factually correct quality assessment report can be discussed during the feedback meeting.

Planning assessors' tasks

Approximately one week before the internal quality assessment, the assessors plan an initial meeting of two to three hours. An efficient way of working is to continue working immediately after completing the internal quality assessment for one or two hours in order to reach consensus on the score. Each assessor can then submit his/her contributions for the draft quality assessment report. In this way, the follow-up discussion can focus on the conclusions and recommendations.

The assessors examine all the documents prior to the initial meeting and try to formulate arguments for the report, which are based as much as possible on the documents. The first item on the agenda for the initial meeting is the dimensions. An inventory is made of information and scores already available for all the areas of attention based on the documents. An inventory is also made of the questions that need to be asked. These questions are spread among the interviewees. 

The division of tasks and the co-ordination are complex matters when writing the assessment report.

The starting point is that all assessors contribute to the report. The chairperson collects the contributions from the assessors and produces a single report based on these contributions. Assessors give each other feedback on the scores and their argumentation. They also contribute to the overall report and the recommendations. A follow-up meeting takes place five to seven days later. Prior to this meeting, the assessors must circulate their contributions, and they must read and provide comments on the contributions. At this meeting the discussion can then focus on the dimensions, and the discussion should result in a preamble to the report and conclusions.

Quality assessment report

Quality assessment reports can be written in different ways, although, generally speaking, a systematic and analytical approach is applied in the EFQM model. Agreements have been made on the report's format. Request the department subject to the internal quality assessment to forward a file with a list of documents submitted and a list of documents to which access was granted, and the timetable for the site visit.

Feedback meeting

Three to four weeks after the internal quality assessment, the assessors discuss the draft report with the MT and the Dean. First request an overview, before subsequently examining each page of the assessment report. The department may provide supplemental information and the assessment report is compared to the consensus report. The objective is to have a constructive discussion on the recommendations. A copy of the definitive assessment report is issued to the relevant department / support department to be distributed among the interviewees and other interested parties.

OZ-IKZ sends a copy to the Dean and the Executive Board. The OZ-IKZ expertise team examines the criteria aspects of internal quality assessment reports annually, the objective of which is to develop EFQM expertise. The quality assessment report is the property of the department and access to it is granted by the Dean.

Follow-up process

The improvement plans after a consensus meeting and after an internal quality assessment are integrated into the long-term policy and into the annual plans / activities plans for the study programme. The Dean inquires into the integration of improvement plans into the policy cycle. After an internal quality assessment, the follow-up process is incorporated into management contracts and raised during management meetings.

Composition of internal quality assessment team

The internal quality assessment teams are supervised by experienced chairpersons. The assessors are Hanze University Groningen staff members, who, if at all possible, come from other Schools / Academies so that they can assess the situation in an objective manner. There are 50 trained assessors at Hanze University Groningen, all of whom have participated in various internal quality assessments. Apart from their expertise in EFQM, the assessors also have wide-ranging experience on quality, educational development, and management in their own work situations and a number of assessors have expertise in the areas of staff, accommodation or finance.

Professional development

Assessors have indicated that they have learned a lot from their internal quality assessment activities. They have also indicated that they can use this experience very effectively in their own work situations. OZ-IKZ organizes a conference for assessors each year to exchange experiences on a number of matters and to discuss new developments. Proposals are drawn up in separate working groups. The consensus meeting chairpersons exchange their experiences in intervision groups throughout the year, as do the chairpersons of the internal quality assessment teams. Competency-based profiles have been drawn up for the role of assessor and consensus leader. These are regarded as professional development tools.

Final remarks

The assessors' training course was given in 2004 for the fifth time. From 1996 to 2004, thirty-four study programme departments, two support departments and three Staff Offices underwent internal quality assessments at Hanze University Groningen. Considering that one of the requirements for accreditation is a systematic quality assurance system in line with phase 3 of EFQM, we need more assessors. In addition to this, internal quality assessments also take place between two visitations. Study programmes perform better in visitations if quality is also guaranteed at university level.

Appendix 2.2 Profile of the auditor’s competences

At individual level, an auditor is an expert in the field of EFQM, quality assurance, IKZ, the policy cycle, and accreditation. In the preparation for an audit, he or she must study documents with EFQM in mind, both as a whole and for each criterion.

He or she can assess which stage the organization / unit is currently situated: ad hoc, oral, person-related, or already at the stage of teamwork and documentation, or even at the stage of anticipation and taking a proactive approach to developments. He or she can determine if the documentation is sufficient or whether more questions have to be asked: to whom and about what. The auditor can estimate the agenda of the audit day, the composition of the group of discussion partners, and which questions ought to be asked in which discussions.

Competencies in problem analysis: spotting problems, recognizing important information, forging links between data, tracing possible causes of problems, searching for relevant data. The auditor is capable of distinguishing main and side issues, makes use of active knowledge sources and information, and differentiates between symptoms and causes. He determines in a logical and methodical manner where the errors lie and what the possible causes may be, uses various means to approach problems and to obtain relevant information.

For communication in the audit team, an auditor can spot important information and introduce it by asking questions and by responding to reactions. For this to occur it is necessary to allow others to say their piece and to ask for clarification, to pause if a discussion partner wishes to interrupt, to maintain good contacts during the discussion, to check if the discussion partner has understood what the others wish to say, and to give a good summary of what has been said.

Ability to express oneself: the expert should formulate ideas and opinions in clear language, choose his or her words carefully to suit the target group, convey the message without going into too many details, and illustrate what has been said with an example.

Co-operation: the expert should contribute to a joint result by transcending personal interests, but reducing the tension in the group, by bridging discrepancies, but looking for added value in the group. Team members give one another realistic feedback.

Communication during the audit: the auditor can join in by displaying flexible behaviour. He or she can change behaviour to reach a specified objective when discussing opportunities and problems. The auditor takes an objective view, distances himself/herself from the situation, appreciates a deviating standpoint, becomes more practice-oriented under the pressure of time, alters behaviour if the desired effect is threatened, takes into account the position or character of the discussion partners/colleagues, takes advantage of circumstances that changes by chance.

Customer-oriented: on the basis of a service-providing attitude, he or she can clarify expectations, provide tailor-made solutions, accept responsibility for mistakes, react to complaints by proposing improvements without displaying defensive behaviour.

Writing: an auditor writes parts of the audit report and gives colleagues feedback and supplementary information on texts. The argumentation for the score in the stages must be made clear, with content-related information that is derivable from documents and discussions. The report is geared to the customer, the department/programme that is being analysed with a view to creating an improvement plan.

Competencies in creativity: the auditor should produce original solutions to problems and think up new working methods. The auditor asks for scope for his or her own style and solutions, provides a relatively new point of view, with a new approach, quickly understands where the key issues lie, has an eye for design and style, looks beyond the boundaries of his or her own discipline or department.

Oral feedback: the auditor is competent in communication and in EFQM.

The chairman of the audit team ought to have these competences as well as skills in management and taking the initiative. The chairman can supervise an audit team, both as a whole and with regard to the individual members, ensure the production of joint analyses, realize an effective process with clear agreements and demands, and can address all members about their contribution. The chairman promotes co-operation within the team, invite people to contribute, and ensure that justice is done to the various opinions. He or she will solve internal conflicts or ensure that these are solved.

Appendix 2.3 Observation form for the auditor

	
	Check list for audit skills
	-
	+/-
	+

	
	Audit-related criteria
	
	
	

	1
	Diagnostic instrument
	
	
	

	
	Is the person asking questions consistently looking for an answer to the items that are requested in the EFQM model?
	
	
	

	
	Remarks:
	
	
	

	2
	PDCA cycle
	
	
	

	
	Does the person asking questions check the extent to which measures have genuinely been implemented on the basis if the quality measurements?
	
	
	

	
	Remarks:
	
	
	

	
	Audit-technical criteria
	-
	+/-
	+

	3
	Listening
	
	
	

	
	Does to person asking the questions listen attentively to the content of the answers?
	
	
	

	
	Does the person asking questions pay attention to verbal and non-verbal signals?
	
	
	

	
	Remarks:
	
	
	

	4
	Asking good questions
	
	
	

	
	Is the question an open question? In other words, is it rhetorical or suggestive?
	
	
	

	
	Remarks:
	
	
	

	5
	Persistence in the questioning (create scope, repeat in one’s own words)
	
	
	

	
	Does the person continue to ask questions if the responses are guarded or generalized or patchy?
	
	
	

	
	Remarks:
	
	
	

	
	Audit-attitude criteria
	-
	+/-
	+

	6
	Aspects of attitude
	
	
	

	
	This includes matters such as:

· Does one allow the other to say all he wants?

· Does the person asking questions offer verbal help in producing the proper picture?

· Does the persona asking questions display empathy?

· Does the person asking questions have peripheral vision? Does he or she look at all the participants?

· Is the person asking questions talking as little as possible?
	
	
	

	
	Remarks:
	
	
	


Appendix 2.4 Competency profile of the consensus leader

In the formulation of the competency profile of the consensus leader, use is made of the Hanze University ‘Overview of Competencies’, as was specified by the Board of Governors of the Hanze University on 20 January 2003.

	
	Mediocre
	Reasonable / sufficient
	Easily sufficient
	Good / excellent

	Managing (supervising)
	
	
	
	

	Managing (supervising) in relation to a group

Giving direction and steering to a group; creating and maintaining co-operative structures

Result-oriented

Formulates SMART objectives and makes clear agreements. Has a view of the necessary actions and monitors  progress

Planning and organizing

Determining the aims and priorities effectively and indicating the necessary actions, time and resources to be able to achieve the specified aims.
	
	
	
	

	Decisions
	
	
	
	

	Problem analysis

Spotting problems, recognizing important information, establishing links between data; tracing possible causes of problems, looking for relevant data.
	
	
	
	

	Communicating
	
	
	
	

	Listening

Showing that important information is being absorbed, asking questions, dealing with reactions as well as non-verbal behaviour

Negotiating

Effectively communicating one’s own viewpoints and arguments, and tracing and identifying communal aims in a way that leads to agreement on all sides
	
	
	
	

	Orientation to the surroundings
	
	
	
	

	Flexible behaviour

If problems or opportunities arise, one should change one’s own behaviour to achieve the specified goal.

Ability to cope with stress

Continue to communicate effectively under pressure of time, at setbacks, disappointments or resistance
	
	
	
	

	Commitment
	
	
	
	

	Independence

Undertake actions that are based on one’s own convictions rather than on a desire to please  the other.
	
	
	
	


Appendix 3 Extra matrices

Appendix 3.1
Matrix for research and consultancy 
In research and consultancy assignments (market-oriented or service provision to third parties) we distinguish the following stages:

1. acquisition of the assignment

2. formulating an offer and drawing up the contract

3. writing a project plan or research set-up

4. preparation and the actual implementation/realization of the research or consultancy assignment

5. evaluation of the assignment and the provision of follow-up care (such as the implementation of the research results).

	5. Management of processes

Consultancy / applied research
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	1. Acquisition
	· The individual staff member acquires assignments in research or consultancy.


	· A group of staff members is made responsible for the acquisition of research or consultancy assignments*.
	· The organization has a policy regarding the acquisition of research or consultancy assignments.
	· Trend analyses form the point of departure for the acquisition of research or consultancy assignments. The customer* is involved in the way in which assignments are acquired. 

· Comparison with the competitors* is made.
	· The future situation is taken into account in the acquisition of research and consultancy assignments, and analyses of social trends form the point of departure for the acquisition.

· The organization is innovative and pro-active, and systematically gathers ideas from society with the aim of improving its acquisition.



	2. Tendering and contracting
	· There is freedom in the manner of submitting tenders. 


	· There are guidelines for formulating a tender.

· In some cases, a contract is drawn up.
	· Use is made of standard tenders and contracts, with mention of the legal conditions. 

· Action is undertaken in line with the stipulated guidelines.
	· The customer is explicitly involved in the design of tenders and contracts. 

· Tenders and contracts are compared to those of competitors or members of the branch association as much as possible.

· Positive results are demonstrable in comparison to competitors.


	· Tenders and contracts are compared to those formulated by excellent organizations.

· Positive results are demonstrable in comparison to excellent organizations over a period of several years.


* Research or consultancy assignment:
an assignment for an organization to perform research or provide advice, for which payment is made. It involves external funding and market-oriented tasks.

* Customer:


the customer of a research or consultancy assignment is the organization that issues the assignment, and any other ‘users’ of the results.

* Competitors:


other educational institutions and commercial instances that provide the same services. 

	5. Management of processes

Consultancy / applied research
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	3. Design of the project plan*
	· A research structure or a project plan for the consultancy process is only formulated ad hoc. This depends on the researcher/ consultant.
	· There are guidelines for the design of project plans for research or consultancy assignments. 

· The project plan will at least contain quality demands* with regard to the products to be supplied.


	· Action is undertaken in line with the guidelines for project plans.
	· The customer is explicitly involved in the design of the project plan and especially in the design of the demands to be made on the quality of the product.
	· In addition to the customer, external advisors are involved in the design of the project plans in general and of the quality demands in particular. 

· Social aspects are also part of the quality demands.

	4. Preparation and realization
	· The staff members working on the research project or consultancy process only participate on their own initiative.
	· Teams hold the responsibility for the preparation and implementation of research and consultancy assignment.
	· There is a quality management system with regard to research and consultancy assignments, and the beginning of performance indicators.

· The organization is responsible for quality improvement.
	· There is continuous improvement. The customer is intensively involved in quality management during the preparation and realization of the research or consultancy assignment.


	· The total quality management of the preparation and the realization of the research and consultancy assignments are established both internally and externally.

	5. Evaluation and provision (implementation) of follow-up care
	· Follow-up care is only provided in cases of complaint.
	· Quality demands are applied during the preparation and realization, in order to supply the desired quality. 

· Incidental controls on effectiveness or follow-up activities take place in the longer term.
	· Follow-up care is a standard component of every research or consultancy assignment. Special attention is paid to the possibility of experiences and results of research and consultancy being applicable to regular education.


	· The customer is involved in the follow-up care stage.

· The organization distinguishes itself from its competitors in the quality of its follow-up care.
	· The organization distinguishes itself positively in comparison to excellent organizations in the quality of the follow-up care over a period of several years.


* Project plan:                 
a description of objectives, activities, deadlines, organization, and budget of a research project or consultancy process.

* Quality demands:
the requirements and preconditions specified by the commissioning party, the demands of the various users, and the demands of the project executors themselves.

Appendix 3.2
Matrix for auxiliary/ supportive  services

In the previous versions, the quality of the education-supportive services were only dealt with to a limited extent. Even if you use only the matrices in Chapter 5, you may still have the feeling that the auxiliary processes have received insufficient attention, whereas these are of great importance to customer satisfaction.

At visitations and internal audits it turns out that education institutions for higher education have problems with the ‘small quality’ and they also indicate that they would like to improve and secure this quality. Continual steering and monitoring of the quality of the education-supporting services and processes is essential here.

This is the basis of higher education’s demand for a ‘version for the auxiliary services’. In order to meet this customer request, the HBO Expert Group decided to translate this demand into a separate matrix for the Management of Processes for auxiliary services. This matrix can be applied parallel to the matrices in Chapter 5 or on its own if the organization wishes to examine a service or auxiliary unit separately. If one examines a unit separately, it is recommended that all criteria of the model be filled in and not only criteria 5. After all, services are being increasingly integrated in the strategic policy of the organization and the manager of an auxiliary service is also expected to approach things from an integral organizational angle.

For the other criteria, use can be made of the design in Chapter 5, although some translation from education to support will have to be made here and there.


Organizations, units or faculties and separate services can work on the future in a structured manner by making use of this matrix for auxiliary services and processes.

Here, too, it is the case that a model is a simplified representation of reality that has to be inserted by the user into the specific context of the organization and time. Above all, this matrix should not be regarded as a rigid prescription but rather as an impulse for an inspiring way of approaching the organization and for finding creative and innovative solutions.

	5. Management of processes
	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Auxiliary services
1. Development

(Identification and Design)
	· There is an organization chart for the organization* in which the position of the service/unit is clearly established.

· There is a plan of action for a year.

· The most important working processes have been identified within the service/unit. These processes are fragmentarily recorded, mainly is diagrams and procedures.

· Processes and procedures are known in limited circles (generally only among the management).

· The member of staff concerned knows about the tasks to be implemented. 


	· There are guidelines for drawing up process descriptions.

· The primary process of the service/unit has been described.

· The groups of customers and suppliers, as well and their requirements, have been determined.

· There are process descriptions for the most important processes between other services and sections and one’s own services/unit (internal customer-supplier relationships).

· Indicators have been defined for these.

· The service/unit takes performance and output as its guiding principle.
	· The organization has an integral policy regarding the auxiliary services, and has described the relationship between the primary process, the steering process, and the auxiliary services.

· The mission and organization objectives have been translated into operational goals for services/sections and the most important (critical) processes.

· The internal customer-supplier relationships have been documented in process descriptions and elaborated in objectives and performance indicators.

· It has been determined who is responsible for certain processes, relationships with special customer groups and suppliers. The staff are aware of this.

· Internal customers and suppliers and one’s own services staff are systematically involved in the design of the process and particularly of the quality demands regarding the result to be achieved,

· Revision and adjustment of the processes are supported by measurements of the processes and the business results.
	· The relationships with external stakeholders and partners have been organized, and the processes, tasks, responsibilities, and competencies have been documented.

· External customers and suppliers are expressly involved In the design and adjustment of the process and the quality of the result to be delivered.

· Benchmarking with regard to external organizations including competitors form a systematic component process design and adjustment.

· Information from contacts that individual members of staff maintain with external customers and suppliers is systematically introduced into the improvement cycle.

· The diversity of external relationships is also used for creative processes, innovations and qualitative expansion of the external network.

· Trend analyses also form a starting point for process design and adjustment.
	· Social aspects are involved in the design of quality demands of processes, where the role of the service/unit and the staff is explicitly outlined.

· Indicators and performance are anticipated in the design of  processes with regard to the future (5-10 years).

· Social trend analyses form an important starting point process design and improvement.

· The organizational climate is innovative and proactive.

· Benchmarking with regard to excellent organizations including competitors forms a systematic component of process design and adjustment.

· The entire process structure is analysed and revised in a cyclical manner.

· The diversity and creativity of external relations is systematically used to improve performance, innovation, and the qualitative improvement of the external network. External parties other than customers and suppliers (social groups) are systematically involved.



	2. Implementa-tion and control
	· The process responsibility rests with the management of the organization.

· The management of a unit or service monitors the implementation of tasks and, by taking samples, controls the quality although there is no basic system.

· The management of the service/unit takes ad hoc measures if things go wrong and sharpens subsequent control, which they often perform themselves.

· Members of staff of the unit have much freedom in the performance of their tasks. They often act according to their own insight.

· Internal customers and suppliers, such as teachers and educational management often agree on working methods and procedures with individual members of the services staff.
	· The process responsibility rests with the line management that also governs the processes.

· Staff sections (Education and Quality, Student Affairs, HRM) generally determine the framework within which the work takes place.

· The requirements and appreciation of customer groups and suppliers are regularly measured with reference to each unit/service.

· The unit/service performs systematic control of critical process steps but there is little alignment with other processes.

· On the basis of the measurements en controls, the processes or process controls are improved.

· Within the unit/service, there is a system for quality monitoring during the implementation of the processes, and quality demands  are genuinely used during the realization to enable the delivery of the required quality.

There are incidental controls on effectiveness and follow-up activities in the long term.
	· The unit/section steers and controls the process integrally on the basis of critical success factors (indicators), performance indicators, and norms.

· Interim adjustments are made on the basis of these factors.

· Information from (internal) customers and suppliers is systematically processed in such a way that they largely steer the unit.

· The process responsibility rests as low as possible in the unit.
	· Active communication takes place with customers, suppliers and partners on working methods and the implementation of processes.

· Steering takes place on the basis of critical success factors that have been established on the basis of information from external suppliers, customers and partners.

· Performance indicators have been formulated for  the chain and they are adhered to.

· Errors in the chain of external supplier – unit/service – customer are systematically and punctually spotted, after which remedial measures are taken.

· Processes, process control, and results of processes are compared to those of other departments within the university or with those of other organizations (competitors, fellow associations in the sector, companies active in another sector).

· Positive results can be shown in comparison to competitors.
	· The actions undertaken are almost all in accordance with the guidelines.

· The results of processes and process control are transparent to the outside world.

· Social aspects are an integral component of the implementation of processes and the application of resources and staff.

· In comparison to excellent organizations, positive long terms results are demonstrable.

· There are self-governing teams in which the process responsibility rests as low as possible in the organization.


* Organization:
Depending on the range of the determination of position, this may refer to a programme, a group of programmes, a faculty/unit/school, the entire university.

* Service/unit:
Component of the organization that has the responsibility to realize certain auxiliary processes. This may refer to a section or unit at programme or faculty level (back office, desks) responsible for the timetable, room allocation, student administration, work placement agency, etc. for a programme or faculty or Auxiliary Unit, Financial Department, of HRM section at Faculty or university level.

* Partners/external parties:
These terms refer exclusively to organizations or components of organizations outside one’s own university. 

* Project plan:


a description of objectives, activities, deadlines, organization and budget of a research project or consultancy process.

* Quality demands:     
the requirements and preconditions specified by the commissioning party, the demands of the various users, and the demands of the project executors themselves.

	5. Management of processes


	Stage 1

Activity-oriented
	Stage 2

Process-oriented
	Stage 3

System-oriented
	Stage 4

Chain-oriented
	Stage 5

Total Quality Management

	Auxiliary services
3.  Examination and improvement of processes

Stimulation of creativity and innovation
	·  Complaints, incidents or recurring problems give cause to adjust policy and undertake concrete action. There are no structured plans for improvement or innovation.

· The effects of improvement measures are seldom measured.

· Dependent on the individual manager, an ad hoc research set-up is created or a project plan for the evaluation or improvement of working methods and processes is formulated.

· Problem analyses and improvements are linked to the service/unit, are small-scale, and are not oriented toward the context of this service/unit (the position in the entire organization or the whole process).
	· Structural improvement plans are formulated for each service/unit.

· The improvement plans are sufficiently supported (budget, staff).

· Cyclical research is performed to establish the functioning of the process within the service/unit.

· The input of the staff, customers, suppliers and environment begins to gain structure.

· Feedback to the staff on process improvement takes place.
	· The service/unit plans systematic improvements partly on the basis of the policy of the organization.

· The service/unit ensures the changes in processes take place in a planned manner and in accordance with the changing requirements of customers and suppliers.

· The service/unit performs cyclical evaluation of its internal processes on the basis of indicators, performance indicators, and norms.

· The service/unit performs systematic and continuous evaluation of the functioning of the process between the services themselves and between the services and the education.

· The service/unit constantly improves its core processes on the basis of creative and innovative ideas coming from internal customers, suppliers, and the members of staff in one’s own service/unit.


	· Management formulates improvement plans in a structural way, in conjunction with external interested parties (the environment).

· External customers, suppliers and particularly partners are systematically involved in problem definition and in the generation of (creative and innovative) ideas for improvement.

· The services/units are evaluated on the basis of norms provided by internal and external customers.

· People learn by comparing their performance with that of similar external organizations (benchmarking).
	· The improvement and innovation of processes has been accommodated in systems in which information from management, staff, customers, suppliers and society has been stored.

· Benchmarking against excellent organizations is applied in this procedure.

· Improvement, creative processes, and innovation are so embedded in the organization that the introduction of improvement does not affect the quality of the ongoing processes and products/services.

· The diversity and creativity of external relationships and social groups is systematically used to improve performance and innovation, and to realize a qualitative improvement of the external network.


Appendix 4
Positioning in relation to other models
Appendix 4.1
What is the relation of the EFQM method to the ‘Position Determination and Improvement’ manual issued by the Netherlands Institute for Quality (Instituut Nederlandse Kwaliteit, INK)?
The method, as developed for Higher Education, is derived to a large extent from the principles of EFQM and the INK guidelines. The INK manual can be used by all educational organizations, from primary school to university, regardless of the educational sector. The INK manual tends to be more abstract, and allows the organization scope to fill in its own approach. For instance, with the Management of Processes, no circle with eight steps is presented; the INK asks whether or not the organization has identified its processes without giving an indication of how that should be done.

In its terminology, the Expert Group Method is geared to advanced education and, within this category, more towards Higher Professional Education. The terms are somewhat more concrete and thus less ‘open’.

The methods complement one another excellently in cases where, for example, an Institute for Higher Professional Education or large faculty could best make use of the INK's ‘Position Determination and Improvement’ manual (Public Sector, Education, Health Care), and a department within either of these could best apply the method of the Expert Group. In this fourth version of the Method, we have moved closer to the INK model, especially in the subcriteria.

We can also imagine that, when we have obtained sufficient experience with the Method, a differentiation towards advanced education will become superfluous.

Appendix 4.
2
 What is the relationship between the Method and other educational methods based on EFQM?

There are currently two other Dutch versions on the market, both published in Flanders: the TRIS method and PROZA. The TRIS method is a direct ‘retranslation’ of the Expert Group Method. However, TRIS is increasingly oriented toward EFQM Brussels and does not follow the criteria of the INK management model. 

The PROZA method is more detailed than the Expert Group Method, and is above all intended for use in internal quality management. It contains a total of roughly 2000 questions in the nine criteria across the 5 stages. 

This version is the third English-language version published by the Expert Group, and Spanish, Czech, German, Latvian and Vietnamese versions have now also been published.

The Expert Group is a vehement advocate of far-reaching co-operation between the various groups that are concerned with the same objectives, and will undertake continuous, purposeful action towards this end. 

Appendix 4.3
What is the relationship between the Method and the Balanced Score Card?

The Balanced Score Card (Kaplan and Norton, 1996) is actually a performance-measuring system and may also be regarded as a different substantiation of the result areas of the EFQM model. In its original form, the BSC has four perspectives:

1. Financial (return on investment and added value)

2. Customer (satisfaction, customer loyalty, market and market share)

3. Internal (quality, response time, costs, and the introduction of new products)

4. Learning/growth (people satisfaction, and availability of information system).

Kaplan and Norton stimulate organizations to create their own BSC, thus there are many variants of the Score Cards and Dashboards available. See also: Ahaus and Diepman, Balanced Score Card & Model Nederlandse Kwaliteit (1998) and the example of the Hanze University Groningen.

The HG EFQM model






Appendix 4.4
What is the relationship between the Method and Investors in People (IiP)?

Investors in People is a standard method based on four principles: commitment, planning, action, and evaluation, elaborated in twelve indicators. An organization can measure itself against these indicators and allow itself to be assessed by an institution authorized to do so. (See: http://www.investorsinpeople.co.uk/IIP/Web/default.htm)

IiP and EFQM supplement one another. An organization that satisfies the IiP standard has had to realize much that also provides input for the ‘Staff’ factor in the EFQM model.
 In addition, there is also a direct relationship between IiP and ‘Leadership’, particularly in module 3, Observing, appreciating and supporting quality.

Appendix 4.5
What is the relationship between the Method and accreditation?

The Dutch accreditation structure is a mandatory external quality assurance structure to which existing and new programmes must conform. The accreditation requirement shave been included in the WHW and have been in force since August 2002. The NVAO has the task of allocating accreditation to a programme for a duration of six years on the basis of a positive visitation report. Universities of Higher Professional Education are legally obliged to ensure that a regular assessment of the quality of their education by independent experts takes place. Each CROHO-registered programme must be accredited every six years in order to receive a renewed hallmark of quality. Universities of Higher Professional Education take the initiative themselves to have their programmes assessed by a Visitation and Evaluation Institution (in Dutch: VBI) that is recognized by the NVAO. The system of internal quality management must be such that the visitation panel can observe a continuous commitment to quality to the extent that this quality can be guaranteed for the next six years.

The aim of the new accreditation system is that students can compare programmes and can choose the best programme from a customer point of view. The accreditation system and the Bachelor’s-Master’s degree system ensure that Dutch institutions for higher professional education are comparable to institutions for higher professional education in Europe and in the rest of the world.

In comparison with the old visitation system, there is a difference in responsibility. It is not the Higher Professional Educational Council that takes the initiative but it is rather the board of the institution that is responsible for (organizing) the implementation of the process of self-evaluation and visitation and the request for accreditation. New factors are involved in the accreditation system: the NVAO and the VBIs. Every year Institutions of Higher Professional Education in the Netherlands choose a VBI with which they wish to work. These are commercially operating organizations that can support self-evaluation and then perform the actual visitation. The visitation with the accreditation system culminates with an unambiguous quality judgement: pass or fail.
 The board of the Institution presents this judgement to the NVAO which subsequently decides whether or not to issue accreditation. A programme that is not accredited loses government funding and the right to issue diplomas, and the students no longer receive study funding. The institution must then take measures for the students and staff to accommodate this transition.

The inspection no longer plays a structural role in the accreditation system, the NVAO has assumed the tasks of the inspection. The programme must have a sound system of quality management and must arrange interim assessment after three years of the six-year cycle.

We find content-related differences in the accreditation frame of the NVAO.

Programmes are assessed on 6 quality themes, divided into 21 facets and 30 criteria. All the themes must gain a pass mark. Within each theme, compensation may occur at facet level.

Aims of the programme: Bachelor’s or Master’s degree level, domain-specific and orientation toward Higher Professional Education (HBO)

Programme: HBO requirements, relationship between aims and content, coherence in the programme, inflow, duration, harmony between structure and content, assessment and exams.

Staff deployment: HBO requirements, quantity and quality of the staff.

Facilities: Material, study guidance.

Internal quality management: Evaluation of the results, improvement measures, involvement of stakeholders.

Results:  Educational success rates, levels realized.

Exceptional quality features: facultative for a hallmark with a star.
	EFQM criteria and subcriteria
	Evaluation framework and facets of the NVAO 

	1. Leadership
	

	1.1. vision on quality
	

	1.2. personal involvement in continuous improvement
	

	1.3. observation, appreciation and support of quality
	

	1.4. external activity
	

	1.5. reflection upon own actions
	

	2. Policy and Strategy
	5. Internal Quality Management

	2.1. policy plans and other documents
	

	2.2. development of policy
	

	2.3. communication on policy
	

	2.4. evaluation and improvement
	Evaluation of results

Improvement measures

	3. People Management
	3. Deployment of staff

	3.1. people policy
	HBO requirements

	3.2. staff planning
	Quantity of staff

	3.3. feedback, assessment, and remuneration
	Quality of staff

	3.4. staff welfare
	

	3.5. guidance and development of personnel
	

	3.6  evaluation and improvement 
	

	4. Resources
	4. Facilities

	4.1. information
	

	4.2. financial resources
	

	4.3. material resources
	Material facilities

	4.4. technology
	

	4.5. knowledge and experience
	

	4.6 evaluation and improvement
	

	EFQM criteria and subcriteria
	Objects of Higher Professional Education visitation

	5. Management of Processes
	1. Aims of the programme

2. Programme

4. Facilities

	5.1. Professional profile, educational terms, and vision on the education
	Domain-specific requirements

Level

Orientation to HBO Bachelor’s degree

	5.2 curriculum
	HBO requirements

Relationship between aims and content of programme

Duration

	5.3 study modules
	Coherence in the curriculum

	5.4 designing assessment
	Assessment and exams

	5.5 control and steering
	Harmony between structure and content

	5.6 designing the learning environment
	

	5.7 student activities
	Study load

	5.8 teacher activities
	

	5.9 acquisition
	Inflow

	5.10 study career counselling
	Student guidance

	6. Customer satisfaction
	5. Internal quality management

	A. Students
	Evaluation of the results

Improvement measures

	B. Professional field
	Students

	C. Government
	Professional field and alumni

	7. People satisfaction
	5. Internal quality management

	
	Evaluation of results

Improvement measures

Staff

	8. Social impact
	5. Internal quality management

	
	Evaluation of results

Improvement measures

	9. Business results
	6. Results

	A. Financial
	

	B. Operational
	Educational success rates

	
	Level realized


Relationship between Accreditation and EFQM

Just as in the previous system of external quality management, accreditation focuses on education and its connection to the labour market. At present, the NVAO places great emphasis on the results of the quality management, where facilities and the staff demonstrably contribute to the realization of qualitatively good education.

EFQM is oriented toward the total educational organization, to the processes, the conditions, and the mutual coherence between the organizational area and the results area. The goal of working with the EFQM model is to improve the quality of an organization or organizational unit.

The value of EFQM is determined by the breadth of the model, with separate attention being paid to the management of staff and resources and to the management of primary and auxiliary processes. The attention devoted to the integrated of criteria is also valuable. Accordingly, the quality of leadership and policy and strategy directly influence the quality of the staff, resources and processes. The management of staff and resources is inextricably linked to the management of (primary and auxiliary) processes. At the same time, the attention paid to the PDCA cycle is characteristic. ‘Act’ is linked back from ‘Check’ in the Results area to ‘Plan’ and ‘Do’.

Working with EFQM for accreditation would seem more logical than working with the previous visitation system. In the framework of accreditation, the programme must demonstrate that the quality is sufficiently guaranteed for all facets, must present relevant results, and must indicate which improvement measures are to be taken if there are shortcomings. The quality management system itself is assessed. However, EFQM does not provide a check list to measure the assessment framework and the facets of the NVAO. The Expert Group has chosen not to have both systems fit together in such a way that we have literally included the assessment framework in the matrices of the nine criteria (even if this was possible). This decision was based on the argument that quality management is more than meeting the demands of accreditation.

EFQM is a growth model. With a rise in the development stages (1 to 5), the quality provided also increases. The increase in the guarantee of quality is shown by a more external orientation, broader participation in the form of a greater support base for decisions, and more systematic implementation of policy.

EFQM is a part of the internal quality management audit system. Once every three years, for example, an audit team examines the extent to which a programme operates systematically, with attention being consciously devoted to leadership, policy and strategy, people management, resources management, management of processes. An assessment is made of whether or not research is being done on people satisfaction, customer satisfaction, and business results, and whether or not interpretations of trend analyses are being made. In the six-year cycle, it is logical to hold an audit based on EFQM the year prior to visitation and then two years after initiation. A year prior to the visitation produces a self-diagnosis and an audit using EFQM produces good starting points for the self-evaluation process. Now that the Inspectorate no longer plays a role, the Institution of Higher Professional Education can adopt the evaluation of management into the internal system of quality assurance.

After the visitation, the programme unit formulates a plan of action on the basis of the recommendations of the visitation panel. After two years, a memo documenting the current state of affairs is drawn up. This can be checked by an audit team applying an EFQM audit as an interim measurement.

The documentation necessary for accreditation can be conveniently stored in an IKZ archive on the Intranet. The categories in the IKZ archives are roughly the same as those in the EFQM structure. The Institution of Higher Professional Education can provide this structure, where programmes can add their own texts and can create other links (see Appendix 5.4: Categories in the IKZ Archives).

By identifying the criteria that also play a role in accreditation, the obvious course of action is for the programme to perform research that is relevant to the accreditation. Strong and weak points, as well as recommendations for each organizational area and results area, ought to be filled in at the Conclusions and Recommendations section in the audit report. These ought to be recognizable in the NVAO framework as well. In conjunction, the dimensions overlap with the NVAO chapter on Internal Quality Assurance.

Appendix 4.6
 What is the relationship between the Method and ISO?

The world-wide guideline to quality that is most often applied is the International Standardization Organization (ISO) series of quality norms. An organization that satisfies ISO norms can be given an ISO certificate. Here, too, we can compare: 

1. objects related to the stages;

2. objects related to the criteria;

3. the function of the system.

The central elements in ISO assessment are the control of the processes that ought to lead to a certain product and the norms that these processes must satisfy. ISO does not control the quality of the products or, in the case of an educational organization, the quality of the contents of the education. An ISO certificate places an organization somewhere between stages 2 and 3 of the EFQM model.

Compared to the EFQM model, ISO is directed, to a limited degree, towards ‘leadership’ (particularly towards the responsibility between the management layers), towards ‘people management’ and ‘people satisfaction’. It is only logical that the emphasis lies on the ‘management of processes’. 

ISO is an excellent system for quality control, but it only provides indirect indications for improvement. Using ISO for ranking purposes is not possible (except for ‘have and have not’). In those sectors where ISO is accepted as a norm, it is certainly a good means to express justification of one’s actions towards, for example, a supplier or customer. Organizations concerned with market-oriented tasks in Higher Professional Education are increasingly opting for ISO certification.

A new series of ISO (ISO 9000:2000) norms has been published recently, in which more attention has been paid to Leadership and Customer Satisfaction. In this way, EFQM and ISO are growing towards one another and, in fact, the level of an ISO certificate is enhanced to stage 3 to 4.

This can be schematically represented as follows:
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Resources












Score for Appendix 5.1
Profile sketch: the criteria

	Stages
	No stage
	I
	II
	III
	IV
	V
	Growth

	1. Leadership
	
	
	
	
	
	
	

	Values, mission and vision
	
	
	
	
	
	
	

	Personal involvement in continuous improvement
	
	
	
	
	
	
	

	Observing, appreciating, supporting quality
	
	
	
	
	
	
	

	External activity
	
	
	
	
	
	
	

	Reflection and improvement
	
	
	
	
	
	
	

	2. Policy and strategy
	
	
	
	
	
	
	

	Researching and gathering information
	
	
	
	
	
	
	

	Documentation
	
	
	
	
	
	
	

	Development of policy
	
	
	
	
	
	
	

	Implementation of policy
	
	
	
	
	
	
	

	Communication on policy
	
	
	
	
	
	
	

	Assessment and improvement
	
	
	
	
	
	
	

	3. People management
	
	
	
	
	
	
	

	Staff policy
	
	
	
	
	
	
	

	Staff planning
	
	
	
	
	
	
	

	Feedback, assessment, remuneration
	
	
	
	
	
	
	

	Guidance, training and development of staff
	
	
	
	
	
	
	

	Staff welfare
	
	
	
	
	
	
	

	Assessment and improvement
	
	
	
	
	
	
	

	4. Resources management
	
	
	
	
	
	
	

	Financial resources
	
	
	
	
	
	
	

	Information
	
	
	
	
	
	
	

	Knowledge and experience
	
	
	
	
	
	
	

	Technology
	
	
	
	
	
	
	

	Material resources
	
	
	
	
	
	
	

	Assessment and improvement
	
	
	
	
	
	
	

	5. Management of processes
	
	
	
	
	
	
	

	Professional profile, competencies, and vision on education
	
	
	
	
	
	
	

	Curriculum
	
	
	
	
	
	
	

	Study modules
	
	
	
	
	
	
	

	Design of assessment
	
	
	
	
	
	
	

	Design of learning environment
	
	
	
	
	
	
	

	Student activities
	
	
	
	
	
	
	

	Teacher activities
	
	
	
	
	
	
	

	Monitoring
	
	
	
	
	
	
	


Profile sketch: the results area

	Stages
	No stage
	I
	II
	III
	IV
	V
	Growth

	
	
	
	
	
	
	
	

	6a. Customer satisfaction (students)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	6b. Customer satisfaction (professional field)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	6c. Customer satisfaction (government)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	7. People satisfaction
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	8 .Impact on society
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	9a. Financial results
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	9b. Operational results
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	


5.2
Spider’s web


Appendix 5.3
EFQM scoresheet

	Criteria
	Constituent aspects
	
	
	
	
	
	Consensus score
	Criterion, activity or improvement suggestion given priority by the group
	Order of priority

	
	
	1
	2
	3
	4
	5
	
	
	

	1.
Leadership
	1.1 Values, mission and vision
	
	
	
	
	
	
	
	

	
	1.2 Personal involvement in continuous improvement
	
	
	
	
	
	
	
	

	
	1.3 Observing, appreciation and support of quality
	
	
	
	
	
	
	
	

	
	1.4.External activity
	
	
	
	
	
	
	
	

	
	1.5 Reflection on own action
	
	
	
	
	
	
	
	

	
	
	1
	2
	3
	4
	5
	
	
	

	2.
Policy and 


strategy
	2.12.1 Researching and gathering
	
	
	
	
	
	
	
	

	
	2.2 Documentation
	
	
	
	
	
	
	
	

	
	2.3 Development of policy
	
	
	
	
	
	
	
	

	
	2.4 Implementation of policy
	
	
	
	
	
	
	
	

	
	2.5. Communication on policy
	
	
	
	
	
	
	
	

	
	2.6 Evaluation and improvement
	
	
	
	
	
	
	
	

	
	
	1
	2
	3
	4
	5
	
	
	

	3. 
People manage-ment 
	3.1 People policy
	
	
	
	
	
	
	
	

	
	3.2 Staff planning
	
	
	
	
	
	
	
	

	
	3.3 Assessment, remuneration and feedback
	
	
	
	
	
	
	
	

	
	3.4 Guidance, training and development of staff
	
	
	
	
	
	
	
	

	
	3.5 Staff welfare
	
	
	
	
	
	
	
	

	
	3.6 Evaluation and 

      improvement
	
	
	
	
	
	
	
	


	Criteria
	Constituent aspects
	
	
	
	
	
	Consensus score
	Criterion, activity or improvement suggestion given priority by the group
	Order of priority

	
	
	1
	2
	3
	4
	5
	
	
	

	4. Resources management
	4.1 Financial resources Values, mission and vision
	
	
	
	
	
	
	
	

	
	4.2 Information
	
	
	
	
	
	
	
	

	
	4.3 Knowledge and Experience
	
	
	
	
	
	
	
	

	
	4.4 Technology
	
	
	
	
	
	
	
	

	
	4.5 Material resources
	
	
	
	
	
	
	
	

	
	4.6 Evaluation and improvement
	
	
	
	
	
	
	
	

	
	
	1
	2
	3
	4
	5
	
	
	

	5. Management of processes
	5.1 Professional profile, competencies, and vision on education
	
	
	
	
	
	
	
	

	
	5.2 Curriculum
	
	
	
	
	
	
	
	

	
	5.3 Study modules
	
	
	
	
	
	
	
	

	
	5.4 Design of  assessment
	
	
	
	
	
	
	
	

	
	5.5. Design of the learning 
environment
	
	
	
	
	
	
	
	

	
	5.6 Student activities
	
	
	
	
	
	
	
	

	
	5.7 Teacher activities
	
	
	
	
	
	
	
	

	
	5.8 Monitoring
	
	
	
	
	
	
	
	


	Criteria
	Constituent aspects
	
	
	
	
	
	Consensus score
	Criterion, activity or improvement suggestion given priority by the group
	Order of priority

	
	
	1
	2
	3
	4
	5
	
	
	

	6. Customer satisfaction

A. Students
	6.1 Appreciation of students for:
	
	
	
	
	
	
	
	

	
	6.2 Public information
	
	
	
	
	
	
	
	

	
	6.3 Information facilities
	
	
	
	
	
	
	
	

	
	6.4 Internationalization
	
	
	
	
	
	
	
	

	
	6.5 Topicality of the programme
	
	
	
	
	
	
	
	

	
	6.6 Programme’s orientation to professional practice
	
	
	
	
	
	
	
	

	
	
	1
	2
	3
	4
	5
	
	
	

	B. Professional field
	6.7 Appreciation of professional field for:
	
	
	
	
	
	
	
	

	
	6.8 Policy and strategy
	
	
	
	
	
	
	
	

	
	6.9 Market-oriented tasks
	
	
	
	
	
	
	
	

	
	6.10 Topicality of the programme
	
	
	
	
	
	
	
	

	
	6.11 Appreciation of  graduates for:
	
	
	
	
	
	
	
	

	
	6.12 Topicality of the programme
	
	
	
	
	
	
	
	


	Criteria
	Constituent aspects
	
	
	
	
	
	Consensus score
	Criterion, activity or improvement suggestion given priority by the group
	Order of priority

	
	
	1
	2
	3
	4
	5
	
	
	

	C. Government
	6.13 Appreciation of inspection for the quantitative and qualitative aspects of the programme
	
	
	
	
	
	
	
	

	
	6.14 Appreciation of inspection for implementation of legal directions
	
	
	
	
	
	
	
	

	
	6.15 Appreciation of the inspection for participation and binding study advice
	
	
	
	
	
	
	
	

	
	
	1
	2
	3
	4
	5
	
	
	

	7. People satisfaction
	7.1 Staff satisfaction with:
	
	
	
	
	
	
	
	

	
	7.2 Leadership
	
	
	
	
	
	
	
	

	
	7.3 Policy and strategy
	
	
	
	
	
	
	
	

	
	7.4 Adequacy of accommodation and material facilities
	
	
	
	
	
	
	
	

	
	
	1
	2
	3
	4
	5
	
	
	

	8. Impact on society
	8.1 Appreciation from society for:
	
	
	
	
	
	
	
	

	
	8.2 Principles: values and norms
	
	
	
	
	
	
	
	

	
	8.3 Principles: Vision on sustainable functioning of the HBO graduates
	
	
	
	
	
	
	
	

	
	8.4 Profit: Allocation of financial resources
	
	
	
	
	
	
	
	

	
	8.5 People: Local community: supporting social-cultural activities
	
	
	
	
	
	
	
	

	
	People: International activities, North-South
	
	
	
	
	
	
	
	

	
	People: social quality
	
	
	
	
	
	
	
	

	
	Planet: environmental aspects
	
	
	
	
	
	
	
	


	Criteria
	Constituent aspects
	
	
	
	
	
	Consensus score
	Criterion, activity or improvement suggestion given priority by the group
	Order of priority

	
	
	1
	2
	3
	4
	5
	
	
	

	9. Business results

A. Financial
	9.1 Financial results of:
	
	
	
	
	
	
	
	

	
	9.2 Entire organization
	
	
	
	
	
	
	
	

	
	9.3 Programme / unit
	
	
	
	
	
	
	
	

	
	9.4 Contract activities
	
	
	
	
	
	
	
	

	
	
	1
	2
	3
	4
	5
	
	
	

	B. Operational
	9.5 Operational results of:
	
	
	
	
	
	
	
	

	
	9.6 Enrolled students
	
	
	
	
	
	
	
	

	
	9.7 Inflow
	
	
	
	
	
	
	
	

	
	9.8 Throughput
	
	
	
	
	
	
	
	

	
	9.9.Outflow
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	


Appendix 5.4
Categories in the IKZ archives

0
The frameworks

0.1
Policy

0.2
Finance

0.3
Staff

0.4
Material facilities

0.5
Quality Assurance and accreditation


0.6
Education and assessment

0.7
Study career / Student facilities

0.8
Internationalization

0.9
Contract activities

1. Organization and leadership

1.1
Inside the organization

1.2
Partners of the organization

1.3
Leadership

2. Policy and strategy

2.1
Procedures and policy developments

2.2
Departmental policy plan

2.3
Departmental plan of action

2.4
Project plans

3. Staff management

3.1
Staff management and staff planning

3.2
Evaluation, guidance and staff welfare

3.3
Training and development

4. Resources management

4.1
Financial resources

4.2
Material resources

4.3
Information and Technology

5. Education

5.1
Developments in education: frameworks and specifications

5.2
Curriculum: educational content

5.3
Study modules: intramural

5.4
Study modules: extra mural

5.5
Assessment

5.6
Study (career) guidance

5.7
Educational organization and learning environment

5.8
Acquisition

6. Results area: customer satisfaction

6.1
Students: programme

6.2
Students: university/faculty

6.3
Students: nationally

6.4
Professional field: programme

6.5
Professional field: nationally

6.6
Government: inspection, NVAO

7. Result areas: people satisfaction

7.1
Staff: training

7.2
Staff: university and faculty

8. Result areas: impact on society

8.1
Society

9. Results area: business results

9.1
Evaluation framework, target values and performance indicators

9.2
Financial

9.3
Staff

9.4
Operation

9.5
Innovation

9.6
Evaluation of the curriculum

9.7
Programme success rates: quantitative inflow and outflow

9.8
Study results and study progress

9.9
Realized end qualifications

10. Quality assurance

10.1
Quality assurance system

10.2
Quality organization

10.3
Quality assurance plan

10.4
EFQM audits: manuals and protocols

10.5
EFQM audits: planning and organization

10.6
Self-evaluation and visitation: manuals and protocols

10.7
Self-evaluation and visitation: planning and organization

10.8
Self-evaluation reports

10.9
Visitation reports
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Explanation of terms used

	Assessment / exam
	Investigation of the students’ mastery of a study module or components of this. Assessments may be used in addition to all kinds of oral or written tests.

	Benchmarking
	A comparison between organizations on specific points, carried out to learn from other organizations.

	Competencies
	Collection of skills, attitudes and underlying knowledge elements enabling someone to perform the tasks that form an important constituent element of professional practice.

	Contact hours
	The time teachers and students meet one another as part of a curriculum component.

	Curriculum
	Document that describes the objectives, content and organization of a study programme (DOZ-3)

	Educational end terms
	Fairly general descriptions of the educational goals to be achieved by the curriculum.

	Educational vision
	The organization’s vision on learning and education.

	Excellent organizations
	Organizations that engage in similar activities and are perceived by the outside world as belonging to the best in their class.

	Independent study
	The time students work on their own — i.e. without a teacher present — as part of a study module.

	Indicator
	A number that reflects a characteristic of a particular phenomenon.
An indicator always expresses the relationship between two statistics, i.e. it is a ratio.

	Information
	Assigning meaning to the data necessary to steer the organization (management information such as performance indicators, etc.).

	Learning environment
	All staffing and material means used to realize the educational setting (timetables, media centre, computers, rooms, etc.), ‘small quality’.

	Management
	Who or what is covered by this term should be determined before the EFQM method is used. It may refer to an individual, a management team, etc.

	Mission
	The organization’s statement concerning who we are, why we are, what we do, and how we distinguish ourselves from similar organizations.

	Monitoring
	Examining whether or not the study modules fulfil the specifications (vision on profession and education, requirements of studyability, etc.) before the study modules are implemented.

	Peer review
	Forms of assessment conducted by colleagues.

	Performance indicators
	Qualitative and quantitative empirical data that describe the functioning of, and achievements made in, (aspects of) the organization.

	Policy cycle
	A coherent set of activities which determines the translation of the vision into concrete short-term and longer-term activities and which clearly belongs together in terms of sequencing and time planning.

	Professional profile
	Vision on the profession and the (international) professional field for which the students are educated.

	Staff plan
	Plan that specifies, among other things, how many staff possessing which competencies are necessary, and how this situation is to be realized.

	Staff planning
	The planning of all activities required to achieve a proper inflow, mobility, and outflow of staff members in the organization.

	Staff policy
	This concerns, among other things, staff recruitment and selection, methods for staff counselling and career development, remuneration, outplacement, education and training.

	Stakeholders
	Parties that have interests in an organization or associates of the organization that are not directly involved as customers or suppliers. For each part of the organization, it should be determined in advance who can be regarded as such.

	Strategic policy plan
	Policy plan that describes all long-term objectives and the ways in which the organization wants to achieve them.

	Student activities
	The ways in which students work with the learning content within the educational setting, in so far as these activities are directed at achieving the learning objectives.

	Student manuals / prospectuses
	Description of student activities in a module book.

	Studyability
	Lack of obstacles preventing a student performing his study tasks.

	Study load
	The total time a student is active within a curriculum component (private study plus contact hours).

	Study module
	Coherent unit of student activities.

	Study schedule
	Timetable describing all student activities for each study period, preferably each week.

	Study tasks
	Coherent sets of student activities as part of a study module.

	Success rates
	The percentage of an inflow cohort (absolute number of students) that graduates after a certain number of years.

	Teacher activities
	The ways in which teachers work with the learning content within the educational setting, in so far as these activities are directed at achieving the learning objectives.

	Technology
	Technological aids and methods used to achieve the objectives, such as, for example, computers, software, and multi-media devices.
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� See: http://www.efqm.org


� See: http://www.nvao.nl


� See http://www.nnk.nl


� See: http://efqm.org/model_awards/public_sector/cop/education/intro.htm


� See: http://integralexcellence.shu.ac.uk


� See: http://www.eoq.org


� See: http://www.ink.nl


�  Text and illustration: adopted with permission from Visie on Kwaliteitszorg School of Communication, Media and Art, INHOLLAND 2004. For information, consult: Centre of Creativity and Innovation, INHOLLAND: � HYPERLINK "mailto:martin.vanschaik@inholland.nl" ��martin.vanschaik@inholland.nl� and CQL � HYPERLINK "mailto:m.schaik@chello.nl" ��m.schaik@chello.nl�





� See Van Kemenade and Van Schaik, Componenten in kwaliteitszorg, 2002.


� See Van Schaik, Van Kemenade, Hengeveld and Inklaar 1998, and Van Schaik 1998.


� See: ‘Eight Essentials of Excellence’ (EFQM, 1999) and ‘Handleiding positiebepaling’ (INK 2003)


� See also The EFQM Excellence Model (EFQM, 1999)


� See also Tips voor het uitvoeren van een consensusbijeenkomst, Hogeschool Haarlem (now INHOLLAND), 2000


� These stages were developed by Prof. dr. ing. T.W. Hardjono in the so-called ‘Berenschot Generatiemodel’ in the eighties. They were further described in Hardjono and Hes, De Nederlandse kwaliteitsprijs en onderscheiding, Kluwer, Deventer 1993


� In this stage, one can think of the concept of the ‘learning community’ (see for example Retallick, J. and others Learning Communities in Education, Routledge, London, 1999).


� The activities of the Centre for Integral Excellence are interesting in this context. � HYPERLINK "http://www.shu.ac.uk/research/integralexcellence" ��http://www.shu.ac.uk/research/integralexcellence� 


� See also Thera de Graaf, INHOLLAND 2002: ‘Het EFQM model, wat houdt het in?’


� See Appendix 2 for a detailed description of the standard version.


� Investors in People (IiP) is a frequently-used instrument to realize this. See � HYPERLINK "http://www.investorsinpeople-nl.nl" ��http://www.investorsinpeople-nl.nl� 


� It can be shown that a professorate has an ongoing effect on the curriculum, via circles of acquaintances consisting of teachers, for example.


� The professorate creates ‘knowledge bridges’ with important partners in the professional field.


�  Indicators from comparison of management of Institutes of Higher Professional Education 1997: Louman and Partners


* dual study is a contract between employer / employee=student / Institute of Higher Professional Education


� © NQA (Netherlands Quality Agency), March 2003.


� We express our gratitude to Hiltje Burgler and Henriëtte Kuiper, Groningen July 2004.


� The observation form is used in the training course given by Ad&Everard.


� In the development of this section, use was made of the ‘Handleiding positiebepaling, publieke sector, onderwijs en zorginstelling’ (Manual for Determining Position, public sector, education and care organizations, INK 2003; ‘Methode voor kwaliteitsverbetering van het hoger onderwijs naar het EFQM-model’ (Method for Quality Improvement of Higher Education in Accordance with the EFQM model), TRIS 1999, and the ‘Handleiding Facility Excellence Model. Een model voor de positiebepaling van de facilitaire organisatie op weg naar “excellence”’ (A Model for Determining the Position of the Supporting Organization Moving toward Excellence) , Berenschot Osborne/Berenschot Business Management 2000.


� From Walter van de Elsen, Investors in People en het EFQM, October 2003, Persyst Tilburg.


� This level is comparable to stage 3 of EFQM.






