DOCUMENT RESUME

ED 342 323 HE 025 284

AUTHOR Sallis, E.; Hingley, P.

TITLE College Quality Assurance Assurances. Mendip Papers
C20.

INSTITUTION Further Education Staff Ceoll., Blagdon (England).

PUB DATE 91

NOTE 25¢.

AVAILABLE FROM

PUB TYPE

EDRS PRICE
DESCRIPTORS

IDENTIFIERS

The Further Education Staff College, Coombe Lodge,
Blagdon, Bristocl BS18 6RG, England (MP-020, 5.50
pounds) .

Reports - Descriptaive (141)

MF01/PCC1 Plus Postage.

»College Outcomes Assessment; Colleges; Cultural
Influences; »Educational Assessment; =Educational
Qualitys Educational Resources; Foreign Countries;
Higher Education; Management Systems; =Program
Development; Program Implementation; sSystems
Approach; Universitaes

United Kingdom

ABSTRACT

This paper discusses the increasing interest in
quality assurance in British education including its measurement and
management through the introduction of & guality assurance system.
The reasons and benefits of beginning a quality assurance system are
discussed, and questions of what constitutes gquality, whether it is
guality in fact (specification adherence), or guality in perception
{consumer viewpeoint), are considered. Three guality assurance systems
are examined: British Standards 5750 Quality Systems Total Quality
Management; and a system of the Staff College's devising. Also
examined are two issues surrounding the implementation of o guality
assurance system, namely, the type of college culture that exists,
and the resources which the college is prepared to commit to quality
assurance. Finally, the report outlines the stages for introducing a
guality assurance syvstem in the college setting. Stage 1 discussec
the appraisal and diagnesas process and provides a checkiist to
assist the college irn assessing its eXisting quality culture. The
second stage exXxamaines the measurement of managerial commitment, and
stage 3 focuses on costing considerations and analysis. The last
three stages cover establishing a plan of action; involving everyone
in the guality process; and review and evaluation. Contains 11
references and a 20-item biblaography. (GLR)

AEARN AR LT AR RN AAAXTARA AR AR XA A XN AR AR A RN RR AR AR P ARANRIRRARRARNRARRANRARRARAARRR S AN

» Reproductiens supplied by EDRS are the best that can be made »
» from the original document. *

KRARAXARARNANRRARR KPP AARARYPPARRRARNSARARARRRARNRRRRARARARRARRARAA A AR RARNRARNRRRRANNRR N RN




ED342323

i

College quality
assurance systems

E Sallis & P Hingley

U S DEPARTMENT OF EDUCATION
Ofta & of Edocational Rssearch ami Impxovemen!
EDUCATIONAL St SOQURCE § INFORMATION
CENTER(ERIO
his dOCumMSnt Fas Deer reproduc rg At
racenved T70m AR pRISON o7 peQamsdRbon
ofginating
1 Mnot chanyes have Deen made o mprose
rapeodik hin quatity
& Pomis of wiew o OPNs sMatedin (his LT WY
ment 3o nOl AL KRSy reprasent othial
Of K1 postron Of POUCY

MP 020

“"PERMISSION TO BREPRODUCE THIS
MATERIAL HAS BFFN GRANTED BY

Further Fducat fon

Soatatl Collepe

TOQ THE FDUCATIONAL RESQURCES
INFORMATION CENTER (ERIC)




Mendip Papers

College quality
assurarnce systems

E Sallis & P Hingley

MP 020




The views expressed in this Mendip Paper are those of the
contributor(s). They should not be taken to represent the policy of
The Staff College.

About the authors

About the authors

Edward Sallis is Associate Principal at Brunel Clege of Technology, Bristol. He has taught full-
time in six colleges, specialising in recent years in the human relations aspects of management and
issues of organisational change. Edward is the author of a number of papers on quality issues,
including The National Quality Survey published as a Mendip Paper by The Staff College in 1990.
His current research interests include the translation of TQM philosophy into the further education
sctting,

Dr Peter Hingley is Reader in Management at the Bristol Business School, Bristol Polytechnic. He
has carried out a considerable amount of research and consultancy into quality issues in a range of
public sector organisations, including local government, social services, and the N.H.S. Peter is
particularly interested in the problems of organisational change, professional leadership and staff
appraisal. He has a number of publications in these areas, including The Change Makers (1986),
Stress in Nurse Management (1988), and Assessment centres: a guide for health authorities
(1990).

Published by The Staff College

Coombe Lodge, Blagdon, Bristol BS18 6RG
Telephone (0761) 62503

Fax 0761 63104 or 63140 (Publications Section)

Designed and edited at The Staff College by Pippa Toogood and Susan Leather,
Publications Department, and produced by the Reprographics Department

© The Staff College 1991

All rights are reserved. No part of this publication may be reproduced, stored in a
retrieval system, or transmitted, in any form or by any means, electronic, electrical,
chemical, optical, photocopying, recording or otherwise, without the prior
permission of the copyright owner.



M endip Papers

College quality

assurance systems

E Sallis & P Hingley

Contents

10

13

14

15

10

Qualiry issues

Quality assurance
Systems

Some issues in
implementing quality

assurance

Introducing quality
assurance

Conclusions
References

Appendix 1:
bibliography

Quality issues
The background

Quality is one of the major issues for further
education (FE) in the 1990s. There are many
reasons for the recent upsurge of interest in quality
issues. The most important arise out of the changes
brought about by the 1988 Education Reform Act
(ERA). The Act places considerable emphasis on
monitoring colleges’ outputs. The performance
indicators specified in the report of The Joint
Efficiency Study (Managing colleges efficiently,
DES/WO 1987), and mimored in the colleges’
schemes of delegation, provide rudimentary
measures of the efficiency of institutions.
Performance indicators are generally crude, and,
while useful for broad monitoring, do not address
questions about the effectiveness of the leaming
process. They only provide proxies as to the
successful management and operation of a college.
Many colleges are looking forways of going beyond
performance indicators, and are developing systems
for both demonstrating and improving the quality
of their provision.

The new freedom granted 1o colleges by ERA is
matched by requirements for greater accountability.
Colleges need to show that they can consistently
offer particular levels and quality of service.
Training and Enterprise Councils (TECs) and the
Scottish Local Enterprise Companies (LECs) are
beginning to specify that colleges should install
qualily assurance systems as a8 means of
demonstrating accountability. The recent White
Paper (DES/DoE/WO, 1991) announced that the
new FE Funding Council will expect colleges to
have quality assurance (QA) systems in place.
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Colleges also face greater competition both from
within and from outside public sector further
education. Competition canbe an important spurto
improve the quality of service. Focusing on the
needs of the customer, which is at the hearnt of
quality assurance, is the most effective means of
facing competition.

The need to be accountable and the demands of
competition have put a premium on the quality of
the provision forthe colleges’ customers and clients.
Colleges are now in the business of convincing
external agencies and their customers that they are
able 1o deliver consistently high standards. The
change in the status of colleges in April 1993 will
highlight this need. The closure of colleges which
are not up 1o standard may be a pan of this new
reality.

This emphasis on the importance of quality is
reflected in the published findings of the National
Quality Survey (Sallis, 1990a) in which66 percent
of the 260 colleges who responded said the
development of a quality assurance Sysiem was a
high priority for them.

The choice of quality systems and approachesisnot
casy to make, and has considerable implications for
the management of the college. It is important for
colicges to introduce systems which match their
culture and resources. If this is achieved then the
implementationis more likely tobe ‘right first time".
This is imponiant if the concept of quality assurance
is 10 have credibility with staff,

One interesting outcome of the National Quality
Survey is the large number of requests the authors
have received for advice and guidance on quality
issues, particularly on issucs concemed with the
implementation of quality systems. This paper
attempts to provide that advice. Quality assurance
in further education is a large and multifaceted
issue. It is also an arca which is in its infancy. A
number of the conclusions in this paper are
necessarily tentative. They have been drawn from
industrial quality models and from some of the
limited experience which furthereducationcolleges
have in this field.

The motivation for introducing a
quality system

It is important to be clear why acollege would want
to introduce a quality assurance system. The

—

motivation will vary beiween colleges. Some will
want tosatisfy the requirements of external agencies;
others will be concerned to improve their marketing;
whilst another group will give priority to the
improvement of student services and the delivery of
the cumiculum. The 1easons for introducing a
quality system can be summed up as follows:

— thecollege itself wants to improve the quality
of its service (the professional imperative);

— the college’s customers deserve it (the moral
imperative);

— other colleges have introduced one (ihe
competitive imperative);

— the college has to — TECs and LECs are
demanding it (the survival imperative).

An interesting finding in the survey was the nature
of the motivation behind developing quality systems.
The external pressures from local education
authorities (LEASs) and TECS/LLECs were less of an
influcnce than the desire of colleges themselves 10
improve thequality of their provision. Most colleges
have recognised the importance of offering a
guaranteed level of service which meets the needs
of their customers and clients.

As well as being clear about the original motivation
behind the introduction of a quality assurance
system, colleges also need to be certain of the
bencfits they expect from it. The National Survey
suggests that there are a number of main benefits
which colleges expect to flow from its introduction.
These include:

— improved managerial performance;

— improved marketing opportunities;

— improvements 10 the college's
administrative systems and procedures;

— improved service and clients’ satisfaction;

— achange in the culture of the college:

— improvements to teaching and leaming; and

— improved staff motivation and morale.

These benefits are not mutually exclusive, and all
are legitimate. However, the approach taken fo
quality will depend 1o a great extent on the expected
outcomes from implementing quality assurance.
The attempt to create a total quality culture will
require a different approach and philosophy than,
say, an ambition 1o improve the college's
administrative systems.
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Definitions and perceptions of quality

Quality can be both an absolute and a relative
concept. As an absolute it is similar in nature 10
truth and beauty. It is an ideal with which there can
be no compromise. This absolute definitionimplies
that things which exhibit quality are of the highest
standard. The standard is set by objective criteria.
The absolute definition sees Rolls Royce cars as
‘quality products’, but not Ford Escornts. Rolls
Royce cars have *quality’ because they are made to
the highest specifications. Such high and absolute
standards arc usually based on aesthetics as well as
practical criteria. “Quality products” are not only
precision engincered, but are things of beauty.
Hand in hand with such ‘quality’ usually goes
scarcity and a high price tag,

Quality assurance definitions of quality are different
because they are relative innature, Quality products
need not be expensive or exclusive. They may be
beautiful, but not necessarily so. They can be
mundane, everyday, and throwaway —canopeners,
tins of soft drink and ballpoint pens. They achieve
quality by being ‘fit for purpose’, in the British
Standards Institution’s (BSI)definition, and because
they meet their specification in a consistent fashion.
So long as a product consistently meets its maker’s
claims for it, and consumers arc prepared to buy it,
then a product has quality. In this definition both
Ford Escors and Rolls Royces are quality products.
They bothexhibit quality as long as they consistently
conform to their manufacturers’ specifications and
standards.

In this relative definition a distinction has to be
drawn between quality and standards. Quality is
that which consistently conforms to a particular
specificationor standard, but it is not itself a standard.
A standard is a pre-defined and measurable
specification. It is perfectly possible for a product
10 be of high standard but poor quality. This is the
case when there is a high level of specification but
a lack of consistency in producing products to that
specification. The obverse is also possible. If
customers want alow level of specification atalow
price, but one that can be consistently delivered,
then that is also quality.

The total quality management definition of meeting
customer requircments is a8 broader, but still a

relative definition. The difference is that the
arbitrator of quality is now the customer not the
producer. This is an important distinction and one
that requires further discussion. It reflects the
difference between ‘quality in fact’ and ‘quality in
perception’.

*Quality in fact’ is based on the producer’s or
supplier’s specification. It is about being able to
meet consistently the standard which the producer
has set for itself. ‘Quality in fact’ is the basis of the
quslity systems devised in accordance with the
British Standards Institution’s 5750 standard. The
problem with ‘quality in fact’ is that consumers
may have adifferent perception of the quality of the
product from the producer. In the last analysis it is
the consumer who is the arbitratorof quality, because
without customers there is no business.

*Quality in perception’, on the other hand, looks at
quality from the consumer’s viewpoint. It
encompasses ‘quality in fact’ (consumers want
products which meet specifications), but this by
itself isnot asufficient definition of quality. Quality
products have to appeal to consumers. Consumer
satisfaction provides the evidence of quality.

The importance of this distinction for further
education is that colleges need to be careful that
they base theirquality standards upon an analysis of
customer wants and needs and not just upon their
own definitions.

There is an argument that in a service industry like
education the definition of quality should gobeyond
merely meeting customer requirements and should
be about ‘delighting customers'. It is, of course,
difficult to measure ‘delight’. However, the point
of this definition is toemphasise the strong customer
focus which a college needs 1o develop if it is to
provide a total quality service.
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Figure 1: The flight path to quality
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Quality assurance systems

The choice of a system

There are cssentially three systems of quality
assurance for a college to choose between:

— BS 5750 Quality Systems (BSI 1987 and
1990);

— 'Total Quality Management (TQM);
— a system of the college’s own devising.

Colleges are taking a variety of routes 10 assure
quality. Some have embarked on the ‘total quality’
route. Others are devising their own systems. A
third group are building systems to enable them 10
register with the British Standands Institution as an
organisation with a registered Quality Sysiem —
BS 5750.

In addition 1o the sysicmslisted above, the Training,
Enterprise and Education Directorate of the
Department of Employment (formerly the Training
Agency) has set up a new scheme which will be
operated through the TECS/LECs. This is the
‘Investors in People scheme’. It is a kite marked
quality assurance sysiem for the training and
development of people in organisations. ‘Investors

in People’ provides a national scheme, with scope
for local variation, for the effective investment in
human resources. It could form part of a more
comprehensive QA system or it can stand alone.
Colleges may wish to consider this standard as pant
of their QA system.

The British Standard

93 of the colleges who responded to the National
Quality Survey said that they are following the BS
5750 route. Another 71 colleges answered that they
are considering the possibility. The British Standards
Institution has had interest from hundreds of
colleges, and expects half a dozen colleges to be
secking BS 5750 registration in 1991, with perhaps
another 40 doing so in 1992. Typically, inindustry
it takes 18 months to undertake the necessary work
for BS 5750 registration, although as both BSI and
further cducation are new to the standand it may
initially take colleges longer.

The available choices of QA sysiems are not
mutually incompatible. A number of colleges are
combiningor intending to combine a college-devised
sysiem for teaching and leaming with BS 5750 for
their short course units. 27 colleges in the Survey
said that they are blending a TQM approach with
BS 5750.

4 | \fendip Papers




Certain aims may naturally lead a college to a
particular solution in its choice of a quality system.
Forexample, BS 5750 may appearideal toacollege
which aims to improve its administrative systems
or its managerial effectiveness. The emphasis on
traceability, paper-based sysiems and procedures,
and the system of external auditing fits well with a
college which is seeking to improve accountability
or managerial cffectiveness. It also provides a
potentially powerful marketing tool. The registration
logo (of either BSI, Yardsley or Lloyds Register
depending on who registration is obtained with) is
claimed by many 1o provide a competitive edge. It
could also place a college in a monopoly provider
position if BS 5750 s insisted upon by the college's
local TEC or LEC. Companies who are themselves
BS 5750 registered may insist that all theirsuppliers,
including training suppliers, are also registered.
The fact that BS 5750is identical with the European
standard EN 29000 and the intemnational quality
standard ISO 9000 s an additional bonus forcolleges
pursuing intemnational contracts.

BS 5750 places a considerable discipline on those
intending to use if. Putting a system in place is not
casy or straightforward. It involves a considerable
investment of college resources and staff time.
Everybody in the institution needs to understand its
implications, to work the systems and follow the
procedures which have been put in place.

BS 5750 only sets the standard for the sysiem, not
the standards which the college should be achieving.
The college, together with its customers, is the
arbitrator of standards. BS 5750 assures that there
are systems in place io deliver those self-imposed
standards. Some critics argue that because colleges
sct their own standards some could deliberately set
low standards. However, this isnotevenatheoretical
possibility because one of the elements in BS 5750
is contract review, and it is unlikely that customers
and potential customers will demand anything but
high stardands from a college. What BS 5750 does
not guaraniee is consistency of standards between
colleges.

It is important to note that BS 5750 is concemed
with the consistency of the product rather than
systematic quality improvemnent. Itis argued thata
college could obtain BS §750 and cease 10 make
further significant quality improvements, but would
be able to maintain its BS $750 registration. Again
this is probably unlikely, because BS 5750 requires
an organisation 1o have an effective system of
review and evaluation, and 1o monitor its

pe:formance. The outcomes of these processes will
almost cenainly lead 1o the establishment of an
improvement culture.

The assurance of the system standards is carried out
both by internal and third party auditing, and forthe
latter the college pays an audit fee. The external
audit establishes the initial registration. If
organisations cannot maintain their sysiems then
registrationis withdrawn. A numberofaccreditation
bodiescanundertake the audit. Accreditationbodies
are registered with the Department of Trad. :nd
Industry (DTT) as being fit t0 undertake av . s.
Those bodies which could audit colleges are BSI
Quality Assurance, Lloyds Register Quality
Assurance, and Yardsley Quality Assurance.
Organisations whose quality sysiems meet the BS
5750 specification achieve registered finm status
with the DT, and can use the accreditation bodies’
quality systems logo for marketing and publicity
purposes.

BS 5750 is new to education and training. The
British Standards Institutionhas only recently issued
guidance on applying the standand to colleges. The
standard was originally written for manufacturing
industry and needs considerable translation for the
educational context. The applicability of BS 5750
has aroused strong feclings. There is a view that a
rigidly applied BS 5750 system could be counter-
productive in an organisation with a professional
and well-educated workforce. The concem is
whether the extra workload and the need 10 work
strictly to systems and procedures, albeit intemally
generated, could damage staff morale and even the
impetus for change within colleges. It is argued that
it could undermine both creativity and the spirit of
entreprenewrialism whichare the sources of strength
in FE colleges.

BS 5750 wasoriginally designed formanufacturing
industries who were designing, producing and testing
physical products. One of its underlying concepisis
that a quality system must be able to assure the
production of products of consistent quality. This
presents a methodological problem in education,
where the ‘products’, however defined, cannot be
produced to a measurably consistent standard
regardless of the efficacy of the quality system.

Originally, BSI insisted that the student (or the
value added to the student) was the product of the
process. However, under pressure from those who
argued that the student is not the product but the
customer, it has subsequently agreed that the
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programme of courses and/or the icaming process
also gualify as products. But whichever roduct
definition is adopted, it is still not possibie
consistently to produce an educational “product” in
the way that a physical product can be produced.
The problem is that in education, in common with
other service industries, the is.*eraction between the
customer and the supplier alers the quality of
service being provided. Custcmers have an
important role in determining the quality of the
service they receive.

In education, the customer has a direct role in the
production of the quality of the educationai product.
All teachers know that no two classes are identical,
because of the individuals who comprise the class
and the nature of the interactions in the classroom.
It is simply not possible to dcliver a consistent and
consistenlly uniform leaming experience. The
moltivationand attitudes of leamers are animportant
aspect of the quality of the education they receive.

A college quality system needs 1o confront this
difficult problem. Quality policies and
implementation strategies need to recognise the
effect which student/staff interactions have on the
consistiency of service delivery. For this reason
many people have argued that colleges might do
better to leave BS 5750 alone and wait for the
publication of aservice industry standard. A service
standard is in preparation by the International
Organisation for Standardisation (ISO) as ISO %004/
2. Itmay offer a more sympathetic approach to the
problem of service quality consistency. Time scales
are clearly important, but the issue of the product or
the outcomes from the leaming process will need to
be clcarly addressed in a college’s quality policy
statement, if it is following the British Standard
accreditation route. A practical way of addressing
this problem is not 1o focus directly on the leaming
process but onthe things which surround and suppont
it. Such an approach would be 10 specify the level
of entitlement which a student might expect from
the college. The college will then build systems
which provide a reasonably consistent level of
entitlemeni. If the entitlcments are closely defined
they will have an imporntant direct influence on the
leaming process, without the need to look for
consistency inthe student/icacherinteractions which
take place during that process.

BS 5750 has its supporters in education, and a
number of colleges are working hard on its
implementation. Supporters of the BS] approach

contend that well-devised systems, created by the
staff that work them, enhance professionalism and
are entirely consistent with the educational aims of
theis colieges. They argue that BS 5750 savestime
in the long run and makes th: institution more
efficient. At this stage in its development it is too
carly toevaluate BS §750°simpact on and relevance
10 further education. However, this caveat applies
equally to all quality system models.

TQM — a journey not a destination

For colleges who see quality as an all-embracing
holistic concep, with a strong customer focus, then
the idea of total quality management may have a
greater appeal than BS 5750. However, BS 5750
should not be written off by colleges looking totake
a total quality approach. The twe are not
incompatible. Quality expent John Oakland (1989)
argues that BS 5750 can be a useful lead into TQM.
Another approach is 1o see the efficacy of systems
and procedures as one element of total quality and
to use BS 5750 for that aspect of the quality system.
A college can make as much of BS 5750 as it wants.

TQM can be introduced without using the British
Standard. Like BS 5750 therc is as yet no clear
definition as to exactly what TQM means in an
educational setting. However, many of the concepis
applied 10 TQM in an industrial setting may equally
apply toeducation. 83 of the colleges who responded
1o the National Quality Survey questionnaire said
that they were 1aking the TQM route.

The fundamenials of TQM are that:

— leadership and commitment toquality must
come from the 10p;

— the commitment to quality must be
organisation wide;

— aotal quality culture needs to be created;

— thedefinition of quality is meeting customer
requirements;

— the standard is *right first time’;

— prevention not detection assures quality.

-— the organisation’s focus is the customer;

— customers are both internal and extemnal;

— quality systems must be vehicles for the
empowerment of staff, not for controlling
them,
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— allemployees need considerable training in
quality issues;

— all staff are responsible for quality within
their operational sphere;

— teamwork is an essential ingredient of the
process of assuring quality;

— quality improvements should be rewarded
(incentives, bonuses etc.);

— quality improvements must be measurable
and measured,

— customerneeds and wants must be soliciied.

There is a need to translate a number of these
concepts into an educational setting. Perhaps the
most pivotal is the concept of the customer-supplier
chain. This simple idea is the basis of the culture of
TQM. It revolves around the idea that everybody is
the supplier and the customer of everyone else.
Customers are intemal as well as external 1o it.
They canbe located Jower down as well as higherup
the hicrarchy. Every individual in the organisation
has to perform their task 10 the best of their ability
whilst conforming to their customer standards.
Customers have the right 10 complain about the
level of service they receive. A secretary canexpect
10 read the boss’ handwriting, and the boss can

expect error free typing. The job of checking the
typing is the secretary’s. The secretary’s boss is
responsible forexplaining the standard and providing
the necessary training 10 ensure zero defects.
Students have a right to be able to read the teacher’s
work on the chalkboard or from the overhead
projector and to have their work marked on time.
Teachers have an expectation that students are
motivated to leamn, do the work they are set and
hand it in on time.

The customer-supplier chain, like any other, is only
as strong as its weakest link. It has to be maintained
by a management committed 1o making it work and

to investing in people and their training.

Once the concept of the customer-supplier chain
has been grasped, it has enormous implications for
the culture of the organisation and the relationships
withinit. The first casualty is the traditional notion
of organisational status. The role of senior and
middle management in a TQM culture is to suppont
and empower the teaching staff and students, not to
controlthem. This canmost graphically be illustrated
by a comparison of the graditional hierarchical
organisational chart with its TQM counterpart (see
Figures 2 and 3).

Figure 2: The traditional organisational chart

senior management

middie managers middle managers

teachers teachers icachers teachers support staff

students students students students students students students
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Figure 3: The TQM organisational focus (the upside down organisation)

students students students students studeats students students

teachers teachers icachers ieachers support staff

middle managers middic managers

senior management

The upside down organisational focus does not
affect the structure of authority in the college. Nor
does it diminish the essential lcadership role of
senior management. It aims instead 10 empbhasise
thatcolleges must be customer-drivenorganisations.
Coupled with this is the key role of teaching and
suppont staff, who dircctly interact with and provide
students with lcaming and support services.

An important aspect of the rolc of managementina
TQM culture is the suppont and empowerment of
front-line staff. Manageracent must also ensure that
the systems and procedures of the organisation
work effectively, and that staff are trained in their
operation and implications. Typically, managersin
non-TQM organisations spend 30 per cent of their
time in dealing with systems failure, complaints
and with ‘firefighting’. As TQM saves that time,
managers have more time to plan ahead and develop
new ideas,

Teamwork has 10 be interwoven into the notion of
customer-supplierchains. Itis not just course teams
which need to be considered here, but teamwork
across the institution. This is not just because
course teams may be an outdated term in an age
where the curriculum is being increasingly
modularised and the idea of a course is increasingly
difficultto define. Itis ratherbecause TQM requires
everyone in an organisation 1o be a team member.

TQM is underpinned by a notion that everyone is
responsible for quality. It follows that teamwork
must permeate the whole institution. Teams must
be in place and be nurtured at all levels in the
organisation — support staff, middle and senior
managers, and tcaching staff. Teamwork must cut
across some of the caste boundaries in a college.
Teams consisting of academic and support staff
mecting regularly 1o discuss areas of concem to
students have not been usual features of college life.
Teams canonly exist if they are supporned, nurtured
and valued, and resourced. If staff are 1o meet
regularly, time has to be found for key groups to
meet. Proper training in team leading and team
building is also an important element inthis process.

The other concept linked 10 the customer-supplier
chain which needs translation, is the quality standard
of TQM —- ‘right first time every time’. This is an
easily understandable notion in a manufacturing
environment. It sets the standard of producing
100 per cent of output 1o the required specification.
Even in a manufacturing environment this notion
has its difficulties, because in a total quality culture
‘right first time’ appliesequallytoafte r-sales service,
enquirics and reception, and intemal and external
customers.

In a college, the translation will depend in part on
the definition of the product of acollege. If students
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are chosen as the product, the obvious translation is
that all students will achieve their agreed aims from
their college programme. This has a range of
implications, including the completion of an action
plan foreach student, having asystem formonitoring
progress, and taking corrective action if goals are
not being met. It also involves having a system in
place to ensure that individuals'® action plans will be
implemented. This process is familiar to every
teacher. The difference here is the need to
sysiematically measure and record progress, io
monitor formally and to take comective action.
Measurement and monitoring are essential aspecis
intotal quality and a range of specialist quantitative
methods, known as Statistical Process Control
(SPC), has grown up to provide the essential
monitoring techniques. Ineducation these will need
to be developed and defined.

Where the student is the product, “right first time’
should mean that each and every student will make
a success of their programme. This notion will
cause enomous difficuities for colleges preparing
students forexternal norm-referenced examinations.
Whether 100 per cent examination passes are
aspirational 1argets or realistic goals will have tobe
a question for debate in the college.

If the course or programme is the product, rather
than the student, then ‘right first time’ has other
implications. 100 per cent pass rates will not be the
standard. Instcad programmes will need to conform
to very precise course specifications. It could prove
uscful to employ the idea of student entitlements,
and to draw up specifications and procedures to
ensure that these are delivered.

TQM is a long-term process. Typically, TQM
programmes take five to seven years to implement.
Unlike BS 5750 there is no objective external
standard nor any third pany assessment. The main
difference isthat BS 5750is about systems, whereas
TQM is broader in its application and is essentially
a management philosophy. The aim of TQM is to
establish a continuous improvement culture. TQM
is not a standard to be reached. Rather it is a means
of building quality into the culture of the
organisation.

TQM is a journey not a destination. In order to
undertake that joumey, colleges will necd todeclare
themselves ‘total quality institutions’. This will
take a considerable act of will, because it will
commit the college to a process which takes time,

resources and considerable effort, It will put the
college under the microscope and open it to scrutiny.,
Many colleges will find it difficult to live up to the
challenges they have set themselves, and will be
prey 1o sceptics and cynics. Nevertheless, TQM
involves making adeclarationthat this is the direction
a college wishes tn follow.

Very few further education colleges have taken the
TQM route, and (like BS 5750) it is i 1argely untried
methodology. What adherentsof both BS $750 and
TQM have in common is the view that models
derived from industrial, and largely manufacturing,
environments are translatable into an educational
setting. They deny the view that education is a
unique activity. However, both methodologies
require translation and modification. Despite the
recent interest in quality assurance from colleges, a
great deal of fundamental work is still required on
the translation of quality assurance methodologics
into terms which will have an impact onthe student
experience.

The usual approach to TQM implementation is
through a long series of small, continuous
improvement projecis based upon existing best
practice in the organisation. The projects start with
ananalysis of current problems and finding solutions
to them. In this way initial projects make their
greatest impact.

TQM is wide open to failure. The longtime period,
the expense, and the lack of external assessment
make it very vulnerable to a regression into past
(and probably more comfortable) modes of
operation. Education is a creature of fashion and
many people have become cynical about the plethora
of initiatives in recent years, TQM, if it is to
succeed, must not be seen as just another initiative.
It needs 1o be assimilated into the fabric of the
collegeif itis to have alastingimpact. It is gencrally
recognised that the main cause of failure is when
senior management do not give TQM their full
commitment. Above all, TQM is a top-down,
management-led development. 1f senior
management are not committed, TQM cannot
succeed. Commitment in this context is not the
same as support. Senior managers must set the
example and provide the pecessary leadership.
Properly implemented and supported TQM needs
to become a permanent part of the organisational
culture. Total quality then becomes the
organisation’s culture.

13
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College-devised quality systems

Both TQM and BS 5750 may be 100 complex for
colleges who want to use quality aSssurance as ameans
of improving aspectsof the deliveryofthe curriculum.
Both TQM and BS 5750 are expensive. From the
National Quz'itv Survey it wasclearthat many colleges
saw neither approach as applicable 1o education.

Forsome colleges, improving the effectiveness of the
course team by devising their own sysiems of
professional evaluation may appear a more desirable
aliernative. Of course, many institutions argue that
work on quality is nothing new. Itis something that
hasbeen goingonincolleges foryears. Thedifference
is the emphasis now being placed on systematic
approaches to quality improvement and the need to
demonstrate the existence of quality systems.

Colleges who decide to devisc their own quality
assurance systems have plenty of resources 10 draw
on. The Training Enterprise and Education Directorate
ofthe Departmentof Employment (TEED) has funded
a number of projects in this arca in recent years. The
evaluation projecis of Avon, Bedford and Bimmingham
are those that have received national prominence,
although many LEAs have also devised their own
schemes. Most of these have similar features including
enhancing the role of the course team 1o make it the
evaluator of quality, and using customer satisfaction
questionnaires as the main method of monitoring the
success of programmes. For many colleges these
projectsor college-deviscd derivatives offerapractical
and affordable solution totackling quality. They have
the benefit over TQM ad BS 5750 of being devised
by educationalists, for education. The processes and
thinking behind the projects are in many cases
extremely sophisticated. Theycan, of course, provide
the lead into BS 5750 and TQM. Many of the ideas
containcd in these quality projects fit well intoaTQM
framework, although by themselves they generally
fall short of being total quality projecis.

One of the most interesting attempts at an approach
which fits well with the total quality mode is that of
Miller, Inniss and Dower, devised forthe then Training
Agency. They argue that, because of the particular
and complex nature of the educational process, no
exactanalogy from contexts outside furthereducation
can be exactly appropriale. Education requires its
own quality service model. Their ‘Strategic Quality
Model’ takes as its starting point the essential
interaction between leamers and the coliege. From
this standpoint they arguc that the leamer'sexperience

needs tobe explored from within. Millereralstart from
student entitlements — ‘what can the leamer expect
from us and ourinstitution?’ The leamer'sexperience
is highlighted at four critical stages of their college
experience — pre-cntry, entry, during the course, and
the exit from the course. Foreachstage asetof quality
characteristics is identified, together with the realistic
standards which the college intends 1o deliver within
its current level of resources. A quality measure is
assigned to each standard so that the effectiveness of
the delivery of each characteristic can be evaluated.
The other interesting aspect of this model is that a
different approach to quality is provided for each of
three management levels within the college. The
course team is identified asquality controliers, middle
management as quality assurers, and the senior
managers have the role of taking the strategicoverview.

What the Miller et al model lacks, in common with
othercducationally devised sysiems, is any method of
third party accreditation, although they share this
characteristic with TQM modcls. This will not matter
if the college’s clients are prepared 10 accept them.
Their advantage is that they are based on educational
experience and donot face the problems of transposing
industrial models to an FE setting.

Some issues in implementing quality
assurance

Once acollege is clearabout why it is pursuing quality
assurance, it needs to consider whether it can cope
with the demands of its chosen system. The choiceof
a sysiem is not entirely a matter of fancy. Thereisa
difference between wanting 1o introduce a quality
assurance system and being able to do so. Quality
assurance is an expensive and time consuming affair,
with many pitfalls for the unwary. The costs are up-
front and heavy in the short-term, while the benefits,
which are poientially considerable, are mainly long-
term. Colleges need to consider what they want 10
achieve, but also what they are able 10 do, and what
they can afford. The key variables here are the nature
of the existing college culiure, and the resources
which the college is prepared t0 commit to quality
assurance.

The existing culture and the levels of resourcing for
quality will, to a large extent, determine the nature of
the system whichcanbe implemented. The innovation/
resourcing matrix represents an attempt 10 simplify
the choices available to colleges (sce Figure 4).
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Figure 4: Innovation/resourcing matrix

High
BS 5750 Total
quality quality
systems management
Level of
resourcing
Continuation College
of the devised
status quo system
Low < Innovative culture » High

As withall diagrammatic representations the matrix
has its limitations, but it does bring into focus the
realities of implementing quality assurance. It is
based upon the hypothesis that, firstly, quality
improvement needs to be adequately resourced.
This may be 1akcn as axiomatic, but nevertheless,
before quality assurance can succeed, there are up-
front costs whichhavetobe bome. The mainreason
giveninthe National Quality Survey by colleges for
not introducing quality assurance was the lack of
available resources for this activity. Without
spending money on quality not much can be
achieved. The resources necessary will vary from
college to college, but typically monies will need 1o
be commitied to undertaking a quality project,
enhancing the physical environment, providing new
and improved services, employing/seconding
project co-ondinators, and staff development and
iraining both for academic and support staff.

The second hypothesis underlying the matrix
concems th.c nature of the college’s culture and its
ability 1o innovate. A college with an innovative
culture will find it easiertoembrace quality assurance
than one where innovation and change is scen as a
threat or a chore. The culture of the college can
inhibit or assist a college in its drive for quality.

The matrix demonsirates some of the choices
available to colleges. Importantly, it demonstrates
that resources by themselves are a necessary but not
a sufficient condition to move towards a TQM
approach, even if the college thought this to be
desirable. The pointofthe matrix is 10 show that the
TQM solution requires the prior existence of a
quality-orientated culture and a high level of resource
input because the level of ‘nnovation required for
the introduction of TQM is greater than for BS
5750. However, BS 5750 can be used as amilestone
on the road to TQM, or as thie goal to be reached in
introducing a total quality sysiem.

The existing level of innovation in a college in
relation 1o quality can be analysed by reference to
the following table (Table 1). A college with an
innovative quality culture is one where many of the
building blocks for quality are already in place. The
importance of a strong supportive culture to quality
improvement cannot be overemphasised.
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Table 1: An inhovativ:  ulture?
Innovation

Change is the nom,

Change is 2 continuous process
which is welcomed.

Clear mission and values.

Collegiate organisation.
Organic structure.

Cross-boundary connections.
Lateral as well as vertical communications

Open and free flow of information.

Pride in the organisation.

High levels of encrgy.

Conflict accepted, intemaliscd and used to
to stimulate debate.

Numecrous rewards for quality.

Leadership secn as the managers’ role.

Less innovation

Change is resisted.

Change is seen as a ‘one-off’.

The aim is stability.

Fragmented or idiosyncratic values.

Burcaucratic, hierarchical or
compartmentalised organisation.

Vertical communications.
One-way and topdown communications

Constrained and directed information
flows.

Uncenrtainty about what the
organisation stands for.

Low levels of energy.

Conflict avoided or suppressed.

Rewards absent or scarce.

Administration secn as the managers’
function.

In an innovative quality culture, staff scc the
improvement of the quality of the scrvice as their
responsibility, and are willing 10 take part in the
quality development programms. It might also,
typically, be one where the institution had undertaken
corporate and strategic planning and is clear about
its mission and value system.

Strategic planning has a key role in an innovative
culture because by undertaking it the college will
have identified existing and potential institutional
blockages. Additionally, if strategic planning has
beencarried outin an open and participative fashion
it will have facilitated attitudinal acceptance of
many of the ideas required for the implementation
of a quality programme.

A well developed quality culture exhibits a number
of other features, including a well organised course
approval and validation mechanism, and it will
have addressed the issue of monitoring and
curriculum evaluation. Teamwork will be an
important organisational attribute. It will have the
commitment of senior management, and leadership
from the top. Above all, there must be anenthusiasm
within the organisation for quality improvement.
As quality is not a destination but a process the
moveto aquality culture may demand a fundamental
change of basic philosophy in the college.
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Introducing qualify assurance

Stage 1: appraisal and diagnosis

Colleges have different levels of sophistication
when it comes tointroducing quality assurance, and
itis important to be clear just what these are. Using
an instrument such as the guality checklist below
will tell the college how far it is down the quality
assurance road. The checklist has been devised 1o
assist a college in assessing ils existing quality
culture. A college with an existing quality
improvement culture will have moved significantly
in the direction of addressing most or all of these
issues.

The quality checklist
Why? pressure/driving force for QA
force vision/mission established,
need for QA recognised,
benefits of QA calculated.
Who? management committed,
Leadership management style determined,
quality co-ondinator(s) appointcd.
When? timescales specified,
The strategy prepared.
Opportunity
From what customer/student entitlements
base? appraised,
The the need 1o change accepted,
background research into QA conducted,
cross-college initiatives initiated.
How? choice of systems/approaches
The process decided,
quality plan produced,
staff commitment secured,
teamwork encouraged,
quality philosophy communicated,
training needs identified,
improvement projects planned,
standands agreed,
benchmarks established,
quality tools designated,

procedures and systems catalogued,
quality costs measured,

validation mechanisms introduced,
resources assigned,

staff recognition accorded,

quality rewarded,

monitoring procedures selected,
evaluation mechanisms defined,
customer satisfaction assessed,
feedback and methods of conective

The implication from the checklist is that if a-
college has a relatively unsophisticated culture in
quality terms then the initial management strategy
should be 1o introduce systems and procedures in
the arcas where the college is weakest.

Stage 2: the commitment of
management

Senior managers have to understand and be
committed to the principles of quality assurance if
it is to be effective. QA requires a change in both
management style and practice. Seniormanagement
must take the lead in this change if the rest of the
organisation is to follow. Management training is
a key element in this change.

The three key elements to the successful
implementation of quality assurance are:

— a commitment from senior management
for the quality assurance programme o
succeed;

— an organisational culture in which
innovation and change is an accepted fact
of life; and

— asufficient level of resource investment in
the implementation of the gquality

programme,

Stage 3: costing quality

During the diagnosis process some indicationof the
costs of quality need to be identified. Thisisnotan
easy exercise in a college, but it should be possibie
10 provide some rough pointers. A college needs 1o
know how it is doing, not how it thinks it is doing.
The ‘cost of quality’ exercise is important because
it concentrates on the things that are going wrong
and which have to be put right.

Mendip Papers | 13

» 17




The cost of quality (or more correctly, the cost of
quality failure) can be established from a range of
performance indicators such as wastage rates, failure
rates, progression rates, and an analysis of customer
and client satisfaction, Some analysis, through case
studies, of the time spent by teachers and managers
putting right things that have gone wrong, dealing
with complaints, checking other peoples® work and
finding out the correct procedures for carrying out
routine tasks, will yield useful data on the costs of
quality. It is important to look at these indicators
from ancgative viewpoint. Too often a 90 per cent
pass rate is the cause for congratulation.
Concentrating on the 10 per cent who failed poses
a range of difficult questions about why this
happencd and whether the sysiems and procedures
worked as well as they might, and whether a new
approach could prevent such alevel of failure in the
future. What this process is not about is blame.
While performance data, for this exercise, should
be analysed from a negative standpoint, a wholly
positive approachshould betakento finding creative
solutions to improving matters.

From an analysis of the costs of quality, it should be
possiblc 1o identify arcas where improvements are
most required. The importance of the cost of
quality exercise is the focus on evidence of quality
failure rather than on conjecture.

Stage 4: planning for quality

Quality will not happen merely by an attitude shift.
It requires a plan of action to make it happen. This
again is a key role of management in the process.
The plan needs to be preceded by a commitment to
quality in the organisation’s mission statement and
in the accompanying statement of aims and
objectives. Once the direction is defined in the
overall plan, it nceds to be translated so that
departmental managers can involve their own staff
in the process. It is important at this stage that all
managers in the organisation own the quality
improvement process.

To ensure that there is organisation-wide
commitment to quality improvement, a number of
questions need to be asked and answered, including:

— Are we currently doing the right things?

— 1f we are doing the right things, are we doing
them right?

— What are the key areas for making quality
improvements?

— Areourplans adequate formaking the quality
improvements?

— Are our training plans adequate to make the
quality improvements we have planned?

— Have we the means to take comective action
when things go wrong?

Stage 5: everybody is involved in
quality

The issue of training is a key to involving everyone
in the quality process. Linked with managemem
support, it isthe most important means of delivering
quality.

The aim of this stage of the programme is for
everyone in the organisation to recognisc their role
inquality. They must see themselves as the managers
of their part of the process if they are to have
ownership of the programme.

Stage 6: review, evaluation, and the
way forward

Review and evaluation arc critical phases in a
quality programme. It is important 10 have feedback
on the success of the quality programme. All
employees should be involved. Iniemal auditing is
akey feature of this process. Customer perceptions
need to be sampled and appraised as intemal
evaluation is not by itself sufficient 10 gauge the
level of success.

Once it is recognised that quality goals are being
met, new ones need 10 be formulated. Quality
standards need to be revised upwards. To make this
happen the commitment of senior management
must not waiver. Action plans as the way forward
take on a particular significance.

Conclusions

In conclusion it needs to be stressed that quality
assurance is about good management practice. Itis
a systematic approach 10 doing the right things, in
the right way, and getting them right. It is about
making centain there are systems in place so that the
organisation continues 1o deliver the right things
every time 1o meet the customers’ requirements.
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Quality assurance is the process of achieving client
satisfaction and continually improving the
effectiveness of colleges. It can only be achieved
and sustained by well motivated and skilled staff
who carry out their work not just to employers and
customer specifications, but also to their own high
professional standards.
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Appendix 1: bibliography
Books — general

Alkinson, Philip E (1990) Creating culture
change: the key to successful total gquality
management. IFS Publications

Philip Atkinson tackles the key element of
introducing TQM in this book — how to
create the right culture for total quality. His
book provides a good introduction to the
philosophy and practice of total quality from
the viewpoint of an experienced consultant.
In his first chapter he points out that in the
best Japanese companies TQM is not a bolt-
on or something special: *To them TQM is
no more than business as usual!’” That is
clearly the challenge to anyone introducing
total quality.

Crosby, Philip B (1979) Quality is free. Mentor
Books

One of the key ideas is Crosby’s quality
maturity index. He details the stages an
organisationmust go throughifitis topursue
the pathto quality. These stages he identifics
as uncertainty, awakening, enlightenment,
wisdom and certainty. Crosby’s is an
inspiring, easy read. It is full of anecdotes
and case studies. For Crosby, quality is free
because a quality company is also efficient
and effective. Quality improvements pay
for themselves.

Department of Trade and Industry (1990) Total
quality management. DTI.

This useful introductory guide is written by

laying down a quality policy, organisational
requirements, the role of the quality manager,
TQM tools, statistical process control, and
quality circles and quality teams. Itincludes
adiscussion ofthe relationship between TQM
and ISO9000/BS5750. Oakland sees
intemational and national quality standards
as a useful and complementary first siep on
the pathto TQM. The book provides guidance
on how 1o ensure the survival of TQM.

PA Consulting Group (1985/86) How to take part
in the gquality revolution: a management guide.

A helpful introductory and practical guide to
TQM written from the standpoint of
commercial organisations. Available from
the PA Consulting Group, Quality
Management, Bowater House East, 68
Knightsbridge, London SW1X 7LJ,

Peters, Tom (1987) Thriving on chaos. Pan

Subtitled ‘Prescriptions for a world tumed
upside down’ (paperback version), Peters’
book calls for nothing less than a managerial
revolution for companies to remain globally
competitive. The book argues that the
business winners of the future are those that
can deal proactively with chaos, and can see
chaos as a source of market advantage, and
not a problem to be ~ot round. The book has
a very strong chapier on quality in which
Peters maintains that quality must always be
defined in terms of customer perceptions.
The quality revolution means ‘eating,
sleeping and breathing quality. Quality must
be a management obsession’.

Professor John Oakland of Bradford Stebbing, Lionel (1989 2nd edition) Quality
University. It covers the main concepts of assurance: the route to efficiency and
TQM. competitiveness. Ellis Harwood

Anotheruseful practical guide to QA written
by a quality management consultant. A nuts
and bolts book, it will be useful for people
pursuing BS 5750,

Oakland, John S (1989) Total quality
management. Butterworth/Heineman

John Oakland is considered to be the British
quality ‘guru’. His book explains the basic
concepts of TQM, and the practical steps
necessary to implement it. These include
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Books and reports relating 1o QA in
colleges

Avon Evaluation Strategies Project (1989) Course
review profile: general model.

This is one of the most used of the Training
Agency funded evaluation projects. The
project’s QAV model evaluates the access 1o
the course, itsquality, and its validity, through
aseries of questionnaires. The questionnaires
are designed for use by the course team.
Available from Avon Evaluation Strategies,
Further Education Developmemt Centre,
Stiles Acre, Lawrence Weston, Bristol BS11

O0QA.

Bedfordshire Quality Project (1989) An
evaluation pack for course teams. Developing
quality control and quality assurance systemsin
further education colleges. Bedfordshire LEA

The Bedfordshire project views the course
team as the primary custodians of quality
and gives them the responsibility for
maintaining standards. A useful evaluation
pack has been produced by the course tcam.

Collins, David, Cockburn, Margarct, and
MacRobert, lain (1990) The applicability of BS
5750 to college operations. First year report.
Sandwell College of Further and Higher Education

This is a report of the first year of operation
of the Quality Assurance project at Sandwell
College which is designed to obiain BS
5750. The authors conclude that BS 5750
can be applied to colleges in a meaningful
way, and if the standard is sensitively
interpreted can be an aid to producing a
framework for systematic quality
development. They did not find that any of
the procedures required to achieve the
standard conflicted with good educational
practice, and it is fully compatible with the
requirements of external funding and
examining and validating bodies. They point
out that introducing BS 5750 does require
extensive staff development. Finally, they
argue that working towards BS 5750 has
improved communications within the college
and has not conflicted with staff conditions
of service.

Further Education Unit (1989) Towards an
educational audit. FEU

Although not specifically written as aquality
assurance manual Towards an educational
sudit provides a very useful model for
assusing quality. The original intention of
the project was to provide an aid for FE
managers to carry out effective performance
cvaluation. It provides helpful guides and
checklists for institutional self-auditing and
evaluation.

Miller, Johnand Dower, Allison (1989) Improving
qualityin further education: a guide for teachers
in course teams. Consultants at Work

Miller, John and Inniss, Sonia (1990) Managing
quality improvement in further education: a
guide for middle managers. Consultants at Work

Miller John and Inniss, Sonia (1990) Strategic
quality management: 8 working paper.
Consultants at Work/Training Agency

A series of three essential booklets onmaking
quality improvemenis in colleges. The
authors argue that there are different guality
obligations at three levels wilnin the
organisations — the course ieam, middle
management, and strategic management. The
authors’ approach is based around student
entitlements. Available from Consultants at
Work, PO Box 19, High Street, Ware, Herts.,
SG12 OLE

These are useful guides to defining quality
characteristics, and relating them tomeasurcs
and standards at both the course team and
middlemanagementlevels. The Millermodel
defines quality at a number of critical points
in the students’ college career — pre-entry,
entry, during the course, and at exit — and
secks 10 aid colleges to define the associated
quality characteristics.

Open College (1990) The management of

quality. (2 volumes — A systematic approach,

and Skills and techniques.)
Thisis apractical guide todeveloping quality
systemsineducationortraining organisations
developed by the Open College together
with the Training Agency. The volumes
include guidance on building the necessary
techniques and procedures for institutions
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looking to install a BS 5750 quality system.
However, colleges who are looking to take a
systems approach will find it of value evenif
BS 5750 is not on their agenda.

Gold, Karen (1991) Cusiomersatisficd. Pickupin

progress. Spring, pp 16-21
A useful journalistic review of some of the
current initiatives and developments in
quality and quality assurance in FE. It
provides anumberofuseful short case studies
and examples of how colleges are tackling
quality issues.

Sallis, Edward (1990) The National Quality
Survey. Mendip Paper MPOO9 Blagdon, The Staff
College
This reportdetailsthe findingsof the National
Quality Survey carried out in the summer of
1990. The survey sought to establish the
extent of the quality initiatives being
undertaken by colleges in the UK.

Sallis, Edward (1990) Corporate planning inanFE
college. Educational management and
administration Vol 18 No 2 pp 30-34

This article provides a step by step account
of how to apply the techniques of corporate
planning to the development of a college

Training Enterprise and Education Division of the mission and strategy.

Department of Employment (1990) The
management of quality: BS 5750 and beyond.

HMSO Sallis, Edward (1990) The evaluation of quality in

This is a rewrite of a previous publication
from the then TA — Total quaslity
management and BS 5750: the links
explained. These publications arise out of
the TEED's interest in promoting TQM and
BS 5750in furthereducation. The publication
devotes more space 1o the practicalities of
BS 5750 implementation than did the
previous publication. It also outlines the
TEED's own approach in its South West
Regional Office, called ‘Putting Customers
First’. A useful introduction io both TQM
and BS 5750. Available from The Training
Quality Branch, Training Enterprise and
Education Directorate, Employment
Department Group, Porterbook House, ¢/o
Moorfoot, Sheffield, S1 4PQ.

further education. Education today Vol 40 No 2
pp 50-53

The article argues that in a period of
demographic change with the new
accountability imposed upon them by the
Education Reform Act, colleges will only
prosper if they can provide quality training
and education to their clients. In order to
achieve quality, colleges need 1o have clear
idcasof the standards they expect, and require
documented procedures to guarantee their
achievement.

Whale, Elizabeth and Ribbins, Peter (1990) Quality
development ineducation: a case of supponed sclf-
evaluation in Birmingham. Educational review
Vol42 No 2

This article details Bimingham'sexperience

Articles of supponied self-evaluation as an approach

10 monitoring and evaluation and quality
development. The idea has been to replace
the traditional model of external inspection

Stimer, Paul (1991) The skills magnet. Pickup in
progress. Spring, pp12-13

An interesting short article showing how
Afan college has co-operated with Bosch in
delivering total quality management
programmes for the company's new
operations in South Wales. Has auseful slant
on how a major manufacturer approaches
total quality training.

supplemented by occasional institutional
reviews— the inspectorial approach— with
a systematic quality model based upon self-
evaluation within colleges supported by an
LEA co-ordinator. The paper shows how
these ideas can be exported into the schools
sector.
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About the Mendip Papers

The Mendip Papers are a new series of booklets
written specially for managers in further and higher
education. As managers and govemorstake onnew
responsibilities and different roles they face new
challenges, whether in the areas of resource and
financial management or in the pursuit of quality,
the recruitment of students and the development of
new curricula. The Mendip Papers provide advice
on these issues and many more besides.

Some of the papers provide guidance on issues of
the moment. Others offer analysis, providing

summarics ofkey recent researchstudies, providing
insights into the ways in which the fields of post-
school education and training are changing. The
Mendip Papers include some written specially for
the serics, together with revised and upgraded
versions of some of the most popular papers in the
well-established Staff College Information Bank.

Mendip Papers provide up-to-date information on
important current issues in vocational education
andtraining, and summaries ofkey research studics,
along with informed and sometimes controversial
perspectives on these issues. Managers need them
10 keep abreast of current developments and to deal
with key problems and challenges. Staff
development officers and trainers will find them
invaluable as a basis for in-college management
training and staff development activitics.

The list of Mendip Papers is growing sieadily. If
you have a particular piece of research in further,
higher or adult education, or have undertaken an
innovative management initiative which would be
of interest to other managers, please contact the
series editor, Lynton Gray at The Staff Collcge with
a view 10 publishing your work and disseminating
it throughout the post-school education system.
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Titles in the series

Further education and vocational education and training

MP 001  The importance of furthereducation T G Melling £4.50
MP 022  Prison education in England and Wales P Ripley £2.50
MP 023  College principals’ responses 10 the

*White Paper’ collected & coliated by D Cook £3.00

Resources

MP 002  Paying for further education R ] Kedney & M C Fletcher £3.50
MP 003  Contracting with PCFC institutions R ] Kedney & M C Fletcher £3.00
MP 004  Management staff ratios and unit costs R J Kedney £3.00
MP 017  Cost centres and college budgeis

post-ERA P Crisp, A Nightingale & H Street  £4.00
MP 021  Accommodation planning

- one polytechnic's experience M Murphy £5.00
MP (24  Computerised timetabling - some of

the options R Barreit £4.50

Organisational theory
MP (005  Responding to change: the need for

flexible colicge structures and practices CM Tumer £2.50
MP 006  Socialisation into organisations C M Tumer £2.50
MP 007  Organisational culture CM Tumer £4.50
MP 008  The perception of threat aid the reality

of decline in organisations CM Tumer £3.50
MP 015  Structures - fact and fiction CM Tumer £5.00

Quality and performance

MP 009  The National Quality Survey E Sallis £4.50
MP 010  Performance indicators and adult

education Pablo Foster £4.50
MP 012  Performance review: current practices

and prospects T G Melling £2.50
MP 020  College quality assurance systems E Sallis & P Hingley £5.50

Legislation and governance
MP 014  New goveming bodies in maintained

FE: size and composition J A Graystone £5.00
MP 016  Education reform legislation in the UK:

a summary J A Graystone £4.00
MP 018  Effective meetings J A Graystone £3.00
MP 025  FE funding and delegation scheme -

an exegesis D Atkinson £4.00




Human resources

MPO013  The role of the new vice-principal C Megson £3.50
Miscellaneous
MPO11  Essential acronyms in further, higher
and adult education J A Graystone £2.50
MP 019  Solving the problem of mathematics Sir Roy Harding CBE £2.50

(Further titles arc being added continually, to cover the whole spectrum of further and higher education,)




