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	Foreword

	In March 1992 the Engineering Professors' Conference produced its fourth Occasional Paper (EPC4 ), "Quality Assurance in Higher Education". This laid down the principles of a Quality Systems Specification for universities and other Higher Education Institutions, based on quality assurance principles derived in part from industrial and commercial practice, of which the report's two main authors have considerable personal knowledge and expertise.

	Following the institution of academic audit and teaching quality assessment, a number of members expressed an interest in the application of these principles at a departmental or subject based level, rather than the institution wide approach adopted in EPC4. The EPC (since the Conference's merger with the Committee for Engineering in Polytechnics now called the Engineering Professors' Council) therefore decided to invite Dr Burge and Dr Tannock, in collaboration with Professor Kel Fidler (Professor of Electronics and Pro- Vice Chancellor, University of York) to write a follow-up paper describing their own experiences in implementing such quality systems. The EPC is also pursuing discussions with HEFCE, seeking to advance the application of these principles within the Teaching Quality Assessment exercise itself, and will continue to work towards this hoped for outcome. 

	The Committee is very grateful to all who contributed to the production of this Occasional Paper and to the departments concerned for allowing others to benefit from their experiences.

	Professor R F Boucher

	Chairman of the Engineering Professors' Council

	The HEFCE welcomes this EPC initiative of encouraging internalised Quality Assurance procedures and the beneficial effects that this could have in increasing the effectiveness of the TQA exercise.

	Dr Paul M Clark

	Director, Quality Assessment Division, HEFCE
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	Summary

	The introduction of more formal quality assurance approaches in higher education is now of considerable importance because of the development of external quality scrutiny. This Engineering Professors' Council (EPC) Occasional Paper describes a pragmatic route for implementing a quality management system within an academic department. The approach is based upon the work performed in two Engineering Departments to develop quality management systems, and draws upon EPC Occasional Paper N o 4, Quality Assurance In Higher Education, which provides a specification for institutional quality management systems.

	The main text of this paper is concerned with describing a simple and robust four stage implementation methodology for establishing a formal quality management system. It is supplemented by appendices which give examples of quality procedures from the two departments. The paper discusses those experiences of implementing the quality management systems which are considered to be generally applicable. The impact of such formal systems with regard to Academic Audit and Teaching Quality Assessment is also considered, including the views of assessment teams who visited both departments. The paper concludes with recent work on developing Total Quality Management (TQM).


	A PRACTICAL APPROACH TO IMPLEMENTING QUALITY MANAGEMENT IN HIGHER EDUCATION

	PREFACE

	'Quality' is, perhaps, destined to become the most overused word of the decade. This, and the associated development of quality jargon, should not however be allowed to alienate us, and so prevent the best elements of quality from helping us to exploit its beneficial aspects. Neither should quality related activities be seen only as the means by which we react to the imposition of the accountability measures represented by Quality Audit and Teaching Quality Assessment. Rather, we should aim to exploit the best aspects of quality in order that, quite simply, we do things properly; in so doing, we enhance our students' learning experience, and improve our efficiency, so giving ourselves more time to meet current and future demands of working in Higher Education, whilst furthering our ability to develop our scholarship and research.

	This occasional paper is presented with just this aim in mind. It suggests ways in which a Quality Management System may be implemented in an academic unit, and draws on the experience of two Departments which have successfully engaged in such a process. There is no 'gold standard' being suggested here, but a straightforward proposal for the ways in which any academic unit may optimise its performance to the benefit of students, staff, and other stake holders.

	Professor J K Fidler

	1 Introduction

	The success of any academic department depends, ultimately, on the quality of education provided. Quality of Education was defined in EPC Occasional Paper No 4 (EPC4) [7] as: "The success with which an institution provides educational environments which enable students effectively to achieve worthwhile learning goals, including appropriate academic standards ". There is considerable pressure on UK Higher Education Institutions (HEIs) to ensure and demonstrate that they are providing a quality education. At an institutional level, the Higher Education Quality Council (HEQC) Division of Quality Audit operates to assess quality management systems [I]. In addition, for each academic discipline the UK Government has instructed the national funding bodies to assess the quality of the teaching provision at departmental level. Within England the Higher Education Funding Council for England (HEFCE) established Teaching Quality Assessments and has published a framework for this process [2]. A similar operation is progressing in Scotland [3] and Wales. 

	Like other vocational disciplines, engineering departments are already used to a form of external scrutiny through the accreditation process, by which the professional institutions examine courses to determine their academic suitability for meeting membership requirements. The ex-Polytechnics were, in addition, subject to external scrutiny through the CNAA course validation process. The Engineering Council has recently published a discussion document on Engineering Formation [4] which inter alia reviews the manner in which the Engineering Institutions assess and accredit engineering education in the light of the quality assessment developments outlined above. 

	In this situation, with a number of different forms of external scrutiny, many departments feel uneasy about what should be done, how the requisite performance may be achieved, and how to accommodate the resource implication. This trepidation is understandable since the establishment of effective and efficient methods of assuring quality is a demanding task. Although the principles of quality management are themselves simple, there is no general consensus as to how these principles can be implemented in practice, and considerable difficulty in predicting how an institutional or departmental quality management system will be viewed by the current audit and assessment arrangements.

	Whilst many institutions stress the development of their traditional committee based academic administrative methods to meet the new requirements for demonstrable quality assurance, there are more effective alternatives which draw upon experience in other fields, such as industry and commerce.  Some recommend the adoption of the ISO9000 [5] series as a guideline for the development of quality management systems. others suggest the adoption of a wider process of Total Quality Management [6]. Whichever option is taken, there are a multitude of ways in which these approaches can be implemented. Indeed, there is no single 'correct' route to quality but a whole range of possibilities.

	Total Quality Management, which involves the development of a formalised quality management system. The approach is based upon work performed in two HEIs to develop quality management systems in Engineering Departments. However, the approach and lessons learnt are generally applicable to other disciplines.

	A central element of the approach has been the publication, by the Engineering Professors Conference (now Council), of EPC4 [7], a document which presents a specification which is the only formalised alternative to 1809000 for Higher Education. The EPC model is based on the principles of quality assurance and (TQM) which have been developed in industry. 

	A structure for the implementation of the EPC model has also been developed and demonstrated in practice. It is this implementation approach which will be described. However. the implementation of quality management systems is only a building block to TQM and this paper will conclude with an examination of some of the approaches that have been used in the drive towards TQM.

	2  Quality Management Systems, Audit and Assessment

	One of the main justifications for expending effort on the development of formal quality systems has been the Audit and Assessment of universities and teaching activities respectively. Both of these exercises require a more formal approach to quality at departmental level. While the HEQC Academic Audit concentrates on university level mechanisms and procedures, audit teams also regularly conduct 'audit trails' at departmental level. This practice is meant to ensure that university level procedures are implemented and effective, and that local quality assurance systems reflect university procedures. While most institutions have already been on the receiving end of an HEQC Academic Audit, the number of departments subjected to an audit trail is low, and the pressure to develop formal systems at departmental level was not great until the advent of Teaching Quality Assessment by the Funding Councils.

	The assessment of the quality of education currently being conducted by the Funding Councils is focused on the educational provision offered by institutions within a subject. It is explicitly stated that it is not departments or schools that are being assessed but the provision of a subject. However, it has been found in practice that it is often impossible to separate departments from subjects and therefore the process does assess the department. In the English system not all assessments have included a visit in the past, although recent proposals have suggested that in the future universal visiting will be the norm, as has been the case in Scotland and Wales. In any case the requirement to submit an institutional 'self assessment' encourages the development of departmental quality assurance systems.

	The HEFCE circular 3193 [2] states that the assessment will focus on such areas as the impact of internal academic management and quality control. This statement is expanded in the Assessors' Handbook [8] with regard to self assessment, with items such as: "is there evidence of a systematic, self critical approach within which the institution has: evaluated relevant issues; demonstrated, as far as possible, the quality of its provision in the subject; and developed plans for the future?". Areas of attention include:-
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Management of curriculum delivery.
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Impact of quality assurance procedures monitoring, progress reviews, annual reports, validation, course committees and student opinion.
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Qualitative and quantitative measures.
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Relevance and impact of an audit report.
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Problems. Plans for maintaining and enhancing quality.



	These statements do not explicitly demand formal quality systems, but the requirement is important as can be demonstrated by the following excerpts from the report of the assessment team who visited one of the departments on whose experience this document is based. The assessment team reported:-

	"The formal structures for academic management and quality control of the provision are well defined, are implemented effectively and are exemplary in almost all respects. The Department has made a significant contribution to the development of quality assessment methods and quality control methods in the higher education sector. "

	As one of the key factors supporting the excellent rating which was awarded, the team noted that:-

	"The Department has developed an effective quality assurance and control system. "

	Similar comments were made of the other department, which included:

	"The self assessment makes a claim for excellence and there are many aspects of the overall provision which support this claim. These include: The University and Departmental mechanisms for quality assurance."

	3 The EPC Model for an Institutional Quality System

	The EPC model provides a specification and guidelines for a system of quality assurance which encompasses an entire institution. The focus is on providing a 'service' which satisfies the needs of the institution's 'customers'. It is recognised that an institution has many customers, but the stance taken identifies the students as the primary customers, and the service provided as an education. This approach does not disregard the other customers. Indeed, since students are naive customers, and may not easily assess the quality of the service that they receive, appraisal of the quality of education tends to be carried out by accreditation, audit and assessment bodies which in effect represent the student as the primary customer. 

	The EPC specification and guidelines addressed three aspects of quality in higher education; structure, quality systems, and review. The approach adopted applies systematic methods to the design and operation of quality management systems for HEIs. Formal systems and procedures are required for effective quality management in complex organisations under current circumstances, as the task has grown beyond the capacity of individuals using informal methods. 

	Because of the diversity of academic objectives and organisation, the EPC model does not attempt to formulate a detailed and prescriptive system of management for quality assurance. Institutions, and individual academic disciplines, must be free to devise methods that are applicable to their mission and circumstances, and the requirement of their customers. Hence the EPC specification is presented as a set of brief generic statements, accompanied by guidelines to provide a commentary and exposition of the requirements in the specification. The specification comprises 18 elements, as follows:-

	01.

Institutional Quality Policy

02.

Quality Improvement

03.

Institution Quality System

04.

Review of Institution Quality System

05.

Responsibility and Authority

06.

Academic Unit Quality System

07.

Review of Academic Unit Quality System

08.

Design and Provision of Programmes of Study

09.

Programme of Study Administration and Control

10.

Review of Programmes of Study

11.

Support Services Quality System

12.

Administrative Services Quality System

13.

Review of Support and Administrative Services Quality Systems

14.

Documentation

15.

Admissions

16.

Recruitment of Staff

17.

Staff Review and Development

18.

Records



	4. Implementation of the EPC Model in an Engineering Department

	The EPC model is an institution wide approach to quality management based on a top down approach, starting with the definition of policy and strategy by the institution, which is then developed in detail at lower levels. It also emphasises the need for areas within an institution to develop systems and procedures appropriate to their style of management and the needs of their customers. Appropriate elements of the EPC model can be selected to allow an individual academic unit or administrative department to develop its own quality systems independently, while still paying due attention to the needs of the overall system. The following sections will outline how two departments in different institutions have used the EPC model to great effect in developing effective quality management systems. Both cases involve Engineering Departments, but the approach and lessons learnt are applicable to other disciplines. The elements of the EPC specification that apply to academic units (e.g. Departments) are: -

	01.

Institutional Quality Policy

02.

Quality Improvement

05.

Responsibility and Authority

06.

Academic Unit Quality System

07.

Review of Academic Unit Quality System

08.

Design and Provision of Programmes of Study

09.

Programme of Study Administration and Control

10.

Review of Programmes of Study

14.

Documentation

15.

Admissions

16.

Recruitment of Staff

17.

Staff Review and Development

18.

Records



	Note that the first requirement for an Institutional Quality Policy, defined in EPC4 as: "The overall intentions and direction of an institution as regards quality, as formally expressed by top management", has been included. Any attempt to develop a 'local' quality management system should reflect the overall mission of the institution. Indeed, the importance of this aspect is such that considerable emphasis is placed upon it in both the Audit and the Teaching Quality Assessment. The overall institutional quality system will have an impact on each individual area, but it should not be necessary for this top level system to be fully formalised before work can be progressed within an academic unit. Nevertheless, the departmental quality system should portray the process of moving from university and faculty aims, through departmental mission and learning objectives to the formulation of a teaching and learning strategy.

	The implementation methodology described here is based upon an approach that has been successfully demonstrated in industry. The basis of this approach is the planned evolution of systems from current practices. A pre-requisite for the design of successful systems is a clear understanding of the properties which constitute the existing system. The recognition, improvement and incorporation of existing practices is considered important, since it can be carried out by the responsible staff, who will ultimately have to operate and maintain the new systems. This is important because, as will be discussed later, a key aspect of a Total Quality approach is the culture change necessary  to accept the never ending improvement philosophy.

	Any approach which secures the co-operation of staff and removes any feelings of imposition and alienation is clearly of benefit. The implementation methodology can be summarised in four stages: -
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Identify and document practices which constitute the existing system.
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Determine required quality system.
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Modify the existing practices in accordance with requirements and document them.

[image: image9.png]



Implement the modified systems.



	4.1
 Identify and Document Existing


	Practices. The first stage of the implementation process is to identify and document the current position. This activity examines two interrelated aspects; structure and operation. The determination of the present departmental management structure is fundamental to the whole process, since it will form the basis for the design of the quality management systems. This task may be best performed by the Head of Department. Experience suggests that at this early stage having too many members of staff involved is not useful, simply because it will lengthen the time taken. 

	As regards operation, the starting point is to generate a list of all the activities carried out within the department. Most activities of a department will, in one way or another, affect the quality of the education which it provides, and the list should reflect this fact. Detail can be added to this list by defining 'sub' tasks or activities under each heading in the main list. A typical list might include :
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Admissions
Undergraduate

Postgraduate

Continuing Education
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Programme of Study Design
Undergraduate

Postgraduate

Continuing Education
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Programme of Study Management

Time tabling and room allocation

Records
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Programme of Study Review
Undergraduate

Postgraduate

Continuing Education
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Programme of Study Presentation
Lectures

Tutorials

Seminars

Workshops

Projects

Laboratories

Supervision
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Assessment
Management and Review

Examinations

Course work/continual assessment

Project reports and dissertations

Oral examinations

Essays
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Staff Recruitment
Full time

Part time

Visiting staff
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Staff Review and Development
Appraisals

Training
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Supporting Services
Secretarial

Technical

Computing
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Equipment
Purchasing

Control of Equipment

Maintenance



	The next step is to identify the staff, course teams or committees who have responsibility for each of these quality related activities. This process matches the management structure to the operational structure of the department and provides the foundation for the quality management system.

	All existing administrative or operational documentation, such as written procedures, forms and quality records, should now be identified and listed. The survey will, in many cases, discover a lack of documentation in important areas where informal or unwritten procedures are carried out. Any such activities should be clearly identified and listed. Before going further, they should be documented, to form a base-line for the determination of quality system requirements. 

	4.2
 Determine the Required Quality System.


	This is the point at which the existing systems must be critically reviewed. By this point, the state of the existing system, with any gaps or deficiencies it may have, should be apparent. Each objective, activity or procedure should be examined, to ensure that each agrees with quality assurance principles and with the requirements of a quality system specification such as that provided by EPC4 [7]. It is likely that several key activities will be missing. These additional activities are those that are necessary for formal quality assurance and to complete the adoption of a Total Quality process. For many departments these additional elements will include:-

	Element

EPC 4 Ref

Quality policies

1& 6

Documentation

14

Reviews and audits

7

Quality improvement

2



	It is these additional activities which are needed, typically, to turn an existing departmental management system into a quality assurance management system.

	The need for these additional activities can be traced back to fundamental quality assurance principles. They are vital to the effective assurance of quality, and it is worthwhile discussing them in some detail.

	Quality Policies. In order to demonstrate a department's commitment and approach to quality a number of policy statements must be written. These should cover each major activity bearing on the quality of education, and might include, for example:

	Overall quality policy

	Admissions

	Course Design

	Course Management

	Course Review

	Course Presentation

	Assessment Management

	Assessment Review

	Staff Recruitment

	Staff Review and Development

	Supporting Services (secretarial and technical)

	Equipment

	Documentation and document control

	Quality audit and review

	Quality improvement

	Each of these statements should describe the quality objectives and outline the strategy to achieve them, thus providing the direction for that activity. There is no need to write these policies now, that is done at a later stage. At the moment it is sufficient to know that these statements are necessary.

	Documentation and Document Control. 

	Documentation is central to any effective quality management system and is an area that causes much concern. If staff are expected to follow written procedures and codes of practice, it is important that these documents reflect the established practice. Clearly, as systems or mechanisms change then the changes must be incorporated in the documentation. Therefore it is important that a document change control system is developed, documented and followed to ensure that only the latest documents are distributed, and that they make their origins and authority clear .An example of a documentation procedure is given in Appendix A.

	Quality Audit and Review. 

	Audit and review are a vital aspect of quality assurance. An audit is an objective examination to determine whether documented procedures and codes of practices are being followed, and to provide impartial advice on system improvement. Typically the approach adopted when auditing a quality management system is for a number of trained staff to audit procedures for which they are not directly responsible. It is obvious that because of the long time scales in education, it is not always possible to witness the operation of all elements of a procedure. Audits can, however, still be performed based on records which demonstrate that an activity was performed in accordance with the documented procedure. Alternatively, they can be carried out through sampling, such as in peer observation of teaching (sometimes known as 'appraisal at the point of delivery').

	The purpose of reviews is to check that the various aims and objectives specified in the quality policies have been achieved and in particular, that established procedures have worked and customers have been satisfied. Such reviews may already be in operation within a department; it is important that they are completed and the results documented in order to identify any improvement needed. For a typical department there are likely to be a number of detailed reviews which in turn form the basis for a departmental review. Typically the detailed reviews would include :a review for each programme of study, a review of assessment methods, and review of admissions. 
Reviews should not be ad hoc, but regular and planned. How often they are conducted depends upon what is being reviewed and is a decision which can be taken by the department.

	Quality Improvement. 

	A static quality system provides no assurance of future quality. Effort must be directed towards continual improvement of the quality of the education, which in turn will be reflected in the quality system. There are various mechanisms for quality improvement, but most rely upon evidence of success and failure collected from audits, reviews and subsequent corrective actions. A typical approach in industry is the establishment of quality improvement teams (sometimes called quality circles) whose role is to identify areas for improvement, propose improvements and to assist in their implementation. The evidence of success and failure is vital in this task to give direction as to what problems to solve. 

	4.3
Modify the existing practices in accordance with requirements and document them. 



	The first two stages will have produced a documented description of the existing operation, and a definition of the major additional activities required for the new departmental quality management system. This third stage is concerned with the detailed modification and documentation required to develop the new system from existing practices. Modification of the current procedures should be kept to the minimum necessary, to ease the implementation process. Unnecessary changes will lead to resistance from staff at the implementation stage. Ideally, any required changes should be undertaken by the staff who 'own' that activity.

	In setting up a new system there will also, in all probability, be several new elements to design. Their development may be undertaken by a quality co-ordinator or a working group of staff who should consider the mechanisms that will be best suited for their department. After each system element has been reviewed and modified individually, a final check must be made to ensure that all old and new procedures are compatible. Any anomalies between system elements should be resolved.

	As suggested above, documentation is central to any effective quality management system and is an area that can cause much concern, as it may be seen as the imposition of unnecessary bureaucracy. Hence the volume of new documentation should be kept to the minimum necessary for effective definition of the required systems and procedures. The quality management system is a series of interrelated mechanisms based on good practice which, if followed, will assure quality. It is vital that these mechanisms are documented, so that staff know -and can demonstrate- "where, what, how and by whom" each should be performed.

	Documentation requires considerable effort, but the resulting benefits are significant. The effort wasted in a complex un-documented system is very substantial. The act of documentation forces staff to examine existing procedures, and provides a reference for new staff. The task can be made less unwieldy by the adoption of a documentation structure that reflects the structure and operation of the department. Based on experience in both industry and education, one appropriate documentation structure is a top down hierarchical approach, involving three levels:-

	Level 1- Top Level Policy, Organisation and Responsibilities. The top level documentation comprises the quality mission statement, and quality policies, together with a description of the departmental organisation and responsibilities for each area. This may be presented as a Departmental Quality Plan (or Quality Manual) which is a Level 1 document, and should be as brief as possible, providing an overview without going into excessive detail. It should refer, where necessary, to the more detailed documentation in the lower levels. This document is unlikely to exist, and an iterative approach to its preparation has been found valuable, bringing in all departmental staff. The first iteration could be per formed by the Head of Department who is best qualified to outline the operation of the department and its organisation. This is then passed to the staff responsible for each area for comment and modification.

	The typical content of a Departmental Quality Plan is illustrated below:

	1.

 Introduction

2. 

Departmental Quality Policy and Objectives

2.1

 Policy

2.2 

Learning Objectives

2.3

 Personal Growth and Development

3.

Structure and Responsibility for Quality Assurance

3.1

The Department

3.2

Head of Department

3.3

Board of Undergraduate Studies

3.4 

Board of Postgraduate Studies

3.5

Research Advisory Board

3.6

Board of General Administration

3.7

Departmental Technical Support

3.8

Course Management

3.9 

Departmental Quality Co-ordinator

4:

Departmental Quality System and Procedures

4.1

Design and Provision of Programmes of Study

4.2

Programme of Study Administration and Control

4.3

Tutorial Programme

4.4

Assessment of Student Achievement

4.5

Departmental Administration

4.6

Student Feedback

4.7

Quality Documentation

4.8

Quality Review

4.9

Quality Improvement Process

4.10

Departmental Quality Records

5. 

Faculty Quality Procedures

5.1

Student Administration and Records

5.2

Registration of Students

5.3

Postgraduate Admissions

6.

University Quality Procedures

6.1

Teaching and Learning Quality

6.2

Staff Review

6.3

Staff Development

6.4

Examinations



	Level 2 -Departmental Quality Management

	Procedures. These describe in more detail the procedures required so that the policies of the department are put into effect. They indicate the basic mechanisms for each quality related activity and should specify what needs to be done, when, where, and by whom. Management procedures should cover all departmental quality related activities and will relate to substantial matters such as admissions, examination administration or student feedback. They should be sufficiently comprehensive to allow, for example, a new member of staff to understand the activity readily.

	Preparation of these documents is best performed by those members of staff who are currently responsible for the activity in question, with some general guidance as to format and style. There is no single correct format for quality management procedures, but a consistent format is advisable, and more readily understood by external reviewers. These procedures must be subject to document control. This normally requires that each page of a document should be uniquely identified. A common approach is to provide a standard header or footer to each page. The procedures can form a separate section in the Quality Plan.

	Level 3 -Detailed Working Instructions, Codes of Practice and Standards

	Aspects that do not involve a management element but still have an impact on quality can be documented as Codes of Practice, standards and guidelines. Some areas may require that complex administrative sequences or working practices are described as a series of detailed task instructions. These are particularly useful for administrative and technical support staff. Examples might include the processing of orders, or the preparation of laboratory equipment. Again these can be included as a separate section in the Quality Plan management structure. An example level I document is shown in Appendix A. This illustrates one style or approach to documenting the overall structure and policy of a department. It is included here to illustrate the scope of such a document.

	A number of example Level 2 procedures are shown in Appendix B. These example procedures come from two different institutions with different approaches and styles.

	Some example codes of practice are shown in Appendix C, where again the examples shown are in different formats and styles which nevertheless achieve a similar result.

	4.4 Implement Modified Systems.

	 This is the most crucial stage, since failure at this point will result in considerable wasted effort. It is important that the staff of the department are willing to operate according to the modified systems. If staff members have been involved during the earlier documentation stage as suggested, acceptance is more likely. The mechanism for implementation might be a full discussion of the documented systems at a staff meeting at which an implementation date is set. It must be fully explained at this meeting how important is the success of the implementation, in increasing efficiency, effectiveness, and raising the profile of quality. Staff must be encouraged to follow the documented procedures. In industry strict lines of authority usually exist, however in most university departments a more consensual approach is taken and people must be persuaded to adopt more formal. working procedures

	Experience within the two Engineering Departments has shown that while people may initially oppose changes, they soon recognise the benefits of a more formal and documented system, and many become active proponents for quality assurance. One of the reasons for this change in attitude is the involvement of staff members in writing their own documents. Provided guidance and assistance is given in this task, individuals see the documentation of their role as a method of demonstrating the scope and importance of their functions within the department. Furthermore, it provides an opportunity for clarification of roles and responsibilities.

	5 Towards Total Quality Management

	A departmental quality management system should be seen, not merely as an end in itself, but as the starting point for a drive towards Total Quality Management. TQM requires more than quality management system. Principles of a Total Quality approach includes:-

	a)

 A systematic, process orientated approach to the prevention of quality loss at the earliest possible stage. This is achieved through a process of continuous improvement and the elimination of waste.

b)

 Motivation of all staff in the improvement process using the concept of the internal customer

c)

 Training in the use of statistical tools, problem identification, solving and improvement techniques to allow information which reflects quality lo be obtained, evaluated and used by all.

d) 

A simplified working environment, without slogans and over bureaucratic imposition of work standards, to encourage innovation, openness and good communications- .

e)

 Most fundamentally, the creation of a responsive organisational culture which is centred around the needs of the customer, and driven by sincere commitment from the highest levels.



	Although the fourth principle above warns of the dangers of bureaucracy, experience has shown that a carefully designed departmental quality management system can generate a substantial attitude change towards a more customer centred approach, and provide the foundation for a process of continuous improvement. These benefits arise both from the process of quality systems development, which raises awareness and promotes discussion, and from the existence of the implemented system.

	In one department the general awareness of student needs created by implementation of the quality system resulted in the organisation of a staff retreat to discuss the various issues of the department's provision. This in turn resulted in a number of short and medium term improvement programmes. Furthermore, it was agreed that the retreat should be repeated on an annual basis as part of the review process where the progress of the improvement programmes could be discussed away from the pressures of day-to-day business.

	In the other department, attitudes have clearly shifted towards a greater awareness of the deficiencies of some existing aspects of the work of the department, and a determination to address these issues. An annual two day departmental review meeting has been established, focused on review and improvement of the quality of education and service to the student. This has resulted in a large number of improvement programmes.

	6 Conclusions

	Academic departments in all disciplines wish to know with confidence, and be in a position to demonstrate, that they deliver a high quality education. There are many potential approaches to this enviable position; but one with an excellent reputation, and an ethos aligned with the traditions of Higher Education, is Total Quality Management. This paper has described a pragmatic route towards TQM, based upon experience in the development of quality management systems implemented in two HEIs, where quality systems were developed within Engineering Departments. The approach and lessons learnt are, however, equally applicable to other academic disciplines.

	The basis for this approach has been the development, by the EPC, of the only formalised quality standard specifically designed for Higher Education [7]. An implementation methodology for the EPC model has been presented, which has been found to be successful in practice.

	Total Quality, according to some, is a process rather than an achievable goal, and an organisation can never state with certainty that it has arrived. Although a TQM process may be desirable, it is primarily a cultural phenomenon, and hence difficult to document in an objective and concise manner. Departments and institutions need to able to demonstrate their excellence to teams from external audit and assessment bodies, and for this purpose a formal, documented quality management system is invaluable. The approach proposed in this paper provides both the formal documented system and a foundation for Total Quality.
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	1. INTRODUCTION

	The Mechanical Engineering Departmental Quality Plan provides a systematic framework for assurance and improvement of the quality of education provided by the Department. The Quality Plan encompasses quality policy, structure and responsibilities for quality, quality procedures and a review/improvement process. These together constitute the Departmental Quality System. It is applicable to both undergraduate and postgraduate taught programmes of study and to postgraduate studies based on independent research. In addition it covers many aspects of the administrative work of the department, and the support services provided by technicians, secretaries and Other Related Staff. The aim of the Quality Plan is to improve the way in which the Department carries out its work. It is not intended that it should introduce unnecessary bureaucracy or paperwork.

	2. DEPARTMENT AL QUALITY POLICY AND OBJECTIVES

	2.1 Policy. The Department endorses the University quality policy as expressed in the Teaching and Learning Quality - Statement of Policy for Good Practice (TC/92/3) issued by the University Teaching Committee.

	The Department identifies its undergraduate and postgraduate students as its primary customers, while appreciating that it has other customers including industry , government and the professional institutions. It intends to fulfil the University aims in its teaching and administrative activities by:-

	Offering an engineering education of the highest possible quality through departmental and individual commitment. This is supported by a process of continuous quality improvement and by a systematic approach to quality assurance. 

	The Department defines the quality of education broadly, as follows:- 

	The totality of the learning experience, which enables students effectively t o achieve worthwhile learning objectives, including the achievement of appropriate academic standards, academic standards as:-

	The results of the education process, as indicated by the competencies of the students who are following, or have completed, a programme of study when assessed by appropriate methods. Academic standards depend on the collective judgements of the academic and professional community in engineering, bearing in mind the learning objectives of each programme of study.

	2.2 Learning Objectives. Worthwhile learning objectives consist of knowledge, understanding, skills and abilities, which may be assessed by appropriate methods.

	 Knowledge. Students should acquire a right and sufficient body of factual knowledge, representing the engineering fundamentals as described in the detailed syllabus documentation.

	Understanding. Students should acquire an understanding of the aims, principles and fundamentals of engineering in the setting of industry and society, such that he or she is capable of appreciating the place of each element of knowledge, assimilating future developments as they arise within an appropriate context, and solving problems not directly related to the knowledge acquired.

	Skills and Abilities. Student should acquire the following:-

	a)

A range of appropriate and effective study and presentation skills.

b)

The ability to utilize a range of engineering and other techniques as described in the detailed syllabus documentation.

c)

 The ability to work effectively, both individually and as a member of a team.



	2.3 Personal Growth and Development. During a course students will develop a deeper understanding of their own aptitudes and potential, in the context of their chosen academic subject. They should become more mature and insightful, attaining a level of conceptual understanding which allows them to interrogate and analyse the experiences which they encounter .

	The key to the students' continuing personal growth and development depends on three vital aspects of the quality of their educational experience. These are:-

	a)

The example of the academic staff, and the expectations they have of students

b)

The excellence and relevance of the conceptual framework presented during the course

c)

The opportunities for self directed learning and personal intellectual development provided.



	The Department recognises the importance of these ingredients in the total learning experience which it provides, and seeks to ensure that they are promoted by arrangements for staff/student contact, and by appropriate curriculum and assessment methods.


	3. STRUCTURE AND RESPONSIBILITY FOR QUALITY ASSURANCE

	3.1
 The Department.


	The Department is collectively responsible, as a self regulating association, for the maintenance and improvement of scholarship, academic standards and the quality of education provided. Substantial proposals, reports and decisions relating to these issues are referred to Departmental Meetings which are held at least once per term.

	Departmental Meetings are attended by all members of academic staff and a representative from among the postgraduate students. The Head of Department may invite other individuals to attend meetings as necessary to provide information or act in the role of observer. Any member of academic staff may provide agenda items for these meetings. Decisions are reached on the basis of reasoned debate, agreement and consensus, with a democratic vote deciding the issue if necessary. 

	The Department is advised by a Departmental Industrial Advisory Board, which meets at appropriate intervals, concerning the industrial relevance of the programmes of study provided by the Department.

	The management and administrative structure of the Department is described in the Departmental Structure Planning (ME/QA3).

	3.2
 Head of Department


	The Head of Department is responsible for providing leadership in quality improvement, and assigning quality related functions to staff in the context of a suitable departmental structure. In addition he is ultimately responsible for ensuring that improvement action, where quality deficiencies:: have been identified, is planned and implemented to eliminate the problem.

	3.3
Board of Undergraduate Studies (BUS).


	 The Board of Undergraduate Studies comprises a senior member of academic staff as chair, the Course Leaders for the various undergraduate programmes of study offered by the Department, and other members of academic staff as designated in the Departmental Structure Plan (ME/QA3). The Board receives and considers course proposals and quality review reports from each programme, and makes recommendations to course teams and the Department as appropriate. The detailed duties and responsibilities of the Board are defined in the Terms of Reference of the Board (ME/BUS/QA1).

	3.4
Postgraduate Taught Course Committee (PGTCC). 


	The Postgraduate Taught Course Committee comprises a member of academic staff as chair, the Head of Department, and the staff responsible for the various taught programmes of postgraduate study offered by the Department, or in which the Department is involved. The Committee receives and considers course proposals and review reports from each programme, and makes recommendations to course teams and the Department as appropriate. The detailed duties and responsibilities of the Committee are defined in the Terms of Reference of the Board (ME/PG/QA1).

	3.5
Research Advisory Board (RAB).


	 The Research Advisory Board is chaired by a member of academic staff, and comprises representatives of academic staff, research staff and postgraduates as designated in the Departmental Structure Plan (ME/QA3). The Board reviews quality issues as regards research and postgraduate study, takes action as necessary, and makes recommendations as appropriate to the Department. The detailed duties and responsibilities of the Board as regards quality are defined in the Terms of Reference of the Board (ME/RAB/QA1).

	3.6
Board of General Administration (BGA).



	 The Board of General Administration is chaired by a member of academic staff, arid comprises members of academic staff with specific administrative responsibilities, as designated in the Departmental Structure Plan (ME/QA3). The chair of the BOA is also responsible for the Departmental Industrial Advisory Board, liaison with External Examiners, and with professional bodies as regards course accreditation. The detailed duties and responsibilities of the Board as regards quality are defined in the Terms of Reference of the Board (ME/BGA/QA1). Each area of administrative responsibility where implications exist for the quality of education offered by the Department has an individual quality plan prepared to a common format. The complete list of these detailed quality plans is found in the Quality Documentation List (ME/QA2).

	3.7
Departmental Technical Support.


	The Departmental Technical Support comprises the workshop and stores, supervised by the Workshop Superintendent, who reports to the Department through a member of academic staff. Oversight of the workshop and stores is also maintained as part of the general administrative duties of the Department, through the BGA. Details are provided in the Workshop Co-ordination procedure ME/BGA/QA6. In addition the Department employs a number of Other Related Staff (ORS) to provide technical expertise in various areas. Each ORS has defined duties, and is responsible to the Department through a member of academic staff.

	3.8
Course Teams.


	The Department has adopted a course team based structure to ensure that programmes of study are developed and provided in an integrated manner by groups of staff who together possess expertise in all necessary specialities. Course teams do not necessarily include all members of staff who contribute to a programme. Course teams are organised and led by a Course Leader appointed by the Head of Department. Course Leaders are members of the BUS, and liaison between course teams is co-ordinated through this board. Course teams are responsible for the quality of education provided by a programme of study, and devise Quality Plans for each programme.

	3.9
Departmental Quality Advisory Group and Quality Co-ordinator.


	The Departmental Quality Advisory Group assists and advises the Department in the development and implementation of quality policy. The Departmental Quality Co-ordinator is a member of the group, and is responsible to the Department for the development and maintenance of the Departmental Quality System and associated documentation. For details refer to ME/QA4.


	4. DEPARTMENT QUALITY SYSTEM AND PROCEDURES

	The Departmental quality procedures describe the various sequences of tasks or actions which are required to ensure that the quality objectives are fulfilled. The procedures are aimed at the objective of providing essential information for a process of continuous quality improvement, rather than creating additional administrative structures, documents and records for their own sake.

	The following procedures apply across all activities of the Department. Individual course teams, supporting and administrative areas also develop detailed quality plans and procedures as appropriate. All quality plans and procedures are listed in the Quality Documentation List (ME/QA2).

	4.1
Design and Provision of Programmes of Study.


	 The design and provision of programmes of study is perhaps the most important aspect of the work of the Department, and has a critical effect on the quality of education. A systematic approach to the management of change has been instituted, to ensure that the quality of education is maintained or improved. The procedure and design criteria for this activity are described in the quality system document ME/QA6.

	4.2
Programme of Study Administration and Control.


	In addition to the design of new programmes, existing programmes within the Department are given continuing systematic attention to guarantee that the quality of education is maintained. This is achieved by planned and documented administration and control procedures carried out by course teams, who report through Course Leaders to the BUS, and ultimately to the Department. The Departmental procedures for these activities are described in quality system document ME/QA 7.

	4.3
Tutorial and Supervision Programme.


	The Department provides tutorial support to undergraduate students, and supervision for postgraduates registered for higher degrees. The quality of education provided by the department is greatly influenced by this tutorial activity, which allows personal contact, detailed academic feedback and pastoral advice to students. The code of practice for this activity is described in quality system document ME/QA8.

	4.4
Assessment of Student Achievement.


	 The assessment of student achievement is carried out by means of examinations, assessed course work and individual and group projects. The details of assessment methods as they relate to each course are contained in the course quality documentation. Assessment requirements for higher degrees are contained in the University Calendar .

	The administration of undergraduate projects is described in Departmental quality system procedure ME/BUS/QA3.

	The administration of examinations is a key quality related activity, carried out by the Departmental Examinations Officer, for which a formal procedure exists, described in quality systems document ME/BUS/QA4. Procedures to ensure the security of examinations are carried out in accordance with the University Examination Regulations and the Note of Guidance on Security of Examination Papers issued by the University (Circ 92/20)

	4.5
Departmental General Administration. The Departmental general administration consists of the following major activities


	a)

Departmental offices

b)

Finance

c)

Resources

d)

 Admissions

e)

Industrial experience and placements

f) 

Information and publicity

g)

Workshop and Technician support

h)

Safety

i)

Library

j)

Foreign Students

k)

Scholarships and Prizes

l)

Preview Day



	With the exception of the Departmental offices, where responsibility lies with the Head of Department and his secretary, the responsibility for administrative activities is assigned by the Head of Department to members of academic staff. The finance activity is carried out by a designated member of academic staff in close consultation with the Head of Department. The other administrative activities [c to I] are co-ordinated by the BGA, of which all relevant academic staff are members. Oversight of these administrative activities is maintained by the chair of the BGA.

	Quality procedures are prepared for key BGA administrative activities, which are referenced in the Quality Documentation List (ME/QA2)

	4.6
Student Feedback. 


	An essential aspect of quality assurance within the Department is the collection, recording and analysis of student feedback as regards course quality. This task is the responsibility of a member of academic staff designated by the Head of Department. The specification for this activity is described in quality document ME/QA5.

	4.7
Departmental Quality Documentation.


	Documentation of quality procedures is an essential element of the Departmental approach to quality assurance. Structures and procedures are defined in sufficient detail to give guidance on routine matters and to enable decisions to be made as issues arise. In order to ensure that the system remains effective, and can be modified and improved as necessary, document control procedures have been formalised, and these are described in the Quality Documentation List (ME/QA2)

	Procedures concerned with each individual programme of study are documented in the appropriate Course Quality Plans, and contain the following elements:-

	a)

Course Mission and Purpose

b)

Course Objectives and Performance Indicators

c)

Teaching and Learning Strategy

d)

Assessment Methods

e)

Course Management and Responsibility

f) 

Course Quality Procedures and Documentation



	It is at this level that teaching. learning, assessment and quality review issues are addressed and documented for each course.

	4.8
Quality Review and Improvement.


	The central principle of the Departmental Quality System is that of continuous review of quality objectives, and audit of activities against the defined procedures and specifications for those activities. The results of quality reviews and audits are utilized to spur changes designed to improve the quality of education provided by the Department.

	4.9
Quality Improvement Process


	A comprehensive process of planned and documented review and audit is carried out to determine the effectiveness of the Department in achieving its stated quality policy and the applicability of existing policy and objectives in the context of changing external influences and customer requirements. The quality review and improvement process is described in quality systems document ME/QA9.

	4.10 
Departmental Quality Records.



	The maintenance of adequate records is vital to the effectiveness of the Department's functions. The quality assurance system provides for the collection, storage, and maintenance of all records relating to quality. These are used to demonstrate the degree to which the quality objectives of the Department have been achieved, and the effective operation of the quality system.

	The following quality records are maintained in the Departmental office:

	a)

All current quality plans and procedures.

b)

Programme of study proposal documentation. 

c)

 Programme of study quality review and audit reports. 

d)

Administrative and support activity review and audit reports. i) Student vacation placements and sponsorships

e)

Student Feedback information.

f)

Improvement and corrective action plans issued

g)

Accreditation reports from professional bodies.

h)

External examiners reports




	5. FACULTY QUALITY PROCEDURES

	Faculty procedures exist which impact upon the quality of education provided by the Department. These are:-

	5.1 
Student Administration and Records.



	 (Responsibility -Engineering Faculty Administrator) This documented procedure ensures the maintenance of all necessary data concerning students in all departments of the Faculty of Engineering, including:-

	a)

Student numbers and statistics.

b)

Assessment records.

c)

Withdrawals, absences and suspensions of studies.

d)

Admissions records, including examination grades.

e)

Degree classification awarded.



	Transcripts of records are provided as necessary.

	5.2 
Registration of Students.


	 Responsibility -Engineering Faculty Administrator and Clerk to the Dean. This is at present an undocumented procedure.

	5.3
Postgraduate Admission and Transfer of Registration.


	Responsibility -Engineering Faculty Administrator A documented procedure exists for these functions.


	6. UNIVERSITY QUALITY STRUCTURE AND PROCEDURES

	University structures and procedures exist which impact upon the quality of education provided by the Department. These are:-

	6.1
Teaching and Learning Quality.



	The University, through the Teaching Committee, has published a Statement of Policy for Good Practice as regards Teaching and Learning Quality (TC/92/3). The University policy as described in this document provides for the preparation of an annual quality report which will be considered by the Engineering Faculty Board and surnmarised by the Dean for the purposes of reporting to the Senate Quality Assurance Committees. The document identifies the content of the departmental report in terms of:-

	a) 

Staff

b) 

Students

c)

Courses

d)

Resources



	6.2
Staff Review and Promotions


	The University maintains documented staff review and promotions procedures in accordance with the 1987 CVCP/AUT agreement. The current document is entitled Staff Review and Development -Notes of Guidance (July 1991).

	6.3
Staff Development.


	The University Academic Staff Development Unit has developed partially documented procedures in regard to this important activity (' Aiming for Excellence in Staff Development' -March 1991)

	6.4 
Examinations.


	The University Examination Regulations and the Note of Guidance on Security of Examination Papers {Circ 92/20) describe procedures for the conduct of examinations.


	APPENDIX B

	EXAMPLE DEPARTMENTAL PROCEDURES

	1)
Quality Documentation - ME/QA2
2)
Design and Provision of New Programmes of Study
3)
Departmental Review Procedure



	Department of Mechanical Engineering

	Quality System Procedure ME/QA2

	Quality Documentation

	Issue Version 1.4

	20/10/93

	1. Documentation Procedure

	1.1

Documents which form part of the Departmental Quality System are prepared by Boards, Course Teams and individual staff responsible for the relevant area of activity.

1.2

Each document is given a code number according to origin, a version number, dated with the preparation date and its status described as either Draft or Issue.

1.3

Each document is reviewed and approved by the responsible departmental Board (and by the Department, if necessary) prior to issue.

1.4

On issue, each document is placed with the Departmental Quality Records. Any superseded documents are withdrawn.

1.5

Documents are revised as necessary by the responsible staff as procedures and requirements evolve. Revisions are approved by the Board which performed the original review and approval, and by the Department if appropriate.

1.6

The date of revision, and the new version number, are recorded in a master Quality Documentation List {ME/QA2), which is maintained in order to prevent the use of superseded issues. The Departmental Quality Co-ordinator is responsible for maintenance and distribution of the documentation list.



	2. Quality Documentation List

	CODE

TITLE

VERSION

DATE

STATUS

ME/QA1

Departmental Quality Plan

1.6

23/10/93

Issue

ME/QA2

Quality Documentation

1.4

20/10/93

Issue

ME/QA3

Departmental Structure Plan

1.3

21/10/93

Draft

ME/QA4

Quality Co-ordination

1.2

14/10/93

issue

ME/QA5

Undergraduate Student Feedback

1.2

17/08/92

Issue

ME/QA6

New Programmes of Study

1.1

17/08/92

Issue

ME/QA7

P of S Admin. and Control

1.3

14/10/93

Issue

ME/QA8

Tutoring and Supervision

1.1

18/08/92

Issue

ME/QA9

Review, Audit and Improvement

1.5

20/10/93

Issue

 

ME/PG/QA

Postgraduate Taught Courses

1.2

20/10/93

Issue

 

ME/BUS/QA1

BUS Terms of Reference

1.0

04/09/91

Issue

ME/BUS/QA2

U/G Exam Administration

1.1

03/09/92

Issue

ME/BUS/QA3

U/G Project Administration

1.3

24/08/92

Issue

ME/BUS/QA4

Year 1 & 2 Teaching Labs

1.2

03/09/92

Issue

 

ME/RAB/QAl

RAB Terms of Reference

1.0

05/11/91

Issue

 

ME/BGA/QA1

BGA Terms of Reference

4.0

16/07/92

Issue

ME/BGA/QA2

Resources Co-ordination

1.1

18/10/93

Issue

ME/BGA/QA3

Admissions

1.0

06/03/92

Issue

ME/EGA/QA4

Industrial Placements

1.0

03/09/92

Issue

ME/BGA/QA5

Information/Publicity

1.0

08/10/93

Issue

ME/BGA/QA6

Technician Support

1.2

08/09/92

Draft

ME/BGA/QA 7

Departmental Safety

1.1

04/09/92

Draft

ME/ME3/QA1

BEng Mech. Quality Plan

1.1

18/10/93

Issue

ME/AME/QA1

MEng Mech. Quality Plan

1.1

19/10/93

Issue

ME/MEMS/QA1

MEng MEMS Quality Plan

1.5

03/09/93

Issue



	Further Departmental documentation and information are listed in ME/BGA/QA5 (information/Publicity)


	Department of Mechanical Engineering

	Quality System Procedure ME/QA6

	Design and Provision of New Programmes of Study

	Issue Version 1.1

	17/8/92

	1. Introduction

	Suggestions for new taught Programmes of Study may originate from several sources, for example the Head of Department, the BUS, individual members of academic staff, existing Course Teams, the Industrial advisory Board, or other departments. When such proposals arise, it will be necessary for the Department to make an initial choice on the basis of the following decision criteria.

	2. New Programmes of Study -Decision Criteria

	a)

 The purpose of the proposed programme of study, with respect to student demand and national need.

b)

The place of the proposal within the context of the existing Departmental provision.

c)

The availability of resources within the Department to support the proposal.

d)

The availability of resources from support and administrative services to support the proposal.



	3. Taught Course Design Procedure

	If a decision is made to proceed with a new taught programme of study, the decision criteria and course design issues will addressed according to the following procedure intended to ensure that each new programme is appropriately planned, controlled and validated.

	a)

A course team will be formed, and a course director appointed, by the Head of Department.

b)

The course team will meet as necessary to develop and refine a course proposal which will document the decision criteria and course design issues identified in this document.

c) 

The draft course proposal document will be submitted to the BUS for consideration and comment.

d)

The draft proposal document will be submitted to the Departmental Industrial Advisory Board for consideration and comment.

e)

Comments from the Boards will be incorporated into the final proposal document, which will be submitted to the Department at a full Departmental meeting for approval.

f)

The final proposal document will be submitted to the Faculty Teaching and Undergraduate Studies Committee, and subsequently to the Engineering Faculty Board, and to Senate, for approval.



	4. Taught Course Design Issues

	The following issues are to be considered and documented for each new programme of study:-

	a)

The objectives of the programme, with respect to the balance of knowledge, understanding and skills to be achieved.

b)

The content, structure and level of the programme, and its teaching/learning strategy.

c)

The assessment methods to be used in relation to the stated teaching/learning strategy.

d)

Responsibility for the conduct of the programme.

e)

The means for assuring the quality of education for the programme




	SECAMS 
DEPARTMENT OF ENGINEERING
	PROCEDURE No 1 
ISSUE 1


	

	DEPARTMENTAL REVIEW PROCEDURE

	1.0 OBJECTIVE

	To ensure that the Department of Engineering reviews its performance against its stated objectives.

	2.0 SCOPE

	This procedure details the system used to review the quality related activities of the Engineering Department.

	3.0 RESPONSIBILITIES

	It is the responsibility of the Head of Department to ensure that this procedure is followed.

	4.0 PROCEDURE

	4.1

A meeting to review the Engineering Department is held at least once per annum and is chaired by the Head of Department. Wherever possible, this review meeting is attended by all departmental personnel, and is minuted.

4.2

The aim of the departmental review meeting is to assess the performance of the department against its stated objectives with the view to identifying any deficiencies and arranging corrective action to remove those deficiencies. The review meeting should d also consider any initiatives that will lead to an improvement in the quality of the service that the department offers.

4.3

The agenda for this meeting is:-

1)

Minutes and follow up following previous Departmental Review Meeting.

2)

Report on admissions by the Undergraduate and Postgraduate Admissions Tutors

3)

Report on the review of schemes of study by the chairman of the respective reviewing committee (See Scheme of Study Review procedure)

4)

External examiners reports by Head of Department

5)

Student feedback report by Head of Department

6)

External and Sub Contacted teaching performance

9)

Department changes since the last review and those planned which affect the quality system.

10)

A.O.B.

4.4

The Head of Department is responsible for monitoring and reporting on the implementation of actions decided by the meeting and reporting any information required by the University.



	5.0 RECORDS

	Minutes of the annual review meeting will be kept by the Head of Department.


	APPENDIX C

	EXAMPLE DEPARTMENTAL CODES OF PRACTICE

	1)
Part IIa and IIb Examination Procedure
2)
Setting of Examination Questions
3)
Marking of Examination Scripts
4)
Information and Publicity ME/BGA/QA5


	


	SECAMS 
DEPARTMENT OF ENGINEERING
	PROCEDURE No 4 
ISSUE 1

		

	

	PART IIa AND IIb EXAMINATION PROCEDURE

	1.0 OBJECTIVE

	The administration of part IIa and IIb examinations is a vital element of the quality control in the Department of Engineering. This objective of this procedure is to define those activities that ensure the administration is carried out under controlled conditions.

	2.0 SCOPE

	This procedure details the systems for the administration of part IIa And part lIb examinations.

	3.0 RESPONSIBILITIES

	The Examinations Secretary is responsible for the overall operation of this procedure. These responsibilities include;

	1

Determining a schedule of examinations and notifying staff and students.

2

Collecting the suitably checked draft examination questions from paper editors examiners and arranging for final assembly of examination papers.

3

Liaising with the external examiners in relation to the perusal of papers and acting on their comments.

4

Arranging for the printing of papers and for invigilation.

5

Organising the marking of papers, the collection of all course work assessment marks, the preparation of marks for the examiners' meetings, and acting as secretary to the examiners' meetings.



	4.0 PROCEDURE

	Examination Timetable

	Unless otherwise stated the actions outlined in the following timetable are the responsibility of the Examinations Secretary

	ACTION

TIMING

4.01

Issuing of the 'Call for Examination Papers' stating paper Editor and Examiners after approval by the Head of Department. The Editors and Examiners are requested to follow the Setting of Examinations Code of Practice (COP 4.1),

Early Dec

4.02

Editors submit complete, collated and checked draft papers to the Examinations Secretary , via the Teaching Office for secure retention. Typing of scripts is done by the Teaching Office.

Mid/End Jan

4.03

The Teaching Office passes typed papers back to Editors for checking. 

End Feb.

4.04

Typed and checked papers to be sent to the External Examiner by the Teaching Office

End Feb/Early March

4.05

Final preparation of papers taking into account comments of External Examiner. Submission of master copies of examination papers to 
Student Registry for printing and retention until examination

Mid March

4.06

Preparation of Invigilator list and submission to Student Registry

Mid/Late March

4.07

The responsible invigilator collects examination scripts and delivers them to the Teaching Office for distribution to the Editors

End of Exams

4.08

The Teaching Office passes scripts with solutions and examination paper to corresponding Editor. The Editors organise the marking of the scripts in accordance with the Marking Of Examination Scripts Code Of Practice (COP 4.2)

4.09

Editors collect marked papers and check that questions have been marked. Once complete scripts are passed back to the Teaching Office.

1 Week before 
Internal Meeting

4.10

The Teaching Office prepare the examination results for internal examiners meeting and prepare examination results after any modifications subsequent to internal examiners meeting

1 clear day before 
external meeting

4.11

Agreed results from external examiners meeting posted in department and a copy sent to Student registry for Senate approval.



	5.0 RECORDS

	Final examination results are held by the Teaching Office.
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DEPARTMENT OF ENGINEERING
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	SETTING OF EXAMINATION QUESTIONS

	1.0 OBJECTIVE

	To ensure consistency in the setting of examination questions and that these questions are internally reviewed before submission to the Examinations Secretary. 

	2.0 SCOPE

	This code of practice covers the setting of all Part IIa and part lIb examination questions that fall under the control of the Engineering Department.

	3.0 RESPONSIBILITIES

	3.1

It is the responsibility of the Examinations Secretary to ensure that the administration of setting examination questions is carried out. 

3.2

It is the responsibility of the Editor to collect, collate and compile draft examination papers. The Editor will appoint checkers for examination papers, as appropriate.

3.3

 It is the responsibility of individual examiners to ensure that the examination questions are of the appropriate standard, error free and are submitted to the Appropriate Editor in a timely fashion.



	4.0 CODE OF PRACTICE

	4.1

NOTICE TO EXAMINERS

4.1.1

At a period of not less than one month before the submission date, the Examinations Secretary will send all examiners a note detailing the number of questions to be set on each examination paper, the Editor and Examiners responsible for those questions and the submission date.

4.2

SETTING OF EXAMINATION QUESTIONS

4.2.1

Timescale

4.2.1.1

On receipt of the notice to examiners, the editor should ensure that the questions are completed and checked before the submission date

4.2.2

Question Setting and Checking

4.2.2.1

Examination questions and corresponding solutions complete with marking scheme should be entered on the Standard Examination Question form. Any special requirements/equipment instructions should be clearly identified.

4.2.2.2

The questions and solutions should be passed to the checker appointed by the Editor. A meeting date should be arranged between the examiner and checker to discuss and approve the questions.

4.2.2.3

Once checked and agreed the Examiner should pass the questions and solutions to the appropriate Editor .

4.2.2.4

The Editor collects, collates and compiles the examination paper for which they are responsible. The Editors should review the examination paper for satisfactory content, liaising with examiners in the event of any queries. The Editor is responsible for ensuring that the draft papers and solutions are submitted to the Examinations Secretary by the required date.
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	MARKING OF EXAMINATION SCRIPTS 

	1.0 OBJECTIVE

	To ensure consistency in the marking of examination scripts.

	2.0 SCOPE

	This code of practice covers the marking of an Part IIa and Part lIb examination scripts that fan under the control of the Engineering Department.

	3.0 RESPONSIBILITIES

	3.1

It is the responsibility of the Examinations Secretary to ensure that the administration of marking examination scripts is carried out.

3.2

It is the responsibility of individual examiners to ensure that the examination scripts are marked in a timely fashion in accordance with this code of practice and to observe proper security and confidentiality.

3.3

It is the responsibility of the Editors of examination papers to ensure that their paper has been completely marked.



	4.0 CODE OF PRACTICE

	4.1

PRE MARKING ADMINISTRATION

4.1.1

The relevant solutions and marking schemes will be distributed with the scripts and should remain at all times with the scripts.

4.2

MARKING OF SCRIPTS

4.2.1

Timescale

4.2.1.1

 It is expected that the marker with have a period of 14 days from receipt of the scripts in which to complete the marking. In exceptional circumstances this time period may be extended or reduced however all questions must be marked one week prior to the internal examiners meeting.

4.2.2

Marking

4.2.2.1

Wherever possible the marking should be done in RED ink, or at least a colour which is easily distinguishable from the candidate's work.

4.2.2.2

The following conventions should be adopted;

errors should be clearly indicated with X or /

correct work should be ticked 
irrelevant material or correct answers to the wrong questions should be indicated by a vertical wavy line in the text or margin.

the total mark for a question should be entered at the end of the candidate's answer explicitly out of 25 and should be ringed. For example a question score of 17 out 25 should be written as 
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The total mark for a question should also be entered on the front of the script, again explicitly out of 25.

sectional marks should be proportional where possible.

4.2.2.3

Every page of the script should have a sign on it to indicate that it has been read by the marker. (for example either a tick in the top right hand corner of the page or a line through the page)

4.2.2.4

 Any written comments should be addressed to a potential second assessor (for example the external examiner).

4.3

SCRIPT COMPLETENESS

4.3.1

All marked scripts should be passed to the appropriate Editor who will collate all scripts for a particular student and check that all questions have been marked and the corresponding mark is entered on the front page of the leading script. Once all checks are complete the Editor passes the marked scripts back to the Teaching Office. The Teaching Office will keep a record of progress of completion of marking.
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	1. Introduction

	The Department recognises the vital importance to quality of adequate and correct information for students, staff and others ( including external  scrutiny for accreditation and quality assessments) concerning the activities of the Department.

	The Departmental Information and Publicity system is designed to ensure that relevant information is acquired, centrally stored, and made available as required.

	2. Responsibility

	The information and Publicity system is the responsibility of a member of academic staff, supported by the Departmental Executive Assistant. The member of academic staff serves on the BGA.

	3. Quality Related Information Held

	The system includes the following information:

	Staff/Student Feedback forms, analyses and actions

Student Forum minutes and actions

Departmental Review Meeting agendas, minutes and actions

General Departmental Meeting agendas, minutes and actions

Course and syllabus details

Audit reports

Accreditation and quality assessment documentation

Student records (Examination and course work results)

Reports on peer review of teaching

Faculty Board agendas and minutes

Departmental Board (BUS, BGA, RAB) agendas and minutes

Space and resource information

Staff lists

Departmental brochures and prospectus entries.

Departmental Quality Systems Documentation



	4. Information Dissemination and Publicity

	The main methods of information dissemination and publicity are

	Departmental notice boards

Presentations and special publicity as needed

Information packs provided to all students

Departmental brochures and prospectus information



	5. Procedures

	5.1

Student Information packs. Information packs are prepared during the summer vacation and distributed to all students at the beginning of the academic year. These packs are specific to each year of each course, and include syllabus information, timetables, laboratory programmes, laboratory sheets, guidance on projects, etc.

5.2

Departmental Prospectus. The Departmental entry in the university Prospectus is updated every two years to reflect course and syllabus changes.

5.3

Accreditation Documentation. Documentation as required is prepared for the engineering institutions (IMechE and IEE) in advance of their periodic course accreditation visits.

5.4

Quality Assessment and Audit Documentation. The reports required by the HEFCE and CVCP HEQC in advance of teaching quality assessment and academic audit visits are prepared as necessary.

5.5

Collation of Course and Syllabus Information. Course and syllabus details for every programme of study offered by the Department are collected, collated and published.

5.6

Collation of Student Records. Student examination and course work records and marks are obtained from the Examinations Officer and from the results of examination boards, collated and stored in the information system.

5.7

Organisation of Presentations and Special Publicity. Information is prepared and distributed for students and staff concerning: -

a)

Beginning of year arrangements (all students and staff)

b)

Course selection presentations (Year 2)

5.8

Organisation of Departmental Notice Board. The Departmental notice boards are monitored, arranged and organised at the beginning of the academic year and during the year as necessary .
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