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vision & mission               strategy & policies KPI results

LO new students study programme achieved LO

“Public debates over the value of an undergraduate education have 

been dominated by oversimplified accounts of their educational

purposes. This has distorted our understanding of what a high-quality
undergraduate education looks like.

We need to re-focus our attention on the educational purposes of 

undergraduate higher education. This involves developing a clearer

understanding of the transformational nature of an undergraduate
education.”

Paul Ashwin, Higher Education is about transformation, University World News, 8 April 2019

input outputprocesses

transformation = value added
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vision & mission               strategy & policies KPI results

LO new students study programme achieved LO

use standards

& indicators                                  

influenced by

development phase

input outputprocesses

Internal Quality Assurance (IQA)

transformation = value added

methodology

tool tool tool tool tool

“QA is a management approach to focus on the quality of the

organisation and is based on participation of all stakeholders in order to

satisfy their expectations and aims as long as possible” (ISO)
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underlying values
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employability

stakeholders’           

co-creation

strategic

co-creative

engagement

from local

via national

& regional

to international

& global
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of our ever more vulnerable world, depends on 

accelerating some technologies, but responsibly restraining

others. The challenges to governance are huge and
daunting.” (p. 2)

“But for us, unlike for them, the next century will be

drastically different from the present. There has been an

explosive disjunction between the ever-shortening

timescales of social and technical change and the billion-
year time-spans of biology, geology, and cosmology.” (p.4)

“So, looking several decades ahead we must ke
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Methodology
 Metrics based on all 17 UN Sustainable Development Goals (SDG) across 4 areas: research, 

stewardship, outreach and teaching

 HEIs can submit data on as many of the SDGs as they are able

 Any HEI providing data on SDG 17 (partnerships for the goals) and at least 3 others is included

 The HEI’s final score is calculated by combining its score in SDG 17 with its top 3 scores

 SDG 17 = 22% of overall score, other SDGs each 26%;

 The score from each SDG is scaled so that the highest score in each SDG in the overall 

calculation is 100

 HEI submit their own institutional data, bibliometric data come from Elsevier narrowing the 

scope to publications relevant to that SDG & additional publications identified by artificial 

intelligence

 Different HEIs are scored based on a different set of SDG



- Increase of placements and internships

Challenges: learning collaboration (LOs, assessment) & QA!

- Increase of ‘Service Learning’

Service Learning is an educational approach where a 

student learns theories in the classroom and at the same

time volunteers with a non-profit group and engages in 

reflection activities to deepen their understanding of what

is being taught

- Increase of student’s engagement not only in learning

but also institutional and societal

- Increase of ‘contract research’ (community 

research) sometimes linked with Ma or PhD thesis

to solve organisational, technical, innovation, etc problems
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- Increase of LLL strategy and offer

Development, allocation and recognition of micro-

credentials

- Increase of sustainable or eco-campus life

- Increase of eco-system thinking, reflection, 

sustainability and climate change education, 

research and organisation

Ecosystem thinking means shifting our attention 

from the closed systems of organizing and 

delivering within individual organisations to 

looking outside the traditional value chain. ... The 

way to go is by ecosystemic co-creation and the 

utilization of ecosystemic value creation and shared 

operations.

- Pure focus on ranking indicators
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ESG 2015

ESG Standard 1.1 Policy for QA

“Institutions should have a policy for quality

assurance that is made public and forms part of 

their strategic management. Internal

stakeholders should develop and implement this

policy through appropriate structures and

processes, while involving external stakeholders.”
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With the move to institutional review…

 More focus on vision, mission, strategy and

policies

 The alignment (implementation) between

(strategic) policies and QA has become

subject of review

 The translation of strategic objectives into

action plan, underpinned by (KP)indicators

 (I)QA has grown into TQM reviewing the

degree of realisation of the (strategic) 

policies
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New vision, mission & (strategic) policy of HE(I)

• Traditionally :

 Education : 

gone global with new stress on global competences fit for global knowledge

eco-society of the 21st century with crucial transformations

 Research : 

more global than ever through rankings new continuum from fundamental to

applied fit for global challenges & innovation addressing the historic current

and future transformations

 Social services/community impact : 

from regional to global community with transformational impact for a better life

• New vision & mission?

HE(I) as an open & global eco-community of co-creation

with all the stakeholders driven by a quality culture of 

continuous improvement of the necessary impact on the

current and future transformations for a better life (= belief)
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from vision & mission to strategy

future

WHY

vision WHY?

Mission WHY? & WHAT?

WHO
are we?

do we want to be?

WHERE
do we want

to be active?

Which

ACTIVITIES?

WHAT
do we want to reach

for our stakeholders?

HOW
do we want to reach

our objectives?

OBJECTIVES &

STRATEGY

HOW
do we want to deal

with our situation?

HOW
do we want to deal

with ourselves?

VALUES, BELIEFS &

CULTURE

Have our

activities

changed?

Do we 

need a 

new 

strategy?

Has our

situation & 

culture

changed?
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Look critically to the                                                                       global context         

with your external &                                                                         internal stakeholders

Renew your vision

Use a SWOT looking                                                                      from outside to inside 

Engage all your                                                                                     stakeholders

Renew your mission

Identify your existing                                                                      organisational (Q)C      

Identify your wished                                                                         organisational QC   

Engage all your external &                                                                            internal stakeholders

Renew your (strategic) policy

Use SMART quantitative&                                                                        qualitative KPIs & indicators 

Communicate top-down &                                                                    bottom-up

(Re)design your programmes & other processes

(re)design your organisation its governance &structures 

Create independent facili- tating QA units

“DO” of                                                                       PDCA

WHY?

this future of HE & Q(A)?

this vision of HE & Q(A)?

WHAT?
do we stand for in HE & its Q?

is our mission in Q of HE?

HOW?
Are we going to realize our mission?

is our mission in Q of HE?

WHICH?
People (leaders & staff)?

Governance QA structure?

HOW?
Which (new) strategic policy?

Which action plans?

HOW TO DO?

REAL PRACTICE
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this future of HE & Q(A)?

this vision of HE & Q(A)?

WHAT?
do we stand for in HE & its Q?

is our mission in Q of HE?

HOW?
Are we going to realize our mission?

is our mission in Q of HE?

WHICH?
People (leaders & staff)?

Governance QA structure?

HOW?
Which (new) strategic policy?

Which action plans?

HOW TO DO?

REAL PRACTICE

Nine out of 10 

organizations fail

to execute

strategy !



Strategic question down to surveys

Ghent University 6 educational strategic objectives down to

students and staff surveys 

20
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1. Education should focus on 

daring to think and 

promoting multiperspectivism

2. Education is based on and 

invariably connected with 

research

3. Education should contribute 

to the talent development of 

students and staff

4. Education is fostered by the 

participation of stakeholders

5. Internationalization is key

6. Ghent University meets 

internationally recognized 

standards for reliable quality 

assurance

1. The education stimulated critical insight in 

theories and principles

Learning through cooperation was 

organized in various course units

2. The education learnt you how to think 

scientifically

3. Your education prepared yourself well for your 

further career

4. Learning through cooperation was featured in 

several course units

5. The education stimulated an international 

study experience

6. In most of the course units you were stimulated 

to learn actively

7. The education encourages you to engage in 

society/sustainability/diversity                               

…



- Strategic objectives down to surveys

- IQA meets EQA

Challenge: find independent international peers becoming

critical friends

Challenge: academics’ engagement

Challenge: administrative burden

- Ownership

Challenge: create stakeholders’ collectives in each faculty, 

study programme, department

- Adressing and building a quality culture

Challenge: recognition and rewarding in HR tenure/career

of institutional and leadership next to societal engagement

- Place and functioning of IQA Department

Linked with all layers and units and service-like!
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TITLE, PLACE, DATE

independence place of QA unit in HEI ownership

empowerment

support

Q culture

assurance

QA is just a tool QA is a service aim = higher quality

trustees

BoE

Education Council

Board of 
Directors/Deans

Dean

Faculty
School

Department

Dean

Faculty
School

Department

Dean

Faculty
School

Department

p
r   

o    

g

p
r   

o    

g

p
r   

o    

g

p
r   

o    

g

p
r   

o    

g

p
r   

o    

g

p
r   

o    

g

p
r   

o    

g

p
r   

o    

g

QA board

QA director

QA unit

developers

coaches
ICT
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dimensions of quality & QA

GLOBAL SOCIETY

21st c competences

research & innovation

services to society

input processes output

QA (management) system

mission/input 

LO

ach.LO/results

methodology

instruments &       tools

underlying principles
underlying values

Q U A L I T Y
  
  

 

C U L T U R E

QUALITY

learner

teacher
L 

environment

IQF

NQF
input 

LO

NQF

IQF

ach.L

O
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ITS (2015), QA and Quality Culture in Higher Education vol. 1, Radboud University: Nijmegen

25
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Leadership style: leader as… Type of culture

mentor stimulator HRM model

innovator go-between mediator Open system model

producer governor Rational goals model

controller coordinator Internal process model



Visionary

Transformational

Service-oriented

Truly listening & caring

Authentic

Engaged

NEW Attentive to culture ON ALL 
LEADERSHIP= Addressing culture LEVELS

Value-driven

Respected instead of authoritarian

Consistent

Quality-driven

Inspired by societal added values

Flexible

Dynamic

Transparent  

C

O

L

L

E

C

T

I

V

E
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Visionary

Transformational

Service-oriented

Truly listening & caring

Authentic

Engaged

NEW Attentive to culture ON ALL 
LEADERSHIP= Addressing culture LEVELS

Value-driven

Respected instead of authoritarian

Consistent

Quality-driven

Inspired by societal added values

Flexible

Dynamic

Transparent  

C

O

L

L

E

C

T

I

V

E

A SHARED  

ORGANISATION/ 

QUALITY CULTURE                 

IS NEEDED
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- Actively engaged students

Challenge: find students engaged not only in QA, but also

in educational and strategic matters

- Strategic leaders and/or managers

- Strategic educational managers

- Employers

Challenge: find independent employers with a view of the

sector and engaged in HE and QA 

- ALUMNI!

Most important because of linking general appreciation of 

the whole study programme, employability and

employership, challenge: tracking graduates & competences

- International peers/critical friends/experts because

of internationalisation

QA: new insights & trends                                                                                                               new stakeholders
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30

TQM
QUALITY

teacher
learning

environment

learner

employers

(parent)

alumni

professionalism HRM policy                                       resources & design

HEI leaders & management

subject & educational experts             QA experts                     educational experts



QA: new insights & trends

Online QA
Lucien Bollaert

International QA expert

Visiting professor | Ghent University & World Bank

Board member QA agencies

online IV Eurasian Forum on QA

28 & 29 October 2021

IQAA|Nur-Sultan|Kazakhstan



CHANGES IN HE PROVISIONS DUE TO COVID-19 

- Online education

Challenge: result of vision and strategy or emergence?

New important item: well-being of students & staff; social effects?

Micro-credentials per module, QA?

Problem of cheating

Infrastructural and organisational expenses

- Online research

Online conferences and meetings

More international articles but less cooperation

Heavy funding of vaccin research to public & private research centres

- Societal services

Scientific medical advisors in national strategies, less from

psychology and social sciences

Voluntary and organisational help in vaccination

QA: new insights & trends                                                                                                                     online QA



+   Pros & cons of online QA   -

33
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IQA

+   Data collection and report better 

shared online

+   Meeting better prepared

+   More possibilities in the personal    

agendas

EQA

+   idem

+   No travel and accommodation 

costs

+   More preparatory meetings and 

documents

+   To-the-point answers

IQA

- No body language

- Less opportunity to interact

- Less opportunity to go deeper

- Harder to find a consensus

- Harder to make notes/minutes

EQA

- Idem (use professional secretary not 

reviewing)

- Harder team-building 

- Different time-zones

- More limited to Q&A because of 

time slots

- Harder to visit the infrastructure

- Harder to ‘feel the culture’
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- European Approach for QA of Joint Programmes

2015: one self-evaluation report, one review and one site-

visit for one international accreditation

still many national additional requirements and

blockages

- European University Alliances

Boost to intensively collaborate internationally departing

from vision, mission and strategy including QA

Challenges: cooperation from high & strategy to work-

floor (education, research and societal services) 

European degree & diploma (competence?!)

find and apply common IQA principles

EQA (project?,  merger?, common activities?, 

strategy?...) 

QA: new insights & trends

international QA
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- New definition of Quality Culture:

Quality Culture is that part of the organisational culture(s) in 

which the stakeholders are driven to the creation of something

by the (un)conscious intentional attitude to continuously improve

it as based on the values and beliefs that live in the organisation.
Bollaert, L. (2019), A Manual for IQA in HE, p. 482

- Quality Culture indicators:

- The ability to critically self-reflect and self-evaluate (contents, 

number of and outcomes of meetings) consistent with

underlying data

- The ability to work with external analysis and critical review

- The ability to improve (innovatingly) including all stakeholders

- The ability to lead oneself with a clear strategy and

performant outcomes

QA: new insights & trends                                                                                                                   Quality Culture



- New definition of Quality Culture:

Quality Culture is that part of the organisational culture(s) in 

which the stakeholders are driven to the creation of something
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QA: new insights & trends                                                                                                                   Quality CulturePROPOSITIONS TO ENHANCE QUALITY CULTURE

1. Efforts to implement quality management practices will fail in case 

they neglect the organisational (sub)culture(s).

2. To reinforce a quality culture, collaboration and concern for staff
morale, involvement and ownership need to be encouraged.

3. The implementation of communities of practice opens a window of 

opportunity to promote key features of a quality culture.

4. Good educational leadership entails investing in the educational

leaders of the future.

5. To catalyse improvement, we should focus more on discovering root 

causes of success than root causes of failure.

6. Students should be seen as active members of – and contributors to

– the quality culture of HEI.
7. Bringing quality culture to the forefront of HE policy & research will

stimulate organisational change and development.

8. A vision on educational quality as transformation is favoured by

teaching staff. Students often agree in retrospect.
9. If you want to truly understand something, try to change it.

10.The happiness of your life depends on the quality of your thoughts.

Bendermacher, G.W.G. (2021), Navigating from Quality Management to Quality Culture, Maastricht 
University



mission                        strategy                    KPI results

QUALITY          =           ADDED VALUE

dimensions of quality & QA

GLOBAL SOCIETY

21st c competences

research & innovation

services to society

input processes output

QA (management) system

methodology

instruments &       tools

underlying principles
underlying values
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stakeholders’           
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global

Q U A L I T Y
  
  

 

C U L T U R E

Self-regulating teams
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TRUST
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ARE YOU READY TO COPE WITH THE CHALLENGES                              
OF THE NEW INTERNATIONAL INSIGHTS AND TRENDS OF QA?                                                  

 Develop a new vision, mission and strategy taking into 
consideration the global changes and challenges

 Incorporate (the degree of realization of) your strategy into QA

 Incorporate transformational societal impact in your QA

 Develop an international strategy and incorporate it in your QA

 Involve and engage all your stakeholders in QA as co-creators

 Really own and take your responsibility for IQA both on 
institutional and programme level

 Be able to critically self-evaluate and enhance/improve

 Be able to cope with external reviews in order to enhance

 Identify and improve your quality culture with qualitative and 
quantitative indicators towards collective trust and 
enhancement 42
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