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Abstract

This report presents the outeomes of a research project which focused on the

experience of public colleges in assessing institutional effectiveness. The apparent

need for a core indicator and a coherent process resulted in the development of a

framework based on Public ion has multiple

stakeholders. The dominant interest of the sponsoring stakeholder (government

cfficiency. The dominant interest of the consuming stakeholder (student) i

ceffectiveness. The literature review and the research among Canadian colleges

faction is a core indicator of

provide support for the concept that stakeholder sati

institutional effectiveness and in public colleges students are the primary (customer)

takeholder. The proposed framework combines philosophy, policy and process

where the expectation and satisfaction of the primary stakeholders are

accommodated. The validation of the framework included assessing and beneh

marking the satisfaction levels of students and faculty in the Business Department of

Clarenville Campus, Eastern College.



Table of Contents
Abstract..... T P P P S S LTI S e S
Listof Tables .....

Acknowledgements .

Introduction ............... T S R s PR o

Needs Assessment o..ovuvin.
The Environmental Conty
The College Context
The Need for Clarifieation
The Need for the Project .

Methodology ..
Rationale ...
Methodology .
The Rescarch ..

Development of the Framework .
Integrating Frames ..
The Framework Elements
Institutional Effectivenes:
The Canadian Perspective
Education - A Unique Servi
Student - The Primary Customer
Expectation and Satisfaction . .
Measuring and Beneh Marking

icy and Values
Policy and Accountability
Summary of Major Points . »
Framework Validation ...ooooiviiiiiiii srsveisEvesiereessyves 50

The Framework .

References .......

iii



Fable 1

Table 2

Table 3

Table 4

List of Tables
Survey Summary ........ e R s e es (A3

The Custo:

ers Of Education ....ccovsessesctnossinncenvsees 37

Stakeholders in the British Columbia College System . v 38

Conneeting to the Framework....oovvviiiiiinnecinnann 51



Acknowledgements

The guidance and a

ance of Dr. Bruce Sheppard, Project Supervisor, and

Dr. Jean Brown, Faculty of Education, Memor

I U

are gratefully

acknowledged. As well, thanks

expressed to Fred G

0, President: Maril

Coles-1

ley, Campus and Area Directors Larry R

L Quality Consultant, and Ed

Lundrigan, Statistician, E

ern College, for their advice and assis

nee with the
research and validation.

The support of

stern College and acey

s to the profess

ual development

program for management personnel were critical to the

uce

ful completion of this
project.

The author of this report is the Campus and Arca Director of Clarenville

Campus, Eastern College of Applicd Arts, Technology and Continuing Educa

and a member of the College management team. Cl

s the

enville Campus v
validation site for the Institutional Effectivencss Framework developed by this

project.



Introduction
The preseriptive nature of education at all Ievels is established in history and
tradition. It has been and continues to be something designed and delivered by a

It sounds like a mass-marketed product but is in fact a service

few for the man

which until recently has been the domain of public institutions. Education has been

preseribed to fulfill custodial, social, economic and remedial functions at an

individual and global scale. Yet, the failure to achiceve socio-cconomic goals and the

nd service:

clevaney of programs t public universitics and colleges

leend

For more than a decade the debate around the effectiveness and efficiency of

public schools and colleges has intensified. In 1982, Nasbitt observed that today

cducation system--the one some reformers want to elevate to a level of excellence

s never meant to serve the needs of today’s information society; it was custom-

made to fit the industrial society--2 time when it made sense to treat everyone the

ame. In 1986, Dennison and Gallagher stated tha

t “strong public support for

education in Canada can no longer be taken for granted ... . the taxpayer still insists

there is not suffici ible return on this investment” (p. 4). In 1995 Denniscn in

a review of

anadian colleges observed that “provincial government ministrics

appear to be frustrated by a perceived gap between colleges as agents of socio-

cconomie change and colleges as educational institutions” (p. 241).



Page 2
This “value for money™ perspective of the various stakeholders continues to

be relevant in toda;

environment. However, the *

ue for money™ perception of

the institute’s primary stakeholder--the studen

alsor

levant though notably

eness indi

absent in any current accountability or effeeti ators. Dennison (1995)

concludes that no truly comprehensive and systematic process of

countability has

been tested in Canada. “The reas

irly clear. Accountability is in the eye of

the stakeholder™ (p. 241},

This report focuses on the concept of assessing institutional performance
public colleges in Canada. The challenge was to place institutional performance

concepts within defined parameters which promotc interpretation and clarify

expectation. As creations of government, pul; re accountable to the

/arious publics which they serve. There is, however, eo

the nature of institutional effectivenc red and how.

, what should be mea

“This is compounded by the vagranci

es of interpretation and the interconneetedness

of concepts like efficicney, «

ccountability, excellence and quality. Generally, there is

lack of consensus on what would constitute a core indicator of instituiinnal

effectiveness.

Through a thorough literature review and research among public colleges in

Canada, this report establi

isTaction

es that there is support for stakeholder s

core indicator of institutional ¢ffectiveness. The institutional effectiveness

framework which this report proposes is based on this research and the expe

of colleges at the regional, provincial and national level
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In particalar, the expericnce of Fastern College with the evolution and

of post-y v fon in provides context and

grounding. This is used o i

ustrate the importance of mission and mandate in

blishing expecl n. While these constitute the basis of the official goals of the

h tran:

nization, it is policy whi tes the official goals into operative goals.

Wihat an org s it will do (offi

al goals) and what it actually does

(operative pg

s) are often in conflict. Dit action with the service is an outcome

of incongruence hetween official and ope Is. This is why perception based

tive gos

on experience with the service is a valid indicator of effectiveness.

If service quality and excellence are official goals and values expressed in the

sion of the college, then policy, resources and assessment have to be aligned in
support of these values. Real values are operative values. An assessment of the
effectiveness of an institution in making its official goals and values operative
requires the perspective of those who interface with the organization at the
operative level. In the case of public colleges, this is the stadent.

This report suggests that education is a service where the student is the

primary and The i fr

which is propos

ed unifics mandate, mission, resources, policy and assessment to

enable s

keholder satisfaction to be utilized as a core indicator of institutional

effectivene:
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Needs Assessment

Since August 1986, there have been three major legis

the post v system in N it and Labrador. The

test restructuring

was announced by the Minister of Education on April 29, 1996. This followed and

confirmed Government’s intention to replace the system of regional colleges with

one provincial college system announced on June 6, 1995,

The 1986 reorganization maintained a three-tiered

tem of post-secondary

ceducation hut moved the centrally controlled vocational schools to a system of

community colleges with regional governance. The 1990 reorganization created

two-tiered system by consolidating the provincial institutes

and community colleges

into five colleges of applied arts, technology and inui ion. The 1996
reorganization eliminated the five regional colleges in favour of one provincial

college with a centralized administration.

This deeade of i ility does not reflect progressive, informed change

within a singular philosophical domain. Rather, it appears to cover the entire

spectrum of organizational theory and practice. Clearly, the latest

reorganization has an “efficiency” orientation that appears to he a return to the pre-

1986 cra of centralization of power and authority at the expense of empowerment

and autonomy.

Canadian colleges did not, and do not, determine their own They.
are products of history, ind political, sociocultural, cconomic, and
educational imperatives converged to result in their creation. In the
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process of their development,
upon colleges. Governments, in particul as the major sponsors of
the college idea, have alw: held a large stake in determining what
they shall be and how they shall undertake their mission. (Deni
1995, p. 170)

imposed their values

It is not known at this point what the . directions of

andate and major poli

the new college system will be. The White Paper on Post-Secondary Education,

Equality, Efficiciey and Execllence: A Posi

y I ional Agenda for the

future, Newfoundland Department of Education (1990) proposed three major

policy direetion

Feuality: open i 7 d participation rates.

Excellence:  highest standards of teaching, research, curriculum and

quality services.

fficiency:  reduce duplication, economies of scale, and priority funding,

¢ colleges’ response to these environmental influences was largely

structural. “Allocating scarce resources combines hoth structural and political

considerations - deciding where resources will best further the mission of the

organization while simultancously finding ways to satisfy important constituents”

(Bolman and Deal, 1991, p. 336). The non-structural issucs, particularly those

related to effe

were overlooked as th

olleges moved to evolve a common

admi framework within which the interests of the White Paper could be

discussed. The five Colleges of Applied Arts, Technology and Continuing Education

represented by the Newfoundland and Labrador College Executive Network

(NLCEN) acted on the assumption that “efficiencies must be achieved and



Page 0

directed to enhance resources,

ilitics and prog

ns. the onterme being quality

experience for students, while maintaining regional gover:

ance as a key element in

the post-secondary structure of the provinee™ (NLCEN, 1995, p. 3).

It seems apparent from recent government publications and task foree

reports that the construcets of excellence, efficieney and effectivene

in inistration while

in regional socio-

cconomic development. Education and socio-cconomie development are

interdependent and in this context the relevance of a public college’s pi

oy

services and administrative practices becomes critical in i al (Dennison,

1995).

The *

ble in 2 r

sumption” that efficiencies are pos;

jonal governance

be maintai

structure (autonomy) is one thing, but can quality and effectiveness
without regional autonomy? Can public colleges “do the right things, right” in a
traditional, centrally controlled administrative structure?

The Government of Newfoundland and Labrador Strategic Economic Plan,

“Change and Challenge” (1992), identified the need to improve the quality of

instruction, programs and educational service: s, and the need to develop

innovative ways to respond to the requirements of customers, address the emergence

of competition from private colleges, utilize data and involve more employees in the

ded

on-making process were all instrumental in examining innovative methods to

manage Ex

tern College.
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s eaternal environment and after

In response to these pressures in the colle
considerable reflection on the work of W, Edwards Deming and other quality gurus,
Eastern College adopted a model hased on the principles and practices of Total
Quality Management (see Appendix A) in a bid to assure continuous improvement,

adt (1992), *Dr. Deming’s work appli

quality and effectiveness. According to B

to every organization in the world, It applies to corporations, universitics, service

nd certainly to schools. Deming's work provides

lics.

organizations, countrics,

ystem™ (p. 28).

a coneeptuat framewaork for understanding any

The relati ip between practice and §

performance is direet. Bolman and Deal (1991) contend that “effective compa

encourage and reward autonomy and entreprencurship” (p. 332). Institutional

performance can also be affected by environmental factors and external influences

on organizational autonomy (Argyris, 1964, p. 123). Itis difficult for an

sonable

organization to maintain quality performance if it does not exercise a rea

Is at the expense of

degree of control over its destiny or if efficiencey pre

effectiveness (Bolman and Deal, 1991, pp. 320 - 342).

ed by those in authority as the primary

1.1 Structural change is vig

solution to organizational problems.

1.2 The structural fi

me perspective is particularly applicable to

and conditions of s

ional efficienc) ree resourcy
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1.3 Public colleg

have no defence against top down structural change
when they eannot demonstrate publie support for and stakeholder

satisfaction with the

service they provide.

llege Content

In June 1993, the Minister of Education for Newfoundland and Labrador

met with College Board Chairs and Presidents and requested that institutional

leaders develop a joint action strategy for the College seetor aimed at ine ing the

cfficiency of the s; to the ofan i

stem. In respons

process focused on opportunitics for inc

ed efficiency in the areas of finance s

ceutive Network

administration, the Newfoundland and Labrador College F

(NLCEN) made this as

Colleg
in a ma

re client service organizations that operate more and more
ket cconomy. Continuing changes in the modes, methods and
mounts of financial support, especially from the Fede
Government, are forcing a response that makes it clear that colleges
are public sector agencies with a business sector mandate. If the
institutions are to succeed in this more competitive environment, they
will have to become "business like' in how they operate. The collej
have already commenced the proc In order
to do so effectively, they must be gi
Government and then must be held accountable, with success
failure determined on the basis of government established indieators
or outcomes. (NLCEN, 1995, pp. 21-22)

a clear mandate from

Newloundland colleges are not unique in exploring and adopting means of

sclf- Stud

in ser

I provinces confirm that ion and

accountability i

nd Canada-wide in scope (Dennison and

Gallagher, 1986). A conserv

ive appr

ach to public expenditures has forced
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colleges to begin to implement system models intended to provide feedback on

institutional effectiveness (Dennison 1995).

Itis not difficult to find literature which associates accountability with terms

such as "efficiency," "effectiveness," "excellence,” " ful," and "quality"

ce

(Astin, 1985; Cameron, 1978; Dennison, 1995; Fowlow, 1995; Krech, 1994; Peters &

Waterman, 1982; Robillard, 1993; Sallis, 1993). Thesce terms are often used

interchangeably in many eases t the same concept.

s though they repre

“Quality” has lately followed “excellence™ from the corporate world into post-

secondary institutions throughout North America.
The issue of quality in educational institutions resides in the same

milicu as effectiven,

organizatio Althougt. Drucker (1973) contends that
quality is concerned with "doing the thing right" and effectiveness is concerned

with "doing the right thing," both of these concepts present a common challenge;

that is, they both tend to take what ighly complex phenomenon and represent

itin a vastly simplified manner.

Contrary to the effectiv uceessful" schools' movement, Total Quality

agement (TQM) has made its way into the post-secondary institutions more

readily than the sccondary schools. Appendix A provides an example of the

O TQM (0 & post-s v institution. Where TQM is practiced,

¢ growing indications that what is evoiving is not quality in cducation but

lity in educational administration (Seymour, 1991). This may be partially
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accounted for by the traditional role of administration which tends to focus on

management functions

opposed to leadership (Bowditeh and Buono, 1994).

There is considerable irony in the approach of edueational institutions
to TQM. While the rhetoric of TQM calls boldly for paradigm s
restructuring and dramatic change, with a few notable except,

b 1992), ed i iti
Seymour (1991, p. 11) found, for example,
most common applications of TQM in the 22 pionceri
were in registration procedures, mail distribution, physical
maintenance, construction and remodeling projec
(Cross, 1993, p. 16)

it the five

s and payroll.

A more likely reason for this phenomena has to do with "hench marking" and

measuring the improvement process, a pra

ctice which is much easier accomplis|

in the ic aspeets of i administration.

Just

"beneh marking' and scientific methods

re fundamental to the

TQM phil 5 izati i S8 i

centr;

coneept in
organizational research” (IToy and Miskel, 1991, p. 373). In the context of

educational organizations, both TQM and effectivene:

re ambiguous in meaning,

and in measurement.

Effectivenc: both the apex and ab;
is the apex because all theor
practices are ultimately aimed at identifying an

performance. It i no valid theori
organ effectivencss exist and no list of criteri
formulated that is v or i for evaluating the
concept. (Cameron, 1984, cited by oy and Miskel, 1991, p, 373)

Both Total Quality M and institutional effecti require the

development of a shared vision, a common framework and the will to invest the time

and resources to make it all work. However, the vision of 1

quality” institution
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and an "effective’ institution are not the same. Losak and Scigliano (1994) say that

while there are differences “taken as a whole, these two approaches to

tional effectiveness can be made to reinforee cach other.. . when molded

organ

into a cohesive framework where the strengths of each are used” (p . 2). While the

TQM phi v requires v and participation, the focus on

requires a sensitivity to the apparent conflict hetween accountability and autonomy.

"It must be recognized that an accountability regime that satisfies the narrow

interests of one or two stakeholders may well present a danger to reasonable

(Cana prehensive Auditing F ion, Report on

Effectiveness in Colleges and Institutes, 1993, p. 8).
There is also another danger which presents a challenge for public schools

and colieges; that is, the perception of quality and/or cffectiveness based not on

experience but on the interpretation of data. Nowhere is this more clearly illustrated

than in this provinee's post-secondary experience. What is expected of public

colleges and how can the achievement of these goals be best measured and

7 Colleges, like organizati generally are i social systems
and “social systers are anchored in the attitudes, perceptions, belicfs, motivations,

habit

nd expectations of human beings” (Katz and Kahn, 1966, p. 33) and “society

is therefore the appropriate frame of reference for the evaluatioa of organizational

effectiveness” (p. $96).
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Clemmicer (1992) asserts that “using any thing other than customer-pereeived
value to define service/quality can lead to highly efficient services or productive
products that miss the mark--efficient ineffectiveness (p. 64). In public colleges, this

would be the equivalent of graduating highly skilled tradespersons for jobs that do

pported by Guihrie and Reed (1991) who argue that *efficiency

for its own sake has little meaning” (p. 27). Itis relevant only in the context of

organizational outcomes which are valued and which can he measured and
understood. The challenge is to place institutional performance coneepts within

defined parameters which promote interpretation and clarify expectation. The

s this

Institutional Effectivencss Framework developed by this projeet addres:
challenge.
Synthesis of Major Points

21 Public colleges are by the need to effective

and efficient response to the expectation (mandate) of the sponsoring
stakeholder (government).
22 Anorganizational model designed for “quality™ may not in itself

ensure effectiveness.

The Need for Clarification

Fowlow (1995) contends that colleges eonsider themselves nct, cven

among other institutions of higher cducation. Griffith and Connor (1994) warn that

this distinct educational system is threatened because it suffers from a whole seri
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of public and professional mi ings and misperceptions that measure its

tandards which do

functions, its achievements, and the suceess of its students by s

notapply. This was strated recently in when the Minister of

Education’s vi ed with those of the Auditor General in her criticisms of

public colleges. The colleges had no defense to the charge of inefficiency that w

given new life and different meaning by the Minister and subsequently the public.

More sp ally, the Auditor General's Report (1995) indicated that at

trative services cost less than

ost more and admi

student services

stern Colleg

y other colleges. Does this mean that the College is effective but not efficient;

rvices but is not accountable? What docs it mean for

thatis provides quality

other colleges? The problem for colleges who are challenged and respond to the

task of institutional 2 ment is that despite the extensive literature on the subject

no clear definitions of quality or effectiveness exist. Inspite of this,

there appears to be wide acceptan-e of the terms even though they are used in a

ariety of contexts (Dennison 1995). This had led Alfred

and Kreida (1991) to Tude that i is si and context specific

thereis no definition or set of measures universally acceptable to all

colleges.

nction between indicators for institutional

There is also an important d
management and system indicators. Indicators as tools for accountability to the
public or to government need not be the same as those for college management.

""We must clarify these two concepts to ensurc that the trepidation with which we
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public ility does not lessen our ability to make

good use of perf indi as tools for institutional and
change” (Robillard, 1993, p. 38).

Assigni part of the ic nature of institati in

colleges is the vast array of terms and definers associated with the practice. The
most common ones in use and misuse include efTectiveness, accountability,
efficiency, quality, and bench marking. For the purposes of this paper, the

following definitions of these terms have been formulated from the literature review,

Effectiveness (indicators) - measure if the institution s specilic
mission and the attendant operative goals and objecti thatis, doing the right
thing. Thisis botha itative and a itative process ining fact and
value in the continuous measurement and bench marking process.

Accountability (indicators) - measure if the institution is fiscally responsible
and how it lives up to its mandate and the expectations of stakeholders. Thisis
largely a quantitative data gathering and reporting process which is time-
referenced.

Efficiency (indicators) - measure the cost of atfaining a given goal and how
the resources arc used to obtain the desired results; that is, the cost/benefit ratio
incurred in pursuit of these goals. This is largely a quantitative data gathering and
reporting process which is time-referenced.

Quality (indicators) - measure the extent to which the institution nehieves
customer satisfaction by doing things right the first time. Itisa process based on
scientific method and continuous improvement. Itis the source of terms of
reference and hench marking.

‘Bench marking (indicators) - establish terms of reference for other
performance indicators. It seeks to answer the Lrl"ull question " Effectivenesy
compared to what?" Tt enables instif i asa change
tool.
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With these definitions in place, “therc is still a lack of clarity ... about
who/what is being measured and for whom” (Hopkins and Leask, 1989, p..B). There
is no simple link between inputs and outputs in education. Efficiency and
effectiveness require different indicators.

The process of identifying and adopting realistic, effective performance
indicators will take considerable time and cffort; but it is something which
organizations such as colleges need to do. This need reflects the evolution of
management practice in colleges, the role of peliey in terms of value and expectation
and the role of colleges as human service organizations with social/cconomic

mandates.

of

Synthe:

and

30 Thereis general ion about the
interpretation of performance indicators.

32 Effecti indi are tools which are

institutionally specific.

1

ject

The evolution of administrative thought has not had a progressive impact on

process and practice in -ation in The Treslan

and Tremblett (1985) study of policy development by Newfoundland school hoards

that this i igation of school board policy making has
revealed that policy decisions currently derive from a “closed systems” source. The

recent (1996) “restructuring™ experience of colleges indicates that little has changed
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in educational administration in this province since 1985. In this environment the

relationship between policy, p s and remains and

unexamined: “A situation reminiscent of an earlier era when in the 1960s and early

1970s policy usually expected little more than practice delivered . .

(Boyd, 1991).

The presumption that colleges can effect sos

and economic change is based

on the belief th::.t the conncction between educatio

policy and practice is direct--a

belief which does not coincide with practice. Ilowever, in response to demands for

greater and efficiency, shifts are occurring in policy and
practice to reflect the central purpose of the school organization--student learning
(Callahan, 1962). Consequently, writers such as Boyd (1991) conclude that a control
feature of the paradigm shift in our ficld is » movement from a closed system,
process-oriented and role-based approach to an open system, outcome oriented,

goal-based approach.

‘Whether colleges in this province were or are open or closed system:

situational and debatable; however, they are formal organizations and Selznick

(1948) contends that the “formal organization is the structural expression of ra

action” which “never succeeds in conquering the non-rational dimensions of

organizational behaviour” (p. 114). Critics of the logical positivists® philosophy of
science would support this view and arguc that the application of quantitative

rescarch method: h as those

ployed to ass

perfor 10 a

social science like cducation is pretentious; that is, it never succeeds in conquering
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“the it ibly j and subjecti found in all social sciences
research” (Cook & Camphell, 1979, p. 92). )

Although colleges are social systems and have an interdependent relationship
with their environment, the feedback loop usually conveys a garbled message about
what saciety expeets colleges to do. This is because “the problems of schooling
overlap other social conditions, largely hecause the educational, political and

economic systems intermesh” (Rubin, 1984, p. 8). For example, the connection

between and usually to a political
imperative that colleges must change their ways. This preoccupation with

ustrates that “as societal conditions shift, educational policies fluctuate

economics
between contradictory, but equally valued belief” (Rubin, 1984, p. 8).

Robert Brown, Chairman snd CEO of PriceWaterhouse (1996) puts it this
wiry:

Yet another harsh reality facing educators and employers in Canada
is the perceived lack of accountability throughout our school system.
We need continuous, comparable information on student
performance; we need to know whether relevant educational goals are
being met; and we need to know that the goals have been set and
achieved in relation to the needs of z globalized, highly-

inter (and iti infor ion-based
society. This means that certain key elements must be in place if the
effectivencess of Canada’s school systems are to be effectively
measured. (pp. 6 - 8)

“There s a paucity of published debate respecting ility in the
community college scctor” (Dennison 1995. p. 240). However, a conservative

approach to public expenditures has forced colleges to begin to implement system
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models intended to provide feedback on instituti i (Denni; 1995).

As well, eolleges have been forced to develop means of self-assessment before
external asscssments are imposed upon them (Fowlow 1995). The American
Association of Colleges (1994) claims that

A Cullege without a model or ‘prescription” for effectiveness has
experienced difficulty in presenting its best case to policy makers at
the state, regional, and national levels a circumstance that has
encouraged policy makers to issue wide-ranging, often confusing
accountability mandates of their own. Parties interested in
effectiveness on campus, in communitics, in state Is, and in
policy arenas need a better way to focus their efforts if some clarity
to be brought to the institutional effectivene: e, (p. 12)

The outcomes of this project will help to develop a policy framework that witl
shine some light in the dark corners of this “organizational abyss” and assist a
public Newfoundland college to develop cohierent strategies for measuring its
effectiveness. This is significant because “from an evaluation viewpoint, efficiency is
important but effectiveness is vital” (Plunkett & Attner, 1986, p. 16). W. Edwards
Deming warns . . .

It is possible and in fact fairly easy for an organization to go downhill

and out of business making the wrong product or offering the wrong

type of service, even though everyone in the organization performs

with devotion, employing statistical methods and every other aid that

can boost efficiency. (cited by Clemmer, 1992, p. 64)

It must be understood that i s cannot be d with a yardstick

dnsigncd to measure i However, instituti i ss itself stands in

dire need of a core indicator.
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Synthesis of Major Points

4.1

When appropriate models are lacking, administrators turn to
quantifiable factors such as enrollments and expenditures. A
framework is needed for assessing effectiveness which is specific to the

ion.

il
college and its mi:

Consensus is needed among the various stakeholders concerning what

ator of effectiveness in colleges and how that

constitutes a core in

relates to policy and process.
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Methodology

The rationale for this project and the development of a

institutional

effectiveness framewaork for Eastern College are ba

ed on the researcher’s
supported observations (Dennison, 1995; Fowlow, 1995; NLCEN, 1995) that

(2) ne.blic colleges are client service organizations that operate
competitive market economy.

(b)  thercis currently a great deal of complexity and confusion about
assessment of performance in colleges.

(c)  the application of itati ;
science like education is pretentious.

1o a social

(d)  objective indices are not singularly applicable in
quality and effectivencss.

(e) asa i area of nd a
development and implementation, policy guides the ory
the achicvement of its major functions and goals.

nization in

Tt was anticipated that qualitative support for the framework concept would

be confirmed in the research and that institutional effectiveness in public colle

could be practically and adequately assessed, henchmarked and improved by

ng stakeholder satisfaction polic

es which fozus on the pereeption and

of the institution’s

Methodology
This project did not attempt to establish or determine through quantitative

research if there is a relati ip between i ion and institutional
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effectiveness. It attempted to find support for the concept in the existing literature,

in current practice in business and in public colleges in Canada. Appendix B

describes the research effort conducted among Canadian colleges.

The methodology involved an integrative and pluralistic approach which

tive and critical/normative research

included aspeets of the qualitative, quan
paradigms. This enabled the inclusion of historical circumstances, political
considerations, values and the experience of the researcher. As Doyle (1995) says,

“The solutions for educational problems cannot be offered apart from the context in

whi

uch problems occur™ (p. 3).

v for the project included

ational effectivencess.

- Aliferature re

W pertaining to orga

= A search of ERIC documents concerning the experience of colleges in
the United States and Canada.

- A review of institutional effectiveness models in public colleges in
Canada.

= A review of management practice in business concerning TQM,
service quality and customer satisfaction,

- Meetings and interviews with college officials in Newfoundland and
Labrador,

. A survey of Canadian colleges.
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The extent and nature of the practice in Canada’s coll could not be

determined from the literature. *Much of what |

s been written respecting the non-
university scetor is confined to institutions in the United States( cited by Dennison,
195, p. 169). Therefore, a mail out survey questionnaire was distributed to one

hundred and twenty-five colleges in ten provinces. All are members of the

Association of Canadian C ity Colleges (ACCC). See Appendix B.
The purpose of the survey was

(2)  To determine the nature, exten

nd perception

of Canadian colleges

concerning their involvement in institution:

effectivene:

ctivity.

(b) To determine the acceptance of customer actio

an indicator

of institutional cffectiveness among Canadian colleges.

Fifty-one colleges participated in the survey of 125, r in i refurn rate

of 41 percent. One provinee involving 32 questionnaires did not participate. Data
analysis was performed using the Statistical Package for Social Scienees (SPSS).
Index scores were tabulated for each college response. For the purpose of this

survey, a bench mark average (mean) of 3.20 was established. Indexes ahove this

average were identified as a positive indication of support for the coneept or

confirmation of activity.
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Development of the Framework

Integrating Frames

of this Framework for L i was
influenced by the work of Bolman and Deal (1991). In their attempt to make sense
of organizations they introduced four basic lenses for organizational analysis - the
structural frame, the human resource frame, the political frame and the symbolic
frame. Bolman and Deal (1991) point to research ( Kotter, 1982; Lynn, 198, Peters
and Waterman, 1982) which suggests that organizational effectivencss is related to

the ability to integrate and use multiple frames (pp. 320 - 342). “The simultancous

existence of multiple realities often leads to misunderstanding and conflict when

use different to frame the same event” (p. 322).

Without the benefit of an integrating framework, it is not difficult for
internal stakeholders to lose sight of the purpose of the organization. Service
consultant and author Karl Albrecht wrote: “Sometimes the customer is the only
one who sees the big picture . . . each specialist has his or her arms around one leg of
the clephant; only the customer sees the whole elephant” (cited in Clemmer, 1992,

p. 39).

Synthesis of Major Points

51 Organizations which rely solely on the structural frame are likely to

be less effective, Effective organizations require a multiple frame

perspective.
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The Framework Elements

The Institutional Effectivencss Framework which this report proposes is the

intended outcome of this project. Essentially, the ork enables stakeholder

(customer) satisfaction as a core indicator of institutional effectiven It

P in combination, the of the project research, the literature

review and complements the quality principles and practices already in place at
Eastern College. This fusion provides an integrative model which shows an

interactive relationship between mandate, mission, policy, resources and ass

sment.

It includes the concepts of accountability, efficiency and effectiveness in the context

of expectation and satisfaction. The Framework incorporates a “continuous

improvement loop” where the of sati ion is referenced to

1« hid to ensure service quality; that is, to “ensure that quality is always defined in
terms of the customer perceptions” (Peters, 1987, cited by Sallis, 1993, p. 81).

The major elements in the framework developed by the author and their

are graphis i in Appendix C and are defined as follows:

MANDATE Public institutions are creations of governmeuts and
legislation. The College’s Act defines the structure,
mode of governance, responsibilities and the general

io/s i ion of the organizati

MISSION The mission statement interprets the mandate as the
vision and official goals of the org: ion. It should
represent the interpretation of the mandate by the
internal and external stakcholders within the College’s
operating environment; that is, it reflects their
expectation of the organization.
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PoLICY A policy is a guideline for action which operationalizes
the mandate, ion and goals of the organization and
regulates the provision of its services. Itis the essential
dynamic linkage hetween organizational goals and
customer satisfaction.

RESOURCES These are the enabling entitics which must be allocated,
inistered and in order to op i i
the service. It represents the cost of quality service but
is not its sole determinant.

T The effecti of the institution in meeting the
of its customers and stakeholders is measured in terms of their
with the service provided. This information is used

to guide change management, benchmark service quality and
facilitate continuous improvement.

) and i ion) carries with

The focus on m
it several consequences for public colleges. First, it requires the development of a

shared vision hetween those who have the responsibility to govern and regulate

(policy) the affairs of the institution and those who provide the service. That is,
stakeholders should know what is expected and how it is to be achieved with the

resources provided. Second, it requires a common institutional effectiveness

framework and a disciplined approach within which the interests of all stakcholders

he assessed. Third, it requires the collaborative will to move forward and make

it work recognizing that an efficiency regimen that satisfies the narrow interests of
one or two stakcholders may well present a danger to effectiveness.

It must be acknowledged that dissatisfaction with public service institutions
whose mechanizms are obsolescent for the mission they purport to serve constitutes

dissatisfaction with policy. The reason for this is that policy represents the
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regulative mechanisms for the daily operation of institutions but it requires the
integration of resources and policy in order to achieve a purposeful nrgani;;.tiu..
(Hoy und Miskel, 1991, p. 304).

Policies can serve to facilitate organizational processes and help the
organization to achieve its mission and goals. Policies can also define and guide the
provision of services in such a way that quality and effectiveness can be
continuously improved. “Furthermore, although policy helps shape the character of

the resource and executive functions, resources h

an equally important impact
on policies, and exccution can lead to effective implementation of policy or can

undermine its very existence. Hence, the functional are

of policy, resources and

exccution are interdependent” (Litchficld, 1956, p. 22).

Synt

0

6.1 Policy operationalizes mandate, mission and resource allocation,

defines ion and

the process.

af Review

The current interest in

is not new
and it is not unique to education. Much has been written about the efficient and
effective operation of organizations in both the public and private sectors for more
than a hundred years. Before the effectivencess of public sector education can he

understood, it is nccessary to discuss in more general terms theoretical approaches

to izati i ""Without a ical model as a guide, it is
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impossible to state that one school is more cffective than another, or to say that a
given indicator is a measure of effectiveness” (Hoy and Miskel, 1991, p. 375).

Like the evolution of and

theory,
"organizational cffectiveness has evolved from the “one best way' approaches of the
classical and ncoclassical traditions to the "it all depends’ orientation of the
contingency schiool” (Bowditeh and Buono, 1994, p. 343). These writers cite

Cameron (1987) when they suggest that there are four main, unitary approaches to

i izati i (p. 343):

- goal accomplishment

- system resource

= internal processes and operations

- strategic constituencies

The issues around the goal attainment model have been reviewed by writers
like Cameron, 1978; Campbell, 1987; Etzioni, 1964; Kanter & BrinkerhofT, 1981;
Steers, 1988; and Yuchtman & Seashore, 1967. This model focuses on
organizational output - the organization is cffective to the extent it meets its
organizationul goals.

The system resource model of organizational effectiveness has been reviewed
by writers like Cameron, 1978; Campbell, 1987; Goodman and Pennings, 1977;

Hall, 1972; Kirchhoff, 1977; Scott, 1977; Steers, 1988; Yuchtman & Scashore, 1967.

This model focuses on organizati input - the organization is effective to the

extent that it can acquire the resources needed to accomplish its goals.
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Integration and expansion of the goal and the systems resource models have
been attempted by several theorists including Campbell, 1987, Goodman t.\'L
Pennings, 1977; Steers, 1988. Hoy & Miskel (1991) contend that in order to

organizati i the integrated model "must be expanded to

include three additi h - atime dit

multiple

and multiple criterin" (p. 379). This expanded model includes the internal process
and operations and the strategic constituencics perspectives proposed by Bowditeh
and Buono (1994) and adds the four functions of a social system identified by

Parsons (1960) as multiple operative goals for organizations.

Froma different perspective, Steers (1988) contends that

organizati s hy four major organizational

characteristics (p. 33):

()  Organizational characteristics such as structure and technology

(ii)  Environmental characteristics, such as cconomic and market
conditions

(iii)  Employee characteristics, such as job performance and joh
attachment

(iv)  Managerial policies and practices

More recently writers such as DePree, 1989; Fullan, 1992; Peters, 1982;

Senge, 1990 and others point to leadership and culture as critical factors in

I schools and in ing organizati i and in

business.
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This input perspective contrasts with outcome indicator research related to
the work «f Paul E. Mott (1972). His Index of Perceived Organizational -
Effectiveness which integrates the goal-system resource model is based on a single

indicator - ption. Mott that jecti ...providea

fairly valid measure of organizational effectivencss” (cited by Hoy & Miskel, 1991,
p.399).

Is it possible that the vast array of indicators, quantitative assessments and
environmental scans can be focused and reflected in one value--satisfaction?
Yuchtman and Seashore (1967) suggest that “organizational cffectiveness must e
concerned with at least three levels of analysis. The level of the environment, the
level of the social organization as a system, and the level of the subsystem (human
participants)” (p. 891).

This multiple-constituency view is close to that of such authors as Barnard
(1938), Georgiori (1973) and Keeley (1978). Kecley (1978) draws on Barnard’s
participant-satisfaction modecl in which the worth of an organization is assessed
through “the ability of the system to maintain itself by returning human benefit in
sufficient degree to induce participation” (cited by Connelly, Conlon & Deutsch,

1980, p. 354).

The use of customer ion (f T of quality) i ires is

becoming an important tool in North American business for measuring

organizational service quality and i in meeting quil

Recently, there has been a desire to utilize more subjective or soft measures as
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perceptions of quality, These measures are soft beeause they focus on pereeptions
and attitudes rather than more concrete objective criterin. It is often necessary to

use these measures because objective indi

are not applicable in

ing the
quality of services (Hayes, 1992, p. 2).
However, a review of literature indicates that while there is some consensus

among the theorists about the concept of organi

tional effectiveness and the

relevant indiczzors there is no evidence of a model which works well in all

ations

(Dennison, 1995). This is particularly truc for post

condary educational
institutions where Nadeau , Donald, Konrad, Lavaigne & Laveault (1993) repurted
finding over 800 items related to quality and excellence. After an extensive review

of the literature, Dennison, 1995, (he equates accountability with effectivene

concluded that

there must be a meeting of the minds in order to determine just what

the primary purposes of colleges are and . . . to determine just how

their achicvements may be clearly measured. Until this is done
bili i will remain a " miss

impossible.’ (p. 241)

The overall goal of the project rescarch was the identification of a core
indicator which could provide a much needed focus for the Institutional
Effectiveness Framework and could be used by any public college. The first

objective was to reduce a complex array of models, indicators and methods in the

effectiveness arena into a single indi The A i A iation of C

Colleges (1994) has stated that characteristics important far a core indicator are

gencralizability across instituti ease of and iency of use, to the

community, college missions and significance to multiple customers ( p. 6). The
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outcome of this process was the identification of isfaction as a core
indicator of institutional effectiveness in public colleges.
The establishment of a core indicator is critical to simplifying and guiding

the research function i with instituti i As Sheppard (1993)

points out, “a primary difficulty with school effectiveness research has been the
measurement of effectiveness™ (p. 12). Madaus, Airasian and Kellaghan (1980)
explicate the complexity of this issue when they state

It is impossible to enumerate all the possible outcomes which schools
can produce... When a rescarcher sets out to study a process as
complicated as schooling, he or she is faced immediately with

straints which i implifying the process in order to make
research possible. In practice, these constraints usually dictate the
investigation of a limited number of important characteristics and the
omission of others which may also be relevant. Rescarch studies can
never represent the richness and complexity of reality, but instead
must ab: iract or simplify it by selecting a small number of variables
for study. (p. 15)

A Synth

7.1 The Institutional Effecti Framework developed by the author

integrates the four main approaches (theorics) to evaluating
organizational effectiveness.

7.2 The establishment of a core indicator is critical to simplifying and
guiding the rescarch function associated with institutional
effectiveness.

7.3 The Ameri A iation of Ce ity Colleges has i

stakeholder satisfaction as a core indicator of institutional

cffectiveness in public colleges.
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he Canadian Perspective

In order to obtain the perspective of Canadian public colleges, a survey was

conducted and the following key points were cxtrapolated from the survey results

(Table ).

.

The majority of colleges b

a formal requirement for a

g

effectiveness and accountabili

. However, only 30 percent report the

adoption of a model and the completion of an assessment, Few

colleges (14%) practice TQM or have resources dedieated to
measuring and bench marking quality.

Colleges (76%) generally sce themsclves as client-service

organizations that operate in a market cconomy. Ninety-cight percent

felt that students are the colleges’ primary customers.

Colleges (98%) believe that the satisfaction levels of students and

external are indi of insti i 3

There was general support (84%) for the notion that perception of

service quality is a good indicator of customer satisfaction and that

customer satisfaction questionnaires are appropriate assessment tools

in post-secondary education.

This perspective of Canadian Colleges (Table 1) is eritical to informing the

of the k for Institutional Effecti , which this report

proposes. It provides a “system” point of view and indicates consensus on the

concepts important to the project. However, performance (management) indicators

are “highly institute specific” (Lang, 1993, p. 24) and must be applied and

interpreted within that framework.
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Table 1
SURVEY SUMMARY
No. Question Mean | <3.25 | »3.25
1| There s a formal (external) requirement for measuringand | 3.56 Yes
reporting accountability.
2 | There s a formal (internal) requirement for measuringand | 3.58 Yes
reporting effectiveness.
3 | Aninstitutional cffzctiveness model has been adopted. 3.03 No
4| An institutional effectiveness assessment has been 2.98 No
completed.
§ | Measuring institutional effectiveness is an integral part of Yes
the planning and change management proces
6 | Thereis uncertainty about institutional effectiveness, what 2.94 No
should be measured and how,
7| Instivational performance reports are base largely on 3.58 Yes
quantitative data,
8 | The tenets and processes of quality management (TQM) are | 264 No
practiced.
9 | There are resources dedicated to measuring quality and 72 No
bench marking.
10 | Achievement of the College mission is determined by a 3.02 No
formal evaluation process.
11 | Students are the College’s primary customers. 4.56 Yes
12 | Public colleges are client service organizations that operate | 3.98 Yes
in n market conomy.
13 | Customer satisfaction would be an adequate indicator of 362 Yes
overall institutional effectiveness.
14 | Employee satisfaction would indicate institutional 303 Ne
tiveness.
15 | External stakeholder satisfaction would indicate 3.66 Yes
institutional effectiveness.
16 | Perceptions based on experience is a better indicator of 2.50 No
institutional effectiveness than quantitative data,
17 | Perceptions of service quality is a good indicator of 337 Yes
customer satisfaction.
18| Customer sntisfaction questionnaires are appropriate for 402 Yes
use in secandary education.
19 | Customer sntisfction surveys would facilitate the 3.96 Yes
evaluation of program or department effectiveness.
20 | Measuring customer satisfaction i AT No

scientifie process with
« high degree of validity and relinbility.
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Lang (1993) s

vs that “the primary point of reference should be each
university’s role, its purality of missions, or in simple terms, what it purports to be

and do” (p. 25). Thus, the i

itute’s mandate, mission, and policy which define

In this

expectation become a key instrument of accountability and effectiven

report, the Framework for ituti Ef referenced il to

Eastern College.

8.1 Canadian colleges have both internal and external v

assessing institutional performance.

8.2 Canadian colleges agree that students are the colleges

customers (stakcholder).

8.3  Canadian colleges agree that stakeholder s

of institutional effectiveness.

Edueation - A Unique Service
Education has always been susceptible to the importatic 1 of management
practices from business and industry. Some would argue that schools and colleges

are still operated on the old industrial model where the institute is the factory and

the student the product. The product orientation designed for uniformity of

outcome is still reflected in the performance indicators which predominantly ut

quantitative data to measure effectiveness and efficiency,
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The introduction of Total Quality Management (TQM) at Eastern College

raised some challengi ions for traditional ed: Is ed: ion a service?
Are students customers and not products? If so, how do we control the “input
variables™ and how do we evaluate the outcomes?

Quality control of a product involves weighing, measuring, and
comparing the finished good against a rigorous, engineered standard,
Quality control of a service entails watching a process unfoid and

ing it against the s juds The only
standard of comparison is the customer’s level of satisfaction,
pereeption--something appreciably more slippery to measure
cal dimensions of a product. (Zemke & Schaaf, 1990,

That"
than the ph
p. 14)

Education is somewhat more than a service, it is a “unique” service and
brings unique challenges to the assessment of service quality. Sallis (1993) cites
Grey (1992) when he discusses this issue: “Human beings are notoriously non-
standard and they bring into edueational situations a range of experiences, emotions
and opinions which cannot be kept in the background of the operation” (p. 28). In

thi case the customer (student) participates in and sometimes transforms the

of the service i “C ly, service satis ion is a result

of 1 dynamic, not The luates both process a

outcome and values both™ (Zemke & Schaaf, 1990, p. 15). Cohen and Brawer (1994)
relate this to the college environment:

College managers function within a political arena where public
relations, coalitions, interinstitutional cooperation, and image guide
ing support. Data on products or outcomes are useful
only to the extent that they relate to these phenomena. But outcomes
data are among the most clusive products of the institution, primarily
because if each student is an individual and has particular needs and
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aspirations, there must be as many outcomes measures as there are
students. Every call for institutional accountability clashes with calls

for multiple of attai; Thus ity college
outcomes data are rarcly put forth because, the argument runs, no
one sct of data y portrays the i ion’s effects.

Because of the difficulty of displaying product in an tion with
human learning as its goal and with the concept of individuality as its
guiding value, the process.of bringing individuals to greater
understandings has become the institution's main product. (pp.8,9)

As the college’s primary customer, the student is the one best positioned to evaluate
both the outcome and the process associated with the educational service.

Synthesis of Major Points

9.1  Education is a unique service where the expectation and action
of the customer (student) are fundamental to assessment of the

service.

Student - The v Custom

The traditional view of the student as “wards of the state™ has been a major
obstacle to the inclusion of students as partners in the cducational process. Colleges
and universities have been particularly slow in moving away from this preseriptive
notion of education (Dennison, 1995).

The shift in the role of the student from “captive™ to “customer” has been
driven hy the competitive, market-driven nature of contemporary post-secondary
cducation. John McKendry (1996), Vice President of Douglas College, says that

“the student has hecome a customer, joining the market place as a primary client”

(p-8).
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ers of ed in the ing

context when he says that “the customers--the stakeholders of the service--are a very

diverse group and nced identifying” (p. 31). As shown in Table 2, Sallis indicater

that the learner is the primary external customer or client,

Table 2

THE CUSTOMERS OF EDUCATION

Education (Value Added to Learners)

The Service

The Learner

Primary External Customer or Client

Parents/Governors/Employers

Secondary External Customer

Labour Market/Government/Society

Tertiary External Customer

Teachers/Support Staff

Internal Customers

Notc. From Total Quality M

ati

o d (p- 32) by E. Sallis, 1993,

London: Kogan Page.

Like many others, Sallis has rejected the notion that “customer™ has too

In the of TQM,

much of & tone for

are customers and that would include those internal and external to the

organization.

The primary focus of any educational institution should be the needs
and views of its learners. This docs not mean that the views of other
stakeholder groups should be ignored. Their views count. However,
the learners are the reason why the institution cxists and they carry its

reputation. (Sallis, 1993, p. 34)

In a publication which describes a propos ility

k for

British Columbia’s college system, the Canadian Comprehensive Auditing

Foundation (1993) gave this perspective on stakcholders and their roles.
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Table 3

STAKEHOLDERS IN THE BRITISH COLUMBIA COLLEGE SYSTEM

Boards
INTERNAL ] EXTERNAL
Instructors X Government

STUDENTS Employers/Unions

Other Institutions

Future Clients/Customers
Other Employees Community-at-Large

Note. From Reporting on E i in (‘ollwﬂ um i A Proposed

tability Framew s ¢ System (p. 20), by The
Canadian Comprehensive Aul.lllmg Foundation, l‘)‘)" ()Il.lw.l CCAF.

As Table 3 shows, the students are at the center of the system and are
the most important stakeholders. “They invest their time (and tuition fees) and
expect to acquire the skills, attitudes and knowledge that will enable them to achieve

their goals” (Canadian Ci ive Auditing F i 1993, p.20).

10.1  While primary, students are not the only stakcholders and customers
of public colleges.
102 Other stakcholders of the public college system include government,

college employces and employers.

There is an important i ip between exp ion and satisfaction in

the provision of quality services. In a “we are the experts” environment, the
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pereeptions and expectattions of customers are ignored. If an organization does not
know or appreciate what its customers expect, if the customer does not understand

faction cannot beachieved. Zemke and Schaaf

what the organ ion expects, sa

(1990) confirm that

Itis important to recognize that the receiver’s expectations--and
perceptions--of the service arc integral to his or her satisfaction.. .
Professor Berry puts the problem of expectations in perspectiv
Consumer perceptions of service quality result from comparing
expectations prior to receiving the service and actual experiences with
the service. Quality evaluations derive from the serviee process as
well as the service outcome.

In his analysis, what we, as consumers, think weare going to receive,
compared and contrasted with what we perceive is being reccived, and
the process we go through recciving it, determine our level of
satisfaction. Itis an all-or-nothing, three-factor formula based on the
assumption that the level of our satisfaction with the entire process is
the critical link to repeat business. (p. 14)

tion, Eastern College has adopted 2

As a professed TQM orga
management philosophy (Appendix A) “which focuses totally on customer
satisfaction,” However, as Sallis (1993) says, “a customer focus is, not by itsclf a
sufficient condition for ensuring total quality” (p. 39). The organization must have
strategies and policies in place for mecting (satisfying) its customers® cxpectations.

Eastern College’s quality statement (Appendix A) provides an excellent

example of an organizati policy which what its

should expeet.

Eastern College is dedicated to assuring learner success by creating an
environment in which the highest priority is given to ¢the quality of
instruction, educational services and human resource development.
All stakeholders are important partners in the pursuit of excellence in
education.
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This essentially defines what students should expeet in their dealings with the

Coliege. It is this dynamic ionship between ion and sati ion which

defines and grows service quality. “Building an organization capable of continually

narrowing the gap between customer expectations and customer perceptions of

service quality” (Clemmer, 1992, p. 27) is the goal of the TQM organization and of

Eastern College. Conti; imp and the fu ionality of the I
Effecti Fr are d dant on the instituti i to
measuring and bench marking stakehold and then to ively use

this information to manage change.

! i ly the primary ion of both TCM and
Institutional Effectiveness is that change is useful, needed, and
important for the institution or organization and the systems can
work effectively as change agents. It is obvious to many that
maintenance of the status quo is a primary reason that many
organizations and institutions fail to satisfy their customers and their
students, (Losak & Scigliano, 1994, p. 4)

1.1 A customer focus by itself docs not assure quality service or
cifectiveness. There must be strategics and policies in place for
defining and satisfying customer expectations.

112 Conti imp is critical to

A i to i ion and to service quality means a

commitment to standards and measurement.
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Onec of the most common characteristics of the outstanding service

providers is their dedication to measuring customer satisfaction and

using the results to guide operations. They measure frequently--on.

average, monthly. And they attach important individual, work-

group, and organizational outcomes to the results. (Zemke & Schaaf,

1999, p. 51)

Eastern College started the process of measuring and bench marking
customer satisfaction in its Business Department in June 1995. The January 1996
survey and subsequent report (Appendix D) provide an excellent example of actual
practice in a college environment. Itisimportant to note that at Clarenville
Campus the validation process associated with this project involved both students
and faculty and revealed both areas of improvement and areas of concern. It is here
that the *“feedback loop” in the Framework becomes an important element in the
continuous improvement and quality assurance process. As Sallis (1993) says,

It is important that the institution uscs the results of the formal

monitoring to establish the validity of its programmes. It must be

prepared to tzke the necessary corrective action if the customers'

experiences do not meet their expectations. (p. 42)

Thereis another dimension of bench marking which can focus on the

external environment in search of best practices that can lead to excellent perform-

ance, Paul r former Pr ent of the Uni ity of Alberta, places bench
marking in a university context and links it explicitly to institutional mission.
Bench marking at a university should:
° Describe the mission and vision of the university;
° Determine the key factors which will allow you to measure
progress in approaching the mission or vision; how do you

know ifyou have made progress as defined by the mission over

the last decade? What measures would you use?
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. Calculate the measures identified in the previous step, compare them
to similar measures at other universities, and seck to learn how to

improve performance by studying the practices of other institutions.

(Association of Universities and Colleges of Camada, Nov, 1993, p. 8)

Once these superior practices have been identified, they can be incorporated
or existing practices changed to conform to the ones identified. Fayes (1992)
suggests that “customer satisfaction questionnaires can index the effectiveness of

this benck marking process . . . [and] determine if these changes have, in fact, led to

increases in performance” (p. 101).

Measuring and bench marking provide the basis for continnous
improvement and decision making. It is integral to change management and
becoming a “learning organization” (Senge, 1990). Astin (1985) says that student

satisfaction is “perhaps the single most important affective. . . psychological area
D P 4 P

for outcomes assessment” (p. 6). Banta (1985) has demonstrated that satisfaction

data can be powerful enough to result in significant changein college polic

(Cited by Cohen & Brawer, 1994, p. 294)

The mere ing of § isa function and will not in

itself ensurc positive change. Thestrategic application of intelligence to the change

processis a ip function. If i p is on

measurement and bench marking, “change management” and becoming a “learning
organization” are dependant on leadership. This is reflected in Eastern College’s
TQM Model (Appendix A) and in the proposed Institutional Effectiveness

Framework. As DePree (1989) suys:
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Leadersarer ible for . i is doing the
thing right, but effectiveness is doing the nglll lhlng.. . Leaders can
delegate efficiency, but they must deal personally with effectiveness.
(p- 19)

The organization which values service quality, effectiveness and customer

satisfaction must have enabling policy which supports these values. It is the leader’s

responsibility to develop, implement and communicate these policies in the
contextual framework of the organization’s mission and goals and the expectation of
its stakeholders, In Appendix E, the President of Eastern College provides

ituti i and in principle with the policies and processes

reflected in the P for Instituti Effectit

0

121 Measuringand bench marking stakcholder satisfaction provide the

basis for continuous improvement and strategic change.

Policy and Values

The term “policy” has been defined in a variety of ways. “Dror has defined
policy as a guideline for action, simed at achieving what is in the public interest.
Easton views a public policy as an authoritative allocation of a value for society.
Lowi sees policies as the instruments through which governing authorities exercise
coercion over the governed. And Davies and Brickell define policies as “guides to
discretionary action™ (cited in Downey, 1988). According to Hoy and Miskel (1991),
it is *‘a statement of thosc objectives that guide a substantial portion of the total

environment” (p. 215).
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Although Downey had defined policy, hie felt no one definition was sufficient.

He felt one had to consider the iption of policy--its atial chara istics and

Y

clements. He considered the following as essential characteristics:

- A public policy is an authoritative allocation or choic
competing values or desires.

¢ among

= A policy is a declaration of intent, a major guideline,

= 4 policy is future oriented.

- A policy is dircctive for action.

- A policy allows for discretion on the part of the actor (p. 10).

Policy development is sometimes referred to

trategic planning or deciding
onbroad courses of action, and is, in theory, performed by the legislative hranch of

government. Asa of mission and i ion, policy is

also developed at the highest level of the organization to 4

ist it in carrying out its

major functions, Policy making is decision ma

king and according to Litchficld
(1956) the administrative process is the way by which organizations make decisions

and achicve goals.

Itis impossible to separate policy formulaticn and decision making from

organizational values. Therefore, Dennison (1995) suggests that

value sets are not only applicable, but that they are also integral, to
the policies and practices which colleges formulate to accomplish their
missions ... A knowledge of values and the role they play in the
college community is an important prerequisite to productive debate
about why the institution exists, the principles which guide its
operation, the bases upon which it resolves conflicts, and the
yardsticks by which it measures its accomplishments. (p. 181)
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Where (he dominant philosophy (values) subscribes to the doctrine of
efficiency as a choice of educational ends, supporting policies are likely to be
functionalistic and rational in purpose. In a Newfoundland context, Doyle (1995)

refers to Adjusting the Course 11 i! that openly informs and supports

a given mind-set that sces education, in part, as a tool of cconomic development”
(p- 8). Thus, in this case, policy drives the colleetion and analysis of achievement
data as a performance indicator, untempered by the fact that the concept of
achievement is ideologically driven by the values, beliefs and practices of “those who
write policy documents” (Doyle, p. 9).

It is most unfortunate that the policy process--as “purposeful human conduct
which would be an amalgam of theory (rationality, science) and values (morals,
emotions, ethics)” (Hodgkinson, 1978, p. 55) and as the essential dynamic linkage

between soci ic goals and fonal is not cffectively

practised or understood. “The policy crisis now confronting the schools and colleges

tually without precedent. Confusion rages over what policies are essential and

is

their best incans of accomplishment” (Rubin, 1984, p. 7). This confusion flourishes

ions, cconomic distress

aftermath of government white papers, royal commi

serving rhetoric of other interest groups such as churches and unions.

and the

Notably absent in this malaisc is the moral philosophic leadership required to make

sense of these enigmas.
The policy process is not a simple or value-neutral process. Ratsoy (1976)

says that effective policy is based on “careful consideration of political, legal,
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economic, demographic, ecological, cultural, social, and technological conditions

ample, Bogue in 1993

ems” (p. 4). For e

that impinge upon schools and school sys
traced the shifts in public policy interests relative to higher education from

n the

expansion and equity of access in the 1960s and 1970s to quality coneer:
1980s and finally to institutional effectiveness in the 1990s (cited by Donsky, 1994,

p- 5).

Hodgkinson (1978) reminds us “that it is impossible to free decision processes

articularly true in educational

of the value component” (p. 48-66). Th

ambiguity than clarity about organ

and organizations where there is mol
goals and there is significant uncertainty about cause and effect relationships. Itis
also truc in the institutional effectivencess debate when there is uncertainty about the

appropriate indicators of institutional performance.

of M:

13.1 A college which includes i to quality, i and

n statements must have policies and

accountability in their mis

processes which support these values; that is, operational goals must

reflect official goals in practice or cffectivencss cannot he 2

abi

Policy and Accor

are

Colleges are creations of provincial governments and in many ways
directed and accountable to government for performance in relation to their

itutional policies which guide the operation

mandate and mission. Colleges have ins
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of the institute in pursuit of these goals. Policies, then, are instruments of
governance: ‘

. A policy is an authoritative determination, by a governing authority,
ofasociety’s intents and priorities and an authoritative allocation of
resources to those intents and priorities.

. A policy is also an authoritative guideline to institutions governed by
the authority (and persons who work in them) as to what their intents
are to be and how they are to sct out to achicve them (Downey, 1988,
p. 10).

Here there s clearly a latent and potent relationship between policy and

institutional performance. It is the process of performance analysis which Downey

(1998) says can be descriptive, appraisive and antici y that informs the policy

making process. It is the data induced and managed policy change process which

brings about imp instituti per and
Quality service organizations which have customer service and satisfaction as
a primary focus must have policies which enable the achicvement of these outcomes.
Morcover, the assessment of these outcomes must inform policy analysis activities
.+« “that generates and presents information in such a way as to improve the basis

for policy-makers to exercise their judgment” (Quade cited by Downey, 1988, p. 40).

When a public college adopts il isfaction as a core indi of
institutional cffectiveness, policy becomes phi in-action and the r i
between policy and becomes inextri ined. The A

Association of Community Colleges (1994) takes this position:
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Core indicators improve performance in significant ways beyond the
act of assessment. They help community colleges focus on important
matters, on those activities within the cducational enterprise that are
most indicative of and important to student success. They also help
colleges become less self-referential to listen more rigorously to those
they serve. At the same time, the usc of core indicators results in
information that increases the public’s understanding and trust of
community colleges, especially at the policy level, making it more
likely that external decision-making groups will hold our institutions
accountible on matters that are appropriat d substantive. (p. 6)

Aside from policy as an expression of organizational value and intent, policy
is connected to performance in another significant way. This has to do with

accountability--accountability to the in: akeholdes

itute’s primary

In the college

environment, this would be called an educational guarantee or warranty.
“Educational guarances are relative new comers to the mechanisms by which
community colleges are measuring and demonstrating accountability and quality™

(Cohen & Brawer, 1994, p. 254).

During the 1994-95 academic year, Eastern College developed a policy which

was to provide a guarantee of success to students:

Eastern Collcge warrants that all persons who arc accepted, regis
and continue registration as students in a college learning activity will
be successful in meeting both the prescribed learning activity
objectives and their personal learning g ji cs. (Internal
College Report, 1995)

se the

This policy was not adopted and implemented by the College beea
management team felt it would be impossible to administer (Reid, Junc 1996).

At Fox Valley Technical College, a policy has heen established to d

o0 pay-

back guarantees for individuals who are not satisfied with a course or program in

the College. “A d satisfaction plan will be insti in college programs
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to provide assurance that each student’s expectations will be fulfilled” (Spanbauer,

1987, p. 188).

This policy which provide: rance of quality and satisfaction also
provides a mechanism for redress. Redress could include a refund of tuition fees or

the opportunity to repeat courses at no further cost. The following Fox Valley

in 1990:

+ guaranteed retraining pol

mplemented

policy w

Fox Valley Technical College guarantees up to six free eredits of
additional instruction PLUS other student services to graduates of
programs of at least one year in length who do not obtain employment
in their program or related area within six months of graduation.
(Internal Document, Fox Valley Technical College, 1990)

commitment to quality, effectiveness

What is important here

and i i The ituti E i Framework which this

paper proposes commits Eastern College to accountability to its primary

keholders for its performance and their satisfaction . . . guaranteed.

4.1 Service organizations such as public colleges that have stakeholder

nary focus must have policies which hold the

organizati for the achi nt of these

The major poi ed in cach of the preceding sections
form the basis of the Framework for Institutional Effectiveness. In order to clarify

the development process, the major points are restated below. The specific

application of these points to the Framework is shown in Table 4.
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4.2
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Structural cl

ange is viewed by those in authority as the primary

solution to organizational problen

“The structural frame perspective is particularly applicable to

o iency and conditions of searce

esourees,
Public colleges have no defence against top down structural change

when they cannot demonstrate publie support for and stakeholder

tion with the service they provide.
Public colleges are challenged by the need to demonstrate effective
and efficient response to the expectation (mandate) of the sponsoring

stakeholder (government).

An organizational model designed for “quality” ni

ensure effectiveness.

urement and

There is gencral confusion about the definition, m
interpretation of performance indicators,

E i indics s are tools which

are

institutionally specific.

When appropriate models are lacking, administeators turn to

quantifiable factors such as enrollments and expenditures. A

specific to the

framework is needed for assessing effectiveness which is

college and its mission.

Consensus is needed among the various stakcholders about what

constitutes a core indicator of effectiveness in colleges and how that

relates to policy and process.
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7.2

73

8.1

82

83

9.1
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Organizations which rely solely on the structural frame are likely to
be less effective. Effective organizations require a multiple f‘l'ﬂlll('
perspective,

Policy operationalizes mandate, mission and resource allocation,

d-fines exp ion and facili the pros

The ituti Effecti: ss Framework developed by the author
integrates the four main approaches (theories) to evaluating

organizational effectivencs;

The establishment of a core indicator is critical to simplifying and
guiding the research function associated with institutioaal
effectiveness.

The American A iation of C ity Colleges have i

stakeholder satisfaction as a core indicator of institutional

effectiveness in public colleges.
Canadian colleges have both an internal and external requirement for

assessing institutional performance.

Canadian colleges

agree that students

are the colleges’ primary

customers (stakeholder),

Canadian colleges agree that stakcholder satisfaction is an indicator

of institutional effectivent

Education is a unique service where the expectation and satisf:

of the (student) are to of the

service.
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1.2

121

13.1
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Students are not the only stakcholders and customers of public
colleges. .
Other stakcholders of the public college system include government, ‘
callege employees and employers.

A customer focus by itself does not assure quality service or

. There must be gies and policics in place for
defining and satisfying customer expectations.
Continuous impovement is critical to maintaining cffectiveness.
Measuring and bench marking stakeholder satisfaction provide the

basis for continuous improvement and strategic change,

A college which includes i to quality, i ss and
accountability in its mission statement must have policies and
processes which support these values; that is, operational goals must
reflect official goals in practice or effectiveness cannot be assessed.
Service organizations such as public colieges that have stakeholder

satisfaction as a primary focus must have policics which hold the

for the achi of these

Although Table 4 connects the summary of major points and explains how

they

nform the Framework, cach page of the Framework document is further

discussed in order to clarify application and assist interpretation.

Page 1 provides the source of identification and ownership for the

Framework. It proclaims that Eastern College has adopted a model for assessing its
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effectiveness which utilizes stakeholder satisfs

action as the key indicator, The

Framework, like effectiveness, is specific to the institution and its m
Page 2 provides purpose and philosophy. It includes introductory

information to stakeholders concerning the College and the Framework. The

to ility, quality, i s and sati ion is

thus

Page 3 graphically represents the major clements in the Framework

shows their relationship. It connceets what the College is

upposed to do

(expectation) by administrative processes and policies (0 an assessment strategy

designed to evaluate stakel isfuction. The conti improvement loop
could mean improved service, amended policies, reallocated resources or a revised

mission and mandate. This multi-frame, mul

constituency perspective should

cnable the College to demonstrate public support for and

with the service it provides.

Page 4 defines the major Framework elements (Mandate, Mission, Policy,
Resources und Assessment) and informs their interpretation as integrated,

interactive components of the Framework.

Page 5 provides a statement of guiding principles. It is the basis of the

philosophic position (values) from which the Framework is ope

Page 6 graphically integrates elements critical to both TQM and the

Orgunizational Effectiveness Framework. While these two paradigms are not the

same, they are y; both have ) sati ion as a
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central focus. The TQM contributions such as scientific method (data collection and
assessment), leadership (mandate and mission) and team process (collabuv;llion in
assessment and improvement ) are fundamental to the philosophy of the
Framework.

Page 7 states the purpose and mandate of the College system and the
expectation of the sponsoring stakcholder - government. It is the first and last point
of reference for public colleges wishing to demonstrate effeetiveness.

Page 8 claborates the official mission and goals of the Post-Secondary
Division of the Department of Education. This gives further definition to the

mandate and provides further dircction (expeetation) to colleges. Since the

Department of ion re G as the sp ing
these goals should be included in the College’s assessment strategy.
Page 9 describes the mission and goals of Eastern College. These should

reflect the ion of the i keholder but remain unique to the

College. The College mission should be shaped by the needs and expectations of all
its stakcholders, especially students.

Page 10 groups of primary their roles

and their relationship. This informs the data collection, assessment and reporting

proe for implementing the framework. This is not intended to be rigid and

inflexible and may nced to be modified in certain operational environments such as

when the ing and is an agency of the Federal

Government.
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Page 11 provides an assessment methodology which clarifies how, where and

includes both

how often stakeholder satisfaction levels are nss

ssed. The praces:

internal and external reviews. The internal review is specifically applicable to the
implementation and operation of the Framework. The external review (audit)

provides for accountability and objectivity from a perspeetive which resides ou

the College.
Page 12 gives examples of policy which enable the implementation and

operation of the Framework and which hold the College accountable to its primary

stakeholders, its students. The educational warrantic

activated by these policies
will require definition and administrative procedure, The naturc of educational

warranties and their administration arc not addressed in this report.

Eramework Validation

During the winter and spring semesters, 1996, student and faculty

satisfaction Ievels in the Business Department at Clarenville Campus, Eastern
College were assessed and bench marked. This helped to evaluate the use of

satisfaction questionnaires and the data collection processes associated with this

Framework. The data analysis and key findings are included in Appendix D.

The College President was asked to evaluate the Framework to determine
applicability to the Eastern College environment. In a letter dated July 1996, he
endorsed the Framework as “very much in keeping” with the philosophy of the
College and confirmed his “acceptance in principle” with the policies and

procedures inherent in [it].
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To determine icability to a campus envi the Campus and Area

Dircctor, Bonavista Campus, Eastern College, evaluated this Framework. Ina
letter dated July, 1996, she endorsed the Framework and indicated that “it should

work well not only in assessing college and campus performance but also in

ng departmental performance.”

The Quality Consultant at Eastern College was also asked to evaluate this
Framework. In a letter dated July, 1996, he concluded that the Framework
“facilitated data collection at all levels of the organization and among the various
stakeholders,”

The informed opinions of these internal stakeholders are critical to assessing
the usefulness and applicability of this Framework to a public college environment.

Copices of this correspondence are included in Appendix E.
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The Framework

The research associated with this project and the development of this

Framework for Institutional Effectiveness suggests that

(U]

(i)
(iif)

(iv)

(U]

Public colleges are.client-service organizations which have formal

requirements for ing their i s and ili

Many colleges have not adopted an institutional effectiveness model.

An effective college has a distinctive m

on, is producing outcomes

that meet and satisfy the expectations of its stakcholders and can

document the outcomes it is producing as a reflection of its mi

and legislated mandate.

Stakeholder satisfaction in both public colleges and private
organizations is a core indicator of cffectiveness.

In public colleges in Canada, the student is the primary customer and

stakeholder.

This Framework was developed specifically for Eastern College. It

complements and enhances the TQM philosophy and practices already in place at

the College. While the mandate and mission statements arc products of the

provincial post-secondary system and Eastern College, all other framework

clements, guiding principles, Ky and policy were

developed by the author for the purpose of this project.
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TheF isinp ion format and designed to stand
apart from the body of this report. It is ready for duplication, distribution and pilot

implementation at Eastern College during the 1996-97 academic year.



STAKEHOLDER SATISFACTION

A FRAMEWORK
FOR
INSTITUTIONMAL EFFECTIVENESS
AT

EASTERN COLLEGE

2




PREFACE
As a public institution, Eastern College recognizes that it must be

accountable to its various stakeholders and sp lishing and

reporting on this accountability involve processes which are external to
the College and involve the requirements for annual reports and
auditing.

As a public institution with a stated commitment to the principles
and practices of Total Quality Management, Eastern College realizes the
value of meeting and exceeding the expectations of its primary
stakeholders who are the students which the College serves. The
measurement, indexing and bench marking of customer satisfaction is
critical to the continuous improvement process of the College.

The College’s Policy Framework for Institutional Effectiveness
enables stakeholder satisfaction as a core indicator of institutional
effectiveness. The perceptions of students are central to this process
and to strategic change which improves the satisfaction levels and the

experience of students at Eastern College. The policies and the

1 fi k are designed to ensure the assessment of
stakeholder satisfaction and to ensure adjustment and remediation; that

is, satisfaction guaranteed.
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MANDATE

roLicy

OUR

SMENT

FRAMEWORK ELEMENTS

Public institutions are creations of governments and
legislation. The College’s Act defines the structure, mode of
governance, responsibilities and the general socio/economic
expectation of the organization.

The mission statement interprets the mandate as the vision
and official goals of the organization. It should represent
the interpretation of the mandate by the internal and
external stakeholders within the College’s operating
environment; that is, it reflects their expectation of the
organization.

A policy is a guideline for action with operationalizes the
mandate, mission and goals of the organization and
regulates the provision of its services. It is the essential
dynamic linkage between organizational goals and customer
satisfaction.

These arc enabling entities which must be allocated,
administered and consumed in order to operationalize the
service. It represents the cost of quality service but is not its
sole determinant.

The effectiveness of the institution in meeting the
expectation of its and holders is d in
terms of their satisfaction with the service provided. This
information is used to guide change management,
benchmark service quality and facilitate continuous
improvement.




GUIDING PRINCIPLES

ASSESSING INSTITUTIONAL EFFECTIVENESS
IS PART OF A PROCESS INTERNAL TO THE
COLLEGE DESIGNED TO IMPROVE
PERFORMANCE AS DEFINED BY THE
COLLEGE MANDATE AND MISSION.

PUBLIC COLLEGES ARE CLIENT SERVICE
ORGANIZATIONS THAT OPERATE IN A
MARKET ECONOMY.

EDUCATION 1S A SERVICE

STUDENTS ARE THE COLLEGE’S PRIMARY
CUSTOMERS

CUSTOMER PERCEPTION DEFINES SERVICE
QUALITY, AND SERVICE QUALITY IS THAT
WHICH SATISFIES CUSTOMER
EXPECTATION.

STAKEHOLDER SATISFACTION IS A CORE
INDICATOR OF INSTITUTIONAL
EFFECTIVENESS
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Satisfaction

5 ey Team
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AN ACT RESPECTING COLLEGES OF APPLIED ARTS,
TECHNOLOGY AND CONTINUING EDUCATION

3. The purpose of this Act is to establish and provide a [rimework
for the administration and operation of colleges of applied arts,
technology and continuing education in order to

(a) promote, initiate, develop and deliver cducational progeams and services
throughout the province appropriate to the cconomic and cultural
diversity of the various regions;

(b) respond to the needs of all sectors of socicty to enhance both personal
and professional development and to further the cconomic development
of the province;

(c) ensure that the people of the province are provided with quality
iona itics within a ible fiscal and admini
framework;
(d) provide access to a complete range of post-secondary programs; and
(e) meet the needs of the labour market by assisting with the development of

the skills of the labour force to respond to cconomic and technolo
change and to create a capacity for technology transfer.

[

. A college shall

(a) operate facilities which, in order to meet the needs of the persons in the
region, shall provide programs leading to a certificate or diploma from
the college;

(b) provide facilities where courses and programs may be offeced to persons
in the region in respect of which a college is responsible for thse courses
and programs;

(c) identify the educational needs of persons in the region and provide
courses or programs to meet those needs;

(d) identify the education and training requirements of the labour market of
the province and provide courses or programs to meet those

requirements; and

() carry out those additional courses or programs that a board determines
to be in the public interest.

Source: Colleges’ Act, Government of Newfoundland and Labrador




MISSION STATEMENT

TIIE MISSION OF THE DEPARTMENT OF EDUCATION AND
TRAINING I$ TO ENABLE AND ENCOURAGE EVERY INDIVIDUAL TO
ACQUIRE, THROUGH LIFELONG LEARNING, THE KNOWLEDGE,
SKILLS AND VALUES NECESSARY FOR PERSONAL GROWTH AND
THE DEVELOPMENT OF SOCIET’

PROVINCIAL GOALS FOR POSTSECONDARY EDUCATION

Goal 1
To develop a postsecondary system that is capable of effectively
delivering education and training programs that meet the needs of
the people of the Province.

Goal 2
To improve ibility to a comprehensive range of education
and training opportunities on a geographical basis throughout the
Province, and among special segments of the population such as
women, the employment disadvantaged, the physically and
mentally handicapped and the adult learner.

Goal 3
To increase participation in postsecondary education and training.

Goal 4
To ensure high quality and standards in the delivery of
postsecondary education and training and to ensure that
graduat :s of institutions are prepared, in terms of technical skills,
problem-solving capabilities and job search and job holding skills,
to pursue career opportunities.

Goal 5
To improve effectiveness, cost efficiency and accountability
throughout the post secondary education system.

Source: Post-Secondary Indicators, Dept. Of Education, Newfoundland




COLLEGE MISSION AND GOALS
MISSION STATEMENT

Eastern College provides lifelong learning opportunities to the people of
its region and through meaningful partnerships, supports the social,
cultural and economic development of the province. This mission is
achieved through high quality, innovative instructional programs and
services; professional growth of College employees; an educational
environment that promotes collegiality; and a participatory style of
management and governance.

COLLEGE GOALS

Based on the College’s legislated mandate and the Mission, Eastern
College has established the following goals:

1. To identify the learning needs of adults in the College region.

2. To provide programs in adult basic cducation, vocational and techni
education, science and technology, business, applicd arts, universitylollege
transfer and personal development.

3. To assist the cconomic, social and cultural development of the province by
providing applied rescarch, technology transfer and continuing education in
partnership with communities; community groups, business, industry and
labour; government departments and agencies; and other educational

institutions.
4. To design and deliver quality instruction in a manner that recognizes and mects
the individual needs of students while fulfilling established educational
and curri content requi for i
transfer to other institutions, personal P and external
5. To provide and maintain a safe, comfortable and motivating learning
environment.
6. To provide student services that enhance the learning experience and maximize

the potential for student success and personal development.

7. To improve participation in post:s y education by offering a
range of education and training opp itics in order to better
serve all adults with special attention to improving the participation of those in
society who have traditionally been under in posts y
education.

Source: Eastern College, Strategic Plan, 1993




ASSESSMENT STRATEGY
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ASSESSMENT METHODOLOGY

] STAKEHOLDER How WIIERE TREQUENCY
Customer Satisfaction Survey | Point of Service Manthly
Community Satisfaction Survey | Employer Annually

College S

isfaction Survey | Campus Bi-month

laborators Audit
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The assessment of the core indicator stakeholder satisfaction is
intended to produce data for internal use in college management. The
audit is designed to function as a system indicator and as a tool for
general public accountability. It is an external review which would be
conducted by the Canadian Comprehensive Auditing Foundation
(CCAF) which specializes in comprehensive auditing and the reporting
of an organization’s effectivencss by its management (o governing bodies
and stakeholders.




Policy Statement:

Policy Statement:

Policy Statement:

Policy Statement:

Policy Statement:

Policy Statement:

Policy Statemment:

POLICY

The vision and goals of Eastern College will be based
on its legi d date and the exp i of its
stakcholders.

Administrative processes at Eastern College will be
bascd on the principles and practices of Total Quality
Management (TQM).

Eastern College will determine the cost of quality for
each area of service and strategically allocate resources
to ensure service quality.

Eastern College will utilize stakeholder satisfaction as
a core indicator of institutional effectiveness.

Eastern College will regularly measure, index and
benchmark the satisfaction levels of its primary
stakeholders.

Subject to the provisions of the Educational
Warranty, Eastern College guarantees up to six free
credits of additional instruction to graduates of
programs of at least one year in length who do not
obtain employment in this program or related area
within six months of graduation.

Subiject to the provisions of the Educational
Warranty, Eastern College guarantees up to three free
credits of additional instruction to graduates of
programs of at least one year in length who within six
months of employment find their skills deficient

to those required by the emp 3
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Eastern College

Quality Statement

Eastern College is dedicated to assuring learner
success by creating an environment in which
the highest priority is given to the quality of
instruction, educational services and human
resource development. All stakeholders are
important partners in the pursuit of excellence
in education.

Eastern College

QUALITY PLANNING AND DEVELOPMENT

Eastern College has adopted the principies of Total Quality Management. The
operating philosophy inherent in this decision is founded on three basic beliefs:

- there must be a structured system for creating organization-wide participation in
quality improvemeni;

- the of an ization should make a investment in helping
people perform their jobs better by reducing fears and rewarding quality-causing
efforts: and

people must work together to generate objective data concerning the processes in
which they work and then apply that knowledge to a systematic methodology for
improvement.

The philosophy, management, and tools of this approach to quality provide a powerful
set of means that will harness and direct the motivation for change in an organization.
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TOTAL QUALITY MANAGEMENT (TQM)

The father of the quality revolution is generally acknowledged to be W.
Fdwards Deming, an American whose management principles helped Japan to
hecome a world economic power. Deming stressed statistical process control (SPC)
and had a 14-point process for managers to improve quality and productivity. The
Deming approach is humanistic and treats people as intelligent human beings who
want to do a good job (Cornesky et. al. 1992 and Mulligan 1992).

In addition to the 14-points for quality improvement, Deming offers an
alternative way of viewing an organization based of four beliefs (Rhodes 1990).
These components compare significantly to the four practical perspectives (frames)

propuéed by Bolman and Deal (1991) - the structural, human resource, political and

symbolic frames. The four basic beliefs or of p dge, as

Deming would call them, address: (Melvin 1991, p. 16)

i Psychology. Deming believes that people are purposeful, cognitive
beings with an intrinsic desire to learn and be innovative, and that
each individual has the right to enjoy his or her work and be
successful. (The human resource frame)

Systems. Deming believes that all organizations should be viewed as
systemns whose activities must be aimed at fulfilling the mission of the

ization. The task of is to optimize the whole. (The
structural frame)

Perceptual Framework. Deming believes that knowledge is
constructed from experience bound within a framework of theories
and beliefs. Everyone within the organization needs the same
theoretical roadmap. (The symbolic frame)

Causes of Variance. Deming believes that 80 to 90 percent of the
variation from expected outcomes is a result of problems within the
system or process, not the worker. To lessen the occurrence of
variations, the system must be modified. (The political frame)
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Other indivi; who were especially il ial in heading the quality
revolution were Joseph Juran and Philip Crosby (Cited by Cornesky et. al. 1992).

Kim (1991) has described Total Quality Management as a "'thought
revolution in management'* where the voice of the customer provides the
information an organization must have to remain responsive (cited by Rhodes 1992).

Rhodes contends that Total Quality Management connects the "where-we-are-n

5

of daily practices (reality) to the "where-we-want-to-go-n

found in the
organization's goal (vision). He has adopted this definition of TQM:

Total Quality is a value-based, infor ion-driven
management process through which the minds and talents of people at
all levels are applied fully and creatively to the organization's
continuous improvement (p. 80).

Eastern College of Applied Arts and Technology has adopted the following
definition for TQM:

Total Quality Management is a participatory management philosophy
which focuses totally on customer satisfaction through the cre
an envi where all employees strive for

improvement.

The Fox Valley Technical College in Appleton, Wisconsin, adopted a
continuous improvement "Quality First" process model based mainly upon the

quality philosophy of Philip Crosby. During visits by Eastern College sta

Tin 1990
and subsequent visits in 1992, it became evident that the practices and strategies of
Quality Improvement used so successfully in business and industry could he used in
the provision of educational services and the development and delivery of
instructional programs. During this period, the theories and philosophies of Quality
Management gurus such as Juran, Croshy, Deming and Ishikawa were examined

and as to their

to the i environment of Eastern
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College. It became clear that although there were some distinct differcnces in their
philosophies, there were some common principles.

It also hecame evident that Eastern College would not be able to adopt a

canned quality improvement model of another organization and expect its

tobe Ci in 1992, the Senior
Management Committee adopted a Total Quality Management philosophy.

To realize the goals and objectives of this hy and di a model

was developed based mainly upon the philosophy of Philip Crosby. It was felt that
this model was hest suited to the educational services and programs offered by
Eastern College. The following elements were identified in the TQM Model for
Continuous Quality Improvement:

o OBTAIN MANAGEMENT COMMITMENT

* DEVELOP A LONG-TERM STRATEGIC PLAN

* PROVIDE EDUCATION AND TRAINING

* IMPROVE COMMUNICATIONS

4 PROMOTE EMPLOYEE INVOLVEMENT

* ESTABLISH A REWARD AND RECOGNITION SYSTEM

* ANALYZE THE COST OF QUALITY

* MEASURE ORGANIZATIONAL EFFECTIVENESS

L ANALYZE THE MANAGEMENT OF PROCESSES

* IDENTIFY AREAS FOR IMPROVEMENT

* ESTABLISH COMMUNITY RELATIONSHIPS

Over the past three years, there has been some efforts made to realize these

goals at Eastern College. These include the establishment of a full-time Quality
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Planning C the of a long-t Strategic Plan, a Mission

Statement and College Goals. These efforts have been instrumental in mtqblishing
the direction and focus for Eastern College. Efforts have also been made in
developing and adopting a Quality Improvement Model, a Quality Council and in
measuring the organizational climate and the satisfaction of internal and external

customers.
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What is TQM?

Total Quality Management
is a  Participatory
Management Philosophy
which focuses totally on
customer satisfaction
through the creation of an
environment where all
employees strive for
continuous improvement.
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FACULTY OF EDUCATION

of

Faculty Committee for Ethical Review of
Research Involving Human Subjects

CERTIFICATE OF APPROVAL

vestigator: [ [ Heve O i fon

Investigator's Workplace: foc My of Lotoce Pl prUA)

Supervisor: /7. [f/oce f,(e’/'/'ﬂ‘/c/

Title of Research: [ 1/ /.o e Ffee HFvener o fayfer,

Approval Date: (,P//’/‘z : C/lc/ee//'bl -‘7’ ste fee /.—;//4/
27fonfrs LT SR A

The Ethics Review Committee has reviewed the protocol and procedures as described in this
research proposal and we conclude that they conform to the University's guidelines for research
involving human subjects.

Walter Okshevsky, Ph.D.
Chairperson
Ethics Review Committee

Members: Dr. Ed Drodge
Dr. David Reid
Dr. Henry Schulz
Dr. Glenn Sheppard
Dr. Amarjit Singh
Dr. Stephen Norris (ex-officio)
Dr. Walter Okshevsky
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S. C. Quinton

Campus and Area Director
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Eastern College of Applied Arts, Technology

and Continuing Education

P. 0. Box 308

Clarenville, NF

AOE 1J0

email: squinton@turner.eastcoll.nf.ca
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CONSENT FORM

My name is Steve Quinton. 1am a graduate student and the Campus and Area Director at
Clarenville Campus of Eastern College, Newfoundland. This is a request for your consent i
participate in a qualitative study of the practice of assessing institutional effectiveness in public
colleges. The study is being conducted with the support of Eastern College and in partial
fulfilment of « M.Ed. in Leadership at Memorial University of Newfoundland.

The attached questionnaire is being distributed to college presidents in Canada who ar
members of Association of Canadian Community Colleges. The purpose of
the nature of current practice aud to inform the concept of stakeholder satisfaction as a policy
i The findings will contribute (0 a Policy Handbook
for assessing institutional effectiveness at Eastern College.

All information gathered in the study is strictly confidential and at no time will individuals
or colleges be identificd. Participation is entircly voluntary; should you participate, you may
decline to answer any question on the study questionnaire. The results of the study will be nrade
available to you upon request.

This study mects the cthics guidelines of the Faculty of Education and Memorial
University. If you have any questions, please do not hesitate to contact me (709) 466-0302 or my
project supervisor, Dr. Bruce Sheppard, (709) 737-4460. If at any time you wish to speik o a
resource person not associated with the study, please contact Dr. Siephen Norris, Associate
Dean, Research and Development, MUN (709) 737-3402.

Your participation is limited to the completion of this one-time e questionna
which will require approximately 15 minutes of your time. If you agree to participate, ple
indicate your consent by signing below on both copies of this form.  Please retain one copy and
return the other to the undersigned along with the completed answer sheet for the questionnaire.
Raw data associated with this study wiil be disposed of by December 31, 1996.

Please accept my sincere thanks in anti
this study.

ation of your cooperation and participation in

S. C. (Steve) Quinton, Researcher

STATEMENT OF UNDERSTANDING AND CONSENT

I, signify my willi to participate in the study to clarify
the nature of current prnmu: and to mform the umupl of stakeholder tion
policy base for assessing instituti C leting the study i

that ity of the indivil .md lhc Colleg red, both while the

study is in progress and in the final report.

Date Signed
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INSTITUTIONAL EFFECTIVENESS SURVEY

Instructions:

1. Please record all answers on the answer sheet provided.
2. Do not write your name on the answer sheet.

3. All information is strictly confidential.

4. Please return by mail or fax (709-466-2771)

Definitions

ty S if the institution is fiscally r ible and
how well it lives up to its mandate and the
expectations of stakeholders. This is largely a
quantitative data gathering and reporting process
which is time-referenced.

Effici the cost of ining a given goal and how
the resources are used to obtain the desired resuits;
that is, the cost/benefit ratio incurred in pursuit of
these goals. This is largely a quantitative data
gathering and reporting process which is time-
referenced.

Effecti if the institution is achieving its specific
mission and the attendant operative goals and
oluncuve.\' that is, doing lhe right thing. Thxs is both
ive and a ive process

l'nct and value in the continuous measurement and
benchmarking process.

terms of reference for other performance
indicators. It seeks to answer the criticai question
“El‘l‘ecllveness comp:lrcd to what?" and enables

as a change

tool,
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Institutional Effectiveness Survey

SECTION A

Please provide classilying information by checking the appropriate box on the answer
sheet.

SECTION B

Read the questions carefully. Then, respond to cach of the following questions by circling

the number of the response, on the answer sheet provided, which best applies to the
situation in your college or represents your perception.

1. To a very little extent
2. To a little extent
3. To some extent

4. Toagreat extent
5. Toavery great extent

In your College. ..

1. ...  thereisa formal (external) requirement for measuring and reporting
accountability.
2. ... thereisa formal (internal) requirement for measuring and reporting

effectiveness.
3 ... aninstitutional effectiveness model has heen adopted.

4. «or o ani has been

s, ...  measuring institutional effectiveness is an integral part of the planning and
change management process.

6. ... thereis uncertainty about institutional effectiveness, what should be
measured and how.

7. ... institutional performance reports are based largely on quantitative data.

8. ... thetenets and p of quality (TQM) are p

9. ...  there are resources dedicated to measuring quality and benchmarking.

10. ... achievement of the College mission is determincd by a formal evaluation
process.
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Institutional Effectiveness Survey

In your opinion...

1. ... studentsare the College's primary customers.
12. ...  public colleges are client service organizations that operate in a market
economy.

13. ... customer
effectiven

faction would be an adequate indicator of overall institutional

14, <+« employee satisfaction would indicate institutional effectivencss.

cate institutional effectiveness.

15. ... external stakeholder satisfaction would il

16. ...  perceptions based on experience is a better indicator of institutional
cffectiveness than quantitative data.

17. ...  perceptions of service quality is a good indicator of customer satisfaction.

18. ... customer satisfaction questionnaires are appropriate for use in post-
secondary education.

19. ...  customer satisfaction surveys would facilitate the evaluation of program or
department effectiveness.

20, ... me ing customer satisfaction is a scientific process with a high degree of
validity and reliability.
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INSTITUTIONAL EFFECTIVENESS SURVEY

Answer Sheet

SECTION A
Public Q Private O Urban O Rural O
Applied Arts & Technology O Community College Q
Institute QO CEGEP O Other O
Certifizate Q Diploma O Degree O
SECTION B
1 1 2 3 4 5 nm o1 2 3 4 5
2. 1 2 3 4 5 12. 1 2 3 4 5
3. 1 2 3 4 5 13. 1 2 3 4 5
4. 1 2 3 4 5 M1 2 3 4 5
S. 1 2 3 4 5 15, 1 2 3 4 5
[2 1 2 3 4 5 16. 1 2 3 4 5
7. 1 2 3 4 5 17. 1 2 3 4 5
8, 1 2 3 4 5 18 1 2 3 4 5
9. 1 2 3 4 5 19. 1 2 3 4 5
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INTRODUCTION

In June 1995, a survey was designed to examine the extent of concerns and issues expressed by
Business Studies students and faculty of Eastern College. The survey also provided information to
support the Provincial Business Studies Review which was ongoing at the same time. The findings
and recommendations of the repor were tabled and circulated to those involved.

This is a follow-up report to the survey conducted in June 1995.

METHODOLOGY

The survey instruments (Appendix A & Appendix B) were developed for both students and faculty.
They consist of 23 and 26 questions for faculty and students, respectively, using the Liken scale.
One open-ended question at the end of each survey provided both faculty and students the
opportunity to comment on anything not addressed in the survey. The indicators being evaluated
include program content/design, resources, self-directed delivery method, roles of the facilitator, and
student work habits. Several additional questions were added to the follow-up survey to examine
the effectiveness of testing centres,

PROCEDURE

The survey was completed over a three-week period in December 1995 and January 1996. A total
of 251 full-time students and 28 faculty were surveyed. Data analysis was performed using the
Statistical Package for Social Sciences (SPSS). Average scores are tabulated for each question. For
the Student Satisfaction Survey,, results are tabulated within each program (Business Administration,
Office Administration, and Mif ications) on a College-wide and Campus basis.
(The Entrepreneurial Studies program and Banking and Financial Services program are combined
with the Business Administration program.) For the Faculty Satisfaction Survey, results are
tabulaied on a College-wide and Campus basis. No program breakdown is provided for faculty.

As in the June 1995 report, a benchmark average of 3.00 is established. Scores < this average are
identified as areas of concern.

In comparing the June 1995 report to the January 1996 follow-up report, the mean (average) scores
are subtracted. This difference between average scores is the benchmark used to identify areas of
concern. A benchmark difference of > .50, which represents an improvement of 12.5%, has been
established.



Page 101
Refer to the example below:

Jan 1996 June 1995 difference

Question #1 3.250 2.500 +750
Question #2 3.750 3.500 +.250
Question #3 4.000 4.250 -250

Average scores are given for three questions in the June 1995 and January 1996 surveys. The
purpose of the comparison is to see how much, if any, the scores of the January 1996 survey have
improved over the scores of the June 1995 survey. This is an attempt to measure or evaluate the
initiatives implemented since the June 1995 survey.

When ing areas of imp; diffe of scores). it is important to keep in mind the
base scores (the scores from the June 1995 survey). Obviously, there will be more room for
improvement if the base score (from the June 1995 survey) is low, i.e. 2.50, than compared to a
higher score, i.e. 4.50, where there is little room for improvement. These “improvements” or
increases in scores are based on a five-point scale.

Also, It is important to remember that there are several survey questions in which a high or low

bei asa or response, i.e. “Do you feel the required
‘workload is heavy?” For the majority of questions, higher scores may be interpreted as more
favourable responses.

A list of “Key Findings” is included at the beginning of every Campus report as well as the College
report. These findings are based on the established benchmarks.
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COLLEGE REPORT



-
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College Key Findings

Scores for all areas of the Student Satisfaction Survey have increased since the last report

Students, particularly in the Business Administration program, and faculty idicate that the
time frames are not adequate to cover the program material

Students indicate that the workload is heavy.

Students are very satisfied with the physical environment and scheduling flexibility of the
Test Centre.

Seventy-eight percent of students reccive orientation to the self-directed learning proc
Ninety-three percent of faculty indicate that students receive orientation  These students are
only marginally satisfied with the orientation process

Faculty are not satisfied with their orientation to the self-directed learning method.

Students use their learning guides and find them useful. Faculty do not have this perception

Business Administration students indicate that the i is not i
to learning,

Students indicate that there is not sufficient direction provided for them

All students are required to be involved in an Individual Student Learning Plan. The
percentages for this are low.

Students indicate that instructors are available to students and use a wide variety of
i i i when ining difficult topics

Faculty indicate that they provide adequate feedback to students and use a variety of
i i i when ining difficult topics

Students are more satisfizd with the Office Administration program than with the Bu:
Administration program. This is reflected consistently in all areas of the survey

Students indicate that they are using their classroom time 10 maximum benefit; hoveever,
faculty do not indicate this to the same degree.
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CLARENVILLE CAMPUS
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Clarenville Key Fii

dings

Students, parti ¢ in the Business A i program, indicate that the time frames
are not adequate to cover the program material

Business Administration students indicate that the workload is heavy

Students and faculty are satisfied with the Test Centre and its scheduling flexibility. They
are 2lso satisfied with its physical environment.

Ninety-two percent of students receive orientation. These students are satistied with tlus
process.

Faculty indicate that 100% of students receive orientation. Faculty are satisfied with the
student and instructional orientation process to the self-directed leamning method.

Students use their leaming guides and find them useful Faculty did not have this perception

Business Administration students indicate that the classroom environment is not conducive
to learning.

All students are required to be involved in an Individual Student Learning Plan. The
fall below this r

Student indicate that they use their classroom time to maximum benefit; however, faculty
indicate that students do not always maximize their classroom time.
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Student Satisfaction Survey
Business Education

Campus:

Program Content/Design

L

5

Are the tume frames adeguate to cover
e program materzal?

Do e tests, asignments. and projects
accurately reflect the program material?

Does the program material developand
tlow in a logical way?

Do you feel the required workload
is heavy'?

How much of a workload did vou anticipate?

Resources

6.

Is shop/lab eqipment available for your
use as required?

How would you rate the physical environment
of the Test Centre?

Is the flexibiliy of test scheduling sufficient
to mest your needs?

Sell-Directed Delivery Method

9.

Did you receive any orientation 10 the
selfdirected kearmng method?

Were you smfd vum your onientation
0 his delivery mes

Doyou use your learning puides?
Doyou find the learning guides useful?

Does this delivery method provide greater

Pleibility forstudents

Is the classroom environment conducive
0 leaming?

Is sufficient direction provided for
the snudent?

Program:

oot adequaie

not accurate

ot logical

light

light

never

not sutficient

ys  omw
not srtistied
farely use

ot useful

not flexible

not conducive

1234

1234

pPage 112

verv alequate

very accurate

very Jopical

heavy

leavy

always

very sufficien:

very satsfied
always use

very useful

very tlexible

very conlucive

very sufficient



16, Areyou involved in an Individual Student
Leaming Plan? yes o
1f no, go to Question 13,

7. Does this Plan provide adtirional

direction 1 e program? mdiecton 12345 good direcnon
18, Areyou iovolved in an Individual Student

Leaming Contract? ys

1f no, go to Question 20.

19. Does this Contract provide additional
direction in the program! mdircuon 12345 good direction

Role of Facilitator

2. Doyou receive adequate feedback from your
instructor on your progress? mtadequie 12345 very adequate

2. Isyour instuctor available to you dunng
regular class hours? rarely 12343

2. Does your instructor use a variety of
instructional technigues when explaining
difficult topics? farely 12345

Student Work Habits

2. Howmany hours of work per week do you spend

onyour program inside the classroom? hours per week
2. How many hours of work per week dn  youspend

onyour program outside the classtoo hours per week

(Time spent at campus vithin your reguh(ly scheduled
class hours, but outside the classroom, i.e. resource centre,
empty classrooms.)

25. How many hours of work per week do you spend
on your program at home? (i.e. evenings, nights,
weekends) Tours per week
2. Do you use classroom time to your
maximum benefit? rarely 12345  mways

Inwhat ways do you think the program can be improved?

Thank you for your cooperation!!!
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P.O. Box 308 Tel. (709) 466-2250

Clarenville Fax (709) 466-277 1
—s Newloundland
AQE 1J0
. Eastern College

j of Applied Arls, Technology and Continuing Education

July 19, 1996

Mr. Steve Quinton
Campus & Area Director
Eastern College
Clarenville Campus
P.0. Box 308
Clarenville, NI AOE 1J0

Dear Myr. Quinton:

Thank you for a copy of your proposed Framework for Institutional
Effectiveness. I am pleased to see that professional development effort which
you have made with respect to the completion of your Masters Program is
nearing completion.

As part of the College Management Team, you are very much aware that the
principles and practices of Total Quality M: and the emphasis on
customer satisfaction is very much a part of the management philosophy of
this College. Your project and the resulting framework, with its stakeholder
satisfaction focus, is very much in keeping with this philosophy. Therefore, 1
am pleased to confirm my acceptance in principle with the policies and
procedures inherent in your project document - Stakeholder Satisfaction A
Framework for Institutional Effectiveness.

Thank you for this contribution to the efforts of the College.

Sincerely yours,

Fred R. Green
President
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Eastern College

==
of Applied Arts, Technology and Continuing Education

July 1996

Mr. Steve Quinton. Campus & Area Director
Lastern College

Clarenville Campus

P.O. Box 308

Clarenville, NF AOE 1J0O

Dear Steve:
Thank you for |hc oppormmly o mvmw and evaluate your document “Stakeholder Satisfaction-

A Framework for . From a campus perspective, your frameswork
complements lhe TQM plulusuphy and also pmvndes the much needed policy and process.

I continue to have some concerns about the i ion and administration of ed;
warranties. However, I do agree that there needs to be accountability and students need to have
some means of redress when service quality does not meet their expectation or they are not
satistied with college policy.

The framework which you propose also permits direct participation by the campus in the quality
and effertiveness processes. In my opinion it should work well, not only in assessing college

.md campus performance, but also in :\sscssmg departmental pcrlurmancc It also provides an
and conti p tool which directly to total system

If you need our involvement for further pilor implementation and assessment. we would be
pleased to help in any way that we can.

Very truly yours,

Marilyn Coles-Hayley
Campus & Area Director
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Clarenville Campus a9=

P O Box 308 Tel (709) 466-2250

Clarenville Cax (700) 466 2771
—h Newloundland
AQE 140
g Eastern College

s
j of Appliect Ars, Technology andi Continung Education

July 1996

Mr. Steve Quinton. Campus & Area Dircctor
Eastern College

Clarenville Campus

P.0. Box 308

Clarenville, NF AOE 1J0

Dear Steve:

1 have cvaluated your d “Stakeholder Satistaction - A Framework for |
Effectiveness™. There are several points I would lil

concept which you are proposing.

which I believe support the

A My experience inclicates that the implementation of Total Quality Management Pract
in a public institution presents a ideral: I The TQM process in .mllmll
not ensure effectivencss if cont i based on customer satisfiction is not

systematically referenced to the i msmuu. s policies, resource allocation and mission.

The model which you propose facilitates data collection at all levels of the organization
and among the various stakeholders. This has always been a challenge when a wide
varicty of indicators have been used to as institutional effectiven While the
technology support will still be required, your framework should make it casicr to
facilitate data collection because of the core indicator - stakeholder s ction.

{ o8 My studies at Loyola University i in the United States, where I completed the Master of

12 hat the measurement o lomer and stak cholder
satisfaction in both private and public institutions. has become a major indicator of
organizational success. All service organizations including colleges need to realize that
students are customers and they will “vote with their feet” if their expectations are not

met.

1 appreciated the opportunity to work with you during the validation of your framework at
Clarenville Campus. Hopelully, what we have learned can be brought forward and applicd
across the college system.

Veggpruly yours,

Larry Rofd, MQM
Quality/Consultant
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