





z ionnaires were distributed and 18 completed questionnaires were 1

85.7% of the questionnaires were completed and sent back to the researcher.

The participating universities were numbered as U1 — U21. The following are the reasons
why some institutions did not complete and return the questionnaires:

TABLE 6 : Reasons for respondents not to complete and return questionnaires
UNIVERSITY REASON

In the process of restructuring, documents relevant to the study were
submitted as alternative.

Vacant position: Quality Manager. Acting manager is uncertain with

regard to answers to formulated questions.

No response received.

6.2.1 SECTION A: INFORMATION OBTAINED FROM PRE-CC )E )
QUESTIONS

The frequency variables are coded as Q1 — Q 20 (“Q” = question followed by the number of
the respective question as it appears on the questionnaire). The respondents were asked to
reflect on the current situation at their institutions by marking the appropriate block to ir zate
that they strongly disagree/ disagree/ agree or strongly agree with the particular statement.
The blocks with the possible answers have the following values:

POSSIBLE STRONGLY STRONGLY
DISAGREE
ANSWERS DISAGREE AGREE

VALUES

Data ithered from the pre-coded questions were subjected to frequency cou  i.e. the
responses of the respective respondents were added together in order to find the highest
frequency of occurrence. The responses were quantified and presented in the form of

percentages.
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1.1 iqu icy tables

The data are presented by means of frequency tables. The numbers of the tables
correspond with the numbers of the questions of Section A of the questionnaire. In the
interpretation of the data the researcher utilised the values as indicated in the respective
column on “valid percentage” per question. The researcher views any value high: than “3”
on the graphs as significant and for the purpose of this study, any value of 3 and hig

be an indication of “good practice”. The concept “best practice” will be utilised in this ¢

refer to an institution that appears to introduce practices that surpass that of the res
institutions that participated in this study.

With regard to certain questions, the researcher will combine the data, e.g. the percent s
of responses per question for “strongly agree” and “disagree”. Responses for * ‘ongly
disagree” and “disagree” may also be combined per question. These combinz ns of

percentages will help the researcher with the interpretation of the data and to =ntify

possible trends, gaps, etc.
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Financial planning ensures adequate resource allocation
improvement of quality (Q6)

CUMULATIVE-

FREQUENCY PERCENT VALID PERCENT PERCENT

A combination of the responses (44.4% and 11.1%) indicates that 55.5% of the responde 3
agree with the statement that financial planning ensures adequate resource allocation for the
improvement of quality at their institution, 44.5% disagrees with the statement. U10sti  gly

disagrees with the statement.
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There are only two respondents (U2 and U11) that are convinced that financial planning at

their institutions ensures adequate resource allocation for the enhancement of quality.
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It is evident that of all responses received U2 has the highest score.. U2's respondent
strongly agrees with all statements except for the following three, which he/she indicates as 3

(agreed):

Question 7: “Regular _interviews are held in_order to ensure the effectiveness of the

integration of quality management objectives with resource allocation.”

Question 9: “Participation of members on all levels is a characteristic of planning
institution.”

Question 13:  “Regular reviews are held in order to ensure the effectiveness and impact

of _the integration of quality management objectives with ir , nal

lanning.”

The above-mentioned table is a clear indication that for the purpose of this stt *~ U2 has

evidence of “best practice”.

The following is an attempt to integrate the information of the literature review that s

undertaken with the data of the empirical survey.

6.2.1.3 Interpretation and remarks on the pre-coded questions

In order to ensure the validity of this research, the outcome and analysis of the empirical
survey, as well as information obtained from the literature study, were utilised in o1 r to

triangulate the findings of the research (c¢f. Chapter one) (Fetterman, 1989).

The reflections on the data and the literature study will be clustered under ree broad
themes. The following themes were drawn from the research aims, objectives and
subobjectives of this study (cf. 1.3.2 and 1.3.3):

1. Quality assurance mechanisms and information (¢f. 1.3.2.2,, 1.3.2.3., 1.3
1.3.3.1,1.3.3.2,1.3.3.3)

Quality management objectives and planning (cf. 1.3.2.3., 1.3.3.1)

I 1
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U . sities are viewed (in this research) as “complex systems” that comprise terd
(synergistic) functioning components (cf. 3.6.2). The objectives of an institution can only be
achieved if they are integrated in the total system which consists of interdependent
functioning components or subsystems (cf. 3.1). In this regard literature emphasises the
principles of the systems approach, i.e. universities function as a whole and the ole
system (cf. 3.2, 3.2.1) should therefore be optimised in order to achieve its objectives..
Components within a system should service the total system and not e ind il
components themselves (the latter method constitutes silo management). If the differences
in the responses to questions 4 and 5 are due to the existence of silo manager nt, e
researcher assumes that 16.6% of the respective institutions’ subsystems are “sub-
optimised” in their endeavour to achieve their institutional objectives. They should therefore
focus on initiatives in order to enhance synergy amongst departments.

ding to the literature study, the outcome of quality assurance activities informs an
institution’s objectives and plans for the enhancement of quality. One can therefore assume
that if an institution’s resources are linked to its strategic objectives, adequate resource
allocation will be done for the purpose of quality enhancement because the latter is
translated into objectives, goals and plans. As mentioned above, literature emphasises the
necessity of adequate resources to implement plans in order to reach the objectives and
goals of an organisation. Universities cannot achieve their goals without adequate resources
(cf. 4.21, 4.2.1.3, 4.5). Only 55.5% of the respondents are of the opinion that financial
planning ensures adequate resource allocation for the improvement of quality :t r
institutions (question 8). There might be several reasons why a much lower percentage of
respondents agree with the statement made in question 6 in comparison with e
respondents’ response to question 3. It might be that the respondents are of the opinion it
the funds allocated are not sufficient for the improvement of quality (question 6 refers to
“adequate” resource allocation). It might also be that there is a lack of integration of que
management objectives with financial planning. This integration is imperative because the
aims of an organisation usually guide the process of decision making and resource : >cation
(cf4.1).

According to the above-mentioned statistical data, the majority of institutions of higher
learning succeed to allocate resources on the basis of strategic objectin  they nduct

rc ifar reviews in order to identify deficiencies.

The statistics obtained from the responses to question 17 concurs with this statement. Only

53% of the respondents agree with the statement in question 17, namely that data and

analysis of quality reviews inform resource allocation at their institutions. This might be a
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ation of members on all levels with regard to planning. As high as

respondents agree with the statement made in question 9.

Question 19 focuses on the most recent institutional audit report of the HEQC and its
reflection on the respective institution’s ability to integrate quality management, planning and
resource allocation. The HEQC's criteria state that the success of quality management at an
institution of higher learning will be determined to a large extent by the degree to which
planning, quality assurance and quality development mechanisms are integrated (cf. 2 .
The responses to this question provide a more objective view regarding the state of aff: s
with regard to this study. Only 35.7 % of the respondents strongly agree that they rece da
positive report from the HEQC in this regard, while 21.4% agree with this statement. As high
as 42.8% disagree with the statement which emphasises the relevancy and need for this
study. Almost half of all public institutions of higher learning fail to integrate quality
management, planning and resource allocation according to the audits by external experis
(cf. 3.8.3.2). Institutions with possible good practices in this regard are U2, U3, U4, 5 1
u18.

Question 20 refers to mechanisms that should be in place at institutions of higher lea ing in
order to ensure the integration of quality management and resource allocation. The
combined data of respondents that agree with the statement is 58.9% and the percentage of
respondents that disagree is 47.1%. Questions 19 and 20 are related to each other. e
data show a strong correlation between institutions that have effective mechanisms in place
in order to ensure the integration of quality management, planning and resource alic  tion
(question 20) and the findings of the HEQC’s audits in this regard (question 19). See the

following table

CORRELATION OF DATA : QUESTIONS 19 AND 20:

QUESTION 19 I QUESTION 20

The most recent institutional audit report of the Mechanisms are in place to ensure the
HEQC reflects positively on the ability of the effective integration of guality management,
institution’s ability to integrate quality planning and resource allocation
management, planning and resource allocation

AGREE 57.1% AGREE 42.8%

{EE - 8%
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pporting and monitorii  that leads back to "refined planning”.

strives to integrate planning and quality managementon all of L 3's ins utional levels.

The RAM of U8 calculates the "work required” in a particular School and includes a multitude
of factors in the process of resource allocation. The allocation of resources at U8's college
level is based on performance and outputs. According to the respondent of U7 the institution
has no specific model in place for channelling funds on institutional level. Strategic plans and
operational plans of U7 are discussed at a "budget meeting” for the purpose of alloca n of
funds. This concurs with the allocation of funds at U1. U10’s and U15's respondents
indicate that they are not sure on how resources are allocated. U10’s respondent states that
the institution’s senior manager of finance "never shares the institution's RAM". U14’s
respondent is not sure whether a RAM at his/her institution exists. U 11’s respondent states
that the institution’s RAM takes account of the income and expenditure of cost centres
(academic and support functions). Income includes fees, subsidy and third stream income of
various types. The RAM of U11 takes account of the institution’s strategic goals. The better
a cost centre performs, the more likely it is that it will be rewarded financially. After this
model has been used, the institution’s Committee for Strategic Planning and Allocation
Resources (SPARC) may allocate special funds for strategic projects pending the availability
of funds. According to U18’s respondent, the main mechanism at the institution is to top-
slice functional areas. In addition a further top-slice is made for strategic priorities within a
budget period.

1estion 4. Explain the ¢ —“~m/r~~~"_that your institution developed in order to ensure

continuous ~--~-ement

U2 implements the ADRI model (Approach, Deploy, Review and Improve) in order to ensure
continuous processes of improvement (comparable with Deming’'s spiral of ongoing
improvement - the PDCA model as discussed in this study. U2’s review processes are

triggered by the institution’s review cycle, national programme accreditatic revi 3,

professional body accreditation evaluations, international accreditation applications and by

decisions of senior and top management. The Quality Unit of U2 engages with the
respective unit under evaluation while the entire review process is monitored by e
institution’s Committee of Vice-Principals and the Registrar (CoVPs&Reg). The outcome of
the reviews is captured as trends and feeds into the institution’s planning cycle, ft wed by

s that are made on strategic as well as operational leveis (Co.. . eg meetings
and Facuity/Unit meetings). U7 also implements the PDCA model in order to re
continuous improvement. U13 developed a Quality Promotion Plan which is based on the
continuous improvement cycle. This plan has three phases: phase one for development
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lises_*-~ ~tcon q
reviews for the purpose of budgeting

Reviews inform budgeting U2,U3,U5,U8,U7,U13,U14,U15
process, informed decisions

on resource allocation can be

made. uU1,U8,u16,U17,U18

No formal links between
review outcomes and

budgeting processes

Question 6: What _mechanisms are in_place to ensure the integration of qual

management with planning at your institution?

ADRI U2

Structures to oversee U3,u4,uUs,U7,U9
integration, combine planning
and quality functions

No specific mechanisms U1,Us,u1o,ut3,u17,L 3

Question 7: What mechanisms are in place to ensure the integrati of qui
management with resource allocation?

ADRI
RAM
Balanced Score Card

Merging of quality and planning
functions
U1,U10,U14,U15

No specific mechanism

Question 8: What are the “gaps” in your system that impede the integrationof | n g,

resource allocation and quality management?
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7. The institutio
place that ensur
quality manager
allocation.

s mechanisms in
2 integration of
with resource

U2, U8 and U12 implement a model
for this purpose (U2 — ADRI/PDCA,
U8 —-RAM, U12 -
Card).

alanced Score

4 Respondents mention that their
institutions have  specific
mechanisms in place for ensuring the
integration of quality management

with resource allocation.

5. The objectives for quality

management are integrated into
financial planning.

6. Financial planning ensures
adequate resource allocation for 2
improvement of quality.

7. Regular reviews are held in order
to ensure the effectiveness of the
integration of quality management
objectives with resource allocation.
10. Budget processes follow
planning.

17. Data and analysis of quality

reviews inform resource allocation

exercises.

Only U2 strongly agrees with the
statement in question 5.

U2 and U11 strongly agree with the

statement in question 6.

U4, U5, U7, U11 and U12 strongly
agree with the statement in question
7

U2, U4, U7, U11 and U12 strongly
agree with the statement in question
10.

Only U2 strongly agrees with the
statement made in question 17
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6.4 CONCLUSION

The outcome of this survey is valuable for this study as it identifies institutions that im; nent
“good practice” with regard to the implementation of quality management, planning and
resource allocation. The data indicate that U2 is the institution that implements possible
“best practice” amongst all institutions that implement “good practice” in this regard. = e
survey emphasises that quality assurance outcomes should be translated into qu: vy
management information. This information should feed into an institution’s planning and
resource allocation processes and should be utilised in order to make informed decisions on
all levels of the institution i.e. strategic, tactical and operational. It should not only i n
planning, but also remedial/corrective action initiatives. Continuous improveme is =
driving force of quality enhancement. It is therefore imperative for an institution of I er
learning to implement quality assurance systems that are based on ongoing ir rovement.
Models that are based on the principles of PDCA (e.g. ADRI) can be utilised in order to
ensure continuous improvement, as well as the integration of planning, resource allocation

and quality assurance.

Structures and mechanisms to integrate quality management with planning and re ce
allocation should be established. Many institutions established structures that are cross-
functional. This aligns with the systems theory and the notion of the university as a system
¢ ic functioning componer The information gathered during t  «
survey and the literature study will inform the development of a model for the integration of
quality management, planning and resource allocation. In the next chapter an attemptw be
made to develop a model that will be suitable for U1. The proposed model could also be
implemented by any other institution of higher learning.

Yoy~
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