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9-11 January, 2005

University of Bergen, Norway

Theme: Benchmarking and Partnerships
05/01 Welcome and Introductions
Mike Pupius, Chair of the Education Community of Practice (ECoP), welcomed everyone to the meeting and confirmed that the next meeting of the ECoP was to be held in Istanbul, Turkey.
As a way of introduction he set out the mission of ECoP:

To promote and support the adoption of the philosophy, methods, tools and techniques of Excellence by all education organisations in Europe and the rest of the world to develop and share good practice amongst ourselves and the other networks we belong to.

05/02 Benckmarking: an introduction

MP explained the approach of ECoP, the concept of learning and sharing and stated that valuable learning comes from individual institutions accessing excellence within their own contexts and emphasised the importance of ‘institutional effectiveness’.
MP stated that benchmarking was a structured process of learning from others and he offered a number of different types of benchmarking that people could use within their institutions:

· Strategic benchmarking

· External process benchmarking

· Internal good practice benchmarking

MP stated that the philosophy of benchmarking was Adopt – Adapt – Improve and confirmed that EFQM Excellence Model® has very positive links with this process.

The characteristics of successful organisations were then introduced to the group, as defined by Barratt (1998):
· A strong, positive, values driven approach

· A commitment to learning and self-renewal

· Continual adaptation and external feedback from environments

· Strategic alliances

· A willingness to take risks

· A balanced, values based approach to measuring performance

MP considered the opportunities for benchmarking and why benchmarking should be considered in the first place.  ‘To become the best’ MP suggested that we should know:

· Our own strengths and limitations

· Recognise and understand leading organisations

· What the best processes are and how to improve them

Bob McCartney from Huddersfield University suggested that there could be an element of risk  when introducing the principles of benchmarking.  These points were explored further in the group exercises.  MP asked the groups to consider the following questions:

How can we enhance the effectiveness of ECoP using the principles and practices of benchmarking?  
How can we share the learning?

What areas of focus are important to us and our organisations?

Are there any volunteers to take things forward?

Key issues and outputs from the groups were:

· Is benchmarking risky, are we sharing all our secrets?

· May feel threatened

· General caution when going down the benchmarking path

· Evidence of extensive benchmarking activity from some UK institutions, for example, Bolton Institute.

· Concerns over why and what to benchmark

· In some cases there may be too much benchmarking done, leading to useless data

· Activities should be focused on process

· Trusts has to be evident

· Can address cultural issues
· Could colleagues bring ‘information’ to next meetings?

· Ensure that benchmarking is valid

05/03 John Carlisle, Behaviour as a Diagnostic Tool in Partnerships
JC commented on the principle of Adopt  -Adapt – Improve – be careful what you adopt and recognise just what you and your organisation are good at.  JC outlined the need for change and the general acceptance that many organisations were sub-optimised which had serious consequences on performance, environment and morality.  

JC stated that the causes lie in the way in which we think and behave and that there is a need to change both.  Additionally, the causes of failure are our habits of thinking and not understanding our organisations properly.
JC presented the traditional hierarchical approach of organisations to the group and then introduced the notion of free-thinking and how to turn knowledge into intellectual capital.  JC then discussed the route from hierarchical thinking to systemic thinking and the impact of Demming in Japan.  He stated that by adopting the Demming approach of delivering what your customers needed, within 15 years, the Honda Accord was the best selling car in the USA.  JC stated that the key is co-operation.

JC then introduced the power of transformation citing the example of a caterpillar/butterfly and the real step change required to achieve this transformation.  The notion of consciousness was developed and how people move from unconscious incompetence to conscious incompetence through to conscious competence to unconscious competence.  JC stated that feedback is needed to make individuals conscious of their incompetence.  One behaviour that defines trust is an element of disagreement.Raising consciousness can be done via performance data, grades, growth, profit.

JC then cited the example of Marks and Spencer and their past approach to supplier partnerships and how the balance of power was all in the hands of the M & S.  

Group work was then introduced, understanding behaviour, which consisted of a number of behavioural attributes of individuals at meetings:

Propose - ideas

Building – improving proposals and ideas

React – support, disagreeing or attacking

Clarify – testing understanding and summarising

Information – asking for further information, giving information

Shut out – stopping input

Bring in – seeking to bring in people to the discussion

05/04 Professor Ivar Bleikle and Assistant Professor Tor Halvorsen
TH provided an outlined of the research which considered reforms in the HE sector and stated that research was formative, comparing university leadership in three institutions.  Those involved were not just involved with the research but also implementation.  The research looked at how leaders learn.
TH said they considered what was at stake:

· Access and redress in HE 

· Social commitments vs. knowledge quality

· Diversification of funders

· Stakeholders

· Leadership, QA, funding

TH confirmed what had been achieved so far:

· New kinds of interaction

· New kinds of knowledge

· New types of dissemination

· Greater understanding between Norway and South Africa

TH stated that all organisational theory states that there is no best way – must be contextualised.

Professor Ivar Bleikle introduced change, leadership and learning in universities 
· The context and conditions of the reform process

· Leadership, management and trust

· Learning and change

IB stated that good quality leadership in a modern university during a period of change is important and that universities are representing the nation state, should be run in a business like manner and that leadership should consider changes in value base.  IB stated that the main methodology was interviewing 

05/05 Group Reflections
Groups reflected on all the presentations on day one and considered definitions of quality, values base of leadership, own experiences and leadership, management and trust.  Some outputs are given below:
· Future focus is important 

· Visible actions

· Knowing ho to know – being humble

· That the shift to managerialism is taken as given – why?

· Benchmarking potential

· Clarifying and managing expectations

· Leaders learning – how to learn 
Day Two
05/06 Kodolányi János University College (KJF) ,Székesfehérvár, Hungary, 
Gyongyver  Hervai Szabo gave  a presentation on the activities taking place within the university.  GHS confirmed that the university were winners of the Hungarian Regional Quality Award and the IIASA-SHIBA Award, 
GHS provided the Hungarian context for the group and stated that the Hungarian Accreditation Committee was set up in 1993 with the aim of accrediting all HEI’s.  They used the EFQM Excellence Model® for their quality assurance and self assessment.  A new framework for research administration and management was introduced which led to the development of a new research centre and benchmarking activity.  GHS outlined some of the key activities:

· Education and training of staff

· Human resources management systems

· New methods for monitoring

· Standardisation of education programmes

· Development of new BA programmes

· New library

GHS confirmed that they won the 2003 regional quality award and gained 350 points and the 2004 SHIBA Award success.
05/07 Pete Sayers, University of Bradford, Diagnostic Devices – Verax’s Organisational Transitions Inventory – The Experience at Bradford 
PS provided a session on the work being done at the University of Bradford, UK, on staff satisfaction and perception.  PS presented the ‘dealing with difficult people’ model which highlighted the different stand points of people and the need to be flexible in given situations.  

PS confirmed that the EFQM Excellence Model® has been used in four departments and that they had adopted an approach by Verax.  

As a group, the results from the University of Bradford where looked at and analysed in detail.  This provided good discussion across the group and a number of key questions.
Change – Why? – What? How?

PS confirmed that they had gone through a four stage development process, starting with measuring the current process. Also, the notion of Performance bearing mechanisms – and that performance is a mix of ability and motivation. PS posed a number of questions for the groups to consider:

· What questions do the results from University of Bradford raise about the organisation?

· What feedback would you want to give to the organisation?

· What would you want more information about?

Key points raised in the group sessions:

· What are the opportunities for benchmarking?

· What is the methodology of interpreting the data and implementing actions?

· Can you compare and academic faculty and a service department

· Issues of retention rates

05/08 Next Meeting
MP confirmed that the next meeting of the Education Community of Practice would be in Istanbul, Turkey, details as follows:

Sabanci University, Istanbul, Turkey

Rendezvous 20 April 2005 (evening)
Meeting 21-22 April 2005
Themes: Strategic management and the building blocks of excellence

MP confirmed that the EOQ conference, Antalya, Turkey, would follow the ECoP meeting and will commence on 25 April 2005.  Discounts will be available for ECoP members for the EOQ conference - details will be forwarded to all members.
05/09 Future Meetings

September 2005, Erasmus University, Rotterdam, The Netherlands 
January 2005, Valencia, Spain

Meeting to be confirmed include:

Institute for Quality Management and Applied Sciences, St Gallen, Switzerland
Adult Education College, Slovenian

Hungary, Kodolányi János University College (KJF)
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