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Standard 3

There is demonstrable strategic alignment between the institution’s quality management system for core academic activities across all sites and modes of provision, and its vision, mission and strategic goals, as well as its governance and management processes.

As discussed in Standard 1, the vision, mission and goals of UKZN have been translated into two successive strategic plans. Currently the University is formulating a Project Renewal reform plan, which will serve as a base for a new strategic five-year plan. The Council of the University, through its subcommittee system, and the institution’s quality management system serve as the monitoring bodies for good practice and regular reform, ensuring that the University is pursuing the objectives stipulated in its current strategy.  

It should be noted that as Colleges are not confined to a specific campus, the governance and administrative system and the delivery vehicles employed to deliver on the University’s vision, mission and goals are not isolated. In other words, the services offered to staff and to students are dependent upon the effectives and efficiency of the individual colleges, so obviating any risk of unequal services or of the creation of ghetto sites. 

Alignment, monitoring, accountability and delivery

The UKZN Strategic Plan 2017-2021 is, in effect, the University’s business plan. As reflected in Figure 9 this is implemented and refreshed on a continual rolling basis. [LINK: UKZN 2017-2021 Strategic Plan, appendix 2, page 31] In particular, the University achieves this using the following six processes:

1. Implementing the Strategic Plan annually through an Institutional Annual Performance Plan unfolding in a 12-month cycle and monitored through annual University executive and statutory reports. Quarterly reports have also been made to Council relating to progress in implementing the Strategic Plan as well as an annual report to Council. [LINK: UKZN 2020 Annual Report]  

2. Through this Annual Performance Plan, the University continually contributes to and implements national higher education policy imperatives as they emerge. 

3. Devolving to College and School levels. The institutional performance indicators and other institutional objectives arising in the Annual Performance Plan, supplemented by additional performance metrics where necessary, are delegated to College and School levels. 

4. Continual tracking of the Institution’s progress towards achieving the strategic objectives, monitoring performance, and communicating these performance outcomes to internal and external stakeholders.

5. Developing an enhanced set of institutional Key Performance Indicators (KPIs), which, when complemented with appropriate financial data, will measure the strategic and financial contributions made by the Colleges and Schools and inform the distribution and prioritisation of resources. 

6. Empowering staff to contribute to institutional objectives, by aligning their personal objectives with those set out in this strategic plan. 


Figure 9: Circle chart of monitoring the University strategic plan
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In addition, a series of committees monitor the implementation of the current strategic plan. As well as committee minutes, the work of these committees is summarised in the relevant sections such as Human Resources, Research, and Teaching & Learning within the annual report. Committees which monitor oversight of the implementation of the Strategic Plan include: 

1. Talent Management Committee 
2. Talent Management Forum 
3. College Academic Affairs Boards as sub-committees of Senate
4. Research sub-committee of Senate 
5. Teaching & Learning sub-committee of Senate
6. The Institutional Forum

[1] Reflection on the success in managing the UKZN Strategic Plan in relation to quality matters.

The latest Strategic Plan of 2017 to 2021 was built on several factors: the ethos which had developed out of the merger of the University of Durban-Westville and the University of Natal as well as the earlier and first strategic plan and a reorganisation of the university structure. The 2017-2021 Strategic Plan was strongly influenced by the trajectory government had set itself for uplifting society and eradicating disparity and poverty. It was also influenced by a desire to marry these essentials with the goal of creating a quality institution with both national and international standing. 

The 2017-2021 Strategic Plan was also influenced by a managerial and business outlook. That meant measuring, evaluating and readjusting. Increasingly, the mantra at UKZN has been that if something cannot be measured, it should not exist. And to measure, one requires accurate and reliable data, which in turn means a quality product (see Standard 7). With its quarterly and annual reporting and evaluation system, this form of operating has become the norm at UKZN. It is true that there have been setbacks, such as periodic student protests and the shocking impact of Covid-19. The final assessment of the success of the latest Strategic Plan has yet to be produced, but such indicators as pass-rates, graduation statistics, and research output would suggest that there have been noticeable achievement over the past five years.


Quality assurance and management

On the ground, quality monitoring is the responsibility of all sectional leaders, but the core of the quality-assurance system is the Quality Promotion and Assurance (QPA) office, which falls under the Teaching and Learning Office, led by a Deputy Vice-Chancellor. 

QPA was established in 2004 after the merger between the University of Durban-Westville Quality Management Unit and the University of Natal Quality Promotion Unit. The unit has: 

· A Director
· Quality Consultants for each of the four colleges
· A Quality Consultant for professional services 
· A Student Evaluation Co-ordinator  

Quality assurance and development is not departmentalised into the Colleges but cuts across all campuses and sectors. The policies are therefore not college specific.  As part of quality promotion, the unit develops a programme of activities to institutionalise a culture of quality within UKZN and commitment to continuous quality improvement. In terms of quality assurance, the unit ensures that academic standards and quality of provision are satisfactory so that students, regulatory bodies, industry and the paying public get value for money and/or return an investment. Moreover, the University’s quality-management system aims at responding to the transformation context of the institution and its mandate within the national system of higher education 

The main functions of QPA are as follows:

· Provides leadership on the development and implementation of quality-management systems at all levels
· Facilitates and prepares the University for external programme accreditation and institutional audits 
· Ensures that the University responds effectively to QA national requirements and international developments
· Promotes quality through institutional policy development and research
· Oversees School and support sector reviews
· Carries out Graduate Opinion Surveys and Student Evaluations
· Ensures compliance with internal QA processes
· Assists capacity development for both support and academic staff

Alignment of the various QPA projects with the institutional Strategic Plan is an important aspect of the work of QPA. Each project impacts on the imperatives of the UKZN Strategic Plan, with a special focus on the imperatives of Goal 1, the achievement of excellence in learning and teaching. However, the Teaching and Learning goals go beyond the imperatives of the institutional strategic Goal 1, intentionally serving as enablers for other learning and teaching and other institutional strategic goals, while maintaining its main focus on the institutional Goal 1 requirements. 

For example, while the curriculum project aims to infuse research into the curricula to establish critical-thinking and problem-solving skills for learning and teaching, it will also serve as a great enabler for higher-degree research skills. Similarly, infusion of entrepreneurial development and training aims to enhance the responsiveness and relevance of learning and teaching to the local economy while enabling the institutional Goal 2 imperative of developing student entrepreneurial capacities. 

The Strategic Plan assumes a holistic approach to achieving excellence in learning and teaching with the strategy goals presenting an integrated approach to addressing the institutional Strategic Plan imperatives. This approach was selected as opposed to a linear approach that would otherwise link projects directly to institutional strategy imperatives. 

[2] Reflection on the extent UKZN’s Quality Promotion Assurance is fit for purpose

The university’s Quality Promotion Assurance has both advantages and disadvantages to its present structure. The positive is that it is essentially a centralised monitoring, investigative, reporting and advising mechanism. It ensures that the reviews necessary to maintain and improve quality are carried out timeously and that the integrity of the university’s offering are publicly verified and publicised. Given the size of the quality and promotion unit, they undertake a remarkable job. It is ongoing and continuous. No sooner is one review or assessment complete than others must be started. Over and above these, there is the vital matter of implementation. In addition, the Quality section is very often the voice of the university when dealing with the Council for Higher Education and the Department of Higher Education and Technology. In areas of quality management and assessment, the section constitutes the vital link between government and university. It both keeps the mechanism of quality running and also looks ahead to what is both expected and needed. 

The only challenge to this system is that quality tends to be viewed in terms of what the Quality Promotion and Assurance section does. It is housed in the office of the Deputy Vice-Chancellor for Teaching and Learning, which in itself points to a perception of teaching and learning being the key element of its operation. This is, of course, partly true since the modules, qualifications offered and the academic schools which offer them are fundamental to the university retaining and improving quality offerings. It also needs to be stressed that the Research portfolio is strongly concerned with applying, reviewing and improving its quality mechanisms. Quality within Community Engagement inevitably rest primarily with the disciplines and their related professional councils which offer internships, clinic services and the like. The Research Office similarly has its own rigorous quality assurance system as regards research endeavour. 

But, accepting all this, the fact remains that quality assurance tends to be perceived as residing in the QPA office. At the school and discipline levels, quality is less likely to be regarded as an end in itself to be run as such by a discipline, as to being something imported and dealt with, as one might process examination results. It is not fully integrated as a way of life for individual academics. That said, examination boards review all pass rates on a semi-annual basis and interrogate those modules with too low (or too high) a pass rate.

Quality Enhancement Project 2015-2017

In 2015-2017, a drive was undertaken in the University to bring about enhancements in four Quality Enhancement Project focus areas. This resulted in the QEP I report, which focused on the themes of the generic roles of the academic as a teacher, the support offered to students, the nature of the learning environment and the management of courses, programmes and enrolment within the institution. The focus areas of QEP I were:

· Enhancing Academics as teachers
· Enhancing student support and development
· Enhancing the learning environment
· Enhancing course and programme enrolment

In 2016-2017, there followed a second-phase QEP II report, which emphasised the quality of the curriculum renewal and transformation being adopted at strategic institutional and operational programmatic levels. Phase II emanated thematically from the findings reported in QEP I. This was tabled at Senate on 15 November 2017. 

The QEP II agenda was understood contextually as a direct response to the nationwide student contestations in 2016 around access to Higher Education (as epitomised by the #FeesMustFall campaign) and the alienation within the institution and its programmes (the #RhodesMustFall campaign). These concerns were reported by student movements as perpetrated through systemic, institutional and curriculum practices. The QEP II report contributed to a systemic, comparative engagement across all national higher education institutions to set benchmarks and codes of good practice, especially for undergraduate provisioning. The report was also intended to contribute to policy development in Higher Education by sharing tools and resources for improving the student success rates, and, through systemic research inquiry, generating communities of practitioners and practices at institutional and national level.

The QEP II exercise constituted an opportunity to reflect on what was working well in promoting student success through curriculum interventions, what influenced the curriculum choices being made, and what future trajectories for planned action could be established at UKZN. The four focus areas were:

· Curriculum renewal and transformation  
· Diversity and inclusivity in curriculum  
· Curriculum development capacity and quality
· Participation in curriculum design and development

What emerged from these investigations was a picture of existing systems, practices and beliefs. The work and opinion of the evaluation has influenced thinking in the University on how the maintenance and the improvement of quality can be handled and approached. This has resulted in a more even and uniform system of regulation, evaluation and monitoring. Among its conclusions, the report commented: 

· The process of curriculum change was interpreted in varied ways across different disciplines/fields, with tendencies towards confirming existing paradigmatic boundaries within the “hard sciences” and, more likely, erasing boundaries within the social sciences. Explorations of curriculum alternatives, including transdisciplinarity, were nevertheless evident across both. 
· The tendency to understand curriculum change as a form of surveillance defeats the purpose of a responsive, evolving agenda for higher education studies. University structures should avoid over-prescribing uniform accountabilities across different sections of higher-education curriculum spaces. Over-regulating quality could have the unintended consequence of fostering complicit surface rather than deep curriculum change, providing semblances of rather than truly sustainable, innovative curriculum responsiveness. 
· Reflections about decolonisation of the University curriculum have raised questions about relevance and social-justice concerns, but have also examined whether new essentialisms and oversimplifications of the complexity of interconnectedness between multiple constituencies have been generated. Singular definitions (from all constituencies) should be resisted. 
· Curriculum transformation is likely to be a continued, lengthy process of building staff capacity, not just to ensure their readiness to apply for promotion, but also to service the agenda of institutional curriculum change. The tendency to resist rather than embrace the challenge of change is an ongoing staff development exercise 
· UKZN has foregrounded the efficiency rationale to address its changing demographic profile as a conscious agenda of social justice redress. However, an ever-expanding massification could derail this agenda if economies of scale are not carefully managed. The changing profile of both staff and students must address concurrently the building of capacity in teaching & learning, curriculum design, development & implementation, as well as research to develop, monitor and review a curriculum of both quality and relevance. 

Processes followed and achievements gained by Quality Promotion Assurance since 2003

The functions and operations of QPA and its achievements have been closely aligned. In its 18 years of existence the QPA section has accomplished the following:

(1)  Ensured that the University has a set of coherent and inter-related policies and procedures which speak to quality promotion within UKZN. A list of current policies relating directly to quality assurance and development are contained in Standard 5.

(2)   Established and administered a policy to ensure a regular and comprehensive system of student-course evaluation across all campuses. 
The Quality Promotion and Assurance section provides an independent University-wide platform for student feedback. This feedback provides an evidence-based means of assessing what needs improvement within teaching by individual academics and modules offered within the Schools. [LINK: Principles and Procedures for Student Feedback on Teaching Quality]. Student evaluations also provide academics, line mangers, academic leaders and Deans with a source of data for monitoring teaching quality, giving support, adjusting areas of weakness and rewarding excellence.
Student evaluation questionnaires
Senate-approved questionnaires are available to academics which can be used to gain feedback from students. As student feedback is a vital part of any educational process, the need to have a range of instruments that could gauge the different aspects of teaching within the University was realised. These instruments assist in gathering feedback from students which are an essential part of the quality enhancement cycle. This also provides evidence-based feedback that can be used for the University in assuring stakeholders that it strives to achieve its aims for teaching and learning and that it is engaged in continual enhancement. The student feedback questionnaires are as follows: -
1. Student Feedback questionnaire with core questions: This questionnaire assesses the lecturer, module assessment, practicals and tutorials (where applicable). As teaching and learning is a critical component in a number of performance and teaching development and support initiatives at the University, a university-wide generic questionnaire was designed. This questionnaire allows for modules rated by students to be given ratings that are aligned with the performance-management system (1-4) and the colour-coding “robot” system, ranging from blue (exceptional performance) to red (requires monitoring). This system enables prompt action to be taken where warranted and highlights areas of excellence where applicable.
1. The Postgraduate Supervision questionnaire: This questionnaire is designed for postgraduate students (Honours to Doctoral level) for research supervision. The purpose of this questionnaire is to gain feedback on research supervision and acts as one of the measures that should be considered to assess the quality of research supervision provided to students. The overall assessment of supervision by students is critical to Schools, Colleges and the University to determine the need, if any, for interventions or action, especially in view the ultimate impact of supervision quality, postgraduate enrolments, dropouts, throughputs and graduation rates.
1. Two Student Feedback Questionnaires on the Professional Practice module and Professional Practice supervisors: These questionnaires allow for modules with a professional service component to be evaluated by students. These questionnaires formalise and facilitate student feedback on an important additional area of teaching and learning, that of professional practice, and thereby providing additional institutional-level information on student evaluation of UKZN’s professional practice activities, as well as further supporting the promotion process of academics through independent QPA coordinated student feedback.
Administration of student evaluatiom
Student Feedback questionnaires can be administered either electronically via Moodle (learn2022.ukzn.ac.za) or paper based. Paper-based evaluations are sent to QPA for analysis of student responses, a report is generated and uploaded into the QPA student feedback reports site where academics can readily access relevant reports. QPA recommends that lecturers consider using Moodle evaluations over paper-based evaluations for convenience and efficiency. Reports for Moodle-based evaluations are generated almost immediately, so no delays are experienced in receiving reports. All reports can be downloaded at the time most convenient to the academics, line mangers, Academic Leaders and Deans. [LINK: https://qpareports.ukzn.ac.za/ ]. 

Figure 10: Manual process for generating Student Evaluation reports
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The manual system for student evaluations is detailed in Figure 1 and the process for system enhancements is detailed in Figure 2 below. When compared to the online system, the manual process has a longer turnaround period and requires added human resources, especially during peak periods towards the end of the semester when most modules are evaluated.
Student evaluation system enhancement
QPA strives continuously to improve its systems by constantly reviewing its processes based on feedback received from Schools and Colleges, both formally and informally, and incorporating results into systems improvement. Through consultation, QPA has embarked on a number of projects aimed at improving the efficiency and the effectiveness of the student-evaluation system. Ongoing engagements occur frequently with the Improvement and Development (IMPDEV) Unit, which resides within the Information and Technology Services Division team, for support and system enhancements, where required. The latest project is to source and procure a student-evaluation system that will cater to the needs of the University community. A proof of concept was developed and two vendors were assessed; Blue by Explorance offered all the features required by the University.
The feedback received from Schools and Colleges indicated that there are a number of concerning factors that detract from the usefulness of student feedback. The following concerns are currently being addressed through the various channels:
1) Student feedback has in recent years been linked to Performance Management. It has been reported that modules are being evaluated after each offering as opposed to evaluating modules in a cycle as determined by the School according to School needs. Obtaining student feedback has somewhat been seen as an exercise to obtain evidence for Performance Management rather than an opportunity to reflect on teaching quality.
2) At present, student feedback questionnaires are unable to cater for “exceptional” circumstances – for example, students in the MBCHB programme may have more than one tutor and lecturer, as well as a variety of learning activities as part of a module.
3) The standardisation of questions no longer allows lecturers to add questions they find useful and which may be module specific.
Figure 11: System Enhancement Process
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The system enhancement process has a number of bottlenecks that are mainly caused by the unavailability of the IMPDEV team in ICS staff due to the team’s University-wide commitments.
Student evaluation annual reports
QPA provides the University community with synthesis reports annually on modules evaluated. This is currently achieved through an annual report that summarises the status of 
modules at UKZN. This report requires data   from different sources to be assembled manually. This exercise is time consuming and can be simplified by using a system that can combine the data and allow information to be populated through dashboards. These will also then allow academics, Quality Consultants, and senior and executive leadership to interrogate the data at various levels.

[3] Reflection on how the student experience has been enhanced by UKZN’s quality management system

In classes which can number more than 1 000 students, there is a real danger of neglect, which in turn plays out in a drop of quality. Massification has tended to be the great unspoken in the world of university transformation. While the SRC is continuously attending to the needs of specific student problems and here are active staff-student liaison meetings, the overall picture can on occasions be lost in detail 

This said, it is an axiom that good teachers make for good students. The persistence of the quality management system at UKZN, where there is on-going monitoring of module teachings, regular student assessment of courses, regular reform of the modules themselves and more broadly, the qualifications themselves, all mean that the days of ageing, yellowing lecture notes are over. Transformation and quality have impacted directly for the benefit of students. They impact on such facets as language, increasing multi-platform learning mechanisms, curriculum reform, the increase in field trips and service learning and a gradual breakdown in the classic divide – chasm – which separates lecturer from students. Quality initiatives have equalled reform, which in turn has equalled a more up-to-date and relevant curriculum, augmented by modern technology.

(3)   Carried out specified research projects and surveys: Institutional research and benchmarking exercises relating to quality matters are conducted to provide feedback and improve systems and quality of provisions at the University.

Table 16: Quality Assurance and Development Research & Surveys Undertaken 

	Research and Surveys
	Date

	Graduate Opinion Survey
	Reports: 
2016-2021

	South African Engagement on Student Engagement
	Reports: 
2014-2017

	DHET Students Access to and Use of Learning Material
	Report: 2020

	CHE-USAf-UFS Staff Experience of and Perspectives on Teaching and Learning and its Future
	Report: 2021




(4)   Regularised and introduced a system of module and programme review and reform. All programmes offered by the University are aligned to the Higher Education Qualifications Framework, having been approved and accredited. In addition, in some instances further accreditation is ensured by professional bodies as required by statutory councils. 

All modules are subjected routinely to a comprehensive evaluation involving student, peer, self, and external examiner/moderator evaluations. See list of QPA policy and regulatory documents in Standard 5.

Table 17: QPA’s School, Unit and Department reviews

	Review School/Unit/Department
	College/Sector (School/Faculty)

	2019 = 3

	Risk Management Services (RMS) 
	Professional Services Sector

	Academic Monitoring and Support
	Teaching and Learning Portfolio

	Graduate School of Business & Master of Business Admin.
	Law & Management Studies (Desktop)

	2018 = 5

	Life and Environmental Stream (LES Stream) 
	Agriculture, Engineering and Science

	College Office 
	Agriculture, Engineering and Science

	Master of Public Health Programme. 
	Health Sciences

	M. of Health Sciences & Master of Pharmacy (online progs) 
	Health Sciences

	Criminology and Forensic Studies (Major)
	School of Applied Human Science  –  Humanities

	2017 = 9

	BSc M-stream (major) – Maths, Applied Maths, Statistics & Comp. Sc.
	Agriculture, Engineering and Science

	BSc M-stream (major): Physics, Chem., App. Chem. & Chem. Tech.
	Agriculture, Engineering and Science

	School of Health Sciences
	Health Sciences

	BA/BSoc Sc (Major) – Sociology
	Humanities

	BA/BSoc Sc (Major – Media and cultural studies
	Humanities

	Bachelor of Education
	Humanities

	BCom (Major) Economics
	Law and Management Studies

	BCom (Major) Finance
	Law and Management Studies

	Procurement
	Professional Services Sector

	2016 =7

	School of Engineering
	Agriculture, Engineering and Science

	College of Health Sciences Postgrad Professional Services
	Health Sciences

	 BSocSci (major) - Political Science
	Humanities (SSS)

	 BArts (major) – Philosophy
	Humanities (SRPC)

	BCom (major)  – Supply Chain Management
	Law and Management  Studies(SMIG)

	BCom (major) – Management 
	Law and Management Studies (SMIG)

	Maintenance Unit
	Support Sector

	2015 =8

	School of Life Sciences
	Agriculture, Engineering and Science

	School of Chemistry and Physics
	Agriculture, Engineering and Science

	B. Sport Sc.; BSS Hons (Exer. Sc.); BSS Hons (Recreation)
	Health Sciences

	School of Built Environment & Development Studies
	Humanities

	Health Economics & HIV/AIDS Research Div. (HEARD)
	Law and Management Studies

	Institute for Professional Legal Training (IPLT)
	Law and Management Studies

	Legal Services
	Support Sector

	Student Funding
	Support Sector

	2014 =7

	School of Agricultural, Earth and Environmental Sciences
	Agriculture, Engineering and Science

	School of Mathematics, Statistics and Computer Science 
	Agriculture, Engineering and Science

	Progs & service modules: Sch. of Lab. Med. & Med. Sc.
	Health Sciences

	Discipline of Music
	Humanities

	School of Management, IT & Governance
	Law and Management Studies

	School of Accounting, Economics & Finance
	Law and Management Studies

	University Ethics Committee 
	Support Sector

	2013 =19

	Science Access Programmes 
	Agriculture, Engineering and Science

	Bachelor of Social Science Honours in Philosophy
	Humanities

	Bachelor of Education Honours in Language and Media Studies
	Humanities

	Bachelor of Social Science Honours in Political Science
	Humanities

	Bachelor of Social Science Honours in Community Resources
	Humanities

	Bachelor of Arts Honours in Historical Studies
	Humanities

	Bachelor of Arts Honours in Psychology
	Humanities

	Bachelor of Arts Honours in isiZulu
	Humanities

	Bachelor of Arts Honours in English Studies
	Humanities

	Bachelor of Arts Honours in Classics
	Humanities

	Centre for African Literary Studies
	Humanities

	Elizabeth Sneddon Theatre
	Humanities

	Hexagon Theatre
	Humanities

	Centre for Creative Arts and Theatres
	Humanities

	Psychology Masters Programmes
	Humanities

	School of Law
	Law and Management Studies

	Graduate School of Business and Leadership
	Law and Management Studies

	Student Academic Administration
	Support Sector

	Academic Monitoring and Support Evaluation
	Institution-wide

	2012 =6

	Discipline of Architecture
	Humanities

	Discipline of Social Work
	Humanities

	Accounting Programmes
	Law and Management Studies

	Student Residence Affairs
	Support Sector

	Quality Promotion and Assurance
	Support Sector

	Risk Management
	Support Sector

	2011 =5

	School of Physiology, Sport Science & Optometry
	Health Sciences

	Discipline of Criminology
	Humanities

	School of Management: Self-Funded Programmes
	Law and Management Studies

	Libraries
	Support Sector

	Academic Monitoring and Support Evaluation
	Institution-wide

	2010 =4

	Workshops: Mech. Insts & Elect.; Glassblowing & Central Academic
	Agriculture, Engineering and Science

	Department of Paediatrics and Child Health
	Health Sciences

	Sch. of Audiology, Occ. Therapy & Speech-Language Path.
	Health Sciences

	School of Development Studies
	Humanities

	2009 =5

	Electron Microscope Unit – Centre for Electron Microscopy
	Agriculture, Engineering and Science

	School of Pharmacy
	Health Sciences

	School of Anthropology, Gender and Historical Studies
	Humanities

	Management Studies Education Unit
	Law and Management Studies

	Graduate School of Business
	Law and Management Studies

	2008 =7

	School of Environmental Sciences 
	Agriculture, Engineering and Science

	MSc Eng. (Power & Energy Systems) Prog. & HDVC cen.
	Agriculture, Engineering and Science

	School of Bioresources Engineering and Environmental Hydrology
	Agriculture, Engineering and Science

	School of Mathematical Sciences
	Agriculture, Engineering and Science

	Department of General Surgery
	Health Sciences 

	School of Nursing
	Health Sciences

	School of Literary Studies, Media and Creative Arts
	Humanities

	2007 =7

	School of Chemical Engineering
	Agriculture, Engineering and Science

	School of Computer Science
	Agriculture, Engineering and Science

	School of Electrical, Electronic and Computer Engineering
	Agriculture, Engineering and Science

	School of Medical Sciences 
	Health Sciences 

	School of Religion and Theology
	Humanities

	School of Management Studies
	Law and Management Studies

	Faculty of Law
	Law and Management Studies

	2006 =5

	School of Statistics and Actuarial Science
	Agriculture, Engineering and Science

	School of Agricultural Sciences and Agribusiness
	Agriculture, Engineering and Science.

	School of Sociology and Social Studies
	Humanities

	School of Economics and Finance
	Law and Management Studies

	School of Information Systems and Technology
	Law and Management Studies

	2005 =5

	Science Foundation Programme
	Agriculture, Engineering and Science

	Science Extended Curr. & Science Foundation Programme
	Agriculture, Engineering and Science

	School of Accounting
	Law and Management Studies

	School of Public Administration
	Law and Management Studies

	Health Economics and HIV/Aids Research Division 
	Faculty of Management Studies

	2004 =4

	Open Learning at UKZN
	Faculty of Management Studies

	Leadership Centre
	Faculty of Management Studies

	Unit for Continuing Education
	 

	Centre for Entrepreneurship
	Faculty of Management Studies




(5)   Commenced and administered a regular system of Academic and Professional Services review evaluations. 

Table 18: Programmes and Majors Externally Reviewed, 2016-2018
	
	Review School/Unit/Department
	College/Sector (School/Faculty)

	2018

	Life and Environmental Stream (LES Stream) 
	Agriculture, Engineering and Science

	Master of Public Health Programme. 
	Health Sciences

	Master of Health Sciences and Master of Pharmacy (two online programmes) 
	Health Sciences

	Criminology and Forensic Studies (Major)
	Humanities – School of Applied Human Science 

	2017

	BSc M-stream (major) – Mathematics, Applied Mathematics, Statistics & Computer Science
	Agriculture, Engineering and Science

	BSc M-stream (major) – Physics, Chemistry, Applied Chemistry & Chemical Technology
	Agriculture, Engineering and Science

	BA/BSoc Sc (Major) - Sociology
	Humanities

	BA/BSoc Sc (Major – Media and cultural studies
	Humanities

	Bachelor of Education
	Humanities

	BCom (Major) Economics
	Law and Management Studies

	BCom (Major) Finance
	Law and Management Studies

	2016

	BSocSci (major) – Political Science
	Humanities (SSS)

	BArts (major) – Philosophy
	Humanities (SRPC)

	BCom (major) – Supply Chain Management
	Law and Management  Studies (SMIG)

	BCom (major) – Management 
	Law and Management Studies (SMIG)



[4] Reflection on the success of the Qualty Promotion Assurance system in evaluating sections within UKZN

The list of no fewer than 108 units, centres and schools which the Quality Promotion and Assurance (QPA) section has ensured were fully evaluated is testimony to the section’s continuing efforts on behalf of the university. This is both a direct and real move to ensure quality is maintained and advanced and also impacts on other sections, which knowing they will in the future be assessed, are incentivised to prepare in advance and thus instigate meaningful self-assessment and reform. 

The evaluation of a section is a time-consuming matter as terms of reference have to be drawn up and agreed upon, a self-evaluation report researched and written, a panel, including external experts, appointed, meetings convened and minutes kept. Then QPA must ensure a report is produced timeously. QPA must also then ensure that the key recommendations in the evaluation report are fully addressed and that these outcomes are presented and approved at College level. 

The QPA are not advocates but rather facilitators and arbitrators of work undertaken, which means that they are not a contentious entity in the eyes of the section being evaluated. A comment also needs to be made in relation to this last point. The QPA does not approach these evaluations in a ‘big brother’ style. The approach taken is one of partnership and collegiality. This in turn leads to a fairer and more balanced approach and thus to a more nuanced and useful report being produced. The factors impact positively on the advance of quality in the section under review.

Operational matters

Reviews are undertaken at least every five years to evaluate schools and support departments, programmes or processes (such as admissions). Systems, structures or functions must be reviewed when identified as posing any risks for the institution. Reviews are conducted to evaluate the effectiveness of internal quality management system for assuring, supporting, developing and monitoring the quality of service delivery at the University. These are linked to trends at a national level through the Higher Education Quality Committee to make the institution more accountable for its internal quality management systems. The academic review is a key component of the University’s response to HEQC requirements for managing quality. The reviews are in keeping with the University’s commitment to a developmental approach to quality improvement and accountability. The primary purpose of reviews is to facilitate systematic and continuous quality-development and improvement in units and to enhance its capacity to plan, act, observe, reflect and report on quality-related objectives and achievements. Reviews entail:

· Creation of a Review Panel
· Self-Evaluation Report written by the section under review
· Review site visit including interviews
· Writing of the report
· Ensuring review recommendations are implemented

Performance management as a quality issue

The University has an annual performance management system for its staff. This is designed not only to ensure ‘the job is done’ but also to direct academic staff along a career progression as specified in the promotions mechanism within the academic section [LINK: Policy on Academic Appointments and Academic Promotion] There is also, through an Integrated Talent Management system, a process existing of identifying, attracting, nurturing and retaining talent in the University, whereby staff are encouraged to advance within the institution. [LINK: Integrated Talent Management Policy and Guidelines]  

In the support sector the situation was until a few years ago, that promotion could be gained only if a vacancy arose and the staff member successfully applied. The University then introduced in 2019 a system referred to as BroadBanding. This permitted an assessment to be made of the work undertaken in a particular position with the prospect of it being upgraded, thus providing a promotion for the incumbent. However, while the policy still exists, it is on hold due to institutional financial pressures. The policy also applies only to selected job families.  

The performance management system is based on a key performance indicator premise which is based on both Senate norms as benchmarks along with specific goals agreed between employee and line manager at the beginning of each year. The staff member and line manager have to undertake a two-way exchange on the matter with hopefully an agreed outcome. There is subsequently a College-wide moderation meeting composed of a chair (usually a DVC or College HR manager; a Human Relations development officer; Deans, relevant line managers and a staff Trade Union representative as an observer). 

At the leadership level there are various performance management measures, including for members of the Executive Management Committee (EMC), overseen by Human Resources. Outcomes are reviewed by the Council REMCO subcommittee, which is chaired by the Deputy Chair of Council. The performance management and talent management of Deans and Directors is undertaken by DVCs and Executive Directors. In addition, there is a Performance Moderating Committee and an Individual Talent Review Committee which moderate the performance ratings of staff and their talent management positioning, including leadership under EMC level. [LINK: Performance Moderation and Individual Talent Review Process Guidelines]. 

The Line of Sight evaluation process aims to align individual performance with institutional performance. Employee performance scores are based not only on individual contribution but also how one’s school, college and University performed. The current performance-management system is very individualistic and usually performance scores of individual employees do not reflect University, college or school performances, and vice versa. Line of sight was identified as the new approach to better align the PM with the strategic plan and its indicators. It has been piloted in two colleges; Agriculture, Engineering and Sciences and Health Sciences. It is hoped to extend this across all colleges in 2022. 

[5] Reflection on the success of the UKZN performance management system as a quality indicator

The performance management system is a work in progress. There is a feeling among many academics that the model adopted requires re-evaluating and adapting. It needs to be nuanced more to the academic environment and to the realities on the ground. For example, the role of leadership, especially at the Academic Leadership level, and indeed for module coordination, is problematic. The workload framework tends to be a one-size fits all model and there are major problems regarding evaluation weighting and multi-choice grading. 

Then there is the issue of how Community Engagement is to be assessed and weighted. This is more straight forward in some structured qualifications but is a grey area in others. The invidious position in which some leaders are placed can create either a climate of compromise or of low-grade conflict. All of this impinges on assessment of the quality of output for which an individual is rated.

Quality management in the Research sphere

Each school in the University has its own Academic Leader for Research who chairs the school’s Research and Higher Degrees Committee. The purpose of this committee is to process research-related matters from both staff and students and to undertake quality assurance of any research, including that undertaken by research students, emanating from the school. Each College has its own Dean of Research, but as with the Dean of Teaching and Learning, there is no direct-line management function to the discipline’s cross-cutting Academic Leader. 

In terms of research, the University has a dual system. Postgraduate dissertations/theses at Masters and Doctoral level are administered and managed within the Schools and Colleges. The school initiates, through its Research and Higher Degrees Committee, the administrative system of appointing examiners and subsequently processing dissertations/theses for examination. The logistics of despatching dissertations/theses and the processing of examination results are a matter for the College Research Office, under the College Dean of Research. [LINKS: Recommended examination policies and procedures for PhD degrees and Recommended examination policies and procedures for Masters degrees]

In terms of processing and monitoring research outputs and ethical approval processes, the University is now fully online through its Research Information Gateway, or RIG system (http://research.ukzn.ac.za/Homepage.aspx). In the case of publications, this provides the University Research Office with information that it can assist in focusing on both quantity and the nature of research undertaken, and also tracks quality through citations generated and top-rated academic journals in which staff publish. 

For both publications and research dissertations/theses output, the University has an incentive system for authors and supervisors, through Performance Units (PUs). Recently there has been a transition from driving quantity to quality. PUs are awarded for each graduating research Masters and PhD student who an incentive given for those who graduate within the required minimum time, as well as for academics who publish peer-reviewed articles from an approved list of accredited journals; conference proceedings; chapters in scholarly books; edited books; and authored scholarly books. [LINK: Policy on developing, retaining and rewarding researchers] Articles published in high-impact journals are commensurately rewarded. 

As regards research ethics processes, the University has three committees:

· Animal Research Ethics Committee (AREC)
· Biomedical Research Ethics Committee (BREC)
· Humanities and Social Sciences Research Ethics Committee (HSSREC)

These are nationally accredited and internationally recognised. The University’s RIG system permits tracking by academic researchers, supervisors and research students of the status of an application throughout its lifecycle, including any amendments and any recertification. The RIG system also permits the University to examine where there are delays and backlogs, since the status log records every action during the workflow process. 

Currently the University is discussing the importance of a Research Integrity Office to ensure full compliance since the University does not have a comprehensive system that would highlight research being undertaken without ethical approval. In the instances where this has been brought to the attention of the University Research Office, the office picked it up via reports of unethical conduct or when students submit dissertations/theses for examination. Many schools, however, do check that ethical approval has been granted when a dissertation/thesis is initially submitted for examination.

The University Research Office reports quarterly on research output through publications, matters relating to ethics, and statutory grants and contracts to the University Research Ethics Committee (UREC). These reports include cumulative and trend analyses. The University’s Legal Services section reviews all grants and contracts, including consultancy-based grants.

For publications, all journal articles submitted to the Department of Higher Education and Training (DHET) are audited annually as per the DHET requirement. The University Research Office website has details of those recognised lists of accredited journals recognised by DHET. These lists include: DHET; DOAJ; IBSS; ISI WoS; Norwegian List; SciELO SA; and Scopus.

Other submissions, such as books and conference proceedings, are screened prior to DHET submission. This screening is undertaken first at College level and subsequently at University level. Both committees include academic representatives. Furthermore, and external to the University, national DHET panels review all non-journal submissions. Final decisions are made by DHET either to accept or reject these. 

This process is linked to the research subsidies provided by DHET based on Author Units (AUs). Outcomes of this process have been dramatic. Internally the University runs a reward-bearing Productivity Unit (PU) system for recognised and accredited peer-reviewed books (up to 600 PUs), chapters in books (60 PUs), conference proceedings and articles (60PUs). R300 is currently the value per PU, payable into the researcher’s incentive research code to be spent on matters relating to research and teaching and learning. Figures 12 and 13 illustrate the success of this policy in raising UKZN to become one of the foremost research universities in South Africa. 





Figure 12: Total Annual PUs 2004 to 2020



Figure 13: Productivity Units according to Colleges



As well as its output in recognised scientific publications, the quality and extent of UKZN’s research output may be gauged by the extent and value of international research-related contacts signed within the academic sector. In 2021 these numbered 74: 41 in Health Sciences (including Medical School); 19 in Agricultural, Engineering and Science; 8 in Humanities and 6 in Law and Management Studies. The value of these contracts was R98 million, comprising 49 under R1 million; 8 over R1 million; 8 over 8 million; 4 over R3 million; 1 over R4 million; and 5 between R5 million and R22 million. [LINK: International Funded Contract Register (2021)]

As illustrated in Figure 14, a further indication regarding quality in research is the cohort of NRF-rated scientist at UKZN. In October 2021these numbered 306 in total: 8 A-rated; 42 B-rated; 217 C-rated; 38 Y-rated; and 1 P-rated.

Figure 14:  of NRF-rated scientist at UKZN in 2021

[image: ]

The University Research Office is currently undertaking a research policy landscape audit with a view to identifying inconsistencies, gaps and any possible use of unapproved/ out-dated policies and procedures. 

[6] Reflection on the success of the quality management system in the Research sphere

The decision by the university to advance along the path of international rating and in particular to enter the league of top South African research universities necessitated placing quality research above numerical ‘bean-counting’. The university achievement of being in the top five South African research universities indicates that this trajectory has been appropriate. Through its ethical clearance mechanism, the University has laid down a particularly rigorous quality mechanism both for student research qualifications and for staff research output. It should be noted that research Masters and Doctorates fall under the Research Division. 

The process of proposal acceptances, annual progress reporting, and dissertation/thesis examination are all dealt with in the division’s detailed policies and guidelines. Incentivising research related output, whether successful completion of research degrees with prescribed timelines or the publication of quality peer-reviewed edited and sole-authored books, chapters in books, articles, and conference proceedings, as well as registered patents, has served as a boost to quality enhancement and progression at UKZN. As well as publication in accredited journals, there is a bonus system for publishing in high-impact scholarly periodicals. In the same respect, supervisors of research students who graduate in a minimum time-frame receive an additional Production Unit reward.  

Quality management in Community Engagement

Community Engagement at UKZN is encompassed in its 2017-2021 Strategic Plan Goal 3. This speaks of quality management in the community-engagement sphere and of the need for the University to promote high-impact societal and stakeholder community engagement. It also featured as Goal 2 in the 2007-2016 Strategic Plan. At various times documents on community engagement were produced [LINK: Framework for the recognition of responsible Community Engagement at UKZN; and Professor N.M. Mazibuko draft proposal document]. One of these emanated from a Community Engagement conference in 2009 and contained an appendix draft Community Engagement policy. However, no Community Engagement policy yet exists for the University, which clearly is an omission. There are also no Deans of Community Engagement, although Academic Leaders with this remit do exist within some schools. 

In the past, Community Engagement or Civic Engagement has been both divergent and uneven, and has followed mainly traditional lines being undertaken mainly in such spheres as internships and placements for applied disciplines in the Health Sciences, Psychology and Social Work. Clinics which service communities exist in Law, Optometry and Psychology. Both staff and student research fieldwork projects have frequently involved civil society both directly and indirectly, and the University has regulations relating to how such interaction should be handled, with consent forms to be completed and research shared with the communities involved. Staff members have frequently been involved in civic-society organisations, NGOs and pressure groups. Agriculture has for many years been actively and extensively involved in assisting disadvantaged rural communities.[LINK: Guest, Agricultural studies in Pietermaritzburg, 1934-2009] Service learning also developed with external collaboration and partnerships. In a discussion document dated 2005, Professor Dhiru Soni, then an Executive Director for Community Engagement, identified a representative 326 community projects involving 196 staff members  

Today Community Engagement is an integral part of an academic’s annual performance evaluation, through their KPAs. Community Engagement, both in the teaching sphere and in research, is now an important component in consideration of both the appointment selection and the promotion of academics. Community Engagement has become the third pillar of scholarship alongside Teaching and Learning and Research. The importance is recognised of the impact of academics on broader society, through the translation of their work, and the work of their students into practical applications that benefit society. This can be through direct influence on policy or implementation of services which improve human welfare or quality of life, or through indirect influences where their work is taken up by others for similar purpose. 
[LINK: PROMOTIONS GUIDELINES] 

New developments in Community Engagement

In the College of Humanities, for example, Academic Leaders in Community Engagement exist in the Schools of Applied Human Sciences, Built Environment and Development Studies, Education, Social Sciences; and Religion, Classics and Philosophy. These Academic Leaders started meeting in August 2020 with the support of the Deputy Vice-Chancellor, Professor Mkhize and School Deans. This initiative was founded with the view to sharing work and experiences of Community Engagement within the respective schools. It was also envisaged that they could plan and implement collaborative activities and strategies for Community Engagement in the context of COVID-19 lockdown regulations and University remote teaching, as well as during post COVID-19 times. In April 2021 the group produced a draft College of Humanities Community Engagement Strategic Plan. [LINKS to two documents: Draft proposal for Humanities and PowerPoint presentation] 

Currently Professor Relebohile Moletsane, with a postdoctoral fellow, is in the planning phase of conducting an audit of Community Engagement at UKZN. The Vice Chancellor has requested a review of existing policies which touch on or are relevant to Community Engagement, so part of the task will be to develop for the University a policy and strategic plan for Community Engagement or Civic Engagement. It is expected that this will be completed in the course of 2022.   

The Corporate Relations section is responsible for showcasing Community Outreach Programmes undertaken at UKZN through the University’s digital Community Outreach website [https://communityengagement.ukzn.ac.za/]; the weekly NdabaOnline newsletter  [https://ukzn.ac.za/media-publications-reports/ukzn-ndabaonline/]; and the UKZNTouch Alumni Publication  [https://ukzn.ac.za/media-publications-reports/ntouch/]. 

Projects are undertaken by staff, students and alumni with initiatives spread across the University’s four Colleges, various Schools, Teaching and Learning, Research, UKZN Foundation and community outreach centres. The stories and photographs, submitted by the College Public Relations Offices, staff, alumni, student organisations and private organisations graphically show the work being done in the fields of Education, Science, Arts, Health, Society, Food Security, the Environment, Sports, Student Initiatives as well as ‘67 Minutes’ on Mandela Day.

While the digital Community Outreach publication which started in 2018 does not showcase all the community engagement initiatives for the year, it is aimed at selectively showcasing some of the projects underway at UKZN.  The rest of the projects are showcased through the weekly NdabaOnline. Previous printed copies of the University’s Community Outreach publications, with the last one published in 2017, are available online [https://ukzn.ac.za/media-publications-reports/community-outreach/] 

7] Reflection on the success of the quality management system in the Community Engagement sphere

This is work in progress. The approval of a Community Engagement policy will greatly assist existing but fragmentary policies which speak to the form of Community Engagement and also to its quality. It is true that thanks to regulatory agreements with external professional discipline bodies, quality matters in relation to internships, service learning and services provided to the public in clinics are already in place and are rigorously applied and assessed in regular professional accreditation reviews. 

What is lacking relates primarily to those disciplines which traditionally sheltered behind the ivory tower walls and did not have a Community Engagement element. It is true that quality assurance and promotion matters appertaining directly to Teaching and Learning and to Research do cover much of which is carried on in the Community Engagement sphere. 

The rights and responsibilities of academics and students who encounter members of the public in their line of duty are spelt out. But what is still needed is a holistic assessment of what is required as regards quality assurance and promotion in external engagement. This matter is, however, receiving meaningful attention and the fact that it is recognised as an omission is in itself an important step towards rectifying the situation.

Policy review and updates 
Quality is not fixed but constantly has to adapt to changing circumstances and prevailing conditions. As will be seen elsewhere, the advent of COVID-19 and the retreat from campus life has necessitated an overnight transition from a face-to-face to an on-line and digital learning scenario. Quality requirements for the former are not necessarily fully applicable to the latter. But even leaving aside this unforeseen and dramatic development, in normal circumstances the policies which underpin the direction which the University set itself in its Vision, Mission and Goals are systematically reviewed on a five-year basis: all regulatory documents must be reviewed at least every five years. The Office of the Registrar is responsible for notifying the custodian of the need to review the regulatory document at least three months in advance of the review date. The custodian of the document is responsible for taking the document through the review and approval processes which mirror those of the initial approval. [LINK: Policy on the naming and approval of regulatory documents] However, it should be noted that due to the relative frequency of structural reform since the merger in 2003, some policies are permitted to continue pending revision.

[8] Reflection on whether the quality management system is adequately resourced

Quality promotion is essentially a process, and processes are integral to maintaining and promoting desired outcomes in an institution. But in a university invariably processes serve multiple purposes, therefore it is very difficult to place a figure on how much UKZN expends on its drive for quality assurance and promotion. This is largely because quality is an integral part of the spheres of Teaching and Learning, Research, Community Engagement, Professional Services, academic advancement and others making it near-impossible to quantify resource allocation accurately. 

The specific Quality Promotion and Assurance office is under the Deputy Vice-Chancellor for Teaching and Learning and has a staff of one director; five quality consultants (for the four colleges and for Professional Services); a student evaluation co-ordinator and assistant; and two administrative officers. That makes a total of ten permanent employees. That number needs to be set against the volume of work undertaken: section reviews, module and qualification reviews, involvement in promotion evaluation, the running and evaluation of student evaluation for 40 000 students and so forth. It is a gigantic task for such a small team, although it is a portfolio tilted towards several traditional quality promotion specifics. 

As the nature and scope of quality expands to become mainline throughout all aspects of university life, it is unreasonable to expect such a small section to control a rapidly expanding sphere. There is, therefore, something to be said for the nature, scope and structure of quality assurance and promotion at UKZN to be assessed in the light of changed circumstances and this expanded horizon.  
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