Assessing and Promoting Organizational Excellence

Colleges and universities are confronted by a number of pressing challenges today.  Among these:

1. Meeting increasing demands, often with few additional resources 

On campuses across the country, academic and administrative units alike find themselves in situations where they want and need to increase the quality, effectiveness and productivity of programs and services.  More often than not, the challenge is to respond to these heightened expectations without additional resources. 

2. Responding constructively to external critiques from a variety of constituencies
The voices of critics of higher education have grown louder in the past decade, and there is no reason to believe this trend will reverse itself.  While U.S. higher education is acknowledged as the best in the world in terms of academic excellence, concerns about service excellence and organizational excellence are pervasive.  Critics focus on what they regard as deficiencies in the way colleges and universities deliver services and the manner in which they relate to the many external stakeholders they serve, among them present and potential students, parents/families, potential employers, alumni, contributors, communities, and the public. 

3. Bridging the gap that often exists between the academic and administrative cultures on campus 

Faculty members, administrative and support personnel typically have quite different training, roles and responsibilities.  As a consequence, these groups often evolve their own cultures – cultures which have a tendency to emphasize the value and achievements of their own members, while not recognizing the full range of contributions of other groups. 

4. Thinking more broadly about education units and institutions as organizations 

Are schools of education, law, communication, liberal arts and business each wholly unique?  Is a human resources department completely different from a department of research services, computer services or admissions?  There are, of course, major differences in the content of their programs and services.  At a more generic level of analysis, however, all of these units are organizations and, as such, have much in common.  The absence of more generalized concepts for thinking about higher education units and institutions greatly limits the extent to which similarities and parallels can be identified, and insights and expertise shared. 

5. Learning from the effective practices of other educational institutions, and from organizations in other sectors – healthcare, business and government 

Colleges and universities are often seen as distinctive institutions.  Certainly, in terms of academics, our institutions do occupy a very special role within society.  However, many administrative, service and support functions have parallels and analogs in healthcare, government and business.  Moreover, some organizations in these sectors also engage in research, instruction and public service activities.  To the extent that higher education institutions are able to identify and explore these similarities, learning from the experiences of other sectors becomes a possibility. 

6. Adopting the philosophy of  – and day-to-day commitment to  – continuous improvement 

Higher education has long been committed to quality in its endeavors.  However, the rate of improvement in programs and services can be quite slow.  In the quest for the ideal, less-than-perfect solutions are often dismissed, and as a result continuous improvement may not occur.  Experience teaches us that extensive analysis and dialogue can certainly lead to insight, quality and innovation; they can also lead to organizational paralysis. 

7. Expanding the base of capable and committed leaders on every campus 

Leadership at all levels is needed in academic and administrative areas.  Leadership development is not the priority in higher education that it has been in some other sectors.  The assumption has been that leadership and managerial capabilities would emerge and develop naturally among those who have excelled in academic or technical areas.  While this approach has provided some excellent leaders, most agree that more formal attention to leadership development would be beneficial.   

8. Responding appropriately and proactively to pressure for accountability and performance measurement 

Within most colleges and universities demands for greater accountability are growing.  In many public institutions, these pressures are in response to new budget allocation systems that link dollars with performance; in other institutions, and units within, demands for accountability derive from institutional efforts to assure that resources are used to encourage and appropriately reward higher levels of productivity. 

9. Having systematic and integrated approaches to assessment, planning and implementation 

While most colleges and universities are quite sophisticated in the academic assessment, planning and implementation, less effort has typically gone into the assessment and planning in service and organizational areas.  Few assessment and planning models accommodate the full range of academic, service and administrative units that comprise a higher education institution. 

The Excellence in Higher Education framework—a higher education adaptation of the Malcolm Baldrige model was developed to help address these challenges.  Work on the Excellence in Higher Education 2000: A Baldrige-Based Guide to Organizational Assessment, Planning and Improvement initiative began in 1993.  The goal was to develop an organizational quality assessment framework to meet the special needs of higher education, and particularly colleges and universities in which teaching, research and public ser​vice are all components of the institutional mission. 

The present version of the EHE criteria and methodology has undergone a number of revisions based on comments from administrators, faculty and staff.  The program, developed at Rutgers, has been used for assessment, planning and improvement at roughly 40 administrative and academic departments at Rutgers, Berkeley, Wisconsin, SUNY-Buffalo, San Diego, Penn, California State–Fullerton, Howard and other colleges and universities.  This proposal will make the EHE program available to schools in the Mid-Atlantic region.  

Background.  Developed at Rutgers, The State University of New Jersey, The Excellence in Higher Education Baldrige-based1 self-assessment model emphasizes a focus on approaches, implementation strategies, and outcomes that translate readily into strategic plans with clearly identified improvement priorities, goals and action steps.  Additionally, the model has proven effective in encouraging cross-

departmental and cross-institutional strategies for heightening awareness of common issues, raising standards and expectations of performance, and facilitating communication and collaboration among, between and within universities based on a common understanding of key values and concepts. 

Paralleling the Baldrige model on which it is based, EHE consists of seven categories(Leadership, Strategic Planning, Stakeholder Focus, Information and Analysis, Faculty/Staff Focus, Process Effectiveness, and Excellence Levels and Trends. Collectively, the categories and the many interactions among them, define a systems framework that can be used to conceptualize and analyze the workings, effectiveness, strengths, and improvement needs of a higher education department, program or institution.  

Our intent is to build on the success and recognized value of the model, and to share our expertise by providing a series of overview and intensive two-day workshops to faculty and administrators within our partner institutions.  These sessions will provide an opportunity to train faculty and staff in the use of the model within their own academic and administrative units, and will provide the foundation on which to build web-based and distance education capabilities to further its availability.  

_________________________________________________

1Malcolm Baldrige National Quality Award Program (MBNQA) was established in 1987 by Congress through passage of Public Law 100-107.  Named after Secretary of Commerce Malcolm Baldrige, who served from 1981 until his death in 1987, the intent of the MBNQA program was to promote U.S. business effectiveness for the advancement of the national economy (NIST, 2000). The Baldrige framework sets forth guidelines for organizational excellence.  Collectively, these standards create a profile of organizational excellence against which any organization can be assessed or compared.  

Promoting Organizational Excellence
Project Objectives:

· Provide training opportunities

· Utilize existing technologies and distance education to build a highly collaborative institute

· Strengthen internal networks
Proposal Outcomes:

PHASE I (January 2001-June 2001)
· Conduct EHE overview sessions at each of the 9 MAC-LINC partner institutions
· Identify faculty and staff at each institution interested in being trained in the EHE model so that they can serve as institutional leaders for the program
· Identify academic and or administrative departments at each of the 9 MAC-LINC partner institutions and conduct two-day EHE assessment programs, providing “internship” opportunities for the individuals who will serve institutional leaders for the program
· Conduct two-day self assessment workshop for each participant organization 
· Work with institutions to develop project implementation plans 
PHASE II  July 2001-December 2001)

· Design distance education training workshop, including case studies for use in each institution

· Train faculty and staff from partner institutions in workshop delivery 

PHASE III  (January 2001-June 2002)

· Measure effectiveness of model in promoting organizational change in partner institutions

· Measure effectiveness of EHE as model of diffusion of a tool that can be exported to other educational institutions

· Host a regional conference to assess, refine and expand the EHE/Baldrige approach within the region

· Develop monograph(s) describing the project and reporting results

· Share innovations resulting from process via Academic Leadership web sites
BUDGET

· Personnel

· Student support

 



                      $19,000

· Clerical Support                                 



           $5,000

· Travel








           $9,000


· Supplies, computer services





                        $6,500


· Workshop materials*

                    



           $4,500

                                                                                                                           Total:       $44,000

Anticipated Funds:

· Kellogg Grant
 
                    



                       $20,000

· Matching funds



         



          $24,000










     Total:        $44,000

*No royalties will be earned. 
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