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PERFORMANCE INDICATORS AND THE
MANAGEMENT OF QUALITY IN EDUCATION

ABSTRACT

This paper deals with a range of issues which impact upon the use of
performance indicators in managing the quality of education. It commences by
discussing measurement issues and the purposes for having performance
hidicaters. These purposes are then linked to recent change in the management of
public sector organimions. The major elements of this change have been the
development of strategies for the management of change itself and the changing role
of the public sectoi. In particular, the recent move to increase substantially the level
of devolution of both authority and responsibility in public sector education
organisations is discussed. Performance indicators are necessitated by the move
towards the greater use of strategic planning, strategic management and the need to
evaluate and review the progress of systems toward the achievement of stated
goals.

Issues of review and evaluation in public sector education systems are discussed
in the light of a convergence of theoretical frameworks from two quite different
perspectives: the assurance of quality, and organisational perspectives of education
systems as multi-level systems.

The role of monitoring is linked directly to the emergence of an emphasis on
auditing. Audit, review, and evaluation at system level are discussed in the context
of the assessment of effectiveness, efficiency, and quality assurance. The multi-
level nature of education systems gives rise to particular roles for review and
evaluation at the various levels in the system.

Organisational development and accountability are discussed in the light of the
management of quality within organisational units and across the system.
Accountability and development are viewed as complementary characteristics of a
particular perspective of quality. The shift from previous hierarchical
administrative models of management to devolved systems which have a markedly
different control structure leads to a greater emphasis on audit in order to ensure
accountability. Indicators are discussed in terms of their role in assessing
performance and practice against quality standards.

The issues raised in the paper are discussed in the context of the emerging
system of quality management and review in the South Australian Education
Department.
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PERFORMANCE INDICATORS AND THE MANAGEMENT
OF QUALITY IN EDUCATION

INTRODUCTION

This paper discusses the role of performance indicators in the management of
quality in state education systems. A substantial re-organisation and re-orientation
of public sector organisations in Australia has been underway for some time and
continues unabated. The shift over the last half decade towards the devolution of
authority and responsibility to lower levels within such organisations has been
driven by two key imperatives: budget considerations and the need to achieve
greater efficiency and effectiveness; and the need to achieve greater responsiveness
both to policy development at the government level and to client and public
demands.

Performance indicators have been an integral part of the development of systems
required in response to these changes, particularly in relation to strategic
management and issues of quality assurance. Performance indicators are discussed
below in the context of a convergence of theoretical perspectives on quality
management in large scale organisations and multi-level organisational perspectives
of education systems.

The increased visibility and importance of monitoring and audit activity, in
conjunction with review and evaluation, due to the mduced formal control exercised
by bureaucratic mechanisms, as systems devolve has provided a particularly
important role for performance indicators.

The development of operational units for the effective and efficient delivery of
the programs has also proved to be an emergent issue. Again this provides a nexus
for the role of performance indicators in assuring program quality.

The paper is divided into the following sections: background issues on
performance indicators; recent changes in public sector management; a convergence
of frameworks between quality management perspectives and organisational
perspectives of education systems; the role of monitoring, audit, review and
evaluation; the development and accountability of operational units; and the
management of quality. The paper concludes with a brief case study of the way in
which these issues are being addressed and emergent developments in the South
Australian Education Department.
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Performance indicators and the management of quality in education 2

PWORMANCE INDICATORS

Measurement issues

Performance indicators in public service organisations are an integral part of
wider information systems. These information systems include text information in
addition to quantifiable information, some of which is in the form of performance
indicators.

The term indicator begs the referent, since an indicator is an indicator of
something in particular. This distinguishes indicators from the general realm of
quantifiable or statistical information in that the meaning of a particular indicator
derives from the ontological framework in which it is placed. Indicator information
is a measure of the quality or quantity of a particular thing. Measurement in this
sense may refer to no more than the existence of a characteristic of inputs,
processes or outputs.

In terms of measurement, performance indicators may be measured by nominal,
ordinal, interval or ratio scales. A nominal measure is one which merely
distinguishes between properties or qualities. For example, three alternative
qualitative outcomes of a particular event The nominal property of this measure
indicates that there is no distinction between the alternative outcomes in terms of
one outcome being more or less desirable than another. An ordinal measure places
a ranking on the desirability of the particular categories that might arise in a nominal
measure. That is, the categories of the meastrcing scale indicate greater or lesser
degrees of desirability. In terms or outputs, for example, the categories would
indicate increasingly higher levels of output. Categories such as excellentgood
fairpoor provide ordinal information on an indicator.

Measurement based on an interval scale adds a further dimension to the
relationship between scores in each category on the scale. In essence, the
differences between categories on the scale indicate equal degrees of increase or
decrease. In the example above, an assumption that the difference between each of
the categories excellentgoodfairpoor is of equal magnitude would translate the
scale into an interval scale. However, a measurement that is twice the magnitude of
another measurement does not imply that the former is twice as favourable. For
this to be the case the indicator scale must have an absolute zero point, rather than
an arbitrary zero point. Indicator scales that have this latter property are known as
ratio scales. Thus, a score of four on such a scale indicates a score which is twice
as favourable as a score of two, and four times more favourable than a score of
one.

Hence, it is important to ascertain whether or not the measurement of a
performance indicator is being interpreted in terms of a nominal, ordinal, interval or
ratio scale. The fact that an indicator scale has numbers associated with each
category does not automatically mean thatit is a ratio scale. For example, it would
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not generally be the case that eighty percent of students entering a particular course
would be considered to be twice as good a result as forty percent of students
entering that course. Rather, it would be more normal to interpret the relationship
between a score of forty percent and a score of eighty percent in an ordinal sense,
that is that the latter is greater than the former but by a factor which is greater or
lesser than two, depending on the operational framework the indicator refers to.
Further, the grading systems in public examinations are often based on a scale with
the categories designated by a particular letter of the alphabet. In such cases it is
less likely that anyone will misintetpret the score as a ratio scale when it is in factan
ordinal scale. That is, an 'A' grade is not five times greater than an `E' grade on a
five-point scale. The alphabetical symbols on such a scale could equally be
replaced by numbers, but this would increase the risk that the scale might be
misinterpreted as a ratio scale.

All scalesnominal, ordinal, interval, ratio---for performance indicators,
indicate measuremen , of the particular performance. However, indicators may
indicate either or both differences in quantity and quality. Therefore, it is not
always legitimate to simply compare results across indicators, and certainly not
legit:mate to add a series of indicators together co obtain a bmader indicator. There
act methodologies availabi? for adding individual indicators together, but it is better
to consider whether a single indicator is more appmpriate than such a composite,
particularly when the efficiency of collecting the data is a consideration.

Purposes of performance indicstors

The literature on performance indicators in education sometimes makes the
distinction between those which are performance indicators, and those which are
education indicators. This perspective is particularly prominent in the North
American literature. However, there is good reason to treat all indicators in
education as performance indicators. Later in the paper I outline a convergence of
theoretical perspectives in organisation theory and quality management systems
which leads to the view that education systems are multi-level in character, and that
within any part of the education system an operational unit or an individual worker
is simultaneously a client of the services provided in support to them from other
parts of the system, and a producer of services or products to other parts of the
system. Hence, at any one point in the stnicture the operation of a unit or an
individual can be viewed as a performance in the context of the requirements of
their clients.

Indicator systems in education have been proposed in order to address a range of
different issues. The main uses that have been suggested for them include:

assessing the impact of educational reforms
informing policy makers of the practices that are most effective for
improving education
explaining causes of conditions and changes
informing decision making and management
stimulating and focussing effort 7
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ensuring accountability
defining educational objectives
monitorin: stanclanis and trends
forecasting future changes.

Each of the above uses of indicator systems in education is discussed in more
detail in Cuttance (1989). Oakes (1986) has suggested that there are five types of
information that indicators must provide at the operational level. These are:

performance infcemation in relation to the achievement of goals and
objectives
information on the features of the system that are most important in
achieving particular goals and objectives
policy relevant information
problem otientated information
information on central features of the system.

Tlble 1 Purposes of education indicator systems and the types of information they need
to provide

Purpose of
Performance
Indicator

Type ol Information Required

Evaluation Monitoring

Achievement Features Policy relevant I Problem Information
of goals & responsible for information orientatei about central
objectives performxnce information features of the

system

Assessing impact
of reforms

X X X

Assessing most
effective practices

X X X X

Explaining causes X X X X X
& conditions

Decision making X X X X X
& manapment

Stimulating &
focusing effort

X X X X X

Ensuring
accountability

X X X

Defining
objectives

X X X

Monitoring
standards & trends

X X X

Forecasting future
change

X X X

Table 1 cross-classifies these five types of information against the nine purposes
set out earlier for education indicator systems. The five types of information can be
sub-divided into those which are derived from evaluations of the system and those

8



Performance indicators and the management of quality in education 5

which are derived from routine monitoring of the system. The category of 'policy
relevant information' is applicable to information from both evaluation and
monfte--;-:.ng sources. Also, a certain amount of 'problem oriented information' will
be made available through the diagnostic and formative components of formal
evaluation activities, but its main source will be from monitoring activities in the
system. From table 1 it is clear that some of the purposes put forward for
education indicators draw more heavily on monitoring activities and others ei.ri v
more heavily on evaluation activities. Thus, an indicator system which
encompasses all nine purposes would need to gather information from both formal
evaluations and from routine monitoring of the system.

The purposes of performance indicators described above can be subsumed under
the more general functions of quality assurance, development and accountability in
education systems. Before moving on to discuss these functions, however, I
outline some of the recent changes in public sector management and their effects on
the management of public education systems.

RECENT CHANGES IN PUBLIC SECTOR MANAGMENT

The management of change

The impetus to change in management in the public sector has come from twu
sources:

the need to manage change itself
budget constraints.

The change has generally resulted in a movement towards the devolution of
greater authority and responsibility to the operational levels in the system at which
particular activities are carried out. This has substantially reduced the hierarchical
nature of public bureaucracies and provided them with stronger corporate identities.
The flattening of management structures has also been made possible by the more
informed use for information technology. Such technology has reduced the need
for the large cadre of middle level management who had the role of preparing,
massaging, and interpreting information for higher level managers.

The extent of devolution in a system influences the number of levels and the
relationships between lewls. In particular, in a devolved system the number of
levels is likely to be fewer than in a centralised system, and units which would be
otherwise at a particular level in a centralised system may be off-line as service
units in a devolved system.

Increased devolution has forced a split between policy formulation and policy
implementation among levels in the system. Increased devolution has been
accompanied by significant shifts in management structures and control structures
to provide managers at the various le.vels with the appropriate authority to
managethe let the managers manage' phenomenon. Reduction in the hierarchy

9
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within organisations has led to greater task efficiency through better co-ordination
of operational activities.

An important additional effect of devolving authority to lower levels has been to
reduce the formal control that the system exercises over operational decision
making. However, the requirement for accountability in the system is not reduced,
hence, the increased role of audit to ensure accountability in devolved systems.

Strategic planning and strategic management

Models of public sector management which are based primarily on strategic
planning have been found to be subject to significant limitations. This had led to
the development of systems of strategic management which assume that decision
makers in organisations utilise a repertoire of alternative procedures and
interpretations of events. More general issues relating to the interface of public
sector organisations and political decision making, and public sector management
are discussed in McGuire (1989).

Strategic management requires that organisations develop goals and objectives
and plan strategies for achieving particular outcomes. Further, it reqLires that an
implementation (action) plan be developed for the operational activities of the
organisation. Such action plans provide the authority and delegation for
implementing strategic plans. They indicate who is responsible for undertaking
particular aspects of the implementation of strategies and how that is to be done, a
timeline for the actions, and an indication of the resources to be provided. Such
action plans should also indicate the intended outputs from the activities, and
performance indicators should be clearly stated for these outputs.

It is important for indicator purposes to distinguish between outputs and
outcomes in education processes. Outputs are the immediate product or service
produced by a particular administrative or other process. For example, the output
of a curriculum development unit may be a specific set of curriculum materials.
The outcome of this process may however be more general, for example, a broader
range ef curriculum materials available for teachers. Thus, indicators of outputs at
one level are indicators of outcomes of a more general nature at another ievel in the
system.

A CONVERGENCE OF FRAMEWORKS

During the last decade two quite separate developments in the literature on
organisations and management have provided the basis for a convergence of
perspectives on the management of quality in education systems. The corporate
management literature has developed a perspective on the management of quality
which argues that any individual decision maker or actor in a corporation is
simultaneously a client of some other individual or sector of that organisation and a
service provider to other units or individuals within the organisation. This

1 0
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dovetails neatly with a perspective developed in the tzganisational literature of
education systems as multi-level systems.

School systems as inulti-level organisations

Recent writing has conceived of the school system as a set of institutional levels
each connected together in a way that describes the outcomes at one level to be the
resources and contexts made available to units at the next level, as shown in figure
1. The levels of the system are designated by the familiar administrative and
governmental layers through which policy decisions are transmitted through
organisational structures and professional practices from central and state
governments, to school districts, to schools, and within schools to curriculum
departments to classrooms, and finally to the individual pupil. The structure of
levels within primary schools differs somewhat from this description in that it omits
some of these levels, but introduces a new level within classrooms, representing
within-class instructional groups.

igure 1 The multi-level organisational stnicture of school systems
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In this framework the particular resources and outcomes for education vary from
level to level. Central and state governments provide a set of fiscal and legislative
parameters that determine the global resources for schooling which are then
translated into educational provision and services by school districts to schools.
The outcomes at the State level are policies, and at the school district level they are
the provision and contexts which constitute the resources made available at the level
of the school. These resources include teaching staff, professional services,
administrative and management structures, etc, which provide a framework in
which schools operate as operational units.

Each of the organisational levels in the system constitute an educational
environment that frames the activities of all organisations operating at each level
below it. Since the relationship between levels is hierarchical, the outcomes of each
organisation at a particular level has a common influence on the units which it
services. For example, each school district has a common influence on all of the
schools under its jurisdiction. Differences in performance and educational
processes may therefore eminate from the variation in contexts and resources
between school districts. Schools within individual districts share a common szt of
resource parameters. Differentiation in the relationship among resources and
outcomes among schools arises from differences in their mission and objectives,
and in the effectiveness and efficiency of processes that transform resources into
outcomes at each organisational level within schools.

Within schools, curriculum departments share common frameworks determined
by school policies and objectives that provide a basis for the delivery of the formal
curriculum. The main outcome at the curriculum department level is the
specification of a curriculum structure for each subject area. This structure
provides the resources and context at the year-group level where decisions are made
about the allocation of pupils and teachers to classrooms. The outcomes of
decisions at the subject year-group level are classes of pupils matched to the
available pool of teaching resources. These resources then constitute the teaching
resources and practices available to each classroom. Their effects are mediated by
the context of pupil learning characteristics. The outcome at the classroom level is
coverage of the curriculum, which is determined by the content and the pace at
which material is presented to pupils, and the organisation of instruction in the
classroom. In turn, these constitute the resources that are made available to
learning at the pupil level, for which the outcome is the level of mastery of the
curriculum material attained by pupils.

Implications for a system of education indicators

This multi-level view of schooling provides the basis for a framework of
education indicators which links resources, contexts, processes, and outcomes
within and between levels. In this model a system if inter-related resources and
outcomes are mediated by contexts and transformed by processes at each level.
That is, the model suggests that in order to explain variation in pupil learning
outcomes we need to understand the inter-relationchips between resources,

12



Performance indicators and the management of quality in education 9

contexts, processes, and outcomes at each level of the system, and the links among
them between levels.

This view of schooling has important implications for lt framewoic of education
indicators and their integration into a structure of school self-evaluation and school
development. In particular, if it einphe. ises the potential differentiation in
outcomes at each level of the school system. A commitment to the support of
programs for the development of schools requires a parallel commitment to monitor
their effectiveness at all levels of the system.

The uses of indicator systems discussed earlier relate to the monitoring of
outcomes and the evaluation of the effectiveness of education processes. The
multi-level model of schooling outlined above suggests that while monitoring and
evaluation might be carri 4 out at an, of the levels in the system, an understanding
of why the system is performing in a particular way will require simultaneous
information on the functioning of organisational units at several levels in the
system, and on the links betv een levels.

The objectives and outcomes at each level in the system reflect the type of
activities that are undertaken at the level to which they apply, and indicators of
resources, contexts, processes, and outputs have meanings determined by the level
to which they are appropriate.

An explanation of changes in the performance of units at any level in the system
relies on an understanding of the articulatic, between levels, on the way that
processes transform resources into outcomes at the various levels, and the way in
which contexts mediate the relationship between resources and outcomes at each
level. Education indicator systems must therefore provide information on the
relationship betw en resources, contexts, processes and outcomes at each level in
the system and on the link between outcomes at one level and resources at the next.
Thus, education indicators need to emphasise performance as a process, rather than
simply as a set of outputs. Because the outcomes at one level may be viewed as the
resources made available at the next level, the phrases education indicator and
performance indicator may be used synonymously.

THZ MANAGEMENT OF QUALITY

Australian public sector systcms for the management of qua.!ity have been
historically based on administrative models imported from the United Kingdom.
These models have employed bureaucratic procedures and controls on the input of
resources. Recently thce has been a shift in emphasis to a focus on outputs from
the system, along the lines L-ore commonly found in North American models.
Neither the input nor the output modcls provide any assurance that the output from
the system will be of high quality. Input models are largely budget driven, and
output models usually provide checks, through inspection systems, to remove
inferior products or services before they are distributed to clients.

13



Performance indicators and the management of quality in education 10

Modem Japanese approaches to corporate management have focussed on the
structure and processes required to assure quality during the production of services
and products. This is sometimes referred to as 'building-in' the process of quality
management The intent of the approach is to assure the quality of th, end products
and services by managing quality at each stage of the process. Such quality
management systems also emphasize final outputs from the system for the
assessment of the overall efficiency and effectiveness of the system.

One of the key tenets of quality management systems is the close monitoring of
quality at each stage of the process. This requires simple and straight fonvard
procedures for monitoring quality and for taking immediate action to rectify any
situation which leads to a reduction in quality at any stage in a process. Measurable
indicators of the quality of goods and services at each stage in the process are
crucial to such a system. The perspective that every individual actor or unit is
simultaneously a client of other units or actors and a producer of goods and
services ta others at each stage in the procen is also vital. The imperative to assure
the quality of both work practices and outcomes at each stage in the process is
supported by the recognition by every worker and unit that it requires all of its
inputs to be of the appropriate standard if it is to achieve high quality outputs itself.

THE RUE OF MONITORING, AUDIT, REVIEW, EVALUATION

Although the educational research literature tends to use the terms monitoring,
review and evaluation interchangeably to describe the full gamut of activities in this
area it is important to recognise that different approaches are required in different
situations. In particular, the open ended and wide-ranging nature of educational
evaluation as promoted in the research literature may require more resources than
those available for monitoring quality at each stage in education systems.

I will definc the terms monitoring, audit, review and evaluation to refer to
differentiated activities required to assure the management of quality in an education
system. I use the term monitoring to refer to the periodic gathering of information
about a particular practice, condition, or program in education. Monitoring in this
sense provides the intelligence required to maintain a watching brief for a range of
selected aspects of the quality of these individual processes. The measures used in
the monitoring exercise may, or may not, refer to specific quality standards. For
example, an education system might monitor the percentage of students who at a
particular stage of their educational career enter different types of courses. In most
cases such monitoring exercises would not directly refer to a particular quality
standard, in the sense that the system may not have any predetermined criteria for
the optimal distribution of students across courses. Audit on the other hand does
refer to particular quality standards. Auditing thus involves monitoring against
specific quality standards.

I use the term review to refer to assessment processes which deal with the
organisational stmctures, processes and practices of individual operating units.

14
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This use of the term, therefore, includes the type of activities that have in the past
bem undertaken as internal or self-evaluation activities by schools or other units
themselves. I reserve the term evaluation for its more traditional use in the
evaluation of programs and policies.

Monitoring and audit activities clearly require the development of indicators to
assess performance in terms of intended outputs and against quality standards. In
this context they may be used to contribute to Treasury reporting on depamnental
programs and activities.

Reviews of organisational units focus on both processes and outputs and are
effectiveness and efficiency orientated. They require that the unit has objectives,
and they assess the effectiveness with which the unit has achieved the intended
outcomes to match those objectives. Performance indicators simplify and clarify
the assessment of whether the outputs of units are of the quality and quantity
required for the attainment of objectives. Reviews may also incorporate elements
or audit in the sense that they monitor quality assurance in the operation of the unit
against external standards. For example, the quality of personnel management in a
unit may be assessed against system-wide standards for personnel practices.

The evaluation of programs and policies is orientated to the immediate outputs of
particular components of those programs, but also to the more general outcomes
that are the focus of policies. Such evaluations should involve the full range of
stakeholders in a consideration of whether or not the outcomes are the ones that are
the most desirable and they should also assess the unintended outcomes fmm the
program or policy. Performance indicators provide a straightforward means of
assessing whether program and policy objectives have been met. Clearly stated
objectives and outcomes are required before indicators can be derived. The lack of
clarity of statements of the objectives and expected outcomes for some programs
and policies reflects the 'political' nature of such programs. It is, however,
important to distinguish between effective government and effective politics. A
clear statement of expected outcomes for a policy is an essential element of quality
management in governance and administration.

DEVELOPMENT AND ACCOUNTABILITY IN EDUCATION SYSTEMS

There is an interesting duality in the concepts of accountability and development
applicable to education systems. Accountability refers to the proving of quality and
development to the improving of quality. Clearly, systems based on input controls
and those with a specific focus on outputs address the issue of ac....ountability
directly, although from quite different perspectives. However, they pay little
attention to the contribution that accountability processes might make tr the
development needs of an organisation. The advantage gained by adopting a quality
management perspective is that of binding the process of accountability and
development into the one stmcture. Whilst it is important for operational reasons to
maintain a distinction between accountability and development activities, it is also

15
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important for the overall effectiveness of an organisational unit that accountzbility
and development arc seen as complementary to each other. More importantly,
accountability systems need to be established in a way which maximises their
contribution to the development of the unit.

CASE STUDY: THE MANADZNIENT OF QUALrrY IN THE SPJUTH
AUSTRALIAN EDUCATION DEPARTMENT

System-level

Since this a State education department I will refer to the government level as the
system level. The key activity at system level is policy formulation and
development. Performance indicators at the system level service reporting on the
effectiveness of the system to the Treasury and the Minister. A series of indicators
are being developed for Treasury reporting on each of the programs and
sub-programs within the Department. Audits of the effectiveness of quality
management throughout the system are also required by the Treasury.

Reporting to the Minister for ministerial accountability purposes centres around
the monitoring of educational outcomes for students and indicators of performance
at selected levels in the system. The indicators of outputs at each level, including
the student-level, are interpreted as indicators of outcomes at the system level.
These performance indicators are therefore indicators of the effectiveness with
which the system is achieving its priorities and objxtives.

In addition to this system-level assessment c,f effectiveness, reviews of
individual organisational units contribute to a systemic review of the overall
organisational structures for the system. Further, ar ongoing audit of practices
against quality standards in organisational units provides performance indicators of
the effectiveness of a range of key practices in the system.

Approximately 100 indicators of quality standards have been developed for
schools. These are known as effective practice indicators. Effective practice
indicators are divided into four domains: teaching and learning, management and
organisation, ethos and culture, equal opportunities and social justice. Table 2
provides an example of an indicator statement from each of the four domains.
These statements are designed to provide a quality standard against which the
performarce in each organisational unit reviewed is assessed. Assessments are
made as to whether or not the standards reflected in the statements are being met by
the unit, or the extent to which the unit currently is not meeting that standard.
Similarly quality standards and appropriate indicator statements for non-school
units are currently under development.

The primary functions at departinent-level relate to the development of strategies
for policy implementation wad strategic management and planning. These activities
are reflected in the Department's Three Year Plan, which is revised annually after a
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Table 2 Examples of Performance Indicators for the Assessment of Effective Practice in Schools

DOMAIN AREA ASPECT INDICATOR STATEMENT

Teaching &
Learning

Curriculum
Provision

Curriculum
Planning

There is evidence of planning which ensures coherence and continuity in each student's
learning and a planning process which involves the key stakeholders. Aims and
objectives are clear. Every student has access to a curriculum which is consistent with
ED policy in relation to both breadth and balance. Planning provides for the active
engagement and the effective use of time of every student; it acknowledges group
affiliations and gives recognition to the learning that occurs beyond the classroom.

Management &
Organisation

Communication
& Decision
Making

Decision
Making:
Stnictures &
Processes

Shared decision making is seen as an essential aspect of the daily life of the school. The
decision making policy, school structures and processes are understood and supported
by the school community. Processes are used confidently by students, staff and parents
and there is a high level of satisfaction with the way that decisions are made in the
school. There are clearly defined roles and procedures within the established structures.
All stakeholders have access to information. Decisions are made public and processes
are in place so that monitoring of action following decisions occurs. The decision
making policy and the accompanying stnictures and processes are regularly reviewed
and modified where necessary.

Ethos & Culture Expectations of
Learning
Outcomes

Support for
Excellence &
Equity

Structures are provided to support the attainment of high learning outcomes for all
students. These structures support teachers, students and parents to facilitate quality
learning. They include the provision of student learning and career counselling,
information about learning pathways, staff appraisal and professional development
programs. Resources are targeted and used in ways that support the learning of all
students.

Equal
Opportunities &
Social Justice

Inclusive
Curriculum

Cunivilum
Content

The values, experiences and needs of target groups are an iniegral part of the curriculum.
Curriculum materials address and include the experiences of all groups of people:
women, men, people from other cultures, people with disabilities, Aboriginal people.
Curriculum statements identify and support the ways in which the success of targetted
groups will be ensured, and strategies are clearly described in individual policy
statements which meet the needs of these groups. Materials used in the school are free
from sexist and racist language and accessible by all students. Students with disabilities
have a documented curriculum negotiated with parent, student, teachers and services
providers.

Ref: 'PIRG CONF Table 2
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review of progress. There art also assessments of the effectiveness of individual
prognuns in achieving their intended outcomes.

Dhectorate-level

Directorates within the Department can bc viewed as consisting of two eiements:
an executive policy and planning function, and development or service function-. .

The execudve policy and planning function is responsible for the development of
structures for the operational implementation of programs and policies. The
effectiveness of the development of the directorate's own management plan, and
procedures for monitoring and reviewing progress towards the successful
fulfilment of that plan provide vital indicators of quality management. In the case
of central directorates, the development and service units provide a service and
pmducts to operational directorates whose service units are then responsible for the
direct provision of materials and services to schools.

Reviews of directorates consist of two components. Service units (cost cenuts)
are reviewed individually as separate operating units. The parameters of such
reviews are taken from the particular tasks and functions which the units serve
within the directorate as providers of products and services. Their effectiveness in
meeting client needs is assessed and their management of quality is audited in terms
of the appropriateness of their organisational structures, processes and practices.

All directorates and service units develop a management plan which specifies the
objectives of their operations, the strategiA-s to be employed in meeting these
objectives, and the outcomes expected. Action plans are also developed for the
implementation of the objectives specified i the management plan. These action
plans state performance indicators which units use in monitoring their own
progress and which the Education Review Unit employs when it undertakes an
external review of the unit. External reviews of development and service units are
conducted against both the criteria (performance indicators) developed by the unit
itself and external criteria embodied in system-wide quality standards.

Reviews of the executive functions of directorates are undertaken as a separate
exercise. The parameters of these reviews are determined by the function which the
particular directorate serves within the Department, and the effecdveness with
which its service or development units meet client needs. Management structures
for assuring the quality of services and products provided by service units are a
primary focus of such reviews.

As the devolution of authority and responsibility to the school-level is increased
some of the services and products provh ed to schools may be obtained from
sources other than the Department's directotates. This may occur either through the
development of self-funding agencies within the Department or through schools
purchasing such services and products from outside the Department. In either case
such services are considered to be off-line with respect to individual directorates.
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School4evel

A major element of the management of quality in schools is the school
development plan. School development plans provide a brief and concise public
statement of the proposed major themes for development within schools. The
processes by which the school development plan objectives are identified,
implemented and reviewed are crucial to the success of the plan. Objectives must
focus on increasing educational outcomes for student& Manageable and achievable
objectives are set for each year of the plan. Objectives reflect both system and local
school priorities. The choice of strategies to address individual objectives is
informed by knowledge of effective practice in schools. As such these strategies
also provide the basis for innovation and new thinking in schools.

School development plans have a three year time horizon and they identify the
schools growth ,md development areas for a school over that period. They must
include a statement of objectives, strategies and verifiable outcomes. One year
action plans are developed for the implementation of the school development plan.
An important part of these action plans is the development of an ongoing
monitoring process to assess progress towards achievement of the outcomes stated
in the plan. An annual internal review of overall progress is conducted and the plan
rolled forward for an additional year. External reviews by the Education Review
Unit are conducted on a three year cycle. These external reviews focus on:

the effectiveness of the planning process which resulted in the production of
the school development plan
the management of the change processes associated with the implementation
of the school development plan
the effectiveness of the strategies employed by the school
the extent to which the school has achieved its objectives and stretched its
performance in improving outcomes for students.

Audits of practices and processes against the pre-defined standards set out in the
effective practice instniments ant undertaken during school reviews also. Further,
the Curriculum Directorate in the Department is in the process of developing a
system for assessing the attainment levels of students at various stages of their
educational career. Once these have been developed, Education Re: iew Unit
reviews will also assess the standard with which these procedures are being used to
monitor student performance.

The Education Review Unit takes the axiomatic view that the purpose of the
education system is to provide for high quality student learning. That is, student
learning is the ultimate systemic outcome. Hence, the monitoring of student
learning through performance indicators for appropriate levels of attainment is a
fundamental aspect of the overall assessment of whether or not the system is
achieving its stated goals.
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CONCLUSION

Performance indicators are a fundamental tool in the assurance of quality in an
education system. They should not be seen either as ends in themselves or as mere
technical devices for providing information. I have argued that performance
indicators need to provide information about performance in the system in relation
to outputs at each stage and level in the production of services, products, and
ultimately, student learning. They provide key information for the processes of
review and evaluationwhich are themselves components of the process by which
the system assures qualityand are fundamental to the monitoring of outputs and
the auditing of quality standards.

The convergence of perspectives in the literature on corporate quality
management with those of the organisational literature on school systems provides
a very powerful approach to the assurance of quality. At every stage in this process
verifiable indicators of performance are vital to the assurance of quality, the
provision of information for development, and for demonstrating accountability.
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Appendix 1 Domains, Areas and Aspects of the Performance Indicators for School Practice

TEACHING AND LEARNNG

Learning Ravirrannent
Classroom Oimate
Haman Rescuers
Aryoical Environment

CtarrIctiont Provision
Curriculum Planning
Curriculum Conant
Curriculum Materials
Curriculum Monitoring & Review

Teaching Practices
Teechroteemer Relaticodip
Teething Inowledp
Teaching Apposcho
Tesching ifle
Monitoring end Reporting

Medina Learning
Leonia. Attitudes
Laemino Stratruper
Invo Inmost and Participatinn

Relationships &
Commpoiestion

Claire= intsracticos
Clip !mimed Astanpments
unsay Wale

Home/School Intorno:Dons
Re Wood**, Commenicatim and

Infamotion sharing
Working Tootling

MANAGEMEM & ORGAMSAMON

Vision and Planning
Cement
Loader's Pommel Visite
School Dave loaners Planning
School Mammas Man

Leadership (at all levels)
Personal Skala
intapersmel Mills
Leedom* Dem lament

Communication & Dech kin
Making

Communication - Structures and
Processes

Decigion Making - Sueaures and
Ancona

Personnel Management
Pommel Policies aid Practices
Trinag and Domination
Healthy Waking Etwironmers
Wad:foam Plenting
Leadoship Po lions

Shekel Focussed Program &
Management

Modal Morale
Modal Wolf=
Asemenust Achievement

Achim ledoonnot
incloive Minim and Prectioes

Cervical= Management
Re Winos
Romeo Monsoonal
Reviser homes

Resooree Management
Radio Menegnmait
Mounds. Facilities, Equipage
Raman Based the Sokol

Parent and Community
Imolvenent/Pardcipatian
"Partners in Louring'

Evaluation and Review
Whole School Review
FiiiranerAmo"uni Evaluation
Student Assessment
Staff Evaluation

MHOS AND CULTURE

Democracy
Docisios Making
Perticipation
Commoticadon Structures
Edecetim for Dancentic IAvitg

Values & Reliefs
Shared values & articulated viztcm
inclusive Porsios
Tredidons and Rituals
The school as s Orman place

lispnctalions at Learning
Outcomes

&ippon fat Repellence and Equity
Assessment Policy & Practice
Slides commitment and morale
Staff commitment and morale
Conical=

Relationships
Communication
Homan Undoes
Conflict modution
Lesdership density
Sonames

Cultural Different.
Cynical=
Support Sanctum
School Micas

Loadershlp & Managermst
r.csigrasoce between Policy &

Maim
BOW Modillonla
-tistotly streamed values in a

loosely etractored systole
Landsat*
Demlopmest et leadership dulls

Learning Rovironment
%duke ansoopinne
Safe, aimed, penitivs envircomas
SI141111 monagonsnt
Whole school ocenntional to

looning
Leming corponce actor the

school

EQUAL OPPORTUNITY
* soom. Jurnal

Administration & Organisation
Pummel Menasement
Resource Mosegamant
Maim Making
Planning and Developnent
Training and Development

Participation & Access
Enrolment
Reunion
Career It life Choices
Communication

Inclusive Curriculum
Curriculum Canted
Mothcdologies
Specific Pinglaffis
Affirmative Aaiun

Supportive School Environment
Behavior Mailrooms
School Ode re
Hossonsat
And Radars
Child Protection

Ref. AMA CONF PAPER APPX1
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Appendix 2 Examples of the Performance Indicator Statements

DOMAIN AREA ASPECT INDICATOR STATEMENT
I

Tesching & Lurning Curricula= Provision Cuniadum Pluming Them is evidence cdplenning wtich MIMI cohnence and
continuity in each student's leaning and a planning process
which inveves the key stakeholders. Aims and objectives are
deer. Every student has access to a curriculum which is
consistent with ED policy in mlation to both breadth and
balanoe. Planning provides for the active engagement and the
dfective use of time of every student; it acknowledges group
affiliations and gives recognition to the learning that occurs
beyond the clusrootn.

Management &
Organisation

Communication & Decision
Making

Decision Making: Structures
& Processes

Shared decision making is seen as an essential septet of the daily
life of the school. The decizion making policy, school structures
Ind processes are understood end :unsorted by the echoed
community. PIOCIUMI am used confidently by students, staff and
parents said them is a high level of satisfaction with the way in
which decisions am made in the school_ Roles and procedures
within the establithed structures are clearly defined. All school
stskeholders have access to relevant itdormation. School
decisians up made public and processes am in place to ensure that
monitoring of action following decisions occurs. The decision
making policy Ind the eccanpanying simnel' and processes are
mpledy reviewed sod modified where necessary.

Ethos & Culture Expectetions of Learning
Outcomes

Support for Excellence &

EquitY

Stmenues ate reovidied to ;won the anainment of high learning
outcomes for all students. These suuctsres supprxt tuchers,
students end menu to facilitate quality learning. They include
the plovision of student learning and career counselling,
information about learning pathways, staff appraisal and
profesnonal devekpment programs. Resources are targeted and
used in ways that support the learning of all students.

The values, uperiences and needs of target gmups are in integral
part of the curriculum. Ouriculum materials address and include
the experiences of all groups of people. Curriculum statements
identify and =ppm the ways in which the success of targetted
gimps will be annued. Strategies ase cleady described in
individual policy smarm= which meet the needs el these
poufs. The school has made an active effort to use materials that
SIC free from wrist and racist language and accessible by all
students. Students with disdalities have a &clammed curricula=
negotiated with puent, indent, teachers end service providers.

Equal Opportunities &
Social Justice

R : AERA COO PAPER APPX2

Inclusive Curriculum Cutriculum Content
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Appendix 3 Assessment of schools on the various aspects of practice in the Teaching and Learning domain (1990)
I e 1 I w I d 1 I I

Legend

021 Matches effective
practice poorly

ow Matches effective
practice in some ways

me Matches effective
practice fairly closely

= Matches effeetive
practice closely

MEM
maim=

100 so 60 40
Patent
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AERA T&L Stacked Bar 1.Appx3 [Printed 15/5/91 1:22:20 PM)

2

0

Classroom Mterpersonal interactiom

Home/school information flow

Teacher/learner relationships

Student attitudes & enthusiasm

Monitoring & reporting of progress

Standard of teacher knowledge

Organisational learning arrangements

Physical learning environment

Balance of curriculum content

Teaching approaches & strategies

student involvement & participation

tit.ality of curriculum planning

Classroom learning environment

Classroom verbal communication

School outreach to parents

Quality of teaching skills

Student learning strategies

Use of learning resources

Parent inclusion in the school

Appropriate curriculum resources

Curriculum monitoring & review
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Appendix 4 Assessment of schools on the varicus aspects of practice in the Management and Organisation domain (1990)

Legend

ezi Matches effective
practice poorly

Matches effective
practice in some ways

Matches effective
practice fair:y clofely

Matches effeziave
practice closely

eizz:imm
E7O11101
=MINIM
011011mo

17p111111111M
1227.11111111
asmolimm
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doilmImme
cz=mosmimm
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Grounds facilities & equipment

Inclusive student program

Staff Itadership positions

Management of resources beyond school
Working err 'fonment
Budget management

Personnel policies & practices

Workforce pluming

Principal's interpersonal skills
Qrriculurn resort= management
Recognition for student achieverneats

Communication strUCtures & processes

School development planning

Principal's vision for the school
Student lineament policy & practice
Student welfare

Principal's professional leadership

Community participation
Context setting for planning

Parents as partners in learning

Student morale

Decision making processes

Staff leadership development

Curriculum relevance

Curriculum review

School management planning

Staff training & developnent

Staff supervision & support
Curriculum and program evaluation

Internal school review
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