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Chapter one: Introduction

1988 saw a flurry of activity relating to the development and use of performance indicators,

y at the national level. This work was stimulated by activities occurring in a number of
States, but principally Queensland, New South Wales and Western Australia. Both of the latter
States were required to report performance under relevant acts, National initiatives, coordinated
by WA TAFE produced two reports for the Australian Conference of TAFE Directors (ACTD)
(Goldsworthy 1988a, 1988b) and a series of agreed and nationally-based key performance
indicators.

In addition, both the schools and higher education sectors have shown an increasing concern with
the use of indicators of their performance. In the former case this has been reflected in the
initiation of a project of signifhwance funded through the Department of Employment, Education
and Training (DEET) and the Conference of Directors-General of Education. It has produced,
amongst other things, a series of bulletins on performance indicators (the Reporting on educational
progress monograph series - see bibliography for a complete listing) as well as coordinating
national conferences, the first of which was held in Sydney in 1988 (see Wyatt and Ruby 1988).
More recently a conference on performance indicators was held in Canberra.

Recent literature from the higher education sector both in Australia and overseas (particularly
continental Europe and the UK) has described significant developments in this area, particularly
those related to performance of individual institutions as weli as a consideration of the range of
socio-political issues thrown up by the development and use of performance indicators.

While 1988 represented a high point in the TAFE systems’ activity at a national level in Australia,
progress has been made towards the development and use of indicators as planning, management,
decision-making, quality improvement and accountability tools since that period. Most of this
activity has occurred at a State/Territory level however, and relatively little literature describing
what has been going on is readily available.

Interest at the national level was reawakened in the lead up to, and following the special meeting
of ministers responsible for training held ori 2 November, 199C. At that meeting the ministers . . .

. .. endorsed the development of new managerial information systems to meet the
necus of systern managers at the institutio .., State and Commonwealth levels.
Substantial progress towards specifying should be made by 1 July 1991. Ministers
also endorsed the preparation of a uniform system of key performance indicators
with annual publication of comparisons based on these key performance
indicators. (My emphasis)
(Resolutions of the special meeting of
minisiers responsible for training,
November 1990, p.4)

VEETAC noted the need for urgent action to establish key performance indicators which were
valid across Australia’s TAFE systems.

The VEETAC Committee on TAFE and Training Statistics is playing a leading role in the
development of these indicators, using the 1988 work (Goldsworthy 1988a, 1988b) as a basis.

The present project forms part of the TAFE National Centre’s response to these national and State-
based initiatives. The project was proposed in 1988 and approved for funding by the Centre’s
Board in 1989.

Broadly, its aims are to examine and report on the range of indicators used by various agencies
and describe and compare the mechanisms used to select, define, measure and report the
indicators used. It has achieved this by:

10 Performance indicatons revisised 1



establishing a national network of those interested in the development and use of

performance indicators (see Appendix 1 for the names and contact addresses for the
network);

helping to develop a paper relating to performance indicators for the VEETAC Committee
on TAFE and Training Statistics for submission to VEETAC (COTTS 1991). This paper
gathered information from individual State/Territory TAFE agencies about their current
development and use of performance indicators and has formed the basis of the first three
chapters of this report;

gathering, reading and critically reviewing reports and a variety of other documents
produced by State/Territory TAFE agendes;

gathering and reviewing other relevant literature both from Australia and overseas. (Much
of the literature gathered from TAFE and other sources is contained in the bibliography at
the end of this report.);

visits to and discussions with key staff concerned with the development and
implementation of performance indicators in a number of TAFE agendies; and

attending or organising appropriate seminars, workshops or other forums relevant to this
project.

Nevertheless much of this report focuses on those indicators which have had a measure of national
agreement.

This report integrates these various activities and considers:

the current interest and climate in which the development of performance indicators is
occurring (Chapter 2);

how the various State and Territory TAFE agencies are developing and using performance
indicators (Chapter 3); and

what the literature both in Australia and overseas has to say about performance indicators
(Chapter 4).

This will be drawn together in a final chapter which will highlight and discuss the issues raised in
the earlier chapters of the report, draw some conclusions and suggest some key future directions.

11



Chapter two: Performance indicators - context
and national Initiatives

Introduction

As part of the process of preparing a paper on performance indicators for VEETAC, the Centre
undertook an examination of the development and use of a range of indicators in all
States/Territories. While the study focused in those which had been agreed to nationally in 1988,
other indicators in use and state processes were also explored. The present chapter therefore
presents the information gathered for VEETAC, together with other information which has been
collected subsequently. Much of the former information was gathered with the help of members
of the VEETAC Committee on TAFE and Training Statistics. This assistance and the help of their
colleagues in a number of States and Territories have been invaluable in preparing the contents of
this chapter, and Chapter 3. Indeed, much of its content represents the edited content of letters
and other documents made available by them.

The context for the dovelopment of performance indicators

By any measure TAFE is diverse. While the provision of vocational education programs or courses
at a variety of levels (ranging from short courses through trades to paraprofessional and
professional courses), areas such as further education, pre-vocational programs, labour market
programs and traineeships have to be taken into account. TAFE agencies are diverse too, varying
in their organisational size, scope, governance and approaches to management. Thus the
boundaries of TAFE are broad cind hard to establish with any great precision. Despite this, the
various TAFE agencies have much in common. Much of this commonality is expressed in their
mission statements; for example TAFE in Western Australia sees its mission as:

To meet client needs for skills formation with quality services which contribute to
economic and social development.
(1989-90 Annual Report, Department of TAFE,
Western Australia, p.3)

Typical goals of such mission statements include:

. To provide a broad range of relevant education and training programs of quality to the
clients of the system; o

. To achieve the greatest possible use of the community’s investment in people and facilities
in TAFE colleges; and
(Goals for the State Training System -
Information Statement Number 5,
March 1990, State Training Board, Victoria)

. To develop an organisational culture and practices, including accountability measures, to
maximise educational output and the achievement of management priorities.
(Corporate Review and Annuat Report,

1989, Department of Employment and
TAFE, South Australia, p.8)

In NSW under the new Technical and Further Education Commission legislation, TAFE is required

to present to the minister an annual corporate plan. This plan must specify objectives, strategies,
budgets and criteria for assessing the performance of the commercial and non-commercial activities

to be undertaken by TAFE in the following financial year.
Within the context of the three year corporate plan, the management plan focuses on key activities

i2 Pusorce et s



for the next year. In its draft management plan for 1991-92, the NSW TAFE Commission has
developed seven objectives, all of which have measurable outcomes and implications for

performance indicators. The TAFE management plan objectives are:

. Provide education and training programs to efficiently and effectively meet the State’s
sodal and industry needs.

. Implement marketing strategies to achieve an overall self-funding target for TAFE of 12%
and returns on funds employed acceptable to government.

. Improve the quality of service to internal and external customers.

. Advise the minister on issues relating to post-compulsory education and training, and
policies and structures for the effective and efficient operation of TAFE.

. Implement new management information systems for TAFE's devolved organisational
structure.

. Manage human resources effectively.

. Implement a more effective and efficient framework for the management of TAFE's
financial and physical resources.

The outcomes of these objectives are primarily concerned with:
. improved outcomes for students;

. improved customer satisfaction;

= increased productivity;

. inceased income generation; and

. improved management informaticn systems.

In the ACT the 1989 annual report of the ACT Institute of TAFE (p.6) has, as one of its 4 key goals,
the management of

. . . the human, physical and firancial resources of the Institute to ensure efficdency, quality
and effectiveness of services provided by the Institute.

Similar goal statements exist for the other TAFE agencies.

The following extracts indicate how several of the States and Territories are addressing the
implications of their mission statements and corporate goals, particularly in relation te the
development and use of manageraent information systems and their associated performance
indicators.

The State Training Board in Victoria aims to improve accountability by (amongst other things):

= [the] development of an integrated management information system and the publication of
system standards; and

. publication of information about the performance of providers through the use of standard
performance indicators.

South Australia has two relevant strategic priorities. These are:

4 Performancs indicatons revisitd . 13



. To improve database and related systems; and

. To introduce indicators of performance which will assist the department, colleges, central
office] divisions and program management groups to plan, manage and report their work.

TAFE in Western Australia seeks to achieve its mission by improving college effectiveness and
organisational efficiency. New South Wales has identified a range of strategies to improve the

measurement of its performance. These strategies include the monitoring by colleges, college
networks (now Institutes) and industry training divisions of student outcome measures for selected

courses and also promoting common technigues for monitoring improvement and assessing
customer satisfaction.

Other States, including Queensland, are actively engaged in improving and integrating their
central statistical databases in order to provide better management information systems. Indeed,
the increased emphasis on improved public administration in Queensland has been manifested by
the introduction of a system of program management which uses the processes of strategic
planning, management information systems, performance indicators nd regular program
evaluation and review to improve the quality of goods and services, thereby meeting its
accountability requirements better. The approach is summarised in a series of publications entitled
‘Making results matter’ (Queensland Treasury 1990a, 1950b, 1990¢).

Key words ard phrases derived from the mission statements and corporate goals, and which are
relevant to the development and use of performance indicators, therefore include:

. planning;

. using and reporting;

» quality and .uality improvement;
J acoountability;

s efficiency and effectiveness;

. meeting needs; and

. better management and assodiated information sys-ems (which may be used to help
measure the achievement of goals and priorities).

Performance indicators must be seen within the context embraced by the key words and phrases
listed above. However, performance indicators are not an end in themselves, but help to provide
the information needed to achieve ends. Moreover, the development of performance indicators is
not a straight-forwand exercise: the definition and derivation of summary statistics or the ratios
which make up a number of the indicators can present difficulties.

If the data from which indicators are derived are not accurate (or if data elements are going to be
compared), and are based on different definitions or interpretations of a single definition, there
will be a compounding effect on the accuracy of the indicators themselves’. At the national level
those responsible for gathering and processing TAFE’s statistical datz. are very conscious of the
need to improve the accuracy, comparability and validity of TAFE’s statistical collections. )

Work at the national level on improving the accuracy and validity of the TAFE national statistical
collection is occurring under the auspices of the VEETAC Cormittee on TAFE and Training
Statistics (COTTS). One of this committee’s roles is to develop a new national management

', This issue is picked up again in Chapters 4 and 5.
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information/statistical system (NATMISS). This system will provide for the management
information needs at State/Territory and national levels, drawing on data from college

management systems and encompass student, . _arse, staff, financial and other resources data.
In particular, the new information system will:

. provide consistent, timely and accurate management data both within and between
systems (at national level); and

. sustain a set of national key performance indicators (KPIs).

A project officer has been appointed by COTTS to work at the national levels. The role and duties
of this officer include:

. developing the scope of management and statistical information appropriate to VEETAC
decisions on TAFE;

. identifying the data concepts and relationships which NATMISS should encompass, on
either a compulsory or discretionary basis, and define these in operational terms;

. developing the specifications for nationally consistent management information data sets to
be used at local, system and national levels, including key performance indicators;

L] developing a program for the implementation of NATMISS, encompassing the progressive

expansion of scope, information programs, computer systems, staff training and
publication requirements; and

. planning, in conjunction with staff in Commonwealth, State/ Territory agencies and the
TAFE National Centre for Research and Development, for the delivery of information froin
the variety of computer systems which are operated by the various colleges and agencies.

$1m has been set aside to support these initiatives.
National performance indicators in TAFE - a background

In February 1988 a group of TAFE planners met in Melbourne to consider the work being
undertaken in each of the States and Territories on the development of performance indicators.
This meeting was coordinated by staff from TAFE in Western Australia. One of the outcomes of
this meeting was a series of suggested performance indicators which the group considered could
be used at a national level for gauging the effectiveness and efficiency with which the TAFE sector
achieves its objectives

The report produced by this group (Goldsworthy 1988a) was then forwarded to the Australian
Conference of TAFE Directors (ACTD) for their comment. The ACTD endorsed in principle the
usefulness of a nationally agreed set of performance indicators and referred the document to a
special ACTD working party. The report of this latter group was tabled at the August 1988
meeting of the ACTD and the following recommendations endorsed:

Recommendation 1.

ACTD to accept the following national performance indicators as an agreed set of
performance indicators:

Effectiveness Indicators

(i) Student destinations;
(ii) Examination pass rates (changed subsequently to subject pass rate);
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(ili)  Sat examination rates (changed to subject completion rate); and
(iv)  Annual graduate numbers.

Effi Indica

t) Student contact hours per teaching hour;
(i) Average teaching hours per full-time teacher; and
(ili)  Recurrent cost per student contact hour per course.

Recommendation 2

ACTD to endorse the need for an ongoing working group to establish the actual
negotiations and mechanisms as direct negotiation with the Commonwealth will require a
coordinated consistent stance.

Recommendation 3

Subject to 2, reconvene an appropriate TAFE performance indicator group to finalise
details and methodologies.

The working group also recommended that indicators of student satisfaction, industry satisfaction
and unmet demand be developed. It was felt, however, that these should be referred to the TAFE
National Centre for Research and Development’.

Asa mﬂt,ﬂ\eTAFE performance indicators planning group met again in October 1988 under the
auspices of the (then) Joint Committee on TAFE Statistics JCTAFES). The terms of reference of the

working party were to:

(i) Establish a standardised methodology (including definitions) for the collection of
data for the performance indicators outlined in recommendation 1.

(ii) Outline the format and frequency of performance indicator information that should
be presented at a national level.

(iif) Outline the format of other pcrformance indicator information that would be
useful as a management tool within each State TAFE system but would not
nccessarily be reported as national statistics.

(iv) Provide an audit of the current staius of performance indicator development
within each State TAFE system and their respective requirements to implement the
recommended set of effectiveness and efficiency indicators.

A report of this meeting was prepared (Goldsworthy 1988b). The meeting also considered how to

collect the performance indicators outlined in recommendation 1 and examined other potential

indicators, including:

. student satisfaction;

. industry satisfaction;

1 The TAFE National Centre for Research and Development has developed procedures for both student and
industry (cient) satisfaction for the South Australian Department of Employment and TAFE (see Hayton et al. 1991). This
work has been based in part on work conducted in other State/Territories. In addition, Western Australia has been
commissiocned by the TAFE National Centre to conduct a project in gathering information on student destinations.
Queensland (see Weeks 1990) has collected data on student destinations. A number of States and Termritories have
developed and trialled these and a range of other indicators. For example, Quecnsiand TAFE has attempted to assess the
unmet demand for iis courses in Streams 20004500 in 1990 (SEVFET 199(a).

Performance indicators revisited 7
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. unmet demand;

. annual student contact hours/equivalent full-time lecturer;

s participation rates (of targeted groups); and
. student contact hours/seat of capacity.

Several of the indicators listed above have been developed and trialled in a number of States and
Territories (e.g. Weeks 1990, BEVFET 1990a).

A particular concern of the group was the quality and accuracy of the basic data from which any
management information systems and their associated performance indicators were developed. It
was felt, then, that there needed to be substantial improvements in the collecting and processing of
data (as well as eliminating differences in definitions of key features) if indicators were to be

e and to accurately reflect reality. These concerns persist. Improvements are being
pursued by means of a comprehensive program to establish nationally consistent t
information and statistical systems, a task previously undertaken by the former Joint Comumittee on
TAFE ofSlatisﬂcs (CTAFES). This work continues under COTTS with national project funding in
1991 of $1m.

The key Indicators at the national level

A sumurary of practice with respect to the key indicators outlined on pages 7 and 8 is presented in
Figure 2.1. Details about how each of the indicators is collected in each State/Territory are
appended (see Appendix 2).

At the COTTS meeting in February 1991 the list of ACTD agreed indicators was examined. Since
the meeting, agreed indicators have been refined; additional indicators were also proposed and
considered.

Subsequently a paper was developed by COTTS and presented to the April 1991 meeting of
VEETAC. This chapter and the next are derived very largely from that VEETAC paper (COTTS
1991) and its associated appendices.

The indicators proposed and agreed to are in four main areas:
s Client assessment (student destinations; student and industry satisfaction);

. educational achievement (including sat examination rates, subject pass rate,
course/program completion numbers, student contact hours/direct teaching hours, average
teaching hours/full-time teacher and cost/student contact hour);

» access (TAFE participation rates and unmet demand); and

. commercial activity (industry funded training/total recurrent funding and a staff
development/industry experience indicator to be developed).

The COTTS paper (COTTS 1991) makes a number of comments about each of these specific
indicators. These notes are appended (Appendix 3).

The COTTS responses to VEETAC suggested that the move towards the collection and publication
of a set of national key performance indicators (KPIs) has highlighted the current problems which
all States and Territories have in consistently defining the scope of vocational and further
education, as well as the training sector (including TAFE), in a rapidly changing environment. The
emergence of the need to encompass measurement of (if not the coordination of) training in

P.\
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private providers, industry and a range of other training initiatives has magnified the problems of
performance specification and measurement using performance indicators.

Figure 2.1 Key performance indicators and their use

S e
STATE/TERRITORY

ACT NsSwW NT QLD SA TAS

KEY INDICATOR

|
Student destinations 0 01 X 0 X

S
| Subject pass rate 0 0 X 0 E 0
E
| Subject completion
| rate

0 in use, X not in use

Notes relating to Figure 2.1

Collected by 6 Industrial Training Divisions in NSW (out of 10)

Some data available through Examinations Branch

Regarded as useless statistic and dangerous information without substantial qualifications and notes.

See information in Appendix 2.

See information in Appendix 2.

Is the most widely used indicator of college performance.

Not formally constituted as a performance indicator.

Audits of the 1989 resource agreements cast doubt on the value of these indicators because of the manner in

which they were set and reported/aggregated.

Planned as key performance indicatos.

Current collection and computation methods not seen as sufficently reliable or accurate for use asa performance

indicator.

1. While the indicators marked s ‘in use’ can be calculated, constiderable manual effort is involved to assemble and
process the necessary data.

12. Hoping to have this indicator available in 1991,

13. lnmymmdahmhecdlmednﬂmmmlevel.%eymcouemdanmghwordaof

aggregation (Department, School, etc.)

Moreover, there are significant problems within each State and Territory which are ultimately
accumulated at national level. These problems present a high challenge for both goal definition
and performance measurement. There are fundamental differences in government and other
structures related to the provision of vocational and further education between States and

O NN
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Territories. In addition, work already done for the JCTAFES and by a COTTS Working Party has
shown the variation in interpretation of well defined statistical collections between collecting
authorities and organisations.

The report suggested that in order for the set of national key performance indicators to have
maximum usefulness and to allow publication without volumes of explanatory text to assist
interpretation, work needed to be undertaken to define the core populations and programs to be
included in the initial collection. This work will also assist identification of issues to be tackled in
the ongoing work of the COTTS Working Party. Included in its responsibilities will be the
preparation of a schedule to expand the scope of data collection and definition as further aspects
of vocational education and training are more clearly delineated.

As a result, the chair of COTTS noted in his report to VEETAC that, while the proposed set of
initial key pexformance indicators will be useful, COTTS saw the need for major extension and
enhancement. However, the task of specifying a more complete set of key performance indicators
is severely hindered by:

. differences over the perceived objectives of TAFE which underpin performance indicators,
or at least uncertainty as to who should specify these objectives; and

. differences relating to the boundaries of TAFE; for example should it include the
operations of subsidiary companies, or overseas activities, or non-TAFE organisations
providing TAFE courses?

There is also a need to develop indicators for TAFE that permit international comparisons of
efficiency and effectiveness with comparable sectors in other countries. These difficulties will be
increased as the data collected under the auspices of COTTS becomes a better reflection of
Australia’s total training effort.




Chapter three: State and Territory initiatives in
developing performance indicators

mmmnmmmmmwmmmmmmambymmm
1988. In addition, other indicators which have been developed and used by individual
States/Territories are discussed, together with information about the processes involved in their
development, collection and use. Information on the mechanisms used to collect and report the
indicators is presented in Appendix 2. However the discussion relates

to those indicators and processes used at the State/Territory level rather than the
college leve’ It has not been easy to establish what is happening at the college level across
Aumu&dﬂmghmhbofamﬂlmpommwmmwmmthmsmum
and the management information available at the college and higher levels of aggregation.

The present chapter draws heavily on letters and /or accompanying documentation provided to the
Centre by individuals or groups within State/Territory TAFE agencies. These, in themselves,

ed some useful insights into the concepts behind the development and use of performance
indicators. In addition, visits were made both to Queensland and New South Wales, two States at

the forefront of indicator development and use.

Victoria, Tasmania and the Northemn Territory® have undertaken relatively little development to
date, although the issue is receiving significant attention in Victoria at present. Those
States/Territories who have made significant progress in the development of performance
indicators and systems include Western Australia, New South Wales, Queensland and South
Australia. Because of its size the ACT Institute of TAFE is a useful model of a large multi-campus
but single institution. Nevertheless it has a considerable history in the development and use of

performance indicators.
Tho developing States/Territories
Northem Territory

The Northern Teritory noted that the list of performance indicators endorsed by ACTD in
1988 has had little usage there. This was said to be due to unreliability of data provided
bythesoum;howeveritwasfeltthatm\pmvedmhﬂnginﬂ\egaﬂumganduseofsuch
data in 1990 and 1991 should see the data provision and entry procedures improved to the
stage where some indicators can be used reliably.

It was suggested that the Northern Territory is in the situation where approximately 50%
of its TAFE enrolments are in the disadvantaged category, are in small rural communities,
or are of Aboriginal or Torres Strait Islander descent. Many of the standard performance
indicators are therefore seen as difficult to use, or meaningless. For example, most of
TAFE ‘courses’ available to Aborigines are short (4-16 hours) and reflect community-based
educational/literacy requirements rather than being longer, accredited and industry-related
courses. Therefore the use of some indicators is fraught with problems. Smillie
(1990) has produced a short discussion paper on performance indicators and their
relevance to the delivery of Aboriginal programs in TAFE. It stressed the need for the
devebpmuofamdhﬁicamtobeusedasafonnaﬁvemttogmdeTAFE'spfograms
towards the achievement of desired outcomes. They therefore need to be culturally
sensitive and relevant, and may be different from mainstream indicators.

In the last 18 months those responsible for gathering statistical information in the Northem
Territory have been concentrating on persuading the colleges, and especially the adult

. ’DieTAFENaHomlCmmtmﬂynnworhhopnmpafummmindicamformﬂlnbothﬂ\eNonhcn
Tesritory and Tssmania.
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educators in remote communities, to supply (via enrolment, course and staff forms) all the
information which will enable some of the key indicators to be extracted, and even used.
Consequently, colleges have this year been able to extract details on Annual Student
Contact Hours (ASCH) per staff member, ASCH per remote community etc. Performance
indicators are also proposed in the funding model suggested for the Northern Territory
(see Nagel 1991 and Chapter 4).

At present much of the data needed to obtain performance indicators is collected in the
form of various lists (student lists, lecturer contact hours etc.) and is form-based. The
information is collected by the regional or college office for computer processing and is
used at the regional or college level. Much of the information gathered requires lecturer
input. Information is also collected about room occupancy.

Tasmania

Tasmania, too, reports that it has made relatively little use of performance indicators up
until now. It has, however, undergone major changes, being transferred from the
Education Department to become a section (the Division of Training) within the
Department of Employment, Industrial Relations and Training.

The above changes have initisted a major reassessment of information needs within the
Training Division and the wider department. Officers involved in planning ncw
management information systems suggest that computerised systems to assist the
personnel and financial functions of the new body will be developed. The introduction of
these changes means that it will be possible to interlink student, financial and staff
databases. These changes should allow a greater use of performance indicators
(particularly efficiency indicators) which in the past have rot been used to full effect.

Another factor which will result in a greater use of efficiency indicators is the introduction
of:

. a system of program budgeting within the Training Division (still in the planning
phase); and

. a fee system based on the number of contact hours attached to subjects, and
usually calculated using the course’s position within the stream structure
(implemented in 1991).

Tasmania’s main performance indicators are:
. examination pass rates;

» sat examination rates; and

. annual graduate numbers.

Tasmanian TAFE officers suggest that, to date, their use of these indicators has been
limited to creating specialised reports for individual officers within the division or
department. There is no widespread system of formal publishing of effectiveness or
efficiency indicators.

Given the acceptance by the ACTD of an agreed set of performance indicators, the
respondent from Tasmanian TAFE felt that any new computerised systems of reporting
will have to incorporate systems for keeping and reporting on the full range of accepted
indicators. Financial planning is now carried out at the sub-program level; it was however
reported that a timeframe for development and implementation of the new personnel
system has not been developed.
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It was suggested that moves to a fee-based system this year and the indication of a
program budgeting scheme should force a greater use of efficiency indicators.

Tasmania has collected information on unmet demand undertaken by colleges responding to
a survey from central office. Within the college, departments fill in the questionnaire, the
information is collated and retumned to central office for processing by the statistics officer.
The information is tabulated at course level and a report is prepared by the statistics
officer for the Commonwealth. Unmet demand is grouped by stream and areas of priority.

In addition Tasmania offered comments on a range of other indicator categories. This
information is reproduced under appropriate headings below.

Financial indicators

While individual managers make use of financial information, it cannot be said that there
is any true indicator involved at the present time. It should be noted that with the
introduction of a full system of program t udgeting, financial indicators such as actual vs
budgeted expenditure and cost per student hour will become major indicators.

Student indicators

While graduation rate for courses is currently used as an indicator, as yet no data are
collected on student satisfaction or student destination. While the roles for the various
sections within the new depariment have yet to be finalised, it would seem the Research
Branch may use student destinations in some of its future studies. It should be noted that
such studies are likely to be limited to a relatively small scale with small groups of courses
being targeted. Given the current state of flux within the department the question who
will carry out such studies still exists, and to what extent, if any, destination and
satisfaction emerge as worthwhile indicators.

Access and equity Indicators

Currently enrolment data and graduation rates are used to monitor female participation in
courses. The same is true for Aboriginal groups. From 1991 onwards participation by
ethnic groups will be monitored.

Business activity indicators

Given the introduction of fees for courses for the 1991 academic year, it is envisaged that
income generated will become a major indicator for the Training Division.

Stafi indicators

While the staff development section keeps ruclimentary data on costs of programs and
money spent across colleges, nothing exists which could be said to be a true indicator. As
noted above, new systems are being planned which will enable the interlinking of financial
and staff databases. When this occurs it will also be possible io incorporate the staff
development database with these, or at least, given the emerging capacity to download
information, to link databases. With their development, the possibilities for creating a
whole range of indicators will clearly emerge.

Client indicators

The Quality Assurance Branch undertakes, on a very limited scale, surveys of some client
groups. These attempt to ascertain client satisfaction. However at this stage of the

reorganisation process there is nothing being used by that branch which could be said to
be a true indicator. It does seem likely that in the future, survey work will be expanded;

Perormance indicaiors revisited 13

22



however it is not yet known what indicators, if any, will be used. The Curriculum Branch
also undertakes informal assessment of dient needs on an ongoing basis but do not use
anything which could be described as an indicator.

Facilities’ indicators

While room utilisation rates are used within colleges for planning purposes there is no use
of such facilities” indicators on any wide scale. The Physical Resources Section makes use
of such rates on a limited basis for individual building projects, but again the usage could
not be defined in any way as using indicators.

Victoria

The Victorian State Training Board (STB) reports that one of its major focuses has been to

improve efficiency and effectiveness throughout the State’s training system. In pursuit of

this aim, the STB has developed and implemented structures, processes and procedures to

nh:lnadge the improvement of performance across the State Training System (STS). These
ude:

L) a planning/budget process which on an annual basis relates resource aliocation to
the achievement of specific goals and objectives;

. performance agreements between the STB and individual colleges, developed as a
result of the planning /budget process. These agreements detail specific targets to
be achieved against identified funding allocations. Performance measurement and
monitoring are concentrated on direct measurement of achievement of targets.

Each college is therefore expected to establish a review and evaluation program.
Performance agreements have become a legislative requirement with the
implementation on 1 January 1991 of the Vocational Education and Training Act 1930;

. management plans have developed by each college on an annual basis. These
plans encompass all activities undertaken by the college for the year of operatioi.
anu identify objectives, implementation strategies and outcomes. Management
plans are also a legislative requirement from 1 January 1991; and

" performance measurement processes (including performance indicators) which
directly measure achievement of targets and monitor the implementation of

performance agreements and management plans,

The introduction and use of performance indicators in Victoria is dependent on the
development and implementation of an integrated set of databases which can be linked to
provide comprehensive information to serve monitoring and planning purposes.
Development of such a system commenced in 1990. Continued development and
progressive impliementation will continue during 1991.

The State Training Board will pursue further development of key performance indicators
by undertaking a major redevelopment of corporate information systems and by
participating in the national review of TAFE statistics being undertaken by COTTS.
Already a number of the indicators are in place (see Figure 2.1).

A project is underway to develop a corporate data model. (Such projects have been
undertaken elsewhere, notably in Western Australia, South Australia and Queensiand.)
The project will result in the redevelopment of all information systems and the adoption of
a set of standard performance indicators.

However, other indicators not currently in use (e.g. student destination and client
sati-faction) will be developed for use in 1992, drawing on the work and experience of




other States/Territories and the TAFE National Centre. College directors in Victoria had
identified such indicators as being very important.

Data on subject completion and pass rates are not presently gathered centrally, although
colleges have been notified that recording those students who are still active in their course
at the end of their enrolled program would be required. The college directors have noted
the need for some form of completion index (e.g. course/program con.pletion rate)
although work will be required both at State and national levels to define this indicator
properly. Holmesglen College of TAFE is presently conducting a study on behalf of the
State Training Board into the measurement of completion and enrolment. The project will
develop a suitable definition of completion for TAFE. It also includes case studies
conducted in a number of colleges to review current procedures for recording completion,
limitations of database as well as a trial of amended systems. This study will report at
the end of 1991.

Without the measures mentioned above, the system has few, if any, mea: ures of education
vutput and quality. Victoria has concentrated so far on the development and use of
financlally-based efficiency indicators.

At present the efficiency of course delivery is examined by the analysis of financial
statistics. Victoria has been particularly active in the development of such indicators.
Comparison of unit costs between institutions of similar characteristics provides indications
of possible areas of difficulties, rationalisations, savings and/or the need for alternative
strategies. Indicators of efficlency reported as useful, include cost/student contact hour,
student hours/teacher hours (indicator of average class sizes) and cost/teacher contact
hour. Nevertheless it was recognised that variation between providers can be due to a
number of factors, including staffing profile, college location, staffing work loads and
efficiency.

At present a range of other performance indicators is used. These include:

. staff indicators (effective full-time teaching/non-teaching and permanent teaching
staff/contract, sessional staff);

. financial (e.g. actual vs budgeted expenditure, and a range of others generated
from financial statistical retumns);

" access and oquity (negotiated targets achievement); and
= business operations.

The staff-based indicators are associated with financial expenditure - salaries and on-costs.
They use a ime series to give an effectivenesc measure, and may be specified as a
performance target for use as an efficiency measure. Information on the teacher EFT/non-
teaching is gathered by the College Budgets and Performance Monitoring Section (CBPMS)
of the State Training Board’s (STB) Resources Management Division. It uses the annual
statistics and finance collections. As yet unpublished, it is used in budget discussions with
The latter indicator (permanent vs contract/sessional staff) is collected and
reported by the CBPMS to Treasury monthly. The information is used internally in budget
discussions, but it may also be published in reports to the Victorian Parliament.

Financial indicators are collected by CBPMS and by the Department of Budget and
Review. They are used internally and for budget discussions. They may be reported to
the Minister.

The access and equity indicators examine the extent to which targets negotiated with
colleges have been achieved. The information is collected by the Social Justice Branch of
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the STB and the information is reported in the form of tabulations to the STB's Social
Justice Commiittee, to the STB and the Minister. It is an internal indicator. Other
performance agreement targets are similarly monitored when set (e.g. for Aboriginal
programs and specific migrant programs).

The commercial activity indicators are based on a series of negotiated targets in the
annual performance agreements of colleges. The indicators are for internal use and
involve both colleges and the Business Development Branch of the State Training Board.
The indicators include:

. industry-funded training as a percentage of recurrent income;

. level of activity provided to industry in the priority economic sectors referred to in
a publication which outlines the economic priorities of training for Victorian
industries. These are divided into low, medium and high priority areas. Those
with a high priority include aerospace, heavy engineering, oil and gas, packaging,
telecommunications equipment and textiles. Those with a medium priority include
clothing and footwear and printing. Those with low priority include business,
finance and property services, construction, community services, retail and
wholesale and public administration;

- number of permanent staff who (1) have received staff development specific to
industry-funded learning and (2) have participated in industry-funded learning
services; and

. the number and increase in co-operative projects undertaken with other colleges in
industry-funded fee-for-service activities.

The more developed States/Tefritories

Several States have been prominent in the development and use of performance indicators.
These States are Queensland, New South Wales, Western Australia and South Australia.

In particular Western Australia and South Australia provided useful background
information for this report about their use of performance indicators.

Waestern Australia

The development and use of indicators within the Western Australian Department of TAFE
has had a relatively long history. As Goldsworthy (1988¢) described it:

The development of performance indicators in TAFE Western Auswralia has been
driven by a subtle blend of exteral government pressures and intemal
organisational imperatives. Public sector managers now wax eloquent on the
merits of strategic plans, human resource management schemes, management
information systems and corporate plans. We all have had to leam to work with
an interventionist government intent on managing the changes it wants introduced.

One of the key cudgels in this process is a revamped Financial Administration and
Audit Act (FAAA 1986). Through this act it has become mandatory for all public
sector bodies to develop corporate plans and to report on progress in achieving
plans by using previously agreed performance indicators. These indicators must
show that the resources of an organisation are being used efficiently and
effectively.

(Goldsworthy 1988c¢, p.2)
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Henderson (1987a) was also one of the earliest writers in the area of TAFE

indicators. This early paper also needs to be seen within a broader context of college-
based self-evaluation and educational audits (Henderson 1987b). In addition, Hastings
(1988) has noted a series of concerns and issues relating to the performance indicators
proposed or in use in Westemn Australia.

At present, the development, monitoring and maintenance of performance indicators is the
responsibility of officers within the Corporate Planning Unit with the Department’s central
office. Staff in this unit have been commissioned by the TAFE National Centre to produce
and pilot a survey of student destination. The project will be completed later this year.

Western Australia noted that

. the development and use of performance indicators has been mandated in the WA
Public Sector by the Financial Administration and Audit Act (FAAA) (Treasurer’s
Instruction 904). The act distinguishes between indicators of workload, efficiency
and effectiveness;

. the framework for the use of performance indicators is also stipulated through the
implementation of program budgeting and management in the state public sector.
This follows similar lines to L program management structure employed by the
Commonwealth Public Service. Govemnment policy objectives are used to structure
TAFE's activities into discrete programs, i.e. skills formation or equity and access.
ﬂwsﬂucﬂmmﬁdesahieramhyoﬂewlsﬁmahmdlydeﬁmdpmgmmatme
top, to a very specific component of activity at the bottom. The result, as each
level branches out from the one above, is a pyramid structure; and

. ﬂ\eprogmmmnagmtsu'ucm:eforTAFEisnmdyundamvisim The
revised structure will allow effective vertical tracking of resources and ouicomes
from the macro policy level to the lowest operational level. For example a tracking
seqummmmﬂskmﬁonmmﬂevdl)mube:mpmfessmmlwb
pmgram(leve!2)-engineeﬂngﬁeldofsludy(!evel3)-cexﬁﬁatelevel(level4)-
Certificate course in Advanced Welding (level 5). As each program and sub-
pmgmmhasdeﬁnedobjecﬁvesandamualoumspedﬁed,ﬁmlsaﬁm
structure on which to anchor the performance indicators mandated by the FAAA.

To date, the performance indicators used in Western Australia have been limited to a small
number of efficiency indicators (the sat & pass exam indicators are considered to be
efficiency rather than effectiveness measures) spedified in college resource agreements.
Based solely on workload and efficiency indicators, these particular indicators gave a very
narrow picture of college activities. In addition, sections of the Western Australian

t of TAFE dealing with specific student groups such as Aborigines, migrants
and the disabled, maintain separate databases and construct and report their own

indicators and are usually related to the requirements of the (Commonwealth)

funding source (cf. the National Aboriginal Employment Strategy or the Adult Migrant
Education Service). ’

However TAFE has developed a series of draft key measures which will be regularly
monitored. Work-based teams will be established to improve performance.

lnmnyofﬂ\esearcastheﬁrsttaskwinbemmnecthbasehnedata.' Having
determined this base line, realistic targets can then be set. In the interim, indicative targets
based on a percentage improvement on current Jevels of performance have been proposed,
including:

. course and subject completion rates;
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s number of people from disadvantaged groups acwsing TAFE courses;
» movement towards more innovative delivery approaches for curricula;

. movement towards more courses developed to reflect competency-based training
and modular approaches;

. increases in the number of staff undergoing staff development; and

] increases in the number of staff invoived in such services as labour market
programs and industry-funded training.

Finally, the Western Australian Department of TAFE is in the process of developing a new
and integrated TAFE Learning Management System (LMS) (see Lloyd 1990). As a result of
this development a new range of effectiveness indicators based on student outcomes and
analysis of student academic behaviour have been proposed.

One of the components of the TAFE LMS is the Student-Based Evaluation System (SBES)
which will provide for the use of performance indicators in college self-evaluation and
accountability. Under the provisions of the SBES course coordinators at college level will
prepare annua! o+ biannual course status reports (CSRs) which will form the basis of
internal managen. >nt and external reporting. The introduction of the CSRs is linked with
the development .. - the new TAFE management information system which is currently at
the data-model stage.

The course status reports will provide direct feedback from student surveys and also
indirect indicators of student academic behaviour. In the CSRs, course coordinators will be
required to address the indicators reported and indicate appropriate recommendations for
refinement of their course structure, content and delivery.

Under the proposed SBES direct student feedback would be sought at four points and
incorporated into CSRs:

= on application to enter course (application form);

. 0" entry to the course (sampling surveys);

. after completion of specific stages or core subjects (sampling surveys); and

» after withdrawal or graduation (all individuals surveyed).

The number of the indicators propused to be included in the CSRs are outlined on page 19.

Western Australia reported that it uses a further indicator to those outlined Figure 2.1 and
discussed in Appendix 2. Information on female-enrolled hours is collected using the
student data system and constituted as a formal performance indicator. It is reported in
the department’s annual report in compliance with the requirements governing
performance indicators under the Financial Administration and Audit Act (FAAA).
Targets for these indicators have previously been set in college resource agreements,
although the audit of the 1989 agreements cast doubt over the value of such indicators,
given the manner in which they were set and reported. Indeed the acting Auditor-General
of Western Australia pointed out that, although submitted, the performance indicators for
the Department of TAFE had not been audited for the 1989/90 financial year.

As a result of experience using performance indicators in the 1989 and 1990 resource
agreements, the following directions have been set by TAFE in Western Australia for
further refinements. These refinements include:
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. the further darification of the relationship between specific pesformance indicators

and corporate geals;

. improving the construction and reporting of performance indicators in order to
maximise their value in decision-making at the college level; and

. developing a ‘basket’ of indicators, including effectiveness measures based on
student outcomes, to give a more complete view of college operations.

Those proposed include:

. application ratio (1st. preference/places offered) - all full-time and part-time
students. It is (to some extent) a measure of unmet demand, and looks at the
applications received against available places;

. good standing ratio, that is, the number of students who trigger default conditions
in the Leaming Management System/Total No. of Students;

. graduation ratio (rolling 3 year average);
. graduate/student satisfaction index;

. cost per graduate; and
. cost per student (all full-time and part-time).

All these indicators would be calculated to show a current value and the percentage
variation on the averare for the previous three years.

South Australia

In 1989 the Department of Employment and TAFE released a discussion paper on
indicators (DETAFE 1989). This paper drew, in pan, on earlier work by the
TAFE National Centre (Guthrie et al. 1986, 1988, Guthrie 1988). The paper was prepared
under the auspices of the Planning and Program Management Committee (PPMC). The
introduction of performance indicators is seen as a mechanism for assessing and improving
‘quality’ in the South Australian TAFE system. As the (then) Chief Executive Officer’s

letter to all TAFE staff pointed out:

This is your opportunity to help shape the ways in which TAFE will account for its
own performarnce in engendering quality learning. This is your chance to
contribute to an important new management process within the TAFE system.
This management process will focus on the performance of schools, colleges and
divisions - not on the performance of individuals, as performance appraisal will
remain the responsibility of college and divisional staff and be a local management
function.

A wide range of meetings with staff and special interest groups was sponsored to provide
an opportunity for all those in the TAFE system in South Australia to understand and
participate in the development of new approaches to college and system management and
accountability, and their associated performance indicators. In 1990 a performance .
indicators training kit (DETAFE 1980), incurporating videos and text, was developed and

released to assist this process.

A recent Centre project (Guthrie and Loveder 1990) highlighted problems in accessing and
processing student-based data, particularly in relation to obtaining reasonable measures of
student progress, attrition and completion. DETAFE however was already well aware of
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these problems and has been working to create a series of new and better integrated
databases as well as improving the quality of data captured at the college level.

The South Australian Department of Employment and TAFE is implementing a program of
performance indicators to meet several needs. These include:

. provision of better management information to college-based managers;

. provision of appropriate tools for internal accountability purposes;

. provision of a ‘management overview’ to the Chief Executive Officer; and

. provision of improved public information for external accountability purposes.

The development of performance indicators is seen as a key step in the introduction of

ce-based management practias throughout the department. The prime
consideration is to give college-based managers information which will:

s assist them to plan and manage better;

. provide motivation and encouragement in the use of performance management
tools and concepts;

. provide tools which will assist management units across the department to
compete for resources on an equal footing, and to reference resource bids directly
to client need; and

. provide tools which will assist managers to account for thei- use of resources.

The method proposed for developing indicators in South Australia will be discussed
shortly. The Department of Employment and TAFE in South Australia has noted that the
process of delivering centrally collated data to management units within colleges in a form
useful to field managers and planners has provided incentive for college-based personnel
to identify errors in data and weaknesses in data collection processes, and to introduce
new processes to improve the quality of the data. As the quality of data improves, so does
the sensitivity of the purposes to which it can be put. So far, known weaknesses in
existing data have precluded the inclusion of ‘ratio’ type data in the distributed primary
management data. However, it is planned to introduce these types of indicators in the
near future.

Thus no information is presented on the availability of indicators in Figure 2.1 (see p.9 of
the report) for South Australia. (Neither is any information presented in Appendix 2.)
However, data items and terms from which each of these indicators can be constructed are
routinely collected within the department and widely distributed for use in internal
management processes - particularly the planning of educational delivery, resource
allocation and accountability. Detailed work is in progress to improve the quality of these
data items and to encourage their use. However the indicators in Figure 2.1 are not
formally constituted as departmental performance indicators.

It was repor’ad that the devolution of management responsibilities from central office to
the field in South Australia will lead to the development of a series of performance
indicators which have arisen from the field. Agreed performance indicators will be
negotiated and used as a basis for resource allocations to colleges and performance

a ts between college directors and the Chief Executive Officer. The development of
‘performance indicators’ is seen by South Australian TAFE as a key step in the
introduction of performance-based management practices through the department,
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Consistent with this policy of devolution of management responsibility, and to gain
maximum commitment to the use of performance indicators, the responsibility for selection
of performance indicators for each management unit rests with the management of that
unit. Guidance in the principles of performance indicators is provided by a unit in the
Planning ard Systems Division in central office. These principles are grounded in a
planning and management model which is based on the identification and satisfaction of
client needs.

However, different units within DETAFE in South Australia have different client bases. It
follows that the performance indicators in use across the department vary from one
management unit to another. (Indeed a study is presently underway to investigate the
performance indicators which might be used most appropriately in the student services
area.) Nevertheless, especially within college-based units, there is considerable
commonality. Those items of management data which are seen as most useful, and which
can be provided from central data collections have been identified, and are presented
annually to managers across the department as an integrated set of departmental
management data’. Individual managers are free to choose which items (if any) from this
set they will use, and are free to use their own indicators where they judge this to be

appropriate.

The primary management data are collated by the Planning and Systems Division in
DETAFE's central office from data drawn from a number of resources:

. demographic data are taken from the Australian Bureau of Statistics (ABS) and
from the SA Department of Environment and Planning;

. industry data are collated by each program management group (PMG) for their
own area of responsibility. Criteria have been developed with the assistance of the
Labour Market Analysis Branch of the Department of Employment and TAFE to
guide PMGs in this task;

. facilities data are drawn from the Department of Housing and Construction who
have surveyed each departmental site. Some of these data are out-of-date, and
methods 2or keeping the data timely and accurate are currently under
investigation;

- staffing data are drawn from the payroll system;

s expenditure data, summarising all financial transactions made by the department,
are drawn from the financial accounting system. These are generated from the
records of financial transactions made by cost centres across the department;

. student enrolment, student outcomes, teaching and class data are drawn from an
integrated student and staff activities system. The data in this system are collected
annually from college compiled records such as class registers and roll books; and

n techniques for gathering client satisfaction data have been developed by the TAFE
National Centre for the SA Department of Employment and TAFE (Hayton et al.
1991). It is anticipated that colleges will routinely survey current students in the
latter period of the course they are currently undertaking, past students (graduates
and non-completers) PMGs will gather information on the degree to which
industrial clients perceive their needs to be met. Fee-for-service activities may also

be surveyed using this process.

Managers who wish to use performance indicators which fall outside the primary
management data are responsible for collecting or collating the necessary information.
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As indicated above, performance indicators in South Australian TAFE are regarded as tools

primarily for use in management of unuts to which those indicators apply. Accordingly,
Planning and Systems Division in central office annually analyses the primary
management data:

] by college;
s by program within a college;
. by teaching area within a college;

. by program;

. by college within a program;

. by teaching area within a program; and

. by teaching area within a college within a program.

These analyses are then directed to the relevant colleges and PMGs for distribution to the
managers of the units concerned.

The interpretation and subsequent reporting and use of this information is largely at the

discretion of the management of each unit. It is anticipated that this information (available
for the first time in 1990), will be used as a basis for educational planning, budget

negotiations, negotiation of performance agreements and subsequent accounting for
resources and performance.

Itis anﬁcipated that, from 1991, the analyses to ‘program by college’ and ‘college by
program’ level will be made widely available throughout the department in a form which
gives a management overview of educational and fiscal performance.

Queensiand

Queensland has shown considerable interest in the development and use of performance
indicators for some time now. The publication produced by the Program and Strategic
Review Branch of the Queensland Treasury, Making results matier: guidelines for the

development of performance indicators (Queensland Treasury 1990c) stresses the value of
indicators for a range of individuals and groups, including:

s staff:

. individual managers;

. senior management;

= central agencies;

L] ministers;

" clients; and

. Parliament and the public.
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AruiToxt provided by ERIC

mmmmmm(WMyIMIW)dmbamof
t (The Bureau of Vocational and Further Education and Training

program

(BEVFET)* has responsibility for 6 programs.) based on strategic planning,
indicators and periodic program evaluations. These processes are reflected in the
structural organisation of the bureau. Moreover BEVFET is undergoing a process of
devolution and regionalisation. The promotion of quality improvement processes is also
an important feature of the bureau’s current thrust.

Queensland TAFE has a number of groups spread across 3 of BEVFET's divisions which
have an interest in the development and use of performance indicators. These are the:

. Branches of Institutional Review and Development, Program Evaluation and
Standards Review and Operational Audit Services within the Division of
Operational Performance;

. Planning and Analysis Branch within the Division of Planning, Technology and
Innovation; and

] Educational Research Branch within the Division of Research and Learning
Strategies.

Their roles are described below. in addition, a series of issues was identified as a result of
my visit to Queensland and discussions with officers from these groups.

The Division of Operational Performance is responsible for assisting all sections of the
department to achieve sound managerial control over departmental activities, to ensure
that programs are appropriate and that they are delivered efficiently and cost effectively.
This role is carried out by:

. monitoring the effectiveness and efficiency of departmental services and operations
independently of unit managers;

. maintaining a quest for excellence in program management and administration
throughout the department;

. responding to and advising senior officers on needed changes to services,
structures and administrative procedures;

. evaluating college and selected private provider courses and programs;

. reviewing standards achieved in departmental and privately provided programs;
and

. assessing and accrediting courses.

Within the division, the Institutional Review and Development Branch is responsible for:
. planning and conducting external institutional evaluations;

. developing performance indicators;

. developing strategies for institutional self-evaluation;

Note that since this section of the report was prepared The Bureau of Vocational and Further Education and
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. reviewing the processes and outcomes of self-evaluation; and
. investigating specific organisational problems.

The institutional evaluations are used to review institutional goals and assess the
institution’s ability to meet its agreed goals. In addition, the review process, whether
conducted internally or externally, is designed to encourage institution self-development
and improvement. It also provides a mechanisin for demonstrating the efficiency and
effectiveness of the institution and the service it provides to appropriate audiences.
Guidelines and policies have been developed for conducting reviews (Institutional Review
and Development Branch 1989a). In addition publications has been produced which are
concerned with:

. external reviews (Institutional Review and Development Branch 1988a, 1989b); and

. institutional self-evaluation (Institutional Review and Development Branch 1988b,
1990). '

Their processes draw, to some extent, on the work on institutional evaluation by Byrne et
al. (1984a, 1984b).

The role of the Program Ewluation and Standards Review Branch includes the followng:

. evaluation of the overall provision of vocational educational and training programs
in the context of current and future needs and social, structural and technological

change;

. evaluation of the effectiveness of the relationship between the expectations of
industry and the wider community and the provisions of educational and training
opportunities;

s review of student assessment policies, processes and practices; and

. review of the development of vocational skills and the extent to which graduates

acquire the competencies intended by the program designers and which are
needed in their employment.

In particular the branch is concerned with evaluating the effectiveness and quality of
programs offered both by the department and private providers. 'However, its primary
concern is to evaluate the expectations of industry and the wider community in relation to
the educational and learning opportunities being provided. The aim of this evaluation
process is the improvement in the standards and performance of the vocational education

and training system.
Finally, the Operational Audit Services Branch has as its major tasks the:
» internal audit of departmental and institutional financial systems;

. assessment of the effectiveness of departmental programs against specified criteria;
and .

. provision of a consultancy service to management with regard to systems
operation, organisational structure, efficiency reviews and effectiveness audits.

It is therefore concerned with conducting financial and compliance audits, together with
audits of efficiency and program effectiveness.
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The division reports to the Director-General and the Minister.

The Planning and Performance Analysis Branch is involved in collecting a range of
information and data and conducting a first pass analysis of these data and
information. Others (for example branches within the Operational Performance Division)
conduct more detailed analyses of the data and information. The branch co-ordinates the
production and analysis of individual college and divisional development plans. These
plans include strategic targets and other indicators. Examples of key performance target
areas include:

. utilisation of physical capacity;

. full-time teacher utilisation (teacher contact hours/full-time teacher);

. proportion of recurrent expenditure raised from external sources by colleges; and
. cost per student contact hour.

Other reports relating to operational effidency are published (BEVFET 1990).. They relate
inputs to outputs and are generally quantitative, comparative measures of service delivery
and unit costs. These permit a range of performance indicators to be developed and
consolidated at the State and college levels. Effidency indicators used include:

. net and gross recurrent cost/student contact hours for all streams;

. average class size for all streams (defined as the total student contact hours/total
teacher contact hours);

average annual contact hours/full-time teacher (comparative data are also
provided between years 1988-89); and

. student contact hours/seat for all streams (facilities use).

Other indicators include enrolment growth rates in both full- and part-time modes, and
student contact hours, the percentage change in teacher contact hours and the ratio of full-
time to part-time teaching hours. All of these data are expressed at the college level and
can be used for comparative purposes on an institutional or yearly basis (i.e. comparing
1988 with 1989 data). However it is acknowledged that the rata gathered concentrate
heavily on efficiency measures. Moreover, it has been noted (see BEVFET 1990b, p.23)

that:

. valid comparisons can only be made between colleges operating at similar levels of
output;

. new colleges, smaller colleges and specialist colleges will generally have higher
operating costs;

s non-practical classes (e.g. management) generally have lower operating costs; and

. efficiency performance measures only indicate activity levels. Further analyses of
exceptions are necessary before any qualitative judgements and decisions can be

This indicates the potential difficulties which might be caused by the uninformed use of
performance indicators.
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The branch is also concerned with gathering data and other information which reflect
elements of the quality of outcomes and service, including graduate destination surveys
(Weeks 1990), unmet demand (BEVFET 1990a) and student satisfaction (using a

nnaire to the previous year’s graduates which is distributed, processed and reported
by State Office). Such studies are used to help to judge the effectiveness and quality of the
organisation. Indeed there is a significant interest in issues of quality and its measurement
for improvement purposes in Queensland.

In addition, information on staff salaries and training is being compiled using ABS training
survey forms. These data are being collated and will be reported by State Office.

The Education Research Branch has had a relatively limited role in the development of
indicators. It provides a consultancy service to the branches and bodies; it

monitors work being conducted elsewhere and acts as a clearinghouse for this information.

Recently it has been studying the use of performance indicators relevant to distance or ofi-

campus provision.
New South Wales

New South Wales, like many other TAFE agencies, lacks systems which provide useable,
timely and accurate management data and other information for a range of levels within
its organisation. However the responsibility for the collection, processing and reporting of
performance indicators falls to the Corporate Planning Division. Information provided by
the Division of

Information Systems and other bodies within the corporate structure provide much of the
data necessary for calculating a range of performance indicators.

Like Western Australia, TAFE in New South Wales is required by an act of Parliament to
report on its performance. The current processes and systems being develcped and
progressively implemented will ensure that performance can be measured against
determined objectives and outcomes.

In the NSW public sector generally, management information systems, performance
measurement and customer consultative processes are still in a developmental stage. For
such a large State as New South Wales, the challenge for TAFE is to create an integrated
planning, performance monitoring and reporting system to meet a range of internal and
external needs.

At present considerable effort is being put into the development of management
information systems; financial, human and administrative, to support the collection,

g and evaluation of performance data. This integrated system will assist
managers at the local level to use indicators to plan, monitor and evaluate their
performance. The aggregation of local data will meet corporate planning, performance and

reporting needs.

The Corporate Planning Division has a co-ordinating role in collecting, processing and
reporting corporate performance indicators and actively supports colleges, networks and
training divisions with the development and collection of local indicators.

In 1990, NSW TAFE coilected and reported 13 corporate performance indicators. The .
indicators were collected primarily to meet annual reporting requirements and to provide
TAFE's executive staff with an overview of the organisation’s performance at a global
level. Listed below are the performance indicators reported in the 1990 NSW TAFE
Annual Report:




. Graduate numbers - number of students in major award sourses who were eligible
for an award. Reported by faculty and school and for s.fected courses in 6
Industry Training Divisions (ITDs);

. Course completion rates - number of students enrolled in major award courses
over number who completed over 4 year period. Reported for selected courses in
6 ITDs;

. Average subject completion rates for courses - number of students who enrolled
in subjects in major award courses over the number who completed. Reported for
selected courses in 6 ITDs;

» Community participation rates - percentage of selected populations 15 years and
over who participate in TAFE. Reported by State, metropolitan/country, and by
age and gender using data extracted from ABS census data;

. Enrolment rates for targeted groups - percentage of enrollees from taigeted

groups such as women, nonenglish speaking background and unemployed youth.
Reported by faculty and educational program;

. Cost per student contact hour - total salaries and consumables expenditure over
number of student contact hours. Reported by school;

. Student satisfaction with course content and delivery - survey of current students
enrolled in selected courses in 6 ITDs;

» Graduate satisfaction with course content and delivery - survey of recent
graduates from selected courses in 6 ITDs;

. Graduate employment and further training outcomes - survey of recent graduates
from selected courses in 6 ITDs;

. Industry satisfaction with training - survey of selected industry representatives in
6 industry groupings;

. Staff attrition rates - for permanent employees only. Extracted from personnel
records;

. Days lost per 100 staff due to indusirial disputes - for teaching staff only.
Extracted from personnel records; and

» thgeofmaﬁesmdwagesspentonnlnmg-exmctedﬁomgmeml
records.

To continue the development of the system in 1991, all colleges, networks and training
divisions will be required to moni*or and/or collect a standard set of local performance
indicators. These indicators are consistent with the organisation’s overall objectives and
are directly linked to performance objectives, outcomes, and targets specified in individual
college, network and training division management plans. By integrating the monitoring
and reporting of indicators with the management planning process, indicators will assist
managers at all levels to plan, monitor, evaluate and improve their performance and
services to students.

Listed below is the set of local indicators to be monitored by all colleges, networks and
training divisions in 1991:

. Student satisfaction - all colleges administer survey to a sample of students;
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. Subject completion rates - reporied by subject for each college, network and
training division;

s Subject retentiou rates - reported by subject for each college, network and training
division;

. Average subject completion rates for courses - reported by course for each
college, network and training division;

. Enrolment rates for targeted groups - reported by targeted group for each college,
network and training division; and

) EEO data - report format yet to be determined.
In 1992, the set of local indizators is likely to be expanded to include:
. actual versus budgeted expenditure;

- graduate employment and further training outcomes;
» industry satisfaction with training;

= non-completing students’ perceptions of TAFE; and
. cost per student contact hour.

While the development and use of indicators may lead to a better correlation between
plans and outcomes it was acknowledged that it is difficult, initially, to set reasonable and
meaningful targets. Moreover, those providing data to the system needed to be persuaded
of the benefits to be gained by improving the quality of data and other information
gathered.

The ACT

In a brief paper, Reporting key performance indicators tc government the ACT reported that it
is developing a range of key performance indicators as an integral part of the ACT budget
process. This process requires all ACT government agencies to report on perforr. ance
against nominated indicators for each program. These are published each year in the ACT
govemment budget papers. Performance indicators also form an important part of the
ACT Institute of TAFE's business planning process.

The indicators include:

. access - knowledge of courses, accessibility to facilities and entry to courses;

s participation - numbers and mix of students, including those presently
disadvantaged;

. successful educational outcomes for students;

. quality and diversity of courses;
. responsiveness to the economic and social needs of the ACT community;

. collaboration with other ACT education, training and industry agencies in pursuit
of common goals, and in relevant national endeavours; and
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. achievement of objectives within budget.

Key performance indicators are specified to government within three sub-programs:
. education delivery;

. education services; and
. corporate services.

These indicators are essential to the Institute’s mission to ‘develop a skilled and flexible
workforce’. (Outlined in Appendix 4.)

As indicated in Figure 2.1 (see p.9) the ACT also has systems in place which make use of
all the effectiveness and efficiency indicators listed for comparison, at the national level.
These indicators, and other variations used by Commonwealth government agencies (such
as the Department of Finance and the Grants Commission) rely totally on the validity and
accur.  of the nationally collected ‘selected TAFE statistics’,

As pa: t »f its ongoing analysis of selected TAFE statictics over some five to six years, and
in its suomissions to the Commonwealth Grants Commission Inquiries, ACT TAFE has
attempted to compare and contrast its operations with other States/Territories. Such
analysis has, however, been frustrated by the inconsistent collection methodologies and by
consequential unreliable data for some States in the national collection. Other States have
alvo been attempting such analyses.

Even without considering important questions relating to the objectives of TAFE and its as
yet undefined boundaries, the above comments serve to illustrate the degree of caution to
be observed in the development and use of performance measures in both intrastate and
interstate analysis. All of these issues are to be addressed in the VEETAC sponsored
national management information and statistics system project described in Chaper 2.

Notwithstanding the difficulties, ACT TAFE is attempting to establish international bench-
marks, or performance comparisons, with comparable tertiary institutions and systems in
other countries, e.3. New Zealand and the USA. The increased marketing of TAFE courses
off-shore - especially through full fee paying overseas students - makes such international

comparisons increasingly important.
Pertormance indicators in use

While there has been considerable attention given to the how, the why and the wherefore of
performance indicators there are surprisingly few examples which can be cited of their practical
use. Moreover the majority of the information that can be readily collected is at the
State/Territory rather than the national level. It also relates particularly to the selected national
key indicators and other available information, all of which can be used by TAFE
central offices in their dealings with colleges and other groups. Relatively little information is
freely available at the college level since much of these data are tied up either in confidential
planning documents, resource agreements or reports of institutional evaluation.

Much work has been done both formally and informally on the development and use of
performance indicators for evaluation, planning and (more recently) management purposes. Little
of it however, is in a form where it can readily be obtained since it has not been formally
published. The development of management information systems hus also been local and based at
the college level, although in some systems (for example New South Wales) certain databases are
managed centrally. Other States (for example Queensland) have been working on the
development of a common, but decentralised management information system designed to take
account of the data needs of colleges.
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There appears to be a lack of readily available information about the development and use of

college-based management information systems and performance indicators. Therefore a
particularly fruitful area of future work would be:

. a simple manual on how to develop and use performance indicators; and

. a project to develop a relatively simple computer-based management information system
which met the needs of colleges (and which could be readily adapted to address further
data needs as identified) but which incorporated within them the information needed for
both State/Territory and national data reporting. This development process would need to
take account of those performance indicators maost likely to be useful at the college level
since it is inevitably at this level or below that data collection begins.

Perhaps the most notable example of the public use of performance indicators is their inclusion in
the annual reports of the Department of TAFE in New South Wales (more recently the NSW TAFE
Commission). While a range of general statistics and indicators are reported (e.g. numbers of total
enrolments over a time series) other statistics are reported as well, including:

. completion rates for a ringe of courses and subjects;

a employment statistics and satisfaction rates in major subject areas (e.g. hospitality and
tourism and electronics, computing and telecommunications courses);

. participation rates of particular groups; and
. utilisation of space and costs of consunmables.

This information is particularly informative for those within and external to the TAFE system in
New South Wales. In addition it has been reported (Henderson pers. comm.) that having
performance indicator data available has helped to win a greater proportion of State resources in
times of general cut backs since need can be demonstrated.

Performance indicators will also be reported for major areas of activity in BEVFET's annual report
for 1989-90. Similar information is available in the SA DETAFE annual report. Simple
performance indicator data appears in the annual reports of the ACT Institute of TAFE. The Office
of Tertlary Education in the Northem Territory publishes selected TAFE statistics.

There is a need for more attention to be paid to the development and use of indicators -
particularly at the college level. However, an increasing amount of information is available about
the development and use of performance indicators at the State/Territory level also, although it is
most often concerned with techrique and process rather than use. There has been relatively little
information published up until now about the performance of individual TAFE systems, whether
in their own right, in comparison with other systems in Australia, or intemationally. However,
there may be an increasing demand for indicators of this type to be developed and used.
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Chapter four: Performance indicators - what
the literature says

In Chapter 2 some of the mission statements and corporate goals of a range of TAFE agencies were
examined. Key words which emerged from this process included:

. planning;
. management information;
. accountability; and

» quality and quality improvement.

These will be used to focus the review of the literature presented in the present chapter. In
addition I will re-examine the definition of performance indicators and also consider some of the
issues and problems with performance indicators and their use as highlighted in the literature.
Some of these issues will be considered in greater detail in the final chapter.

Performance indicators redefined?

A previous Centre publication (Guthrie 1988a) examined a range of defiritions of the term
performance indicator drawn from the work of Henderson (1987a) and Theodossin (1987).

Indicators were seen as:

. surrogates or proxies;

. substitutes for things that canrot be measured directly;

. quantitative or qualitative; and

. measures which help to capture the essence of what is happening.

Performance indicators may also be thought of as a communication device, an analytical structure
for conveying relevant information. An essential feature of its definition therefore will be the
manner of its use in the communication process (Findlay 1990).

However Vroeljenstijn and Acherman (1990) point out that, despite attempts to define the meaning
and function of performance indicators, confusion still exists. Barnett (1988) and Hattie (1990) note
the danger of performance indicators as correlational statistics because the indicators may not bear
directly on performance (the example Hattie used was random breath testing and a particular
blood alcohol level as a direct correlate of driving competency). Moreover Vroeijenstijn and
Acherman also suggest that:

. people attribute different functions to performance indicators, e.g- accountability versus
improvement (and this hampers the development of a common definition of the term);

" they are readily transferred into standards (although Hattie (1990) points out that most
indicators are a statement of relative quality and a norm rather than a statement of some
standard); and

. the users of performance indicators have different objectives or goals (this, in part, is a
reflection of the political use made of performance indicators).
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However they represent diagnostic features or tools, which can be used initially to help assess the
state of organisational health or ‘wellness’. This analogy will be developed further in the

following chapter.

During the review of the literature other definitions of performance indicators have emerged, for
example:

Performance indicators are the means used to collect, on a systematic basis, data about the
performance of programs . - . [which] enable information to be generated about

performance against goals . . . [and] relate to ends not to mems.
(Queensland Treasury 199(c, p2,6 and 8)

They are ‘indicative’ rather than ‘conclusive’ and may provide information about effectiveness,
social justice, operational and outcome efficiency and standards of service (Queensland Treasury
1990c¢).

Hopkins and Leask offer the following definition:

A performance indicator is a statement against which achievement in an area or activity
can be assessed; they are also useful for setting goals and clarifying objectives. For some
performance indicators, a brief statement is sufficient; for others, the statement should be
more specific and refer to supplementary processes which would give a measure of depth,
quality and/or commitment in the particular area. For the purpose of school
improvement, performance indicators should reflect a synthesis of . . . aims and be
constructed in such a way as to provide signposts for development.

(Hopkins and Leask 1989, p.6-7)

Hattie (1990) has po.nted out that, as correlates, performance indicators are only partially related to
outcomes; they are symptoms, vital signs, used in diagnosis and decision-making, but can easily
become the focus of attention rather than the outcomes themselves (that is, they become the tail

that wags the dog). Hattie also refers to other definitions of performance indicators in the
literature where they:

. are benchmarks for measuring progress or regression over time or differences across
geographic areas or instituitions at one point in time (Dunnell and O’'Loughlin 1987);

. reduce a complexity of judgments to a simple objective measure; and

. are used to help in assessing impact, discerning effective practices, informing decision-
makers, explaining causes, monitoring standards and trends, forecasting future changes,
stimulating and focusing effort, defining objectives and ensuring accountability (after
Cuttance 1989).

They are (as Findlay 1990 points out) a means of simplifying the complex information that
underpins management’s decision-making. Frackmann (1987) notes that performance indicators
have two aspects - a technical process (how they are constituted, validated, etc.) and a ‘hearts and
minds’ exercise (which relates to the way in which they are proposed, introduced and used). This
latter aspect has considerable political connotations.

Cave et al. (1988) have given some attention to how performance indicators can be described in
technical terms. The description includes:

. type of indicator (output, efficiency, effectiveness, quality, eic.);
. relevance (Does it relate to organisational goals and mission?);

. ambiguity (Is a high or low value of the indicator unambiguously favourable or
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unfavourable?);

. cheat proofness (Can the indicator be manipulated? - very often multiple indicators are
used so that ‘cheating’ on one will show up on another);

. cost of collection and availability of comparative data;
. level of aggregation; and

. relation to other indica‘ors (Is it a unique ‘measure’ or one of a number of ‘measures’ of
the same attribute?).

Hattie (1990) has suggested a range of other technical criteria, including:

. coherence (the balance between indicators in reflecting the essence of what is being
measured);

. dependability (valid and reliable for comparative rurposes within a single time frame);
and

. durability (valid and reliable over time).

Most definitions assert that performance indicators are goal-related (Dochy et ai. 1990) and used
within a wider context of planning, providing information, intended outcomes, evaluation and
review, and improvement (and, of course, accountability).

Performance Indicators in planning and managoment
Their role in planning

Many corporate (or strategic) planning texts link the planning process to performance
indicators (Curran 1988). Beginning with a charter or mission statement, an environmental
scan is conducted which examines the context within which the organisation operates.
Organisational objectives are then set. which need to be clear, concise and limited in
number. They are also related to key areas of activity (for example, program areas in a

program management process).

Goals or aims are then established which are measurable, followed by strategies or
programs designed to achieve the goals. Performance indicators are specified and are
designed to determine the success or otherwise in meeting the goals (the ends) - and for
monitoring the adequacy of the plan itself. Such a sequence of activities sits comfortably

with a strategic planning approach as proposed by Cope (1991).

The process of program management is discussed in greater detail in the series of
publications provided by the Program and Strategic Review Branch of the Queensland
Treasury (Queensland Treasury 1990a, 1990b, 1990c). The program management system
they propose is made up of:

" a strategic plan for the implementation of relevant aspects of government policy;

. a program structure which is consistent with the strategic plan and which has
goals framed in terms of desired outcomes;

. related management systems, the key one being a system of management
information; and

. a regular evaluation and review process whereby:
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Y performance against goals is monitored on a regular basis;

(ii) consideration is given to alternative innovative means of achieving
departmental goals; and

(idd) the continued appropriateness of the department’s purpose, goals
and strategies is reviewed; revisions are made and resources
reallocated where necessary

(Queensland Treasury 199(0a, p.8-9)

They believe program management can assist managers by providing:

a common framework for planning, resource management and evaluation;

regulay and systematic assessment of performance of programs against their stated
goals (using, amongst other things, performance indicators);

a basis for developing suitable supporting management information systems; and

opportunities to engage internal and external stakeholders in a dialogue about
performance.

Curran identifies three different types of indicators: structural, process and output. As he
points out:

‘Structural indicators’ use inputs as surrogates for outputs. Typically, management
groups will publicise structural indicators because input factors are almost entirely

under their control - inputs such as the quality of the staff they hire, or the output
capacity of their installations or, perhaps, the ratio of students to staff. A
structural indicator is, at best, only an index of the capacity of the organisation
to perform work rather than an index of the work that is actually done. (My
emphasis.)

On the other hand, ‘process indicators’ evaluate conformity to a given standard of
performance but not the adequacy nor the correctness of the standards themselves.
These indicators assume that those activities which must be performed for the
organisation to be effective are known, and can be known. Structural and process
indicators are often used as regulatory mechanisms, but regulation of the
structures or processes within organisations can have negative effects on outcomes.

The third type of indicators, ‘output indicators’, unfortunately do not necessarily
e a true measure of periormance either because they reflect not only
organisational performance but also uncontrollable external factors. They are also
inherently difficult to measure and perhaps nowhere more 5o than in the delivery
of goods or services like education, which has outcomes valued differently by
different sectors of the population.
(Curran 1988, p57)

The different emphasis of different groups on the choice and interpretation of indicators
and the problem of the correlation beiween the performance indicator and the actual
reasons for the apparent level of performance are important points. Many of our present
indicators are structured, but there appears to be a wish to move towards more output or

outcome-oriented indicators - despite their inherent problems.

Their role in management

Public sector organisations such as TAFE agencies are increasingly caught between

43




e

ly accounting for their use of consolidated revenue for funding their activities
{which has traditionally meant a relatively high level of central control and accountability),
and their increasing market orientation (given the deregulation of the training market and
the increasing competition TAFE faces from other providers of training). This has lead to
TAFE colleges adopting an increasingly service-related perspective and offering courses
and other programs of study which have been customised to meet their various clients’
requirements. College directors are now less administrators and more clearly managers.

Increased autonomy is necessary in order to compete in this more market-oriented
environment although, as Hiifner (1987) points out, a balance needs to be struck between
the ‘state’ and the ‘market’ forces acting on organisations in order to produce an *

mix’. However increased competitiveness may be restricted or prevented if practices or
regulations which will enable greater freedom of action (e.g. the right to hire and fire) are
not allowed, or practices or regulations are kept in place which unnecessarily restrict a

manager’s range of options.

While some (e.g- Singh 1988) believe that performance indicators may be used as
mechanisms for increasing centralisation and control (as indeed they can bel), others, (e.g.
Bormanns gt al. 1987) suggest that they offer a mechanism for providing increased freedom
and self-regulation with a broad framework of accountability. They enable governments to
issue fewer prescriptions ex ante while registering the results ex post (Bormanns et al.
1987). They can also be used to develop a greater degree of institutional transparency
(Hiifner 1987).

Nevertheless the fear that the development of a set of indicators will lead to system
ossification once introduced is a very real one. In the UK, reports such as Obtaining better
value from further education (HMSO 1985) dealt disproportionately with the issues of
economy and efficiency. If adopted unquestionably such indicators provide messages to
those managing organisations (and those implementing, using and interpreting the
indicators) about what is considered to be important. Thus it is a matter of the weighting
acoorded each of the indicators proposed during the planning and management processes
which is, in turn, a reflection of, or message about, the relative importance of the feature it
is designed to monitor or measure.

Hiifner (1987) points out that German and Austrian universities have noted that a number
of indicators are focued on collecting information about operating indicators (i.e.
compliance with standard values for space, annual staff teaching hours, staff/student
ratios, etc.) which are a reflection of parameters set by specific planning and steering
mechanisms. In Australia these have been enshrined in industrial awards which guide,
and possibly overrestrict, the ways in which organisations can deploy their resources.
While guidelines and the resultant indicators have advantages, they also enshrine input
measures while (possibly) ignoring important indicators of outcome. Thus the
development of a comprehensive range of indicators which really attempts to reflect the
goals of an organisation, and provide a reasonable measure of goal or target achievement,
is difficult. Essentially it gets back to the question raised by the FEU (1989) as to whether
indicators are a developmental tool OR a measuring stick. There seems to have been a
move away (in the literature at least) from an initial concern with efficiency, to an
increasing concern with measuring quality and effectiveness (in terms of tne extent to
which desired outcomes were achieved).

It is generally acknowledged however that these sorts of indicators are far more difficult to
develop.

Their role in resource allocation and deployment

Indicators may be used in the process of resource allocation. Industry and award
restructuring, together with increased devolution of financial responsibility in most
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Australian TAFE systems, are placing increasing pressure on the traditional budget

of incremental changes to the allocation of resuurces. In broad terms the rules
have stayed the same and funding decisions ‘tinker at the edges’. Nagel (1991) refers to
this as ‘historical incrementalism’ (i.e. last year’s budget plus or minus a bit). Rutherford
(1987) aptly describes this process as ‘equal misery for all’. Many are unaware of the
historical precedents and processes on which funding has been based, and their current
validity may also be questionable in the light of contextual changes.

The TAFE National Centre (Nagel 1991) was commissioned to produce a funding model
for TAFE in the Northern Territory. (Other States/Territories are also addressing the issue
of resource allocation and funding.) The application of such a model would allow
resource allocations to be influenced more by current needs than precedents (suggesting an
increased role for planning), and which encourages the pursuit of excellence (quality,
efficiency, importance of the customer, output/outcome rather than activity), better
management and the collection of required data accurately and in a timely manner. It was
also seen to assist decision-making and related resource allocation and enable those in
power, and in the wider community, to perceive that TAFE represents value for money.
Again, this suggests the need for adequate data gathering and a range of performance
indicators.

Nagel suggests the need for a simplified funding model so that the mass of financial
detail is removed, but which allows trends and inconsistencies to show up, thereby
assisting in decision-making. While he believes some form of student contact hours
measure represents a generally accepted proxy for output or activity. he recognises the
need for better, but ‘more esoteric’ measures of output. He also recognises the
inherent in the belief that more is better. Imaginative management which increases
efficiency is thus discouraged.

Jappinen (1987) suggests that cost data are very heterogencous, and without unambiguous
definitions of costing variables, cost data cannot be readily compared. This, in tum,
suggests considerable caution is needed in their use as components of performance
indicators. Experience in Australia (see COTTS 1991) confirms these concerns. Hiifner
(1987) has noted that if organisations lack control over such features as finance,
admissions, staffing levels etc. they are not encouraged to think strategically.

Recent work by Lagunzad (1990) on measuring the utilisation of facilities in TAFE is also
relevant at both the State/Territory and institutional levels. As he points out, governments
at both State and federal levels have been placing post-secondary institutions, including
TAFE, under increased pressure to achieve higher levels of efficdency and effectiveness in
their use of facilities. It is also useful in pianning future space requirements. However
most systems are frequency-based and ad hoc, and both the methodology and resources to
conduct such studies have been lacking (Lagunzad 1990).

Presently a lack of widely accepted utilisation standards exist. This has inhibited the
publication of utilisation data for fear of misuse or misinterpretation, although present
indicators show that TAFE's usage of its facilities is better than that of higher education
and comparable with those of the further education section in the UK. Guthrie and Bone
(1989) briefly considered facilities’ utilisation in their evaluation of Regency College on
behalf of the Department of Employment, Education and Training. This college uses a
computer-based room allocation/time-tabling system.

Their role in evaluation and review

Performance indicators can also play an important role in institutional evaluation and
review. Queensland TAFE has developed self and external institutional review procedures
(see Chapter 3). Such a process is now required in Victoria. Henderson (1987b} also

produced a paper on the subject.




The Further Education Unit in the UK (FEU 1989) has developed a college-based audit
approach materials which advanced the work of the Audit Commissioner (HMSO 1985)
and the recommendations contained in the Department of Education and Science report
entitled, Managing colleges efficiently (DES 1988). In New Zealand, Southland Polytechnic
(1990) has developed a program evaluation strategy which includes the production of a
program profile (including a number of performance indicators), data on costs and a series
of questionnaires for students, staff, graduates, employers and the program’s advisory
commitiee. Early work by Byme et al. (1984a, 1984b) in South Australia provides much
material which could be used in an institutional audit and review process.

Their introduction

Kamis-Gould (1987) has noted some of the issues surrounding the introduction and use of
performance indicators. Three phases are suggested. These are:

. hostile - They can't do this to usf;

= anxious - Are they really going to do this to us?; and

. co-operation - Together we can improve the system and assure rewards to
deserving providers.

Frackmann (1987) has noted 3 different strategies used by organisations which are being
subjected to the introduction of performance indicators. These are:

1. The strategy of defensiveness: The organisational unit under consideration tries to
hide information and prevent external review and insight. This aim is best served
if no information at all regarding the unit is generated. This strategy is successful
as long as the organisational unit is not punished for withholding information and

is not suffering (e.g. financially) under the prevailing conditions;

2. The strategy of incomplete collaboration: The organisational unit under consideration
participates voluntarily in efforts to gather information concerning the unit. The
effort is under the auspices of ‘test’ or “pilot’ which will have ‘no
consequences’, whatever the results of the information gathered. This results in
making it unfeasible to collect information in the first place, a task of little use,
with few consequences and results. This strategy is successful as long as the

pressure for change is not required by both sides, and change is not identified as
having advantages for both sides;

3. The strategy of shaping the change: The organisational unit under consideration
provides information that is assumed to be advantageous for its own survival. It
puts forward suggestions for the indicators by which it wants to be judged. It
suggests channels and utilisation of information, following more the ideal of
autonomy and self-regulation than the model of centralised governing. This
strategy seems to be necessary if change cannot be prevented.

(after Frackmann 1987, p.152)

Often these strategies are a reflection of moves, usually by outside forces, to increase the
accountability requirements on organisations for the resources they obtain and use. A

range of approaches is possible including:
. fostering a spirit of self-regulation and accountability; and/or
. using information externally to restrict or enhance available resources - in other

words to introduce tangible consequences resulting from the performance
information gathered; and /or
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s using indicators as a means of fostering constructive dialogue between those
within and outside the organisation.

The introduction of performance indicators has caused disquiet in some TAFE agencies,

where their introduction and use has been seen as central office inspired and
focused punitively, and most particularly in relation to allocation of resources. This is
contrasted by the approach in South Australia (see Chapter 3), which has aimed at
developing and fostering an informed debate whereby the performance and management
information needs of all parties can be considered and resolved. In all cases it is preferable
if co-operation is sought and all parties are involved in shaping change.

Managoment information

Performance indicators rely on the accuracy and appropriateness of the data which underpin them.
The present pressure to develop nationally acceptable and State/Territory-based systems of

indicators has led to the desire to improve the quality of the information and data
gathered within their respective systems. However colleges providing the data have had very little
stake in improving data quality, seeing its provision as a tiresome obligation rather than something
of use to them.

The increasing devolution of management responsibility means that, at the college level, data are
mamsinglysemasmmbemdmmmmpomddsewhem(mmpwn This
has led, inevitably, to an increased interest in its accuracy at this level. There is also concern to
develop common definitions (and consistent application of these definitions), particularly if

comparisons are to be drawn.

In short there is an increased desire to make the data more useful and useable. Initiatives are
mhngﬂmatﬂwmﬁommmanumbaofmmmredevelophgm&nmdeb(m
Chapter 3; COTTS 1991) after reconsidering their information needs. For example, Lioyd (1990)
shows how the Westem Australian Department of TAFE is moving to adopt a Learning
Management System (LMS) which puts student outcomes at the centre of a college’s organisation.
It is proposed to phase it in over a 4-year period. One component of the system (the student-
based evaluation system - SBES) will use a range of indicators to provide management information
(the LMS and SBES are discussed in Chapter 3).

Moreover, data need to be analysed rather than just collected. This suggests the need to describe
what data are required in the light of organisational goals and objectives. How these data and
other information will be analysed, used and reported in developing an appropriate data model
and management information system needs to be determined. Management information, like

indicators, only provide part of the information a manager needs in order to make
decisions.

The advent of computer-based systems of data storage and manipulation and retrieval at a
reasonable cost has made the introduction of integrated management information systems and
their related performance indicators more feasible. Nevertheless most Australian TAFE systems
have been left with a relic of unrelated databases developed for needs in the past. Now the need

is for greater integration.

Moreover many colleges have not had the advantage of ready access to a management information
which assists decision-making at the college level - let alone at the level of schools,
departments or individual teachers coordinating courses or subjects. Such systems are needed if
accurate and reliable data are to be obtained for use at higher levels. However it is difficult, if not
e, to devise a management information system which will comprehensively meet every

information need (Queensland Treasury 1991a).
Ideally, however, Queensland Treasury suggests that such systems should:
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. be directed toward the setting and monitoring of departmental goals and objectives;
. facilitate the devolution of authority and responsibility;

. be focused on a relatively small number of key performance indicators which require
regular reporting. These indicators should show the department’s overall performance
against both longer-term strategic plans as well as short-term targets;

. be able to provide information both on resources usage (inputs) as well as outputs and
outcomes;

be able to produce timely reports in readily comprehensible formats with sufficient
flexibility to meet changing requirements;

. be cost effective; and
. draw on the same data sources used by line managers for operational decision-making.

It is also necessary for the data to be aggregated across work units and through management
levels. In other words, the information collected has to be useful to a variety of groups, and at a
number of levels.

Hopkins and Leask (1989) describe the approach adopted by the Newcastle Education Group to
the use of performance indicators in evaluating the technical and vocational education initiative
(TVED) program in the UK. They view the use of management information systems in terms of
ongoing procedures of quality control. In this way valid and useful information is fed in at all
levels. Subsequently the various management levels need to interpret and make use of the data in
the light of their own spedalised knowledge of situations within the unit(s) which they are
managing. (This is where the qualitative information comes in!)

Using the information system enables strengths and weaknesses in it to be revealed. Thus the
users can assist in any revisions needed to the data collection processes or instruments. The model
is presented in diagrammatic form below (after FitzGibbon and Hazelwood 1988):

Figure 4.1 A model for a quality information system

DATA BASE MANAGEMENT
SYSTEM
Inputs and outputs QUALITY
- + Consultation, e.g. = INFORMATION
performance indicators quality drcles SYSTEM

redesign of data base
Review variables

-
hypotheses
Thus data, management systems and practices (e.g. quality ci cles) are linked to provide a quality
formation system. The issue of quality will be addressed shortly in this chapter.

The final factor related to management information is the quality of the information itself. A
variety of authors in the higher education sector (for example Vroeijenstijn and Acherman (1990)),
and in the further education sector in the UK have expressed concern about how the academic
performance of an individual or a department might be indicated. As Theodossin points out:

The British education system has not been notorious at institutional level for sustaining a
valid database on which to take decisions. Traditionally there has been very little (his
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emphasis) attempt at formal (i.e. organised, systematic, regular) data collection.
(Theodossin 1987, p.19-20)

The same would be true for much of education in Australia - including TAFE. In addition, while
deﬁMﬁmsandweighdn@forhﬂimmmneedmbepmposedaMagmedw,ﬂmwmmobe
considerable debate over the technical detail of gathering, processing and weighting the data if
intrastate (let alone national) comparability is sought.

The VEETAC Committee on TAFE and Training Statistics (see COTTS 1991) has expressed its
concern over the quality and comparability of the data gathered both within and between systems
(see Chapter 2). This problem is magnified when data are consolidated, ratio-based measures
developed, and systems compared. The issue of the quality of data is tied up with its immediate
usefulness to those who collect it. In the past little use has been made of such information for
mwﬂm-dﬂnnghﬂem&ﬂmﬂmyaﬂmamdewlopmmmt
information systems and their assoclated performance indicators at a local level. This

management
issue will be picked up again in the final chapter.
Accountabliity

lhavealmdynotedmeuneasymhﬁondﬁpbemﬁnmeofh\dicamrsfordwelopmtmm
measurement and control, and for accountability versus self-regulation, performance monitoring
and improvement. These tensions are real, and reflect the balance between and strength of the
pollticalfomesactingtoconu-olortoshapewlmanargaﬂsaﬂondoa-itsecﬂmsandils
prioritics. It is, in a nutshell, the balance between external control (or a measure of it) and self-
regulation. This issue was discussed in an earlier section of this chapter. However, if
munhbﬂtyisht&mup’mnhmﬂtymd@sta&ymﬂtemnﬁalmmmply
commitment to comparison linked to external control (Theodossin 1987). Top down accountability,
on the other hand, is about diversity and customisation, Comparison in these circumstances is

It therefore depends on who is the focus of accountability - those ‘above’, or those
below who are served by the organisation (Le. its customers or clients).

Performance indicators are used for accountability because they are readily understandable. They
appear to be simple and convenient to use. However their apparent simplicity can mask a
complexity which underlies their definition, derivation and interpretation. For example, as Kalecki
(1989) points out: .

The stupidest thing is not to calculate, the second most stupid thirg to do is follow blindly
the results of one’s calculations!

lfnotcarefullycomeivedtheymaymlyhavemrgimlrelevamewﬂ\efeamofmepeﬂomm
which they have been developed to indicate. They are also one of a number of potential
mechanisms of accountability and control.

The move towards the use of performance indicators may be Treasury-inspired (see Hopkins and
Leask 1989, Queensland Treasury 1991a) and coincides with, or is part of, the movement towards
program tandbudgetingfavoumdinAwtraliarecenﬂyathothfederaland
State/Territory levels. It relates to goal- or target-oriented approaches to management. However
the measure of external control being exercised is determined by the extent to which the targets
are imposed rather than negotiated. Alternatively they may be set by the organisation being
measured’ itself and then agreed to by an external regulating body.

Some of the more recent literature seems to be heralding a swing away from the use of

indicators to serve the needs of accountability, particularly that which is ‘bottom up'.
Increasingly they seem to be focusing on them as ‘top down’, and as measures of quality and the
quality of outcomes (and for quality improvement). Perhaps it could be termed accounting for
quality.




Quality

The concept of quality in relation to a TAFE agency, an institution, a program or course of
instruction or training can be defined by its degree or grade of excellence. Feigenbaum (1983)
describes quality in the following way:

Quality is a customer determination, not an engineer’s determination, not a marketing
determination, or a general management determination. It is based upon the customer’s

actual experience with the product or service, measured against his/her requirements -
stated or unstated, conscious or merely sensed and always represents a moving

target.
(Feigenbaum 1983, p.10)

Thus quality is a relaﬁvemdepmdentonmeamibutschosm(andexduded)ﬁycumﬂm
and the relative weighting they give the various attributes.

Moreover Zeleny (1991) suggests that the quality of any product or service depends on the quality
of the underlying process of its design, production and delivery. Because it is a relative term,
measures of quality are sought. The process of evaluation refers to the assessment of merit or
worth, and so many of the techniques used to evaluate institutions (see Byme et al. 1984 and
various publications of the Institutional Review and Development Branch within Queensland
TAFE) o programs (see Guthrie et al. 1986, 1988; Queensland Treasury 1990b) can be used to
determine the degree or grade of excellence - their quality. Performance indicators (see Guthrie
1988a) represent another mechanism which is potentially helpful in measuring quali'y, as long as
the attributes of quality can be specified and a variety of means used to measure them. However,
it has been suggested that they are, at bes’, only partial operationalisations of quality
(Goedegebuure et al. 1990), because quality is a multidimensional concept (Westerheijdin 1990).

It is also important to have a concept of appropriate quality rather than, necessarily, ‘high’ quality.
Whilst the two are not incompatible, a ‘high’ quality program, school or institution, may not be
efficient and cost-effective. It may not meet the needs of those it serves. In short, quality has to
embrace the law of diminishing returns to ensure that it is not maintained or improved by an
unreasonable use of the available resources.

Needlesstosayuwecmeriausedtodeterminequalitymnmmpe!e,orﬂ\eq\mlitydinmwions
chosen may be at a variety of levels, because perspectives differ. In short, what constitutes quality
inﬂ\eeyesofonepanymaymthavethesameimpomneeinﬂ\oseofoﬂm. It may not even be
a relevant attribute at that level. This gets back to a range of questions posed by Paard=kooper
and Spee (1990) such as:

. What standards should be used to detect differences in quality?

. Who should judge quality? When? Using what techniques and approaches, and to what
purpose?

. What role is there for a pro;;er information system in this area?

. To what extent should these judgements be verifiable and comparable, and what weight
should they carry?

Quality might also be linked to achievement of goals (Westerheijden 1990).
Cope has defined total quality as:
.. . a philosophy of continuous, constant, impassioned improvement everywhere, by

everyone in the organisation all the time.
(Cope 1991, p.80)
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Quality and its improvement are therefore functions of the entire organisation. This fits in well

with the conception of Total Quality Management (TQM), that is, a management philosophy which
utilises tools and techniques for:

. control of quality,

. planning of quality, and
L] continuous improvement,

in everything which organisations carry out. It is an attitude to working towards continual
improvement in quality and productivity, at all levels of commercial and industrial organisations,
in order to meet customers’ needs at each stage of the process. Performance indicators can play a
very important role in this process, because measurement is central to the methods of TQM.

The concept of TQM suggests that everyone has a customer, or a range of customers, whose needs
have to be served as well as possible. However (as Zeleny points out) quality has often been
pushed out by a survey data saturated (informed) producer rather than pulled in by an integrated
and empowered customer who has defined quality in terms of the fitness of a product or service
::x; their use. In short, quality can be producer- rather than customer-driven (as it perhaps should

Thus Zeleny believes quality management or improvement processes need to integrate the
customers into processes rather than separating them from them. In other words it is concemned
with gathering information about what is happening rather than what customers, and others, say
is happening. To control the quality of outcomes, the organisation neeas to implement systems
which control the processes involved (Hayton et al. 1989, pp. 18, 19).

If performance indicators are to play any role in such a quality improvement system they must
free it, not constrain it. (It is much easier to talk about quantities in education than its quality, see

Singh (1988): Jappinen (1987) doubts whether quality can be measured with indicators.) It also
means that resistance to change within an organisation must be reduced to a minimum, and any
processes which indirectly or even directly reward and encourage resistance to change eliminated
(for example, outdated or inappropriate performance indicators).

In many cases the promotion of change will involve the removal of traditional checks and balances
because, in most traditional organisations change is pushed out from the top and encounters
restrictions further down which are numerous, strong and persistent (Zeleny 1991). On the other
hand, in an improvement-oriented management system, for example the integrated process
management (IPM type), change, quality etc. are generated at lower and more proper levels of
contact, pulled in and propagated upwards encountering (perhaps) only single weak and
unsustainable resistance at the top.

Another principle of TQM which is relevant to implementation of performance indicators is:
"people work within systems" (Hayton et al. 1989, p.14). Deming (1986) has stated that 85% of
problems in an organisation can be attributed to the system and 15% to individuals.

Haie (1990) points out that the debate over performance indicators often promotes discussion of
deeper and more important issues (for example, What is quality and how do we go about
improving it?). They can be (as Theodossin 1987 suggests), the first step in establisiang a viable
quality control or assurance system.

Dochy et al. (1990) suggest that quality assurance is a continuous process of control. Quality
measurement is a snap-shot focussing on shorter-term outcomes. Quality assurance is a cyclical
process which includes three independent phases:
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. monitoring (serving as an early warning system to trigger comprehensive assessment of
the causes of defidencies that are discovered);

. measurement (including a linked number of performance indicators with high validity to
detect deficiencies); and

. improvement.

However, most quality improvement systems tend to underemphasise the latter two phases
(Dochy et al. 1990). The cycle of quality assurance is presented in Figure 4.2,

Figure 42 The cycle of quality assurance
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isvels and forme
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MonRoring,
measursment

and waiming

(After Dochy et al. 1990, p.139)

The process is not dissimilar to the processes of external and self-review considered briefly earlier
in this chapter. Nevertheless it touches on the notion of a culture which promotes, maintains and
improves teaching quality (see Sizer 1990) and is related to regular reviews of subjects, courses,

methods and resources, quality of course delivery, staff development and appraisal
procedures and client satisfaction.

From what has been said so far, it is clear that ‘quality’ is not easy to define or to measure. It has
already been stressed that the notion of quality is a matter of opinion and therefore its
measurement is determined by those elements which individuals or groups choose to identify and
to emphasise. Therefore opinions about quality in education and trrining may lead to the issue
“political’. Nevertheless performance indicators have an important role to play in
the quality debate, and in focussing on and helping to measure these features which
help to tell us about the quality of ou: processes and outcomes.

Other issuses highlighted by the iiterature

Many of the issues arising in the development and use of performance indicators have already
been discussed. A number of the more important of these will be considered in greater detail in
the following chapter. This section will concentrate on those issues identified by the literature
which have so far received little attention. These issues are as follows:

» the use of the processes of peer review in assessing quality;

. performance appraisal at the individual level; and
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. a range of issues and concerns raised by Singh (1988) regarding performance indicators
and their use.

These issues arise not so much directly from the performance indicator literature itself; rather, they
are a reflection of the wider context in which performance indicators are developed and used.

Peer review

Peer review traditionally has been used in the education sector (and particularly so in
higher education) in the referee system for academic journals. In t»» _resent cortext
therefore, the term peer review is used somewhat loosely (Goedegebuure gt al. 1990).
Indeed the whole publication edited by Goedegebuure and his colleagues pay considerable
attention to the issues of evaluation, peer review and its role in the development and use
of performance indicators. Certainly the term “‘peer review’ involves human judgement
which may or may not be informed by more or less objective databases. (Among the more
‘objective’ data are those derived from performance indicators.)

Who are these peers, however, is open to considerable speculation and debate. In UK
universities reviews by peers occur at the course or departmental level. They may also
take place in a variety of forms - from individual to system (depending on who the peers
are!). A range of literature is available on the subject (e.g. Roe and McDonald 1983, Moses
and Roe 1986). Peer review may be used at the course level to provide feedback to those
involved in developing and implementing particular courses. Such a process (using
Course Review Committees) has been employed by TAFE in South Australia (Guthrie and
Bone 1989). Finally, peer review it may be used at the individual level in a process of
clinical supervision (see Guthrie 1988b) or, at a more senior level for the review of
individual senior managers (Mageean 1990). However, in general, Australian tertiary
education lacks a culture of evaluation (Bourke 1986), although Hattie (1990) examines the

use of performance indicators in assessing quality of departments of education in
universities in Australia. :

Peer review is seen as having high content validity (Goedegebuure et al. 1990) because it
can be used directly to assess quality. However its inherent subjectivity is scen as a
disadvantage; obviously however, such a process can never be fully automated
(Paardekooper and Spee 1990). External review also complements internal self-review
(V:oeijenstijn and Acherman 1990) and the processes of review by peers on the one hand is
not tible with the use of performance indicators on the other. Indeed the
Queensland Treasury (1990a, 1990c) proposes the use of performance indicators AND a
process of evaluation or review (1990b). The important issue has ceased to be Should peer
and other reviews be conducted? The question now relates to the technical details of how,
when, and where they are done. Second, the review activities and findings need to lead to
action. Thirdly in Australia the answers to the questions of what information is needed in
this review process?, when?, how?, and from whom?, are still being resolved.

Performance appraisal

For the most part the performance indicator and performance appraisal debates have
remained separate - often quite deliberately. Appraisal is seen (Johnston 1989) as the
identification of strengths and weaknesses, and the development of programs of action that
will enhance the strengths and remedy the weaknesses. Appraisal, like review, can occur
at a variety of levels - from an individual to a system and beyond. The project conducted
to develop indicators of client satisfaction for the South Australian Department of
Employment and TAFE (Hayton et al. 1991) was very conscious of the sensitivity of the
data it and other processes like it could generate. In courses with limited enrolments and
at small institutions, it is likely that the level of performance of individual staff could be
identified. The issue is whether this information should be available to managers, how it
should be used and to what end. South Australia (Hayton et al. 1991, p.27) has kept the




issue of performance appraisal at a local management level.

The recent review of TAFE teacher preparation and development (Hall gt al. 1991) noted
that appraisal was an issue in teacher development. Some groups were concerned about
the opportunities for its abuse, the criteria upon which appraisal would be based and its
processes. Others noted the potential usefulness of the process in improving individual
and departmental performance, and in increasing individual professionalism.

As Bourke has noted in relation to higher education:

One mark of a profession is that is has standards of practice and performance which are
maintained through regular scrutiny conducted by fellow practitioners. Academic work

has progressively experienced in most of its attributes in the last half-century other
processes of professionalism . . . But in some fields a pre-professional notion of

performance has been surprisingly tenacious.
(Bourke 1986, p-23)

In higher education in the UK the debate has linked the notion of indicators of

ce 10 those used for individual appraisal. Some staff (see Rutherford 1987)
would prefer not to see the formalisation and legitimisation of current informal processes
while others were concernad that such appraisal occurred behind the scenes and was based
on criteria that were unknown and hence far from clear. In short, they believed
need to be more open to scrutiny. It was noted that while improvement might be the
function (by providing help and retraining) there was a fear that it would be used for
judgement, and to help identify departments and individuals to be ‘rationalised”.

Appraisal processes may involve staff, peers and students (Johnston 1989). Moreover,
appraisal processes have been linked to the probation and promotions systems (Rutherford
1987). However, such processes require that resources be allocated (or reallocated) if the
outcomes of the appraisal process indicate that changes are needed. How such appraisal
systems would work - whether at the individual level or above - will require further
consideration by those proposing such approaches as well as those who will ultimately be
appraised. If nothing else, it will make currently informal systems ™ore formal, with
responsibility for any development or improvement resting with the individual or, more
likely, jointly with the institution or organisation. However, one-way appraisal will always
invoke strong opposition (Rutherford 1987).

It is likely that the two issues (performance indicators and peﬁoﬁnance appraisal) will
become increasingly linked. Nevertheless, there is considerable emotion in both issues, but
the latter (being more personal) exerts a more immediate impact.

Other issues

Singh (1988) has highlighted a range of issues, and the second order (and often
unanticipated) consequences associated with the use of performance indicators in
education. Some of these (not already covered before) are listed below. He suggested that

they:

. are a displacement ability - a self-serving activity for corporate managers, rather
than a serious minded effort to ensure accountability (and) to improve education . .

. (possibly) have adverse effects on students, teachers and teaching, and quality;
. are the public sector equivalent to the corporate sector’s profit and loss accounting;
and
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) are indicators of action and of the establishment’s far sight or benevolence. They
have a symbolic use regardiess of the validity of the statistics. They may be used
to obscure rather than illuminate reality.

These and a range of other issues have been raised in Chapter 3 and the present one.
These trends will be drawn together and considered in the final chapter.

Summary

The literature and the various State/Territory TAFE agencies see the introduction and use of
performance indicators as inevitable. This is not a bad thing: they are already promoting debate
on issues such as quality, accountability, resource allocation, planning, management and the
quality of data which underpins many of the indicators already in formal or informal use.

They have considerable potential to be useful management tools at a range of levels and to inform
the debate about the effidency and effectiveness of TAFE which has hitherto largely been fuelled
by rumour, innuendo and gossip which (unfortunately) has also often been exaggerated or untrue.

The literature generally supports the introduction of indicators; however the cautions

are no longer related to whether or not they should be introduced and uwad. Rather they relate to
what indicators shouid be introduced, for what purpose and how validly ihey reflect reality. The
debate now is concemed with the technicalities and with winning hearts and minds; the issue of

whether or not to have them is dead, They are here now; the die is cast.

A range of conclusions can be drawn from the review of the literature. It is clear tnat:

. there is still considerable variance in the literature over the definition and predominant
purposes for developing, using and reporting indicators of performance;

. they are now perceived more properly as elements of a management information system
and the management process rather than isolated tools;

. they can be used to promote debate and increased professionalism, both in terms of
educational and management practice. Nevertheless there is still a measure of scepticism
about their validity and ultimate usefulness;

. indicators are progressively being seen less as tools of ‘bottom up’ accountability; rather
more as promoting ‘top down’ accountability, with its associated concern for meeting

needs and promoting quality;

. the move towards their role as a management tool has been accompanied by an increased
concern with their use in resource (and particularly budget) allocation. This is particularly
so as traditional views and government funding models are broken down;

. the choice of indicators to include or exclude in the set of indicators chosen provides
messages about what is considered important. Therefore the choice and use of indicators
needs to be based on their appropriateness rather than their availability and the extent to
which they can individually or collectively provide a picture of what is actually

happening;

. if indicato~s are not chosen and used wisely they will restrict rather than foster diversity
and goou practice;

= a range of indicators has to be used, where possible, in order to obtain the most valid
indication of performance;

|
(|
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. attemiontotheqmlityofntedatauponwhichh\dicatorsarebasedisaprmsmgneedbom
in Australia and overseas; and finally

» a sense of ownership by those involved in collecting and using the information needs to be
fostered if performance indicators are to be implemented and used effectively.
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Chapter five: Issues and conclusions

Introduction

This publication has attempted to draw together information about how performance indicators are
being implemented and used by TAFE agencies throughout Australia (Chapter 3). This has been
considered in the context of TAFE's perceived mission and corporate goals (Chapter 2) and in the
wider context of government policy and the literature from both here and overseas (see Chapters 1
and 4). This final chapter attempts to identify and discuss key issues as well as reach some
conclusions about the state of play in the introduction and use of performance indicators by TAFE.
Specifically this will be undertaken by:

» looking at some of the strengths and weaknesses of performance indicators (and draw
some conclusions about its directions) by using a medical analogy; and

. considering a range of other issues (for example data quality, social justice and the use of
performance indicators and the development and implementation process).

Performancs indicators - a medical anslogy

The problem with many analogies is that if they are simple they succeed; excessive analysis
means that they break down. This will be the case here, but in doing so a number of important
conclusions and issues about performance indicators - and the directions in which debate and
practice seems to be movi:y; in this field - will be drawn out.

When we visit our general practitioners with medical complaints, they are benefited in their
diagnosis by having previous records about us as well as knowledge of our personal traits (a
qualitative background). Certainly they receive from us impressions and feelings (again,
qualitative data), but they also have a range of hard data available too (for example, pulse rate,
blood pressure, temperature, etc.) and a number of othar readily available performance indicators
to help them with their diagnosis. At a second level they have certain other tests available, some
of which can be performed at their surgery, others which need to be sent to a specialised
laboratory (e.g. blood tests, blood sugars, cholesterol, etc.). Referral to specialist doctors or to

sophisticated (and often extremely expensive) testing are other possible options.

So it is with performance indicators. Some of them are simple and useful in helping with a first
pass diagnosis; others are more sophisticated, requiring more (and increasingly) complex
processes of collection and processing to obtain a result. Nevertheless nobody should rely on a
ﬂnglemmwmkeadhgmds(wmmmmbup,mefomyouMVebubOMcphgue);
rather doctors and users of performance indicators need to use a range of ... .., observations - and
experience - to draw suitable conclusions. A single indicator is a very poor diagnostic tool.
However the indicators taken together do need to be comprehensive enough and carefully
designedh\orderwpmvidemsighminmwhatisreallyhnppemh\gmallowuswdraw
conclusions and make decisions.

There has also been a slow but steady change in the role of the general practitioner. This has been
accompanied by an increasing awareness of the factors which affect our state of health. Thus
pmcﬁﬂomrsmmvhgmﬁomasimaﬁonofmﬁngsympmasuwymmted
(youcometomwithapmblemandl’nﬁxit)masystemwhid\pronmesgmaterindividualand
community ‘wellness’. This is a recognition that one’s state of health is, in large part, a reflection
of that individual's lifestyle which, in turn, can be.controlled to a very great extent by the
individual themselves, Certainly iliness still has to be treated, but a lot can be prevented, and the
quality of life improved by the individual realising their health is their own responsibility.
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Again, so it is with performance indicators. Just as going to the doctor to be ‘cured’ may be a
denial of one’s contribution to getting sick in the first place, so it is if one denies one’s
responsibility to manage and be accountable for the educational processes under one’s control.
Thus, perhaps, management and accountability are not all that incompatible. They are however, if:

. the individual or organisation is made accountable for achieving outcomes, but is not
given the authority, responsibility and means for achieving them (i.e. the real
control lies elsewhere);

n the outcomes against which performance is measured are unreasonable and not achievable;

that is, the outcomes agreed to actually do not relate to something the organisation or
individual can actually do; and

. the measures or diagnostic features chosen to judge the level of performance are
inadequate for the task. They have to be reasonable and valid measures of the feature and,

hence, have to be carefully designed too!

Likewise, improvement in one’s state of health (and general quality of life) can be achieved
through attention to key facters responsible for monitoring and improving one’s physical condition
and lfestyle. Attention to ihe equivalent features will lead to improvements in quality in
vocational education and training. All of this comes back to a sense of professionalism, and a
recognition that all individuals and organisational systems within the vocational education
‘organism’ contribute to the maintenance and improvement of its health and well-being. And - of
course - the prevailing ‘culture’ of a society and key individuals within it are responsible for

creation of the organisational systems.

The analogy starts to break down at this point, however, because most organisms work to preserve
a homeostatic state - which maintains systems in balance within an acceptable ‘normal’ range. The
problem for vocational education, and hence for setting performance indicators, is answering the
question - What is normal? While colleges, departments and other organisational units attempt to
maintain a state of balance, there needs to be allowance for diversity. The range of ways of
delivering programs and courses, the balance between intrinsically lower and higher cost courses,
ﬂwpmNemdpmﬁdhgmmhnmlmsmbydeedmﬁmmopmwgm
the setting of bench-marks very hard indeed (although targets can be set more readily). It makes
comparison difficult too - unless it is comparison over time within an organisation or
organisational unit, and in relation to its goals and the achievement of mutually agreed targets.

However the medical analogy may come to our aid again, because although systems tend to be
homeostatic they operate within a range dictated by circumstances and lifestyle (e.g. they are the
intrinsic factors which contribute to the ‘actual’ cholesterol level (and which may be beyond one’s
control) balanced against those elements of one’s behaviour which can actually help to control the
level). However just as a society and the individuals in it are responsible for the creation of
organisational systems in education so it is in medicine. Payer (1990) points out in her comparison
of the medical culture in four developed western countries (“rance, the UK, the US and (then)
West Germany), different countries set different bench-marks for particular diagnostic indicators
which dictate whether or not an individual patient will be likely to obtain further treatment. For

example:

A few weeks later I came upon an article dealing with the new drug treatments aimed at
lowering cholesterol. In the article, a Canadian doctor alleged that while in England
doctors start treating patients for high cholesterol only when a patient’s blood cholesterol
level reaches 300 milligrams per decilitre of cholesterol, in the United States treatment may

begin at 225 milligrams, and some doctors are suggesting even lower levels.
(Payer 1990, p.153)

In medicine, like education, bench-marks are flexible because it involves the decisions of
individuals and the influence of culture. Therefore organisational form and culture needs to be

1S
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bome in mind both in setting bench-marks and making comparative judgements. Comparative
judgements may therefore be poorly informed because they are made on the basis of comparing
organisational structures and cultural frameworks which are not the same.

In relstion to performance indicators, the balance appears to be shifting from a predominant
concern for accountability on the one hand, to one of quality improvement on the other.
Performarce indicators have a clear role in management and in improvement. They are, if
properly conceived, a way of diagnosing ilinesses before they become terminal, and of providing
for the maintenance and improvement of organisational heaith and well-being.
Accountability (while it has its processes) is more of a state of mind - although it is important for
those both inside and outside TAFE. If the debate over performance indicators helps to promote a
better state of mind which recognises and responds to accountability requirements so much the
better. Ultimately other weapons shculd be found for forming judgements and enforcing findings
because respect for the performance indicator ‘law’ (or lore?) will only come if performance

indicators are perceived as respecting and protecting everybody’s rights.
issuos

A plethora of issues were raised in the previous chapters and in an earlier Centre publication

(Guthrie 1988). This section aims to consolidate and discuss a number of the key ones amongst

WMMMM%M@M&MhMMMWMM Others
e:

. the quality of data and other information collected;
. the focus for the development and use of indicators;
. the role of performance indicators in social justice.

Data quality

Recent experiences with databases at both the national and college levels lead me to

some concemn about the quality and appropriateness of the data they contain. In
this 1 am not alone. Many of those working within TAFE systems and colleges would
share this concern.

In a nutshell some of the issues and problems are these:

. the data collected from various sources are variable in terms of their quality,
completeness and consistency;

. those organisations actually collecting the data perceive very little benefit from the
collection process for themselves;

. the various databases have not been designed in an integrated way so that the
production of performance indicators and the use of indicators and other data in
management becomes tedious;

. databases are often not constructed to answer relatively simple management
questions or provide really appropriate information or data. It may be difficult to
combine data from a range of databases. In other cases the quality of the questions
asked of the existing data is poor - for example asking how many students there
are in TAFE is different from asking how many enrolments there are. A number
naively believe these questions are the same; and

. the data gathered and the performance indicators derived from them may
increasingly not reflect the reality of what is happening.
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These issues and problems are all well recognised and attention is being paid to them at
the national, State/Territory and college levels. Nevertheless, these issues mainly relate to
the collection and checking processes used and the technical aspects of both the data and
the databases. The quality of data also has another dimension, that of its appropriateness.

This aspect gets back to the root questions in data gathering, including: Why are we doing
it? How will we use the data? Recently significant effort has been dedicated into

and defining the data collected nationally and at State/Territory level. The
to be faced however (and one which COTTS will soon be investigating) is “Are
the data we are collecting the data we really need?

This gets back to the informational needs of those gathering the data (on the one hand),
and those who will use it at other levels within and outside TAFE. It also relates to the
appropriateness of data collected in terms of what TAFE and (potentially) other training
providers are actually doing. For example, as the ways of delivering training diversify, as

competency-based training is introduced and as more open learning and self-paced,
wO! or on-the-job training occurs, the nature of TAFE teachers” work will

change. At present the concept of teacher contact hours is enshrined both in industrial
awards and in the agreed key national performance indicators. In the future, less concern
maybepaidtopmeess—miaﬁedhdimb:smdmmmnwh\dkawmwhﬂmﬂm
the outcomes of training, giving TAFE systems, colleges and teachers an increased freedom
to determine how these outcomes will be achieved. Therefore the time is ripe to examine
the quality of data collected both in terms of what is collected and how it is collected and
how it is to be used. Nevertheless this has to occur within a framework of the data needs
of those both within and outside the vocational education and training system, and ata

variety of levels.

It will also be important to ensure that data from all registered providers of training are
captured to ensure that the full extent of training (by whatever means and wherever it
occurs) can be accurately collected and analysed. However, at present only a part (albeit

the significant part) is captured and consolidated.
The focus of development

It has become clear both from the work undertaken at COTTS and from the central role the
TAFE National Centre now plays in the collection, processing and reporting of the TAFE
statistical collection, that the focus for developing a viable system of performance has to
shift. Atmhdmtdmwmmmmhmat
COTTS. This is appropriate, since to develop a nationally consistent set of indicators
requires a national committee.

Nevertheless the data on which the indicators are based are obtained by each
State/Territory TAFE agency from data supplied by their respective colleges and other
institutions. Some data comes to the TAFE National Centre from relatively small
independent colleges. Other training occurring under a range of national initiatives (e.g.
Jobtrain, Skillshare, and some further education) are not part of this system. Therefore, in
theend,thequaﬂtyofboﬂnthemﬂonaldataandﬁxemﬁomlpeﬁommehdimtomm
verymuchdependesuontheqmmyofthedatasuppliedbymnegsandotherpmvida-s
of training and further educatior:. )

Ofthasecouegesconmctedmutemmseofﬂﬁsmdoﬂ\erprojects(anditmustbestmssed
these are relatively few) the messages that came across are:

. more use could be made of much of the potential management information and
other data available within a college;
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. management information systems (even student records data) tend not to be well
integrated;

. in collection, varying interpretations are placed on the definition of key data
elements (e.g. student enrolment, attrition and retention) which raise concerns

about the comparability of college data internally (let alone with other colleges,
TAFE systems and other providers); and

. the process of supplying data to central offices is seen as a burden rather than a
spin-off of their own processes.

This reflects the need to focus, in the first instance, on the management information and
data needs of colleges and other smaller providers so that these are met. Nevertheless the
data needs of central office and other bodies within and outside the vocational education

and training system need to be considered in the development of college-based systems.

At present it appears that colleges and their organisational units feel little ownership of the
data that are routinely collected. A number of States are examining the role of the college
in the course of redeveloping their data models. However some States still focus heavily

on a centrally co-ordinated process of data gathering.

Other States, for example South Australia, have colleges involved (in many cases heavily)

in the development of their own performance indicators and data systems. This has led to
colleges becoming aware of deficiendies in their data collection procedures. These can then
be addressed. Other providers of training have yet to be consulted about their needs, or

even invited to contribute statistical data.

There are, however, other reasons for proposing this change in direction of data collection.
The first reason is data completeness. In addition, trends overseas (for example those
recently introduced in the UK) propose the removal of control of TAFE-like colleges from
local authorities. In Australia this would be the equivalent of transferring TAFE colleges
from their present State/Territory control to federal control (particularly in relation to
funding), in much the same way as in higher education. Indeed momentum for the

‘nationalisation’ of the vocational education and training system is gathering on
a range of fronts, incdluding curriculum and learning resource development, standards
setting, course accreditation, etc. If, therefore, the control of TAFE colleges and the like
becomes more localised this will enhance the need for high quality mansjement
information at that level. (States and Territories are also increasingly decentralising
management functions.) Further, pressure to redeploy funds away from colleges not seen
to be performing to those who do perform (by whatever criteria performance is measured)
is also a trend in the UK.

If learners are given some form of voucher (although it may be called by some other name
in Australia) as they are in the UK to spend on post-compulsory education, those colleges
who provide courses and other services that are needed and are appropriate (that is, they
attract customers who want to buy the service) will prosper. Others will not. This very
pragmatic approach suggests the need to focus on issues related to strategic planning,

t and indicators of performance to ensure that colleges car. position themselves
both to adapt to emerging needs and priorities and, ultimately, to provide-appropriate
services. Nevertheless, this may lead to some of the moral dimension of the vocational
cducation and training system’s work being overlooked.

The second issue relates to quality assurance systems at the college level. A recent

publication of the Department of Education and Sdence, the Department of Employment
and the Welsh Office in the UK (Education and training for the 21st century: the challenge for
colleges) addressed the issues of quality assurance pointing out that great importance was
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attached by government to systems at the college leve! for monitoring and assessing
quality (HMSO 1990).

This report goes on to distinguish between the quality assurance roles of:

. colleges;
° external assessors; and

. examining and validating bodies (the closest parallel in Australia being those
bodies responsible for the accreditation of formal courses).

In the proposed system colleges have primary responsibility for quality control. As the
report states:

Most [colleges] already have mechanisms for assessing the quality of the education
and training they provide. Performance indicators related to quality are being
developed as part of college management information systems. Colleges need
effective systems to improve their quality and contribute to their own efficiency
and effectiveness. It would be premature to advocate any one framework, but a
number of systems are being explored by colleges including BS5750, Total Quality
Management (TQM) and Strategic Quality Management (SQM). Colleges will be
expected to provide information to the councils about the quality assu ince
systems they have in place; . . . (and)

external assessors are responsible for making an independent judgement of the
quality of teaching and learning in colleges, and for offering advice. The two main
sources of this external assessment at present are Her Majesty’s Inspectorate and
the Local Education Authority (LEA) advisers.

(HMSO 1991, p38)

In this sense the comments underiine on the urgent need to develop more formalised
approaches to strategic planning and total quality management within colleges. These will
include use of such methods as quality circles, periodic evaluations and reviews and
performance indicators. Chapter 4 dealt at some length with these issues. Queensland
TAFE (see Chapter 3) has internal review processes in place and a range of colleges have
or are making use of these. Their 1989/90 annual report points out that the Institutional
Review and Development Branch:

. facilitated seven colleges in completing their self-study and review processes; and
that

. three other colleges were nearing the end of their investigations, while a further
three had begun the process.

The annual report suggested that there were strong indications of satisfaction with the self-
study and review process. It was also reported that several colleges had established
permanent committees to support an ongoing review function within their respective

colleges.

In conclusion there is a clear need o build on the drive to improve the quality of the data
collected at their sources through:

. better strategic planning at college level;
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. compliance to a code of practice for evaluation and review processes and the
gathering and use of management information and associated performance

indicators. (Compliance with a variety of codes of practice can be performance
indicators in themselves.)

. the development and dissemination of a range of appropriate college-based
management information systems; and

. the development and dissemination of a range of professional approaches to
judging and improving the quality and appropriateness of the programs offered by

While the latter two key issues have concentrated very much on the pragmatic dimension
of performance indicators and the related management information systems and processes
of which they are part, it is all too easy to forget the balancing moral dimension. This will
be considered in the following section.

Indicators and soclal justice

The pragmatic discussion of performance indicators is balanced by its moral dimension
(Guthrie 1988a). The key national performance indicators include only one social justice
indicator, although a range of TAFE agencies report that they support a number of
performance indicators in this area, very often at the individual program level. These are
usually directed at particular target groups (women, Aborigines, single parents, migrants,
the chronically unemployed, people in rural areas, etc.). As the Queensland Treasury’s
publ’mﬁmmdevdopmgpafomumh\dicammgmhﬂimmmmsmslmdd
address some or all of the following issues:

. equity - a fair distribution of resources among client groups;
. equality - equal divil, legal and industrial rights for all;
» access - equitable access to services; and
. participation - the opportunity for individuals to participate in the dedisions which
affect their lives.
(Queensland Treasury 1990c, p-10)

It follows from the above that support needs to be provided to enable individuals from all
youwmmwmmmwmmmMNMMMMmm(&g.
provision of study skills/literacy courses, etc.) This includes childcare facilities.

Nevertheless non-targeted programs have a range of social justice impacts as well,
alﬂmghtheh\dicatorsoftwrstmmoftmmdymmedhbmadta'ms(e.g.anx%
improvement in participation by women in non-traditional programs). Only some measure
of disaggregation of the data would give some guidance about the extent to which
Wmmmd/ormﬂwhdmbﬁu&dmmmtofﬂﬁsm

In addition, problems remain in terms of trying to isolate the extent to which participation
groups are represented. Women, Aboriginal people and age are three factors which can be
isolated relatively easily because they form part of the data collected nationally. Rural
peopleandoﬂ\ergmupscanbedetectedbyposwodesformaddm These
postcodes can also give some guide to socio-economic status. Nevertheless other groups
(mmglishspeahngbukgmmﬂ,singlepam&)mnmstm:dybedMONyﬁﬂwy
are part of a spedific targeted group within a program. For the most part these would be
eimerspedﬁcpmmm(e.g.]obmwmleammmmmwwmwc
selection processes are applied. In some cases membership of particular targeted groups is
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manifested; in others it may be disguised. Therefore the level of performance may be
difficult to determine with any accuracy. However, this raises the thorny question of the
invasion of privacy through asking questions on enrolment forms and/or elsewhere which
enable membership of a target group to be determined - and whether such data should be
made available by colleges to central offices or at a national level. Altematively such
issues could be dealt with by periodic surveys using a nationally agreed methodology.

To ensure that social justice is met, indicators might address the following specific factors:
. gender inclusive curricula, teaching methodologies and materials;
. freedom from sex-based harassment;

. safety on campus or wherever courses are provided (includes, but not limited to
OH&S, e.g. a well-lit, secure campus where students can safely attend evening

courses, using the library at night, etc.);
. recognition of, and credit for, prior learning including overseas qualifications; and

s courses provided for under-represented groups articulating with mainstream
programs.

In short, there is a need to establish guidelines on social justice, compliance with which is
another indicator of performance. Such indicators are additional to those concerned with
measuring the extent to which proposed targets have been met or outcomes achieved.

As the Queensland Treasury (1990c) point out:

. . . social justice is an aspect of program effectiveness: social justice concepts have
always been a principal motivating factor for government programs.

Nevertheless insufficient thought has probably been given to measuring the social justice
aspects of the vocational education and training system’s performance - in particular the
potential and often intangible social consequences of its various activities. These are,
however, very difficult to report, much less quantify. They are also subject to the same
concerns as those of other outcome- oriented performance indicators and are tied up wit..
determining the proportion of credit (or blame) that the system can take (or incur) for
improvements (downturns) in the social circumstances of those who use its services.

Conclusions

It seems appropriate to draw a number of conclusions based on this survey of current practice in
Australian TAFE, and the review of the literature from both Australia and overseas, and both the
school and higher education sectors. A number are contained in the concluding sections of the
two previous chapters (see pages 29 and 46). In this chapter the conclusions are split into two
types - key findings, and some directions for the future development and use of performance
indicators.

The key findings
The key findings include:
. there is a significant development in interest in performance indicators for the

purpose of local planning, management, decision making and improvement. This
coincides with a reawakening interest in the development and use of indicators

both at the State/Territory and national levels;
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the quality of data gathered is poor. Information is misclassified (e.g. field codes)
and definitions are applied inconsistently within and between reporting sources.
Moreover much of the data that are gathered remain underutilised or even
unanalysed (for example the published national data are not disaggregated by
stream or by field of study). The quality of question asked of the database has
sometimes been poor too. As pointed out previously number of students and
number of enrolments are different concepts, but are readily confused if the
questioner or those answering the question are unclear about the nature of the
information they want. The use of data over a ime series is also problematic as
of collection and processing have either been changed or refined. This
makes it difficult to determine whether apparent trends are real or artefacts of the

changing data gathering and manipulation processes;

sectors of, and participants in the vocational education and training systems are

in the national statistics. While some data may be collected these data
are not consolidated. Altemnatively, data from a range of private and other
providers are not collected at all. As articulation, credit transfer and recognition of
prior leamning become more significant issues, it will become increasingly
important to reflect the complete contribution of a variety of providers to
Australia’s overall training effort;

the need for a better integration of existing databases and more complete
information about the training effort that TAFE and other providers of training. So
far the efforts of the private providers of training has received relatively little
attention, but will need to do so as training options become more diversified and

more complex;

the debate continues over whether performance indicators are tools of
accountability and control, or are one of a number of management instruments for
the improvement of quality. At the local level, where predominant uge will be
made of indicators, improvement rather than contro! will be the major focus. As
the indicators move higher through sucressive aggregations and management
levels, they will increasingly become accountability-focused;

the nature of TAFE and the training environment is changing. With this, the
information needed to manage and develop the vocational education and
system further will change. Such initiatives start at the local or college level, but
as government policy initiatives (such as the introduction of competency-based
training and all it entails) beings to bite, so the demands for information will
change and existing indicators will become increasingly irrelevant because they
will be less able to capture validly the ‘essence’ of the system’s performance;

a balance needs to be maintained in the use of performance indicators to support
TAFE's pragmatic role in training and industrial reform, together with TAFE's
moral role to assist those in the community in general, but in the workforce in

particular, to participat. in the changes occurring in Australian society;

a range of indicators are needed to reflect properly the diversity of activity in the
areas of further education and vocational training. Thus a series of questions may
need to be asked in order to provide a clear picture of performance to assist the
management and decision-making processes. Indicators will be both quantitative
and qualitative and may need considerable experience in their interpretation and
use. TAFE and other bodies (possibly other providers as well) need to become
more serious about their use of management information tools.

b




Future developments

Likely future developments in the use of performance indicators include:

the development of management information systems s 2cifically designed for use
at the college or local lcvel. There is a real need to unaertake extensive work on
the development, implementation and use of management information systems and
their related performance indicators which are suitable for use at the college level
or its equivalent. A refocussing at the college level, more precise definitions, more
staff development and other significant efforts are nceded to effect dramatic

in data quality, usefulness, and use. Moreover attention will
increasingly need to be given to the validity of a number of the present national
indicators as the means of providing training change and diversify. All of this will
be an important part of the NATMISS project’s work. In addition a ‘how to do it’
manual on performance indicators for the college or local level maybe a useful
initiative;

increased attention this use of indicators for comparative purposes, including
interstate and international comparisons. A related development may be their
increased use in decisions about resource allocation, whether at the local, regional
or State/Territory levels;

a proper examination of the data needs of a variety of individuals and groups at a
variety of levels is needed to develop a well integratrd national data model, or a
set of compatible data models, which will cope with the changing information
needs of those within and watching the Australian vocational education and

training system;

the issue of bench-marks and the value of programs in relation to their context and
role needs serious consideration. Because we have had relatively little experience
in the formal use of indicators and bench-marks whether at the local,
State/Territory or national levels we need to be relatively flexible about bench-
marks and targets to begin with. Experience in their use will help us both to more
effectively set bench-marks and targets and to determine the normal ‘range’ within
which they should fall;

survey approaches may be used more extensively than they have in the past for
determining satisfaction with service, destination and the participation of key
interest groups in government policy. Increasing use may also be made of
compliance audits, with their associated checklists and standards (which might be
based on, or advised by, the relevant British standard); and

codes of practice and system standards will need to be developed and agreed to in
order to guide the use of management information systems and the conduct of
evaluations, reviews and surveys to ensure that these are conducted appropriately.
In most cases these can be adapted from existing codes. There will need to be
national agreements if data and performance indicators are to be comparable.

The development of indicators within a wider management and accountability context will

continue, Nevertheless caution is needed while processes are developed and experience -

gained. Mistak:us will be made, but it will be important both to share experiences and to

learn from any mistakes rather than be draggd down by them through our own, and

others’, unrealistic expectations.
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Appendix two: Indicators and collection
processes
GRADUATE DESTINATIONS

This indicator is not collected by:

Northern Territory

Tasmania

Victoria.
Australian Capital Territory

Graduate destinations
(graduate of A/Diploma, Adv. Cert. and some Certificate courses).

ollectin

How? Annual Survey by questionnaire.

By Whom? Careers Education.

Reporting

How? Published report The key to employment.

By Whom? -

The information is reported externally by the ACT Institute of TAFE.

New South Wales

Graduate destinations
(post-course employment and further training outcomes for 6 Industry Training
Divisions (ITDs) - collected for the following industries within ITDs (Information
Technology, Tourism and Hospitality, Finance and Investment, Aviation, Urban
Horticulture, Fashion)).

lectin

How? Survey of recent graduates in selected courses for 6 [TDs.

By Whom? 6 ITDs.

Reporting

How: Selected tables.

By Whom?  6ITDs.

The information is reported externally in the Annual Report.

Quoensland

Collecting
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How? Questionnaire.

By Whom?  State Office.

Reporting

How? Report.

By Whom?  Flanning and Performance Analysis Branch.

This indicator is for internal publication and distribution. It is used externally where appropriate.
Westom Australla

WA DTAFE has conducted three annual graduate destination surveys. Although the information
has considerable utility for performance measurement it has not been formally constituted as a

performance indicator.

The first two surveys were conducted by the TAFE Counselling Service and reported in published
reports. They were principally oriented towards providing information for counselling prospective
students. The third and most recent survey was conducted by the Curriculum Branch and was
intended to have a more general utility. A draft report was prepared but was not widely
distributed following concern about the diffuse nature of the objectives served by the survey.

It is planned that information collected through student surveys will be constituted as performance
indicators as part of the TAFE Learning Management System (LMS) currently under development.
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EXAMINATION PASS RATE

This indicator is not collected by:
Northern Territory
Victoria (see note on Figure 2.1 in the main report).

Note that the October 1988 meeting of the Performance Indicators Planning Group
recommended that the examination pass rate be renamed the Subject Pass Rate (i.c. the
number of students who successfully met the requirements of the subject, divided by
the number of students who enrolled in the subject.)

Australian Capital Territory
Collecting
How? Extraction from computerised student collection (OLSAS).

By Whom?  Student Administration.
Reporting

How? Academic year reporting, i.e. by March of the following year. The indicator
measures data by school, course subject, gender and award.

By Wk-.n? Education Program, ACT Institute of TAFE.
The information is for internal use only.

Now South Wales
Collecting
How? Collected for all major award courses through central computer system.

By Whom? Student Administration.

Reporting

How? By subject, course, college and ITD (Industry Training Division).

By Whom?  Statistics Division.

The information is reported externally in the annual report as an average for selected courses in 6
ITDs (Information Technology, Tourism & Hospitality, Finance & Investment, Aviation, Urban
Horticulture and Fashion). Internally the information is available on request.

Queenstand

Collecting

How? Examination data base.

By Whom?  State Office.
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Reporting
How? Spreadsheet.

By Whom?  State Office.

The information is not yet published. 1990 was a ‘bench-mark’ year. The information will be
incorporated in a publication on College operational effectiveness.

Tasmania

Collecting

How: These data are entered at the college level for each subject and stored on a
centralised database. Calculations are made partly electronically with a manual
component.

By Whom?  Statistics Officer.

Reporting

How? Calculation is a fairly time consuming process and so reports are only produced on

a limited basis and only specific courses are targeted. Comparability of subjects
and courses is complicated by the fact that differing sets of awands are used, some
subjects use alphabetic awards others use numeric, while some subjects do not
have any award attached. This system complicates electronic retrieval and makes
manual manipulation of data awkward. It can be appreciated that this system
makes precision almost impossible with only rough ‘guesstimates’ being possible.
Qeaﬂyiﬂtwasnmessaryﬁorepoﬂonpassmtsmahngescaleaunifomawmﬂ
system would have to be adopted.

By Whom?  Statistics Officer.

These statistics are not published and are used on a limited basis internally by departmental
officers.

Westem Australia

This is a formal performance indicator collected via the TAFE Student Data System and reported in
the Department’s annual report in compli~nce with the requirements governing performance
indicators under the Financial Administration and Audit Act (FAAA). Targets for this indicator
have previously been set in college resource agreements, although the audit of the 1989 agreements
castdoubtoverthevalueofsuchanmdicatorgivmthemam\erinwhichitwassetandtveported
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SAT EXAMINATION RATE

This indicator is not collected by:
Northern Territory.

Note that it was recommended at the October 1988 meeting of the Performance
Indicators Planning Group that the sat examination rate be renamed Subject
Completion Rate, i.c. the number of students who completed the assessable
requirements of the subject, divided by the number of students who enrolled in

the subject.

Austrailan Capitsl Territory

Collecting

How? Extraction from computerised student collection (OLSAS).
By Whom? Student Administration.

Reporting

How? Academic year reporting, i.e. by March of the following year. The indicator
measures data by school, course subject, gender and award.

By Whom?  Education Program, ACT Institute of TAFE.
The information is for internal use only.

New South Wales
Collecting
How? Collected for all major award courses through centra! computer system.

By Whom? Student Administration.

Reporting

How? By subject, course, college and ITD (Industry Training Division).
By Whom?  Statistics Division.

The information is available internally on request.

Queensland

Collecting
How? Examination database.

By Whom? Staie Office.
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Reporting
How? Spreadsheet.

By whom? State Office.

The information is not yet published. 1990 was a ‘bench-mark’ year. The information will be
incorporated in a publication on College operational effectiveness.

Tasmania
Collecting

How? Calculated electronically for each subject. Results, if given, are compared to
enrolments to give an attrition measure.

By Whom?  Statistics Officer.

Reporting

How? Calculated electronically on a once a year basis. Calculations give a percentage of
those students who achieve a result in the subject. Calculations are made for
subjects and courses across colleges.

By Whom? Statistics Officer.
These statistics are not published but are used internally by departmental officers.
Wesiemn Australla

See the relevant entry for examination pass rate.
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ANNUAL GRADUATE NUMBERS

This indicator is not collected by:
Northern Territory.

Australian Capital Territory

Collecting

How? Extraction from computerised studeni collection (OLSAS). 1t is collected for all
formal awards as part of the annual graduation process.

By Whom?  Student Administration.

Reporting

How? Graduate handbook.

By Whom?  ACT Institute of TAFE.

The information is published for external consumption.

New South Wales
Collecting
How? Collected for major award courses through central computer system.

By Whom? Statistics Division.

This information is reported externally in the annual report, numbers by ITD only. Internally, the
information is available on request.

Quoensiand
llectin
How? Data sheets.
By Whom?  Colleges.
Reporting
How? Computer printouts.
By Whom?  State Office.

The information has not yet been published. 1990 was a ‘bench-mark’ year. It is to be
incorporated in a publication on College operational effectiveness.

.
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Tasmania

Collecting

How? Colleges manually work out which students qualify for an award. They collate
these data and forward them to a centralised examinations section. At this point
data are entered for those students who qualify. This information is tied to course
information and student data in the larger database,

By Whom?  Colleciad by colleges and entered onto computer system by operators in a

centralised examinations section.

Reporting

How? Reporting is undertaken electronically using a query language. Data are
downloaded onto a PC and manipulated. Comparisons can be made from 1988
onwards for each course.

By Whom?  Statistics Officer.

This information is not published and is only produced for targeted courses on a limited basis. It
would be possible to run off graduate numbers for each course on a yearly basis. This information
was required by the Commonweal*h as part of its statistics collection for the 1986 collection. The
phrasing of that data requirement (element 150) was as follows The number of awards granted during
the reference year in respect of the course. Currently the data are only produced for staff members
who require the information for individual research projects.

Victoria
Collecting
How? Annual statistics for previous year.

By Whom?  Statistics Section (which is part of the College Budgets and Performance
Management Section (CBPMS) located in the Resources Management Division).

Reporting
How? Data tape to DEET

It was noted that this information was not published. Indeed it was seen as useless and dangerous
informat m without substantial qualifications and notes.

Waestemn Australia

Annual graduate numbers have been collected at least for the past decade and have been used
informally for performance measurement although not formally constituted as a perfo
indicator. .

Previously manually compiled this statistic is now compiled on the Student Data System. ltis
collected by the TAFE Examinations Branch. To date it has only been reported internally however
it may now be featured in the Department’s annual report.

It is planned that course graduation rates will be a key performance indicator for DTAFE in the
TAFE Learning Management System (LMS).
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STUDENT CONTACT HOURS/TEACHING HOUR

This indicator was collected by all States/Territories (see Cahpter 3 of this .1t regarding South
Australia).

Australian Cepital Territory
Collecting
How? OLSAS (computerised student collection) for ASCH and Teaching hours from

computerised full-time and part-time teacher duty hours system.
By Whom?  Education program.
Reporting

How? Management reports.
By Whom? ACT Institute of TAFE.

The indicator is for internal consumption.

New South Wales
Collecting
How? Extracted from central computer system.

By Whom? Statistics Division.

Reporting

How? By Industry Training Division (ITD) and State total.
Iy Whom?  Statistics Division.

The information is published in DEET"s Selected TAFE Statistics. Available to NSW TAFE
management on request.

Northern Territory
Collecting
How? Enrolment and course forms completed at college and/or regional level.

By Whom?  Colieges/regions.
Reporting
How? Reporis to colleges and regions and {0 ceniral management.

By Whom?  Office of Tertiary Education.
The information will be used internally until its reliability is established.
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Queensland
Collecting
How?

By Whom?
Reporting
How?

By VJhom?

Centralised enrolment database and centralised teacher duty hours database.
State Office.

Spreadsheet.
State Office.

The indicator is for internal publication and distribution. It is published externally where

appropriate.

Tasmania

Collecting
How?

By Whom?

How?

By Whom?

Contact hours for each course are stored electronically on the centralised database.
This data element has to be kept as part of the Commonwealth-State Resource

Agreement.

Course contact hours are calculated from set contact hour figures for each subject.
Thesz set subject figures are entered onto the database by officers at a central office
when the subject is created. Subject hours are multiplied by enrolments for each
course to give a course figure.

Colleges return to central office a staff return once a year at the beginning of each
year for the preceding school year. This return shows the number of teaching
hours for each college. As information is only available at the college level and
not at the

course level it can be seen that this indicator under present circumstances is of
limited use.

Co-ordinated by Statistics Officer.

Reporting (at the college level) has been on a very limited basis where figures are
calrulated manually using data from staff returns and totals of contact hours for

the colleges.

Statistics Officer.

Figures are not published &nd this indicator has only been used a number of times in the last few
As noted this information is only able to be produced on a yearly basis and only for the

years.
preceding year.

Victoria

Collecting
How?

Financial statistics collection.
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By Whom?  Statistics Section.

Reporting
How? Computer summary by college; available also down to course level.

By Whom?  College Budgets and Performance Monitoring Section (CBPMS) in the Resources
Maragement Division.

The indicator is published internally but selected data are made available for college management
and budget discussion purposes. Acts as surrogate average class size indicator - very useful for
comparative purposes.

Western Australla

These are currently in use and will continue to be used as ‘ormal performance indicators. They
are compiled on the Student Data System by the computing section and reported in relation to
College Resource Agreements (internal distribution only - although planned to include in the
DTAFE Annual Report).
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AVERAGE TEACHING HOURS/FULL-TIME TEACHER
Australlan Capital Territory
Collecting
How? Computerised full-time teacher duty hours system.
By Whom? Education program.

Reporting

How? Management reports.
By Whom?  ACT Institute of TAFE.

The indicator is for internal consumption.

New South Wales
Collecting
How? One week census of teaching programs.

By Whom? Statistics Division.

Reporting

How? By college, ITD, and State total.
Bv Whom? Statistics Division.

The information is not published. It is available to NSW TAFE management on request.

Northern Territory
Collecting
How? Enrolment and course forms completed at college and/or regjonal level.

By Whom? Colleges/regions.
Reporting
How? Reports to colleges and regions and to central management.
By Whom? Office of Tertiary Education.
The information will be used internally until its reliability is established.
Queensiand

ollectin

How? Centralised teacher duty hours database.

By Whom? State Office.

. 4 -
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Reporting
How? Spreadsheet.

By Whom?  State Office.

The indicator is for internal publication and distribution. It is published externally where
appropriate.

Tasmania

Collecting

How? This indicator would have only a limited use at a central office level; however it is
reasonable to expect that it is used within colleges. Given the annual staff retumn it
would be possible to make some calculation for each college and for the whole
division. The annual staff return «s required by the Commonwealth as part of the
resource agreement.

By Whom? Statistics Officer.

Reporting

How? Very limited basis at central office level but possibly greater use at college level.

By Whom?  College staff.

Not publishex| and used only internally.

Victoria

Victoria does not presently collect information for this indicator. However it will be collected in
future by the College Budgets and Performance Monitoring Section (CBPMS) in the Resources
Management Division. At present it is reported on an ad hoc basis to the CBPMS by colleges. In
the future it will be reported by unit record.

Western Australla

Data on teaching hours per full-time teacher are used in colleges for a variety of management
purposeas but s not constituted as a formal performance indicator.
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RECURRENT COST/STUDENT CONTACT HOUR/COURSE
Note: A number of States cannot disaggregate these data to the course level
Australian Capital Territory
Collecting
How? Institute /school budget papers and OLSAS (computerised student collection).
By Whom?  Financial management.
Reporting
How? Management reports.
By Whom? ACT Institute of TAFE.
The indicator is for internal consumption.
New South Wales
Note that for this indicator data are not available at course level. However information is collected
from the NSW corporate indicators on the Cost/Student Contact Hour/School. This is based on
salaries and consumable expenses. The data are collected by Finance from central financial records
and reported by School in the Annual Report. In addition information has also been gathered on
the total cost/student contact hour on a college basis for two colleges (North Sydney and Grafton).

These data were gathered by Finance and manually extracted from college records. They were
reported both externally in the Annual Report and internally to respective college managements.

Northern Territory
Collecting
How? Enrolment and cousse forms completed at college and/or regional level.

By Whom?  Colleges/regions.

Reporting

How? Reports to colleges and regions and to central management.
By Whom? Office of Tertiary Education.

The information will be used internally until its reliability
is established.

Queensland

Collecting
How? Centralised student enrolment database. MSA Financial accounting database.

By Whom? State Office.
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Reporting
How? Spreadsheet.

By Whom?  State Office.

The indicator is for internal publication and distribution. It is published externally where
appropriate.

Tasmania

Collecting

How? This indicator is used by program managers. Contact hours per course are held on
a centralised database. Program managers make their own calculations based on
enrolment data.

By Whom? Enrolment data entered by colleges.
Reporting

How? Currently no set reporting format exists. Contact hour figures for each course can
be run off at the college level and at head office.

By Whom? Data processing officers at the respective locations run off monthly course figures.
Program managers make their own calculations. It should be noted that costing
would be targeted at the college level; it would be rare to find a widespread use of
this indicator at the course level within colleges. At the head office level recurrent
cost per student contact hour per course is being used, but only on a limited basis.

Not published, these figures are used internally. Note that recently TAFE within Tasmania has
merged with several other departments. As a consequence of this change the information needs of
the department are being reassessed. It should be possible to electronically integrate the enrolment
system with the personnel and financial systems. When this occurs {and given planned changes to
the Division’s system of budgeting) it is reasonable to expect that greater use will be made of this
indicator.

Victoria

Collecting

How? Fmamal statistics retum based on:
direct teaching costs x course,
- total costs x college,
- cost by activity, e.g. admin/library/student services etc, per student
contact hour by college.

By Whomn? The College Budgets and Performance Monitoring Section (CBPMS) in the
Resources Management Division.

Reporting

How? Computer printouts by course/course types - e.g. field of study. Also used to
advise colleges on fee-for-service changes.

By Whom? CBPMS, Manager Finance.
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This is the most widely used indicator of college performance. It is used internally for college
comparison, budget discussions etc.

Western Australia

Current data collection and methods of inputting costs are not considered sufficiently reliable or
accurate to be used for performance measurement.
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Appendix three - Comments on specific
indicators by COTTS*

1. Cliont assessment
Three measures of this dimension of system effectiveness are proposed:
a. Student Destination
b. Student Satisfaction
c. Employer Satisfaction

These are to be collected using survey materials which have already been
developed and trialled in the ACT and a number of States, including New South
Wales, South Australia, Queensland and Western Australia. The proposal is that
industry groups be sampled in all States and Territories in a structured way such
that all industries are covered over a three to five year period. (There would be
flexibility to include industries of national priority in samples at short notice.)

2. Education achlevement
2.1 a. Sat Examination Rate
b. Subject Pass Rate

These two indicators relate to retention in, or completion of, subjects and other
programs leading to desired educational outcomes. They have been used in a
number of States/Territories for two or three years to measure the number and
proportion of students still on course at the end of their annual enrolled program
and the number and proportion who complete the assessment requirements
satisfactorily. National reporting will be at an appropriate level of aggregaton
such as Stream/Field of Study and may need to be rolled across study areas,

depending on resources.
C. Course/Program Completion Numbers

A broader indicator than Annual Graduate Numbers which is at course or
program of study level rather than subject level. Because existing systems require
students to enrol for an award or other course when they have no intention of
taking the whole course, this indicator will be of value as a time series of numbers
not linked to commencement numbers.

22 Student Contact Hours/Direct Teaching Hours

Universally used but in need of careful definition of populations and the teaching
hours to be included. There is a particular difficulty with defining equivalents for
distance education delivery and for groups such as Aboriginals in some States and
the N.T.

. These comments are drawn from the COTTS paper prepared for VEETAC (COTTS 1991)

ba‘
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Average Teaching Hours/Full-time Teacher

Clear definition is required of the components of this indicator; in particular the
calculation of the number of full-time teachers, or equivalent, may need to be
related to prevailing award conditions for teachers in each State. Whether or not
the denominator of this proposed indicator should be as stated or an EFT figure
for all teachers, and how the issue of duty hours and equivalents should be
treated, also requires investigation.

Cost/Student Contact Hour

Although such an indicator is in general use already, there are major difficulties in
establishing and achieving consistent finance data. The scope of the expenditure
element will require careful delineation, probably drawing on expertise in the ABS
and Commonwealth Grants Commission. A consistent and reliable calculation of
student contact hours is also problematic given TAFE's diversity of delivery
strategies and changes in the balance between them. Thus the development of this
indicator could well be the greatest technical problem facing COTTS.

Access

31

32

TAFE Participation Rates

A linking of TAFE participation to population (initially could be student contact
hours per 1000 population aged 15+) with possible progressive extension to
population sub-groups (e.g. women, ethnic groups, rural population).

Unmet Demand

The current DEET collection is not reliable but merits high priority for
improvement. Work will be needed on mecharisms for collecting this information
within a strict set of definitions and code of practice. A particular concemn is
duplicate applications by prospective students as TAFE systems generally do not
have a central clearinghouse operation at either the State/Territory or national
level as does higher education. Records are held at provider level and
incompletely, which makes accurate recording difficult to achisve.

Commercial sctivity

4.1

42

Industry-Funded Training/Total Recurrent
To be developed.
A staff development/industry experience indicator to be developed.
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Appendix four: Key performance indicators

(KPIs) for the three areas of responsibility in

the ACT Institute of TAFE

1. cducation delivery KPis

Effectiveness

The extent to which:

course offerins,s contribute to the economic development and social priorities of the

ACT Govermnraent;

courses are accredited as meeting national educational and industry standards;

annual graduate numbers increase;
students are satisfied with their educational experience;
participation of disadvantaged groups increases; aml

industry tiaining requirements are met.

Etliciency

The extent to which:

courses are provided within budget;

student contact hours per teaching hour increase;
class sizes permit effective learning;
consumables are used to best advantage;

use of educational facilities is maximised; and

an appropriate balance between full-time and part-time teaching staff is
maintained.

2. Education services KPis

The extent to which:

curriculum, teaching strategies and course profiles meet national standards;

appropriate articulation arrangements with other educational institutions and
sectors permit ready transfer into and from TAFE courses;

students, the community and industry are satisfied with TAFE services;

support services enhance student learning;
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. access to, and participation in, TAFE services (is) enhanced;

» educational services increase course completion rates and improve the graduate
success rate.

Corporate sorvices KPIs

Effectiveness

To the extent which:

. management information and advice is timely, relevant and accurate; and

. provision of building and estate, personal and other support services meet
statutory requirement and user needs.

Efficiency
The extent to which:

. services provided by the Institute are achieved within budget and meet
performance standards of Hmeliness and quality.
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